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ABSTRACT

Delivering social good missiarin the form of project is not nevbut sometimeseven the project participants
may have theconundrumsif the project exists or it may not be oriented toward project management
requirementsThe authorgNg and Ip)of this paperco-workedon a social good projecrgansedby a nonrprofit
organgation (NPO) aiming at promoting the awareness of ethical consumpéind consuming fromsocial
enterprises and fair trade mercharfswas impressed by the effectivenedgshe ethical consumptioproject
comparingto the fundraisingprojects she previouslgonduded as a social worker in a najovernment
organgation (NGO). Ng and Ip decided to deep dive intite casesand developed this paper atterimg to

identify success factothatlead to effective project management in social gomjects

The researchpproachfor this papelis based on reflection bp who wasone of the key persorns the ethical

consumption and fundraisimgojects In each projectnotes and observations were maintained and latertosed
reflect andunfold the project history. Ip vadated her research findings witht least one other management
partidpant in eachprojectusing operended interview techniquéhis is aparticipative action research (PAR)

approachhatcanlead to deep insights about wigatually happenand is aquantitative method

Thetwo case studies suggebatthere are eight success factors thatentiallyaffectthe success of social good
projects.They are setting a realistic but strategic project gaalright mix in the team compositipa formal
project managerbreaking down measurable ggadsbalance meeting agendaapturing and applying lessons
learnedcontinuously settingmoderate closure with diverse bridging tfes social capital optimization and

achieving beyond measurable project goalupport the upper organisational goals.

Nevertheless,his research has its inherited limitations from qualitative research with a small number of case
studies,the findings cannot be generalised to represent the situation of a typical socigirgpatd The data
collected could be biased@he paper contributes to organisations to learn from the case studsesa@ssful
factorsfor social goodorojectsandprovides insights to practitioners what project managememtn contribute
to social goodprojects Academically, thigpapersupplements the existing researchégroject effectiveness in

NGOs and NPOs arstimulates further research in thésmwledge areas.

Keywords: Social good projectproject organisation structuresamcomposition leadeship, project life cycle,

social capital



1. Introduction
1.1 Background
This paper was a joint paper initiateyone of the authorsNg. Ngis a new comer tthe social enterprise arena.
Shejoined the Fullness Social Enterprises Society (FSE&)nonprofit organisation (NPO)asa volunteer in
late 2012andplayedthe project manager role tife Ethical ConsumptiorMonth (ECM) 2012projectorganised
by FSES She is a veteran IT project managei obtainedher Doctor of Project Management degree frim
RMIT University, Australiain 2012 While she led the ECMproject she learnedrom some team members that
the title— project manager, is almost unheandrojects for social good purpageut of curiosity Ng talkedto
Ip, the second auth@nd theresearcheof this paper to understand more from Ipeevious projects as sheds
experiencedocial workerlp graduated with bBachelor degree of social work from CUHK. After her graduation,
she worked in noigovernment organisations (NGO) as sociatker for five years until 2011 when she moved
on to her current job the secretary ofair Trade Hong Kong Foundation (FTHKp was one of the two
representatives from FTHES ceorganiselin the ECMproject When Ng asked Ip to compare ECM 2012 and
Ip’s NGO project experience, lagreed that the process of running projects in her NGO experience was
significantly different from her ECM 2012roject experience. She was impressed by ¢ffective project
managerant process and the outcomcee@d the planed goallp sharedher fundaising projecexperiencen
one of the NGOs she worked faith Ng. They sawthese social good projects shared some similarities while
experienced major differences in the project managememrienceThey jointly prepae this paper and attempt
to identify essential project management characteristiat future social good projectsan takeinto

considerationgor moresuccestll projects.

1.2 Objectives ofthe paper
The paper aims atomparingsocial good projectghrough two casestudiesfrom acalemic and practical
perspective It compare and contrass the two caseson essentiaproject management characteristict

attempts todentify keyfactorsthataffect theeffectivenessof social good projects.

2. Theoretical Underpinning

Project management has come a long way from its origins in engineering and consindctsbries It is now
applied in allindustries and in all functiorsnd widely adopted in activities that can be classified as a groje
That is wherthe activity is temporary in nature, has the objective to create a unique product, service, or result
and has definite deadline and budget. As per Project Manag&udygtof Knowledge RPMBOK) of Project
Management Institut@PMI), project managemeig definella s “t he appl i cati os,amf knowl
techniquedo meet the project requiremehtdMI, 2013, p. % In the NPONGO sector their nature of work

may be differenffrom the commercial and publicsectors, however, they also have Hasneneed to utise

limited resources to achieve the@quirementsn a definite peaod of time. Executing NPOIGO activities in
project mode imot urcommon.However, as per Ip, project managemi a common role in these sectors.
Scholass (Spolander & Martin, 2012and practitiones (Carney, 201} researching in this arena also highlight
that project management in the projesfdNPO/NGOare not the same as commercial projeBescent years,

there seento haveincreasing awareness that project management techniques are crucial to project success, PMI



also establish théeam pm4ngos Wwww.pm4ngos.ory This papermay provide insights to reaechersand

practitionerswith interest in similar arenagiive common projectcharacteristics will be discussed namely:
project organisation structure, project team composition, leadership, project life aiydlepcial capitalThis
paper will identifythesefive characteristics itwo cases in thelPO'NGO sectorand look for clues for effective

project management practicespirojectfor social good

When a organisation initiates a new projedt will set up a new project organisatiolhere arevarious
organisational forms and structures that can be addptgutojects Table 1 below shosva spectrum of
organisational structure of projectas proposed by PMIf the project nature isionrcomplex repditive or
infrequen, the organisational structurshould be towards the functional structur#. can be owned and
completed within a function of an organisati@n the contrary, if the project is unique, esfé or complex and
the main (or sole) purpe of the organisation is &xecutethe project, lte organisational structushouldbe
towards the projectised structure. Other projaglisbe organised in a structutteatfalls between thee two ends

of thespectrunm(see Table 1)

Table 1: Influence of organisational structure on projéekdl, 2013 Table 21)

Organization Matrix
Structure

Functional Projectized
Characteristics Weak Matrix | Balanced Matrix | Strong Matrix
Project Manager's ) Low to Moderate High to
Authority Little or None Low Moderate to High Almost Total
Resource Littl N L Low to Moderate High to
Availability ittle or None ow Moderate to High Almost Total
Who manages the Functional Functional Project Project

5 Mixed M M

project budget Manager Manager anager anager
EE;J: ot Manager's Parttime Part-time Full-time FulHtime Full-time
Project Management . ) )
Administrative Staff Part-time Part-time Part-time Full-time Full-time

