
 multi-religious

project 
development 
how to get your project ideas refined 
into workable, impactful projects 
Joey Owen and Rebecca Bellamy 



 2 

http://ECRL.eu  

Published 2019 

This resource is produced by Joey Owen and Rebecca Bellamy for 
multi-faith and inter-faith projects. We hope in sharing these 
resources, readers will be encouraged to realise their project ideas 
to address needs in their communities and wider society. 

These resources were accompanied by a series of online 
workshops, delivered to interested members and friends of RfP 
networks in 2019.
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If you are reading this then you are more than likely working within a small Inter-Faith 
or Faith Based Organisation, or network. You probably have a tonne of ideas, perhaps 
stored in an 'ideas bank’, in a file, that never actually get off the ground. We recognise 
the wealth of knowledge and expertise that exist amongst faith-based, multifaith and 
interfaith networks. We also understand that many of you feel that you do not have the 
time or resources to bring about the change you would like to see, given your 
knowledge and expertise in the area within which you work or volunteer.  

This series of resources is a step by step guide for project design, development, re-
sourcing and delivery within the Interfaith and Multi Faith sector. It is specifically de-
signed to support you and your organisation through every stage you need not only to 
get the idea off the ground, but to make it a successful, positive and impactful project. 

“Project Development” is the first resource in the series of four provided free by the Eu-
ropean Council of Religious Leaders– Religions for Peace. These resources were devel-
oped following an identified need expressed by many members and associates of the 
Religions for Peace networks in Europe, in particular Women and Youth. The European 
Council of Religious Leaders commissioned and supported the drafting of these re-
sources in response to this need. This provision includes resources covering “Trust and 
Foundation Fundraising” “Social Media for Mobilising your Network” and “Project Man-
agement” 

These are aimed to engage and mobilise existing and developing networks and provide 
essential capacity building resources needed to have increased influence at the region-
al level of interfaith and multi-faith action for peace in Europe.  

This Resource’s Learning Outcomes: 
• Definition of a Project
• Researching the development of a project
• Develop a justification for you project idea
• Contextualising a project (SMART aims, Risk Management,

Monitoring and Evaluation)
• Budgeting
• Timetabling
• Defining roles and responsibilities

project 
development 
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What is a 
project? 

Let’s get started: 
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What is a Project?  
Write down in the box any definition you can 
think of to define the meaning of a project:  

Were you along these lines?: 

• A time bound piece of work with particular activities and objectives

• The objectives address a particular need

• It is not necessarily repeated or part of ongoing programming

• Specific resources are set and sourced

• You will need to put this into a specific proposal that is presentable to potential
funders or supporters or team members - whoever you need to convince that
the project is;

 WORKABLE 

 IMPACTFUL 

 FOLLOWS ORGANISATIONAL AIMS 

This Project Development resource takes you through a ‘blueprint’, stage by stage, to 
generating your project proposal.  
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In this Resource 
Guide you will get as 
far as the ‘Plan’ 
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A Project Lifecycle charts the 4 major phases of a project: 

The first part is developing a project idea, 

Then getting it approved by anyone relevant - such as your trustees, 
or the organisational committee.  

Once you have the go ahead to develop the idea then really clarify-
ing and refining down exactly what the proposal is, what the project 
will entail and what you predict the outcomes will be. 

Then (presuming you have the resources (see “Trust and Foundation 
Fundraising" and “Social Media to Mobilise your Network” courses) 
the management phase begins. 

Any project, especially in this sector needs to be carefully monitored 
in order to a) be accountable and transparent and b) ensure the 
best possible outcomes. 

Then, as a time bound piece of work with specific objectives, the pro-
ject will need to be closed using a system that secures future learn-
ing for your organisation, financial accountability and reporting 
where necessary 

Project Lifecycle: 
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Organisation Set Up: 

You also need to have basic organisational requirements. 

Are you registered? 
It is very important that your organisation is accredited and/or registered to the relevant 
governing body in your country and district. Without registration you are unregulated and 
therefore absolutely not eligible for charitable grants or donations. You would also likely 
be considered unprofessional and unaccountable by any corporate backers.  

Perhaps you are an individual with a great project idea, without an organisation. Perhaps 
you will need to consider establishing a new organisation. But first- might there be an or-
ganisation that could be willing to adopt your project if it fits within their own remit? This 
demands negotiation and trust, but if feasible, would kickstart your project more quickly 
and with much more support than setting up your own organisation. 

