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Introduction
Welcome to this course in planning and administering aBet classes and projects, one of 
the modules in both the Higher Certificate and the Diploma in Adult Basic Education and Training. 
This module aims to familiarise you with the key concepts and knowledge relating to planning 
and administering ABET classes and projects. We hope that you will enjoy each of the six units 
in this module and that you will be learning things that you want to know about the practical 
managing and administering of ABET.

The module is an introductory one at level 5 of the National Qualifications Framework (NQF) and 
is meant to outline adult learning information that is of practical value to an entry level adult basic 
education and training practitioner.

In this introduction we introduce you to the contents of the module on planning and adminis-
tering aBet classes and projects. In it you will find basic information about:

• the aims of the module
• the learning outcomes of the module
• the units in the module
• the study guide material and readings
• sources of additional information
• tutorial support
• assignments and assessment and
• study expectations.

AIms	of	the	module
This module aims to help you to develop the introductory knowledge, skills and applied compe-
tence needed for the planning, setting up and administration of a literacy or adult basic education 
class or project. People credited with this module will be able to obtain, record and organise 
administrative information and fulfil the administrative requirements needed to manage an adult 
learning group or project.

leArnIng	outComes
The statements of learning outcomes provided below tell you what results are expected from 
your study of this module. It tells you what content you are expected to know as well as what you 
should be able to do or demonstrate. Of course these learning outcomes rest on the assumption 
that you will read and study this study guide, engage in the recommended study activities and 
complete all the assignments.

By the end of the module you should be able to do the following (both in spoken and ap-
propriate written form):

(1) Fulfil administrative requirements of a learning group.
(2) Demonstrate a simple understanding of the terminology and concepts of project 

management.
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module	unIts
The planning and administering aBet classes and projects module consists of the fol-
lowing topics that are covered in six study units of printed material:

unit title topics covered

1 The organisational structures 
of projects

The common structure types of projects

Having the right structure for the project 
environment

2 The phases of project 
management

The project life cycle

Processes and activities in project 
management

The learning organisation

3 What is project management? What is a project?

The differences between administration and 
management

Key concepts in project management

4 What are administrative 
requirements of a learning 
group?

Why do we need administration?

How to obtain and record administrative 
information

5 Organising administrative 
information

How to keep accurate records

How to organise records

6 Administration and communi-
cating with others

Communicating with learners about 
administration

Communicating with authorities and stake-
holders about administration

7 Evaluating an adult centre

How do we ensure that the 
project is running smoothly

The importance of evaluation

What and how to evaluate

Knowing something about administration is important if we are going to be effective adult 
educators, trainers or development workers. Indeed, in most work in the modern world there is 
some kind of administrative skill needed. In this module therefore we will first look at the kinds 
of administration any adult educator has to do and what kinds of records have to be kept. Then 
we will examine how one manages a bigger project or organisation.

The study guide material and readings
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The instruction given in this module is done in two ways:

(1) through this study guide with its units of printed course materials and readings which you 
are expected to read and study, and

(2) through interactions with a tutorial group (if you can attend one).

units

The printed course material for the Exploring adult learning module is divided into six units. Each 
unit covers topics related to one of the learning outcomes.

What	is	in	each	unit?

Each unit has:

(1) Learning outcomes
(2) Content material
(3) Activities
(4) Readings
(5) Further reading

learning	outcomes
These are specific statements about what you will be able to do when you have worked through 
the unit and engaged in other course activities related to the unit.

Content	material
This is the material you will read and think about. Other supporting materials, mainly readings, 
may also be used.

Activities
Included in the study material are a number of activities. These activities should help you measure 
your own understanding of the material. The activities will include questions, exercises, self-tests 
and ideas to think and write about.

readings
At the end of some of units you may find a reading or readings.

further	reading
A list of further readings will be provided near the end of each unit. These readings can be found 
in textbooks, books, journal articles and other publications as well as on the internet. You will 
have to find these readings yourself. In nearly all cases the books and journals are available in 
the University of South Africa Library and some are available at regional centres of the University.
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how	much	time	must	I	spend	on	each	unit?

How long do I need to study this module and each unit of this module? This module is rated at 
12 credits. This means that it is assumed that you will spend about 120 hours of study on this 
module. Usually this means that you must plan to spend time:

10 reading the materials;
11 engaging in activities as you read, and attending tutorials; and
12 writing assignments, and preparing for and writing the examination.

We recommend that you study for the following number of hours:

Reading through this introduction and the six units (40 hours) (about 6 hours per unit)

Doing activities and attending tutorials (40 hours)

Writing assignments (this includes preparation, reading, writing and careful editing) (20 hours)

Preparing for and writing the examination (20 hours).

sourCes	of	AddItIonAl	InformAtIon
Most of the basic information you need for the Exploring introduction to adult education course 
is either presented in this study guide or in the class sessions or available in the tutorial letter 
you received with it.

But what about information you need that is not found in the above? What other information do 
you need?

further	reading
Some information can be sourced from recommended books or journal articles listed in the fur-
ther reading section near the end of each unit. These you can borrow from the University library.

the	internet
Another primary source of information is the internet or World Wide Web. Computer facilities from 
which you may access this computer-based resource are available at the University.

other	students	studying	this	module
Studying on your own can be a lonely task. A rich resource of support, information and experi-
ence is your fellow students (whether given informally, by your setting up a study group, or by 
joining a UNISA tutorial group).

support	from	the	module	coordinator
You can make use of the support given by the module coordinator. You are welcome to make 
appointments to see the coordinator and you can also communicate with him or her by letter, 
telephone, fax or e-mail (details are given in tutorial letters).
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AssIgnments	And	Assessment

What	is	going	to	be	assessed?
The assessment in this module will be based on assignments and examination.

Assignments

You will be asked to complete two compulsory assignments during the course. Each written 
assignment has a due date and must be sent in by that date. The first assignment allows you to 
gain admission to the examination. The second assignment contributes 10% of your final mark.

Completion of the first assignment is a requirement for entry to the final examination. Please note 
that if this assignment has not been submitted, you will not be allowed to write the examination.

examination

This will be written at one of the recognised UNISA examination centres. The examination will 
last two hours.

things	to	remember	about	assessment

In thinking about assessment, remember that what should be assessed is your demonstration 
that you have achieved the learning outcomes of this course. To do this you need to demon-
strate/show the following:

13  Show that you have knowledge about the practical planning and administration of adult 
learning classes and projects (which you demonstrate by writing in appropriate ways in 
assignments and examination answers).

14  Demonstrate that you have the skills to think and plan how you would use your knowledge of 
such planning and administration in practical ways in your education and training activities.

15  Display attitudes that indicate that the knowledge you have of how adults learn is meaningful 
to you personally (both as an adult learner yourself and as an educator of adults) and that 
the way you use your skills will be effective when working with adults (which is displayed in 
the way you demonstrate your knowledge and skills).

The following are pitfalls that you need to avoid if you wish to demonstrate your achievement of 
the learning outcomes:

16  Writing what you have acquired through rote learning (this means learning words, texts or 
facts off by heart without really understanding their meaning). You will not do very well in 
your assessments if you simply rewrite what is contained in the study material.

17  Not making use of your own experience. We are very interested in your experiences, ideas, 
feelings and activities as an adult learner yourself. You will do well in your assessments if 
you combine what you have learned from the study material with your own well thought out 
ideas. You will do well if you can demonstrate that you can use what you have learned in 
your work and activities.
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study	expeCtAtIons
To be truly successful in this module, will require that you spend a considerable number of study 
hours reading and writing. The module was written with the assumption that you have a school 
grade 12 level competence in the language of instruction and in reading and writing skills. It is 
further assumed that you can learn from predominantly written material and that you can find, 
analyse and evaluate information relevant to the learning programme. Lastly it is expected that 
you will spend time carefully reading and studying the course material and readings provided 
and that you will do the assignments and prepare for the examinations.
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unit		1
the	organisational	structures	

of	projects

1	 IntroduCtIon
We begin this module by looking at the different structures of projects. In this unit we consider 
also how to involve the community in the decision-making process when considering starting 
a project. Doing research in the community enables you to establish which projects are most 
suitable for your community.

	 leArnIng	outComes	

By the end of this unit you should be able to:

Demonstrate a simple understanding of the terminology and concepts of project 
structures.

You will demonstrate this by being able to do the following:

• Describe some common structure types in projects.
• Explain the application of organisation structures in a project environment.
• Be knowledgeable about finding out what the needs of the community are.

2	 the	Common	struCture	types	In	
projeCts

2.1	 What	is	a	project?
Mrs Masemola noticed that the young children in her area were running around the streets after 
school. Many had single parents who were away at work during the day. So she started a project 
for children who had nowhere to go after school. We will later have a look at the steps you have 
to take to start a project and to keep it going. For now let’s look at the definition of a project.

A project is an undertaking:

• in which human and financial resources are organised in a way,
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• to undertake a special scope of work that is needed,
• within constraints (restrictions) of cost and time,
• so as to develop, benefit and change and is
• defined by quantitative (how many, numbers) and qualitative (value, importance) objectives.

By this definition a project is something which makes a change in people’s lives. It may be practi-
cal such as developing skills for employment. On the other hand a health project will improve 
the quality of life of, for example HIV/AIDS patients.

The size of the project will depend on how it is funded and what the objectives are.

The objectives may be short term, for example in a part of the country where there is a shortage 
of water, the project might be to build a dam. Recently, there have been many projects that have 
focused on the 2010 world cup. Once the stadiums have been built, these projects will be over.

In other cases the objectives may be more long term. A garden produce project may have the 
objective of making a family and/or community self-sufficient. If the project is successful it might 
develop into a small business venture. We will be looking at some of these aspects in the next 
couple of units.

	 				ACtIVIty			 	

Look at the definition of a project again.

Assume (pretend) that you have noticed children getting up to all sorts of mischief in your area 
and you now want to start a project.

Think about how you could do it by answering the following questions and making a few notes 
as you go along. You can go back to the notes later when you have completed the module and 
see how you would change and/or add to them.

What human resources do you have? Is there anyone who could help you?

What sort of finances would you need? Think about toys, books, food, etc.

How much time could you give to the project? What is the time frame? Months? Years?

How would it benefit the community?

How many children would you think of accommodating?

How would you occupy them?

What was the biggest problem you thought you would have? Starting a project takes time and 
thought. It may also cost money. One person, a community or even an international organisation 
can start a project.

Let’s now look at the different structures and types of projects.
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2.2	 Individual	projects
Mrs Masemola wanted to start an individual project. She saw a need and thought she could do 
something about it. Mrs Molotsi started a vegetable growing project with her learners in Ga-Rankua. 
She taught them organic farming (eg how to use kitchen waste products for compost) and each 
one began growing vegetables in their own back yard. The result is fewer health problems and 
a little help with the household budget as they no longer needed to buy vegetables. When the 
project started going well, she was able to get help from a charity to expand the project.

	 				ACtIVIty			 	

Make a list of individual projects which you think could be started in your community that would 
be of benefit to them.

Your list could have included sewing or knitting projects, food projects (school feeding schemes 
or events catering), literacy projects, skills training (if you have a particular skill/skills that you 
could share) and farming projects.

Individual projects can start small and grow into small or even large businesses. Some projects 
are started by organisations within a community.

2.3	 Community-based	organisations	(CBos)
Members of a community may see a need and come together to plan and start a project. These 
may be religious organisations or even literacy classes, women’s groups, etc. These projects are 
called CBOs. CBOs are nonprofit organisations. They may pay someone to run the project but 
any profits are put back into the project. Here are a few examples.

Concerned community members living in Esigodini in KZN were motivated by the poverty they 
saw around them. They formed Sakhisizwe, a community child care committee. Volunteers’ work 
involves looking after children orphaned by HIV/AIDS. They also help child-headed households 
with food, clothing, school fees and acquiring official documents.

Also in KZN, the Llange Support Group was formed by a group of people with HIV/AIDS to develop 
skills such as knitting, dressmaking, gardening etc. Members come together to talk about their 
fears and problems and to discover the positive about living with HIV/AIDS.
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A church group in Tshwane organised a drop-in centre for street people in an old house in the 
centre of the city. Volunteers come in the evenings to cook and serve food. Baths and clean 
clothes are also provided.

	 				ACtIVIty			 	

If you belong to a religious or other group in your community, discuss with them the needs they 
see in the community and what projects they would like to see to help those needs. If you don’t 
belong to any group, discuss this with your friends or neighbours. Make a list of possible com-
munity projects and/or projects that you know of in the community. Divide them into long-term 
and short-term projects.

In a CBO the project is focused on a particular community with the members of the community 
running it. When the organisation develops beyond the community, it becomes a nongovern-
mental organisation.

2.4	 nongovernmental	organisations	(ngos)
These are organisations that have projects that are not confined to communities. Many of them 
are quite big and have worked for many years in different parts of the country. They are nonprofit 
organisations although they may employ a large staff complement. Each has its own particular 
focus. Many CBOs turn to NGOs for help with funding and training. For more information look 
up the Prodder Directory in your library or online, which gives a good survey of NGOs with their 
phone numbers and addresses. Here are some examples:

national movement of rural Women focuses on the needs of rural women providing them 
with opportunities for education on gender issues and lobbies for the rights of rural women.

people opposing women abuse aims to create a safe society where women are powerful and 
self-reliant.

the mvula trust aims to improve the water supply and sanitation in South Africa.

food and trees for africa helps green communities by training in the planting of trees, devel-
opment of food gardens and promotes food safety and security.

project literacy is the largest adult literacy NGO.

There are also smaller NGOs that function in provinces or municipalities.
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operation upgrade is based in KZN and focuses on training facilitators in literacy, numeracy, 
English, food security, HIV/AIDS education and support and livelihood development.

2.5	 government	projects
The national and provincial governments also have projects running in most of its departments. 
These may be short or long term. The literacy project running in the department of education at 
the time of writing (2009), was called Kha ri Gude.

The Kha ri gude project which began on 14 April 2008, aims to enable 4.7 million adults to 
become literate by the end of 2012.

2.6	 International	agencies
The United Nations, International Charities and Aid agencies and other countries may fund projects 
in South Africa. Sometimes these may partner with government while others may partner with NGOs.

2.7	 ABet	centres
We have looked at some of the more common types of structures for projects. ABET centres may 
fall under any of these. It may be an individual who has been asked to run literacy classes in a 
small rural area, or the ABET centre may be affiliated to an NGO, or work with the Department 
of Education.

Many ABET centres are small and managed by one or a few practitioners. This means that all 
the management and administration is done by a few people or even one person on his/her own.

It is important when thinking about starting a project to understand what sort of structure is best 
for your community.

3	 hAVIng	the	rIght	struCture	for	the	
projeCt	enVIronment

Look at the different types of structures we have discussed above.

	 				ACtIVIty			 	

If you wanted to start a new ABET project, which type of structure is best for your community?



		 6unit		 1

Are there any NGOs or government departments you can look to for help?

When deciding on the structure of your project you have to take the following into account:

• The size of the community
• The number of people likely to benefit from the project
• The organisations or government departments that could help with training or funding
• The different skills that people in the community have and could teach
• The number of people who could help with training

ABET centres usually focus on the learning areas and unit standards for different levels. However, 
you may want to start an income-generating project. This would be skills development. ABET 
classes could be incorporated into such a project to enable learners to make the most of small 
business development.

To find out what is needed in your community or in a community you have chosen to work with, 
you will need to do some research.

4	 estABlIshIng	WhAt	the	needs	of	the	
CommunIty	Are

In this section we will be looking at ways of finding out what the needs of communities are. We 
will be discussing the skills we need to plan and start a project and we will attempt to answer 
questions such as:

Key	QuestIons

(1) How will I know what kind of project to start in my community?
(2) What do I need to know about my community before starting a project?
(3) How can I find out more about my community?
(4) If communities have many needs, how can they prioritise their needs in order to 

choose a project?
(5) What kinds of questions could I ask to find out if there is a need for ABET in my 

community?
(6) How can I find out about special learning needs?
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Let’s start off this unit by imagining that you have just arrived in the fictitious town of Dunville. 
You have never been to this town before and you feel very strange and lost, but because you plan 
to stay in Dunville you will need to find out what possibilities there are in the town for finding 
work. You will also need to find out if and where the schools are. Which is the best one for you 
to send your own children to? You will need to know where the shops are so that you can buy 
food, and you may want to know who the leaders in the town are. What will you do to get the 
information that you need?

	 				ACtIVIty			 	

Will you ask the first person you see to furnish you with this information?

Will you ask the driver of your taxi?

Will you look for a post office or police station and ask someone there?

Will you try to find a newspaper and try to read about the town?

Will you find the first shebeen or pub, pop in and ask the people there?

Will you just walk around for a while looking, listening and thinking about the things you see and 
hoping that you will “pick up” some of the necessary information?

Okay, this time we guessed that you would have answered that you would first find out everything 
you needed to know about the town before you moved there. What we are more interested in is 
how you would have found all the information you needed. We would have tried some or maybe all 
of the ways mentioned above. Perhaps you have a few better ideas about how to find information 
about a town. Most people would start off by speaking to various people in the town, reading the 
local newspapers, asking the local leaders or even by walking about observing town life. Most 
of us have done something like this when we were lost and we needed directions to find our way.

If at any point you have already had to do something like this, then you have already done some 
very basic community research.

Let’s now imagine that you live in a village that has a very poor system of education. You have 
been chosen by your community to help improve the system of education in the village. What 
would you do now? You will have to do some community research and look more closely at what 
the problems in education are before you can decide what to do,1 and you will need to have a 
good understanding of the problem and how the community functions before you do anything. 
How will you do this?

To answer this question, we will give Grave Molopa, a rural education facilitator who managed to 
solve a similar educational problem in her community, the opportunity to tell you her story. She 
will, in the following case study, tell us about her project in the Muldersdrift farming community 
just outside of Johannesburg. This is Grace’s story.

1 You may find that the problem is not too serious and that it may only need some intervention. For example, if the 
problem is that the school governing council is not functioning properly; you could organise a workshop so that 
they can learn some useful skills and in that way solve the problem. But, other problems might take much longer to 
solve. In such cases, you will need to be able to start some kind of project to help solve the problem.
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case study: grace molopa’s pre-school project
I was very interested in helping communities. So, after getting married, my husband and I 
moved to the rural area of Elandsdrift in Muldersdrift. I started working for the local civic 
association. It was a very exciting job. After about a year, the civic association sent me 
on a training course. I learned important community development skills. The training was 
difficult but I enjoyed it very much.

For one of my assignments, I had to go into a few communities and do some research. 
I had to try to find out what the needs in these communities were. I used many differ-
ent ways to find out what their needs were. I talked to many people in the community. I 
spoke to parents and I found that in all three communities that I visited, parents were very 
worried about the safety of their children. Some parents worried because they had no one 
to leave the children with when they went to work. Others worried because they had to 
leave small children with older children. And some parents worried that their little children 
would get cold when they were left in the shacks all day. I also spoke to some teachers at 
a local school and found out that there was a very high failure rate in the primary schools.

I then realised that there was a big need for pre-schools and crèches where children could 
be safe and warm during the winter months. If the children had some pre-school educa-
tion, the failure rate in primary school would not be so high. I mentioned this idea to our 
chairperson at the civic association and she was keen for us to start with a pre-school 
project in the three communities. But it was difficult to decide which community to begin 
with – you know – I found this to be a need in all three communities where I did my 
research.

Eventually I decided to start in Zandspruit because the problems there were very bad. The 
people in the Zandspruit community used to live on plots and farms around the Randburg 
area. In 1993 they were evicted and they had to move to Zandspruit. This caused many 
problems because of the lack of facilities in Zandspruit. Many of the children had to attend 
school and pre-school in different areas and they had to travel long distances every day. I 
found out that the community had many other problems which were difficult to solve. The 
farmers harassed the people. When my colleagues in the civic association tried to help, 
they were threatened by right-wingers. Once we were even arrested in the Diepsloot area 
and charged with trespassing.

Also, the weather was very bad. We had heavy rains. Some of the people’s belongings 
were damaged in the rain. The police showed no respect for the people’s property and 
they too caused a lot of damage to property.

Because Zandspruit seemed to be in need of pre-schools more than the other two com-
munities, my first project was in Zandspruit where I started the Realeboga Pre-school.

I began by speaking to the community. Then I formed a committee and we started plan-
ning what we had to do to start the pre-school. First we had to find a location for the pre-
school. I discussed this with the community and they suggested that we use an old house 
that belonged to the Randburg Town Council. So, next I asked the Council if they would 
allow us to use the house.

Then I asked the community to find out if there were any women who were prepared to 
work with children. Only four mothers were interested. The four women were trained to 
work with children. After they completed their introductory training course, we started the 



		 9	 the	organisational	structures	of	projects

pre-school. In the meantime, I did fund-raising and I also received donations of equip-
ment and toys and lots of other useful items from various organisations.

The Realeboga Pre-school opened in October 1994. The school is run by the committee 
and teachers. The fee is R15 per child per month. We use the money to buy food for the 
children and what is left, is shared equally among the teachers.

We also started another pre-school, the Kwena Molapo Nursery School which is running 
at Kwena Molapo High School in the Lanseria area. It has 58 pupils and is also run by 
teachers and the committee. When the schools are opened, the committee and the teach-
ers take over the running and I move on to do something else.

We stand with Grace and we listen to a group of happy pre-school children singing. And 
Grace tells us. “Both schools are running well. I wonder where I will start with the next 
one?”

	 				ACtIVIty			 	

Read Grace’s story carefully and then write down short answers to the following questions:

(1) In what way did Grace’s research in the three communities help her?
(2) Why did Grace choose to work with pre-schools?
(3) Why did Grace choose to start a pre-school in Zandspruit first?
(4) What did Grace do before she started the pre-school? Make a list.
(5) Did Grace involve the community in her work? Why do you think she did this?
(6) Why do you think Grace is no longer involved in the pre-school? Do you think this is a problem?

There are no right or wrong answers to most of these questions because your answers are prob-
ably written with your own experience of your community in mind. We have, however, given you 
some possible answers for you to compare with yours.

(1) Grace’s research helped her to understand the needs of the communities. It also helped her 
to see what kind of projects would be useful to the community. Because of her research, she 
decided that a pre-school project would be most valuable in the community.

(2) While Grace was doing her research in these areas, she found that many children under 
the age of six were being left unattended while their parents were either at work, or doing 
their daily tasks. In some cases older sisters had to stay away from school to look after their 
younger siblings. Grace’s research in the community also showed that there was a high 
failure rate at the local primary schools. She thought that this problem might be alleviated 
if children had some early learning experiences before they arrived at school. For all these 
reasons she saw pre-schools as a priority and so she chose to start a pre-school project.

(3) She chose to start the pre-school in Zandspruit because this area had the most problems. The 
community had recently moved there and there were very few services for them. Zandspruit 
seemed to have more problems than the other areas.

(4) Firstly, they needed to find a venue; this would need to be a place close enough to the moth-
ers as they would not have transport to get their children to school. Secondly, Grace and the 
committee found an unused house in the vicinity. Thirdly, they asked the Randburg Town 
Council for the rights to use this land as a pre-school for the community. Fourthly, she had 
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to find teachers who were willing to look after the children. She had to train the four willing 
women. And finally, she managed to get equipment donated to the pre-school.

