
Strasbourg, February 25,1993 

MID-TERM EVALUATION 

for 

YMCA HUMANITARIAN/DEVELOPMENT 
INITIATIVES 

CENTRAL/EASTERN EUROPE 

"The Saphir Initiative" 
(U S A I D Cooperatwe Agreement EUR-0032-A-00-1021-00) 

Patrick Pennlnckx 
Tutor 
European Youth Centre 
Council of Europe 
Strasbourg, France 



Saplur Mid-Term Evaluation 

TABLE OF CONTENTS 

TABLE OF CONTENTS 

EXECUTIVE SUMMARY 

I TERMS OF REFERENCE FOR THE MIDTERM EVALUATION 

I1 PRINCIPAL FINDINGS 

A Effectiveness of YMCA Assistance Structures and Development of YMCA 
Institutional Capacity 

1 YMCA Worlung Structures for the Implementation of the Saphr 
Irutlative 

2 Forms of Assistance offered to YMCAs m Central and Eastern 
Europe 

3 Communication Structures 

4 Cooperation Procedures 

5 Role of Saphlr in the Development of the YMCA 

6 Program Effectiveness 

B Results of Project Speclhc Activities / Orgaruzational Program 
Development 

1 Status of Project Activities 

2 Organizational Program Development 

C Monitonng and Support Processes 

D Long-Term Program Effectiveness 



Saphr Mid-Term Evaluahon 

111 FINDINGS PER COUNTRY 

A Bulgana 

1 Bnef Overview of Youth and Youth Pohcy in Bulgana 

2 The YMCA in Bulgana 

3 YMCA Assistance Structures under the Saphu Program 

a Worlung Structures 
b The Role of the Saphu Program 

4 Project Speclhc Activities 

a Status of Project Activities 
b Organlzational Program Development 

5 Long-Term Program Effectiveness 

B Czechoslovakia 

1 Bnef Overview of Youth and Youth Pohcy in Czechoslovalua 

2 The YMCA in the Czech Repubhc 

3 YMCA Assistance Structures under the Saphu Program 

a Worlung Structures 
b The Role of the Saphv Program 

4 Project Speclfic Activities 

a Status of Project Activities 
b Organlzational Program Development 

5 Future Developments 

C Hungary 

1 Bnef Overview of Youth and Youth Pohcy in Hungary 

2 The YMCA in Hungary 

3 YMCA Assistance Structures under the Saphu Program 

a Worlung Structures 
b The Role of the Saphu Program 



4 Project Speclfic Activities 

a Status of Project Actlvlties 
b Orgamzational Program Development 

Sapfur Mid-Tern Evaluation 

5 Future Developments 

D Poland 

I Bnef Overview of Youth and Youth Pohcy in Poland 

2 The YMCA in Poland 

3 YMCA Ass~stance Structures under the Saphlr Program 

a Worlung Structures 
b The Role of the Saphlr Program 

4 Project Speclfic Activities 

a Status of Project Activ~hes 
b Organuational Program Development 

5 Futures Developments 

IV WORKING METHODS - EVALUATION PROCEDURE 

V CONCLUSIONS AND RECOMMENDATIONS 

APPENDICES 



Saphu Mid-Term Evaluation 

EXECUTIVE SUMMARY 
I Saphu Inihative 

1 The Saphlr Initlahve has stundated a rapld growth of the YMCA m the four countries of 
Central Europe, both at local and national level In one country, it s crucial for the 
development of the orga~uzation 
2 The choice of worlung through field workers, who accompany / facrlitate the 
orgamzattons on the spot is mdispensable for the success of the Irutlative 
3 The basic attitude of the field workers, whch IS described by the German term 
'Begle~tung' or accompamment IS clearly appreciated by all organlzahons mvolved 
4 The coordination of the Saphv In~tiative, wth  all partners lnvolved (national organlzation, 
field workers, European Alhnce of the YMCAs and the YMCA of the U S A 1 runs wthout 
any major problems An open communication process IS established at all levels 
5 The Saphv fundmg is used most effectively m those places where the applylng 
orgaruzatlons are fully respected in thev choices 
6 The Saphv Initiative is fully integrated m the overall support set up under the YMCA 
Intermovement Cooperation system 
7 In all countnes regular contacts with U S A 1 D project spectahsts take place They receive 
full mformatlon on the development of the organuation and projects Invitations to take part 
m activihes are forwarded In some countnes field visits have been effectuated by US A I D 
staff All are m praise of the lnformahon flow and meetlng opportumties offered 

I1 National Organlzat~ons 

1 In all four countnes, lughly motivated, young people are the camers of the development 
of the YMCA They are at the same tune anchored in the YMCA tradition of the pre- 
communist penod 
2 Despite the many simdanties, each of the organuations has developed differently They 
are rooted in dlfferent traditions and take a form which is adapted to the national situation 
3 Throughout the orgamzations, at all levels, young, hghly slulled professionals take the 
lead m shapmg the YMCA 
4 At all levels there is a clear detenrunation to become self-sufhcient, autonomous 
orgamzatlons in the cowng three to four years 
5 All organuatlons show an openness towards the creatlon of a ecumenical, tolerant society 
and to develop soclal action 
6 All organlzations are developmg on the bass of the needs of the community and 
especially on the needs and aspuations of young people 
7 The YMCA has a clear option to work beyond its own boundanes and IS ding to 
support others m other countnes and contments 
8 In the most developed YMCAs there is a concrete wlhngness and commitment to support 
the development of other YMCAs in Central and Eastern Europe 
9 The YMCA is recogmzed by local and nat~onal authorities, churches and educational 
estabhshments as a valuable contribution to commumty llfe and society 
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I11 Project Development 

1 Projects are well reflected and coordmated They fit cornmunlty needs and are integrated 
m the organlzahons' onentatlons and programs 
2 Most projects concentrate on community development, mvolvmg a w d e  range of 
programs (leisure, educational, sports, etc ) 
3 High pnonty lays m leadership trammg at national level Thls IS an mdispensable element 
for the further development of the orgamzations It IS the cornerstone m the budding of a 
pool of tramed and motivated volunteers 
4 The ecological programs are mamly run in the form of summer- and wnter camps Other 
envlronmental programs are less elaborated 
5 Management trammg and the development of small enterprises are wth  one exception, 
not exphcitly developed However job clubs for the unemployed are e m e r p g  in most 
countnes 
6 All projects are evaluated on whether they are sustainable after the Saphr program Eye- 
flashmg, but non-mtegrated projects are avoided 
7 A concrete follow-up of all projects exists, both at content and fmanclal level The 
orgamzations themselves take hgh  responslbihty m this and sometunes develop further 
mtemal evaluation systems 

1 An unportant move towards sustamable development of the YMCA m the four countnes 
covered by the Saphlr Initiative has been made 
2 Fmancial assistance and highly motivated volunteers and staff members, are however not 
the only deterrmrung factors m settmg the pace of the development 
3 The Saphlr Irutmtive should therefore, on a decreasmg basis be renewed for an extra two 
to three year penod This wdl p e m t  the continuation of the important steps whch have 
been made 
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MID-TERM EVALUATION 
for 

YMCA HUMANITARIAN/DEVELOPMENT 
INITIATIVES 

in 
CENTRALPEASTERN EUROPE 

"The Saphir Initiative" 

(U S A I D Cooperahve Agreement EUR-0032-A-00-1021-00) 

