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Step 3. Implementing your project  
Responsibilities, action plan, communication and marketing and problem solving 

 

1. Introduction 
In the previous step you created the following documents, as appropriate for the scale of your 

project, as part of a basic strategic plan and action plan for a small project OR more detailed plans 

for a large project, including: 

 project description 

 broad strategic plan (vision or purpose, goals, objectives, outcomes) and action plans for 

each aspect of the project (using simple tables in MS Word or Excel for small projects or 

management software for more sophisticated projects) 

 stakeholder analysis and engagement plan 

 financial plan (project budget, fundraising plan, financial management plan 

 project management plan 

 risk assessment or job safety analysis 

 security, health and safety plan (for any trips for research or project implementation) 

 monitoring and evaluation plan 

 plan to follow best practices of project sustainability and sustainable development 

In this step, you will learn: 

 how to implement all your planning from Step 2 

 how to liaise with stakeholders 

 how to communicate with stakeholders 

 what to do in the case of changing circumstances 

 how to prepare a more detailed final check list of tasks for your project or event 

 

2. Rationale 
Implementation is about following through with all these plans, while being flexible and open to 

unexpected changes. This step is where you act upon the actions, responsibilities, communication 

and marketing decisions you made in Step 2. You now need to deliver your program according to the 

timeline in your plans. This delivery will be so much easier if you have made the effort in Step 2 to 

plan well. 
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The Rotary Foundation in Guide to Global Grants advises that: 

“As you carry out your project, keep reviewing your project plan with your project 

committee and team. Measure the project’s success and get feedback from community 

members about its activities. Delegate tasks and regularly check in with club partners, 

cooperating organisations, and the community to identify and resolve issues before they 

threaten the success of your project. You should also provide regular updates to your fellow 

club members.” 

“It’s best to have an email list with the following people: all grant sponsors, cooperating 

organisations, involved community members, club members, and other interested parties. 

Keep everyone informed of progress, challenges, and solutions throughout the life of your 

project.” p 28. 

 

3. Key questions or issues 

3.1 Liaising with stakeholders 
In the planning step, you listed and grouped all your stakeholders and created a plan for 

communicating with them. Engage these stakeholders by providing regular and timely updates, in 

line with their needs and limitations. This will enable them to feel better connected to your project. 

3.2 Communicating about your project 
Rotary projects provide many opportunities for promoting the work of Rotary, both internally and in 

the local community and businesses. In your communications, rejoice in the commencement of your 

project, mentioning any grant money received, further building an emotional connection with your 

team and stakeholders. Follow up with newsletter bulletins, emails to sponsoring clubs or even a 

media release, following the actions outlined in your Communications Plan. 

When the time is right, use the Worked example of a media release on a Rotary project to write a 

media release for your project. 

Make sure that you follow the format and conventions for media releases so that yours is not 

overlooked by a journalist. The following list from Eco Champions for the Peninsula is a good start: 

 “The words “Media Release” in bold at the top left hand side of the document 

 Release date  

 The words “Embargo” and the embargo date, if necessary 

 Catchy title 

 Introduction to what happened or is about to happen, when, where, how and why 

 Body with some more details about what was achieved or will be achieved, including some 
“pithy” quotes 

 Conclusion with who is organising the event or project and who is funding it  

 Contact name, phone number and email address and when they can be contacted 

 Media distribution list6” 

                                                           
6 Armstrong, P., & Stewart, J. (2015). Eco champions for the peninsula: teacher leadership for sustainability training 

program, participant notes. Tomorrow’s Leaders for Sustainability. p 78 
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3.3 When the unexpected happens 
Start your project, according to your strategic plan and action plans. Make sure that each action or 

task is completed as scheduled and on budget. However, things can change. If they do, make 

amendments to any plans as necessary; just ensure these changes do not compromise the overall 

project success and are communicated to stakeholders when appropriate. If something does go 

wrong in your project, you may have already thought through a possible solution. Check the table 

you developed in Step 3. Planning, in which you considered possible barriers to your project and 

possible solutions. 

