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1. Introduction
The plan to build Upendo Children’s Home and Projects in the Mombasa North Coast area and to sustain the local community of Majengo- Kanamai to develop is a Netherlands- Kenyan initiative. This initiative is meant as a contribution to the fight against the increasing poverty in the area. There is no safety network for the poor people resulting in desperate trying for survival like begging, stealing and prostitution with a real risk of incurring HIV/Aids and other sexual transmittable diseases. 

Quit often children are the most victime by these situations. They are often suffering the negative results of their situation through broken families, orphaned because of the passing away of the parents from Aids, living in very dangerous situations with a lack of proper health care, clean water, no access to schooling and more.
When orphaned these children may have no other family or guardians to support them. They will have to fight for themselves, learning the hard way and shaping their view of life in a negative way.
In The Netherlands a foundation named Daraja for Children is established to support the projects of Upendo Children’s Home. This foundation is the main sponsor of the building, exploitation and development of Upendo Children’s Home and Projects.
A Kenyan NGO named Upendo Children’s Development Organization is established as the policy making institute of the Organization as well as the managing institute of all the projects of the Organization, the buildings and the land. 

The collaboration between Daraja for Children Foundation and Upendo Children’s Development Organization is formalized in a letter of intent. 

A 5 acres plot is being purchased to build Upendo Children’s Home and Projects. This plot is located in the rural area, about 25 km. North of Mombasa. The plot is situated just outside the small village Majengo about 1 km. from the Mombasa Malindi main road, at the inner side of the area. About 7000 inhabitants are part of this community. Most people live in small mud houses within the bushy area. A number of families are living in so called Swahili houses. There are no other facilities here like Upendo Children’s Home and Projects.  
The building process is planned to start in August 2009. An overview of the drawings, the plan and the estimate of he costings is available separate from this document.

The budget for the development and exploitation is derived from the strategic 3-year plan and is also available separate from this document.
This document presents the planning for the 2009- 2012 period. In the same time it includes an outline of the organizational legal setting and structure.
Priorities

In the period August  2009- April 2010 the main building and annexes ( volunteers- and staff house, office block, reception and managers house) will be build.   
The main building can take in 24 in-house children. 

The borehole and water storage will be realized in the beginning of March 2010. 
Crucial income generating projects are planned to be build in the first 3 months of 2010.The laying out of  a 2.5 acres farm and the construction of a chicken farm of about 1000 chicken 

are the major income bringing projects for the exploitation of Upendo Children’s Home and Projects. In 2010 the exploitation of a small scale guesthouse for bed and breakfast may be considered.

In April 2010 the laying-out of the children playing ground has been planned as well as the purchase of a second hand 4wheel drive car for transport of children and goods.

Upendo Chlidren’s Development Organization will develop a modest first aid clinic in the second half of 2010.

In May 2010 the first group of 25 day-care children in the age of 3-6 years will be welcomed. In 2010 the building of classrooms will be started. The organization will take in an increasing number of day-care children up to 150 ( 6 classrooms, kitchen, dining).
From 2011 family outreach programs will be developed to sustain the single mothers in the community.
Financial Child Sponsoring by donors will be an important source to contribute for enough means for food, clothing, healthcare and education for each child. In the Netherlands some people already showed their interest in sponsoring a child. The Organization will, while achieving child sponsors, stick to the facts and rules of the New Children’s Act of the Kenyan Child department. 

Upendo Children’s Development Organization hopes that the Upendo plans will generate the interest of donors to such an extent that it will be able to implement these plans successfully. Focused actions will have to be taken by the organization to raise the required means. 
Anticipating a positive response, it wishes on behalf of the children of Kenya and the Kenyan society as a whole to thank all those who show a tangible interest. Upendo Children’s Development Organization hopes that a solid base for development and implementation for its plans has been created.
1.1 Vision

Based on the situation as described above the vision of Upendo Children’s Development Organisation is as follows:

We want to contribute to a society where all children have equal chances to a dignified existence and chances to build a future.
1.2 Mission Statement

