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I. Background and Objectives of Ungweru Learning Center

Ungweru, the Chitumbuka word for “light”, was established in late 2005 with the donations from Ireland amounting to over Euro 10,000.00
The building acquired was set up as a computer resource center for members of the Luwinga community to come and learn basic skills, including typing and how to use the various programs included in Microsoft Office.  Additionally, Ungweru was provided with a few large bookshelves and through donations, were able to supply a small library for the Luwinga community.

Eventually, it was realized that the services Ungweru provided to the community were greatly in demand and expansion was deemed necessary.  The second phase of Ungweru took place in October and November of 2006 when four new structures were added to the existing single structure campus.  These new structures are all timber construction with traditional grass roofs.  They include a large gazebo to serve as the reading room, a large rectangular boardroom, a small round gazebo serving as an office for the director and a reception area, and another small gazebo serving as a consulting or meeting place.  The total cost of these four structures was €2,130.00
Over the following year Ungweru began to grow rapidly as it now offered a variety of highly desired learning opportunities to the community.  Due to this rapid growth, a third phase of expansion was planned.  This expansion of Ungweru took place in August 2007 when a meeting of various Ungweru stakeholders was held at Nkhata Bay.  At this meeting, the following was decided:

· To set up a Board of Trustees and transfer ownership of Ungweru to this Board.  Fr. J A Ryan is to act as Chairperson of this Board and serve as the link to the Board of Directors (which had been established in early 2006).
· To register Ungweru as a Malawian C.B.O. (Community Based Organization)

· To set up a local youth committee to be given the responsibility of facilitating the possible visitation of youth volunteers from Ireland.

· To give Ungweru the task of facilitating and monitoring a link between St. Augustine’s Primary School and a Primary School from Cork, Ireland.

· To install Internet at Ungweru.

· To begin to audit accounts on a yearly basis using an external auditor.
In addition to serving as a learning centre for the community, a large aspect of Ungweru’s reach stems from its service as a channel for foreign donations to be distributed to various CBOs and other groups in the Mzuzu area.   Donations come in, mostly from Ireland, and the Board of Directors dispense the funds in whatever way the benefactor directs.  Small Change, an Irish organization begun by the Fitzpatrick family after their first visit to Mzuzu in 2005, is currently the main financial support system for Ungweru.  Other donors have begun to contribute and in 2007, more than MK 10 million (almost €50,000) passed through Ungweru.  Encompassing both the learning centre aspect and the community group assistance aspect, Ungweru’s main objectives are as follows: 
· To be an Information Center, where the main Malawian daily newspapers, various Malawian magazines, and a small library of books are available for anyone to browse or read.
· Contain an Internet Café where affordable Internet access is provided.
· Be a Place of Study for youth of the surrounding area who may lack a quiet conducive reading place.
· Be a Meeting Place for various groups in the local community. Ungweru has a conference table which can accommodate up to 16 people comfortably.
· Be an Affordable Computer Training Center for the youth with some secretarial services.
· Incorporate Income Generating Activities for Ungweru (e.g. Design of Greeting/Invitation Cards, Business Cards, Web-Site Creation, etc.)
· Serve as a Channel for Funds from well wishers in Ireland to reach HIV/AIDS support groups in Luwinga and provide the service of accounting for these funds to the same well wishers.
II. Current State of Ungweru as a Learning Center

The Lusekelo School of Computing currently has three desktop computers, nine laptop computers, and an additional laptop used for strictly internet.  The school has a three person staff, including a head teacher, an assistant teacher, and a monitor to oversee the daily activities within the school.  The community can sign up for classes including: introduction to computers, basic typing, using Microsoft Word, Excel, PowerPoint, and/or Access.  All the classes are in one hour and fifteen minute sessions and each course is made up of thirty sessions.  Most students come Monday through Friday for five weeks, but there are also students who come on Saturday morning for a double session.  The introduction to computers class is offered for MK 600 (less than € 3), typing is offered for MK 500 (less than € 2.5), and Microsoft Office courses are offered for MK 800 for the 30 sessions (less than € 4).  There are approximately 25-30 students using the Lusekelo School of Computing during any thirty day period.