Project isdeliveredby people.The makeup of teams is vital of the project succ€berefore, e project team
compositionis essential to project succegsteamincluding the mix of cultures and personalities can make or
break its effectiveess Homogeneity and heterogeneitf team compositiorhave different benefits and
drawbackqHiggs, Plewnia, & Ploch, 2003les & Hayers, 1997Shaw, 2004 Watson, Kumar, & Michaelsen
1993. A homogeneous teanmcludes people who have similar points of view, learning abilities and life
experiences. Members of a homogenetasnis likely to have an easier time of comprehending each other's
verbal and noverbal communications arfthve more shared experiences in commbimere are likely benefits
such aslower conflict potential, greater team cohesion, better communicatjorgter trust, and enhanced
implementation.(Higgs et al. 2005 lles & Hayers, 199) The similarities can, to some extent, avoid
misunderstandings, prejudices and, arguably, speed up work processes and the completion of tasks, although this
is not always thecase Personality conflicts can occur within homogeneous teams as easily as within

heterogeneous tean’ss opposite to homogeneity is heterogeneityeterogeneous teamcludes a mixture of


http://www.pm4ngos.org/

cultures, backgrounds and ages that provides a wider rande ekfieriences and opinions. Theyy present
difficulties of communication and comprehension, perhaps leading to tension, conflict and confusion. However,
heterogeneity allows more varied perspectives and the consideration of a broader range of ogtions an
alternatives. It can positively influence the quality of problem solving in grilgss& Hayers, 1997 However,

as per Higgs et a(2009, Diversity was found to be positively related to performance for complex tasks and
negatively related for straightforward tasks ( p g . 22 7) . (1997 shagessimikar vidwa gomtr thsat
“diversity poses mostfticulties for coordinative tasks and offers most benefits for creative’tgshs. In1 0 8 ) .
additional to homogeneity and heterogeneity as team composition charactensticsjects for social good

there is a additional composition— volunteer that daes not exist in commercial projects. Volunteers are
essential to project success in these projects. There are not just temporary rdsatusoesces oftalents
Nowadays theyare crowned as knowledge vohteers(ARK, 2010 To, 2010, skills-base volunteerNSKN,

2013 or pro bono(CNCS, 2008 Ward, 2013 (meaningpublic good) volunteerdUtilising these volunteers is
aboutleveraging their knowledggprofessional expertise, experience and even personal netigosk®ngthen

the projectorganisations, build and sustain their capacity to successfully achieve their missions.

People working irgroups are always led by leadeegtherformally or informall. There are lots of schools about
leadershipstyles(Avolio, 1996 Avolio, Waldman, & Yammarino, 1991Scholl, 2003 Turner & Mdiller, 2009.

In the simplest form discussed by Sch(D03, there are two fopad categories of leadghip approach to
influence. Transactional leaders vighe leadeffollower relationship as a process of exchange. They tend to
gain compliance by offering rewards performanand compliance or threatening punishment for non
performance and non compliance. Transformational leaders, in contrast, are more visionary and inspirational in
approach. They tend to communicate a clear and acceptable vision and goals, with whichesnogloyaentify

and tend to engender intense emotion in their followArslio (1996, p. % propose a more complex model and
illustrates leadership styleis Figure 1as evolving in maturity of leaders and followers moving from a
laissezfaire through passive and active management by exception thtougimstructive transactional then to
transformati onal |l eadership that empl oys the four
intellectual inspiration and individual considerati@n the othethand, he effectiveness of a leademcaome

from power. The five classic sources of povim French& Raven(1959 can be applied to understand the
source of powerand hence the style of leadersHipgitimate powers positional powerijt is derived fom the
position a person holdfkeward pwer is the ability of a person to influence the allocation ofeintives
Coercive pweris about he person's ability to infence others via thats, punishnrés or sanctionsReferent

power comes fromothers respect and like the persanastly, expert pwer is having kowledge as power;

possessing knowledge or expertise in a particular area.



Gaining trust, respect, and confidence: setting

* 4 I's - |dealised influence
high standards of conduct, a role model

Inspirational motivation
Intellectual stimulation
Individual consideration

Avrticulating the future desired state and a
plan to achieve it

41s Questioning the status quo and continuously
innovating, even at the peak of success

Energising people to develop and achieve
their full potential/performance

« CT - Constructive transactions - Developing well-
defined roles and expectations to achieve desired
performance quality

* MBE(A) - Management-by-Exception (Active) -
Searching for what's done wrong, not what’s done right

MBE(P)

* MBE(P) - Management-by-Exception (Passive) - Focussing on
mistakes only after they have occurred and patching problems

* LF - Laissez-faire - Avoiding leadership: abdicating responsibility

Figurel: A leadership style progressig¢avolio, 1996

With the formation of projet team and leader assignadproject goethroughthe project life cycleThe project

life cyclerefers to a logical sequence of adie$ to accomplish the projecbjectives It is the series of phases

that a project passes through its initiationnpiag, execution, monitoring and control and clog@®ll, 2013.

Project initiation is to define aemv project by obtaining authaation to start the project; project planning is to
establish the scope of the jwct, refine the objectives, and define the course of action to attain the project
objectives; project execution is to complete the work defined; project monitoring and control is to track, review
and regulate the progress and performance of the projeptcipclosure is to finate all activities to formally

close the project.

After studying he four project characteristics project organisation structure, project team composition,
leadership and project life cycle that are common in all types oégisihis paperalso explores the social

capital aspect of social gogutojects Project is temporary in nature. It is unlikely to have &I&yO or NPOto

possess all the project resources and prepare for the project. With limited funding, the projéetviedambe

innovative to identify free or low cost resources to deliver the project. Moreover, there may be capability and
knowledge constraints that cannot be resolved within the project team. Social capital can be aWidisiogt.

social capital ofan i ndi vi dual or an organisation is about ca
resources embedded within, available through, and derived from the network of relationships possessed by an

i ndi vi dual (Mahapist & Ghoshal, 1298, ip.t24¥®rojects of NGOsr NPOs always involve some
volunteers and / or donors who voluntarily support t
relationships possesseAdspéry’, tlLhaeb iparnocj@)eot&ulb@veumodgl ssat i o n
of group social capitalthey suggest thaia multilevel optimal configuration model of group social capital

where at least mimal levels of the different closure and bridging conduits through which group social capital
resources flow must be maintained in (on578)eTheyseathati mat el
AiThrough the ¢l osur e aoomectedaby streng relatpmshiputips bemefitftom ensbedded

and dense networks in a closed gro((oleman, 19881990. The brokerage mechanism, in contrast,

empha i zes the i mportance of bri d¢i 578). Figure® elow ssmanect i ng



illustration that groups with total closure without bridging conduits or groups with no closure but with diverse

bridging ties are both sutyptimal.
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Figure2: I'lTustration of GirGhetal, 28006Fgwe3al Capit al Conduit