(5) Yes, Grace consulted the community on many issues and her committee was elected from 
and by the community. The teachers too, came from the community. This was important 
because it provided employment for members of the community. An added advantage was 
that because the teachers came from the community, they lived very close to the school and 
so they did not have to be reimbursed for transport costs.

(6) Grace moved on to start other pre-schools in other areas where they were needed. We do 
not think that it was a problem that Grace moved on to another project. Grace is a facilitator 
not a pre-school teacher and so she needed to start other projects while the community and 
the school committee were left to run the school. Grace still visits the pre-school from time 
to time, to see how things are going.

4.1	 What	do	I	need	to	know	about	the	
community	before	starting	a	project?

We can see from the case study that it was important for Grace to have a good understanding 
of her community. Even though Grace lived in the community and she already had some under-
standing of the area and its problems, she still did not have a good enough understanding. She 
had to do some research to find answers to the following questions:

• What are their needs? 
She found out that they had many needs such as problems with housing and transport.

• What resources are available in the community? 
Grace had to find out what buildings were available for a school and who could assist with 
teaching the children.

• What is the biggest problem in the community? 
The community had many problems. After speaking to many people, Grace found that the 
lack of pre-schools and the fact that children under six years of age were not being cared 
for, was the biggest problem.

• What kind of project will solve the problem? 
We know that Grace decided that a pre-school would solve the problem.

• Will the community support the project? 
Grace needed to find out whether the community thought pre-schools were a good idea.

So you can see that it is important to make sure that you understand the community well enough 
to be able to answer such questions before you start a project. And to get the information, you 
need to do some research.

4.2	 What	is	research?
Look back at activity 1 where we spoke about the kind of research we do when we need to get 
directions or when we need information about a particular place. We all do research all the time. 
Think about the following activity:
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	 				ACtIVIty			 	

Imagine that you want to buy a new radio. You are not sure which type to buy and so you will 
need to get information about different types of radios.

• Who will you ask?
• What kinds of questions will you ask?

You will not ask just anybody. You will not, for example, ask your grandfather who is hearing 
impaired because he probably would not know much about audio equipment. You also would 
not ask your four-year-old sister because she would also not be able to tell you much. You would 
probably ask people who own a radio or you would ask someone who sells such equipment. You 
would probably ask the following kinds of questions:

• Where is the best place to buy a radio?
• How much did you pay for yours?
• Is a Goldbar radio a good quality radio?
• Can one operate it with batteries?

In the case study we saw that Grace had to do a lot of research in order to find out what the prob-
lems in the Zandspruit community were. You remember that she told us that she had to speak to 
people to try and get information so that she could have a better understanding of their problems.

In the next section we will look more closely at the kind of research that Grace did to find out 
about the education and development needs in Zandspruit.

4.3	 problem	solving	for	community	development
We saw that Grace started her research because she wanted to understand more about educa-
tion in rural communities so that she could start a project that could help solve the problems in 
these communities. She started off her research by speaking to people in the community and by 
asking questions. She needed to understand the community better in order to try to help solve 
community problems. After she had many discussions she was able to think about what the 
biggest problem in the community was.

	 				ACtIVIty			 	

Read through the case study again and then draw a diagram to illustrate all the problems that 
Grace identified in the Zandspruit community. Place “PROBLEMS AT ZANDSPRUIT” at the centre 
of your diagram. Don’t look at our diagram until you have completed your own.

It is possible that your diagram looks very different from ours. We thought that it would be easier 
to divide the community’s problems into two groups. See below.
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  proBlems at ZandspruIt

problems with children

• parents away at work
• no safety
• children cold
• shools far away
• babies left with other children
• high failure rate in primary schools

living conditions

• evictions
• harassed by farmers
• bad weather
• rain damages property
• police damage property

In the case study, Grace tells us that she found many different problems in the community. We 
have indicated all of these in our diagram. But you can see that Grace focused more on the need 
for a pre-school in the area. She was able to narrow down her investigation by focusing on 
problems that were linked with children younger than six years of age.

We have tried to show the above in our diagram. We illustrated the different kinds of problems that 
people in the area were experiencing with their living conditions – but we were able to separate 
the problems associated with children.

	 				ACtIVIty			 	

Look at the diagram. We can see that Grace found that the parents in the community had many 
different problems associated with their young children. Try to think about the kinds of QUES-
TIONS that Grace might have asked the parents in the community about the problems they had 
with their pre-school children.

We think that she would have asked questions like the following:

• Do you have children?
• How old are they?
• Do you work?
• Where do you work?
• How long are you away from home each day?
• What happens to your child/children when you go to work?
• Do you have any problems with this arrangement?
• You say they don’t go to pre-school, why is that?
• What kind of childcare arrangements would be most suitable for your child?
• If we started a pre-school in Zandfontein, where should it be situated?

These kinds of questions could have helped Grace to explore the problem that the parents had 
with the lack of pre-schools.

When doing such research you have to ensure that you focus your questions on the problem 
you are investigating. It is a good idea to write down what you think the problem is. Try to be as 
specific as possible. When doing her research, Grace wrote:
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I think that there is a problem of junior primary children failing at school. I need to find 
out about pre-schools and primary schools in my village.

By writing down the problem Grace was able to narrow down her investigation. So she did not 
focus on problems with the police or the weather or on the lack of transport or the poor housing 
conditions. She knew that it was not possible to research all aspects of a community. So although 
Zandspruit has many problems, Grace was able to narrow down her investigation to looking at 
the educational problems of pre-school children. How did Grace do her research?

4.4	 how	do	I	plan	my	research?
Grace had to plan her research. When planning, Grace had to think about the following:

• Who am I going to approach to get the information I need?
• What issues am I going to focus on?
• What questions am I going to ask?
• Where am I going to find the information?
• When am I going to do this?
• How am I going to collect my information?

5	 ColleCtIng	InformAtIon	ABout	A	
CommunIty

There are many ways in which you can collect information about your community so as to under-
stand it better and develop certain areas of your community. You will have to decide according 
to your needs which methods will be appropriate and useful to you. We have included some that 
we think you might find useful. However, there might be other ways of collecting information that 
are more useful and practical in your particular community.

5.1	 Who	can	I	speak	to	in	order	to	get	the	
information	I	need?

You will have to think about who you will speak to. This may differ according to what you are 
researching. Let’s take the following as an example:

	 				ACtIVIty			 	

If you need answers to each of the following questions, who would you ask?

Which is the best football team in the area?

Where can one buy drugs?

How does one join the church choir?

How does one steal a car?
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Where can one get a driver’s license?

Who is the prettiest girl in the community?

You can see from the kinds of information required that you could not ask a policeman to help 
you with all of the above information. Nor, for that matter, could you ask a priest to help with all 
the above information. If you were asking about how to steal a car or where to buy drugs, you 
would seek out a very select group of people to avoid being locked up in jail! So you can see that 
it is important to think carefully about who would be the best possible sources of information.

Choosing the right informants to speak to (or to interview) is only one way of collecting informa-
tion. There are a number of other ways. Let’s look at some of them.

5.2	 different	ways	of	collecting	information
	 				ACtIVIty			 	

There are many different ways of collecting information about our communities. How many 
ways can you think of? Draw a diagram to illustrate your ideas. Place WAYS OF COLLECTING 
INFORMATION at the centre of the diagram.

Our diagram looks like this:

VISIT RELEVANT OFFICES

• local council offices
• education offices

READING RELEVANT 
ARTICLES

• newspapers
• local pamphlets
• newsletters

WAYS OF COLLECTING INFORMATION

THE MASS MEDIA

• local radio
• specific television 

programmes

INTERVIEWING

• community members
• organisations
• other relevant 

stakeholders

Now let’s look at these methods in more detail:
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5.2.1	 Visiting	relevant	offices,	committees	and	
organisations

	 				ACtIVIty			 	

Think about or discuss with your study group the kinds of information you could obtain from each 
of the following sources:

VILLAGE LEVEL WHAT INFORMATION COULD THEY GIVE ME?

tribal authorities

civic association

youth group

women’s group

school committee

clinics

NGOs

DISTRICT LEVEL WHAT INFORMATION COULD THEY GIVE ME?

local government offices

civic offices

magistrate offices

education offices

libraries

NGOs

You can see that each of the above will be able to give you some kind of information that might be 
useful to you in helping your community and in understanding its needs and its resources better
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5.2.2	 Collecting	relevant	articles
It is useful when doing research to also use newspapers and local newsletters as a source of 
information. You might find these to be very useful sources of information. If you are doing research 
into the needs of a particular community, you will find it useful to collect articles from newspapers 
and any local newsletters that deal with issues in the community. These not only give us useful 
information but also help us to understand and interpret other information that we might have. 
If you are doing research in a specific area, you may find many useful articles concerning the 
new education policy, housing policy, or policy on tribal authorities and local government. This 
information is important as it can guide you in solving problems in your community. Here is an 
example of an article which we found in the Sunday Times, July 9, 1995. We are of the opinion 
that articles of this nature could give us important background information about women from 
the rural areas who work in town – even if the article is not about your own community.

	 				ACtIVIty			 	

Read the newspaper article below and make notes on:

(1) Christina’s personal problems.
(2) The problems that Christina’s dependants have.
(3) The kinds of problems that Christina may have if she wanted to attend an ABET class.
(4) The kinds of things you could learn from an article like this. (Think about whether understand-

ing these things will help you to understand other rural communities better.)

“Christine Ngwenya works as a domestic for five days a week, one day each for five different 
employers. Two of them pay her R20 a day and three pay her R25 a day. That comes to R115.  
Her weekly bus ticket costs her R49,10”

By the time a she gets to work at 7 am Christine Ngwenya is already four hours into her day.

Scrambling down a hasty breakfast before starting her chores as a domestic servant in the 
Sunnyside suburb of Pretoria, the 68-year-old grandmother can look forward to getting back 
home 12 hours later, if she’s lucky. More often than not, however, the train that takes her to 
the bus that drops her half a kilometre from home is late. Not much, but enough to prevent 
her reaching the bus depot in time for the bus that leaves, with crass punctuality, at 5pm.

Sometimes when the train is on time, she says, it spoils things by grinding to an incompre-
hensible halt for five minutes or so between stations. Either way this means a wait of one and 
a half hours until the next bus lurches north-east from Pretoria, through Villeria, East-Lynn, 
Roodeplaat Dam, Wadrif, Moloto, kwa-Mhlanga, Kwaggafontein, Dennilton etc, in all about 
140km to a nowhere place – certainly nowhere on the map – called Zondagfontein.

As her weary limbs separate themselves from the surrounding blackness of an unlit winter’s 
night at about 8.45pm, six children and two sleepy grandchildren form a welcoming com-
mittee at the front gate. Quiet, but beaming, they haven’t seen her since 16.30pm the night 
before.  When she rises at 3am they’re still fast asleep. Another four grandchildren are usually 
out for the count by the time she gets home. She gets to see them for an hour or so on Satur-
day evenings, but properly only of Sundays.

Mrs Ngwenya works as a domestic for five days a week, one day each for five different em-
ployers. Two of them pay her R20 a day and three pay her R25 a day. That comes to R115.
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Her weekly bus ticket costs her R49,10. On Saturdays she adds about R50 to this income by 
selling sweets and fruit from a pavement stall in the Pretoria city centre.

Since ill-health forced her late husband to resign his job as a Pretoria City Council police 
sergeant in 1981, she has been the family’s sole breadwinner. Three of the six children who 
stay with her are at school, and two are fulltime mothers. Her son Ezekiel, 28, has no paying 
job, because she cannot afford the bus fare he would need to look for a job in Pretoria.

No layabout, however, he pays his way by diligently adding homemade bricks, window frames 
and cement floors the slowly expanding family home.

 
Here are our answers:

(1) Christina earns very little money. Her transport costs are high. She spends very little time at 
home and with her family and has very little sleep. Christina has to support many people on 
her meagre earnings. She has no electricity and the community where she lives is unsafe.

(2) There is not enough money to send the children to school or to buy books, uniforms and 
so on. Some of the older children have to stay at home to look after the younger children 
because their mother and grandmother are away. They also have to fetch water and wood 
which means they have little time available to attend school or, if they do attend school, they 
may already be tired by the time they get there. Because their parents and grandmother are 
away from home, they do not have any adult supervision. They also do not have enough 
educational stimulation.

(3) We do not think that it is possible for Christina to attend adult education classes. It would be 
very difficult for her because she does not have the time or the money to do so. She leaves 
home very early in the morning and gets home long after most classes have ended.

(4) Christina’s community might be very similar to other rural communities. The similarities 
might be:

• There is no work in the area and so people have to travel long distances to get to work.
• Transport costs are high.
• One salary supports many people.
• Many people live in one household.
• You can see that newspaper articles can be a valuable source of background information 

about community problems.

5.2.3	 Collecting	information	from	the	media

In the same way that newspaper articles and newsletters can be helpful, radio and television 
programmes that relate to your community and its problems can also provide you with useful 
information. Have a look in local newspapers to see if there are any programmes that are relevant 
to you. If you do not have a television you can perhaps find out if there is anyone in your area 
who has one and ask if you can watch.
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5.2.4	 Conducting	interviews	with	community	members,	
organisations	and	other	relevant	stakeholders

Speaking to (or interviewing) community members is usually one of the most useful ways of col-
lecting information about your community, especially if it’s a rural community. This is because 
rural communities are usually more close-knit than urban communities and people tend to know 
a lot about one another. Interviewing the members of your community is also useful because it 
gives you the opportunity to network better.

Networking is one way of meeting people (like the chiefs) who can give you permission to run 
projects. Networking will also enable you to make contact with people who could support and 
help with the project. So interviewing not only helps you to collect lots of information about the 
community, it also helps you to make contact with people who can assist with the project.

5.2.4.1	 What	is	interviewing?

In the case study, Grace interviewed the parents in her community. We have looked at the kinds 
of questions that she would have asked the parents. Interviewing is an organised way of asking 
people questions. The person asking the questions is called the interviewer and the person an-
swering the questions is called the interviewee. We have all heard an interview being conducted 
on the radio, or seen one on television.

5.2.4.2	 thinking	about	questions	for	an	interview

Look back at the questions that we thought about in section 2.2. You will notice that the questions 
were asked to find out something specific.

	 				ACtIVIty			 	

The following list of questions is intended to help you find out whether or not the people in your 
community see a need for ABET classes. You have been given a list of questions to guide your 
interview. Think about, or discuss with your study group, which questions are not relevant. Give 
reasons for your answers.

(1) Where do you live?
(2) Where do you work?
(3) What standard did you complete at school?
(4) What is your favourite football team?
(5) What time do you finish work?
(6) Do you attend classes at work?
(7) Would you like to have another child?
(8) When did you last go to church?
(9) Why would you like to attend school?

(10) Why did you not matriculate?
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We think that questions 4, 7, 8 and 10 are not relevant. All the other questions could give us some 
information about why, where or when the classes should be held.

You can see from the above activity that when you are formulating questions, it is important that 
you try them out on one or two people to see if they elicit the type of response that you need. 
You may have to change them or make them clearer.

We have included an interviewing check list for you. Read through it whenever you interview 
someone and try to get as many ticks as possible. Put a tick  in the column if your answers is 
yes, and an  if your answers is no.

If you have any crosses, think about how you could improve your interviewing techniques.

CheCK	lIst	for	InterVIeWers

questIon yes


no 


Were you friendly, respectful and polite to your interviewee?

Did you explain the purpose of the interview clearly?

Did you check that your interviewee had the time to meet with you?

Did you start with a general discussion and then move to specific 
questions?

Was your interviewee relaxed and confortable about answering 
questions?

Were the questions you asked simple and straightforward?

Did you use the inteviewee’s language?

Did you tell the interviewee that what he/she tells you will be treated as 
confidential?

Did you plan and test the questions?

Did you record the answers either in writing or using a tape recorder?

Do you think your interviewee was honest in all his or her answers?

Were you sensitive to your interviewee when asking personal questions?
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questIon yes


no 


If your interviewee did not wish to answer something, did you agree to 
this

Were you sensitive to possible gender, age or cultural barriers between 
you and your interviewee?

Did you thank the interviewee for her/his time?

Will you report back to your interviewee once you have finished your 
research in order to tell him/her what you found and about the project 
you will run?

6	 WhAt	must	I	do	WIth	the	InformAtIon	
I	ColleCt?

Once you have started gathering information, you will need to think about how your findings will 
affect the community.

	 				ACtIVIty			 	

In your research, you find that a particular community has no primary school. What are the 
implications of this for the community? Think about or discuss the implications of this lack of 
a primary school with your study group. Write down as many implications as you can think of.

When you think about the implications of your findings, you will have to try to think about the 
problems from many different points of view. If there is no primary school in the community, we 
could think of many implications but will only mention a few. It could mean that children have to 
walk very far to get to school every day. This could also have an effect on their performance at 
school. It could also mean that children choose to stay at home rather than walk long distances 
– this means that many children are left unattended during the day. It could also mean that they 
will miss the opportunity of getting an education because they are not attending school regularly.

6.1	 how	do	I	solve	the	problem?
When you do research in a community it is usually to find out how you can help with the kinds 
of problems that the community has. For example, if research shows that there are no primary 
schools in an area but that there is a need for one, your action could be to start a primary school 
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project in the area. As we saw with Grace’s pre-school project, such actions take a lot of planning 
and hard work.

7	 usIng	A	profIle	to	ColleCt	
InformAtIon

We saw in the case study that Grace was able to tell us a lot about the problems of the Zandfontein 
community. Once you have found out about the functioning of a community, you will need to 
write up a profile of the community. This will help you clarify your understanding of the com-
munity: its resources, problems, opportunities and development needs. We call this collection 
of information a profile. You will find the profile useful when you need to develop a plan of action 
for a community project.

7.1	 What	is	a	profile?
Profiles are helpful if you need to collect information that will help you to:

• identify problems in a particular part of a community.
• identify and understand related needs.
• identify available resources and resources that are needed.
• plan a project.

As an ABET practitioner the projects that you are likely to start will be mainly centred on adult 
education. It is thus this part of your community that you will need to profile. Let us look at this 
more closely.

7.2	 designing	a	profile2

We have given the following example to help you understand what we mean when we speak about 
a profile. The example that we are going to look at is aimed at designing a profile of adult education 
in a community. It is important to remember that education does not happen in an isolated way 
and that there are many aspects of community life that affect education (eg health, infrastructure, 
family attitudes, employment, poverty and so on). Remember this from unit 1 of Module 1 (Mrs 
Radebe’s adult education classes were affected by many factors in the community such as a 
lack of time, a lack of work opportunities, and the fact that the husbands did not approve). It is 
therefore important that these related aspects are included in the profile, and that you use these 
to help you understand the information that you collect.

2 Please note this questionnaire is merely a guide, it does not include everything and it may be too detailed for certain 
purposes. In the questionnaire, there are questions that you yourself will be able to answer if you live in the target 
community. You will know for example how many ABET classes are held in your area. If you know these kinds of 
things, you do not have to go out into the community to ask these questions. In cases like this, when you already know 
the answers, community profiling consists of putting the answers into a more organised form, rather than actually 
finding them out.
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8	 the	purpose	of	A	profIle
The information from a profile is useful for developing a plan that will help to solve a problem. 
A profile can also be useful in helping you to recognise a problem. For example, a farmer might 
believe that because most of his workers’ children are in his school, that there is no problem. This 
is where a profile can be useful. It could show that there are still many children out of school so 
there thus is a serious problem. It depends on how you look at the issue. We will discuss this 
type of analysis in more detail in the next unit.

8.1	 A	profile	of	adult	education	in	my	community

Researcher’s name 

Date

Community

Research plan

Which community members and organisations do I need to interview in order to collect 
this information?

How am I going to introduce myself and the aim of my questions?

How am I going to meet these people and organisations?

How am I going to record the information that I collect?

INTERVIEW GUIDE TO ASSESS THE VIABILITY OF AN ABET PROGRAMME3

• Is there a need for aBet among the adults in your community?
What do adults in your community need ABET for? Why do the adults need ABET? Is it for their 
everyday lives, their work etc? Explain.

Are there at present any ABET classes in your community or area?

• If so, where are they run from?
• Who offers the classes?
• Who funds them?
• What do adults pay to attend?
• Who started the classes?
• Do an equal number of men and women attend? Why/why not?
• Are those attending mainly young or old? Why?
• Has there been a high drop-out rate in these programmes? Why/why not?
• In what way have these programmes been successful?

Add any other information about the classes that you think is important.

3 As we said above, we have included a very detailed interview guide. This guide could be useful in researching your 
own community but you can see that it is much too long. You will already have an understanding of most of the issues 
and so you will need to work selectively from it.
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Is there a need for (more) 
aBet training in your  
community?

 

Do the members of your community want such a training programme?

• Will they support it?
• Will they be able to pay towards such classes?

Are there people in your community with the skills and who are willing to give such classes? If 
so, who?

Where and when would they want such classes to be held?

Do the people in your community lack income-generating skills? If so, which skills are lacking 
and why are they important?

Are there any skills-based training or income generating education projects running in your area? 
(agricultural skills, food gardens, brick making, sewing, small business management)

• If so, where are they run from?
• Who offers the classes?
• Who funds them?
• What do adults pay to attend?
• Who started the classes?
• Do an equal number of men and women attend? Why/why not?
• Has there been a high drop-out rate in these programmes? Why/why not?
• Who has dropped out of such courses?
• Why?
• Are those attending mainly young or old? Why?
• In what way have these programmes been successful?

Add any other information that you think is important.

• Is there a need for (more) adult skills-based training in your community? Why/
why not?

Do the members of your community want such a training programme? If so, what types of pro-
grammes and why?
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Will they support such programmes?

Will they be able to make any payment towards the training programmes?

Are there people in your community with the skills and who are willing to teach such classes? 
If so, who?

Where and when would they want such classes to be held?

• family life and general living conditions (as relates to adult education and training)
Does the family life of your community allow for such training?

Will the men of the community approve and support the women if they go to such classes? Why/
why not?

Will the women be able to leave their families and their duties to attend such classes? Why/why not?

Will the men be able to leave their families and their duties to attend such classes? Why/why not?

• do the living conditions allow for such training?
Are most members of your community involved in some form of employment or self-employment 
during the day? How will this affect adult education and training?

Do members of your community have some money available that they could contribute towards 
such classes and learning materials?

Is there electricity in the area that will allow for evening classes?

Is there a community building that could be used for these classes?

Are there any means of raising funds in and around your community for such purposes?

If so, who do you approach and how? (local businesses, education department, community 
committee, chiefs and so on).

Will the chief approve of such classes? Why/why not?

Is there a reliable postal service in or near your village from which you could receive distance 
education learning materials for such purposes?

8.2	 What	does	a	profile	tell	us?
From an interview guide like this, you would be able to understand a lot about a community. You 
would be able to say whether there is a need for adult education classes in the community or 
not. You would also be able to say what type of classes would be most suitable and who should 
be targeted. You will also be able to identify possible problems, like husbands who will not allow 
wives to attend, and so on.