To improve the situation of the in-house children and the children in day-care programs we will take care for housing, food, education and health care in a way that meets the level and the needs of the children;
We will work on the causing factors in the area by assisting the stand-alone mothers to take responsibility for their families by advising and training.
2. Overall project Objective
The linked vision and mission statement and related activities will bring us to the following overall objective from which all activities can be derived.
2.1 Orphans

Main outcome of many reflections and discussions has been that Upendo Children’s Home  and Project expects to have the expertise to take the care for in-house children upon intake from the age of 2 years to 6 years which includes orphaned and vulnerable children on an in-house - base. Upendo Children’s Home will take responsibility for the in-house children until the age of 18 years. Re-integration of in-house children into society remains an active objective. 
All children’s intakes are guided by the Organization’s policy of intake.
Upendo Children’s Home will carry out all activities within the framework of a liberal Christian approach. Upendo Children’s Home will take in children irrespective their race, tribe and religion.
Child Sponsoring is for the organization a very important condition for the implementation of the plans.
2.2 Day- care program

A day-care program will be organised for small children from 3-6 years. 

Upendo Children’s Development Organization expects to be catering approximately 25- increasing to 150 external children in the next years per day during day care programs in a so called nursery- and pre-school education program.  
2.3 Community development
Information and guidance on family health care as well as on women affairs could be offered. Women Groups may be organised to improve consciousness and self helping for women, c.q. families. Single mothers can be assisted to achieve a family income by getting training and schooling.  
2.4 Teenagers

Those mature children from 15-18 years  who have no families to be rejoined with will have to be disengaged from Upendo Children’s Home in a step by step way. A supervised learning process is set up through so called teenager’s homes. Children can start to take care for themselves with remote assistance from Upendo Children’s Home. This project can be worked out later (2012-2015)

2.5  Education
Upendo Children’s Development Organization will provide for good education for the children. In the direct area there are identified some qualified private primary-and secundary schools. By initiating a sponsor for each child it might be possible to send the children to private schools.  Public schools in the area can be used as well.

3. Goals  
To provide for the services of good quality it is realized that the number of in- house Children in Upendo Children’s Home should not grow beyond 25. The goals are set for the maximum capacity.

3.1 Care and guidance

 A good family life can never be replaced by a life in an institute. It is therefore that Upendo will try to be her name worthy by offering a safe and secure environment which is an important base for feeling at home for the children. The Organization will provide for individual attention and guidance, including showing warmth and love. A friendly building, having enough light and cheering colours is considered as an important sustaining aspect for a healthy development process of the child. The Organization will do its best to create enough privacy for each child.

A lot of attention is given to the development of social skills like sharing and interaction.

The children are provided with adequate basic needs. These include shelter, feeding and clothing. The children are housed in well equipped dormitories, one for boys and one for girls; each child has its own bed; there is an adequate attention by the house mother(s); they are fed with 3 meals per day in such a way that nutritional levels are reached and maintained. The weekly menu is to view in the house. The children are clothed in a way that it is accordant with the standards of the environment.

Apart from the basic needs and social activities the organization pays attention to the child’s well being on a social and mental level. Social support and counselling are given, based on a professional assessment of the child.

The organization will employ a professional staff. 2-3 mamas will be employed with at least a high school education level and experienced in taking care for children in children’s home.

A certified social worker with experiences or training in community building and social work will be employed. It is considered as an advantage if the employed person is well known with the community and the official institutes around. This person is the leading character of the Organization concerning the children intake and assessment of the placing of children. This person is also the discussion partner for the Children’s Department, Children’s Court and other official organizations.

To provide for a good day to day management the organization will attract a person with well developed management- social- and teambuilding skills. Preferable this person has a working experience of at least 2 years in a comparable institute.  

An experienced farmer from the coast region will be employed. This person could be held responsible for the exploitation and the maintenance of the farm (greens and cattle) and the yard. He or she may be assisted by day-workers from time to time.

A certified first aid nurse, preferable from the village of Majengo and also talented with communication and lecturing skills can be employed as soon as the first aid post is established.

Part- time employees and day workers could assist to complete the need of personnel input.