3. ResearchApproach
The research approaébr this paperis bagd on reflection by one of the authols who wasone of the key
personsn both projecs. In the NGO fund raising projext{FDR 2008 and FDR 201,03he wadull time in the
role as project manager though she was not given the title. In the ECM 201@&, mogewaslenost fulk-time on
the project She were deeply engaged in éiseprojecs and totally immersed in the lived experience of the
projecs. In each project, stes and observations were maintained and latertosedlect andunfold the project
history The strengthof this approach has beént t aps into the rich data and a
emotions surroundg the case stiek (Ng & Walker, 2007. The weakness of the approachhiat it issubject to
be bias. In order to counter this weakness;slmotes and observations were validated by at least one other
management participant in da@roject using opeended interview techniquelhis is to ensure thater
interpretationdiave been reasonably and credibifyecked Various scholars such &ginter and Thomag2004),
Cicmil (2006 andCicmil and Hodgsoi{2005, explorethe knowledge that can be gained from being a reflective
observer orbeing apartidpant in the researchThis participative action research (PAR) approach has been
suggestedo lead to deep insights about whattually happens that cannot be replacedsimveysor other
quantitative method@_ennie, 2006 Mclintyre, 2002 Sense, 2005 This historical approach to case study work
hasa long hisbry and isby usingprocessuaanalysis(Pettigrew, 199Yriding onthe concept of reflection on
practice(Schon, 198B It is appropriate to study thieeep context ahunderstand how key historical evetad
to differences in project outcomesn this paper, the focus ishow the key characteristics of project
management project organisation structurprojectteamcomposition leadershipproject life cycle and soai

capitalaffectsocial good project effectiveness

4. The Two Case Studies
4.1. Introduction
NPOis a group organized for purposes other than generating (aofibell, 2013 and NGOis a form ofNPO

but offerstwo different, but often interrated, types of activity the delivery of services tpeople in need, and



the orgarsation of policyadvocacy, and public campaigns in pursuit of social transform@tenis & Kaniji,
2009. In this paperit is not going to distinguistlNPO and NGQand will treat thermas one sectolLimited
human resources and financial funding alwaysconstraints oNPOsNGOs. For bettercontrol the funding,
concepts like lump sum graand projectbased fundingHKCSS, 2013 are implementedProject characterised
by aiming at achieving specific goal within a definite periadilising an amount of fundings a common form
of delivery in NFOsSNGOsto achieve theimissions Whenthese projects aim aenefiting a powerless segment
of the populationwe generalise such projects as projects for social good to cahiwasfocusng on business

benefits omprivate good

In this paper, we compatwo casesThe first case- FDR, includestwo fund raising projectof an anonymous

NGO - AssociationABC. The second caseECM, is a project aimedt raising thesalesof social enterprises

and fair trade merchantirough a series of social awareness programmes organised by the Fullness Social
Enterprises Society (FSES) whichregistered as AIPO. Both are Hong Kong caseBhe common person in

both cases is Ip, thparticipative actiorresearcher of this papeip has worked for AssociationABC - an
organgation serving children withspecific learning disabilitiedor four years and experienddwo timesthe
bi-annual fundraisingvent for ABC. This is th€ase 1of this paper. The projects were commenced in 2008 and
2010.She was the project manager of the 2008 and 2010 fundraising ptbjgegh she was not titled as the
project managein Case 2Ip as the representative of one of the supporting organisatibmHK, participated

in the ECM2012 project. She wasalmost fultime onthe project. Thesetwo cases are compared as they both
aimed at some financial outcomes through the projects. FDR is for raising funds and ECM is for raising
additionalsalesfor social enterprisekfair trade merchant&€ach has itswn social missions to achieve beyond

the financial results.

4.2 Background of Case 1i Project FDR of Association ABC

Case 1 organisationAssocation ABC is aNGO established by the paremtdth childrensuffered fromspedfic
learning disabilities inhe year 1998. Th association aims at prormaj and educang the publicto understand
specificleaming disabilities, and encouriag parentsto shae of their experience and insights in teaching their
children Similar to manyNGOs Association ABC iorganised with a board about 15executivecommittee
membersreporting to the governance bodythe Annual General Assemblyfhey are elected inthe Annual
General Assemblgvery two yearsnd theirtenureto serve the associationtiso-year. They are H volunteers.

Figure 3below is the organisation structure of Association ABC.



Annual
General Assembly

Board of
Executive Committee

- Parent
HK Island District Parent Support Hotline
Kowloon District Youth Support Newsletter
Kwai Chung L
District Fundraising
Tin Shui Wai Policy and
District Advocacy
Tseung Kwan O
District Research

Tuen Mun District Staff

Figure3: Organisation Structure of Case 1 organiation

Association ABCorganises selfelp groups made up @bluntaryparentsof childrenwith the specific learning
disablities in sevendistricts Periodic gathering of parents are arranged in each district and may seek help from
the staff of Association ABC on neededsis.In addition, it establishegariousworking groupsto support the
different missions of the associan. Members of the executive committee are named to drive the activities of
thework groups They may seek support from the staff when requBetveentheyeais 2008 and2010, ABC
employedbetweentwo to sixstaff depending on thavailablefunding ofthe year All except one othem have
eithersocial workor social scienceducationabackgroundThe only exception onis the staffresponsible for

the administrative and clerical taskThe other activities, parent hotline newsletsge alsois managd by
voluntary parentswith necessary support frothe staff Fundmisingis one ofworking groups It serves the
purpose of raising funds for tlessociationand is responsible for thiegularflag selling,donation activitiesand

the bi-annual fundraisng projecs. Based on the objective of the association, a largeigpulareness
campaign- ABC Gala,is organsedevery two yearThe objective of the campaigmareto encourag¢he general
public to understand specific learning disabilitiesproveliving qualityof thesechildrenand alsaaise fund for

the association. It consists of sevepabjectssuch as' F wuaisthd, ‘Specific LearningDisability Children
Performanceand othersin 2008 and 2010, when lpas one of thetaff of ABC, she was onef the members

of the fundraising project of th&BC Gala. A temporaryproject team waformedandmade up othe members

of the FundraisingWorking Group (seerigure 3 and a few newweam memberaho were the existing staff and
parttime placement studentThese are theCase 1projects(FDR 2008 and FDR 20J0of this paperIn both
years, the fundraising target weet to beHK$500,000.

4.3 Background of Case 2i Project ECM of FSES

FSESis aNPO aiming to be the thought leader in the social enterpris@gement in Hong Kong. Through
applied research, publication, and dedicated training, FSES provides insight and intelligence to social enterprises
practitioners in Hong Kondt was set up by Fullness Christian Social Enterprisg011(FSES, 201Band does

not havepaid staff The executive team is made up wdting members who arenowledgevolunteersconing



from various professionals and mainly with thesiness sectdbackground.Most activities are managed in
project brmat except membership, knowledge managemetdrenunication and administration work. There
are smallworking groupsin charge to these activitie&. significant percentage of them have common religion
Christianity. They may be some retirees and sawtirees while many othetgve a fulitime job or business of

their ownto operateFigure 4below is the organisation structure of FSES.