Once you have obtained the answers to the above questions, you will be able to write up a plan 
of action. In other words you will be able to say how you could solve the problem.

• What should be done?
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• Who would you involve?

• How will you start the project?

We will look at how to write an action plan in the next unit.

9	 estABlIshIng	leArner	needs

9.1	 Ways	to	establish	learner	needs
We have looked at ways of finding out whether communities have ABET needs. You will also have 

to find out whether there are any specific learning needs in an organisation or among a specific 

group of learners. How can you find these out?

There are many ways. You could have discussions with learners, potential learners, shop stewards 

and so on, to find out whether they need to learn any new skills. We will give you some examples 

of things you could talk about to find out what the educational needs of a group of learners are. 

Remember that you will not always be able to give them the questionnaire to fill in. You will have 

to use the following as a discussion guide.

You could ask the group the following kinds of questions:

Have there been any changes in your job?

Have you had any training to help you learn your new job skills? What kind of training?

What kind of things would you like to learn that would help you with your home and family 
responsibilities?

Which of the following do you need most in your work? Say why.

• reading
• writing
• speaking
• problem solving
• working with numbers

What kinds of reading do you need to do in your work? Say why.

• safety information
• information about using machines
• information about what job to do
• information about benefits like pensions and medical aid
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9.2	 finding	out	about	special	skills
You will need to find out if your learners want to learn special skills. The following questions can 
be used to find out what kind of reading, writing and calculating they can do and which skills 
they would like to improve.

Do you enjoy reading? ..........................................

do you often read any of these? I can do this I would like to 
do this better

newspapers

instructions for health, safety, recipes

trade union letters

letters or contracts from management

books or magazines

dictionaries or other reference books

other (say what) 

Do you like writing? .........................................................

do you need to write any of these? I can do this I would like to 
do this better

forms like bank forms or job applications

letters to family or friends

formal letters to complain about or ask for 
something

crossword puzzles

stories or poems or songs

other (say what) 
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Do you like working with numbers? .........................................................

do you ever need to work with the following? I can do this I would like to 
do this better

money, eg work out change

bank statements or pay slips

bills or accounts

measure paint or carpets etc

work with a calculator

do addition, subtraction, multiply or divide

other (say what) 

The following check list was produced by the Bristol Open Learning Centre as a guide to finding 
out what skills learners might need.  

sKIlls checK lIst

READING

understand signs and symbols

understand notices

follow written instructions

file documents

sort in alphabetical order

sort in date order

use maps, plans graphs, patterns

read notes, memos, letters

use the telephone directory

read reports

read worksheets

G
G
G
G
G
G
G
G
G
G
G

COMMENTS
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WRITING use time sheets

use work records

write notes and memos

make lists

write labels

order materials

write letters

copy information

G
G
G
G
G
G
G
G

SPEAKING 
AND 
LISTENING

understand spoken instructions

give clear spoken instructions

answer the phone

give messages

give directions

use the phone to order goods or 
make appointments

work at reception

G
G
G
G
G

G
G

NUMBERS count

read and write figures

convert figures into words

add and subtract whole numbers

multiply and divide whole numbers

use fractions

use percentages

use a calculator

G
G
G
G
G
G
G
G

MEASURE-
MENT

measure length

measure weight

read dials

measure area (floor space)

G
G
G
G

TIME read and understand 12 hour clock

read and understand 24 hour clock

use a calendar

use a timetable

G
G
G
G
G
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MONEY count money and give change

budget and cost goods

keep simple accounts

G
G
G

10	 ConClusIon
Let’s think about what we have dealt with so far. We began by looking at how Grace managed 
to do research in her community and then how she managed to set up a successful pre-school 
project. We also looked at ways of doing research in a community to find out what the needs of 
the community are, what resources might be available and how to use this kind of information 
to start an ABET project. We will be taking these ideas further in the next unit where we will be 
looking at the formulation of an action plan for a project. We hope that after working through this 
unit, you feel you are in a better position to start up a project and that this unit has helped you to 
start thinking about the following:

• What you will need to know about your community before you start a project
• What ways there are of finding out about the needs of your community or organisation
• What kinds of questions you could ask to find out whether your community or organisation 

needs to start an ABET project

If you can answer each of the above questions, we are sure that you will be ready for the next unit. 
But before you start on it, we think that it will be a good idea to take a break.

We hope that you have enjoyed this first unit.

further	reading
Abadzi, H. 2006. Literacy acquisition and the biology of reading. In: Abadzi, H. 2006. Efficient 

learning for the poor: insights from the frontier of cognitive neuroscience. Washington, DC: 
The World Bank, pp 36–49.

A state of the art summary of current ideas and research on literacy teaching. Though the book 
mainly addresses school education it has valuable insights for all adult educators.
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unit		2
the	phases	of	project	

management

1	 IntroduCtIon
If a project is to be successful it must be carefully planned. Most projects have a life cycle that 
spans the beginning to the completion of the project. In this unit we consider step by step the 
planning of an ABET project. You will be shown how to involve the community in the planning 
process. You will be able to develop a plan of action for a project you may be planning.

	 leArnIng	outComes	

By the end of this unit you should be able to:

Demonstrate a simple understanding of the processes and activities of project 
management.

You will demonstrate this by being able to:

• Explain some of the major processes and activities required to manage a project 
during its various phases.

2	 the	projeCt	lIfe	CyCle
Every project has different phases which it has to go through for the project to be successful. We 
will go through these phases in the rest of this module.

Typical development phases of a project are as follows

• project initiation stage;
• project planning or design stage;
• project management and administration stage;
• project monitoring and evaluation systems; and
• project completion stage.

Initiation phase
In this phase the research has been completed and the project chosen. The community is informed.
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project planning or design phase
For the project to be successful a careful plan has to be thought through and implemented. We 
will look at this in detail in this unit.

project management and administration phase
Good management and administration is the key to a successful project. In a large project you may 
appoint a separate manager and administrator. Most of us in the smaller ABET centres have to do 
this ourselves. In the next few units we will look at what makes a good manager and administrator.

project monitoring and evaluation
It is essential that we continue to monitor and evaluate the project to smooth out any problems 
and to make sure the aims and objectives are being met.

project completion stage
The project is complete when the aims and objectives have been met. Many of us in ABET cen-
tres won’t see the completion of the project unless it fails, but at the end of each level when our 
learners have passed to the next level there is a sense of completion. If we are involved in a skills 
training project such as dress making in a small community, then the completion of the project 
may be when the project evolves into a small business.

Now let us look in more detail at how we plan a project.

3	 plAnnIng	An	ABet	projeCt
In unit 1 we looked at why it is important for ABET practitioners to collect information about 
communities that they plan to work in. We saw how Grace found out that the community wanted 
to start a pre-school project and how she got the project started. We said that when practitioners 
set up ABET projects it is important for them to find out what the needs of the community are 
first and then to shape projects according to these needs. In this unit we will look at what the 
practitioner should do next after he/she has identified the community’s needs. We will find out 
how to decide what projects to set up and why it is important that ABET projects meet the needs 
of a community. In this unit we will be answering questions such as the following:

Key	QuestIons

(1) What needs to be done before starting an ABET project?
(2) What happens if a project does not meet the needs of the community?
(3) If communities have many needs, how will we know what kinds of projects to start?
(4) What is a project proposal?
(5) How can we develop a plan of action for a project?



		 32unit		2

Let’s begin the case study of Mrs Radebe. She started an ABET programme in the rural village 

of Xhugxwala which has very few resources and its people are poor. There is no electricity in the 

village and the people have no access to clear drinking water or toilets. Because of the lack of 

sanitation facilities gastroenteritis kills many children in the village – especially children under 

five years of age.

There are not enough houses in Xhugxwala and the health and education services are 

inadequate. There are few buses and cars and the women of the village have to walk long 

distances to the river to fetch water. They also spend many hours every day gathering wood 

for cooking and fires.

In this case study about Mrs Radebe we are going to ask you to think about why it is important for:

• ABET practitioners to understand the community in which they will work.

• ABET programmes to meet the needs of the community.

• ABET practitioners to use the organisations and resources that already exist in the community 

to help when they are setting up and running ABET programmes.

case study 1: mrs radebe’s class

Many of the villagers of Xhugxwala cannot read. (Eighty per cent of the Transkeian popu-
lation live in rural areas and the literacy rate is approximately 40%.) Because of a short-
age of paid work in the area, many of the strong, healthy, educated men of Xhugxwala 
have left the region to get jobs in urban areas. Yet in spite of this, more and more people 
seem unable to find paid work.

[We will now join Mrs Radebe’s class]

The class members say that they enjoy their classes because they like to get together to 
talk about things and to learn. They also say that they like Mrs Radebe, because she is 
kind and talks to them respectfully. She does not treat them as if they are stupid when 
they have difficulties with their reading and writing. However, Mrs Radebe tells us that af-
ter the first meeting her learners did not come back for the second meeting. She wondered 
whether she had done something wrong, and did not know what to do.

So she decided to try to find out what the problem was. She sat at the river and spoke to 
the women when they came to fetch water. She found out from them that, because of the 
lack of opportunities for paid work, the women did not see why they should work hard to 
learn to read and write. There were plenty of other things to worry about. They said it was 
more important to find and prepare the food for their next meal. They felt that spending 
time reading and writing was a ‘luxury’ they could not afford ... .

Mrs Radebe decided to change her classes. Instead of making literacy the main focus, she 
said the classes would be about helping with the problems of coping with daily life in the 
village. People would learn things to help them with their work and their family life. She 
also went to see the chief and managed to persuade him that the classes would be a good 
thing. After this the learners began to come back to the classes.
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Mrs Radebe is happy to teach literacy as a way of helping the villagers with their prob-
lems. She points out that most of them have no money or other resources – and they have 
needs which require urgent attention. She believes an integrated approach to learning is 
best for her class at this stage in their literacy development. So she was happy when the 
mothers in the class said that they wanted to start a feeding scheme for the village school. 
They made a vegetable garden and at the same time learned the nutritional value of the 
vegetables. It was not long before the mothers realised that they could sell their surplus 
produce. They asked Mrs Radebe to help them work out how much to charge for their 
vegetables and how to read and write various words that would help them.

     ACtIVIty    

Read the case study carefully and then answer the following questions. As you work, write down 
your answers.

(1) Did Mrs Radebe find out what the most important needs of the community were before she 
started the ABET learning group?

(2) Did Mrs Radebe start off by talking to important people in the community like the women, 
the chief and so on, before she started the ABET group?

(3) Did the community play a part in setting up the ABET group?
(4) What strategy did Mrs Radebe use later on for re-introducing ABET into the activities of women?

Once again we give you our answers to compare with yours:

(1) The case study tells us that Mrs Radebe did not gather the information she needed before 
she decided to start the ABET project in the community. Perhaps that is why her learners 
stayed away from class.

(2) We can see from the case study that Mrs Radebe had not found out what needs were important 
to the community. She had decided that an ABET programme was needed in the community. 
It was only after the learners stopped coming to class that she discovered that the women 
only wanted to learn things that would help them to get money or food. Mrs Radebe was 
only able to find out about the needs of the women after she spoke to the women and the 
chief in the area. After this, she started an ABET programme that worked for the community.

(3) We also know from the case study that Mrs Radebe did not speak to important people in the 
community before she started her project. It is difficult to get the community members to 
support a project if the key players in the community like the chief and the women have not 
been consulted or if they do not have a part in setting up the project. If they are not consulted 
they will not support the project and the community members will not be encouraged to take 
part in the project.

Later when Mrs Radebe re-introduced the project, she made sure that she met the needs of the 
women by finding out what they needed to learn. We saw that the women wanted to learn skills 
that would help them to make money and that they needed literacy and numeracy skills that would 
help them with the kinds of problems they experienced in their daily lives.
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4	 WhAt	do	I	need	to	do	Before	stArtIng	
A	projeCt?

We have just looked at a few reasons why Mrs Radebe’s learners dropped out of her class. In 
the next section, we will look at some important guidelines for planning or for strategising for 
a project.

4.1	 get	the	community	involved
ABET is important because it empowers people to improve the quality of their lives. Develop-
ment projects must focus on people’s immediate and their long-term needs – what they need 
now and in the future. When it speaks of people, it means all people and it does not distinguish 
between people on the basis of their race, their age or their gender.

So what do we mean when we say that people must be involved in all the stages of a develop-
ment project? We mean that people must be able to say what the needs of the community are. 
They must also be part of the planning and the implementation stages of projects. Because of the 
focus on people being involved in development, we can see that development is not simply about 
giving people things but rather about empowering people to plan their lives for themselves. This 
was important in the case study. The members of the community in our case study were not, at 
first, asked what their needs were and so the ABET classes did not meet their needs. Later, their 
participation helped Mrs Radebe to make sure that the ABET project addressed some of their 
needs like helping them to earn an income, protect the environment and help with the school 
feeding scheme. Mrs Radebe helped the community to survive on their own. They could manage 
without them becoming dependent on her4. In order to achieve this kind of integrated approach 
to development people must be able to:

• analyse and prioritise their needs
• control their own development
• manage local resources

4 You remember in the previous unit we told you that Grace began to withdraw from the projects as the community began 
to take control of them. Mrs Radebe was also careful to encourage the members of the community not to depend on 
her. That was why she was happy when they thought of the vegetable garden for themselves.
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Projects that are driven by people in the community will have a better chance of lasting because 
if the community members want the project to succeed (and they should if they are driving it), 
they will work hard to make sure that it does succeed.

4.2	 Collecting	information	needed	for	planning
We saw in the previous unit that before we try to start an ABET project it is important to understand 
the community in which the project will be operating. To do this you need to ask questions like:

What is the target group like?

What are the best ways of getting messages to the target group?

What organisations or people in the community will we need to work with?

What facilities and resources are available in the area? Which ones will be useful for supporting 
an ABET learning group?

What are the biggest problems facing the target group of an ABET project?

How can ABET projects link with other development projects in the community?

What possible organisations, networks, stakeholders or role players could be approached to 
help with the project?

What do the national and provincial policy frameworks say about ABET projects?

	 				ACtIVIty			 	

Are you involved in an ABET project or are you able to speak to people who are involved in a 
project? If so:

• Try to find out from the organisers as much as you can about the project. You can use the 
questions we listed above to guide your discussion.

• Try to find out what methods the project organisers used to find out about the needs of their 
target community.

Read the case study on Mrs Radebe’s ABET group again.

• If Mrs Radebe had considered questions like the ones listed above, do you think that she 
could have avoided the problems that she had at first?

4.3	 finding	out	about	the	most	important	needs
We saw from the case study that Mrs Radebe’s learners came to class when they felt that their 
learning was useful in their everyday lives. This means that it is important to find out what people 
feel are their most important needs and what they want to learn. We call this a “needs analysis”. 
As we saw in unit 1, there are many different ways of finding out what people want to learn. But 
we must remember that because many people in South Africa have had little or no education 
and have never before had a chance to say what they think, it is sometimes difficult for them to 
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tell you exactly what they need to learn. People cannot say they want to learn about things they 
do not even know exist.

However, we do not want to teach adults only about things they need in order to cope with their 
present living and working conditions. This kind of education analyses people’s needs in the short 
term but does not plan for their hopes for the future or take account of the ways their interests and 
talents could grow. For these reasons it is also useful to try to find out what people may need to 
know to improve or change their conditions. How do you do this?

One way of doing this is to find people in the community who could suggest things that would be 
useful for people to learn or people who could help give advice on what learning will be needed 
to manage different kinds of projects.

4.4	 prioritising	needs
People in a community might have many basic needs. They might need: job creation, land 
reform, housing, water, transport, energy supplies, health care, social welfare, security, free 
basic education, career paths. Because South Africa does not have enough resources for all the 
needs of all the people, we need to choose which development projects can be started. This is 
called prioritising. Local communities should decide what their most important needs are, what 
projects to start, where the projects should be located, who the target groups should be and how 
the projects should be managed so that programmes meet the needs of the people.

We saw with Mrs Radebe that even though she meant well and felt that she had a really good idea 
for starting a project in a community, her learners did not show any interest in the classes or they 
dropped out after a while. Why? Mrs Radebe did not involve the members of the community. When 
Mrs Radebe spoke to the women, she found out that they did not support the project because 
she was not really meeting their needs. Instead, she imposed her own ideas on the community.

As we saw in the case study, an ABET practitioner might first need to help the community to start 
a project like setting up a small business and then integrate the teaching of literacy or numeracy 
later on, when people see a real need for such skills. This is what Mrs Radebe did after she 
discovered that women did not regard ABET as a priority in the beginning.

	 				ACtIVIty			 	

We saw in the case study that after starting a small business project, Mrs Radebe was able to 
integrate skills like budgeting, calculating, reading and so on. We have given you a list of various 
kinds of projects.

Think about or discuss with your study group what kinds of skills you could integrate into the 
following projects:

a health project
an environmental project
a vegetable garden project
a handwork project
a pre-school
a brick-making project
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Also think about or discuss with your study group why the people participating in such projects 
might find the skills useful.

Do you agree that knowledge of reading, writing and calculating will be very useful to people 
involved in the above-mentioned projects?

4.5	 Building	partnerships	with	community	
organisations

Another important task of practitioners who work in communities is to try to form partnerships 
with other projects or organisations that might already exist in the community. We saw how Mrs 
Radebe’s project linked up with a school through their school feeding project. Almost every com-
munity is organised in some way or has support and information networks.

Many organisations find forming partnerships very useful, especially because there are not 
enough resources to go round. Do you remember, in module 2 we mentioned that Mrs Vilakazi 
had formed a partnership with another adult learning centre? Mrs Vilakazi said that she had 
decided to form this partnership because the other learning centre had had a lot of experience in 
screening learners and also in doing diagnostic testing.

If you look at most communities, you will find informal structures like women’s groups, burial 
societies, stokvel organisations and so on. In some communities you may find more formal 
network groups such as a local development forum or a civic association.

It is important for practitioners to identify such groups or other representatives of the community 
and to consult them about setting up an ABET project. Practitioners should try to find and consult 
with all the groups in a community who might have skills or interests to bring to the project. In 
the next activity you can try to think about such groups.

	 				ACtIVIty			 	

When you think about starting an ABET project in your community or company, what interest 
groups, stakeholders, or organisations would you consult with?

• Try to list the organisations or stakeholders. We have listed a few target groups in the table 
below. Complete the table by saying which organisations you could consult for each target 
group.

• Write down the reason why you would contact each of these groups.

Before you begin, look at how we completed the example on township women.

target 
group

organIsatIon or 
staKeholder

reasons for contactIng them

township 
women

Church

Women’s organisations

They have a venue to advertise the project 
to provide trainers for the project
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target 
group

organIsatIon or 
staKeholder

reasons for contactIng them

youth

Workers

rural 
women

Have you completed this exercise? Can you see that you need to approach as many interest 
groups as possible because of the different things they do in the community and because of the 
different roles they might play in an ABET project?

You may have included other strategies like:

• approaching local businesses or shopkeepers to assist with some funding or training
• asking community based organisations, such as civics or women’s organisations to provide 

possible educators and to assist with recruiting learners
• asking ABET nongovernmental organisations to assist with the training of practitioners or 

with teaching a group of learners
• approaching the education department to help bring various groups in the community together 

and to assist with raising funds

You can see that the various organisations can play very different roles. Because a community 
has many different needs, no single organisation or stakeholder will be able to solve the huge 
problem of illiteracy in our country on their own. So it is important to form partnerships with 
other organisations and stakeholders and to involve as many people as possible in the project 
arrangements. These kinds of partnerships can assist in project planning, convincing people 
about the importance of the project, sponsoring research and development and they can help 
with fundraising for the project. In this way we mobilise all the resources of the community around 
ABET and development.5 The national department of education makes this point when it says:

The main organizational principle of the national ABET programme will be the building of 
partnerships of all constituencies with a vital interest in the ABET enterprise, including 
organized labour and business, government, media and other stakeholders. The partner-
ships are expected to undertake planning, arrange public advocacy, sponsor research 
and development, and mobilize financial resources for the programme.

(Education White Paper, No 1631:31)

What the above quotation stresses is that the more people you consult and get help from, the 
more likely you are to arrive at solutions that will meet and serve community needs.

5 Local committees consisting of all the major stakeholders and interest groups in the community could also be formed. 
They can help to plan, set up, manage, monitor and evaluate the ABET project.
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Practitioners often find that they need to negotiate solutions. You can try some low level negotiat-
ing in the next activity.

	 				ACtIVIty			 	

You are a member of an ABET committee of the local development forum in Thembisa in Gauteng. 
The committee has agreed to start an ABET project among unemployed youth in the area and 
it needs to raise some money for the project. Various suggestions were made at the meeting. 
Some of these were:

• asking churches for a donation
• asking local businesses for funding
• going to the bank to ask for a donation
• approaching the local RDP office for funding
• asking foreign donors for financial aid
• organising local fundraising activities like a stokvel party
• trying some combinations of the above

Which of the above do you think they should try? Think about this, or if you are in a study group, 
you may like to debate with some of the members about which is the best approach.

Before arriving at a final answer about the best possible solution, consider:

• each of the possible sources of funding
• what other information you need about each source before being able to make a choice
• in what ways each of the sources are similar and how do they differ
• what the advantages and disadvantages of each of the funding strategies are
• which of the approaches is likely to succeed in a short time?

We do not have a correct answer to the above activity. In some communities, approaching one 
source of funding might work best and in another community, another source. You can see why 
we say that there are no recipes for setting up development projects. All plans and solutions 
should involve as many interest groups from the target area as possible since those living in the 
target community understand the community best.

Let’s get back to planning a project. We have put together a few suggestions to form a check list. 
You may find such a check list useful to ensure that you involve as many people as possible in 
the planning and implementation of a project.

5	 projeCt	plAnnIng	CheCK	lIst
• We have made a list that you may find useful for checking that you have gone through all 

the steps when you plan a project. There is space at the bottom of the list for you to add 
some of your own ideas. Also, we have included boxes for you to tick off all those that you 
have already done.

Have you:
visited the community leaders and explained the project?
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consulted community members?
asked members of the community to identify their needs?
identified what other organisations, stakeholders or role players could be approached to 
help with the project?
formed any partnerships with existing organisations?
analysed your target group?
thought of ways to get messages to the target group?
identified facilities and resources available in the target area that may be useful to support 
an ABET learning group?
identified what the biggest problems facing the group targeted for the ABET project are?
identified ways that the ABET project can link with other development projects in the community?
considered what the national and provincial policy frameworks on ABET say about ABET projects?

In this section, we have looked at what needs to be done before setting up a project. Now we need 
to look at how to develop a strategy or a plan for making the project work.

6	 deVelopIng	A	projeCt	plAn
In this section we will look at another case study. It is a proposal for setting up a rural women’s 
ABET programme in the Eastern Cape.6 When you read it, you will notice that it includes various 
steps or stages for setting up a project. Whatever project you start, you will need to draw up a plan 
like this one. We call a plan for a project a project proposal. The project proposal must inform us:

• what the problem is;
• why such a project is a good idea; and
• what we need to do in order to get the project started.