In addition to the 25-30 students coming daily to use the Lusekelo School of Computing, there are approximately 60-70 members of the community coming daily to use the newspaper/magazine hut and the conference/study room.  Basic financial statements have been created for 2007 and have been sent to an external auditor to consider Ungweru’s financial situation and create official reports.  As the original Board of Directors’ term has recently finished, a new Board has been selected and new members have been asked to serve for the upcoming two-year period.  The members of the new Board include Fr. J A Ryan, Mr. Sungani Tembo, Mr. Levi Soko, the Chairman of the original Board Mr. Nyirenda, Mrs. M. H. Mwalughali, Ms. Annie Schmayli, Mr. Tito Banda, Mr. Bulukutu Chirwa, and Mr. Kaluluma.
III. Relationship with Various Groups
St. Augustine’s Home-Based Care is one of the groups with whom Ungweru has been most closely linked since its establishment in 2005.  Over the past few years, Ungweru has given a great deal of financial assistance to the group to help them purchase the supplies needed to take care of their clients, including the sick, orphaned, widowed, and other vulnerable people.  They have also been given bags of fertilizer to allow them to create their own income generating activity through farming and gardening.  The largest financial assistance for St. Augustine’s Home-Based Care goes toward the paying of secondary school fees.  They have been given large amounts of money each year to help in paying school fees for orphans in the Luwinga area.  In 2008, they have already received MK 1.5 million (approx. €6,820) to help pay for the first two (of three) school terms.  Because of certain requirements put in place by St. Augustine’s Home-Based Care, such as it being necessary that anyone receiving school fee payment is an orphan, Ungweru has taken on 10 additional non-orphans whom receive school fee payment directly from Ungweru.  These students have received MK 18,000 (approx. €80) for the first two terms this year. 
The Msiki Home-Based Care group has received similar help in receiving supplies to help their clients, as well as money to assist in paying school fees.  As they are a group covering a smaller area, their assistance for school fees has amounted to MK 60,000 (approx. €275) thus far this year.

There are three HIV/AIDS Support Groups that receive financial assistance from Ungweru.  The Dunduzu HIV/AIDS Support Group was the first of these groups, as it began in 2004 with just four members.  They began as a small collection of people living with the virus, who decided to create a group where they could give one another support in living healthy lives.  In addition to supporting one another, they reached out to assist other members of the community, encouraging people to get tested and helping the sick to establish more nutritious diets.  In four short years, the number of members has jumped to sixty-nine.  They assist one another with moral support and encouragement, as well as in sharing different ways they learn to live healthy lives while HIV-positive.  Ungweru has assisted the Dunduzu HIV/AIDS Support Group in the form of fertilizer, as well as financial assistance for food for the members and the sick in the community who the members give support to.  Financial assistance for the group has totaled MK 70,000 (approx. €320) so far in 2008.  Chief concerns expressed by the members upon my visit were that they lack money for transportation, thus making traveling to the hospital in Mzuzu to get ARV treatment difficult.  Money for nutritious milk for young children was another concern expressed, as an HIV-positive mother cannot breastfeed for more than 6-months without passing on the virus.