The Organization is welcoming volunteers under the conditions of the volunteer policy statement.
The Program Manager is on behalf of the Upendo Children’s Development Organization Board responsible for the strategic planning and the overall management of the projects of the Organization. The Program Manager will work on a close base with the operational manager of Upendo Children’s Home and with the staff members. Work meetings and policy meetings   will be organized to help the teambuilding and the understanding of the Upendo standards which is needed for an efficient implementation and a quality based development of the projects. The Program Manager is also the representative of the Dutch sponsoring foundation Daraja for Children.

3.2 Health Care

Upon admission to Upendo Children’s Home the children are given a medical examination by a qualified doctor. On basis of the diagnoses treatment is determined. As much as possible the organization will address and cure illnesses and increase the level of health of all children. It also takes the preventive actions like immunizations at the arrival of the child into the house. Records are kept of each child to monitor its progress. The aim is at least to maintain and increase the health status of the children.

 It is important to maintain a high level of hygiene at Upendo Children’s Home since many of the children may be vulnerable for diseases. Children are taught to properly wash themselves daily and to keep clean areas with sense of infections such as toilets and washing areas. Awareness raising in the community about the importance of good sanitation and hygienic can be reached by information and demonstration through courses held in the first aid clinic. 

3.3 Education

The school fee- free government primary schools are mostly overcrowded. Large classes to 100 pupils are no exception. Schools are not well equipped for such number of children. Mostly there are not enough classrooms, teachers and educational materials. The quality of education is suffering from these shortages.
Upendo Children’s Development Organization prefers to send the in-house children to private schools in the direct area. There are at least 3 private schools identified with good quality standards. A child sponsoring program will be organised for each of the children to be able to provide for school fees, uniforms and materials.

For all the in-house children, the Organization will make effort to provide for secondary education. This will be depending as well on the funds that the organization can provide for. The payment of school fees and facilities is not for free so this is a great challenge for the organization to apply for donations on a regular basis. Expecting that many European families and organizations will be willing to financial child sponsoring the Organization will work on collecting donations on a continuous base in collaboration with the Netherlands Board of the Daraja for Children Foundation and the local Kenyan Ministries.
For those children who are not visiting secondary school the organization will provide for ‘tailor made’ professional education. In the region there are several well known technical and industrial trainings institutes where children can be trained as electronically workers, welders, plumbers or tailors, carpenters, tailors, interiors design, dressmaking, etc. 

The Organization will provide for several types of evening classes and day classes.

3.4 Re-integration
As we know for a child’s growing up a family life will always be better than a life in an institute. The Organization will therefore develop activities to re- integrate children in their families. Trying to identify income-generating activities for these families is mostly a condition for re-integration of the child for poverty is often the leading factor of the child having come to Upendo Children’s Home.

A trainings- and micro credit program for women to learn a profession and/or start small businesses will have to be worked out during the 2009-2012 strategic plan.

Reflecting this subject of re-integration of children into their families there are no facts at this moment that might lead towards a high grade of optimism. Still it is a main goal of the Organization to bring children back into society. Still it is sure that the staying of the child in Upendo Children’s Home and the education of the children that will be provided for will have a sustainable, positive impact on the child’s future life. Preparing the child for re-integration into society each child has to be monitored closely on the individual level and records are being held on its progress.

3.5 Preventive activities, community outreach
As mentioned in chapter 2.4 the creating of income generating projects is an answer on poverty, the main cause of children coming to Upendo Children’s Home. The Organization therefore organizes meetings and women groups in establishing income generating activities.

The main focus on community outreach is awareness raising on a number of social- healthcare- and society-related issues. Community outreach takes place on an individual level, through home visits and through organising women groups. The social worker of the Organization will play an important role in the community outreach activities.

The Upendo day-care program that will be organized in 2010 is serving the possibilities for women to raise some family income as well as it is sustaining the development of small children (3-6 years). The Organization will provide for 2 healthy meals per day and for a nursery- and pre-school infants education day- program.