Read the case study and answer the questions that follow.

case study 2: starting a rural women’s aBet project in the eastern cape

1 the problem and the present situation

The women, particularly the African women in the Eastern Cape, find themselves in a 
very difficult situation. Like all African women, they have been excluded from the political 
process and they are also regarded as being inferior to men. Because of their low status, 
many women in the Eastern Cape have had little or no education but they still managed to 
assist with the struggle against apartheid, have kept their families together and they have 
managed to ensure that their children receive some schooling.

One of the factors that could contribute to a successful ABET project in the Eastern Cape 
is the fact that the women in the area are already well organised. Many of the women in 
the area belong to a women’s organisation, a civic organisation, church groups, and other 
community organisations. Another plus factor for starting such a project in the area is that 
the Eastern Cape has about six literacy NGOs as well as two universities – the University 
of Transkei and Fort Hare University. These can play a useful role in providing educational 
support for an ABET project. If such a project were to be started, the project could get help 
and advice from the Independent Development Trust, the Joint Education Trust, Transkei 
Fieldworker’s Network and Operation Hunger.

6 The case study is based on a section of the ‘Report of the Task Team for ABET' produced by the Centre for Education 
Policy Development in May 1994.
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However, an ABET project in that area would have to face problems of:

• poor infrastructure
• lack of job opportunities in the formal sector
• the very large geographic area
• large families
• high levels of alcoholism, and
• various forms of social disintegration.

2 rationale

There are many good reasons for starting such a project. Some of these are to:

• show what can be achieved in a short period of time
• empower women through education and training
• enable women to participate in reconstruction and development
• offer basic education and skills to women
• develop women as leaders
• strengthen women’s organisations
• encourage economic development among women

The project will also be useful to other practitioners. What we learn from the project can 
be shared with practitioners who want to start ABET projects in other places.

3 target group

The Eastern Cape Province is the second most impoverished province7 with a 72% pov-
erty rate.8

• The ABET project should reach 40 000 to 50 000 learners.
• The project requires 1 250 teachers.
• Each teacher should teach two groups of 40 learners per group.
• The project will need 125 people to help with the organising.
• Three teacher training courses for 50 teachers each (pre- and in-service) will be 

needed.

4 mobilisation

A special advocacy team must be established. This team must make the community aware 
of the project and of the importance of education for individual and community develop-
ment. The government must set up a structure to coordinate this work. The following 
media should be considered to make people aware of the ABET project:

• meetings
• music

7 The Northern Transvaal Province is the poorest province in South Africa.
8 This means that 72 people out of every hundred are very poor.
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• popular theatre
• puppetry
• radio and TV

5 management of the project

A project management team must be formed. This team must involve local 
leadership and form partnerships with educational and development organisa-
tions. First the team must gain entry to the community. Then it must help to 
recruit learners and educators, find facilities and connect learners with other 
development projects in the area.

6 evaluation

The project must be evaluated while the project is running. Women should be 
involved in the evaluation. This will give the women extra skills.

	 				ACtIVIty			 	

Read through this proposal again. Underline each important step and then write them down as a 
list of key steps to guide you in developing a proposal for an ABET project in your area.

Here is our list. Once again, we have given our answers to compare with yours. Remember, 
though, that you may come up with different ones.

6.1	 step	one:	providing	a	background
You will need to think about the following:

• What is the problem?
• Who is affected by the problem?
• How does the present situation affect the problem?
• Are there any relevant statistics?
• What key organisations, networks, resource agencies and stakeholders are there in the 

community?
• What possible obstacles are there to the project?

6.2	 step	two:	the	rationale
You may have identified a big problem such as poverty. Your strategy may improve part of the 
problem, but the problem is so big that you cannot solve it completely. For example, a project of 
brick-making may be a response to the problem of unemployment. The project may give some 
people jobs, but it certainly will not solve the whole problem of unemployment in the area. Try 
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to set realistic objectives. If your goals are too big, you may make it impossible to measure your 
progress, to see if you are succeeding or not. You should plan in such a way that the achieve-
ments in the project can be measured. It is also useful to start with short-term goals and then 
identify medium and long-term goals.

things you could include are:

• Other development projects which ABET could link up with or which could be used to help 
introduce ABET.

• How an ABET project can help strengthen local organisations.
• How ABET can contribute to the RDP in the area.

6.3	 step	three:	Identifying	target	groups
things you could include are:

• agreeing on target groups
• trying and finding out the size and location of the target group

6.4	 step	four:	mobilisation
things you could include are:

• Set up a team to tell the community about how the community could benefit from an ABET 
project.

• Work out the message and think about how the message will be put across to the target group.

6.5	 step	five:	setting	up	a	local	committee
things you could include are:

• Make contact with the relevant stakeholders and ask them to nominate representatives.
• Work out the detailed functions of the committee with the stakeholders.

7	 deVelopIng	A	detAIled	plAn	of	ACtIon
Prof HS Bhola of Indiana University in the USA has suggested that when we design a plan of 
action we should try what he calls the

• M-system of management that tells us what we should do before the starting day of the 
ABET project

• F-system9 which refers to all things that must be done on the first day of your classes

We will put tasks related to the M-system and the F-system into a check list for you to use when 
setting up a project. You can tick off the various tasks once you have done them:

9 Adapted from Prof Bhola's original notes.
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m-system checK lIst
• Have you decided on the starting or implementation date?
• Have you decided how many learners you wish to target?
• Have you defined who your target group is (age and gender)?
• Have you found a suitable venue for your classes?
• Have the ABET practitioners been trained?
• Have you bought the teaching materials?
• Have the registers and record cards been bought or made?
• Has the ABET committee consisting of stakeholders been set up?
• Will the committee help to plan, implement, and evaluate the ABET project?

f-system checK lIst
Have you organised:

• that the planned number of learners meet at the right venue?
• that the stakeholders agree on the venue?
• for someone to make arrangements to use the venue?
• an ABET practitioner (teacher) for each group?
• for the ABET practitioners to be trained?
• that each ABET practitioner receives a set of teaching materials?
• that each ABET practitioner receives a class register and other record-keeping documents?
• that learners have the materials they will need to start learning?
• for the community to be made aware of the ABET project?
• for the other organisations in the community to be made aware of the project?
• for organisations to work together to achieve the project goals?

When you develop a plan of action, you must first decide on the date that the classes will start 
and you must then work backwards from that date. You will then need to set target dates for all 
the work that needs to be done before the chosen starting date.

We will give you an example so that you can see what we mean. Let’s look at the plans for an 
ABET project in the Transkei.10

proposed plan of action for the transkei Women’s project to begin in 
january 1995

step 1: june 1994 – august 1994
• Approach key organisations, role players, and networks in the communities.
• Agree on the best methods for getting the community to support the project.
• Set up a committee to manage the planning of the ABET project and to help mobilise the 

community.
• Identify key women who could help with the project.
• Conduct a needs assessment.

10 This example is based on the CEPD's action plan for the Transkei Women’s Project.
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step 2: september 1994 – december 1994
• Recruit and train local ABET practitioners.
• Develop or buy learning materials for the target group.
• Form women’s groups.
• Do final preparations for the project.

step 3: january 1995
• Start the ABET project in the middle of January. 

	 				ACtIVIty			 	

Look at Step 1 of the plan of action. There are a lot of tasks which need to be done from June to 
August. We have divided them into categories to make sure that all the areas of work will be covered. 
Here are our proposals for a detailed action plan for completing the tasks within the three-month 
period. Do you think we have organised our tasks appropriately? Do you think we are planning to 
do things in the right time order? And do you think our plan is feasible?

task june july august

set up 
an aBet 
project 
committee

Identify the key role 
players, stakeholders, 
organisations and so 
on. Arrange to meet 
with representatives.

Meet with all the 
key role players and 
discuss setting up a 
committee.

Arrange to hold a meet-
ing in the first week of 
August in order to set 
up the committee.

do a needs 
analysis

Start collecting 
information about the 
problems in the com-
munity and find out 
about existing develop-
ment projects.

Continue collect-
ing information on 
the problems in the 
community and on 
existing development 
projects.

Identify key people in 
the community who 
can help to perform 
the needs analysis. 
Decide what informa-
tion should be col-
lected. Decide how 
the information will be 
collected. Start doing 
the needs analysis in 
the middle of August.
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task june july august

get sup-
port for 
the aBet 
project 
in the 
community

Collect materials 
on different ways of 
getting support for 
ABET. Try to work out 
which audiences in the 
community need to be 
targeted such as the 
chiefs, women, poten-
tial teachers, political 
leaders.

With members of 
the community start 
working out what we 
need to tell the differ-
ent target audiences. 
Work out how to 
get these messages 
across to the different 
target groups.

Once the committee 
has been set up, start 
a publicity drive so 
that you can get the 
message across to the 
different target groups.

train wom-
en to help 
with the 
planning

Identify possible 
women who can assist 
with the planning of the 
project.

Agree on which 
women will assist 
with the planning and 
which women will 
work on formulating 
the questionnaires.

Train the women and 
prepare the needs 
analysis questionnaire. 
Start doing the work in 
mid-August.

	 				ACtIVIty			 	

Now turn to the last page of this unit and see if you can construct a plan of action. Imagine that 
your local community has agreed to start an ABET project. They would like to launch the project 
four months from now. Make a list of all the tasks that would need to be done before then. List 
these in the shaded blocks of the chart. Put the months between now and your target date in the 
top row. Then fill in what needs to be done and indicate when you will do the various tasks over 
the next four months.

Have you completed your plan of action? Do you think that your project will start on the planned 
date?

8	 ConClusIon
How have you managed to work through this unit? Did you find it difficult? If you did find sections 
difficult, what did you do about them?

Before putting your books away, think about what you have learned in this unit. We will give you 
a list to think about. You can add your own ideas of what you learned to our list.

Tick off on the list those things that you know:

• how to decide on what projects to start in communities
• why we should get the community involved in the planning of a project
• ways of finding out what your target group is like
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• why it is important to use facilities and resources that are available in your area to support 
an ABET learning group

• what kinds of organisations, networks, stakeholders or role players could be approached to 
help with an ABET project

• how to develop a project plan
• what a project proposal is
• what a project proposal should tell us
• how to ensure that a project meets the needs of the community
• why it is useful for the community to help with the setting up and running of a project

tasKs month 1 month 2 month 3 month 4

further	reading
Abadzi, H. 2006. Literacy acquisition and the biology of reading. In: Abadzi, H. 2006. Efficient 

learning for the poor: insights from the frontier of cognitive neuroscience. Washington, DC: 
The World Bank, pp 36–49.

A state of the art summary of current ideas and research on literacy teaching. Though the book 
is addressed mainly to school education it has valuable insights for all adult educators. 
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unit	3
What	is	project	management?

1	 IntroduCtIon
In this unit, we want to discuss what a project manager can do so that a project can run smoothly. 
We will “visit” the Masisisane Learning Centre and “meet” with Mrs Vilakazi the project manager.

As an ABET practitioner – especially if you are in a managerial position – it is likely that you 
will have to do many of the tasks that Mrs Vilakazi has to do. In order to see what these kinds of 
tasks are, we will look closely at the kinds of things that Mrs Vilakazi does when she manages the 
adult education project at the Masisisane Learning Centre. So, in this unit we will look at some 
management issues that may be useful to you as a practitioner.

	 leArnIng	outComes	

By the end of this unit you should be able to:

demonstrate a simple understanding of the terminology and concepts of 
project management.
You will demonstrate this by being able to:

• differentiate between administration and management
• apply key concepts in project management
• co-ordinate a project

2	 the	dIfferenCes	BetWeen	
AdmInIstrAtIon	And	mAnAgement

Most of you will be in small ABET centres where you may have to do both managing and admin-
istration. If there are several of you some of the administrative tasks can be shared among you. 
However, as manager you will remain responsible for ensuring the project runs smoothly and meets 
its aims and objectives. So let’s look at the difference between management and administration.
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project management is the discipline of planning, organising and managing resources to bring 
about the successful completion of specific project goals and objectives.

The primary challenge of project management is to achieve all of the project goals and objectives 
while honouring the project constraints. Typical constraints are scope, time and budget.

project administration focuses on the detail of the day-to-day running of the project.

Project administration concerns all the paperwork, recording and filing that has to be done to 
underpin the project and make sure it is sustainable. Look at some of the functions of the admin-
istrator taken from an advertisement for a job.

The project administrator will support the project manager by performing various administrative 
and operational tasks needed to ensure the accurate and on-time delivery of multiple projects. 
The successful candidate will also create routine project information materials.

• Provide reports on project performance against plan, deliverables, and resource usage.
• Work with project manager to develop standard agendas for team meetings.
• Assemble and distribute agendas, action items and other support material for team meetings.
• Record meeting minutes and distribute minutes to team members.
• Draft presentations as and when needed.
• Schedule meetings and contact team members to resolve conflicts.
• Assist in the preparation of project documents including reports.
• Work with project manager in responding to recommendations of internal and external 

auditors and other reviews.
• Collate project documentation for storage and audit purposes.

While the manager has overall responsibility for the project, the administrator focuses on keeping 
records; filing so that all records are available; taking minutes of meetings; and informing through 
memos if necessary what is happening in the project.

Now let’s look at the key concepts in project management.

3	 Key	ConCepts	In	projeCt	mAnAgement

Key	QuestIons

(1) What should I do as a project manager?
(2) Why should the activities of the organisation be coordinated?
(3) Why should staff help to make decisions about the project?
(4) How can I be a good manager?
(5) How can I deal with conflict between my staff members?
(6) What do we mean by “accountability”?
(7) How can I write a report about the activities of the project?
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Let us begin by looking at the duties that Mrs Vilakazi has as part of her role as project manager:

4	 the	mAnAger	As	CoordInAtor
Mrs Vilakazi tells us that much of her work involves organising and coordinating the work of a 
team of ABET practitioners at the Masisisane Adult Education Centre.

case study: coordinating the staff

“I have quite a busy day,” she says. “I have to organise the centre and I also teach two 
basic literacy classes.”

She tells us that Masisisane Adult Education Centre has four ABET practitioners: they are 
Mr Peters, Mr Xulu, Mrs Hlophe, Ms Sibiya and of course, Mrs Vilakazi. There is also an 
administrator, Mr Sithole, who is responsible for the project’s filing system and for the 
general letter writing. He also has to keep people informed of meetings and other activi-
ties in the centre. Apart from teaching, each of the teachers has a number of other jobs to 
do. Mr Peters is responsible for community liaison. He has to stay in contact with people 
in the community to see that the centre is in touch with community needs. Mrs Hlophe is 
in charge of the library and of arranging outings and visits for the learners. These outings 
need to be very organised. Mr Xulu deals with the buying of equipment and with drawing 
up the timetable for the centre. Ms Sibiya teaches community courses like permaculture 
and job skills and she also manages other projects like the newly started feeding scheme 
for street children.

Recently, the centre employed Mrs Gaduka. She comes from Mpumalanga. She is a 
trained bookkeeper and her main duty is to administer the budget.

Mrs Vilakazi says “My days are filled with preparing for my classes and I spend a lot of 
time organising so that things at the centre can go according to plan.”

	 				ACtIVIty			 	

We can see from the first part of the case study that the Masisisane Adult Learning Centre has a 
staff of six people. Each staff member has a specific function.

Draw a diagram indicating what each staff member does.

You will sometimes hear people speak of an organogram when they draw a diagram to show 
what the staff of an organisation looks like and what their functions are. Our organogram of the 
Masisisane Learning Centre looks like this.
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We now have a clear picture of who works at the Masisisane Adult Learning Centre and of the 
kinds of things that they do. The diagram makes it easy to see what each person’s responsibilities 
are. If you need to see the person who teaches the level 2 class, or if you need to buy material 
and books, you can look at the organogram and you can very easily see who you need to contact.

You can see that this method could be especially useful if you have a number of people working 
in an organisation. It might be a good idea to draw a big chart and put it up in a place where staff 
members can refer to it when they need to.

Because there are so many people involved in the project and there are so many different jobs to 
be done, Mrs Vilakazi has to spend a lot of time making sure that there is coordination between 
the activities of the various staff members. You can imagine what would happen if there was no 
coordination between their activities.

	 				ACtIVIty			 	

Let us look at what would happen if Mrs Vilakazi did not coordinate the activities at the centre. 
Look at the following year planner. One of the ways that Mrs Vilakazi could have coordinated some 
of the activities is to ensure that she or the staff members fill in their details on the year planner. 
If she had, there would not be any clashes. Look at the following list of activities for February 
and then fill in the various activities on the year planner. Some of the activities will clash. See if 
you can say which ones will clash.

• Film show for fundraising at 20:00 on 23 February in school hall
• Mrs Hlophe to take level 3 class on an outing at 13:00 on 18 February
• Level 3 class on 30 February
• Compulsory meeting for all staff on 1 February at 10:00
• Level 1 class to meet in room 4 at 18:00 to 20:00 on 16 February
• Puppet show for children from local pre-school at 11:00 in hall on 13 February
• Mr Peters to attend meeting at IEB on 1 February at 10:00
• Cake sale at 13:00 on 2 February
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• Church service in school hall on 12 February 10:00 – 12:00
• AIDS exhibition in hall all day on 13 February
• Four-day exhibition in school hall from 20 – 24 February
• Mrs Hlophe to see book representative for new materials at 13:00 on 18 February
• Level 1 classes every Monday and Wednesday at 16:00 in room 1
• Level 2 classes every Monday and Wednesday at 17:00 in room 2
• Level 2 class moved to room 4 from 17:00 – 19:00 on 16 February

Have you filled in the various activities on the year planner? Have you found many clashes? 
We found that there were a number of clashes. If Mrs Vilakazi had asked the staff to fill in their 
activities on the year planner, many of the problems that we found would not have occurred. The 
problems we picked up were:

• On 1 February there was to be a compulsory meeting for all staff but this clashed with Mr 
Peter’s important meeting at the IEB.

• On 13 February there was to be an AIDS exhibition in the school hall at the same time as the 
nearby pre-school was to use the hall for a puppet show. The two just do not go well together!

feBruary

S M T W T F S

1 2 3 4

5 6 7 8 9 10 11

12 13 14 15 16 17 18

19 20 21 22 23 24 25

26 27 28

• On 16 February the level 2 and level 1 class were to use room 4 at the same time.
• On 18 February Mrs Hlophe was to take her class on an outing. But she had arranged to 

meet with a book representative from a local publisher at the same time.
• On 23 February there was to be a film show in the hall. Although the show was to be held in 

the evening, the hall was to be used for a four-day exhibition from 20 to 24 February.
• And then, of course, there is no 30 February.

When several people work on a project, their work has to be coordinated. And there must also 
be some way to make decisions together so that the staff can work together as a team while the 
project is running. When we talk about coordinating and making decisions in a project we are 
actually speaking about two important management roles.
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5	 mAnAgement	And	the	AIms	of	A	projeCt
One of a manager’s most important jobs is to make sure that the project can be directed and 
guided to achieve its aims. In understanding project aims, let us return to the Realeboga pre-
school project and to the Eastern Cape Literacy Project from the previous two units.

	 				ACtIVIty			 	

Think back to the case studies in the first two units. You may have to re-read parts of these units 
before you can answer the questions.

When Grace (case study in unit 1) started the Realeboga pre-school project, she had certain aims.
What did she hope to achieve?
Why did she want to start the pre-school project?

In the case study in unit 2, we looked at an action plan for an Eastern Cape Literacy Project.

What did the organisers hope to achieve with this project?
What were their aims?
Why did they want to start this project?

Both of these projects had certain aims:

(1) Grace wanted to provide opportunities for children younger than 6 years of age to attend a 
school that was near to where they lived. She wanted the children to be safe and warm and 
to have some early learning experiences.

(2) The planners of the Eastern Cape Literacy Project wanted to provide opportunities for adult 
women to join a class at a time and place that suited them. One of the main aims of the literacy 
project is to enable the women to read and write in a way which is relevant to their daily lives.

In both these projects, the manager’s roles are to see to it that the projects achieve their aims. 
We saw in the previous units that many people were involved in helping to achieve these aims. 
The manager needs to guide and motivate the people involved to see that the aims are met so 
that the children from Zandfontein have a good school to go to and the Eastern Cape women 
have classes where they will learn the skills they need. But we need to ask: Do the project’s aims 
remain the same forever, or can they change as the project progresses?

	 				ACtIVIty			 	

Think about or discuss the following problem with your study group:

What would happen if some of the teachers at the Realeboga Pre-school became worried about 
the large numbers of 8 to 10 year old children who roamed the streets after the local primary 
school closed? What if some of the teachers decided these children should attend the Realeboga 
Pre-school in the afternoons so that they could be cared for and their homework supervised?

Does this mean that the project has new aims?

Is it possible for projects to change or develop their aims?

Do you think that the project manager should simply say “no” to the idea?
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Once again, we do not have correct answers for you. However, we are aware of many projects 
where the goals or aims of projects might need to change. Sometimes new ideas may lead to 
changes in project aims. Sometimes other needs in the community make the staff at the project 
think of new ways of doing things.

What is important is that managers are prepared to listen to new ideas and also to accept new 
ideas if they are feasible. Managers who are not willing to think about new suggestions may find 
that staff begin to lose interest in the project (Cohen 1994 & McIntyre 1995:223).

Staff members can make suggestions about anything and if they think that it is necessary, they 
can even suggest changing the aims of the project. This does not mean that they simply throw out 
the original aims of the project; it means that they can think up new ways of achieving the aims. 
Later when we look at evaluating a project, we will see that if a project no longer meets the needs 
of the community, then it needs to re-think what it is doing and how it is trying to achieve its aims.

You can see from this that managing a project does not mean that one person forces his or her 
ideas onto the rest of the staff. Rather, it has to do with allowing people to take part in making 
decisions. If the project leader allows staff to join in making decisions, the staff will also understand 
that sometimes the project leader needs to have the “power” to exercise some judgement. 
If the project leader never allows staff members take part in the decision-making process, they 
may not give the manager the support that he or she needs.

6	 mAnAgement	And	shArIng	IdeAs
As we have said above, to manage a project does not mean that one person, or even a group of 
people in a project, have all the power to make decisions. Decision making should always involve 
broad discussions with many people both inside and outside the project. If you do this you will 
find that the decisions that are made will be based on a variety of views.

In our case study of the Masisisane Adult Learning Centre, Mrs Vilakazi says that finding out 
what people think is an important part of her job as project manager. She says:

case study: We need to listen to one another
Do you remember when you visited my classes last year; I told you that I thought ubuntu 
was very important in our teaching? I said that it was good because it encouraged people 
to help one another, to listen to one another, to work in a team and to respect one anoth-
er’s dignity. I try to encourage the spirit of ubuntu in my management style as well. One 
of the ways that I use to try to get ubuntu established is to get my staff to speak to one 
another and to listen to one another.

Every day I have to speak to the staff to find out if they have any problems or whether 
there is anything they would like to discuss. There is usually something they need to dis-
cuss. For example, in February a few teachers were worried because they had too many 
learners in their classes and they couldn’t manage such large classes. And last week Mrs 
Hlophe was worried because she did not know how to upgrade her teaching skills.
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“So,” Mrs Vilakazi says, “you can see that I need to spend a lot of time listening to 
problems and discussing them. Although I can sometimes solve the problems on my 
own, we either speak to each other on an individual basis or sometimes we discuss these 
problems in a meeting. It is important that we all collaborate on finding solutions and on 
making new decisions. This helps us to form a workplace community.”