I. TERMS OF REFERENCE FOR THE MID-TERM 
EVALUATION 
The Mid-term Evaluation is an integral part of the Grant Proposal which was subrmtted to 
the U S Agency for International Development back in December 1990 and taken up agam 
in the revised version of March 1991 The Evaluation was ongmally foreseen for the 22-23 
months of the program In practice the evaluation wth  the external consultant has taken 
place m the twenty-first month 

The core team as well as the basic methodologxal approach have been outhned in the 
Statement of Work by the YMCA of the USA 

The core evaluation team consisted of the undersigned, external evaluator, together w th  the 
YMCA held staff responsible for the program implementation in the geographcal area for 
which they are in charge In practice one week of evaluation was spent in the Czech Repubhc 
and Bulgana wth  the Saplur Program Executive, the Second Week was spent in Poland and 
Hungary wth  the Saphu Program Dlrector In addition to the core evaluation team, in each 
country these persons were jomed by the persons m charge of the duect program 
implementation In practice, the external evaluator had the freedom to mterview vanous 
partners of the program at all levels 

The basic methodological approach dunng the field visits was the 'in depth mtervlew' wth  
the different persons concerned, either mdividually or in a group interview Most mtewiews 
were held in Enghsh, some m German or French, and sometunes with consecutive 
interpretation for some of the partners mvolved Wherever possible a visit on the spot was 
effectuated wth  the Saphu Field Staff, sometunes however, due to the enormous 
geograplucal area to cover m a h i t e d  time, the mtewiewees were asked to come to a central 
meetmg place to have a meeting wth  the external evaluator 
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The mterviews mamly gave the floor to the inte~iewees themselves, descnbmg thelr views, 
ideas and perspectives for the development of the YMCA m their country They were also 
asked to descnbe the situahon of young people m ther city, region or country, and how the 
YMCA responds to this 

Some comments to understand the context of the Saphlr program 

The Saphir program ~s part of a much larger cooperahon program, wluch operates at 
different levels withm the YMCA A senes of mltlabves are coordmated at the European 
level (programs which fall under the mtermovement cooperat~on of the YMCA), whdst others 
are d~rectly led at a bilateral level (betwe& national organlzations or even at local level) 
For an outsider it is not always easy to make a distmchon between the dlfferent systems of 
cooperation The external evaluator concentrated on those developments which were drectly 
supported under the Saphlr program It is understood that these developments do not take 
place m a vacuum and that the field workers need an overview of the entre situation 

The above comment is particularly important m the sense that the cooperation which takes 
place outside the Saphr program IS quite distlnct from country to country Some countnes 
receive a lot of external support, whdst others receive much less m s  may depend on 
geograplucal closeness between countnes, or often on the pre-knowledge on the different 
countnes The walls whch separated the contment have led to a lack of understanding and 
knowledge about some of the countnes Tlus is clearly the case of Bulgana 
The information that other organlzations have about certam countnes E clearly determmed 
by the media (on pohhcal or social-econormc developments) or simply by the tounst 
attract~on of some countnes The role of informat~on spreadmg wdl be much more Important 
for those, less attractwe countnes This has a direct impact on the level of support that an 
orgamzation wdl recelve from outside 

The needs assessment, from the very begmrung, msisted on treatmg the countnes as separate 
entities Emphasls was l a d  on the fact that even though from the outside these countnes 
seem to have gone through slrrular developments, the particulanties of each country need to 
be taken Into account I wll try to outhne these particulanties under the dlfferent country 
descnpt~ons The particularities do not only refer to the situation of the YMCA, but more 
generally to the situation of young people and the development of volunteer orgamzations 
in these countnes 
I w d  refer to the development of State Youth Pohcy m each of the countries concerned and 
also to the state of development of National Youth Counclls The development of such Youth 
Councils, wluch regroup and coordinate the work of all non-governmental Youth 
Associations m one country, is often a reliable indicator of the state of the development of 
what is called 'assoc~ative hfe' m a European context 

In none of the countnes concemed were ind~v~dual mit~ative and commun~ty involvement 
valued No mdependent associations could operate and the sunple fact of bemg 'organized' 
referred to bemg a member of the official youth orgaruzat~ons Leadersh~p Development was 
only possible w t h n  these official structures and was disapproved of or purushed othenvlse 
This has influenced a number of generations m these countnes 
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All the countries mvolved are m a phase of transition from a totalitanan state towards 
pluralrzed Democracy, from State Planned Economies to Market Economes The State of Law 
and the Respect of Human Rghts are only now findmg ther place in Soclety That t h s  goes 
along wth  msunderstandings, tnal and error m the application of these pnnclples IS quite 
understandable In Bulgana, for example, all excesses of mdividual freedom are called 
'Demokrazia', as a sigh of rehef after many years of oppression, but also as an excuse for just 
about anythmg 
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11. PRINCIPAL FINDINGS 
Under t h s  heading I d l  take up the questions which were rased m the statement of work 
for the mid-term evaluation I rnll treat consecubvely the followmg areas of YMCA 
development support through the Saphlr Irutiative 

A Effectiveness of YhKA Assistance Structures and Development of YMCA 
Instituhonal Capauty 

B Results of Project Speufic Activities/Orgaruzational Program Development 
C Momtonng and Support Processes 
D Long-Term Program Effectweness 

Under a separate headmg I wdl go Into Conclusions and Recommendations, with regards to 
the Irubative and the different Speufic Activities 
Many of the questions raised m the Statement of Work for the Mid-Term Evaluation are both 
general and specrhc Wherever appropnate elements MU. be taken up m specific Country 
descnpbons The country speclfic descriptions wdl be taken up under a separate chapter 
Whenever a conclusion is drawn m the descriptive part or when a recommendation 1s made, 
they wdl be taken up m the part on general conclusions, If they are of a more general 
concern 

A. Effectiveness of YMCA Assistance Structures 
and Development of YMCA Institutional 
Capacity 

1 YMCA Working Structures for the Implementation of the Saphlr Initlative 

As already indicated above, the Saphr Initiative fits into a larger cooperation program of the 
European Ahance of the YMCAs (EAY), together wth  the YMCA of the U S A and YMCA 
Canada, to develop the re-emergmg associations in Central and Eastern Europe Most of it 
is coordmated under the Intermovement Cooperation Committee (IMC), which is a standmg 
Committee of the European Alhance of the YMCAs, and operates under the Executive 
Committee of the EAY Fmal decmons on Intermovement Cooperahon matters are made by 
the Executive Committee of the EAY In order to implement the decisions of the IMC, specific 
field groups per country or per group of countnes have been estabhshed The field groups 
are open to representatives of all mterested National Movements 

The goals of the IMC Field Groups are twofold 

- to support the estabhshment, or re-estabhshment, and extension of YMCA National 
Movements, 

- to provide a platform for other National Movements to take part m that process 

All of the countnes mvolved m the Saphlr Initlative are covered by one of the held groups, 
which include members of the European YMCAs and one member of the YMCA of the USA 
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A detalled descnption of the IMC Commttee and Field Group Terms of Reference wll be 
appended 

Saphlr F~eld Staff 
The Workmg Structures for the day to day mplementahon of the Saphlr Ixuhative are 
descnbed below 
The man  option has been to employ two field workers, w th  a large expenence m 
organnational development They are the core of the Saphr Development and coordmate all 
uutlatives wthm the dlfferent countnes 
In order to cover the four countnes m the most efficient manner, each of the staff members 
has taken the responsibihty of covenng two countnes Each one followmg/fachtatmg the 
development of the movement m one country which s less developed m YMCA 
orgamzational terms, and one country which has already a stronger basic infrastructure 
Johan Whelm Eltvlk, from Norway, IS m charge of the coordination of the Saphr Irutiative 
In Poland and Hungary 
Michael Wardlow, from Ireland, is m charge of the coordmation in Czechoslovalua (since 
1 1 1993 the Czech Repubhc and the Slovak Repubhc, two separate countnes, whch wdl 
have a separate development) and Bulgana 