The Organization plans to start with 1 group of 25 toddlers maximum in 2010. The day care program can be organised in The Upendo Children’s Home at day times when the in- house children are visiting school. The need for day-care programs in the Majengo area is high. Therefore the Organization will have to provide for at least 3 classrooms for a day-care school on the Upendo plot in 2010.  Sponsors have to be identified to provide for the building- and furniture costs and exploitation costs.
3.6  Infrastructure
Next to the main building and the annexes the site of Upendo Children’s Home includes a farm and a chicken farm.
Farming is one of the most important income generating projects for the exploitation of

Upendo Children’s Home and the derived projects. About 2,5 acres of the purchased land will be prepared for farming vegetables, fruits; keeping cattle ( cow and goats) and a chicken farm with young chicken to raise, chicken for eggs and chicken for slaughter may provide for a regular  
income base. At least it is to expect that this will after a while provide the daily requirements for dairy products, fruits and vegetables. In the plan is also taken the view of providing for profits by selling to the market.

Farming also is allowing the children to get acquainted with animal rearing and farming.

To provide the projects with healthy tap water a borehole, pump and water storage will be set up. In the close area the drinking water scarcity is not extremely high. There is a community well in the village.  

A children playground will be arranged in the backyard of the plot. This allows the children to relax, play and socialize in a safe area.

As can be foreseen now the building and the extensions for the aimed projects for the 2009-2012 period will include the following:
	Overview and estimate building Upendohome Project Euros
	(building period 01/08/2009 – 01/04/ 2012
	 
	 

	Priority
	Subject
	Buy/Build
	Furnishing
	Period
	Remarks
	 
	 

	1a
	Land
	32.000,00 
	1.000,00 
	 
	Building license per 1/11/2008    
	 

	1b
	Wall + Fence
	9.300.00 
	 
	August   2009
	
	
	
	 

	2
	Volunt. + Staffhouse
	11.900,00 
	1.500,00 
	             Sept     2009
	
	
	
	 

	3a
	Mainhouse  
	45.000,00 
	6.400,00 
	             January 2010
	  25 children max.
	
	 

	3b
	Borehole, tank, tower
	15.000,00 
	 
	December   2009
	
	
	
	 

	3c
	Laying out Farm
	2.500.00 
	 
	             January 2010
	
	
	
	 

	4
	Officeblock
	9.000,00 
	1.500,00 
	             March      2010
	
	
	
	 

	5
	Managershouse
	10.500,00 
	1.500,00 
	            December      2009
	
	
	
	 

	6
	Car
	8.000,00 
	 
	            April 2010
	
	
	
	 

	7
	Playground
	3.500,00 
	    
	            April 2010
	
	
	
	 

	8
	Chickenfarm + 100 chicken
	4.000.00 
	1.000,00 
	            April   2010
	 
	 
	 
	 

	9 
	Building 3 classrooms  
	  18.000,00     
	 1.500,00   
	                     2010 
	 
	
	
	 

	10 
	Building 3 classrooms 
	  18.000,00 
	  1.500,00 
	                     2012 
	 
	 
	 
	 

	    11
	Extension first aid post
	    9.000,00
	 1.000,00
	                     2012
	
	
	
	

	    
	 
	 
	
	                   
	
	
	
	

	
	
	
	
	
	
	
	
	


Specified estimates of the projects mentioned are available separate from the 2009-2012 plans.

3.7 Organization Development
As far as can be seen now Upendo Children’s Home can open its doors in April 2010. It   expects to welcome the first children during May 2010. A new staff has been formed by then. The social worker who will be employed as soon as relevant has been trained by  befriend comparable organizations as Upendo Children’s Development Organization is. Family visits and connecting authorities to analyse the urgent problems in the area can be started. The year 2010 can be seen as the pioneering year in which the Organization starts its development. It will learn and develop over the years. An important condition for Upendo to be able to offer the services that are planned is that the organization must maintain and develop a professional level of the staff. The Organization has to be pro-active and anticipating the relevant staff expertise and the sustaining relevant organizational tools and a adequate infrastructure like buildings, equipment, transport, furniture.
The staff can be seen as the most important creators of the success of the Organization. They must be well equipped and remain well equipped for their tasks. The Organization will provide for staff training and development by courses, workshops, etc.
Tools as a formalized system of staff policies as job descriptions, selection and recruitment tools and logical award systems have to be developed during the 2009-2012 period.
In 2010 a professional staff will be employed as follows:

· operational manager, 
· social worker;
· 1 mama for child care per 12 children;
· first aid nurse;
· day- class teacher;
· farm manager
· security watchmen