We can see that every day Mrs Vilakazi makes sure that she has time to listen to the 
problems of the staff members. She also likes them to listen to one another. She sees 
this listening as fitting in with the spirit of ubuntu because she says that problems are not 
individual problems. It is important for people to share their difficulties with one another. 
Also, she says, if they do, they seem to think of better solutions to their problems.

	 				ACtIVIty			 	

Read the case study again. Take note of the two problems that Mrs Vilakazi recently had to discuss 
with her staff. They were:

classes that are too large to teach; and
teachers wanting to update or improve their teaching skills.

Talk about these problems with your study group. Think of ways of solving these problems, and 
see how many solutions you can arrive at. When you think about problems like these, we call 
it brainstorming. If you try this exercise and try to think about as many ways as possible of 
solving problems, you will be surprised at how many different solutions you can think of. It is 
always best to brainstorm in a group – so it is a good idea to do this brainstorming exercise with 
your study group.

Write down all of the ideas that come out of the brainstorming exercise. Once you have writ-
ten up your list of solutions, you will need to discuss each of the ideas. As we told you in unit 
2, even your best ideas will contain some “bad news” so it is important that you look for the 
advantages and disadvantages of each idea. Try to prioritise your ideas by ranking them from 
the best to the worst.

We have not given any of our solutions to these problems. But if you did this activity, you would 
have noticed how many solutions you could think of through discussing the problems with the 
group, and you would also have noticed how the solutions were enriched through the discus-
sion. It is a good idea to encourage staff members to talk about problems and to find solutions 
together. It is one way in which a good and fair manager can allow the management process to 
be shared by the various people in the project. This means that all members of staff will have the 
right to make decisions about parts of their work and they will not be expected to simply follow 
instructions. So through getting teachers to discuss things, Mrs Vilakazi is able to encourage 
her team to solve problems like the problems of classes that are too big or the need to upgrade 
teachers’ skills. This is one of the ways in which Mrs Vilakazi likes to keep the spirit of ubuntu 
alive among her staff.
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6.1	 sharing	ideas	spreads	power
You can see from the above activity that sharing ideas gives good solutions. If we do not involve 
other staff members in making decisions, the decisions may be one-sided. We saw in the case 
study of Mrs Radebe that until the women were consulted about their needs, they were uninterested 
in the project and the project did not turn out in the way that Mrs Radebe had hoped. If people 
have been left out of decisions that affect them, it is likely that they will resist the decisions that 
have been made.

On the other hand, if we include people in the decisions about the project, we can empower 
them to see that they can contribute towards the success of the project (McIntyre 1995:205; 
Flood 1993:231).

6.2	 supportive	management
Mrs Vilakazi says that as part of the function of coordinating the activities of staff members, 
managers should also ensure that they give members of staff feedback on what they are doing. 
She says that in the spirit of ubuntu, she encourages her staff to motivate one another so that 
they can perform with confidence. She says that she does not like the old management style that 
focuses only on finding mistakes and on correcting other peoples’ behaviour. Rather, she says, 
today’s manager must inspire people and encourage them. Today’s manager should listen to 
why people are doing things in the way that they are; he or she should allow them to talk about 
other possible ways of doing things. Good managers should encourage and support their staff 
members’ efforts.

When we spoke about ubuntu in module 2, we said that ubuntu means treating people with dignity. 
This is not only important in the classroom. It is also important that as managers we treat people 
with dignity and one of the ways of doing so is to listen to their views.

Now that we have seen that good management involves encouraging and supporting staff to 
contribute to the decision-making processes, let us consider what else Mrs Vilakazi sees as part 
of her function as a manager.

6.3	 good	managers	must	keep	abreast	of	new	
developments

Mrs Vilakazi tells us how important it is for her to keep up to date. She says that there are many 
new developments in the field of ABET and so she has to be careful that their project remains 
aware of any new decisions.

case study: We need to keep abreast of new ideas
I need to keep abreast of what is happening in ABET in South Africa. A lot is happening 
around the system of assessment, in curricula and in materials development. Because 
the new ABET system is not in place, we have to keep our eyes and ears open for any new 
ideas.
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I need to keep the staff informed because new developments in ABET will affect them. I 
also encourage staff members to look out for information that may affect the way they run 
the project.

“Of course,” she says, “I don’t encourage them to simply take in this information. I en-
courage them to think critically about all new information and to debate different issues. 
Because I encourage them to take an interest in new developments, teachers guide and 
coach one another into understanding new ideas and new developments.”

You can see from the above case study that Mrs Vilakazi recognises that for a project to 
succeed, the members of staff have to know what decisions are being made, and they 
also have to participate in the decision-making processes – even decisions about policy 
issues.

In the previous two units, we spoke about the importance of partnerships. We said that 
they could be useful in sharing resources and skills. Here Mrs Vilakazi has suggested 
another good reason for forming partnerships: They can provide a useful way of getting 
people together to explore new developments in the ABET field and to encourage discus-
sions on different ways of handling ABET-related problems. This is a good way of keeping 
staff updated on new developments. Even if staff members do not agree on everything, 
the partnership could provide a good basis for discussions and could offer a useful way of 
thinking about new ideas.

7	 deVelopIng	And	mAIntAInIng	A	Culture	
of	mutuAl	respeCt

We can see from the case study that Mrs Vilakazi tries to encourage the staff to speak to one 
another about decisions that they need to make. Because she is a firm believer in the ubuntu 
philosophy, she says that it is also important for her to create a culture of respect so that 
people can feel comfortable with one another.

Mrs Vilakazi’s discussions would not work if her staff members were afraid to speak to one 
another. Ubuntu will help managers to create an atmosphere where people will not become 
defensive about their work because they feel that the others will be looking for their mistakes. 
If people become too defensive they will not want to listen to anything that the others say. And 
if they are always afraid of being criticised, they will not really feel comfortable about making 
a decision (Flood 1993:236). Rather, she says, ubuntu will help people to understand that a 
problem in the organisation is a collective problem and that the group must help to solve such 
problems.

If a project manager expects people to take responsibility for their work, he or she must not 
stand around ‘watching’ people work, waiting to find mistakes. But if a manager feels that a 
person has done something that the other members of staff may find unacceptable, then he 
or she needs to talk about it in a way that gives the person a chance to explain why he or she 
did what they did. A good manager could then suggest other ways in which the problem could 
be handled in future.
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	 				ACtIVIty			 	

Have you ever tried to solve a problem by putting yourself in someone else’s shoes?

Mrs Vilakazi tries to get her teachers to respect one another. She says that if people respect 
one another they will be able to solve most problems. But she says they need to be able to put 
themselves in one another’s shoes. Let’s see if this is possible and let us see if it works:

In your next study group, ask two students to role play a disagreement. The two people could 
disagree on how the hall should be used on 13 February, for example.

Person A should say that he or she thinks it is a good idea for the pre-school to use the hall for 
a puppet show; person B should say why it’s important to have the AIDS exhibition on that day.

They should listen to what the other one is saying and they should try to understand each other’s 
point of view. They should try to come up with some good ideas that will solve the problem but 
because they respect one another, they should show that they are able to understand each other’s 
points of view.

Were you able to come up with a solution? When you came up with the solution, was it difficult 
because you were wearing the other person’s shoes? Now we will look at a situation where person 
A and person B are unable to reach a solution. We will see how Mrs Vilakazi handles conflict.

7.1	 Conflict	management
Mrs Vilakazi says that even though she tries to encourage a spirit of ubuntu in her classes, some-
times something happens that creates a measure of tension among staff members. Sometimes 
she knows from the gossip that there is a problem but sometimes she can actually hear staff 
members shouting at one another. This is what she says:

case study: sometimes I need to deal with conflict between staff members
I often have to spend time mediating in disagreements between the members of staff. If 
the conflict is between two of the members, I call a meeting between these two to allow 
them to air their views and help them to reach some solution. Occasionally I have to offer 
a suggestion about how the conflict can be handled.

At one stage Mr Peters was very angry because he felt that Mrs Hlophe always wanted 
to use the video machine when he wants to use it. I had to find out what Mr Peters was 
unhappy about.

I had to make sure that I did not take sides. That would be a real big problem. So I sug-
gested that we kept a time sheet and whoever wanted to use the video could request it and 
fill their name in on the time sheet. You can see that I was careful not to take sides without 
listening to both sides and we were able to solve the problem. Another time, we had a 
problem about how the budget was being spent. For this type of conflict I call a meeting of 
all staff members and we solve the problem as a group.
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“There have also been times when I had to call a meeting where student representatives 
and members of the community who are affected by the centre were present.”

We can see from the case study that conflict management is another management task 
that cannot be ignored. If conflicts are not brought out in the open for discussion, people 
can stay angry for a long time.

	 				ACtIVIty			 	

Sometimes conflicts are never sorted out. In such cases, people could remain angry with one 
another for very long periods. Have you ever experienced a conflict that was not sorted out?

Some managers are of the opinion that not all conflicts need to be openly addressed – some 
managers decide that it is better to ‘let sleeping dogs lie’ rather than bringing conflicts into 
the open for discussion. But often, managers cannot ignore conflicts because they hope that 
somehow they will sort themselves out. A good and fair manager will know that he or she has 
to act in some conflicts. If you bring disagreements into the open, people can often think of new 
ways of solving problems. Management can play a role in encouraging this process.

So for example in the above case of Mr Peters and Mrs Hlophe, Mrs Vilakazi helped each of them 
to see the problem from the other person’s point of view and then encouraged them to reach a 
decision that was suitable to both of them – even if neither of them was entirely happy with the 
solution. When a solution is reached, both parties should feel that it takes account of a little bit 
of each of their views.

So it is up to the manager to see to it that staff members learn to respect one another. In this way 
people will be able to solve conflicts in a way that does not threaten their dignity. The manager’s 
task here is to see that this is achieved as far as possible.

Check list for trying to solve conflicts.

• Find out what fears and worries A and B have.
• Understand that each person has a problem.
• Understand what the problem is.
• Allow each person to say what the problem is for him/her.
• Check that A understands B’s problem and vice versa.
• Try to get them to solve the problem together.
• Encourage them to look for a solution where both get what they need.
• Represent both sides even if she prefers one point of view.
• Use caring language.
• Discourage name calling.
• Ask what the matter is and allow each person to express their view and their feelings.
• Find out what is involved.
• Ask for more information.
• Identify any areas of agreement so that she can encourage them to move forward.
• Find out what kind of solution they would like.
• Try to get them to find a solution by “stepping into each other’s shoes”.
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8	 mAnAgers	Are	ACCountABle
When project managers make decisions they have to be able to explain why they decided to do 
certain things and they must show that they have listened to the advice and opinions that people 
have given. They have to account for the way the resources of the project are being used and 
they have to explain if there are any problems. Mrs Vilakazi is accountable to the staff of the 
project as well as to the project management committee. Let us look at how she explains what 
being accountable means.

case study: Being accountable
“This project is monitored and evaluated by a committee. Whenever it meets, I have to 
report to them about the work of the project. I need to have a written report to refer to 
when I do this. I write down notes from time to time and keep them in a file so that when 
the time comes to prepare a report for this meeting, I am well prepared to discuss the 
achievements of the centre and to point out to them some of the problems that I feel it is 
still facing. Of course, I also discuss my ideas on this with the staff, and I must work very 
closely with Ms Gaduka to make sure that we can account for the money we have spent.”

Mrs Vilakazi tells us that she has to write a report about the work of the project for the 
management committee. Later in this unit, we will look at one of her reports and we will 
see how she explains to the management committee what kinds of things the project does.

8.1	 developing	an	atmosphere	of	accountability
Managers develop an atmosphere of accountability by holding discussions and by encouraging 
the project staff to exercise their own judgement. A project manager has to follow a careful path 
between expecting staff to exercise judgement and at the same time expecting that they will remain 
accountable to the rest of the staff and the wider community.

It is important that staff members do not feel that they are being controlled by a set of rules which 
is simply given to them. A project can only be successful if it is based on plans that people have 
discussed. If people work together they will be able to make plans that they can understand and 
then they will not feel as if they have to follow rules that someone is forcing onto them (Flood 
1993:119; McKay & Romm 1995; McIntyre 1995:191).

8.2	 Consultation
Accounting for how money is spent is a very important task for ABET practitioners who are running 
projects. Every project has a budget or an amount of money that is available to spend in running 
the project. Now the question is who should be responsible for deciding how the budget should 
be spent? In the end, the project manager will probably have to decide this. But he or she will 
have to take advice from the bookkeeper. He or she will also be accountable to other members 
of staff as well as the wider community for how money is spent.
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When he or she decides how the budget can be spent, the project manager has to think about 
whether spending the money will help the project to achieve its goals. As we have seen, setting 
goals is a process which needs wide discussion. In this process, as in all decision making, project 
managers have to consult with other people because it is important to check one’s judgements 
against other people’s views.

9	 lInKIng	WIth	the	WIder	CommunIty
Because Mrs Vilakazi knows that the project is part of the wider community, she spends time 
thinking about how to make sure that the project is shaped by the needs of the community. That 
is why she has asked Mr Peters to make sure that he is always in touch with community needs. 
She also attends community meetings so that she can get ideas from the community and so 
that she can tell people in the community about the work of the project. Sometimes she finds 
that the community has a special need. Last year their special need was that they wanted voter 
education classes. Mrs Vilakazi first had to hold a meeting to discuss this request with the staff. 
In the next case study, she tells us about what happens when she goes to community meetings.

case study: staying in touch with the community
“As official project leader I am often invited to meetings in the community. Sometimes the 
meetings are about other education projects, or meetings of local community groups, and 
sometimes they are on national education matters. I have to attend meetings to keep in 
touch with community matters and to add some input from our project to the discussion. 
But I can’t go to all the meetings so that is why Mr Peters has been attending community 
meetings as one of his tasks.”

Management involves a task of bridge building – inside the project and with outside 
structures and projects. When project managers use bridge-building skills with the com-
munity, the project has a chance to develop along with the community and not just react 
to what happens in it. We saw in the previous two units why it is important for projects to 
be shaped by the community. Good managers must thus try to think about ways of getting 
people inside the project to work together and also try to get different projects in the com-
munity to work together. To do this, the manager will need to have good skills for handling 
personal relationships and also listening and negotiating skills.

All things considered, Mrs Vilakazi’s days are busy! On a day-to-day basis, she tries to 
allow the various staff members to use their own initiative in tackling issues that arise in 
their work and even in handling their disagreements and conflicts. But she also tries to be 
available to offer support and advice if staff members feel that they can benefit from her 
involvement.

10	 reportIng
Part of being accountable means that project managers should report back about what a group or 
a person has done. There are different kinds of reports but we will focus here on the annual report.
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The annual report is usually written by the chairperson and it should tell us

• what the organisation has done in the past year. It is a summary of all the work done in the 
organisation.

• what the organisation planned to do, which plans failed and which plans were successful.
• what the organisation plans to do next year.
Usually the annual report is read out at the annual general meeting (or the AGM) and is sent 
to other stakeholders outside of the organisation who fund the project.

We will look at what should go into an annual report and then in the next listening activity, you 
will be asked to compile a report.

an example of an annual report

the annual report of the masIsIsane learnIng centre for 1995

1. general overvIeW
During 1995, the Masisisane Learning Centre had a very successful year. Many of the 
existing projects at the centre were improved and the centre started other new projects.

2. fundraIsIng
During 1995, we had two main ways of raising funds.

2.1 funding from donors
The centre received funding from the usual international and local donors. But although 
these donors continued to fund the centre, the centre was still short of money for various 
outreach projects like the street children project and the voter education programme.

2.2 fundraising activities
It was necessary to try other ways of raising funds. Staff members at the centre held film 
evenings twice a month and were able to raise enough money to employ an extra teacher. 
The learners’ committee arranged a cake sale every month and was able to contribute 
towards buying books for the library and paying a voter educator.

3. projects
Many of the projects that were started in previous years continued successfully during 
1995. The centre also started two new projects.

3.1 the feeding scheme
This project started in 1993. During 1995, the project grew and was able to provide a 
nutritious meal for children at seven primary schools in the area. The local clinic reports 
that there have been fewer cases of malnutrition in the area this year.

3.2 aBet classes
This year we started two new ABET classes – one at the basic literacy level and one at 
level 3. Apart from preparing learners for the various IEB exams, the project also assisted 
the local training centre with teaching numeracy and calculating skills to learners who 
were hoping to take their building trade tests.
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3.3 the street children programme
Because of the increasing problem with street children, a new project was started. The 
project provided a shelter for street children. The shelter offered children a place where 
they could get clean clothes and a meal each day. The organisers of the shelter were 
successful in placing 12 of these children into primary schools in the area. One of the 
children came third in his class. We at the centre are pleased with the cooperation we 
receive from local school principals.

3.4 voter education
During 1994, the centre was involved in voter education. This year the centre was asked 
to train voter education trainers who could prepare people for the local elections. Twenty 
three trainers were trained at a two-day workshop.

3.5 the aBet certificate project
Because the centre is keen to expand its activities in 1996, it encouraged several mem-
bers of the community to enrol for the UNISA ABET course. The centre runs a monthly 
workshop for students enrolled for the UNISA course and allows these students to partici-
pate in classes and also to observe the activities at the centre.

4. future projects
During 1996, the centre would like to form partnerships with the nearby health project 
and with the industry training project. In this way the skills that have been developed by 
each of the projects can be shared and the programmes of the various centres can be 
enhanced.

How did your report look? Was it similar to ours? Can you see how project reports are good ways 
of telling people what the particular project has done? This form of reporting is especially useful 
for keeping funders informed.

11	 ConClusIon
In this unit we discussed the characteristics of good management. We have considered the best 
ways of relating to staff and the wider community to make sure the project runs smoothly. In the 
next few units we will discuss the best ways of administering a project.
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unit	4
What	are	the	administrative	

requirements	of	a	
learning	group?

1	 IntroduCtIon
In this unit we will be looking at the sort of records you need to keep on learners and lessons, as 
well as on different types of materials. We will consider how these records should be kept and 
why we need to keep them.

	 leArnIng	outComes	

By the end of this unit you should be able to:

fulfil some of the administrative requirements of a learning group by recording 
administrative information.

You will demonstrate this by being able to:

Obtain, record and organise administrative information in registers, student records, les-
son plans and schemes of work, and materials and venue inventories.

2	 Why	do	We	need	AdmInIstrAtIon?

	 				ACtIVIty			 	

Before we begin our discussion, look carefully at the following photograph of Thabo Mokoena’s 
office.

Look carefully at the photograph of Thabo’s office. While you look, think about each of the following 
questions and put a tick  if you think the answer is yes, or a  if you think that the answer is no.
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If you asked Thabo for the letter you sent him last week, do you think that he would be able to find it?

Do you think that he would remember that you took leave last week?

Do you think that he would know who is teaching a particular class at a particular time on a 
particular day?

If the auditor accused Thabo of stealing money, would he be able to show that he has not done so?

Would he know which students have paid their fees?

Would Thabo be able to tell you what decisions were made at a meeting held in May last year?

We answered all the questions with crosses because we do not think that Thabo will be able to 
do any of these things. You might have very good reasons for disagreeing with us but judging 
from what we can see of Thabo’s administrative system, we do not think that it is very efficient.
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We think that a good administrative system is the heart of a good organisation and so in the next 
few units we will talk about administration systems and the role of a project administrator. Without 
a good administration system, any project is bound to run into many difficulties. It is therefore 
essential that all projects have a good system for:

• filing
• keeping staff and learner records
• keeping financial records
• keeping records of meetings

We need these records for various purposes, such as

• to be able to evaluate how well the project is running
• to be able to report to community organisations or funders on the progress
• to show financial accountability
• to be able to monitor learners’ progress and adjust courses if necessary

3	 Where	do	you	Keep	the	reCords?
Thabo clearly belongs to an organisation which has its own premises. Many of us don’t have an 
office or even cupboard space in an ABET centre to keep records. We have to bring them along 
to classes and then take them home again. It is even more important for us to have the records 
organised so that we don’t arrive in class and discover we’ve left something vital at home.
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Those who are lucky may have a computer on which to store records. If you are doing this make 
sure you have a backup copy. Most of us have to store hard copy (paper) records. You will prob-
ably need several boxes kept safely at home, maybe on top of a wardrobe.

It is important to keep the records confidential so they should be in a place where other people 
cannot look at them. They should always be kept neat and clean.

Records should be kept in files and/or books. Do not write things on scrappy pieces of paper 
that are easily lost. We will talk about filing them later. First let’s look at some of the records we 
need to keep.

4	 reCordIng	And	orgAnIsIng	leArners’	
InformAtIon

enrolment cards and registers

4.1	 enrolment	cards
It is useful to ask new learners for a few personal details before they start attending classes. Then 
once you start teaching them, you will have to keep track of their progress. All the information 
needs to be recorded so that it is not forgotten or lost. Here is an example:

masIsIsane learnIng centre
enrolment card

NAME  . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . .

ADDRESS  . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . .

  . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . .

  . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . .

NAME OF CLASS FRIEND  . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . .

TEL. NUMBER . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . .

DATE OF ENROLMENT  . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . .

WHAT DO YOU WANT TO LEARN?  . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . .

  . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . .

PLACEMENT INTO ROUP  . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . .

You will need to keep records like this for every learner. You will see that the card includes the 
name of a class friend. This helps especially if there is no telephone number. The educator may 
then be able to contact the learner through a friend. For this reason the cards should be easily 
available whenever information is required about the learner. Coupling a learner with a friend is 
also a good way of ensuring that learners know what work they have missed if they are absent 
from class.
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It is also a good idea, if possible to visit learners at home about once a year, preferably at the 
beginning of an academic year. This will give you an idea of their circumstances and what prob-
lems they may be facing.

In addition to the information you record on an enrolment card, it is important for you to write the 
names of your learners in a register.

4.2	 Keeping	an	attendance	register
It is important for you to write the names of your learners in a register in which you can also 
record details of their attendance of your class. A register gives you a better picture of how 
well your learners are progressing, who is absent regularly, who drops out of class and so on.

Here is a section of a register:

name of tutor group/level

month

surname and 
name

m t W t f sa su m t W

total class 
attendance per 
day
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Write the names in alphabetical order and mark with a P when present and an A when absent. 
Your register will tell you how often learners are absent and what particular days they were 
absent on. You will know someone is absent on particular days and whether perhaps you 
need to change the days. It will also tell you whether your learners are enjoying the classes 
and finding them useful. If not they will vote with their feet and stay away for certain classes 
or from certain educators.

4.3	 recording	learners’	motivation	for	attending	
classes

Motives are what keep learners enthusiastic about the classes. It is important to find out and 
record a learner’s reasons for wanting to learn. You should do this at the beginning of each course 
and use it as a guide for your classes.

In the module on teaching adult basic education we discussed learners’ short- and long-term 
goals. Look again at an example from that module of how this can be recorded.

monica mashele

15 january 2009

short-term goal
In three months I want to be able to: Answer the phone and take messages

Write a formal letter in English

long-term goal
In six months I want to be able to: Read recipe books

Discuss work with my employer

You should work with the learners on their goals for each learning area you are covering. Let them 
keep a copy of their goals in their portfolio and keep one for you in their file.