The great success of the Dunduzu HIV/AIDS Support Group has lead to the creation of two additional HIV/AIDS Support Groups in the Luwinga area.  As many members were traveling far distances to attend meetings in Dunduzu, and transportation being a large obstacle, St. Augustine’s HIV/AIDS Support Group was founded in 2007 as well as Tutuhka HIV/AIDS Support Group.  The establishment of these two groups has allowed for those individuals living far from Dunduzu to attend meetings more regularly and assist members of the community closer to their homes.   Ungweru has also given assistance to each of these groups in the form of fertilizer, with each of the three HIV/AIDS Support Groups receiving more than MK 500,000 (approx. €2,275) in fertilizer in 2008.  When I met with the St. Augustine’s HIV/AIDS Support Group, requests of Ungweru included assistance to buy healthy foods, medicines, and additional fertilizer.  They were told to submit a budget to Ungweru.  Tutukho also has a small Home-Based Care Group associated with their HIV/AIDS Support Group and they have recently requested assistance in the forms of blankets and money for school fees.
Thandazga Widow’s Group is another of the groups who have become associated with Ungweru.  They began as a group of widowed women giving moral support to one another, but later decided to establish a child care center for the pre-school aged children in the area.  It is not a requirement, but many of these children have been orphaned by the death of a parent or both parents.  Thandazga were given a loan of MK 90,000 (approx. €410) in January 2008 to construct a building where they would rear chickens as an income generating activity.  The building has been completed and they have begun to raising chickens in it.  The group has begun to pay back the initial loan, but during my visit they also expressed interest in further assistance to finish the roof and floor of a second building.  Construction on the second building was started, but they ran out of funds and could not finish.  Its purpose will be to run indoor activities with the children.
Kwithu is another CBO in the area that has received assistance from Ungweru.  They began as a group of women, many of whom had been widowed, getting together to farm and create things to sell as a small income generating activity.  They knit clothing, make beaded jewelry, and create various other objects for sale.  After some time, the women became concerned with the lack of food for many of the young children in the area and began a program on Monday, Wednesday, and Friday to run activities with some of the children from the Luwinga area.  They provide a meal on Monday and Friday, to go along with classroom activities, and run a sports activity with the children on Wednesday.  Kwithu has not yet received financial assistance from Ungweru in 2008, but did receive MK 48,000 (approx. €220) last year.
The formation of an Ungweru Youth Group was one of the goals set at the stakeholders meeting in Nkhata Bay in August 2007.  It took a few months to get going, but the Ungweru Youth Group has had a very promising beginning to 2008.  It consists of many young members of the Luwinga community (approximately 17-22 years old) and they have formed a men’s football team that has traveled to play teams from around the Mzuzu area, a women’s netball team that usually accompanies the football team and plays local netball clubs, and also have run various other activities including a variety show for the public.  They meet every Sunday as a group and are in the process of planning a few different income generating activities, including a vegetable garden and raising chickens.  The group has recently got involved with Solar Aid, a British NGO creating solar energy panels used to charge batteries, power lamps, power radios, etc.  Dave Gilooley, an Irishman, is working for Solar Aid in Mzuzu and is currently waiting for a shipment of panels to arrive.  Upon their arrival, the youth group will begin assembling the finished product from the panels, wooden frames, wires, and battery holders.  It projects to be a weekly form of income generation for the group.  The Ungweru Youth Group have received in 2008 a total of MK 30,000 (approx. €135) from Ungweru, as well as a MK 50,000 (approx. €230) donation from the DIT students visiting with Wells for Zoë in March.
In addition to the Ungweru Youth, the organization has given assistance to various other youth groups in the area.  A volleyball team, who play on the transmitter field just outside Ungweru, have received MK 25,000 for equipment and MK 24,000 for a trip to play in a tournament in Mzimba in April (totalling approx. €220).  In 2008, additional groups of local children have received a total of MK 20,000 (approx. €90) for footballs and other sports equipment.  St. Augustine’s Primary School received MK 55,000 (approx. €250) for sports uniforms and other schools from the area have received a total of MK 28,000 (approx. €130) for netballs and footballs.  A local group of handicapped individuals who meet weekly to knit different things for sale also received a donation of MK 48,000 (approx. €220) last year to purchase supplies.
Although Ungweru has given assistance to a few different orphanage/child care centres over the past few years, Temwanani (the Chitumbuka word meaning “Love one another”) has been taken on as a specific major beneficiary of Small Change and Ungweru.  Temwanani began in 2002 with two volunteer teachers getting together to run morning activities for some pre-school aged children in Area 1B.  Over the years the number of children attending has increased drastically and there are more than 100 children registered to attend the morning classes at Temwanani.  Average daily attendance would be somewhat less than that, usually somewhere around 80 students.  There are now three full-time volunteer teachers working at Temwanani.  In August 2007, there was a groundbreaking ceremony at the outdoor spot where Temwanani activities were held for a new school block to be built.  The project has been funded entirely by Small Change and Ungweru, as have the running costs of the child care centre.  A meal of porridge is distributed daily to all the students, cooked by another volunteer from the community.  The building, including two classrooms, a kitchen, two bathrooms, and an covered patio area for the children to eat, is just about finished and has cost roughly MK 3 million (more than €13,600) from start to finish.  Food costs amount to roughly MK 360,000 per year (approx. €1,640).  As the number of children has grown so much recently, especially as the building has neared completion, food costs have increased.  The teachers at Temwanani have asked for as much as 3 or 4 times as much as they receive for food currently to feed the children.  
IV.  Moving Forward
On May 10, 2008, a meeting was held in the Ungweru conference room with various people associated with Ungweru as well as people with experience in the field of NGOs and CBOs from the area in order to try and analyze the current situation.  The group came together to also attempt to map out the immediate, as well as long-term, future of the organization.  Their valuable insight, advice, and constructive criticisms were very much appreciated.  After a PowerPoint presentation on Ungweru from McNeil Mhango, a former Lusekelo School of Computing employee and current student at Mzuzu University, and further discussion on the history and current state of Ungweru, a SWOT Analysis was created.  It was made up of the following:
Strengths