It is qulte important that the two field workers come from dlfferent cultural and 
orgamzational backgrounds Th~s ensures that not pst  one orgamzational model is promoted 
and that m staff meehngs dlfferent experiences can be shared and confronted 

Field Workers Meetlngs and Staff Meetlngs 
The type of work, field visits m separate countries, means that the field staff are much on 
thelr own and can have to rely on thelr own judgement to evaluate a situation or a request 
Regular staff meetings are therefore crucial to be able to step back and look at the type of 
fac~tation/accompanlment from a distance 
Dunng the past 16 months, smce the recruitment of the two field workers (September 1,1991 
to January 1,1993), the field workers met 37 days m 8 countnes and 11 venues, whlch is an 
average of two and a half days per month These meetmg days can be divided mto vanous 
events 

trairung activities, 
European Assembly, 
Intermovement Cooperation Committee, 
Field Worker Meetmgs, inclusive Staff Meetings 

About 17 of these were spent in pure Meeting days, whch averages about one day per 
month Apart from the actual meetmg days, the Field Staff hold regular telephone 
conversations (about once a week) and exchange fax messages 
These regular meetmgs are crucial for the coordmation of the enhre program 
They give the possib~lity of havmg an overview of the program development, loolung at 
tendencies and establlshmg policy hnes wth  regards to the attnbution of project money 

Full staff meetmgs, mvolving the EAY Secretary General and the YMCA of the USA's 
International Dwision (YMCA/ID) take place once a year and de t e rme  the broader 
onentation of the program The EAY and the YMCA of the USA are also lnvolved in certam 
field visits and take part in the major trarung events, which means that m practice they meet 
more often 
The grant decisions are taken by the EAY Office, on proposal of the Field Staff (see below) 
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2 Forms of assistance offered to YMCAs m CentraVEastern Europe 

The forms of assistance provided are manyfold, but the basic form of assistance offered is the 
accompanlment of the nabonal movements by the field staff It IS thls accompanlment, 
referred to under the German term "Begleitung', that provides the bass for all other forms 
of asslstance The mam objechves of the asslstance are described m the Project 
Implementation Plans for the dlfferent quarterly penods They go mto some detad about the 
concrete objechves whlch are set for each penod, but they can be regrouped as follows 

overate as facilitator for staff and volunteers at all drfferent levels, 
a k t  m the development of long term perspechves and concepts together w th  the 
different orga~uzahons and thew decision malung bodies, 
asslst in the development of a constant needs analysis, w t h  regards to the situahon 
of young people and the speafic community and country situation, 
contnbute to the development of tralrung proposals at Mferent levels (local, 
volunteers, Board Members, mcludmg also Internahonal Trammg), 
evaluate and ensure a follow up of the dlfferent uutiahves and projects run under the 
Saplur uutiative, 
create an awareness and act as catalysts to develop a support system among all 
YMCAs, includmg the local to local contacts and the dlrect cooperahon mihatives, 
develop a consuousness about a sustainable development for each of the projects 
launched, beyond the reach of the Saphrr ln~tlative, 
provlde fmanclal support for the launchmg of new projects 

Role of Fleld Staff 
The role of the field staff IS crucial m the development of the Saphr Imtiative They are m 
a key posltion to actively assist the natlonal movements m the assessment and the evaluation 
of then needs They can also, on the spot, respond to the changes and development needs 
in the dlfferent countries They can, as outsiders, have an overvlew of the entlre national 
orgamzation and relate thelr expenences wth  other nabonal YMCAs 
At the same tune they do not take over the runnmg of the organlzatlon, even though some 
weaker organlzations sometimes express that wsh They glve active support under real 
partnership conditions They have the abdity to stand back when the organization can handle 
the situation by itself They are aware of the negative impact that, even though well- 
intentioned, directed help d l  have on the development of the ddferent lnitiahves In this 
respect, they have to reflect, and somebmes hold back, well-mtentioned materlal support 
offers, whch does not take mto account the country situation and the negative consequences 
that these could sometunes provoke 

In order to keep up this profile it d l  be cruclal that the field workers keep regular meetlngs 
in the dlfferent countries for whlch they are m charge Tlus can lead to some cross- 
ferthzati~n~between the organlzations, and d help the field workers to better understand 
each others problems, challenges and perspecbves It can do away with some of the feehgs 
of frustration, which are mevltably M e d  to the specific workmg conditions 
It can also help in the elaborahon of mutual programs between the Saphv countries, based 
on common needs 

Accordmg to the interv~ewees, the major contribution that Saplur can give to the Developmg 
National Movements, IS the buildmg of human support systems 
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Thls has to be seen m a wder perspectwe of networkmg, lmage bulldmg wth  other YMCAs, 
developmg of new ideas and contacts (about possible programs, but certamly also about 
trairung and volunteer mohvation) 

Field Workers as an mstrument for development 
The choice to work through Field Workers, wluch are not h k e d  to one country m particular, 
but who have two countnes to facilitate deserves some attention The choice not to have a 
'fraternal secretary1, i e a Secretary workmg m only one country to assist the movement on 
a day-today basls, IS operational 
Many arguments plead to have the system as it now operates, i e  through the 
accompanunent of two orgaruzations 

- it penruts talung certain dlstance from the developments wthm one country, it gves 
the opportunity to see that developments can run qwte differently, even wlth a 
slnular approach from the field worker hunself, 

- it confronts the field worker w t h  different value systems, and avoids using hls own 
value system as the only reference to understand the other culture, 
it helps the field worker m the assessment of the organization and also lus self- 
assessment, m terms of lus approach to the accompanment of the organlzahons, 
it gives the orgamzations time and space to develop their own views, make a short 
term plannmg and run the movement by themselves on a day-today level, 
it avolds an over-identification of the field worker w t h  the orgamzatlon he 
accomparues 

'Begleitung' 
More than a descnphon of concrete tasks, the overall concept of accompanment/fachtation 
needs a more detalled descnption, smce it is the core of the attitudes/tasks of the Field 
Workers and of all assistance programs It has been made qute  clear that there IS no 
possibihty to come mto the countnes w th  some clear cut ideas and programs They mght 
be very interestmg and workable m a set cultural context, but completely out of place m 
another cultural settmg In fact the term 'Begleitung' entads a set of both personal attitudes 
and professional capacities of the Field Worker Whenever m tlus document I refer to any of 
the functions (field worker, secretary general, program director, etc ) m the male form, this 
refers to the reality m the countnes concerned 

At the personal level, the fleld worker needs a basically open nund and attitude towards the 
developments in the country They have to overcome a feehng of prejudice, which prevalls 
towards any foreigner who comes to asslst the national movements National pnde, but 
certamly also the past expenences of foreign dormnation play a role in the development of 
this feehng We also have to bear m mmd that quite a number of these countnes have been 
flooded w t h  mternational advisors/tramers/consultants and that a certain reticence (a 
stronger term would even be more appropnate) of the nahve population has grown 
The personal attitude needs to be one of an openness to learn about oneself (personal, 
cultural and organizational background) and about the other culture, framework of the 
orgamzation (past and present, wishes and goals) in the countnes context 
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At a professional level, the field worker has to be w d h g  to share h s  expenences and to use 
his personal resources to asslst the organization in developmg thew own concepts and goals 
for the movement they wlsh to buld It mphes not gvmg answers before the question was 
asked, not to transmit values and expenences, but to be aware of havmg them It imphes 
takmg a certain b tance  from the personal background, without denymg ths  background 
It mvolves not to manipulate the organlzahon, or not trylng to force them Into the duechon 
they percave as nghteous It involves also seemg the contnbuhon that the nahonal 
orgaruzahon nught have to the development of the EAY and the World Movement, w t h  new 
challenges and demands 