Annual
General Meeting

Board of
Voting Members

Membership Project: Business as Training
Mission Forum
Knowledge () _
Management Consulting
E-Communication Project: Ethical

Consumption Month

(Ecm +—RUOHEA)

Administration

Project: Publication of
the year (e.g. 10% Swap
for Good +{7—%2)

Figure 4 Organisation Structure of Ca2@rganiation

The project- Ethical Consumption MontfECM) was a completg new initiative of FSESand was emerged
from May 2012 Four core organising committeemembersof the “Fair Trade Fortnight 201ZFTFN)"
programmesaw thatpublic awareness campaitjke FTFN need continuityin order tosustainany social good
purposs sich as promotinghe behaviour of buying fair trade produttssupportliving of the producersin

July, the decision was made to commence the ECM 2012 prigegromot the awareness of ethical
consumption It is about consumers exercising theamsumpibn choice consciously. Every single purchase at
each social enterprise or fair trade shop is an effort to help sustain that enterprise to provide emmoym
affordable services to marginalised communities. Therefore, the BT projectencouraged caumers to
consider choosing one purchase outenf to patrorde a social enterprise or fair trade shop whenever they
neeckd to spend.FSES took the leadership role to recruit knowledge volunteers to form the project team.
Gradually, the project team wastablished ad formalised in SeptemheYolunteers came in and out of the
project, and 21 volunteers wezensidereds the core team members of ECM 2012 projHut. target was set to
raise the sales of about 60 selected social enterprises and faishicgeinthe monthbetween mieNovember

to mid-Decembeby HK$ 1 million over thepreviousyear same peridd sales volumeThis target waset based

on both theesultsof similar activities such as FTFahd the rough calculation @0% of the sales voluenof 60

averageHong Kongsocial enterprises in one mofghtime(Kee, Kan, Ng, & Ip, 2013

5. The Findings
After looking into background of the case studiéss sectionis going to preserthe researcHindings. Table 2
below summarises the project characteristic€ase land Case 2in terms of project organisation structure,

project team cmposition, leadership, project life cycle, salcapital and project outcome.



Table 2 Summary of project characteristics@dse landCase 2

Case 1l

ABC6s FDR2008 /

Case 2
FSES6s ECM 2012

1. Project
organiation

structure

WeakMatrix Structure

Formalproject management structuras
missing;

Formal Project Managexas not
appointed;

Existing staff absorédthe project work

Projectsed structurg

Formal project management structure
Formal project manager appointed
Volunteers + temporary staff delivered the

work.

2. Project team

composition

Homogeneous Teagm

5 to 8 nemberswith 3-5 yearsexperience
with association ABC,

Most members hav@milar project

experience

Heterogeneous Team

Around 21 volunteers from diffemée
industriesand professionajs

Most memberfave ittle or no experience

on similar project.

3. Leadership

Transactional Leadship,

Managemenby-exception (passive)

Transformational leadership style;

Inspirational motivation

4. Project Life
Cycle

No formal projecimanagement
methodology;

Goal was top down with high level break|
down;

Project succesand risk assessments wer
absent;

Activity planning and resource allocatio
were not tied to project gaal

Monitoring and tracking was infrequent
and focused on issue nagement ratire
than project success measures

Project result was unsure until project
closure;

Lessons learned in 2008 weraptured but

mistakes wer@ot rectified in 2010

Worked according tonethodology

Project galwasshared

Project succesand riskassessments were
built in the project management processes
Al | activities’ out
and tied to the project goal,

Monitoring and tracking was frequent,
information was open and shared;
Commercial measures, tools and processg
were appli€;

Project result was predictable
Lessons learned were captured immediate
and applied in the following activities withi

the project

5. Social capital

Strongclosure group

Total closure with no bridging ties

Intragroup horizontal bridgingroup
Low-moderate closure with diverse bridgin

ties

6. Project

Outcome

2008:31% of target

2010:28.8% of target

134% target + additional social return on
investmen{SROI)




5.1 Project organisation structure
InCase 1FDR 2008
appointment of project managdrhe fundraising targgiHK$500,000)was given tahe Fundraising askforce

a n dorganx&ionstuttiyevese basically the same. There was no formal

made up of thé-undraisingWorkgroup (seeFigure 3) members withsome additional resourceln 2008, tke
FundraisingTasKorce was led by thechairperson of the executive committee together with four executive
committeemembers; they guidevo full time staff (including Ip)andtwo part time placement studentsown

the fundaising projectlt was estabhed fewer than four months before the2008 ABC Gala eventof2010,

with the fundraising target remained unchangedtdbiorce size had reduced to tlobairperson, three execute
committee members and two fdiline staff. However, this year, thaskKorce was formed seven month&fore

of the 2010 ABC Gala everdate Monthly meeting was commenced to review project progress from the
taskforceformation date to the end of ABC GalBable 3 below summarises the characteristics of the FDR

pr oj e c siaional ohargceenstics.

Table 3 Characteristics ofase 1 FDR Projecs

Project FRD 2008 FRD 2010
Fundraising target HK$500,000 HK$500,000
Taskforce leaders Chairperson Chairpersor{joined in 8"

4 Executive Members

Monthly meeting;

3 ExecutiveMembers

TaskforceMembers

2 existing full time staffand

2 parttime placement students

2 existing full time staff

ABC Gala Event Date

Early December 2008

Mid December 2010

TaskforceFormation

Late August, 2008

Mid May, 2010

Total manpower

2 full-time persons*3.5 monthsg 22
days/monthe 154persondays

+ part-time placemenstudent hours
+ taskforceleader hours

+ volunteer hours

2 full-time persons * 7 months
22 days/montlks 308 persondays
+ tasKorceleader hours

+ volunteer hours

Project Catrol

4 times nonthly meeting

7 times nonthly meeting

The organisation structure A BC c an b e

classified as

we a k (PMia2013i x

definition. In the daily operation, ABC is basicalyr gani sed in a functional
delivers services at one of the seven districts or perform daily operationalhaskforcesare formecdeach year
and take up thebjectivesset for the year. It ifke temporary project teantha take up projeawith specific
objectives on needed basis and draw on existing resources coming from one or more functional haits.
unnamed project manager in FDR 2008 or FDR2010 was Ip, one of themlistaff assigned tothe
FundraisingTasKorce. She took up all the project activities and gain support tdals&orceleaders. However,
without the title as project manager, Ip did not have formal authority to command theastface members,
but only ceworked together as a teafirhe project authority holds by the chairpers@uch kind of structure is

similar to the weak matrix structure listed in Table 1 above.

stru

stru



The oganisation structure of Case-2Zhe ECM project of FSES is completely different from the two FDR
projects. FSESloes nothave a formal structure and there is no-fiie employeelt is led by thechairperson

and operated by a group of voluntary directors. Regular activities are member gatherings and publishing
newslettersPrior the ECM projectmostFSESactivities werealreadymanaged in project badeSES publishes

books and articles each yealelivers sociakntrepreneuriafraining at colleges and universities; and provides
consulting services to NGOs and social enterprises. All these are projects and project ¢efonsiet to
achieve the specific godECM is of no exception, it was delivered as a projé&tie existence of the ECM
project team was purely for the project. Team members were dismistiegleaid of the projectThis fits the
definition of a projectisedrganisation structure (see Table (PMI, 2013. Table 4below summarises the

project characteristics of ECM.

