
Action Point s for the Lea d Agency 

This section outlines the preliminar y step s 
to b e taken b y the lea d agency (nationa l 
government, developmen t agenc y or othe r 
organisation) fo r the implementatio n o f a 
micro-credit schem e base d on the CYCI . 
Governments ma y wish to seek the assistanc e 
of a n internationa l developmen t agency , a 
regional organisatio n o r other partne r t o assis t 
in implementin g the initiative , i n which case 
many o f the steps to b e taken ma y b e brokere d 
through suc h a partner organisatio n providin g 
appropriate technica l assistance . 

The CYCI operates a t three levels : 

1 , Th e initiative leve l (implemente d b y the 
lead agency: a national government , 
international developmen t agenc y or othe r 
organisation) 

2. Th e programme leve l (implemented b y 
partner NG O or implementin g agency ) 

3. Th e projec t leve l (implemented b y 
beneficiaries). 

Figure 2 shows how these three level s of 
implementation ar e interrelated . 

At the iniativ e level , the implementation o f a 
CYCI initiative takes place in five phases : 

1. Set-u p 

2. Selectin g the implementin g agenc y 

3. Staf f an d institutiona l trainin g 

4. CYC I programme implementatio n 

5. Monitorin g and evaluation . 

Phases 1 and 2 are dealt with i n thi s section. 
Phases 3, 4 and 5  are touched on here,  and 
discussed in Modules  4, 2 and 3  respectively of 
the CYCI Toolkit 

Set-up 
There are four mai n step s in the set-up phase : 

1. Develo p a  Plan of Actio n 

2. Se t up institutiona l arrangement s 

3. Strengthe n th e enabling environmen t 

4. Obtai n funding . 

Step 1:  The  Plan of  Action 

It i s advisable to develo p a  Plan of Action fo r 
the implementatio n o f a  CYCI. The mai n 
elements o f th e Pla n o f Action are : 

location(s) i n which the CYCI will b e 
implemented 

target group s addressed 

institutional arrangement s fo r 
implementation 

procedure for selectin g the partne r NGO 

overall budge t and timeframe fo r th e 
programme. 

Step 2: Set  up institutional  arrangements 

The main institutiona l arrangement s o f th e 
CYCI are the lea d agency, the poin t o f contact , 
and the Managemen t Advisor y Board . If a 
government, developmen t agency , regiona l 
organisation o r othe r partne r i s assisting the 
lead agency i n implementin g the initiative , 
then tha t agenc y also becomes par t o f th e 
institutional arrangements . 

Lead agency and Point  of  Contact:  i f th e CYCI 
is being initiated b y a national government , 
the firs t ste p to b e taken i n setting up the 
institutional arrangement s i s to establis h th e 
lead agency and point s o f contact . The lea d 
agency ma y b e the Ministr y o f Youth Affair s 
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Figure 2: The Commonwealth Youth Credit Initiativ e Implementatio n Processe s 

Initiative level 
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or a related portfolio, such as Community 
Development or Agriculture and Rural 
Development. 

Management Advisory Board: The next step is to 
convene the Management Advisory Board 
(MAB), consisting of representatives of the key 
stakeholders. These will b e people from the 
lead agency, the implementing agency(s) the 
business community, banks, youth institution s 
and young people themselves. In determining 
the exact structure of the MAB, flexibility and 
adapting to local circumstances are recommended. 
In some circumstances it may be possible for 
the CYP to provide a representative to the MAB. 

The main business of the first meeting of the 
MAB is to: 

present the CYCI programme 

review the Plan of Action 

determine needs and priorities 

draw up a preliminary lis t of potentia l 
partner NGO s from which the implementin g 
agency(s) will finally be selected. 

At subsequent meetings the MAB will review 
the short lis t of potentia l partne r agencies and 
make the final selection. Once a partner NGO is 
selected as the implementing agency, a senior 
staff membe r of the NGO will serve on the 
MAB. 

After that the MAB plays a management and 
advisory role , supervising, monitoring and 
evaluating the implementation o f the CYCI 
project cycle. Some members of the MAB may 
participate in CYCI training programmes in 
order to deepen their knowledg e of how the 
CYCI works . 

Meetings of the MAB should be rotated between 
the offices of the lead agency, the partner NGO, 
and localities in which CYCI projects are under 
way. It is recommended that the Chair of the 
MAB be elected by the board on a yearly basis. 