3 Communicahon Structures 

The communication structures for the implementation of the program are well estabhshed 
Apart from the previously descnbed staff meehngs and meetmgs at chfferent other occasions, 
a regular commurucation system is established between Field Staff, EAY and the YMCA of 
the U S A Regular telephone and fax contacts are the mam h k s  between persons worlung 
at some distance from one another The trairung events (such as Tlszadob Program Institute) 
and held visits of both EAY staff and YMCA of the U S A have permitted the estabhshment 
of duect contacts between nahonal decision makers and Saphr Project staff at all levels The 
Field Workers are often an mtermediate between local or national projects and the overhead 
structure Clear roles have been defined wth  regards to decision-malung concernmg project 
financing and project acceptance 

The Field Worker can stunulate and unprove the quahty and feasibility of certam projects and 
makes recommendations to the EAY Secretary General, who decldes on the grants that do 
not exceed a certam platform (1,000 US dollars) Once th s  platform is exceeded the decisions 
have to be taken on the basis of wntten quotations, provided to the YMCA of the U S A 
This system generally functions quite well a clear distmction m decision-malung bodies, 
which provides for a burlt-m control system and avoids pressure bemg put on the held 
workers, in theu function of advisors 

The direct relations between local or nahonal organizations and the EAY, as decision-maker 
for certam grants and as account manager for the dfferent projects which have been 
approved, differ from one country to an other In Poland, for example, all financial 
regulations are duectly dealt w th  between the Nahonal Program Drector and the EAY In 
Bulgana on the contrary, the held worker has an unportant task in follow-up of the grants 
allotted to the local associations, and the accountancy for them 

4 Cooperat~on Procedures 

The system which ls used for collaboratmg wth  national or local YMCAs about the kznd of 
assistance they need dlffers from country to country The Mferent procedures wdl be 
descnbed under the country descnptions 

In general, a needs analysis is set up wth  the applymg partner (whether local or national) 
and the project is elaborated m a cooperation atmosphere, between equal partners The 
elements which are considered m such a process are the followng 
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- the lrnportance of the project m the community development, 
the hnk between the project and the development of the YMCA, 
the feasibhty of the project and whether they are sustamable in a longer term, and 
beyond the fmanung of the Saphr project, 

- the type and amount of the grant requested (mshtut~onal or start up funds) 

This basically means that the projects should fit in the general obpctives outhed m the grant 
application and the specific conditions under which th s  has to take place, but at the same 
time most of the dehberations wll consst of the vlabihty of the propct m the context of the 
orgaruzatlon 

Some of the speclhc condittons cause problems, such as the obtammg of wntten pnce quotes 
to buy products or matenal over 1,000 US dollars In countnes where market economy IS 

only now re-emergng, it is not always easy to obtain such pnce quotes 

In some countnes all apphcations are coordinated at the national level, eg m Poland, where 
the local associations are considered to be 'branches' of the national organlzation or m 
Czechoslovakm, where the program director is consulted on the grant distnbuhon and the 
finance secretary is involved m the fmancial follow-up In Hungary and espectally m 
Bulgana, this coordination role is to a larger extent taken up by the field workers, due to the 
lesser development of the national structure 

5 Role of Saphlr in the development of YMCA 

We have to keep m mmd that all the Central European YMCAs depend lughly on finances 
from abroad to develop the organlzation Ths funding wdl remain lmportant for the coring 
(three to four) years Even though there are quite some differences between the different 
YMCAs m these countnes, mamly program - but also to a large extent instituhonal 
development - depends on this foreign assistance for the hme bemg 

Only few organizations can count on proper resources, such as the Czech YMCA, through 
rentmg out part of the restored Prague YMCA-bulldmg Neither can they count on 
developed government subvention systems, as they are known m most Western European 
countnes Fund raismg and personal contributions are not part of the peoples' habits, and 
it is only recently that a system of sponsorshp has been estabhshed (m 1990 for Hungary, 
as from 1993 for the Czech Repubhc) Membership fees, and consequently membership 
reglstrahon 1s often seen as part of the old system, where such registration was also used for 
other purposes 

Saplur IS part of this foreign fundmg, and is m some countnes, hke Bulgana, practically the 
only fmancial source It goes wthout saymg that the existence of such a program has a 
determmant function m the rapid development of the orgaruzation Saplur h n c l n g  is mostly 
made avarlable for program development and leaderslup trairung, and only where all other 
support systems fad is it also paylng for the mstitutional development, m order to respond 
to urgent needs This is the case in the Czech Repubhc for the Youth Informahon Center and 
in Bulgana for the reglonal Program Directors 

In general, Saphv funding and support is highly complementary to the other YMCA 
programs which are put mto place for tlus regon A set of coordmahon mstrurnents have 
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therefore been elaborated 

the participation of the Field Workers in the IMC Field Groups of the concerned 
countnes, 

- thew mvolvement m other EAY meehngs, 
- ther cooperation wth  other Fleld Staff, provided for through other programs, such 

as an Intemahonal Program Advlser for the Pohh YMCA (Sarah KAUFMANN) 
through the Canadmn YMCA 

These instruments allow the Fleld Worker to work m an overall cooperation frame Usually 
the support of these other programs go to achvlties, which are not a pnonty for the Saplur 
program (eg Salanes of Secretary Generals and Office Staff of the national organlzahons, 
etc ) 
Not all activities and cooperation programs can however be coordinated Sometunes this 
leads to clashes and negative expenences for the national organlzations, which may have its 
influence on ther Mrllhgness to operate such programs m the future (eg some negative 
expenences with volunteers m Poland) 

The Saphlr Field Staff is usually the only external staff which IS in the country on a regular 
basis They have an overview of the assistance commg mto the country, but also over the 
gaps m the provision of assistance m certam areas They have a particular role to play, 
especially m those countnes where the national organlzatlon 1s only m ~ t s  startlng phase 
The IMC Field Groups do not have F~eld Staff and Fleld Group Leaders, who meet once or 
twice a year, cannot stay m the respectwe countnes for a longer penod of tune Theu role 
1s therefore lmited to settmg the frame of the cooperatlon, but they can hardly have a dlrect 
impact on the day-to-day coordmation of all the irutiatives 

6 Program Effectiveness 

The Saphlr support 1s most effectwe where ~t assists the local and national developments, 
m programs which they themselves have elaborated 

In order to keep t h s  role of an assistant to the local/national developments, Saphr really 
needs to follow the pace of the organlzations There 1s not much mterest m promotmg hghly 
developed programs or to emphasize certam aspects, If they are not part of the needs whch 
are perceived by the organlzations themselves 

In the cases where such an 'external needs analysls has put forward certam ideas, the local 
or national counterparts wdl not feel m charge of the project They d l  not feel the 
ownershp of the propct and its chances for success or development wll  decrease 
considerably The project d l  not be camed by the organlzations themselves The projects 
wl l  then only last for the t m e  the grants are received, unless its unportance is perceived m 
the mean tune This seems to be the case wlth the Youth Information Center m Prague I wrll 
come back to t h s  m the descnption of the YMCA m Czechoslovalua 