Table 4 Characteristics ofase 2 ECM Project

Project ECM 2012

Additional salestarget HK$ 1 million

ProjectOwner FSES Chairperson

Project Manager New FSES volunteer, experienced IT project manag
Co-organisers Four co-organisers who haw&rong tide with social

enterprises and fair trade merchants

Project eam members 21 knowledge volunteersdm FSES and corganisers
ECM Period Mid November to Mid December, 2012

Project team formation July to September, 2012

Total manpower 1284volunteer days 50 temporary workedays
Project Control Weeklymeeting

The ECM progct was confirmed to gm July. The additionalsalestarget was set to HK$ million with the
consensus of the project team. The project was organised byWi8E®ur coorganisingorgansations They

are all organsiationgroviding a platform to find, connect and supportisbenterprises and fair trade merchants.
FSES' s c lwasiapppiead sisothe project owner of EGBladually, between July and September2l
knowledge volunteeréTo, 2010 wererecruitedby FSES and the eorganiserdo form the project team. The
project manager, Ng, was formally appointed in late Septeriherefore, when the team was in full force, it
was only two months away from the forntaunch of theEthical Consumption Montim mid NovemberProject
work was broken down by key deliverables such as ECM guidehbmazaars, stamp programnumrporate
vouchersales, church talks, and others. Small teams were formed to own key deliverdiilgsa team leader.
With the tight schedulegiwo parttime temporarystaff were recruited to join the team for about 3 months and

weekly meetingwerecommencednvolving all project team membets review project progress

5.2 Project team composition
AssociationABC was established e parents whose childraenffer from specific learning disabilities. They

came fromdiversifiedbackground and thus ABC should havehaterogeneouteam. Factuallyas most of the



executivecommitteemembersare parers whosehaveteenagechildren and havsimilar poins of view towards
the disabilities, their diversity have not played its funciiothe context of ABCMoreover, most of thEDR
Taskforceleadersareexecutive committee members who have been elestbderved inABC for three to five
years Over time, the executive committeeembers assimilate into thefrehaviour thinking andproblem

solving styles of other@iggs et al., 2006 They become more and mdiemogenous in practice

The homogeneity helps the FDR projects in terms of $pgahd loweringcommuni@tion errorsEven though
FDR 2008Taskforcewas formed only four months before the ABC Gatal irfrequentmonthly meeting was
held, the teancompletel theplanned tasksvithout severemistakesdispute or conflicts.However, the lack of
diversity in a lromogeneous groulimits creativity and may potentially get into the group thi@danis, 197p
situation lllusion of being unbeatable, paired with ggarated ptimism and high risk taking; rationalisation of
bad newsbelief in the moral integrity of the group; stereotyping of critics; amd deviation from group
consensus (silence is often interpreted as agreement) arelaraeteristics of groupitik (Higgs et al., 2006
The relative low intervention of thEaskforceleadership team was reflected in the infrequent meeting practice.
This also illustrated the trust on the staff and {iare placementstudentsand it was believed they could
completethe project satisfactorily. However, asmpaing the years 2008 and 2010, theroject taskf the
fundraising projectsvere highlysimilar. There were no breatkrough idea®n how toachieve the fundraising
targetin 2010even theFDR 2008result was a unsatisfactory31% of target The project butcome will be

further discussed in Sectiornob this paper

As for the project team dECM, it is obviouslyto be a highly heterogeneous team. The team composed of
knowledge volunteasr whose are reties or semiretirees from multiple industrial backgroundsnd from
different professionalsMost of them have ngdarticipated in social good oriented projeefore participated in

the ECM projectThe ECM project was broken down by key deliverables and knowledge volunteers with the
right industrial or professional backgmds were assigned too wn ' ttdhdeliver theskkysdeliveratdeAn

exampl e was the bazaar s’ . As FTHK is wel/l experienc
programme, Ip and other representatifresn FTHK were appointed to takée lead in the bazaar programme.

Another volunteer with strong marketing background voluntarily took up the stamp programme to attract the

public to buy from social enterprises and fair trath®ps This is how the ECM project benefits from the
heterogenews team composition. Individualeluntarily joined different subteams to deliver work that could

bestutilize their strengths andptimize theirinterest. Furthermore, with high diversityhé team demonstrate
innovativeness. For examplthe teamintroducedthe term' e t h i ¢ &mhyonel who todkone copy of the

Ethical Consumptiouidebookdenoted that onwas‘obligatel’ spemdHK$1000n ethical consumption.

Neverthelessthe ECM project team also suffered from the drawbacks of being a heteoogeteamMost
people work together for the first time and the time pressure was high. Team members had to deiakdith
leadershipstyles andrariouslearning capbilities of othermembers. Some mighkind it difficult to communicate
and understand otins' ideas and informatiott. also took time to come to consenstikis is one of the reasons

that weekly meeting was impostimprove communicatian



5.3 Leadership

Thesuccess of projectalwaysrelieson the effectienesf its leadetto motivate the followers to work toward

the goalsand missions beyond the project levi projects for social good, there are alwagsial missions or

visions beyond the preft objectives. For examplaghe projectobjective of Case 1was to raise the fund of
HK$500,000and that ofCase 2was to achieve thadditionalsalestarget of HKS 1 milioni n one mont h’ s t
However, they are means sopport the highelevel organisationabisionssuch as having funding actualise

the visions ofAssociationABC or forming a new social culture to suppethical consumption in theociety.

In Case 1the TasKorceleaders (see Tabeabove) of the FDR projects were selected from existing executive
committee members according to their strengths, availability andegttar to the project. From the project
organisation structure perspective, TraskKorce members who were the fitiime staff and temporary patitne

placement studentshould report project progress to and obtain guidance fromatiéorceleaders. ldwever,

from AssociationABC’ s or gani sati onal s-timewstafftraported tptleichpégrsomff vi e w,
the associatiomnd thereforghey automatically took up the responsibilities tire FRD project irthe project

planning, implementatin and evaluation without a named project manaljee. project monitoring and tracking

relied on the monthlyraskforcemeetingwhich normallydid not havesufficient timeto resolveall the problems

or address the ad hagsues raised.lp admitted that aolts of the times she and otheaiskorce members directly

sought help from the chairperson of the association, instegairafto theTaskforceleadersThis has to be with

the fact that the chairperson owns the legitimate, reward and coercive [§bresrsh & Raven, 195%ver the

staff. He is theperson evaluating the performance of the staff, affecting the salary increndeptcemnotions.

The chairperson wastar ansacti onal | e ad e n(Sholh 2003pRegardiggctid@askdrce s d e f i n
leaders, they exercidehe managemenrby-exception (passive) styldescribed by Avolid1996 (see Figure 2)

They simply did not have the time to manalge project details and could only focus on the mistakes thitgr

have occurred and patath theproblems.