Step 3: Strengthen the  enabling environment 

A first condition of the enabling environment 
for the CYCI is peace, democracy and politica l 
stability. Assuming this to be present, the first 
step in strengthening the enabling environment 
is to ensure that the requisite political will is 
present at the highest levels. This will enable 
other strengthening activities such as the 
legislative review to take place more easily. A 
template for advocating for the CYCI i s 
provided at Appendix B. 

It is also important to ensure that the legal, 
policy and regulative environment i s conducive 
to micro-credit . This involves a review of 
existing legislation, policy statements and 
regulations to ensure they do not contain 
constraints to micro-lending. The review 
should be undertaken by the lead agency in 
collaboration with the relevant ministries -
finance, trade, etc. 

A third aspect of the enabling environment is 
the general ethos, attitude and culture 
regarding micro-enterprise development . 
Governments should seek to build an 
atmosphere of trust, confidence and co-
operation, especially with prospective partner 
NGOs which will implemen t the programme. 

Step 4: Obtaining funding 

In some cases, funding may already be 
allocated by the national government, a 
bilateral or multilateral donor , or other source. 
In other cases, application will need to be made 
to such a source, based on the Plan of Action. 

Funds that are needed for the CYCI are of four 
kinds: 

the loan fund itsel f 

funds for the day-to-day operation of the 
programme 

funds for the training of staff and 
beneficiaries 

funds for programme start-up costs (e.g. 
expansion of NG O premises). 

1.24 



Where possible , i t i s recommended tha t ther e 
be more than on e source of funding . A 
programme with severa l sources of fundin g has 
more likelihoo d o f sustainabilit y tha n on e tha t 
depends on a single donor (UNDP , 1999a). 

Selecting the Implementin g Agency 

Identifying an appropriate implementin g 
agency i s the mos t importan t par t o f th e CYCI 
set-up. Experience ha s shown that selectin g the 
right partne r NG O is critical to the successfu l 
implementation o f a  CYCI. 

The selection proces s has three mai n steps : 

1. Sen d out reques t for proposal s 

2. Selec t an agency base d on the proposal s 
received 

3. Sig n a legal and financia l agreemen t wit h 
the selected agency . 

At al l times governments an d partne r NGO s 
should striv e to work togethe r i n an 
atmosphere o f trus t an d confidence . Line s of 
communication shoul d b e kept open and, 
where possible , government an d NG O staff 
should mee t i n person , so as to establis h an d 
maintain co-operativ e an d smoothl y 
functioning working relations . 

Step 1:  Send out request  for proposals 

The lead agency issue s requests for proposal s 
to a  lis t o f NGO s drawn u p from informatio n 
supplied b y NGO umbrella groups , internationa l 
development agencies , regional organisations , 
or b y the government itself . 

The Reques t for Proposa l shoul d outlin e th e 
broad goals of the initiative , the basi c 
methodology an d the specifi c informatio n 
being requested. This information includes : 

Overview of the  organisation -  includin g a 
mission statement , lega l status , brie f 
history, description o f service s currentl y 
provided, relevan t previou s experience , 
political affiliations , i f any , and link s wit h 
other organisation s 

Context- includin g the politica l an d macro -
economic environment , th e curren t 
economic and socia l conditions i n th e 
proposed are a o f intervention , includin g 
youth unemployment , an d the curren t 
providers o f credi t i n the area 

The proposed intervention  -  includin g targe t 
group(s), specific goals , promotion an d 
publicity, timeframe, work plan , an d 
anticipated outcome s 

Operational capacity  -  includin g the curren t 
staff numbers , capacity, qualifications an d 
experience, what staf f wil l b e needed t o 
implement th e programme , what trainin g 
equipment, resource s and assets the 
organisation has , and proposal s to increas e 
staff an d upgrad e equipmen t i f necessar y 

Proposals for the  training programme  -
including training of staf f t o implemen t th e 
programme an d training of beneficiarie s 

Budget and funding -  includin g start-u p 
costs, operating costs , training costs , capital 
costs (loan fund) , sources of incom e an d 
funding, and the sustainability target . 