Do you have a constitution and a governing body? 
This is vital for any voluntary group, charity or NGO. Many funders and online fundraising 
platforms will ask for copies of your governing documents. 

Do you have a bank account?  
I am not sure we need to explain the importance of a bank account! Of course any fund-
ing or donations that come in will need to be stored safely and within an assured and 
compliant bank account. It is best practice and sometimes a requirement for non-profit 
organisations to have two signatories to authorise any payment on the account. 

Do you have the relevant policies and procedures in place?  
These provide a road map for the day to day operations of your organisation. Having 
them in place secures your compliance with regulatory bodies and legislation. They are 
very useful streamlining your internal processes when all staff are familiar with them. 
You can find out more information on the most essential policies to have in place here: 
www. 

Do you have organisational insurance? 
As a registered organisation in the EU and the UK you are required by law to protect your 
organisation's assets and resources. And your organisation has a legal duty of care to 
third parties. If your organisation interacts with third parties, including the public, other 
organisations, volunteers and service users, you should consider Public Liability cover.  

It may also be worthwhile considering Trustee indemnity insurance. And if you have any 
employees, Employer’s Liability cover. We are unable to advise further on this matter, 
please consult expertise in your respective country in order to identify what is needed in 
your particular circumstance. 

https://knowhow.ncvo.org.uk/organisation/operations/policies-and-procedures
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One final, but not essential requirement to complete on the list is: 

Do you have a fundraising strategy? 
This is actually not essential but extremely useful in developing your organisation and 
certainly to ensure that the resources will be in place for any project that you deliver 
to acquire the required resources.   

In order to develop a strategy you will need to consider the following: 

• Where are we now?

• Where do we want to get to?

• How will we get there?

(Institute of Fundraising)

If your organisation has one already then access it. Check if it 
is up to date. Is there useful information in it that you can ac-
cess from past fund funding?  

If your organisation has not developed a fundraising strategy 
there are a number of templates online that you can use and 
we would recommend a discussion with the team or governing 
body of your organisation in order to develop one as guidance 
for your resources accessing planning for this project you are 
developing at the very least. 

Please look to our fundraising from trusts and foundations re-
source for further information and sign-posting on fundraising 
strategy.  
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Creating a Case for your Project 

At the beginning it is important to ‘brain dump’. Thrash out all your thoughts and 
ideas covering these areas:  

• WHAT?

Are the specific challenges you want to focus on in relation to your subject at
regional level?

• WHY?

Have you chosen these specific issues? Rationale behind choice of focus.

• HOW?

What is the proposed project or initiative? What are the underpinning assump-
tions for this to happen? What role does ‘religion’ play if any? Alongside your
team including.

• WHO?

Needs to be involved in this process, who are main actors? Who will you need
to engage with? What is their influence? What are their specific attributes?

• RESOURCES?

Think Personnel, budget, connections, organisational structure, knowledge
and skills.
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Or use big wall chart paper to discuss 
each section in turn and write out all the 
notes in columns to assess afterwards/ 

It is really important to use your team, make sure that all the people who you 
work with are involved, ask questions, find out their ideas. There are a number of 
methods you can do this alongside your team including: 

You can use Post it Notes on a wall and 
then interchange and connect them to 
form ideas. You can also use different 
coloured post its for the different sec-

You can write out the major needs, rea-
sons, activity ideas, stakeholders and 
resources on the edge of a circle and 
see which areas connect in useful ways. 

You can use a traditional ‘Brain Storm’ or 
'Brain Dump’ to get all of the ideas out and 
on paper and then see where the connec-
tions lie and which become more relevant. 



11 

You need to ensure that in a project proposal you can articulate clearly: 

 Your organisation and what you do (if for external assessment) 

 Reasons and need for project 

 Feeding into a strategic background (Rationale - why?) 

 Project details and expected benefits  

 Financial appraisal (Projected income/expenditure/budgeting) 

 Monitoring and Evaluation/Learning and response plans  

 The return on investment (not always essential) 

 Awareness and analysis of risk and mitigations 

In your project development and resulting proposal you must: 

 Develop - growing the idea into something workable 

 Verify - why? the feasibility, need and possibility of activities and 
their impact 

 Maintain - Will it be sustainable? Does in maintain the objectives of 
your organisation? 