An other element which determmes the effectiveness of the program is the way the local 
associations percave the possible grants from the Saphr program If they perceive it m the 
first place as an instrument to get as much money as possible out of the system in the 
shortest possible tune, then httle IS done to develop the necessary support structures to put 
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the projects into pracbce Thls seems to be the case m the Gabrovo YMCA, where many ideas 
are launched, but the follow-up of the ideas mto concrete programs, although approved for 
support, does not take place 

The implementation of Saphrr Assistance certamly alms at lncreasmg the national/local 
associations' potential to plan and orgaruze ther program and activities In the Polish YMCA 
and the Czech YMCA t h s  led to a first long term plan (1993-1995) bemg estabhshed, to a 
great extent w th  the assistance of the Saphr Field Staff Ttus plannmg took place in a 
separate planrung meebng for Poland, whereby the planrung and onentation of the 
movement took a central role In other places thls plammg assistance took the form of Board 
Member trammg or dlrect cooperation wth  the persons in charge In t h s  plannmg, elements 
of financial management are mtegrated and mcreasmg finanaal self-sufficiency IS part of the 
objectives in all countnes concerned 

It ~s clear that a certain 'cntical mass' has to be reached before substantial, Independent 
planrung can take place The national organrzation needs a number of well-funcbonmg local 
branches, generatmg cntical volunteers, a certam level of self-financing and appropriate 
decls~on m a h g  structures and power to execute these declslons (mostly through paid staff), 
before any realishc nabonal plannmg can take place In Hungary and Bulgana th s  plannmg 
only takes place at a local level and not yet m all associations 
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B .  R e s u l t s  o f  P r o j e c t  S p e c i f i c  
Activities/Organizational Program Development 
Many of the questions raised under t h ~  chapter wdl be dealt with m the country spealic 
descnphons, as they refer to the reaht ion  of the concrete programs financed under Saphr 
Only the elements wluch are common to the dlfferent countnes, or those which provide some 
sinlung features or Mferences wdl be taken up under t h s  general chapter 

1 Status of Project Acbvities 

In general we can say that the YMCA programs generate quite some mterest m the bfferent 
countnes 
Frst of all, in all these countnes some YMCA tradition exlsts, and for the older generation 
YMCA is somewhere m the back of their nunds, either through the programs YMCA 
provided m the pre- and post-war penod, or through the bulldmgs (and the activities 
connected to them) In Warsaw, Prague and Bratislava, for example, the bulldmgs are strll 
referred to as YMCA-bmldmgs,(also because they were quite impressive for the bme m whch 
they were bmlt and they were practically not modlfied in the past penod) YMCA was part 
of llfe of the new ehte in the thlrhes and forties The re-emergmg YMCA m these countnes 
is anchored m this tradition and can count on some pronunent persons, whch are known for 
ther ideas and have often spent part of their hves m prison or concentration camps for these 
ideas After the changes in 1989, these persons have taken up important positions m the Me 
of thelr society They formed the basis for the re-estabhshment of the YMCA in these 
countnes In many of the Boards of the YMCA, either at national or local level, we can find 
members of Parliament, lawyers, university professors and lecturers, researchers, media 
people, etc 

Actimties however, do not only generate interest because of the promment background of 
some of the Board members of the organlzation, but malnly because of the mterest of the 
programs themselves All programs are community centered and focus on the hfe of the 
community, in a context whch was descnbed above 
In all countnes, regular evaluations are camed out about the programs and trammg offers 
In Poland, for example, an assessment of each of the Saphlr sponsored actimties is carned 
out m terms of participahon of the beneficianes, cost effectiveness, evaluation of the 
parhcipants, etc 

There ls drrect interachon mth the hfe of the community, or even of the entre society In 
general, the YMCA activities generate interest from the local/regional/nat~onal governments, 
because they provide services, which the authonties can/wdl no longer take up 
At the local level thls mterest ls shown through puttmg bmldings, matenal, furruture, 
transport at the disposal of the organlzation (Movdiv and Rousse m Bulgana) In some cases 
they are asked to run entire community programs This is also the case for some of the local 
Churches in their attitude towards the YMCA (eg Bekescsaba m Hungary, Cerrulov m the 
Czech Republic) Schools are also mterested m cooperatmg wth  the YMCA (the example of 
the Ecologcal High School m Olsztyn, Poland) In general the YMCA can count on local and 
regional media coverage for the activities they undertake (some articles are appended) 
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At nahonal level, the YMCA gets support from the national authonties, wherever a youth 
pohcy exists They are estlrnated as rehable partners and some projects are launched together, 
or grants are given for the development of c e m  programs There IS also some cooperation 
mth the uruversities (for example, the Pohsh YMCA publication on Pohsh Youth, real~zed 
in cooperation ~ t h  the Warsaw Faculty of Soual Studies) 
Nahonal media coverage of achvities IS also assured for certam activities, or for the general 
introduction to the YMCA in the country (television broadcastmg about YMCA in Poland or 
of the 'literature-coffee-housecourse' in Hungary) 

Target Public 
We can say that the mam group reached by the YMCA is the upper-mddle class m the 
different societies In purely economc terms, thls classificabon does not make much sense 
Thelr "well-off' financial situation has degraded m the past decades, but still the concept IS 

useful It alms at t h s  class of society whch has been lughly educated, livmg m stable 
famllies 
Often the term 'elite' is used m mterviews by people m charge, or reference is made to the 
'good' farndies the young people come from YMCA IS considered to become a meetmg place 
for young people from different backgrounds, meanmg m the first place different religous 
(as a ecumenical chnstian orgaruzation), different intellectual and professional backgrounds 
T ~ I S  YMCA IS seen to have the task of generatmg a general discussion m society and create 
a large network of intellectuals and future decision makers in pohhcal, soclal, religous and 
economical hfe The major objective would be to bulld an open, tolerant society for young 
people (Projects in Poland regarding refugees, Semnars on democratic developments, school 
project on tolerance) 
The relahons wth  the dlfferent churches m the respective countnes are quite dlfferent 
Somet~rnes a close cooperation is sought (hke m Hungary), whlle m other countries some 
mutual cooperation and understanding is looked for, without estabhlung any structural 
relations (llke m Poland, Czech Republic and Bulgana) 
In all countnes, the YMCA targets young men and women 

2 Organizat~onal Program Development 

The different programs worlung under the Saphlr irutiative are run under the responsiblhty 
of the nahonal/local YMCAs In the countnes with an elaborate national structure, this 
national structure plays an important role in acceptance, evaluation, follow-up and financial 
reliabihty of the dlfferent projects Tlus has been the case m Czechoslovalua, Poland and 
Hungary (the latter because most projects were nahonal projects) 
In Bulgana, due to the absence of an operational, national structure all projects are dealt w th  
at the local level 

Volunteer mvolvement m the programs, but also m the rebulldmg of the entlre movement, 
is the major concern of all orgaruzations It has been described above that no tradition 
whatsoever exists to mvolve young people on a volunteer basis, other than as consumers of 
servlces Developmg such a volunteer attitude is considered to be the major challenge for all 
orgamzations The recruitment of professional staff IS considered to be the basis to do so It 
is not always clear how ths  professional staff wdl be paid, once external fundmg stops 
Budgetary plans tend to count on a very lugh degree of self-financing m a relatively short 
penod 
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In some countnes, one could expect an mcreased self-sufficiency through 

- regular government subventions on the basls of objective cntena, 
- rent-income from the restituted buddings, 
- rncreased personal partxipation fees for the programs, 
- the estabhslunent of foundahons to generate financd support, 
- the development of fund-rmsmg mihahves, 
- the development of a sponsorship-system 