Examples of What if? scenarios and solutions 

1. What if important documents are misplaced or left behind on the day of an event (Have 

backups on a computer and in a online storage site, such as Dropbox) 

2. What if twice as many people show up to your event than expected or tickets sell out too 

fast (staff the door to avoid health and safety risks, have staff talk to people in queues to 

keep them engaged while they wait, run the event twice) 

3. What if a natural disaster affects the project location (Have an emergency safety plan with 

the phone numbers of relevant authorities) 

4. What if a planned event is delayed because of inclement weather (Have the mobile numbers 

of all participants, communicate personally if possible or via a social media site, reschedule if 

necessary) 

 

Activity 5. What if? 

Before implementing your project, it may be useful to consider What if? scenarios. Thinking ahead of 

things that could go wrong, and pre-emptively considering solutions, will help you feel like you are 

ready for anything and will give you a head start if they do occur.  

In your project management team, discuss possible What if? situations for your project and 

suggested solutions to these. 

The table below will help you to record your answers. 

 

Change Solutions 

e.g. a storm is forecast for a tree planting 
day on a country property 
 

Delay the event for two weeks (this will give people 
time to reschedule the event in their calendars) 
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Change Solutions 

 
 

 
 
 
 

 

 

4. Tips for success 
If you are running an event, such as a tree planting day, the following examples of tips (by no means 

inclusive) may be helpful:  

 Check out the site in person, speak to the owner of the property to discuss important issues 

such as where the actual planting will take place, parking, signage, how people will be 

transported to the site, roles and responsibilities of your club and the landholder, catering, 

toilets, health and safety matters and any other matters about which the landholder 

believes you should be aware 

 Prepare a Job Safety Analysis and send a copy of this and any other communication 

forwarded to volunteers to your club secretary, president and the District Insurance and 

Safety Officer 

 If children or adolescents are involved with the event, ensure that they are accompanied by 

appropriate adults and that each volunteer has returned an approved permission form. 

Check with your club or District Protection Officer about any requirements to ensure the 

safety of these children or adolescents. 

 Prepare a final task list leading up to the event, assigning dates and responsibilities to each 

task. Check and revise this list regularly and on the day of the event.  

 Make sure that your take an approved first aid kit to the event site on the day and that at 

least one person on the organising team has an up to date first aid qualification. 

 Send out information and safety guidelines well ahead of the event, with clear instructions 

about how to find the site where the event will take place. Make sure that you include the 

mobile phone numbers of the project leaders and key health and safety authorities with this 

information.  

 Have a contingency plan in case the event cannot be held on that day 

 At the parking area for the site, have marshals (wearing safety vests) to supervise parking on 

arrival and departure 

 Ask all volunteers to sign in, giving an emergency mobile phone number 

 If you plan to take photos or videos on the day, ask the volunteers to sign a permission form 

for this as well. 

 At the welcome session, conduct an induction, covering purpose, safety, counter disaster 

plan, any instructions (e.g. planting), benefits of the event, program for the day, 

housekeeping etc.) 

 Have a prepared form to record any injuries on the day and advise volunteers to complete 

an entry on this form should they receive an injury during the day 
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 Try to ensure that the event is a low waste event; avoid disposable plates, mugs and cutlery 

where possible; ask people to bring their own crockery and cutlery and to wash them after 

use 

 Keep all sign in forms and other documents relating to the event in a safe place for a period 

advised by your club secretary 

 Communicate the outcomes of the day as soon as possible after the event, according to your 

communication plan 

 Conduct a review of the event with your team (e.g. using a SWOT – Strengths, Weaknesses, 

Threats, Opportunities – analysis), so that you can make adjustments to your plans should 

you decide to repeat the event in coming years 

(These tips relate to the District 9810 Sustainable Communities Committee’s annual Tree Planting 

Day. For other possible hazards of tree planting days, refer to the Worked Sample Job Safety 

Analysis Tree Project District 9810.) 

  

   

Tree planting give volunteers a practical, hands-on project 
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Case study 

Tree project: unexpected events and how we dealt with them 
District 9810 has been planting native seedlings from country properties in western Victoria now for 

five years. In that time, we have experienced a number of unexpected events, but have learnt to 

deal with these, so that there was minimal inconvenience to all the volunteers involved in this 

project. Below are a few examples of some of our unexpected events and how we dealt with them. 