 Confirm: Make absolutely clear what you propose to the reader 
(who is more than likely to be a backer or funder so it needs to also 
be persuasive). 

It is vital to the process that you all Interrogate - keep asking each other: 

 What assumptions are we making? (assumptions are unexamined 
beliefs, things you or your team might presume. For example: 
‘people will be interested is solving this problem’ ‘this issue is caus-
ing conflict within the community’, or ‘this problem needs to be re-
solved and then there will be more constructive dialogue’ ‘Running 
this project will take ‘X’ amount of people, ’Y’ amount of funds and 
‘Z’ amount of time) 

 Are all your assumptions are realistic?  

 What problems do we see might arise, how can we mitigate them? 

 Will budgeting be realistic?  

 Will your timeframe be realistic? 

 What organisational capacity its there?  

 Does there need to be organisational capacity or it is it a smaller 
operation?  
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Take at least an hour or so with your team. Get some big pens and pa-
per, or post it notes, or whatever method you choose and bash out the 
ideas. At first scribble anything down that seems relevant. When all the 
ideas are out, begin to refine and importantly interrogate.  

If you and your team work remotely and are unable to come together 
there are some great ways to thrash out ideas while meeting using an 
online platform such as Zoom/Skype/Facetime. There are online plat-
forms that you can use to complete the activities above such as Miro, 
Google Docs or IdeaBoardz which enable teams to work without having 
to be in the same room. 

Taken from : https://miro.com 

https://miro.com
https://docs.google.com
https://ideaboardz.com
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You can further refine all of planning ideas using completing a ‘Case’ for you 
project. This is essentially a ‘justification’ for the existence of your project. 
The main reasons why it should happen. Now you need to highlight the main 
pointers under these headings: 

What do you want to address?  
How does that fit with your organisations aims and objectives?: 

Opportunities for Activities?  
What ways can you address the problems stated above?: 

Outcomes? Will this benefit the community you intend to work with?: 

Negative Outcomes? What can go wrong? How will you mitigate for this?: 

Budgeting? What will be the main costs involved? Will it need a Full Cost Recov-
ery Budget?  Are there existing Resources you can use?: 

Project Justification 



Techniques to help you define the Project’s 
Aim and key objectives: 

In order for the project to be effective it will need clear aims and objectives 
(and remmerb does it fit with your organisations’ aims and objectives?). Within 
the overall aim you will also need to refine down some key measurable objec-
tives - so you can measure your success. So you you will need to define: 

• A general overall aim is good - BUT - keep
your objectives SMART (see below)

• Your aims and objectives - what you plan to achieve. They are your goals
to work towards.

• Define one key outcome per objective.

• No more than 6/7 objectives fro the project if possible for your project!
Often Less is more. Remember the old adage - ‘quality not quantity’ -
don’t get bogged down with too many things to work towards an dover
complicate the process.

A Useful Tool: SMART

Image from Courtesy Graphic https://www.jbcharleston.jb.mil/News/Art/igphoto/2002088561/ 

Now it is time to clearly define the projects aims and objectives. Think 
about the work you have done with the team, all the information and 
ideas you have gathered so far. Think about the Case for your Project. 
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#5 

#3 

#1 

#2 

#4 

#6 #7 

E.G. “Bring together 20 young people of 
diverse religious traditions across South Lon-
don and invite them to dialogue together on 
matters of important and relevant issues to 
them over one year period in 2021. This will 
enable them to develop broader understand-
ings and acceptance of each other's faith tra-
ditions and norms, developing friendships 
and promote harmony and peace between 
their communities" 

THINK SMART! Take some time now to define up to 6 
objectives for the project. And next to each, define one in-
tended outcome. For example: Sources of risk, if realised, 

can pose enormous risk to your project's success. 
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So at this point you should have: 

A wide variety of ideas, activities and justifications for the concept of your 
project. These idea should by now be feasible and made more watertight by 
your team and yourself having checked and double checked the ideas, evi-
dence and noting and challenging any assumptions you may have had.  

You should then have a justification for your project - a ‘case’ justifying the 
reasons for it’s existence. Within this you have laid out the proposed activities 
and those activities’ aims and objectives with the intended outcome for every 
objective - so you have clearly defined what changes you believe will take 
place as a result fo your project.  