The rapidity of such developments should however not be overestimated, and goes together 
w th  a senes of overhead costs, whch might be quite substantial for some of these elements 
(renovahon of buddmgs, pdiclal procedures for the reshtuhon of property, legal barners to 
the estabhshment of foundahons, etc ) It is quite clear that the orgaruzat~on of fund-rasing 
iruhatives d l  also have to be accomparued by trammg mitiatives which mtroduce and 
support them 
The esbmates on self-suffiaency are too ophmstic for the time frame m which they are 
planned 
In other countries, where the possibdities are less developed, this self-financing can certamly 
not be reached m the commg two or three years (Bulgaria, Hungary) 

Project Planning 
The plannmg of the projects, and the project proposals have developed positively srnce the 
start of the Saphv Inihative In two countnes, Poland and the Czech Repubhc, a schedule has 
been developed for the support of projects for 1993 They fit mto the (first) long-term plans 
of the organizations The project proposals, suit better the common cntena which have been 
estabhshed 
Also for Hungary, the project proposals from the national level are part of a coherent picture 
of the development of the orgaruzahon An extensive field visit to the different local 
orgaruzations has been planned to promote higher local implication m the Saplur Program 
In Bulgaria, planrung ahead at the national level ~s not yet part of the strategic thmlung of 
the organization and most projects are mihated at the local level on the basis of concrete 
needs There has been a positive development, m the sense that the proposed projects fit mto 
the possibilities of the Saphlr Irutiative Together wth  the field staff the proposal is analyzed 
and decisions about the feasibility of the project are taken jo~ntly 

Projects m then community context 
In the grant application to U S A I D l  projects for youth leadership tramrng and program 
development were said to focus around three mapr areas of work 

- community development activities, 
- environmental programs, 
- management slulls trammg programs 

In all countnes there is a clear concentration on community development actimties 

In some cases (Czechoslovalua and Hungary), community development was the only marn 
startmg pomt for projects, even though the projects touched on ecologcal elements (through 
campmg achvities) and on management slulls traimng (In fact, m all trairung courses some 
management slulls are touched upon) 
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In Poland and Bulgana some speclhc Environmental Programs were developed (such as 
Olsztyn Ecologcal Camp and Tree Plantrng Action rn Rousse), whch resulted m positive 
image bulldmg (m Rousse) and a close cooperation wth  the Ecological High School m 
Olsztyn 

The only projects whch have Management Slulls Tramng as explicit starhng pomts are the 
unemployment programs m Gdynla and Lodz, and the Small Academy of Economics m 
Szcezecm (all m Poland) Management slulls traimg is however part of the different 
leadership tral~ung programs whch are set up The phased tranmg programs, eg m Poland, 
imply periods of development of mdividual projects mcludmg project steenng and 
management An mterestmg feature m ths  tramng concept is that some of the projects 
elaborated dunng the tramng courses can become part of the Saphu program, if they 
respond to the cntena 
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and Support Processes 
The type of support which is provided has been descnbed in the chapter on the assstance 
structures set up under the Saphr Program, when they concern the general support system 
They are described under the country speafic descriptions where they deal wth  situations 
whxh are parhcular to one country 
Procedures and cntena differ from country to country and are mostly adapted to the local 
specificities The support systems promded, are usually assessed between the nahonal 
secretary, the field worker and the orgamzmg branch or local association, before they are 
subnutted to the EAY for approval 

The YMCAs mewed the support semces as beneficml at local and national levels The field 
staff plays an important role m the plannmg an the lmplementahon of the approved projects 
Therr role varies m accordance wth  the state of development of the drfferent associations 
A full descnphon follows under the country descriptions 

Especially the role of the field workers is geared towards the development of local and 
national leadershp m the YMCAs Through the support processes descnbed under the term 
'Begleitung', field workers engage ma  dialogue to assess the needs of the organizations, their 
volunteers and professionals and jointly try to h d  answers to the questions raised 
Leadershp is being developed, both through these regular contacts and through specific 
trairung lnitiahves 

The types of mformation and reporting reqmred from the YMCAs receiving assstance covers 
the different aspects of the projects 

project description, 
target group and number of participants expected, 
financial planrung and accounts, 
project assessment 

In some cases an even more elaborate, mternal evaluation system has been set up This 
includes participants and tramers evaluations in the case of trairung courses and evaluation 
by members and project leaders for other activities Next to tlus the field workers are 
involved m a more general assessment with project leaders, program drrectors, financial 
managers and the secretary generals about the overall importance of the granted activihes 

The standards for grant attribution are clear for the receivmg partners, and a certam 
flexlbllity E used to adapt the program better to the countnes or local needs (eg the 
involvement of program officers) 
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Long-Term Program Effectiveness 
It has been clarified to all participating and benefithng YMCAs that the Saphr project wdl 
run for a three year penod All activihes were supported in t h s  perspective Most local 
assstance was given to start-up activihes and to launch projects Ths support has been 
crucial to start up the organization m a penod when government fundmg s st111 unclear, 
when pnvate fundmg and fund-rasmg are shll unknown and when contnbulons by the 
users or members are stlll not fully understood 

In some countnes, the chances are lugher that these different support systems wrll come 
about m the next few years In others ths  s stlll in an imtlal stage In all countnes however, 
the YMCA seeks local support from authorihes, churches or pnvate sponsors They have been 
quite successful in doing so They can however not influence the speed of the developments 
m society, espeually where it concerns youth policy, a matter which is usually not the first 
pnonty for governments faced wth  a difficult economc situation 

Many ideas and projects concemmg fmancial development (mcludmg the creation of 
Foundahons, exploitation of own premises and membership fees) are currently under 
discussion These possibllities wdl certainly need further exploration and the Saphr field staff 
wll have a role to play m this A more detalled descnphon is taken up under the country 
descnp tions 

It wdl however be a slow process and cuttmg the assstance from one day to the other would 
be detrimental to the development of the organizations In the Grant Proposal submtted to 
U S  A I D ,  the EAY engaged itself in covenng part of the institutional development costs, 
such as the salanes of program directors and regonal staff for the penod covered by the 
Saphr Initiative Stoppmg all external assistance at the same tune would not be very 
opportune and the EAY has the mtenhon to contlnue its support, but decreasingly over the 
next few years A contmuation of the Saphu Imtiative on a slrnrlar basis should be envisaged 

Some countnes have already been largely integrated m the regular funchonmg of the EAY 
and are talung their role very senously Puttmg economc bamers to such a participahon m 
the future would inh~bit the further mtegration of the countnes of Central and Eastern 
Europe 
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111. FINDINGS PER COUNTRY 

BULGARIA 
1 Brief Ovemew of Youth and Youth Pol~cy m Bulgana 

Bulgana finds itself today m a senous econormc, socd  and pohhcal cnsls Youth Policy is 
therefore certarnly not the government's maln concern However, the situahon of young 
people is gettmg worse every day youth unemployment, housmg problems, nsmg 
cnmmality and drug abuse The Bulganan society ~s lnvaded mth ddferent sects/cults and 
often mltiatives which are not purely commerual are perceived as cults The feehg of 
suspiuon and dlstrust is stdl prevalent m Bulgana and a feehng of insecurity takes the 
overhand 