In Case 2the situation is very different froBase 1 The ECM project was a corgbely new project initiated

by the dairperson of FSE&nd three other persons fromthe@o gani si ng organi sations.
wasnaturallynominated to be the project owner of ECM 20TAis isnot only because he is the chairperson of
FSES butalso his social status as an expert in the social enterprise s&otiel enterprises and fair trade
merchants respect him for his support to the industry. His devotion to move the social enterprises culture also
made him a renowned person in the publit business sectors. He exercised his referent and expert powers
(French & Raven, 1959n ECM 2012 projectMoreover, as althe project team members were volunteers,
neither the project owner (chairperson of FSES) not the project manager Ng has the legitimate power to
command and control t h ¥olumieers are selfhotiviatedaand performdath@shdareo ur s .
gods, not for rewards or coercionBhey prefer to associate with projects with pride and demand trust from the
project team(CNCS, 2008 The chairperson and project manager had exertissttansformational leadership

style described by Schol{2003. All of the team membersdid not obligate to any person to takertain
responsibilities. The project leadenave to be motivator, build mutual trust and respect within the teésma

form of inspirational motivation as per Avolid996 (see Figure 2)The project owneencouraged the team

members to contribute to the project and apprecidteid ¢ontributio. Hea d o p t epdn baok approachlet



everyoneaccessto all project information, and respedtthe decision and judgment @very subteam
Moreover, hemotivated the team and builp theconfidencdevelthroughthe* e ar | y mall wa rstratedy. s
For examplegvery week the saleswotributed by supporting orgasattions or individuals were reported such that

the team felt théorward momentum and there was hope to achieveaiget

5.4 Project Life Cycle

In Case 1 ABC Gala § a btannual regular event of the association. FBR project will be automaticallyput
on the annual activity plan of the association if that year has the ABC Gala eveptojgue initiation phases
assumed rather than go through formal authoringifmcessThe project formasation began with the formation
of the Fundraisingraskorce with leaders and members named. This begarptbject planning phaseThe
fundraising target of FRD 2008 and FRD 2010 were both HK$500,000. The target was aepgh@dn from
the association andasbased o the amount assi@tion needed. No consideratiorasput intothe capacity of
the team orthe feasibility to acieve the targetThe resource provision ag the available manpoweof the
association (see TabB. The activities ofFDR 2008 and 201@vere highly similarFigure 5below showed the

high level work breakdown of the projeamd thefundraisingtargets of each activity

FDR Fundraising
Project

l
| . I . 1 . | _ 1

Donation on Gala Day

Rafflet Ticket Game Booth Charity Sales Corporate Donations
2008: $250K 2008: 30K 2008: 100K 2008: $105K 2008: 15K
2010: $250K 2010: 50K 2010: 100K | 2010: 55K 2010: 45K

Figure 5 Work break down o€ase 1 FDR projecs

In both2008and 2010 the expectation was each fundraising actiigge Figure 5) could raigke target funds
to achievethe HK$500,000target Different Taskforcemembersvereassigned to own the activities and formed
subteams. Each suteam wasresponsible to plan the detail§he attention had been how to execute the
activities rather than how to achieve the targéfghout a formal project manager, fdlme staff had to be self
reliant and sought out the solutions the project execution phasevery subteam wasoverloasgkd and
everyonetried to recruit additional members or voluntekrsk for resourcesn order to complet¢he activities
under oné&s chartersAn example is tat one member ofhe Charity Salesubteam aked her friendo borrowa
popcornmakerto helpthe fundaising by sellingpop corns during thegala Howevereveryone waserribly busy;
there was a lack afoordination anccommunicationOn the gala dayhoseearly arrival teanmembersknew
nothing abouthe sizethe packingor the machine arriad time. Consequentlythis led to damage of the machine
and the association nesdito indemnify therepairfee At the same timehe ABC Gala organising committee
also recognizedthe overload issue in the FDR 2008 projecid recruited14 new membersto hep the
FundraisingTasKorce three weekdeforethe ABC Gala day. The team size was then three time®riginal
FundraisingTasKorce's size! Thesenew members shad the workload ofspecifictasks and more importantly
helpto spread the messagdout theABC Gala thatimprovedthe promotioal work andhoped to have better

fund raisingresult



In 2010, when the same event wasrue, unfortunately, similar mistakes were repeaf€de FDR 2010
FundraisingTasKorce leaders stillassumd that each subdeamwould naturally achievethe expected target
without practicallyreviewedtheir capacityvasactuallylowered than thadf 2008 In FDR 2010, the fundraising
target through Charity Sales was setHi§$100,000 However, it was later found out théite venuedid not
allow salesactivities. This severelydamagedhe FundraisingTaskorce's morale.By the time this problem was

identified, it was too late t@hange the gala venue.

There wereproject monitoring and controln the FDR 2008 and FDR 2010 projedtowever, he monitoring
and control focused on the execution of the activities such as arranging resources to manage the Game Booth,
printing raffle tickets and distributed to members of Association ABC and the like. Wasre lack of risk
assessment,periodic check on the likely outcome of the projeot quality check This is a
managemenrby-exception in passivenodeleadershigstyle (see 5.3 aboveAnotherexampledemonstrating the
passive management stytein the raffle ticket sales situationn both FDR 2008 and FDR 20i#ojects the
fundraising targets from the sales of raffle tickease beerb0% of the overall targets.In 2008,the potential
low response rate frorthe general members of the associattorbuy the raffle ticket and the fatigue ofthe
Taskforcemembers ha not been revieweduring the project durationMany raffle tickes were printed and
distributed to members of associatitt only 38%were soldin 2008 Without understanding the cause behind
the low response rate) RO10, the same target was set to raffle ticket sales. Unfortun#elsesponseate was
evenworse;it was only31% of target The FundraisingasKorce only knew theraffle ticket sales outcom&hen

the deadline of collecting funds arrive®ossible orrective actiors such asending additional -eewsletterto
urge supportliaising with corporationgo buy the raffle ticketor seekingexternalhelp, had not benimposed
Nevertheless, after the ABC Gala day, an evaluation meeting was conducted totemibyect closuren the
meeting, the problems and issues faced by the Fundrdiasiprce were listedandthe effortand contribution

of the taskorce members wereecognizedby the chairperson of Association ABThe fulktime staff of the
associabn were responsible tacollect the fund rasing sales figures from the fivactivities (seeFigure 5,
collect unsoldraffle tickes andproperly document all datd@hey also followed through to send messages to all
the volunteergo thank them for theieffort and support; tthe performers and all othearticipatingpartiesto

build up long term relationship for association.

In Case 2formal project manager was appoinggter the project had formally commenced for more than one
month. Prior the projet manager was on board, the ECM project had been forimétigted when the four
founders decided to go for the projéste Section 4.3gnd theproject planningprocess was in the form of joint
planning through the weekly ECM meetid he idea of cormencing ECM to rais¢he ethical consumption
awareness and have additional HK million sales in a onenonth period werspreadio volunteers of the four
founders and gradualiyorevolunteers agreed with the mission goéhedthe project to form the pject team.
The chairpersompplied Hoshin plarfAkao, Jap: 1988, Eng: 1994&s the basic planning tools and followed
Process of Manageme(POM) (Hakes, 199% develomd by a HewletPackard manager to guidiee project
planning and exaution. Moreover, in order to assure that th$ 1 million targetwas achievablethe project
team self-assessed therapability to mobilize co-organsers friendly churches and few largecorporations

which the organising committemembershave conneain to. It indicated here was a fairly high probability



achieve the HK$1 million targeAs the project manager joined the projehg project had entered tipeoject
execution phaseThe project managerNg, based on the Hoshin pladevelopeda maser project plan with
detailed work breakdown structyridentified critical path andonductrisk assessment Most importantlythe
HK$1 million targetwas further broken down into smaller targets to be generated by different project activities

(seeFigure 6below)with ownersand subteamsassigned taleliver the result.

EC Guide Book
HK5500,000

Stamp Programme
HK5150,000

Bazaars
HKS$200,000

Ethical Consumption Voucher Sales
Month (ECM) HK$100,000

ECTours
HKS100,000

Church Talks

Face-to-face reach

Media exposures

Digital media, printed
media, multi media, etc.