So now it is again time to go back to who needs to sanction any further de-
velopment of the project within your organisation. This is so you have the ap-
proval and support to take it to the next level…which is… 

…Planning. This phase takes you through how to plan as effectively and ac-
curately as possible to make the project as impactful as possible and ensure 
it is success you believe it can be!! 
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Your team - volunteer com-
mitment, staff illness or 
skills shortage? 

Financial - resources, un-
expected expenditure, 

exchange rates? 

Political - leadership 
change or resistance to 

your work or strikes? 

Your collaboration organisations, 
the communications, or their objec-
tives aligning with yours? 

Socio-economic factors and context 
involving the community, individu-
als or environment for your work? 

 

Risk Factors 

In order to plan effectively for the project's success you need to be aware of the 
risks and consider how they could be overcome should they become a reality. 
There are a number of areas where risk can stem from, some within your control 
and some not. Examples of sources of risk are  
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Work out 
what the 

Risk is 

Work out 
why it 
exists 

Work out 
how to 

respond 

Decide how to 
document and 

learn  

Specifically in relation to interfaith and multifaith projects, lack of Religious and 
Cultural Awareness is a risk. When working with a faith or cultural community 
different to your own, you would ideally find out what the specific customs and 
needs are of the religious individuals participating in your activities. Their needs 
will effect the way you work with them- dates, days and times of meet-
ings, hospitality (diet), whether they need a prayer room if they meet with you- 
are the most common things to think about. Lack of accommodation or assump-
tions may cause tension, especially if it is branded as an interfaith/multifaith 
project as it is expected to have this awareness at its core.  

We should always be careful not to assume that all individuals of a particular 
religion will practice in the same way and have the same needs. There are many 
denominations that exist that observe differently. And culturally it will  
depend on the regions your partners/
participants come from also. It is always  
best to consult an individual if their  
participation is important to you, it is  
not possible to always successfully  
predict needs. 

And if you are looking to replicate a project 
in different countries, the difference in  
communities’ cultures, belief systems and  
practices, communication and social etiquette 
could influence your project development.  
But if you plan carefully these differences do 
not need to pose you great difficulties.  
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What are the main risk factors that you might need to consider? 
Use this brain dump to think of as many as you can: 

Possible 
Risks? 
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Risk Matrix 

So here is a method that we use to analyse the risk factors; what they are, the im-
pact they could have, how we can mitigate, and we will document and learn for fu-
ture projects if the risks become a reality. 

This is also very useful to share with the team so everyone is aware of mitigation ac-
tions in place and reasons for certain decisions in planning.  

This 'Risk Matrix' can be a very useful tool, especially when working across borders, 
and all team members can add to the matrix, giving all your team, and stakeholders, 
the opportunity to express risk.  

Across the top is the impact the risk would have on the work. Down the side is the 
likelihood of the risk becoming a reality.   

The next stage is to then populate the table below. Each risk that you 
come up with needs to be placed in the appropriate box. Then using the 
Mitigation table, full in each risk and come up with a mitigation plan and 
also methods that may support your team to overcome the risks should 
they become a reality. This is an example below following on from the 
SMART goals example project idea:  
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Risks Suggested Mitigation 

Time wasted on Funding 
applications that fail

• Allocate enough time for thorough research.
• Engage in free training sessions for T and F
• Access expertise (look at your network mapping)

and get it reviewed.

Mis-calculated budgets 
due to unpredicted finan-

cial crisis

• Calculate the extra percentage of cost from inflation
the previous year and add in 2% due to current fi-
nancial predictions (i.e. with BREXIT.)

• Add this to budget contingency pot.
• Explain if not spent, funds will be used on x,y,z.

Illness within the team

• Ensure team are paid well enough to access
healthcare!

• Inform team members have a good communication
strategy and can hand over work smoothly if need-
ed.

• Make sure there are enough allocated staff to work
on the project and the timeframe allows for a small
number of postponed sessions to take place.

etc etc ….
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Risks Suggested Mitigation
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Budgeting 

And so we arrive a the all important numbers. We know that budgeting often ap-

pears daunting, it used to for us too! But the task of developing a project budget 

can be relatively straightforward. So in the next few slides there are a list of things 

to include. 