The major problem that young people seem to face is to have no major a m  in thelr lives 
They hve day by day and are confused wth  the new situation m the country They can not 
show thelr abihties in the best way, and despite the fact that some young people have had 
higher educahon, they do not find sultable jobs 
Rehgion was put m a negahve hght by the previous regme and the former Bulganan 
Orthodox Church was controlled by the state Rehglous matters are stdl today no major 
attraction poles for young people 
One major challenge for Bulgana ls certamly the presence of large national mnont~es (Turks 
10 %, gypsles and Macedonians) 
Posihve signs however are that young people seem to have a sound attitude towards hfe and 
are eager to learn They are w 1 h g  to partlapate m actlvihes which wll Improve thelr self- 
realization 

The breakdown of the regme and the official youth organzation (KOMSOMOL) left a 
vacuum, m the sense that a number of activihes were organized, which disappeared from one 
day to the next In many cases httle or nothing has replaced them YMCA is one of the only 
youth orgamzations domg extension work m Bulgaria For many other non-governmental 
youth associations, Bulgaria is given low pnonty because of the somehmes unclear pohtical 
situahon In some towns, We Gabrovo or Rousse, the YMCA is the ONLY non-governmental 
non party-pohtical youth service organzation operatmg 

The property of the former KOMSOMOL now belongs to the State Sometunes parts have 
been sold to the former employees of KOMSOMOL (eg small prmt-shops, etc), whllst most 
of the property is not used YMCA tnes to make use of thls property m some cities Even 
when no considerable nahonal youth policy exlsts, sometunes some support can be obtalned 
from the local authonties (mamly furniture, rooms, etc) 

The youth orgaruzations which are operating have not been able to sit down together and 
create a Nahonal Youth Councd Instead three cooperatmg bodies, each regroupmg different 
youth associations, have been set up (one of the former orgaruzations, one of the different 
party-pohtical youth organlzatlons and one of the other volunteer organizations) The YMCA 
does not take part m any of them 
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2 The YMCA m Bulgana 

The YMCA m Bulgaria is now reemergmg m number of dlfferent places and locahties, either 
on the bass of contacts of the former YMCA or through their relations In general the 
orgaruzation IS stdl very young and only recently a national structure was set up A lot of 
work still needs to be done on the side of the coordmation of the dlfferent local YMCAs For 
the moment, we can only speak of a very loose federation, whch IS rnalnly held together by 
the field worker of the Saphlr Program An extensive report of the first year of funcho~ung 
of the Program, and the situation which exlsted before ths, was elaborated by Mchael 
Wardlow The report is appended to t h s  evaluation (Assessment of Bulgana to December 
1992, see Appendices) 
The needs of the Bulganan YMCA were descnbed m this report The urgent issues identified 
by a Field group of thlrty Bulgarians were the followmg the need for a representahve 
nahonal cound, for internal coordmation and informahon, for the estabhshment of new 
YMCAs and the development of soclal programs The issues which were considered to be 
most important were a representative national councd, more camps, more tralnmg sermnars 
and the need for an impact on society 

3 YMCA Assistance Structures under the Saphv Program 

a Worlung Structures 

The mam assistance offered goes through the Field Worker, who vlsits the organlzation on 
a regular basis and accompanies/fachtates the work of the professionals and volunteers m 
the country The general prmciples about this work, descnbed above, also apply to Bulgana 
Some elements are more specific for the country concerned 

the only YMCA whch is geographically close to Bulgana is the Greek YMCA, whch 
has cooperated and continues to cooperate w th  Bulgana, 

future developments m the Balkan area wdl probably mfluence these contacts (the 
question of the former Yugoslav Repubhc of Macedoma, the war w t h  Serbia, and the 
consequences of this on cornmumcation w t h  and transport possibhties to Bulgana), 

- the relatively weakly developed national structure of the organization, 

the fact that Bulgaria is more unknown in the European context and is therefore less 
appeahng (to give a concrete example the entlre number of tounsts m the whole of 
Bulgana was about 1% of the number of tounsts to the city of Prague in 1992) 

The situation descnbed above leads to the followng consequences on the work of the field 
worker and the workmg structures in general 

- the field worker is seen to be the major, if not the only, hnk between the different 
YMCAs, 

some aversion is felt towards the 'centrahzmg' position of Sofia withm the YMCA and 
intemiewees insisted a lot on the differences between the local YMCAs, 
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- for some, the field worker would have to take the role of a Secretary General of the 
Movement, 

Due to the lack of a Secretary General m the Organzition, it IS the field worker who has the 
best overnew of the YMCA He vlsits the local YMCAs and negotiates dlrectly the 
cooperation and assstance reqwed 

Apart from the role of the field worker as a coordmator, the Saphlr program has provided 
the local YMCAs w t h  ample opporturuties to further develop 

- Program Development for Local Youth Achvihes (manly Start-up Funds), in Sofia, 
Rousse, Plovdiv and Gabrovo, manly m the categories of Commuruty Development, 
Campmg and to a lesser extent env~ronmental education and Job clubs, 

- Leadersl-up Tramrng and Participation m Internahonal Tramrng Events, 

- Inshtutional Development m the recruitment of an admirustrator for the National 
Office and for two regonal Program Secretanes, 

b The role of the Saphlr program 

The role of the Saphu program in enhancrng YMCA development in Bulgana is absolutely 
crucial Saphn's both human and financial resources are described as the lmk wth  the 
outside world Even though all partners are aware of the llmited duration of the program, 
they perceive it as a cruclal step for the rntegration of the organization m the World 
Movement 

Flnance 
In Bulgana, the financial resources obtained through Saphr are the main resources of the 
orgamzation From the above descnption, one can conclude that neither government, nor 
pnvate sponsors can provide much support to developmg youth associations, other than 
matenal support 
The geographically more isolated position of Bulgana also means that there are less 
spontaneous contacts An mtense job of promotion and Image bulldmg has to be done, and 
is done, by the Saplur Field Worker For the moment ths  job can not be taken up by anyone 
else in the movement 
Saplur support often means that good ideas wluch are launched at local level, can be put mto 
practice w t h  httle fmancmg from the Saphlr program Without this support, the YMCA of 
Bulgana would only develop at a slow pace, and would probably remam embryonical 
The intewiewees, however, were all aware of the creation of a possible dependency situation 
and would put everythmg into place to avoid this The Plovdiv YMCA has already 
announced the deslre to hold a summercamp in 1993, wthout any fmanclal support from 
outside 
I have to msist that finance IS very often not the major problem At thls stage it IS Important 
that financial resources are readlly avallable when needed, wthout them talung the lead m 
the development of the orgamzation Too easdy the Saplur program would then be perceived 
as an Institute from which to get as much money as poss~ble, as long as the project lasts A 
more spread financial commtment, closely h k e d  to the needs which anse, IS a more 
adequate and efficient way to spend the money Even when th s  implies staymg under a set 
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budget for a gwen year 

Human resources 
Next to the role of the field worker as a hnk between the dlfferent local associations and wth  
the outside world, duect contacts of staff and volunteers are very important 
The Mferent tralnlng mitiatives have provided an occasion for the local YMCAs to meet and 
get to know each other The mternational trairung has opened the perspechve of an 
international movement and has created duect h k s  and ideas w-ith other movements and 
programs 
The field worker has also acted as a tramer m dlfferent tralnmg irutmhves, together wth  
volunteers and professionals from other movements (includmg one tramer from one of the 
other Saphn countnes, the Czech Repubhc) 

Respondmg to Strengths and Weaknesses of the YMCA 
The major perceived successes are all activities which are supported by the Saphlr Initiative 
camps, trammg events and the development of relationshps Also the perceived weaknesses 
are taken up by the program, concernmg 

the lack of meeting premisses for the program activities, through the fmancmg of 
meetmg rooms, 
the lack of financial resources to mitmte new activities, through grants for program 
development, 
the lack of expenence m the YMCA, through the promotion of trammg actiwties and 
participation in international trammg courses and exchanges 