· organization is well known on the local level (Luwinga) and becoming well known on an international level as well, with contributions from Ireland, England, and the U.S.

· the Ungweru website on the mzuzu.org domain

· assistance to the community (bursary, child care centers, home based care)

· a committed Board of Directors

· a committed staff

· fully accountable and transparent

· five years of assured donor funding from Small Change
· affordable services

· premise ownership

· ownership of mzuzu.org domain

· physical structures

· good security

· registered as an official Malawian CBO through Social Welfare

Weaknesses

· donor dependent

· supported by only a few donors currently

· temporal structures

· inadequate staff for larger organization

· no monitoring and evaluation mechanism

· limited expansion space

· inadequate community involvement

· not linked to local donors

· weak interaction with local stakeholders

· not represented at a district level

· lack of strategic design

· lack of capacity to create reports and proposals

· viewed by locals as a “handout” place
· no formal courses

· no insurance

· lack of a financial management system

· lack of annual work plan and budget

Opportunities

· hire additional staff

· seek local donors

· establish profit making activities (mzuzu.org domain)

· local and international visitors

· local expertise in planning, proposals, reporting, etc

· room for structural expansion

· further develop existing courses being offered

· training in unique programs

Threats

· demand for allowances from Board members

· competitive market salaries

· being too closely associated with a single faith

· perception as a “handout” organization

· capacity to hold increasing community participation

The main needs of Ungweru that were taken away from this meeting were that a new employee must be hired to serve in an Executive Director like role.  The existing Director, Patrick Chilambo, will maintain a role similar to the one he has held since the beginning of Ungweru as a community liaison.  His strengths of serving as a link between the Board of Directors and the community, as well as serving in a counseling role to the community are very much needed for Ungweru.  His new title will become Director of Community Programs.  The need for a new hire is to find a University-educated person who is capable of closely monitoring the everyday activities in the Lusekelo School of Computing, establish additional local (such as NAC) and international donors through proposals, and create financial and progress reports for the Board of Directors.  Job descriptions for the two positions were created as follows:

Post:


Executive Director

Responsible to:
Board of Directors

Reporting to:

Chairman of the Board of Directors

The Executive Director reports directly to the Board Chairman.  His/her role encompasses many things.  He/she is to:

1. Plan, implement and manage (together with the Director of Community Programs) the core activities of the organization.  He/she is to closely monitor the everyday activities of Ungweru, including, but not limited to, the Lusekelo School of Computing and distribution of funds among associated groups and members of the community, such as those receiving school fee payment.  The Executive Director’s signature is necessary in order to provide financial assistance to any of the HIV/AIDS support groups of Home-Based Care groups associated with Ungweru.