Step 2: Select an agency 

Based on the proposal s received , the mos t 
appropriate agenc y i s selected b y matching the 
proposals receive d agains t the followin g 
selection criteria . The implementing agenc y 
should ideally : 

have mission objective s and policie s 
consistent wit h povert y alleviation goal s 
and should b e actively engage d i n seekin g 
to improv e the status and conditions o f 
marginalised young people , particularl y 
women 

be a legally registere d institutio n wit h a 
constitution, memorandum o f association , 
etc. 

have no politica l affiliation s an d b e 
sympathetic t o the ideal s of th e 
Commonwealth 
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have an established track recor d o f 
effectively plannin g and implementin g 
projects and programme s 

demonstrate matur e managemen t skill s and 
considerable level s of sustainabilit y 

have a policy o f consultin g wit h 
beneficiaries i n the design o f programme s 

have effective outreac h capacit y to facilitat e 
links and promot e a  sense of ownershi p an d 
mutual accountabilit y betwee n the NG O and 
the beneficiarie s o f th e programm e 

have an extensive infrastructur e a t grass-
roots levels to enabl e hands-o n collectio n 
of repayments , rapi d monitoring , and 
maximum contac t betwee n fiel d staf f an d 
beneficiaries 

have sound, transparent accountin g 
procedures for financia l revie w an d 
monitoring, and b e able to presen t audite d 
statements demonstrating their competenc e 
in financia l managemen t 

have adequate and appropriate staf f 
capable of : 

- soun d financia l managemen t 

- conductin g training, business counsellin g 
and field monitorin g 

- undertakin g evaluations and impac t 
assessments, and regula r reportin g t o 
funders, government authoritie s an d 
beneficiaries. 

Of course , the lea d agency ma y no t b e able t o 
find a n NG O that matche s al l these criteri a 
perfectly. A template fo r assessing the suitabilit y 
of a  potential partne r NG O to b e the 
implementing agency o f th e CYCI is presente d 
at Appendix C  of thi s module . 

Step 3: Sign  a legal  and  financial  agreement 

Once the appropriate implementin g agency has 
been selected, a legal and financia l agreemen t 
is signed betwee n i t and the lea d agency. The 
legal and financia l agreemen t detail s th e 

obligations o f the implementin g agency and 
those o f th e lea d agency. The agreemen t 
consists of th e mai n documen t an d an anne x 
which summarise s operationa l an d technica l 
aspects of th e programme . The agreement i s 
signed b y representatives o f bot h partie s and 
countersigned b y witnesses. 

A template fo r the drafting o f a  legal an d 
financial agreemen t an d annex i s included a t 
Appendix D  of thi s module . 

Staff and Institutiona l Trainin g 

Implementation o f the CYCI requires: 

training of lea d agency personne l 

training of staf f o f the implementin g 
agency 

training of beneficiaries . 

Training of lea d agency and NG O personnel i s 
likely to includ e an element o f training o f 
trainers, i n order to replicat e the programme , 
and i n particula r t o provid e training for th e 
programme beneficiaries , which i s normall y 
handled b y the implementin g agency . 

(Training is  discussed in Module  4  of the 
Toolkit) 

CYCI Programme Implementatio n 

The lead agency's rol e i s now mainl y on e of 
supervision, monitoring and evaluation . 
Specifically a t the implementatio n stage , the 
steps to b e taken b y lead agencies are: 

approval o f the implementin g agency' s 
business pla n 

paying the loa n fund t o the implementin g 
agency 

organising and attending meeting s o f th e 
Management Advisor y Boar d 

maintaining strong motivation an d a  sense 
of 'ownership ' o f th e programm e o n th e 
part o f th e MA B members, implementin g 
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agency and other stakeholder s 

maintaining a cohesive, integrate d 
institutional syste m to suppor t th e smoot h 
running o f the programme . 

The actual implementatio n o f the programm e 
is carried ou t b y the implementin g agency. This 
is discussed in Modules  2 and 3  of the  CYCI 
Toolkit 

Monitoring and Evaluation of th e 
Programme 
The CYCI includes a comprehensive syste m fo r 
monitoring and evaluation , involving the us e 
of indicator s to measur e the implementin g 

agency's performanc e i n implementin g th e 
programme, and it s impac t o n targe t 
beneficiaries an d thei r communities . These 
indicators are  discussed in detail  in  Module  3 
of the  Toolkit 

The main instrument s fo r reporting , 
monitoring and evaluation are : 

monthly repor t 

quarterly repor t 

annual repor t 

logical framework . 

These are discussed in Module  3  of the  Toolkit 
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