
Piloting Notes! 
            #7 � Finance Issues   
 
 

 

Welcome to the seventh edition of Piloting Notes!, a series of short documents providing guidance 
for the implementation of refinements of CCF�s program model.  

You will recall that Piloting Notes! #2 described the 
structure through which refinements to CCF�s 
program model will be tested in pilot countries.   

We mentioned in Piloting Notes! #2 � very briefly � 
that �. . . funding comes to the Area Federations 
based on the pace of program implementation.�   

• But, how will this work?   

Read on for details!   

  Please keep in mind that this aspect of 
the pilot testing is strictly limited to the three Pilot Countries � Ecuador, The 
Philippines, and Uganda.   For other CCF countries, the information in this edition of 
Piloting Notes! is for your information only!  .       

 

The Current System 
Today, CCF�s financial flow to the field 
operates something like this: 

• Each year, the governing boards of CCF-
affiliated �projects� plan their activities, 
using AIMES.  

• Except for grant-funded activities and 
NSPs, activities are funded mainly by 
�subsidy.�  �Subsidy� is (essentially) 
funding that comes from sponsorship 
sources.   

• �Subsidy� generally flows on a monthly 
basis, from sponsors, through Richmond, 
to a �transmittal account� in the National 
Office, to CCF-affiliated �projects.� 

• The amount of �subsidy� that arrives each 
month to the �project� bank account is 
directly related to the number of enrolled 
children with active sponsors that month. 

• When �subsidy� is not completely spent 
per plan, and accumulates above a 
certain level, funds are �held.�  �Held 
subsidy� is released when the level of 
accumulated funds falls and remains 
below this specified level. 

• Strict ratios are in place to ensure that the 
bulk of funds go to �projects� and are 
therefore classified as �program� in CCF�s 
annual financial statements. 
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Strengths & Weaknesses 
The current system works well, and has some 
key strengths: 

• The system is quite empowering: funds 
flow to parents� governing boards 
(normally) without the intervention of CCF 
staff. 

• Because of the strict management of 
certain cost ratios, CCF�s overall 
efficiency is high.  

• �Project� governing boards have a strong 
incentive to reduce cancellations. 

But, as documented in the extensive research 
carried out during the first phase 
of pilot development, the current 
system also has some 
weaknesses: 

• Sending funds directly to 
parents� committees without 
operational oversight does 
not enhance overall 
accountability. 

• Although the system is 
flexible in principle, in 
practice �projects� tend to spend the 
same amount each month.  

• As a mechanism of control, �holding 
subsidy� does not facilitate measured 
management responses � funds are 
either flowing, or they are stopped. 

• As a result, in practice the system leads 
to an �output� mentality, with the bulk of 
CCF funds subsidizing ongoing 
operational expenses (school fees, 
medical checkups, etc.)   

• All funds that are provided to �projects� 
are viewed as �program�.  Overhead 
expenses incurred at �project� level are 

thus somewhat obscured, and 
consequently slightly more difficult to 
manage and control.  

How can we retain the strengths of the 
current system, while addressing these 
weaknesses? 

 

Some Principles: 
Pilot countries are testing a modified funding 
system, consistent with these principles:  

• Financial flows need to be controlled by 
enrolled families, continuing to build the 
leading role of parents, youth, and 
children,  

• but funding should flow 
according to the pace of 
program implementation, 
and should be monitored 
by CCF staff. 

• Incentives that lead to a 
monthly spending bias should 
be removed,  

• without encouraging 
underspending. 

•  CCF�s overall cost ratios 
need to continue to be within industry 
standards, 

• but overhead allocations should be 
monitored and controlled at all levels. 

 

So, what will this look like in 
practice?  Read on . . .  
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• Consistent with an approved Area Strategic Plan, with the support of the CCF Area Team, 
Area Federations prepare a Detailed Implementation Plan and budget each year.   

• The DIP and budget identify the projects to be implemented that year. 

• The Area budget segregates expenses into three categories: program, salaries (and 
salary-related), and operations (rent, vehicles, etc.) 

• During the year, Area Federations request funds to support projects that have been included 
in the DIP and which are actually being implemented when funds are requested. 

• The first disbursement of funds for a specific project is considered to be an �advance� 
payment.  Several such payments will normally be required to support project 
implementation; these payments will be made only as funds are required, as the project 
is implemented. 

• When these funds have been used, supporting documentation is forwarded to the Area 
Finance Officer for review, together with the subsequent fund request (if required).  After the 
Finance Officer reviews the request, the Area Manager reviews and approves it (within his 
or her authority as stated in policy.)   

• If the amount of the request exceeds the authority of the Area Manager, the National 
Director will approve it (within his or her authority as stated in policy.) 

• The request, approved by the Area Manager or National Director, is transmitted to 
Richmond.  Funds are then transferred, via a transmittal account at the National Office, from 
Richmond to the Area Federation bank account. 

National Offices with experience implementing grant-funded 
programs will surely recognize this system! 
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How are the principles outlined above put into 
practice in this model? 

 

 
Principle Operational Implementation in Pilot Countries 

Financial flows need to be controlled by 
enrolled families, continuing to build the 
leading role of parents, youth, and 
children, 
• but funding should flow according to 

the pace of program implementation, 
and should be monitored by CCF 
staff. 

• Funds will still flow directly from Richmond to 
groups of parents, youth, and children, through a 
transmittal account. 

• Funds will flow according to requests for 
payment, according to project implementation, 
and can vary substantially during the fiscal year. 

• CCF Area staff will monitor fund flows. 

• One consequence of this model is that a fund 
balance will be needed in Richmond to �cushion� 
spending peaks during the year. 

Incentives that lead to a monthly 
spending bias should be removed, 
• without encouraging underspending. 

• Area Strategic Plans and Detailed 
Implementation Plans will indicate funds 
required for each month, with no requirement 
that these funds flow on a monthly basis. 

• CCF Area teams will monitor implementation to 
ensure that any underspending (or 
overspending!) is corrected.   

 
CCF�s overall cost ratios need to 
continue to be within industry standards, 
• but overhead allocations should be 

monitored and controlled at all levels. 

• Area Strategic Plans and Detailed 
Implementation Plans will be disaggregated into 
three categories: program, salaries, and 
operating.   

• This disaggregation of program expenses will 
facilitate management oversight and control. 

 

For more information, details, and procedures, please refer to �Bright Futures Financial 
Guidelines and Procedures�, available from Victoria Adams or Brian Allen at the 
Richmond Office. 
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