Figure 6 Work break down o€ase 2 ECM project

The period between late September and-Niogember 2012 wathe time when the workload of the whole
projectteam was at the peak besa the official Ethical @hsumptiorMonth was between 18 November and 18
December 2012Sub-team in charge of voucher sales were busy visiting corporations for promotional talks and
setting up voucher sales booths; those taking care of staohfpazaaprogramme were hurried to obtained
commitmentfrom social enterprises and fair trade merchants to participate in stamp programme and bazaar sales;
Christians of theorgansing committee were scheduled to promote ECM in their churches and others. The team

in charge ofmedia communications alsdilized all the personal networks to convey the ECM messages to the

public.

At the same time, the project entered intortimnitoring and control phasea which the project manager played

a key role.In the peak peod of the project, Ng mainlglayed the role as central project@alinator to assure



that activities wer@xecuted according to plaand messages were alignadfivitiesstatus was upo-dated and

made known to everybody, gaps were identified periolyieedd fixeswere taken care pfisks were periodically
reviewed ancroject execution tools such as action item lists, check lists and others were introduced to assure
the minimum quality of work was delivered even everybody making fordeadlins. Monitoring and control

was mainly conducted through the weekly meeting with @nel postmeeting follow up emails from the project
manager. As most of the team members of the ECM project have commercial background, they were used to the
close monitoring antracking processeshey were preactive in reporting progresnd did not felt beindprced

to do so.As meetings were conducted frequgnthe evaluation of each activityas always done within one

weekKs time.The lessons learned were captured ardl tnot to repeat in the coming event.

An example was the bazaar events. Two bazaars were arranged diffesent venues in twoconsecutive
weekendsThe first bazads location was inconvenientpn&wing that the traffic of the district is low ECM's
chairperson decided toall for the contingent plan to hire coaches to provide free pick uphtestiansfrom
nearby churches who had been pitched on the concept of ethical consumption and notified the bazdar event.
was noted that a significant numbénsitors were brought to the bazaar by this firemsportatiorarrangement
Despitethis corrective action, theéay endsales amourtbld that the resulivasunsatisfactoryThe second bazaar
would come in a weeék time; all the leaders othe ECM project and the bazaar team members did a
postmortemreview immediately aftethefirst bazaar over the dinneCorrective actions were identified such as
askng the merchants to bring istar products that worth over HK$100 in the second bazaar addsign the
booth set upsuch that consumers had to pass through every booth before they cowdddekivbpefully they
could stay longer and buy morehe efficiency of identifyingoroblens andpicking effective solutios hadto do
with the commercial backgrourghd experience from tHeCM project teamUnfortunately,the sales result of

2" Bazaawasfar from expectationsge Section 5)&because othe bad weathesf the day.

Another example in ECM project was the risk on heavy reliance on the distribéittbe 8C Guide Boolto
achieve 50% of the project target ($égure §. The organsing committee under estimated the effort to develop
a comprehensive guidebook. Under close monitoring on the project progress, ieamathat the birth of the
guidebook could rot match the planned timing befomsassive talks to churches and other corporatidhs.
HK$500,000 target was revisited in m@kttober.The resolution was to assign sales quota toomansing
committee membergo-organising organisations amrden thetemporary helperd=SES and four corganising
organgations each bordHK$50,000(HK$250,000 in total)individual senior membesf organising committee
bore HK$10,000eachand junior membe¢in terms of ageplso boreHK$5,000each(roughly HK$25Q000 in
total). Everyone was encouraged to influence famitembers friends and colleagues at workplace to
understand ethical consumptions and take actions to buy from social enterprises and fair trade mnehants.
result had been highlgatisfactory(see Section 5.6) from thguotabearingsystem Again, this is acommercial
mean that drivefor resut. Quota performance was reported on weekly meeting to encourage and peetide p
pressure to achieve the targ&his mechanism also serve the purposeaanouncing early wins and small
successes such that the project team felt the progress and the project was achieving result. This is about team

motivation.



By December 2012, the ECM project came to phgject closure phase A celebration dinner was ganised
before thecloseof 2012 All organising committee membersplunteerskey social enterprise representatv
and stakeholdsmere invited Each one had a minute to express their feeling of the eVéetsocial enterprise
expresedthe impact ad benefitsfrom the ECM projectand this lethe ECM projectteammembers understood
their contributionsto the beneficiariesof the project Project participarg also expressed their learniagd
rewards by participating in the projedoreover, a newsper advertorial wapublishedin a local newspapédo
summarse the impactof the whole campaign and thatie project sponsorsand participating partiesThe
organsing committee decided to orgaeisimilar evens at leastin the comingtwo year to buildto the

momentum and create the culture.

5.5 Social Capital of the project

In projects aiming at social good missiangh aghose inCase landCase 2 social capital plays a vital role.
Almost all project team members were volunteers in the projeatastied n this paper. These voluntserot
only contributed their knowledge, effort, time and/or money, but also their own social cdpithks.name of a
project for social good, the extended social networks from the volunteers have higher chanee ttoeioff
support comparing t@ projectwith personal or financial interesté person tends to allovindividuals or
organistionsto access his/her resources or netwimksuch projectscompare to other transactional relationship

or paid job.

In Casel, Association ABC has been able to mobile a lot®fmemberdo temporarilysupport the ABC Gala.
However,fromthe description of the project lifeycle of the FDR 2008 and FDR 2010 projects (see Sectidn 5
the help mainly aame from a clos@etwork— members ofAssociation ABCFor example raffle tickets eve sent
to the associatice members and it expected this channel could general 50% of the fund fadsadditional
volunteerswere added tothe FundraisingTaskorce were members of the assd@ia; performance in the gala
was done by the specific learnidgsability childrenof the associatianResource drawn beyond thesociation
was limited.Mostexecutive committee members have worked togdtre3-5 yearsand have good networking
with members of theassociation and they are easy to be convinced to offeluntary help. Howeverthe
homogeneityof this committee also leads ¢@erlap in their sociatapitalwhich mainly consists of the members
of Association ABCBeyond their identity aparents of specific learning disabilighildren and membex of
AssociationABC, they come from diverse industrial and social backgrounds. It seems (kes@] Association
ABC had notexploitedtheir social capital beyond their common identiti€bere were little external support
from others orgasations or sectar The practice inCase 1lis like the model described by Oh et @006 as
total closure with ndridging ties GeeFigure 3 as it has atsongclosure group(including all members of
AssociationABC) but lacks connections to external parti€his is a sulwptimal model in group social capital

flow.