Once you have found out the motive for each learner, enter it onto a table (see below) so that 
you can see at a glance where more than one learner wants the same thing. The following table 
presents a possible list of motives. There is space for you to add any others you can think of.

motIve learner learner learner learner learner learner learner total

To learn job 
skills

To have a 
second chance 
to learn

To improve 
myself

To get a 
certificate
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motIve learner learner learner learner learner learner learner total

To help children 
with homework

To progress at 
work

To read and 
write my own 
letters

To read the 
Bible

To fill in forms

Now you can structure your lessons to ensure that learners’ needs are met.

4.4	 learner	portfolios
There is some discussion about who should keep the portfolios. Most people believe that learn-
ers should keep their portfolios themselves if they can do so safely. However partners have been 
known to be jealous of their partner becoming educated and have destroyed their work. Therefore 
some learners may want you to keep their portfolios for them.

If learners can keep their own portfolios, the educator should keep a record of the assessment of 
the portfolios. These need not be long but a few sentences reminding the educator where more 
work needs to be done for future reference.

Here are a few examples:

Thabo needs more practise in reading.
Nelisiwe is having trouble with multiplication.
Petrus has difficulty understanding instructions.

Ideally the educator should have a separate file for each learner where all relevant information about 
the individual learner is kept. This information can be handed on when the learner progresses to 
the next level or when an educator leaves and the class is taken over by another.

Besides learners’ records you also need to keep a record of lesson plans and schemes of work 
for yourself and for any other educators.

5	 reCordIng	lesson	plAns	And	sChemes	
of	WorK

It is important to keep a record of lesson plans and schemes of work for several reasons:

It helps you monitor your own progress by looking back at what you have taught in the lessons 
and where you need to be going.
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If an educator is absent for any period of time his/her lesson plans will direct you regarding how 
to carry on.

5.1	 recording	schemes	of	work

	 				ACtIVIty			 	

Draw up a scheme of work for the following unit standard. This means that you decide what 
you are going to teach in each particular lesson. Some topics may take more than one lesson. 
Indicate briefly how you will tackle the different topics. We have given an example for the first 
specific outcome (SO).

unIt standard

(1) title: engage in speaking and listening interactions
(2) aBet level:  2
(3) credit: 6
(4) learning area: Language, literacy and communication
(5) purpose:

This unit standard will be useful for learners who are acquiring an additional language and 
wish to communicate orally with speakers of other languages on a simple level in various 
contexts.

(6)  learning assumed to be in place and recognition of prior learning
Listening and speaking skills in the target language at ABET Level 1.

(7)  Range statement for the whole unit standard: This standard applies only to learners acquiring 
an additional language. Mother tongue speakers starting an ABET programme for the purpose 
of literacy are assumed to have these skills. Learners should be able to communicate in the 
following settings in routine situations.

Social
Work (eg simple accident reports)
Study
Community and religious contexts
Doctor/clinic/nurse
Official/commercial (eg post office, bank)

For this there are five specific outcomes (SOs). These are steps towards achieving the aim or 
purpose of the unit.

SO1  Initiate and maintain conversation
SO2  Ask and give information, explanations, directions and instructions
SO3  Make and respond to offers and requests
SO4  Express and respond to opinions and feelings
SO5  Listen and respond to oral text

Note that we have given space for several lessons in some of these specific outcomes
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date: 
2011

unit standard Lesson Content

5 May Initiate and maintain a conversation. Introduce topic: How to deal 
with crime in the community.

Write key words

Pairs and groups discuss topic 
using key words.

7 May Ask and give information etc.

12 May Ask and give directions and 
instructions.

14 May Make and respond to offers and 
requests.

19 May Express and respond to opinions and 
feelings.

Express and respond to opinions and 
feelings.

Listen and respond to oral text.

At the beginning of each course look carefully at the unit standard and structure your lessons 
accordingly. The scheme of work will change during the course. This will depend on how quickly 
learners are able to understand and retain the lesson. Check your scheme of work before each 
day’s lessons and alter the dates accordingly. In this way you will make sure that nothing is missed.

5.2	 recording	lesson	plans
You need to keep a record of all lesson plans. Leave space in the lesson plan for comments on:

• how the lesson went,
• whether it needs to be repeated and
• how you could improve on it.

These records will help you grow as an educator. A good educator always thinks about the lesson 
she has taught and thinks of ways to improve it.
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If there is more than one educator in the centre all lesson plans should be kept with the educator/
manager. Then when an educator is ill, or leaves the centre then the one who replaces him/her 
will know exactly how to carry on.

So far we have talked about keeping records on classes and learners. These should be kept in 
separate places in files or boxes so that it can be easily referred to.

6	 KeepIng	reCords	of	mAterIAls
What sort of materials would you need to record?

These could include:

• Books and materials that are received either from the department of education, donors or 
bought with the learners’ fees.

• Textbooks handed out to the learners
• Handouts
• Media articles you have used
• Books or implements that learners have borrowed

Each educator should make a note of these in a notebook so that they can keep track of where 
everything is. At the end of the year educators will need to account for everything that has been used 
and how much is left over. This will also help when ordering more for the next group of learners.

7	 Venue	InVentorIes
An inventory is a list or record.

Record when and where you used which premises and which room and classroom each educator 
used.

You will also have to record any rent you pay for the place.

If you are having a special celebration you may want different premises for that one occasion.

Keep a record of all the possible premises and what the charges are for future reference.

8	 ConClusIon
In this unit we have looked at ways of finding and recording different sources of information which 
are necessary for good administration. We have considered information about learners, about 
the lessons and the importance of recording this information. In the next unit we will look more 
carefully at filing this information.
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further	reading
Abadzi, H. 2006. Literacy acquisition and the biology of reading. In: Abadzi, H. 2006. Efficient 

learning for the poor: insights from the frontier of cognitive neuroscience. Washington, DC: 
The World Bank, pp 36–49.

A state of the art summary of current ideas and research on literacy teaching. Though the book 
is addressed mainly to school education it has valuable insights for all adult educators.
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unit	5
organising	administrative	

information

1	 IntroduCtIon
In the previous units we looked at some of the things that practitioners should do before starting 
a project. You will remember that in unit 1 we looked at how the practitioner should try to find 
out what the needs of a specific community might be. We said that it was important to do this 
before starting a project so that the project could be shaped to fit these needs. Then in unit 2 we 
looked at how to plan an ABET project. We saw that it was useful to involve the target community 
in the planning arrangements. In unit 3 we “met” with Mrs Vilakazi of the Masisisane Learning 
Centre again. She told us about the various things that she has to do to ensure that the project 
runs smoothly.

Now, in this unit, we will be looking more closely at another important function in the management 
of projects. We will be looking at how to organise and keep accurate records.

	 leArnIng	outComes	

By the end of this unit you should be able to:

fulfil some of the administrative requirements of a learning group by organis-
ing administrative information

2	 hoW	to	orgAnIse	reCords
let’s look more closely at what some of these tasks involve

Before we discuss the above aspects of record keeping we shall once more ‘visit’ our fictitious 
character Thabo in his new job as project administrator.
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case study: thabo’s new job

We arrive at Thabo’s new office. His name is on his door:

Thabo Mokoena 
Project Administrator

We knock a few times but there is no reply. As we are about to leave we hear a loud crash-
ing sound and then a muffled cry “Come in!” We open the office door and see Thabo lying 
on the floor between piles of cardboard boxes. He tells us that he tripped over one of the 
boxes as he was trying to get to the door. He lies on the floor stunned for a few seconds 
and then he gets up, brushes the dust off his clothes and gives us a wide grin.

We have not seen Thabo for a long time. He tells us about his new post as project admin-
istrator. “One of the things I must do” he says, “is to keep all these documents in some 
kind of order. And I am also supposed to control the money side of the project and to 
answer all letters.”

“But,” he tells us, “there are so many papers and people keep asking for things, I just don’t 
know where to find anything anymore. Every day I get letters, accounts, advertisements for 
new materials, new documents about ABET policy, examination information, receipts and so 
on. I also get a number of letters and CVs from people looking jobs at the centre.”

“I need to develop a system of keeping things in a safe place. I also have to tell everyone 
when we are having meetings. Sometimes I have to spend the whole day running around 
looking for people so that I can give them the information that I am supposed to.” We then 
chat to him about the aims of the ALEX project and about the planning arrangements for 
the project. He says that he will show us the project proposal.

“Now let me think, where did I last see it? Oh yes,” he says and he begins to crawl about 
under his desk. As he finds the project proposal, he gets up and knocks his head against 
the top of the desk.

Once again Thabo is stunned and lying on the floor between the boxes.

As we leave Thabo’s office, we are glad that this case study is a fictitious one. Funny as 
the case study might be, we can learn a lot from Thabo’s experiences. One of the first 
lessons that we can learn is the importance of a good administration system. A good filing 
system is one of the important parts of a good administrative system.

3	 fIlIng	doCuments
Thabo speaks of many documents that he has to keep. He says that he never knows where to 
find them.

	 				ACtIVIty			 	

Look at the case study again and make a list of the different kinds of documents that Thabo 
should file.
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• While you are thinking about Thabo’s list, think about what kinds of documents you may 
need to file in your own organisation.

• If you are not involved in an organisation you should try to speak to people who are involved 
in administrative jobs (perhaps someone in your study group) about how they do their filing.

Once again we shall give you our answers. Thabo mentions the following kinds of documents 
that he has to file:

• Letters
• Accounts
• New course documents
• ABET policy documents
• Examination information
• Receipts
• Staff leave forms

If we were to design a filing system for Thabo, what would we do? We would need to look at the 
kinds of documents that Thabo needs to file. The fact that Thabo is aware of the kinds of docu-
ments that he receives regularly could be a useful start. He could open a file (or if he has many 
documents he could open more than one file) for each type of document on the list. In that way, 
it would be easy for Thabo to retrieve or find a document, like a letter or a staff leave form, if he 
needs to.

3.1	 different	types	of	filing	systems
There are many different ways of keeping important documents. In this module, we will not look 
at some of the more expensive electronic ways that we can do on a computer. You probably will 
not use these methods in a small or medium-sized project. We will look more closely at the less 
expensive ways.

3.1.1	 Card	files
Do you remember the card we showed 
you in module 2? This is the kind of card 
that Thabo could use to keep track of 
the registered learners or for keeping a 
record of who has taken out a particular 
library book. Some organisations use 
these kinds of files to keep a record 
of whether or not students have paid 
their fees.11

11 We will not be discussing whether or not students should pay fees. There is no agreement on this. Every project will 
have to think carefully if they will be asking learners to pay a fee. We are aware that many learners cannot afford to 
pay fees.
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These cards would be best kept in a “tickler box” and stored in alphabetical order. It would 
therefore be quite easy to find information on a particular learner. Let’s say for example that you 
needed information on John Mabunda, you would look for the card under M.

If you kept cards on companies that supplied books or furniture for the project, you could also 
file cards in a box like this so that you can find the information you need quickly.

3.1.2	 hanging	files
Thabo could open a file or a few files for each of the types of documents he says he has problems 
keeping track of. He could have one for accounts and one for letters and so on. These kinds of 
files can also be arranged in alphabetical order.

3.1.3	 Vertical	filing
This is another way of filing documents so that you can find them quickly. Thabo could open 
one file for each kind of document referred to in the case study and the documents could be filed 
either in alphabetical order or according to date.

3.2	 how	to	arrange	documents	in	each	file
Depending on the contents of the documents, you could arrange them in either of the following ways:

• Alphabetically by using the first letters of the names of companies or individuals. If you are 
using the names of people, you should use the first letter of their surname, not their first name.

• Numerically by giving each type of document a number and then filing the documents in 
“number” order. Because numbers are difficult to remember, you will find it useful (if you 
use a numerical filing system) to compile a list of names and numbers. In that way you can 
look up the name and find the number quickly.

• Subject files are useful for filing documents about specific subjects. For example, if you look 
back at the case study, you will see that Thabo speaks about getting lots of documents about 
ABET policy or about ABET exams and so on. He could open a file for each of these subjects.

• Chronological (or date order) filing refers to the arrangement of documents according to dates. 
You can see that this will be a good way of filing accounts or policy documents.

Sometimes it is a good idea to use more than one way of filing. For example, when you are fil-
ing policy documents you could put these into one subject file, but you could also arrange the 
documents in date order so that you will be able to find the latest ones quickly.

	 				ACtIVIty			 	

Look at the list of files that we suggested Thabo should have. If Thabo was arranging the documents 
in subject files, which file do you think he should use for each of the documents illustrated on 
page 115 and 117. Later when you do activity 4, you may find it useful to cut the documents out.

)
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Indicate in the table which documents you would place in each of the following files: (We have 
given our answers in the shaded section, please do not look at our answers until you have filled 
in your own.)

suBject document

Accounts 4

ABET policy documents 3

Receipts 5

Correspondence or letters 1

New course documents 2

Examination information 6

4	 hAndlIng	money
We saw in the case study that Thabo is expected to manage quite a lot of money for the ALEX 
project. The project receives money from some donors and he has to see that the money is 
controlled and that it is spent properly. Thabo says that he had problems managing the finances 
of the project but he tells us that he has now worked out a good system. He says:

case study: thabo’s accounting system

We receive money from the funding organisations. We have a budget that tells us how the 
money will be spent. The ALEX committee decides on the monthly budget which looks 
something like this:

Rent    R 500,00
Salaries    R2 000,00
Materials   R 200,00
Telephone and postage  R 150,00
Additional expenses  R 100,00

TOTAL MONTHLY EXPENDITURE R2 950,00
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Thabo says that the project gets R2 850,00 per month from some donors and that they 
have to collect the rest of the money out of learner fees. He says that not all learners can 
afford to pay their fees and so some months the project runs short of money. But he says 
we are usually able to collect about R100.00 in learner fees and so they manage to end up 
with a monthly income of R2 950.00. If they do not collect what they need in fees they try 
to hold a cake sale to help them raise the balance.

Thabo tells us that he used to have problems remembering who he has paid and also who 
has given money to him but now he has a system that works.

	 				ACtIVIty			 	

Read the case study carefully and then answer the following questions:

(1) How much does the ALEX project spend on rent each month?
(2) How much does the ALEX project spend on salaries each month?
(3) What is the total monthly expenditure of the project?
(4) What is the total income that the ALEX project receives from donors?
(5) How much should Thabo try to get from learner fees so that the project breaks even?

Here are our answers. This time they are correct and so yours will have to be the same:

1 = R   500,00
2 = R2 000,00
3 = R2 950,00
4 = R2 850,00
5 = R   100,00

4.1	 Keeping	financial	records
	 				ACtIVIty			 	

We can see from the case study that Thabo says he had many difficulties managing the finances. 
Look back at the case study and write down the kinds of problems that Thabo said that he had 
with managing finances.

Thabo had the following kinds of financial management problems:

• knowing who had paid him
• knowing whether he had paid other people

Thabo does not need to be too concerned about the actual accounting side of the project because 
the project has an auditor and an accountant. What he must do is to keep all the evidence of 



		 81	 organising	administrative	information

what money he has paid and why he has paid it. He must also keep a record of which learners 
have paid their fees.

Some of the important documents that he should keep are:

4.1.1	 receipts
Whenever Thabo makes a payment, he should ask for a receipt or he should keep the cash 
slip from the shop. In this way he will know how much he spent and for what the money 
was used.

Thabo must remember to write on the back of the receipt what he did with the money. He must 
do the same with the cash slips that he gets from the shop.

4.1.2	 Keeping	record	of	fee	payments
One of the ways of keeping records like this is to make a list of learner names and then to indi-
cate on the list who has paid their fees for each month. The following is an example of a list you 
could keep:
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If you look at the above document, you will see that Mrs Hlophe has a record of who has and 
who has not paid their fees each month. It is important that we record what money is received 
from whom, and also that we keep a record of what money is paid by the organisation. So you 
can see that it is important for organisations to keep records like this and to give receipts when 
they accept money.

4.1.3	 A	money	management	system
Thabo says that he has developed a system that helps him keep track of the project’s finances.

	 				ACtIVIty			 	

Look at the money management system carefully. Now re-read the case study about Thabo’s 
accounting system. Are you able to fill in the information into the correct places in the money 
management system? Try to complete it in pencil.

This is a good exercise for you to discuss with other students in your study group. If you find that 
you do not know how to complete this money management form, ask your tutor to assist you.

After you have completed the activity you can look at our answers.
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• In block a we have R2 860,00
• Fees from the level 1 class = R60,00 and from the level 2 class = R40,00. This gives us a 

total of R100,00 and so we wrote R100,00 in block B.
• R200,00 was spent on materials and so we filled in R200,00 in block c.
• We included the following under other expenses:

Telephone and postage R150,00
Rent   R500,00
Additional expenses  R100,00
Salaries   R2000,00
So we filled in  R2 750,00 in block d.

When we worked out A + B – C – D we got R10,00 which we wrote in block E and this tells us 
that the project showed a R10,00 profit in January.

THE PLUS-MINUS MONEY MANAGEMENT FOR JANUARY12

12 The expertise of Prof G Lemmer of the Department of Mathematics is gratefully acknowledged.
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Use a calculator (or do it in your head) to work out a + B – c – d. Fill in your answer under 
e. Look at the amount under e and you can say whether you have made a profit, a loss or have 
broken even.

5	 ConClusIon
Let’s look at what we have learned in this unit. We have looked at how disorganisation can lead 
to confusion and mismanagement. Keeping documents correctly filed not only makes life easier 
but also ensures that vital information is easily located. We have also looked in detail at keeping 
your finances in order so that you are readily accountable and open to scrutiny by authorities 
and stakeholders regarding your administration.

In the next unit we will discuss good ways of communicating with learners and others.

further	reading
Abadzi, H. 2006. Literacy acquisition and the biology of reading. In: Abadzi, H. 2006. Efficient 

learning for the poor: insights from the frontier of cognitive neuroscience. Washington, DC: 
The World Bank, pp 36–49.

A state of the art summary of current ideas and research on literacy teaching. Though the book 
is addressed mainly to school education it has valuable insights for all adult educators.
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unit	6
Administrating	and	

communicating	with	others

1	 IntroduCtIon
In this module we will be considering ways in which we communicate information to learners, 
within the centre and with other external organisations. It is important to understand and to use 
the correct ways of communication. This makes life easier and means we are seen as business-
like and efficient when we look for support. We will also discuss the correct ways of handling 
meetings and dealing with a budget.

	 leArnIng	outComes	

By the end of this unit you should be able to:

fulfil some of the administrative requirements of a learning group by communi-
cating administrative information.

2	 CommunICAtIng	WIth	leArners	ABout	
AdmInIstrAtIon

The easiest way of communicating with adults is through the educator. Those in level 1 may 
find information difficult to read. Adults who have spent their lives unable to read and write have 
developed different strategies to cope with the world and many will be able to retain any important 
information which is related to them.

Information can also be written on notice boards. In this case the writing should be large and 
clear. As we are relating to adults, learners should be included in decision making and have open 
access to the administration of the centre.

The sort of information which needs to be communicated includes:

• Aims and objectives of the centre
• Changes of times and dates
• Field trips
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• Schemes of work
• Learner files
• Resolutions that are made at meetings, including budget details
• Information from the department of education and other organisations

3	 CommunICAtIng	WIth	AuthorItIes	And	
stAKeholders

Communicating	without	running	around
One of the problems that Thabo mentions is that he spends a lot of time running around to find 
the staff at the learning centre so that he can pass on messages and other information to them.

     ACtIVIty			 	

Think about or discuss with your study group things that Thabo could do to avoid having to run 
around.

What ways can you think of that will save him from having to run to everyone to give them 
information?

What can he do with the information so that people will get their messages?

We have thought of a few things that he could try:

• He could send a memorandum to various staff members.
• He could have a basket or a pigeon hole for each staff member where he could leave mes-

sages for them.
• He could put the information up on the notice board.
• If he worked in a large organisation, he could publish news or information in an internal 

newsletter.

We will look at some of these suggestions.

3.1	 sending	a	memo

Most organisations have a system where 
staff are given information or reminded about 
things via a memorandum. (Usually we use 
the word memo – as a short way of saying 
memorandum.) We do not use a memo for 
sending information outside the organisa-
tion. They are used when staff members want 
to communicate with one another inside the 
organisation. One of the most common ways 
of distributing memos is to place them in 
the staff members’ pigeon holes.
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There is a special format for memos. Look at the following example:

Look carefully at our memo. All memos should give the following information:

• To
• From
• Date
• Subject
• The message
• At the end, the sender writes his or her initials

Usually organisations have ready printed memo forms to make it easier for their staff.

	 				ACtIVIty			 	

You know what information must be included in a memo. Now try to write a memo yourself. Ad-
dress it to mrs vilakazi and tell her that you will be taking your class on an outing on 1 october 
1995. You need to give her all the details.

Please do not look at our memo until you have completed your own.

Did your memo include the information that ours did? Do you agree that this is a good way to give 
information? If Thabo used a memo system, he would not have to run around looking for staff 
members. He would only have to put the memo into the relevant staff member’s pigeon hole. In 
this way, Thabo could get messages to the staff even if they are not at work. They could collect 
their messages when they do come to work. Staff members can use this method to communicate 
with one another too. They can leave memos and messages in other staff members’ pigeon holes. 
But, Thabo will need to encourage staff to check their pigeon holes regularly.
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3.2	 putting	information	on	the	notice	board
Putting information on a notice board is also a good way of giving information to other staff 
members. You will find notice boards useful for telling staff about meetings and giving them new 
information, details about the Christmas party, the end of year graduation, and so on. If Thabo had 
thought of putting information on the notice board, he would have managed to get the information 
to staff without having to run around looking for everyone.

One of the problems of using a notice board is that you may forget to remove old notices. 
If you do not remove old notices, chances are that staff will not see when you put up new 
information.

3.3	 taking	a	telephone	message
In our case study Thabo tells us that he also spends a lot of time running around looking for 
people so that he can tell them about phone calls he gets for them. Once again, he could avoid 
all this running around if he took good messages and put them into the relevant staff member’s 
pigeon hole. A good way of taking messages would be for Thabo to make or buy forms like the 
one below so that he can just fill in the necessary information and then leave the form in the 
person’s pigeon hole.

4	 gIVIng	InformAtIon	At	meetIngs
Meetings are also a good way to give staff, the community and/or funders, information that they 
will need. There are different kinds of meetings. Some meetings are informal and can be held 
whenever you need to discuss urgent matters. Other meetings are more formal. Formal meetings 



		 89	 Administrating	and	communicating	with	others

must follow a set of rules and must be controlled by a chairperson. You may be asked to chair a 
meeting, to be the secretary or to be the treasurer. It is as well to know what these different func-
tions entail so that you can fulfil these roles when called upon to do so. Many of your learners 
may also hold or be asked to hold offices in groups they belong to. Learning about the different 
functions could be part of a lesson.