2. Assess the finances of Ungweru and its projects, creating financial reports on a quarterly basis to present to the Board. 

3. Identify potential donors, in the local and international communities.  Draft proposals for these potential donors, and together with the Director of Community Programs manage the individual projects.  The results of each should be communicated to the Board through a written analysis on a quarterly basis.

4. Maintain the Ungweru webpage at mzuzu.org.  The established financial reports for the individual projects should be clearly added to the “Friends” section of the site and any changes or significant happenings within Ungweru should be incorporated into the website.

5. Develop the mzuzu.org project.

6. Execute policies and decisions emanating from the Board of Directors.

7. Promote and represent Ungweru in its activities.

8. Ensure safe custody for all the organization’s assets.

9. Act as secretary to the Board.

10. Provide management and administration leadership to the organization.

11. Perform any other duties as may, from time to tine, be assigned to him/her by the Board of Directors.

Post:


Director of Community Programs
Responsible to:
Executive Director

Reporting to:

Executive Director

The Director of Community Programs shall report directly to the Executive Director.  Under the direction of the Executive Director, he shall oversee all programs associated with Ungweru.  Other duties will include the following:

1. Serve as a counselor to the Luwinga community.  By meeting with and advising members of the community interested in and associated with Ungweru, he will maintain the close link of the organization to the surrounding community.

2. Serve as a liaison between other CBO groups in the Luwinga area and Ungweru.

3. Receive requests from other CBOs and pass these requests on to the Executive Director who will eventually pass them on to the Board of Directors.

4. The Director of Community Programs will welcome visitors to Ungweru.

5. Together with the Executive Director, he will establish programs to receive any guests, such as those visitors from Ireland.

As mentioned earlier, a new Board of Directors has been asked to serve for the upcoming two year.  From the new Board members, Mr. Soko, Mrs. Mshyali, Mrs. Mwalughali, and I were asked to serve as an interview panel for a candidate for the new Executive role on the 17th of May.  John Paul, a former student of Mzuzu University, who had been serving as a schoolteacher in Kasungu, came to Ungweru for the interview.  It was decided by the panel that he seemed to be an excellent fit for the job description that had been created and should be able to help take Ungweru into its next phase as a larger CBO.  Among other things established following the May 10th meeting and the interview a week later, it has been decided that a key to the immediate future for Ungweru is to set up a proper financial management system.  An accountant from Mzuzu University is in the process of auditing Ungweru for the year 2007, and also has agreed to set up a financial management system.  Once in place, the staff will be oriented to follow this new system.  While John Paul will be expected to learn the system and come up with reports for the Board, it has also been decided that Ungweru will employ a part-time bookkeeper who has at least a certificate in accountancy to maintain quarterly financial statements.  John Paul will begin working at Ungweru on the first of June and it is expected that Patrick Chilambo will help to orient John Paul in the ways of a CBO.  Mr. Paul is absolutely qualified for the position, but does not have any official experience working within a CBO or NGO and thus Patrick’s many years of experience with different Home-Based Care Groups and Ungweru will serve as valuable expertise during John’s on-the-job training.  Levi Soko has also offered the free services of his office in establishing a monitoring and evaluation system for Ungweru once they are given all the paperwork based on Ungweru, the work Ungweru does, and the different groups with which it is associated.  This matter is not nearly as urgent as the financial system, and will likely be done at some point over the next few months.
V. Irish Visitors: June-July 2008
Another benefit to the May 10th meeting and the on-going discussion since that time, were that more specific projects have been lined up for the Irish youth that will be arriving to Mzuzu very shortly.  A thorough analysis is needed in many areas, but mainly the school fee payment, the Temwanani situation, the Lusekelo School of Computing, and the mzuzu.org project  As these are a few of Ungweru’s main focuses and the organization is entering an expansion phase, it would be very beneficial to have a few of the youth working on these projects specifically.  