Poor germination rate 

We have obtained our seedling growing kits from the same supplier over the duration of the project, 

finding that the quality of the kits and services has been outstanding. One year, however, many of 

the Rotary growers had a very poor germination rate for some species; sometimes only one or two 

seedlings coming up in 50 tubes. This was not only disappointing to the growers, but also potentially 

devastating for the project itself, as it was looking as if we wouldn’t have enough seedlings that year. 

Fortunately, we had arranged to have a coordinator for each Rotary club that was growing the 

seedlings and these coordinators gathered up all the boxes of tubes with poor germination rates for 

their club (as many as 10 boxes, each with 48 tubes) and held transplanting afternoons. Over several 

hours, volunteers removed all the soil from the tubes with no seedlings and all the seedlings and 

their soil from tubes that had good germination rates (often 10 to 20 seedlings per tube). They then 

refilled all the tubes with the combined potting mix and transplanted the healthy seedlings to all 

these tubes. This was a fiddly and time-consuming process, but in the end, we ended up with 

healthy seedlings in almost all our tubes, over 2,000 seedlings. We still don’t know the cause of the 

poor germination and the problem was not repeated in subsequent years. 

Seedlings growing very poorly or damaged 
Some growers found that, despite good initial germination, their seedlings were growing very poorly 

or were damaged or just disappeared. This was, at first, quite perplexing, so we looked carefully at 

all these tubes and started to transplant healthy seedlings from other growers. However, we were 

astonished to see that the polystyrene boxes in which the tubes had been placed were infested by a 

range of small invertebrates; snails, slugs, earthworms, caterpillars, earwigs, millipedes and even, 

spiders. When we questioned the growers, we found that, in all cases, these boxes had been placed 

either on the lawn or in the garden. Clearly, what had happened was that these invertebrates had 

worked their way up into the boxes from the soil. After transplanting healthy seedlings to these 

tubes and placing the boxes of tubes on a table, there were no further problems. This was a learning 

experience for everybody and all growers now place their boxes on hard services above the ground. 

Some of the growers found that the seedlings were looking poorly and were covered with white 

mould. Treatment with a mould spray solved that problem. 

A few growers noticed that their seedlings were being nibbled by animals overnight, most likely 

possums. Covering their boxes with chicken wire prevented further damage by the possums. 

Storms and rain 

Our normal practice was to schedule the planting day for late winter, which would give the seedlings 

time to adjust before the harsh, dry conditions of late spring and summer. However, for two years, 

the country had experienced almost record rains over winter and on the planting days, the 
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landholders reported that the ground was so muddy they could not get vehicles to the planting sites. 

Conditions on the land would have been appalling for our volunteers, so we had no choice but to 

cancel the event and to defer it by two weeks. We had recognised this was a possible threat and had 

plans in place. Hence, we contacted all the volunteers four days beforehand, informing them of our 

decision and giving them a chance to reregister for the reschedule event. Fewer people did attend 

the reschedule planting day, but there were enough to plant out a good proportion of the seedlings.  

No landholder 

One year, we were not able to confirm arrangements with a landholder and so had to cancel the 

event in that format for that year. Our volunteers from previous years had told us that they wanted 

to be involved in a planting project that year, and so we looked at alternatives. One of the clubs 

involved in the Tree Project arranged for the volunteers to join a community group who were 

planting native grasses beside a creek in a state park. This alternative event took only two hours of a 

Saturday afternoon, but gave the volunteers a chance to get out into the bush and plant seedlings, 

to meet other like minded people and to feel that they had made their contribution to helping the 

environment that year. The community group benefited by having extra hands to plant out all the 

grasses that they had grown throughout the year. A true Win Win. 

 

Alternative to tree planting; planting native grasses along a creek 

5. Templates and worked examples 
 Worked Example Job Safety Analysis Tree Project District 9810.xlsx 

 Worked Example Sample Media Release.docx 

 

6. Summary 
In this step you have considered: 

 How to implement all your planning from Step 3 

 What to do in the case of changing circumstances 

In this step, you should have produced a: 

 A more detailed final check list of tasks for your project or event  

Worked%20Example%20Job%20Safety%20Analysis%20Tree%20Project%20District%209810.xlsx
Worked%20Example%20Sample%20Media%20Release.docx
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