Before we begin listing it is worth mentioning Full Cost Recovery budgeting (FCR). 
This means ensuring your organisation recovers the full cost of delivering your pro-
ject. Full cost recovery is a process, and we will look at again in the ‘Project Man-
agement’ resource. But be aware that is it definitely worth considering.  

It is attractive to some funders or donors, but not to others. However it is certainly 
a useful tool for your organisation to have knowledge of the absolute cost of deliv-
ering services or projects, to have a full and thorough understanding of what it will 
take to run your project in reality - and to mitigate for any unforeseen costs. 
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First think staffing: 

• Staff wages/salary?
• Recruitment, advertising, photocopying/printing, postage and interview’s expenses?
• Employers Costs, National Insurance (context country equivalent) and Pension Con-

tributions, or might it be better to contract those who are “self employed”?
• Training for staff and volunteers?
• Contingencies - Maternity/Paternity and sickness cover?

Then equipment: 

• Buy or hire?
• Maintenance?
• Storage?
• Transport?
• Workshop Materials?

Then general things such as: 

• Event costs (including dietary requirements,
these can be complex on interfaith work)

• Legal and Professional fees?
• Membership?

And buildings: 

• Purchase cost, or rent?
• Rates?
• Utilities (power/ connections/

water/gas)?
• Insurance?
• Security?

• Volunteer Expenses?
• Tax?
• A contingency fund?
• Organisational insurance?
• Public Liability?
• Computer Software?

Can you think of any more? 
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The best way to get this clearly laid out is using Microsoft Excel or Apple 

Numbers, with all the headings into a spreadsheet during your development 

phase. This can then be extracted into a word document or printed out and 

added to any project proposal for approval at either organisational or pro-

spective funder level.  

Example Basic Full Cost Recovery Budget on the basis of a project that re-

quires 20% of a project manager’s time and 20% of the use of premises and 

associated costs for a 3 month period. 

Description Budget Expenditure Remaining 

Project event venue hire 400 euro 

Project hospitality/catering 300 euro 

Specialist Kosher provision 150 euro 

Printed project marketing materials 300 euro 

Translation 350 euro 

Online  Advertising 200 euro 

Project Travel 190 euro 

Project Manager (20%) would be 1 
day per week.  Example 1 day per 
week x 12 weeks. 

1,800 euro 

Premises Rent (20% of 500 euro per 
month x 3 months) 

300 euro 

Insurance (20% of 100 euro per 
month x 3 months) 

60 euro 

Total 4.050 euro 
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Making your Project ‘Time Bound’ 
 
For your project to be efficient it will need a timetable. At the proposal stage this can be 
a draft or ‘perspective' timetable. Once the resources are secured and project is ap-
proved, that is when timetable will need to be refined and confirmed.  
 
• The feasibility of your timetable is vital. It will need to state clearly the key activi-

ties and milestones of the project. At this point it only need be high level, all the 
detail will come much later during the management phase.   

• And do you research…. consider religious calendars and community contexts while 
developing your timetable  ask stakeholders, check with local organisations what 
events they are holding and when, check out school holidays or political events. 

 
To give you an idea of timetabling you can complete as here is a completed timetable 
for the first 3 months of an example project. On the next page is a blank skeleton time-
table for you to fill out:    

Timeline: Enabling Factor: Milestones: Indicators: 

E.G. May - June 2020 Trustees to complete job 
descriptions for key project 
staff and advertise for and 
then recruit the 3 project 
posts of ‘Project Manager’, 
‘Dialogue Facilitator’, 
‘Assistant Facilitator’ and 
‘Project Administrator'. 

Trustees will complete at 
least 12 interviews for the 4 
posts, attain outside refer-
ences and follow staff em-
ployment policy and proce-
dure. 
  
  

4 staff hired. 
  
Initial training and induc-
tions take place. 
  

E.G July 2020 Project Manager researches 
and devises detailed timeta-
ble and task lists. Engages 
with high level Faith and 
MultiFaith leadership bodies 
in London. 
  
Administrator Researches 
venues for activities and, 
alongside Project Manager 
designs marketing strategy 
to ensure maximum partici-
pation. 
  
  
  
  
  
  
Dialogue Facilitator visits 
possible participating South 
London faith communities to 
discuss the project and de-
sign the workshops. 

All staff have timetable and 
begin their tasks. 
  