4.1	 the	chairperson
The chairperson is the most important person at a meeting. She/he will make sure that the meet-
ing runs smoothly and that all business is attended to. The manner of the chairperson will affect 
the whole meeting. A good chairperson will make sure that everyone leaves the meeting content. 
The chairperson’s functions include:

Before the meeting:

(1) Discuss the agenda with the secretary.
(2) Ensure that she/he knows what is to be discussed at the meeting.

During the meeting the chairperson:

(1) Welcomes everyone.*
(2) Announces any apologies or asks for apologies from those who are absent.*
(3) Asks the secretary to read the minutes.
(4) Asks the meeting to adopt the minutes. This means the chairperson asks if the minutes are 

correct. Once corrections are made, the minutes are signed.
(5) He/she will then turn to the agenda and introduce the first item of business.*
(6) Makes sure that all items on the agenda are discussed by closing discussion and asking for 

a vote if necessary.*
(7) Close the meeting.*

(Those points which are starred are those included in a public meeting.)

4.1.1	 Characteristics	of	a	good	chairperson
(1) Speaks clearly and makes sure everyone understands.
(2) Speaks politely to everyone.
(3) Keeps control of the meeting. Makes sure that the business on the agenda is discussed and 

does not allow the meeting to be hijacked by a member who wants to discuss something 
that is not relevant to the meeting.

(4) Keeps calm and does not allow him/herself to become angry.
(5) Is aware of everyone in the meeting and makes sure that everyone has a chance to speak. 

Notices if a member who has not spoken holds up his/her hand.
(6) Notices who puts up their hand first and makes sure the correct order is kept for speakers.
(7) Does not take sides.
(8) Does not make long speeches.
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4.1.2	 Authority	of	the	chairperson
The chairperson is in charge of the meeting and has complete authority in the meeting. Authority 
should not be abused. It is used to ensure the meeting is conducted smoothly.

In a large meeting anyone wishing to speak should speak to the chairperson when the chairperson 
tells them to.

The chairperson may have to deal with people who can be a problem. Some of these difficult 
persons are discussed and ways of dealing with them suggested in the following section.

4.1.3	 problem	people	in	meetings
the speech maKer

A person who talks for too long and too often. He/she has something to say on every item and 
speaks at great length.

the repeater

A person either repeats him/herself all the time or repeats what the previous speaker has said.

the WhIsperer

This often occurs with people sitting at the back of the meeting. They comment in whispers while 
others are speaking or talk about other things. This sometimes happens when people have not 
seen each other for a long time or are friends who have a lot to say to each other.

the argumentatIve one

A member argues with the chairperson and/or other members. He/she can very often be rude to 
other members of the meeting or make snide remark about what other people say.

the Interrupter

A person who starts speaking without waiting for someone else to finish.

the non-partIcIpant

A person who is too shy to say what she/he thinks and who are afraid of being laughed at.

the grumBler

This person says nothing during the meeting but complains about it afterwards. May sit with 
arms folded and sigh loudly.

the fault fInder

This person finds fault with everything you do and complains loudly during the meeting.
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the hIjacKer

This person tries to hijack the meeting and change the discussion to something he/she is con-
cerned about for example on a discussion about water they might bring up electricity.

dealing with problem people

proBlem What to do

The Speech-maker Make sure you set a time limit for speakers at the beginning of 
the meeting. When the speaker draws breath, thank him, tell 
him he has overrun his time and say he will have a chance to 
speak again later.

The Repeater Thank her and ask her if she has anything new to add. Ask 
members not to repeat what has already been said.

The Whisperers Begin with a code of conduct in which all are listened to. Ask 
for silence and remind the meeting of the code of conduct.

The Argumentative one Politely remind them of the code of conduct – to respect every-
one’s view.

The Interrupter Ask her politely to wait her turn.

The Non-participant Do some group work in the meeting so that everybody has a 
chance to speak. Notice when someone puts up their hand 
timidly, or opens their mouth and then shuts it again.

The Grumbler Ask for input for the next meeting.

The Fault finder Ask the person to put his/her complaints in writing. If the com-
plaints are legitimate say they will be dealt with.

The Hijacker Say that if there is time at the end of the meeting this will be 
discussed. If it’s important you could ask the meeting if they 
would like to discuss the issue at another time.

4.2	 the	secretary
As an administrator you may also be the secretary of the meeting.

The secretary has the responsibility for seeing to the physical preparations for meetings and for 
all correspondence between meetings.

duties include:

(1) Writing letters in between meetings. If it is decided to have a speaker at the next meeting 
the secretary will invite the speaker. If at a meeting a letter of complaint or information is 
asked for, it is the secretary’s duty to write the letter.

(2) reading the minutes.
(3) reading out any correspondence received between meetings.
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(4) Keeping the records. This means the secretary should have files and/or a filing cabinet and 
make sure everything is clearly labelled so that he/she can find anything at a moment’s notice.

(5) sending out notices and minutes before the meeting.
(6) seeing to the physical preparations of the meeting.

4.2.1	 Characteristics	of	a	good	secretary
The secretary should be:

(1) Orderly and tidy in keeping records
(2) Does what is needed immediately, for example letters which need to be written – does not 

leave everything to the last minute
(3) Informs the chairperson of any correspondence in between meetings
(4) Works well with the chairperson
(5) Is able to keep confidences and will not gossip.

4.2.2	 Agendas	and	notices	of	meetings
We shall start with an activity first.

	 				ACtIVIty			 	

You have to arrange a meeting. Before you can get people to attend the meeting, you will need to 
give them certain information. Think about all the information you would need to give the people 
who are going to attend so that they will all arrive at the same place at the same time and so that 
they will all know what is to be discussed.

Have you completed your list? We have included the following:

• when the meeting is to be held
• where the meeting is to be held
• what is to be discussed at the meeting

In order to tell people when and where the meeting is to be held, you would need to send out a 
notice of the meeting.13You could also include an agenda or a list of what will be discussed at 
the meeting.

We are going to give you an example of a notice of a meeting that includes an agenda:

	 				ACtIVIty			 	

In the following box, we have included a combined notice and agenda for the monthly meeting of 
the ALEX Adult Education project. Read the notice and agenda carefully and see if you can find 
answers to the following questions:

• When is the meeting to be held?

13 We shall not be discussing formal meetings here. Formal meetings have special rules guiding the procedures.
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• Where is the meeting to be held?
• At what time is the meeting to be held?
• What will be discussed at the meeting?

Can you see how the notice and agenda gives you information about the meeting? If Thabo put 
the notice and the agenda on the notice board or in the pigeon holes of the various staff members, 
he would be able to inform his staff members of meetings and of what is to be discussed at the 
specific meetings.

Below is a check list to make sure everything is done.

check list tick

place

Has the hall/room been booked for the meeting?

Is the room/hall big enough? Is it comfortable?

Are there enough chairs? If not, have you made provision for extra chairs?

Is it central? Can people walk to it? Is there public transport?

Will everyone be able to hear what is going on?

Is there provision for children? (For example a crèche while the meeting is in 
progress.)

Are arrangements made for setting up the room/hall so that it is ready for the 
meeting?

Are there clean toilet facilities and toilet paper?
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time

Have you taken mothers into account? For example, is it a time when women are 
likely to be free from cooking, caring for children etc?

Are you clear about the length of the meeting? This is important for people with 
other responsibilities.

technical aids

Is there a chalkboard or flip-chart?

Do the office-bearers have paper, pencils etc?

Is there a table for the chairperson, secretary etc?

Attendance list – do you have a book or pen and paper for this?

advertising

Has everyone been told in time? Have notices been sent out – posters put up?

Are the time and place of the meeting clear?

Is the purpose of the meeting stated?

refreshments

Have you provided for tea and biscuits?

Will those doing the refreshments be able to take part in the meeting?

cleaning up

Have you made arrangements for someone to clean up afterwards?

4.3	 the	minute	secretary	or	recorder
It is very important that a record is kept of every meeting. This is usually done by the minute 
secretary or recorder. Minutes are not a report so you do not have to write down everything that 
is said. They are a summary of the decisions taken at the meeting.

At a public meeting where no decisions are taken, you may write a report which includes the 
subjects discussed and a summary of what was said. When there are groups, any group reports 
should also be included.

When we looked at the picture of Thabo’s office, we asked you whether you thought that Thabo 
would remember what decisions were made at a meeting held in May last year. In order to re-
member such information, Thabo would need to have kept a record of all decisions that were 
made at that meeting. We call these kinds of records minutes of the meeting.
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how to write the minutes	–	layout of the minutes
(1) A note must be made of who attended the meeting, who was absent and any apologies.
(2) It is very important that a record is kept of any decisions or resolutions that are made at a 

meeting.
(3) If anyone agrees to do something this should be noted in the minutes with the person’s name 

and what he/she has agreed to do.
(4) The order of minutes will follow the agenda unless the agenda is changed during the 

meeting.
(5) Each item of the minutes should be numbered so that it is easy to refer to particular items 

in the meeting.
(6) Care must be taken to spell names correctly.
(7) Votes must be recorded – the number who voted for the motion, the number who voted 

against and those who abstained.
(8) When someone makes a proposal both the proposer and the seconder should be recorded.

Here is an example:
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We have given you a copy of the minutes that we took to compare with yours.

We included a check list of what you need to record.

• who was not at the meeting (ie the apologies)
• when and where the meeting was held
• whether the minutes of the previous meeting were correct
• when the last meeting was held
• who opened the meeting
• what time the meeting ended
• what the main decisions made at the meeting were
• where and when the Christmas party will be held
• how much each staff member must pay to attend the party
• why the ALEX project needs to do an evaluation
• what they will evaluate
• who will do the evaluation

What do I do with the minutes?
(1) After the meeting minutes should be typed up, or if that is not possible, written up in clear 

handwriting.
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(2) The minutes should be given to the secretary for distribution.
(3) The minutes should be signed by the chairman and secretary at the next meeting as a true 

record of the meeting.
(4) A special minute book should be kept and the minutes pasted into the book after they have 

been signed.

4.4	 the	treasurer
You need to elect a trustworthy and skilful person as treasurer.

The treasurer is responsible for the finances of the committee or organisation.

It is always wise to ensure that two people have to sign any cheques. This protects the treasurer 
and the committee.

The treasurer should:

Prepare regular detailed reports on the finances for the committee.
Keep all receipts of money spent and collected.
Be responsible for the banking of money.
Enter all the above in a ledger.
Make the ledger available to members at all times.
Make sure that the books are audited once a year.

5	 hoW	do	I	mAKe	the	meetIng	gender	
sensItIVe?

The constitution states that no-one may be unfairly discriminated against on grounds of race, 
gender, sex, pregnancy, marital status, ethnic or social origin, colour, sexual orientation, age, 
disability, religion, conscience, belief, culture, language and birth. To make sure this happens the 
Constitution provides for a Commission for Gender Equality. One of the duties of this commis-
sion is to make sure that women are properly represented in all spheres of community life. Most 
government departments insist that women are fairly represented on all committees.

Women should not only be represented on committees but they should also be elected as office 
bearers. It is important for young girls to see women taking leadership positions. To do this, 
women will need to be encouraged and empowered to become actively involved.

In development projects, women very often are involved in the outcome. For instance, it is 
women who fetch the water, do the washing and cook meals. They need to be consulted about 
the position of water taps etc.

Women are often unable to be fully involved in meetings because of other responsibilities. It is 
important to understand what these are so that you can make sure that meetings are held at times 
suitable for women. We have touched on some of these, for instance making sure that there are 
facilities for children and thinking about the time the meetings are held. Here are a few things you 
should think about when you hold your meetings and elect people as office bearers. See how 
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gender sensitive your meetings are by ticking the yes or no box. If you have too many NOs then 
you will need to think again about what you can do to make sure women are fully represented.

yes no

Are 50% or more of the committee members women?

Have you at any time elected any woman as chairperson?

Do the women who attend speak often at meetings?

Are women treated as equals?

Are the times of the meeting suitable for women?

Do you accommodate children in public meetings? (For example organise 
a crèche)

Do you make sure that women in charge of the refreshments have an op-
portunity to attend the meeting?

Do men ever do the refreshments?

Do you seek women’s opinions for development projects?

Are women of all ages represented?

Do you have single mothers on your committee?

Do women take part in training sessions?

Do you make arrangements for the safety of women before and after 
meetings?

We have come to the end of the section on meetings. We will now look at another of the docu-
ments that Thabo has to deal with.

6	 drAftIng	A	CurrICulum	VItAe
If you look back at the case study, you will see that Thabo says he receives many CVs from people 
looking for work. In this section, we will look at what a CV is and how – if you need to apply for 
a job – your CV should look.

What is a curriculum vitae? Most of you will have heard people speak about a CV. This is the 
short way of saying the word curriculum vitae. Most people use a CV when they are looking for 
employment. Sometimes people also use a CV if they are applying for a bursary. CVs contain 
special information that you would like a potential employer to know about you. If you are looking 
for employment, the employer will first look at your CV before inviting you for an interview. So 
you can see that a CV is a very important document that needs to be well written.

Let’s have a look at the kind of information we should include in a CV.
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If Thabo Mokoena was to write a CV for himself, he should include the following information:
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Would you be able to write up a CV for yourself? Look carefully at the CV we have written for 
Thabo, and see if you can fill in information about yourself under the kinds of headings that we 
have used.

	 				ACtIVIty			 	

If you do not already have a CV, why not start working on one? When you have written it up, ask 
one or two friends to read it to ensure that you have not left anything out or to check that you 
have spelt everything correctly.

You may find it useful to take your CV to your next study group and to compare yours with the 
CVs of one or two students in the class. If you do this, you could ask your tutor to assist with any 
problem that you may have with your CV.

When you have done this, you could ask someone who is good at typing to type your CV for you 
so that it looks like the one we have written.

And finally, when you complete your ABET course, you may find it very useful to have a completed 
CV so that you can begin to look for an ABET post.

7	 ConClusIon
In this unit we have looked at different ways of communicating information, and given you exam-
ples of different forms. You may of course develop your own individual ways of doing this. We 
have also discussed the different office bearers in meetings. If you or learners find yourself in 
the position of having to chair or record a meeting, then the hints that we have given you in this 
section will come in very handy. Finally we hope that you will continue in your career and have 
given you the opportunity to develop a CV.

further	reading
Abadzi, H. 2006. Literacy acquisition and the biology of reading. In: Abadzi, H. 2006. Efficient 

learning for the poor: insights from the frontier of cognitive neuroscience. Washington, DC: 
The World Bank, pp 36–49.

A state of the art summary of current ideas and research on literacy teaching. Though the book 
is addressed mainly to school education it has valuable insights for all adult educators
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unit	7
how	do	we	ensure	that	the	
project	is	running	smoothly

1	 IntroduCtIon

	 leArnIng	outComes	

By the end of this unit you should be able to:

Know how to evaluate a project to ensure that it meets its aims and objectives.
You will demonstrate this by being able to:

Indicate if the project is running according to plan;

reveal what to look for to find out if it is successful;

indicate what to do with the information

2	 hoW	do	you	KnoW	If	A	projeCt	Is	
funCtIonIng	Well?

In the previous sections we looked at ways of finding out what the needs of a community are and 
what kinds of management and administrative skills we need to ensure that projects run smoothly. 
As an adult educator, you will most probably be employed in one or another organisation or project 
that offers adult education classes. Once the project is actually running it is likely that you will 
ask yourself, if everything is going according to plan. When you ask such questions, it is a good 
idea to think about ways of finding out how things are going. When we look at projects and try 
to find out whether they are successful or not, we call this an evaluation.14

14 In module 2 unit 6, you were introduced to the concept assessment. We said that when we assess learners, we try to 
measure whether or not, or how well, they have understood the course. In module 2 we also looked at how suitable 
course materials were for your learners. When we look at how good courses are, we say that we are evaluating them. 
Try to remember the difference between the ways we use the two words: assessment refers to the way we measure 
learners’ abilities and evaluation refers to the way we examine courses, study material or projects.
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So, in this unit we will be looking at ways of finding out how well (or how badly) a project is going. 
We will be trying to answer questions such as:

Key	QuestIons

(1) How do we know if a project is running according to plan?
(2) Why do we need to know if a project is successful?
(3) What do we look at to find out if a project is successful?
(4) How do we evaluate projects?
(5) What do we do with the information that we get from an evaluation?

3	 thInKIng	ABout	eVAluAtIon
In order to answer these questions, we will once again be “visiting” an adult education centre. 
This time we will visit an adult education centre in Gauteng. We will meet Mrs Mogase at the 
ALEX Centre for Social Development, an adult learning centre in Alexandra Township which is 
just north of Johannesburg. We arrive at the centre just as Mrs Mogase, the project manager, is 
thinking about how well the ALEX project is doing. Let’s meet Mrs Mogase.

case study: I wonder how things are going?
Mrs Mogase is the principal of the ALEX Centre for Social Development in Alexandra 
Township. The centre has been running for two years now. It offers courses in adult 
literacy, numeracy, small business management, environmental education, primary health 
care and development. The centre is run on money donated by a few funding agencies and 
also on fees that the students pay.
Walking around the centre, Mrs Mogase looks proudly at all the classes (and not so 
proudly at a few people who are late for class) and thinks: I wonder how things are going? 
Maybe it’s time to see how well the centre has done over the last two years. We need to 
look at whether we have achieved our aims, and whether we have adequate facilities.
It would be interesting to find out what the students think of the course, the study mate-
rial, the teaching and the administration. She says to herself: It would be nice to compare 
the quality of our work with that of other similar centres. I’m sure we’re as good as, if not 
better, than Mrs Vilakazi’s centre.
We can see from the case study that Mrs Mogase is thinking about how the ALEX project 
is doing. To find this out, she will have to start a long process of investigation.

	 				ACtIVIty			 	

When Mrs Mogase starts wondering whether things are doing well at the ALEX Centre, she thinks 
about various things that she needs to look at. Look carefully at the case study and underline all 
the different things that she wants to check on.
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We have underlined the following things that Mrs Mogase is concerned about:

• the course
• the aims of the centre
• the facilities
• the course material
• the teaching
• the administration
• how ALEX Centre compares with other centres

These are some of the things that Mrs Mogase is wondering about. If you are involved in a project, 
it is likely that at some stage you will also think about things such as. In fact, we (your ABET lec-
turers) often think about things like this. We wonder if you, the learners, find the material helpful 
and interesting, and whether you find our tutor sessions of value. We also wonder what kind of 
a difference you and the rest of our ABET learners will make in South Africa.

If you needed to find out how well things were going, what would you do? What should Mrs 
Mogase do? Mrs Mogase should try to think of a way of checking on how well (or not) things are 
going. What do we mean when we say that we want to evaluate a project?

One of the first things you need to do when you plan to do an evaluation is to inform the staff and the 
learners at your centre of your intentions. As you will see in the next part of the case study, people 
are not always so happy to hear about evaluations. This is what happened at the ALEX Centre:

case study: What should I do now?
Mrs Mogase put notices of the next meeting into her staff members’ post boxes. On the 
agenda, she included the following list of questions:

• Do we need to do an evaluation?
• What will we evaluate?
• How will we go about it?
• What will we do with the result?

Suddenly there is a lot of discussion in the passages as teachers and learners talk about 
the evaluation. Some teachers are scared that Mrs Mogase wants to do an evaluation to 
find out who is not doing their jobs properly.

If she finds out, they say, she will punish us. “We might be helping the boss find a reason 
to fire us,” says an anxious Mr Moloi to others in the tearoom. Poor Mr Moloi is so nervous 
that his hands are shaking and he spills his tea all over his shirt and down his trousers!

The administrative staff members are very worried about the evaluation. Even the learn-
ers are frightened by the idea of an evaluation. They are scared that their teachers will be 
punished and that the teachers will then punish the learners. “This is the first time I’ve 
ever been asked how good my teachers are,” says a worried Khetiwe. “I wonder what Mrs 
Mogase is up to now?”

Mrs Thibane looks at the letter and is terrified. “This is not good,” she says as she looks 
at the notice. Luckily Mrs Mogase hears along the grapevine how scared everyone is. 
She decides that she had better explain that an evaluation is not done in order to punish 
anyone, but rather to improve the work of the centre. She says that even if the centre is 
already doing well, the evaluation will help everyone to do even better.
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Once people understand what the evaluation is all about, they actually get excited about 
it. The teachers are glad that the evaluation is not being done behind their backs, and the 
learners are happy because their views are seen as important.

	 				ACtIVIty			 	

Draw a diagram to show who you think should attend the meeting. Now look at the diagram and 
say why you think it is important that each of the groups of people should attend the meeting.

Our diagram looks like this:

Mrs Mogase’s agenda includes a few questions. Go back and look at them. Let’s look at each of 
the issues raised by Mrs Mogase:

4	 Why	should	We	perform	eVAluAtIon?
Even if we do a needs analysis before we start a project, we can never be certain how the com-
munity will find the project. So, we need to find out whether things are going according to our 
plans and where we need to make changes to the project.

Let’s now listen to how the people in Mrs Mogase’s meeting answer the question “why should 
we do an evaluation?”

Case study: Reasons for doing an evaluation

Mr Moloi, who was worried about the evaluation in the beginning, is now full of excite-
ment about it. He is so excited that he spills his tea all over himself again. “I want to 
become a better teacher, so I would like to know how my learners feel about what and how 
I teach them,” he says, Mrs Rathebe responds, “That’s a useful start, Mr Moloi. But I think 
you need to become a better tea drinker too – you are always spilling it over you!”
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“But seriously, we want to know if we are working to the best of our ability. We must try to 
find out if what we are teaching is useful to our learners. Is there a need for our work or 
are we wasting time and money? We also need to look at whether we have enough facilities 
for us to do our jobs properly. And, she adds “we need to evaluate how well the project is being 
managed. I need to know if I’m doing everything I need to and if I’m doing it correctly.”

While the meeting is going on, Thabo, the project administrator is listening through the key 
hole. He is too afraid to join the meeting because he is scared that he will be in trouble.

4.1	 reasons	for	evaluating	a	project
There are many reasons why managers of projects evaluate their work. Good managers evaluate the 
work of their projects because they need to answer questions about how well the project is doing.

	 				ACtIVIty			 	

Look at the case study again. Mrs Mogase gives a few reasons for evaluating the project. What 
are these reasons? Jot down short notes.

We are going to mention a few:

•	 Are	we	meeting	our	aims?
One of the reasons that Mrs Mogase gives is that she needs to find out whether the project is 
meeting its aims. Evaluations must look at whether there is a need for a particular project and 
whether the project is useful to the people it is intended for. The question we have to ask is: “Do 
the aims and objectives of the project meet the needs of the people it is serving?”

•	 Can	the	teaching	be	improved?
Mrs Mogase tells the teachers that the information they get from the evaluation will tell them 
where they can improve. If they use the information, the ALEX Centre will do what it does, better.

•	 Is	the	project’s	money	being	well	spent?
The ALEX project receives a lot of donor money, and it is therefore important that they look closely 
at how the money is being spent. Is there any wastage of money? Can the money be put to better 
use? These are the kinds of things a good evaluation looks at.