Sollicitating for donors to provide for a part of the employees salaries is a must in 2010.
A document in which crucial domestic rules will be formalized by the Board will be formulated to secure the moral and behaviour standards of the organization and to sustain the prevention of unwanted behaviour of anyone in the Organization.
3.8  Organizational Structure

To be able to execute the plans as outlined in an efficient and transparent way a Kenyan NGO has been registered in 2008 by the name of Upendo Children’s Development Organization under the registration number OP.218/051/2008/0136/5373. A constitution has been discussed and has been submitted to the relevant authorities for registration. This document lays down the strategy, the development, management, responsibilities and the supervision of the organization as well as its financial administration and accounting.
The Board of the organization has been appointed in 2008 and comprises a Chairperson, Secretary and Treasurer as well as 2 members, making a total of no less than 5 persons.

The Board provides for the general direction, guidance and support and monitors the activities of Upendo Children’s Home and the Projects. Also some Board members additional benefit may be that some members can advocate with the relevant persons or institutions on behalf of the organization.

The daily operational management of Upendo Children’s Home and of the projects comprises of the Operational Manager and his staff. The Program Manager of the organization who is also the Secretary of the Organization Board supervises and facilitates on behalf of the Board the activities concerning the development of the strategic plans and goals of the organization layed down in the strategic planning 2009-2012. The collective responsibilities of the Management are the following:

· to ensure that strategic plans as laid out and agreed upon are implemented in time,  

      efficiently and effectively;

· to coordinate the translation of plans into more detailed action plans;

· to address and coordinate daily issues as they may arise;

· to liaise with Government and other NGOs where it concerns the interests of the organization, directly or indirectly;

· to report on progress of the activities and finances to the donors and to the Board;
· to be answerable to parties for any questions.

The Program Management of the Organization is carried out from Upendo Children’s Home. A small office and reception will be established for the accessibility and visibility to visitors.

Reporting, monitoring and evaluation
The Board monitors Upendo Children’s Home and the Projects through submitted reports as well as through its own observations. Comprehensive reporting takes place on both quarterly and annual basis. The reports are presented to the Board, the Daraja for Children Foundation in The Netherlands and donors, encompassing all of its activities and financial flows. Monthly narrative reports are given to the Board as well. The financial administration is annually audited by external auditors and an auditor’s statement is issued.

The staff will have to review its own performance as well. Evaluation staff sessions will be organised 3 monthly to evaluate progress against original plans. Successes and failures will be analysed and activities reviewed.

Upendo will prepare its plans within the frame work of its mission statement and overall objective. Plans are developed and worked out in action plans by the management and presented to the Board for review and comment. The financial support of any plan has to be provided for and secured. A continuing dialogue between present and potential donors will be taken care of. The Program Manager will communicate on a regular base with the Dutch Foundation Daraja for Children.

The multi-annual plan 2009-2012 may be subject of review and adjustment when ever this may be necessary. 
4. In Conclusion

In this document Upendo Children’s Development Organization has given an overview of its vision, mission statement ad its goals for the period 2009-2012. Its direction for the coming years has been set by the Board of the Organization and will be implemented by its management and staff.

The organization foresees to achieve the exploitation goals of Upendo Children’s Home for the next 3 years at an annual budget of approximately Kshs 3,531.000 ( € 33.000 )  based on a number of 24 in-house children.  
The budget for the various project development goals of the Organization is developed separately as follows:

Annual exploitation day-care program for 1 group, including food outreach is KES 1,152.600 ( € 10.772,-.) in 2010, increasing to KES 3,457.800 ( € 32.316,= ) in 2012 for 3 groups.
Building costs of 3 classrooms and annexes for day-care programs in 2010 KES 3.500.000,( € 32.720,=)
Extension building first aid clinic in 2012 KES 900.000,-
Annual costs maintenance of buildings and materials KES 200.000,-
Upendo Children’s Development Organization thanks its sponsors and well wishers for their response on behalf of the Kenyan children who deserve our love and care so much! 

We are hoping that this strategic 3-years plan will inspire the positive interest of many donors for Upendo’s grow and development.
Upendo Children’s Development Organization
Mombasa, January 2009
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