At least 4 meetings take 
place with Faith leadership 
in the city. 
  
List of venues, costs, suita-
bility and availability pre-
sented to Project Manager. 
  
Marketing strategy complet-
ed and first publications 
completed and distributed 
to at least 30 faith organisa-
tions across London. 
  
At least 15 meetings to 
have taken place with faith 
organisations in South Lon-
don. Research notes taken 
and used in planning pro-
cess. A series of 14 work-
shop plans complete. 

# number of tasks complet-
ed. 
  
Minutes of the meetings 
and outcomes recorded 
and acted upon according-
ly. 
  
Venues approved and time-
table of workshops is 
booked up. 
  
Marketing posters and leaf-
lets to present. 
Proof of distribution and 
responses recorded. 
  
Initial participant list. 
  
Photo evidence of meetings 
and notes recorded. 
  
Workshop plans document-
ed and filed. 
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Timeline: Enabling Factor: Milestones: Indicators: 



Project Roles and Responsibilities: 

• Roles and Responsibilities need to be agreed in this planning phase - even
if you haven’t actually all the staff in place - the roles need to be.

• Think about what skills and knowledge you already have on the team.
• Be realistic as to how much each team member can do.
• Do a Responsibility Matrix - or RASCI. See below…
• If you have personnel (including your volunteers) go over with them to

make sure they and you are as clear as possible what will be feasible in
terms of their responsibility.

• Remember you can include not only the team members or employed pro-
ject staff, but also all the stakeholders may have roles and responsibilities

Using a Responsibility Matrix or ‘RASCI’ is a useful took to begin to define who 
will hold which responsibilities in your project. In this planning phase you can 
consider who will be responsible for:  

Project Manager for that project 

Authority for certain decisions 

Team members 

Ask advice and research 

Who needs to inform who? 
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Using again an example project, here is a table we would use to clarify the roles and 
responsibilities using a RASCI tool. Remember some roles will hold a number of re-
sponsibilities.  

Now it is your turn! At this point write down all of the roles that will be re-
quired in the project (can be helpful to look at the skeleton timetable and 
activities section of the Justification for your project sheet) Work out all of 
the responsibilities involved and the roles that will fulfil them.  

Name Job Title Project Role 

Joy Project Manager R, I and A except for finance 

Carly Consultant Fundraiser C 

Tamsyn Treasurer S and A in finance 

Pawan Dialogue Facilitator C, S, and I 

John Project Administrator S and I 

Louie Assistant Facilitator S 

Rev. Dominic Simms Head of St Thomas’ Youth Group C 

Name Job Title Project Role 
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When we are planning interfaith or multifaith projects, we are often wanting to in-
volve people at different levels of a religious organisation. You may wish to bring spe-
cific people on to a project committee, to consult them in the development of your 
project. We might also involve wider participation such as civic, or governmental lead-
ership. Not only might you like to bring senior people on to your project committee in 
respect of their experience, knowledge and networks, but sometimes funders will 
want to know who is involved in a project and having certain people involved may 
bring confidence to the funder and strengthen your application for funding, especial-
ly if you do not already have a track record of working with the funder. 

If you are not familiar with working with senior leadership, it is worth considering 
how you will approach them. Many organisations, including religious organisations 
maintain a clear hierarchy and the way that you might engage and address people at 
different levels should be given some thought. An example could be, you might ad-
dress a person, His/Her Excellency, before the rest of their title.  

Written communication, including email, will be more formal than in-person commu-
nication. For more senior persons you might expect to maintain a level of formal en-
gagement both in person and not in person, but this judgement can only be made 
according to your specific context and circumstances. 

Up to this point in the process of Project Development you should by now have: 

• Developed a clearer and realistic definition of your proposed project.
• Have put together a justification for the existence of your project idea.
• Contextualised your project and defined the activities including SMART aims,

Risk Management and Monitoring and Evaluation planning.
• Have outlined a realistic budget.
• Put together a skeleton timetable.
• Defined the likely roles and responsibilities.

So, at this point you have all the information you need to move onto the next stage -  
securing the resources you need to get the project up and running! All of this is in 
the ‘Trust and Foundation Fundraising’ Resource Guide, the next stage in this free set 
of resources for anyone aiming to develop a multifaith or interfaith project. 

European Council of Religious Leaders 
Secretariat@ECRL.eu  