•	 does	the	project	have	adequate	facilities?
Mrs Mogase says that the evaluation will look at the kinds of equipment they have at the ALEX 
Centre. From this examination, they will be able to assess whether the project has the equipment, 
such as classrooms, materials, electricity and so on, which is necessary to teach properly.
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•	 Is	the	project	well	managed?
Mrs Mogase says that even management should be evaluated to see if they are doing what they 
should be doing. An evaluation should also look at whether the different parts of the project 
(such as the administration and the teaching) are well coordinated and working well together.

These are important questions which an evaluation must ask. If the answer to any of the questions 
is “no”, then changes need to be made to the project and its work.

4.2	 Why	should	we	be	interested	in	the	findings	
of	the	evaluation?

The reason for evaluating a project is that the manager of a project is accountable to other 
people or organisations that have an interest in the project. Some of these people or organisa-
tions might include:

• The funders, people or organisations who give money to the project. They will want to know 
that their money is not wasted.

• The management committee whose job it is to ensure that the project does its job properly.
• The managers, supervisors and workers that are part of a project. They need to know if, and 

how, their work can be improved.
• The project’s constituency who makes use of the services the project offers. In the case of 

the ALEX Centre the constituency is the learners and the communities from which they come.

5	 WhAt	do	We	WAnt	to	eVAluAte?
Earlier we spoke about why we should evaluate projects.

We know that there are many reasons for evaluating a project. But what will the evaluators look 
at? Who will they speak to?

Let’s return to our case study for a moment and see what reasons the people at the ALEX Centre 
have for doing an evaluation:

case study: other things to evaluate
One of the learners, Khetiwe, says, “We have mentioned many things: aims and objec-
tives, courses, study materials, teaching skills and methods. But the centre should offer 
other services too which are important to learners, such as a library, photocopiers and 
telephones, a cafeteria, and nice gardens to sit in at tea and lunchtime. We must evaluate 
if these are good enough. “Mostly we don’t have them.” Another student, Nompilo, adds, 
“And what about transport to and from the centre?”

Mrs Khumalo, the bookkeeper, has been trying to say something for a while now. She 
jumps up (bumping Mr Moloi so that he spills his tea again) and says, “I think the ad-
ministrative system needs to be evaluated. I have to account for all the money spent, but 
chase people to get cash slips for things they bought with petty cash in February or May. 
It’s impossible. That’s why I’m so careful about giving people permission to buy things.
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I know people think I’m just a difficult person, but they must understand my problems.” 
The secretary, Miss Mtshali, says, “And the same applies to leave forms.”

Can we evaluate everything that has been suggested? An evaluation takes time and costs 
money. While it would be nice to be able to evaluate everything, very often this is not 
possible because it becomes too expensive and too time-consuming. We have to make 
choices about what are the most important things to evaluate. We might make a list in 
order of priority of all the possible things that can be evaluated and then see how far we 
can stretch our budget.

Let’s see what this list might look like, before we prioritise items, based on the discussion 
in Mrs Mogase’s meeting.

	 				ACtIVIty			 	

We have given a list of items. Are some of them more important than others? Rank the list by 
inserting numbers in the boxes next to each item on the list. Start with number 1 for the item 
you think is most important. There are 12 items altogether. Before you rank them, look carefully 
at the list and think about which items you think are most important.

• aims and objectives

• courses

• public telephones

• transport to and from the centre

• management

• library

• photocopiers

• study materials

• a cafeteria

• nice gardens to sit in at tea and lunchtime

• teaching skills and methods

• administration

This is what we think the order should be.

(1) Aims and objectives – before we go any further we should know whether or not the project 
is doing something relevant and useful. If it is not, then the other items do not really matter 
because we should rethink the whole project.
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(2) Courses — since it is an educational project, the courses that it teaches must be of a good 
quality and contribute to achieving the centre’s aims and objectives.

(3) Study materials – good courses can only be effective if the study materials, from which 
learners must learn, are good.

(4) Teaching skills and methods are important to a project. No matter how good the facilities 
are, the project is bound to fail if the teaching is bad.

(5) Management – if the management is poor, the project cannot work well, even if the aims and 
objectives are relevant, and the courses, study materials and quality of teaching are good.

(6) Administration – people often forget how important administration is to a project. Evalu-
ators should not make the same mistake.

(7) Library – it is a great help to students if there are books, magazines, newspapers, videos 
etc that they can read or watch to add to the basic study material that they receive. But if 
the study material is good, then the absence of such extra resources is not a terrible loss.

(8) Transport to and from the centre – this is a factor that should be taken into account in the 
decision about where to establish the centre because it is no use setting it up in a remote 
area where students have no way of getting to it. But other factors also affect this decision: 
often nongovernmental organisations (NGOs) do not make profits and have very small 
amounts of money available to pay rent. They cannot be too choosy about where to set 
up – they must take what they can afford, or if they are lucky what people will give them 
cheaply or at no charge. If there is no regular public transport available close by, it might 
be possible to make a deal with one or two taxi drivers to stop at the centre at fixed times, 
for example 8h00, 12h30, 16h30.

(9) Photocopiers – it is useful, but not crucial (if the study materials are good), for students to 
be able to make copies of extra material that interests them so that they can read it at home.

(10) A cafeteria – hungry and thirsty students do not have the energy to concentrate very well. 
We are putting this item lower down on our list of priorities because, while it is convenient 
to have a cafeteria nearby, not having one will just mean that people must bring food from 
home. Also people selling food are bound to set up a stall near to the centre.

(11) Public telephones – while these would be nice, they are not crucial to the good function-
ing of the centre and the students’ learning. There are other much more important things.

(12) Nice gardens to sit in at tea and lunchtime – these are also nice to have but the project 
can manage without them.

You may disagree with us about the order of priorities. This is not a problem because there is 
no one correct answer for all situations. The people involved in the evaluation must choose 
their own priorities to suit their own needs and circumstances. It is quite likely that different 
organisations would have different items on their list and would prioritise them differently. 
Once you have drawn up a list of items to be evaluated in order of priority, you can begin to 
plan the evaluation itself.

6	 hoW	do	We	ConduCt	An	eVAluAtIon?
Once we have decided on our list of priorities, we need to work out a way of evaluating each item. 
We may need to use different methods to evaluate different items on the list. Let’s look at each 
item in order of its priority as we set them out above. We will continue to refer to our case study 
throughout this discussion to see what the people at the ALEX Centre do in each case.
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6.1	 evaluating	aims	and	objectives
If we look at the constitution of the ALEX Centre we will find the aims and objectives listed 
there. This is what is says:

The aims and objectives of the ALEX Centre for Social Development are:

• To offer good courses to young people and adults in literacy, numeracy, small business 
management, environmental education, primary health care, development, and any other 
subjects that are needed by the community of Alexandra and its neighbouring suburbs.

• To help improve the quality of life of people in the community through the courses it offers.
• To keep the fees as low as possible, bearing in mind that the centre must generate enough 

money to keep running.
• To consult the community regularly to see if the courses are relevant.
• To operate in a democratic way and to invite representatives from the community to serve 

on the management committee.

The question that we have to ask is: Are the aims and objectives relevant, in other words, is the 
centre doing something useful?

Let’s think back to what we learned in Module 1: Contextual Studies. We need to look at the com-
munity in which the centre is based and identify its needs. In other words, we need to identify 
our learners, or potential learners, and conduct a needs analysis for Alexandra. If we do this, this 
is some of what we may find.

case study: a profile of alexandra township
Alexandra is a township just north of Johannesburg. It is about 1½ square mile and has 
a population of about 500 000. Many of those people who have jobs work in the light in-
dustries around the township or as domestic workers in neighbouring suburbs. There are 
also teachers, business people, managers and nurses who live in the better parts of the 
township. At least 50% of the people are unemployed. If you drive through the township 
you will see men and women of different ages just sitting around with nothing to do, or 
drinking in one of the many shebeens in the area.

There are also many young people. Some of them go to school. Many older people never 
went to school at all, or went only for a few years. They cannot read, write or count. 
Some children are too young to go to school. Some of their parents are lucky enough to 
have jobs, but because there are no childcare facilities, these children are given to older 
unemployed women to look after. These women have little knowledge of how to look after 
children, and often cannot cope with the number of children in their care. The result is lots 
of improperly cared-for children, some of whom roam the streets getting up to mischief. 
Many of these children become ill because they are not properly fed, or because they are 
left to play in rubbish dumps that exist all over the township.

Some people live in reasonable houses with electricity, water and toilets, but most live in small, 
run-down houses or shacks. There are also some people living in hostels. Some parts of Alexandra 
are squatter camps or informal settlements in which people live in shacks made of bits of wood, 
iron, cardboard or anything else they can find to build some sort of shelter. Many houses and 
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shacks have no electricity, water or proper toilets. The roads are in a terrible condition – many 
are dirt roads with deep holes in the centre or on the sides.

There are obviously many poor people in Alexandra. One of the ways in which poor people 
survive is by joining stokvels or other kinds of groups that raise money and share it among the 
group members.

However, many people cannot keep accurate records of the money in their stokvel because they 
cannot read, write or count. This makes even very simple bookkeeping impossible. So there are 
often fights between members over money.

There is one clinic to serve the whole community, but it does not have enough money or staff to 
cope with all the health problems in Alexandra. These problems include malnourished children, TB, 
diarrhoea, AIDS, alcoholism, wounds, broken arms and legs, infections, and many other things.

We now have an idea of some of the problems in Alexandra; let’s now look at who our learners, 
or potential learners, might be.

	 				ACtIVIty			 	

Read through the above case study carefully. Now underline all the possible groups of people 
you think could be potential learners for the ALEX Centre.

Compile a list of these groups.

These are some of the groups we identified:

(1) adults with little or no schooling
(2) out-of-school youth
(3) unemployed people
(4) unqualified child minders
(5) members of stokvels or other money-sharing organisations
(6) shack and hostel dwellers
(7) poor people

In the first two units of this module, we looked at ways of establishing community learning needs. 

	 				ACtIVIty			 	

Based on the case study above and on what you know about determining community needs, draw 
up a list of what you think the learning needs of these different groups are.

Your list might look similar to ours. We identified the following:

(1) basic literacy and numeracy
(2) primary healthcare and AIDS education
(3) childcare
(4) basic bookkeeping



		 112unit	 7

(5) programmes for out-of-school youth
(6) courses teaching people how to set up self-help programmes, or small scale food-growing 

schemes
(7) training to help people find jobs, for example:

• how to look for a job
• skills training in fields where there are jobs, for example how to become an adult educa-

tor or an AIDS educator
• skills that might make it possible for someone to become self-employed such as making 

bricks, building houses, fixing cars etc

On the basis of these two sets of information, we can now evaluate the aims and objectives of 
the ALEX Centre. (We looked at the ones on page 169–170.) 

Do you think there is a need for the kind of work done by the ALEX Centre? In general, it would 
seem to us that there is a need for a number of courses aimed at different groups of people with 
different needs related in one way or another to development and social upliftment. So in general 
we could say that the aims and objectives of the ALEX Centre are appropriate and relevant.

But let’s look in more detail at the actual courses being offered. In item 1 of the aims and objec-
tives, the following courses were mentioned specifically: literacy, numeracy, small business 
management, environmental education, primary health care, and development. There is a need 
for all of these courses. The constitution also left open the possibility of offering courses in any 
other subjects that are needed by the community of Alexandra and its neighbouring suburbs.

	 				ACtIVIty			 	

We know what courses the ALEX Centre offers. Can you think of any courses that might be needed 
by the community of Alexandra that are not being offered?

We have thought of the following as possible courses that the ALEX Centre could think of offering:

• AIDS education
• childcare or child-minding skills
• basic bookkeeping
• job-related skills training
• setting up and running self-help programmes and small scale food-growing schemes

If the centre expands the number of courses it offers to include these, it will be better able to 
meet its objectives of contributing to social upliftment and development in the community. It is 
important to identify gaps in a project’s work, but it is also important to realise the limits that 
finances put on the choices that a project can make. If there is not enough money to pay for 
course developers and writers as well as teachers, it might be impossible to offer new courses. 
One of the results of the evaluation might therefore be that the management committee is asked 
to investigate the possibility of raising extra funds for new courses in order to meet new demands 
from the community.
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6.2	 evaluating	study	material
In unit 6 of Module 2: Adult Learning, we discussed evaluating study material, so we are not going 
to repeat it here. If you cannot remember that discussion, refer back to it.

6.3	 evaluating	the	teaching	at	the	centre
You will remember that Mrs Mogase said that the evaluation will look at teaching at the ALEX 
Centre. Why does she want to evaluate the teachers’ performance? There are a number of reasons.

	 				ACtIVIty			 	

Try to think of as many reasons as you can for why we should evaluate the teaching abilities of 
our teachers. You will find that Mrs Mogase mentions a few in the above case study.

We have thought of quite a few reasons too. Compare your answers with ours:

• One of the main reasons is that we need to know if the ALEX Centre is meeting its aims and 
objectives through good teaching.

• If teachers are good, the principal needs to know this so that he or she can tell the teachers 
that they are doing good work. Being praised for good work is an important motivation for 
teachers – it makes them feel that their efforts are recognised and they will feel encouraged 
to continue putting in the extra time and energy necessary to teach well.

• If the principal knows what is good about some teachers’ work, it will help him or her to use 
them as examples for new, inexperienced or not-so-good teachers. The principal can say to 
them, “Look at how Mrs Sithole does things. Why not try that in your class?”

• It is also important for the principal to know if certain teachers are bad or lazy so that they 
can be told to improve their work. The principal needs to know in some detail what is wrong 
with their work: whether they are just lazy, inexperienced, or do they lack certain skills or 
abilities. The solution in each of these situations is different:

• In the case of laziness, the teacher might need to be reprimanded or warned to improve.
• In the case of inexperience or lack of skills or abilities, the teacher could be given training 

or support from other more experienced or qualified teachers.

How do we evaluate teachers’ performance? There are two main ways. The first is what we can 
call peer review. A teacher’s peers (colleagues or co-workers) can review his or her teaching. 
The principal can observe a few classes of his or her senior teachers and write a report on each 
one of them. These senior teachers can do the same with junior teachers. These reports would 
look at issues such as:

• Did the teacher arrive on time for the class?
• Was he or she well prepared?
• Were the learners invited to participate actively in the lesson or were they just given a boring 

lecture?
• Does the teacher have a good relationship with the learners?
• Does the teacher mark learners’ work in good time and give enough feedback of high quality?
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A member of the management committee can then write a report on the principal’s performance 
looking at his or her managerial, administrative and teaching (if the principal teaches) perform-
ance and any other activities he or she undertakes.

The second way is to get learners to review the work of their teachers. The evaluation committee 
can conduct a survey of learners’ opinions on important aspects of their teachers’ performance. 
The most common way of doing this is to produce a questionnaire which learners can fill in 
without writing their name or student number on it. We call this an anonymous questionnaire 
and it allows learners to answer the questions honestly without being afraid that they will be 
punished. Because their names or student numbers do not appear on their answers, no-one can 
identify who said what.

The questionnaire is usually designed so that the learners just answer “yes”, “no”, “sometimes”, 
“always”, “often”, “seldom”, “never”, and so on by making a cross in a box. This makes it very 
easy to add up the answers to each question in each category. We can then get a statistical 
picture. For example, we might find that 66% of learners answered “no”, to the question, “Does 
your teacher come to classes prepared?” This indicates clearly that there is a problem. If only 2% 
of learners had answered “no”, then it would appear to be much less of a problem.

Often both of these methods are combined: peer review and learner questionnaires.

Sometimes just by speaking to learners we might receive some very useful information. The fol-
lowing case study is an example of information we once got from speaking to a learner.

If you wanted to find out from learners what they think of their teachers’ performance, what kinds 
of questions would you ask?

	 				ACtIVIty			 	

Think about good and bad teaching. What do you think makes a teacher a good teacher and what 
do you think makes a teacher a bad teacher?

• Write down two headings good teaching and bad teaching.
• Now reflect on module 2 where we discussed good and bad teaching. Jot down a few points 

under each heading.
• Now look at your points and try to think about the kinds of questions that you could ask to 

find out whether the teachers are doing good or bad teaching.

These are the sorts of questions we would ask. Remember, you should give the students clear 
instructions on how to fill in the questionnaire correctly. In our questionnaire for example, we tell 
students to “Mark your choice by putting a  in the square with which you agree”.
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LEARNERS' QUESTIONNAIRE

(1) Does your teacher come to class on time?

	 G	Always

	 G	Often

	 G	Seldom

	 G	Never

(2) Does you teacher come to classes well prepared?

	 G	Always

	 G	Often

	 G	Seldom

	 G	Never

(3) Do you learn a lot from your teacher?

	 G	Always

	 G	Often

	 G	Seldom

	 G	Never

(4) Does your teacher involve the class actively in the lesson?

	 G	Always

	 G	Often

	 G	Seldom

	 G	Never

(5) Does your teacher use interesting examples to illustrate ideas?

	 G	Always

	 G	Often

	 G	Seldom

	 G	Never

(6) Do you enjoy your classes

	 G	Always

	 G	Often

	 G	Seldom

	 G	Never
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(7) Does your teacher have a good relationship with the learners?

	 G	Always

	 G	Often

	 G	Seldom

	 G	Never

(8) Does your teacher mark your work and return it to you quickly?

	 G	Always

	 G	Often

	 G	Seldom

	 G	Never

(9) Are you satisfied with the quality of teaching you receive?

	 G	Yes

	 G	No

	 G	Don't know

(10) The amount of work covered in each lesson is:

	 G	Too much

	 G	Just enough

	 G	Too little

	 G	Don't know

You may want to add a few other questions to this list, but the questionnaire should not be too 
long because otherwise learners will not fill it in.

Usually a few open-ended questions are included so that learners can express their opinions in 
a little more detail. The learners should be asked to give reasons for their answers. Examples of 
such questions might be:

• List some of the things that you think are the strengths of your teacher.
• List some of the things that you think are the weaknesses of your teacher.
• What in particular do you like about the way he or she teaches?
• What in particular do you dislike about the way he or she teaches?
• Are there things you would like him or her to do differently? What are they and how would 

you like them done? Give reasons.

You could develop a similar questionnaire for learners in which questions are asked about whether 
the books they are using are relevant, whether they are at the right level and so on. Their answers 
to questions about the material they are using would help you to determine whether the learners 
find the material suitable.



		 117	 how	do	we	ensure	that	the	project	is	running	smoothly

6.4	 evaluating	management	and	administration
It is very important to evaluate the management and administration of the project. Management 
must be evaluated because a badly managed project will fail to meet its aims and objectives, 
and will not receive funding. In fact, it may not survive long because its funding will run out if it 
is badly managed. One of the crucial functions of management is to see that existing funds are 
properly administered and that new funds are raised in time for the next financial year. This is why 
annual reports and audited financial statements are important. They indicate to anyone who is 
interested that, over the past year, the project worked towards achieving its aims and objectives 
and can demonstrate its successes by listing them. They also show that the money was well 
spent, and that there was no corruption or misuse of funds.

In addition to management, administration must be evaluated because this is the backbone of 
the whole project. The project will collapse into chaos if documents such as minutes of meetings 
cannot be found, stationery is not ordered, telephones are not answered or letters replied to, 
expenses are not controlled, teachers’ leave is not regulated, and learners’ records are not kept 
up to date. Bad administration is a sign of bad management.

When evaluating management, we need to know the following among other things:

• When new staff have to be appointed, are proper selection procedures followed? (Selection 
procedures refer to the way in which we choose staff, for example do we put up advertise-
ments for a new post and then interview people who we think are suitable for the job?) Are 
the selection criteria appropriate? (By selection criteria we mean the qualities we look for in 
a person before we appoint him or her. We have to be sure that the person has the proper 
qualifications for the job and that he or she will be able to do it properly.)

• Is the performance of staff monitored regularly so that high standards can be maintained?
• Is adequate funding raised in good time so that money does not run out before the end of 

the year?
• Are expenses monitored and controlled?
• Are annual reports and audited financial statements prepared?
• Are regular meetings of the management committee held?

One fairly quick and cheap way of evaluating administration is to appoint a person, a teacher 
perhaps, and ask him or her to try and find out the answers to certain questions. The extent to 
which, and the speed at which, he or she can find the answers indicate the quality of the admin-
istration. (Remember how long it took Mr Mokoena to find the information he needed in unit 4? 
The length of time gives us an indication of how bad his administrative system was.)

You could ask questions such as:

How much leave have each of the teachers taken so far this year?
How many learners are registered for each course this year? How does this compare with last year?
How many learners have passed or failed in the different courses so far this year?
How much money has been spent on stationery, telephone accounts, salaries and wages so far 
this year?

If your administration person cannot easily answer these questions then your administration 
system is in a bad state. You need to find out why this is so and then take the necessary steps to 
improve on it. It may be that the administrator is lazy, or does not have the skills. If the person is 
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lazy what do you do? If the person lacks the skills, what do you do? The answers to these kinds 
of questions can guide you in deciding on how to improve your administration system.

7	 WhAt	do	We	do	WIth	the	results	of	
the	eVAluAtIon?

An evaluation costs a lot in terms of both time and money. In order to justify the evaluation, 
you must inform staff about the results. Where things are working well, this must be noted and 
monitored to ensure that they continue to work well in future. Where things are not working well, 
changes need to be made and the effect of these changes must be evaluated to see if they really 
do improve the situation.

It is often a good idea to make the results of the evaluation public, even if it shows that the project 
has several weaknesses. This shows that the project is committed to transparency. People will 
have more confidence in an organisation that admits its mistakes and takes steps to correct them 
than in one that tries to cover up its weaknesses and pretend that everything is well. Funders 
especially will be impressed by this openness and willingness to learn from past mistakes and 
are more likely to continue funding such a project.

8	 ConClusIon
Let’s conclude by returning for the last time to our case study where we will see what Mrs Mogase 
says about the evaluation.

case study: after the evaluation
It is now a month later. Mrs Mogase has gathered everyone together to discuss the find-
ings of the evaluation. “Overall”, she says, “the centre received a good report. This is not 
surprising since quite a few of the staff and I am graduates of the Unisa ABET Institute. 
We know how to set up and run a good programme. But there are a few areas where we 
can improve. We need to investigate offering new courses, but this will cost money so 
our next funding application must include these extra costs in the proposed budget. Mr 
Mokoena’s administration needs to be improved, and everyone needs to cooperate with 
the administrators by filling in leave forms properly, and by following the proper proce-
dures for spending petty cash. We should also plan to evaluate the project more often. If 
we cannot do it every year then we should at the very least do it every two years. After we 
have done this a few times we will have a good idea of how things have changed over the 
years, hopefully for the better. I’m sure we’ll also get better at doing evaluation as it won’t 
take a full month next time. Oh, I almost forgot. “We’ll have to do something about Mr 
Moloi’s teacup.”

In this unit we have looked at ways of directing and coordinating a project. We have often spoken 
about the “project leader” to show that responsibility for coordinating the activity of the project 
according to the project aims is sometimes given to a specific person or group of persons – they 
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are the leaders of the project. But we have told you, that this does not mean that these people can 
make decisions without other people checking on their decisions. Rather, leadership is a process 
which involves spreading power in the ways which we have discussed above. Can you think of 
any other ways of being a good and fair manager?

Well, you have come to the end of this module. How did you get on? We hope that you will find 
that you have learnt things that will be useful to you.