For Case 2the situation is quite different. Most of theojectteam members are new volunteers and have little
prior experienceo the social enterprise arena. Those with deep social enterprise toadaiknowledge are the
representatives of the -@wganisers. Therefore, they owned all the social entepasd fair trade merchahts

engagement work such as stamp programme and baEaarproject team members mainly coming frtme



commercial backgroundtilized their own social capital and networks to participate in project activities that they
had advanage and interest. For example those with strong media connections liresdebpties and media
parties to promote ECMhose with good corporate connectionsreeeted to senior executivesmrporate social
responsibility (CSR) personalex-colleagues, isiness partners and othésgpromote ECM and sell vouchers to
them; and those with strong connections with churches sought for chances to introduce the concept of ethical
consumption in churches. This broad range of saeipital came from thbeterogeaity of the ECMorgansing
committee.Iln addition, there were alssemivolunteers providing video recording, photo shooting, technical
writing, editing, website designemporary event cordinationservicesand others at friendly prices. They were
normaly friends of friends of FSES and -@woganisersThis is leveraging networks of networkehis practice

can be seen as amtragroup horizontal bridging relationshipdescribecby Oh et al(2006. The group(ECM
project team) wasglifferentiatedhorizontally into subgroups based on tfifferent interests and needs of its
memberswhereintegratorrole (played by the chairperson and project manager) existed. Team memters we
not familiar with one another in general, therefore, it can be described as workingunta inoderateclosure

with diverse bridging tiesnodel, depending on the phase of the projEee team moved fra low to moderate
closure aghe project progresd. It is a close to optimal model supporting greapialcapital flow as per Oh et

al. (2009 (seeFigure 2.

5.6 Outcome of projects

From the outcome perspectiveasel’s projects are unsatisfactofigure 6below summarises the fundraising
result and the correspondiegpendituresHK$ 155, 336.431% target) anthK$ 144,423.328.8%target) were
raised with theexpendituresas 17% an®7.7% of the actual fund raiséa 2008 and 2010 respectivelylore
cost(see Table 5andeffort (see Table 3) are consumedn 2010but the result was worse than that of 2008.
According to updateollected bylp, AssociationABC has changed the way of fundraising in 20LRe result
was not disclosed to Ign the researchof this paper, the authors also look into the reasons Adspciaton
ABC seemed to not care if the fundraising target was achidvethy be explained by the fact thie fund
raisedonly accounts foi7% and 86 of the total income of the associationyear 2008 and 201@spectively.
A significant percentagef the income ame from funds supporing various service projestfrom external
sources. Thassociatiormight not haveexperiencd realfinancial pressurelhereforeachievingthe fundraising
targetis a bonus not a mudtlissing the target haso reputation damager loss toeither the individuals othe

association

Table 5 Outcome ofCase 1 FDR Projecs

Project FDR 2008 FDR 2010
Target Amount of Fun®aising | HK$ 500,000 HK$ 500,000

Actual Amount of fund raised | HK$ 155, 336.4 (31%) HK$ 144,423.3 (28.8%)
Expenditure HK$ 26,464.80 HK$ 40,066

(17% of the actual fund raised] (27.7% of the actual fund raised)

Fundraisedas Percentage of | 7% 8%

annual income




In Case 2the outcome oECM 21012was 34% above target. The total additional ethical consumption generated
was HK$ 1.34 million The breakdown has been (1) stamp prognen{HK$69k/51.5%), (2) organising
committee friends (HK$43033.6%),(3) voucter selling (HK$110k8.2%) and (4) bazaars (HK$9BK7%).The
original planned consumption through EC Guide Book and EC Tours was replacegaioging committeés
quotas. Organising committee members introdlEEM to their friends and friendfriends These new friends
were encourageth consumey referring toEC GuidebookThe stamp progamme out performed the target (see
Figure 9 significantlyand this illustrated the ECM was ablenobilize the general consumers to participate and
generateover 50%of the totalsalesof ECM 2012. In addition to achieving the project target, ECM further
gained other social return on investmg¢8ROI) as listed in Table 6 belovver 60 socialenterprise and
fair-trade merchants received HK$1.34 million additionalesain the month with ECM 2012. New networks
were established with fage-face audiences who received messages about ethical consumptions; facebook
friends and website social network; viewer and readers of madé othersMore importantly, corporations,
celebrities sponsorand volunteers that actively supported ECM 2012 became lynesn andocial capital of

the ECM 2013project.Therefore ECM 2012project not only achieved the measurable g&dlmillion, but also

suppored FSES missiono influence the social enterprises movement in Hong Kong

Table 6 Outcome ofCase 2 ECM Project

Additional Ethical Consumption HK$ 1.34 million(134% target)
Socialenterprisesind fair trade merchants 66

Ethical consumers 7,658

Faceto-face touch 25,996 in @ events

FacebooKriendsof fans / website visit 240,453/10,161

Media coverage Magazineg23 pages in 3 magazines)ectronic

media (4 channels, 6 times exposurewspaperé/

articles) etc.

Expenditure HK$380,000 (with HK$305,000 from 2 sponsprs

Free resources 27 Celebritiesand opinion leaders from different

fields supportecbn multimediabroadcasting

6. Conclusions and Limitations of he Research
From thecomparisorof the two cases, the project outcomes told that ECM has done somethingnigFDR
projects have somkessonsto learn It may conclude that tihe are eight success factors leading éffective
social good projects like ECM and FDRs. The first orgeiting a realistic but strategic project go&DR 2008
and 2010s fundraising targets were unrealistic and not tied to essential measures of the organisation. Without a
meaningful or achievable goal to go for, the project mean will not be motivittedsecond factor is having the
right mix in the team compositiorwith minimum heterogeneityto avoid group think and provide the necessary
creativity to a project teanthe third one is having formal project managerole. Although ECMs project
manager is also a volunteer and haslegitimate power, she has theesponsibilityto owersight the project
success. A project manager with project management knowledgénimdj in proper project management

practices such aperforning proper resource planning, assegsproject goal feasibility, identifying risks,



looking for mitigation or corrective actions or bringing in appropriatetools The fourth success factor is
breaking down measurable goalsto smaller and more manageable measurements that can be achieved by
individuals or small group€ECM's quota assignment to individuals acmorganising organisations are good
examples. The fifth factor worth consideration is having effective project meetingsaviitiancemeeting
agendaof backward lookingguch asachievements madproblem and issue management) and forward looking
(such & upcoming planningisk managementuality assurangeThe sixth one is teaptureand applylessons
learned continuously, not wait until project completion. This is essential to increase the success rate. The
seventh factor is look for a group withoderate closure with diverse bridging ti¢e betterutilize the project

teanis social captureProject owner and leaders of FDR projects shawddsider jumpingut of the comfort

zone toinvite people with diverse backgrounds to join the team so as toagemeew ideas and break the old
ways of doing thingsLast but not least, theighth success factor is tachieving beyond measurableroject

goal. Project success is not just achieving the measuigddéin most projects for social good. It has to defiv

value to achieve the higher level mission or vision of the organisation. When a project comes to the close, the

project results have to be articulated to how it has support the upper goals.

With the above findings,he paperhopes tocontributeto organisations to learn from the case studies on
successful factors and what to avaidsocial goodprojects It also provides insights to practitionerswat

project managemertan contribute toacial goodprojects and to takproject management seriously their
projectscanincrease the success rateademically, thispapersupplements the existing researches in project
effectiveness in NGOs and NPOs astimulates further research gimilar knowledge areasdowever this
research has its inheritedniitations from qualitative research with a small number of case sttiséefindings

cannot be generalised to represent the situation of a typical project for social good in Hong Kong. The data
collected could be biased. However, based on the outcorhesaésearch, new research area aghiolunteers

as project resource strategyaiso worthy of further study
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