It has been suggested that two of the youth focus on Temwanani.  The building is basically complete and attendance will continue to be very high as students can come rain or shine now, so it will be good to have two people going there and talking to the volunteer teachers, seeing the programs they run, seeing what supplies might be beneficial for Ungweru to provide, looking into possible forms of compensation for the teachers, seeing where the children coming from, checking on requirements for students (do they need to be orphans? Must they live within Area 1B? etc), looking into the relationships between the teachers, the committee, and Ungweru (there are definitely issues in communication between these groups…why?), among other things.  Temwanani is a major project of Small Change and Ungweru and as so much money has been put into constructing this building and providing meals, it is definitely a place that should be well taken care of and supplied to run as a child care center.  The two who work on this project can further establish how Ungweru will be helping provide for the care of these orphans from Area 1B.
In addition to Temwanani, one of the major concerns that arose at the May 10th meeting was the issue of school fee payment.  As Ungweru is devoting such a large amount of money to this project, it is important that they understand clearly who is receiving the payment, is everyone who is being paid for attending school, are the students being placed in the correct year at school, are people receiving payment that don’t necessarily need the assistance, are others not receiving payment that could be benefiting from Ungweru’s program?  These are just a few of the questions that need to be addressed.  St. Augustine’s Home-Based Care has certain guidelines in place for who they accept, but it is not exactly clear to Ungweru what these guidelines are.  Also, there are 10 non-orphans that Ungweru is paying fees directly for.  Preferably, St Augustine’s would take care of the entire issue of school fees and receive the financial assistance from Ungweru to do so.  Working with the Home-Based Care group, two of the Irish group would be able to analyze how the system is working currently, offer recommendations for improvements, and perhaps even help establish a better system for school fee payment in the future.

A third concern expressed at the meeting that Ungweru hopes to have one of two of the youth analyzing is the Lusekelo School of Computing.  There have been a few different computer teachers employed there in the past year and each has had a different style of teaching.  This isn’t necessarily a bad thing, but some teachers might use CD-ROM tutorials for the Microsoft Office, and others might prefer to teach specific classes.  The number of classes offered at each price seems to have changed a bit also as the teachers changed, from 20 to 30.  An analysis is necessary of the classes offered, how they are run, how much each costs and how many classes are included in the package.  More clear-cut guidelines and program designs would allow the school to best serve the community.  
A final project for the Irish you will be working with McNeil Mhango and Steve Ngwira, two former Lusekelo employees.  The mzuzu.org domain name could provide a great income generation for Ungweru.  Both McNeil and Steve are students at Mzuzu University in ICT and have some experience in web-design.  It is thought that maybe a course could be offered at Ungweru for the community, in which case students could then go out to different organizations and businesses in the Mzuzu area and offer to establish websites linked in to the mzuzu.org domain.  Companies would likely pay large fees and then a system could be put in place (it has been suggested a 50/50 split with the web-designer getting 50% and Ungweru getting 50%) where Ungweru could really take advantage of ownership of the domain.  McNeil has created a concept paper on the mzuzu.org domain and it is thought that maybe somebody in the visiting group will be able to establish a course in web-design from this concept paper with McNeil and Steve.
These are the main projects that could use thorough, detailed analysis as Ungweru moves into its next phase.  All listed aspects of these projects are just suggestions and the visiting youth can take it upon themselves to divvy up the work and decide how they want to conduct the analysis.  With four projects of varying sizes, it would seem the best fit to have two students working with Temwananai, two dealing with school fees, two analyzing the Lusekelo School at Ungweru, and one working with McNeil and Steve in web-design.
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