Saphr wdl also have to respond to the urgent and unportant lssues raised above Some of 
these have already been addressed through specific projects (lke the estabhshment of a 
national newspaper to promote internal coordmation and information) These projects wdl 
have to be followed up by the field worker, as to see to it that this project IS also actually 
implemented 

Other issues can only be addressed by new projects, eg to support the National Movement, 
which seems to be the main weakness at this stage 
The need to have a national Secretary General or Program Secretary seems to be urgent This 
could promote the further development of a representative nahonal council and the 
estabhshment of new YMCAs and social programs He would also have an unportant 
function in creatmg better coordmation and mformation between the local associations 
The difficulty wdl be to appomt a person, who is acceptable to all YMCAs and does not 
mcrease the already perceived differences in concept between the local branches An 
important role lays here w-ith the field worker, who has the confidence of the &fferent 
YMCAs 
This appomtment however is only advisable If a fmancmg of such a post is possible beyond 
the end of the Saphlr Program, either through the mvolvement of national movements, or 
through the contmuation of the Saphlr Program The national YMCA does not have the 
means to take over such a cost at t h s  stage I wdl come back to this queshon when I address 
the long-term perspectives 
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4 Project Speclfic Actmties 

a. Status of Project Actmbes 

On the basis of the needs assessment and contmuous idenhficabon of new developmg needs, 
as the program proceeded, an effechve program planmng started to take form 
In Bulgaria, due to the state of development of the organrzations, thls IS mamly the case at 
the local level At the local level, both program staff and volunteers take achve part m the 
planmng of programs and activities At the national level, them parhapahon LS sbll at the 
stage of needs identrficahon The Nahonal Councll, even though strong m the pmaples of 
the movement, is not yet adequately equipped to onent the movement and decide on 
common program pnonties The reflechon on the need for a national secretary comes agam 
into the picture 

At the local level, all programs are suggested by the local volunteers or professionals 
themselves Ideas are not laclung, and subjecting them to the field worker, is somewhat 
counter-checlung the vlabdity and onentation of the projects 
For the moment, only projects have been fmanced m places where a professional secretary 
is employed It reveals the mportance of professionals m the development of the 
orgaruzation It also raises quesbons as to the sustamable development of projects wthout 
the presence of professional staff A mmmurn of structure is required, before projects can 
survive 

YMCA activities are valued at the level of participants and duect beneficiaries of the 
programs The unpact IS however much larger than the impact on the young people duectly 
involved in the programs Most of the participants are multiphers m then own comrnunlty 
and are duectly m touch wth  other young people The concept of worlung through young 
people that have a role to play towards theu peers, is the basis for voluntary work and the 
multiplyq effect of traimng activities The press (local and regonal newspapers and radio) 
report extensively about the YMCA achvihes (eg the ecologcal actions m Rousse, the camps 
for chddren m Plovdiv) In these cases the name of the cooperation program w mentioned 
and sometimes the field worker is mvited to take part m radio rnterviews (namely m the 
Rousse regon) 
The contacts with the drfferent local and regonal authonties are qmte extensive an the work 
of the organization is valued by them They have received matenal support and m some 
cases the uhhzation of a budding They are recognized partners m the development of 
commuruty hfe in the different towns in which they are active As mentioned above, m a 
number of cases the YMCA is the only non-governmental, non-pohtical orgamzation present 
in some towns 

Target group 
The mam target group so far is young people from what the people m charge of the 
orgaruzation call 'good famhes', young people belongng to famhes of the prewar upper- 
middle class wth  a high mterest in education and are often highly quahfled Both sexes are 
reached withrn the programs of the YMCA 
There is an exphc~t openness towards young people from all Christian rehgions (dormnantly 
Orthodox, Evangehst and Catholic) Theu rehgious affhation is no obstacle to their 
participation in actlvihes 
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b Organizational Program Development 

Programs are run under the responsibihty of the applymg level Qocal or national) The Saplur 
field worker shmulates the puttmg mto practice of the planned program and supplies the 
necessary support to orgamze the achvities The different associations themselves are m 
charge of h d m g  the necessary equipment, rooms and contacts for the runnmg of the 
programs They are also m charge of the fmanaal aspects of the acbvities and gwe reports 
to the EAY, doublechecked by the field worker 

It LS quite clear that the different programs generate new volunteer mobdmhon The t rmmg 
courses are dlrectly mtended for young volunteer leaders to take up responsibihties for a 
larger group The Saphu sponsored programs are only one part of the numerous actions 
developed by the local assocmhons These achons are then supported by the participants 
themselves (eg language courses, excursions, etc ) It IS only where the orga~uzahon's own 
means are not sufficient (camp matenal, transport costs, supportive equipment), that the 
Saphr hnance mterferes 

As already descnbed above volunteers participate actively m the program development of 
the YMCA They also participate in the evaluation of then programs As an example, the 
evaluahons of both leadership traimng courses m Plovdiv and Rousse are attached The field 
worker also mvites parhcipants to mternational events to gwe theu evaluation of the interest 
in participatmg in such achvlties In general, however, not all assocmhons have reached the 
same level of self-evaluation Tlus leads to situations, llke m Gabrovo, where a number of 
projects have been agreed upon, but where the organlzation is not able to reahze them in the 
set tune frame Agam the role of the field staff IS quite crucial in the follow-up of these 
actnuties and their evaluations 

Local YMCA assoc~ations 
The major role m local associations lays m bmgmg together young people and unproving 
theu level of self-esteem and respect for each person In these srmple words lay, in fact, 
essential responses to great deficiencies m Bulganan society Community issues were always 
taken up by the state and no imtiative or motivation was expected from the participants 
They were consumers of, almost, free goods and offers Self-organlzahon was out of the 
question All activities were organued by paid staff members with a clear ideological 
background In this respect it is noteworthy to see that the YMCA manages to a certam 
extent to mvolve young people at a volunteer level, even though the back-up support of paid 
staff seems to be crucial to further development 
Local YMCAs have a clear community involvement, m the field of developmg programs for 
young adolescents, chdd care fachties, envuonmental programs, cultural achvities, etc 

5 Long-term program effectiveness 

Financial Independence 
As already stated, the Saphu support is the mam support the Bulganan YMCA gets, for its 
future development The support only came into effect on the first of January 1992 Lookmg 
at the present state of development of the movement, it IS mdispensable that t h s  support can 
be maintamed for at least two more years after the end of the present assistance program 
The efforts which have been put into the development of the organlzation would be 
neutralized by an abrupt cuttlng of the program 
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Future finanaal assistance should concentrate on small program mihatives, without creatmg 
enormous financial dependency It should also support future institutional development, 
through supporting program secretanes m the different locahties were YMCA IS achve 
It should conhnue to support those mltiatives, which respond to the needs of the local 
YMCAs Some programs, such as the ecolog~cal mitiatives in Rousse, the Job Clubs and other 
mhahves which have a duect Impact on the comrnunlty m whch they are operatmg 
M m  ernphasls wdl however have to be laid on the development of a network of volunteers, 
includmg leadershp traimng and prepare young volunteers to take on roles at nahonal level 

Human resources 
The role of the Saphr field staff 1s mhpensable for the future development of the W C A  
m Bulgana He has taken a significant role m the coordination of the drspersed local groups 
Some perspectives are bemg opened to come to the appomtment of a nahonal secretary Even 
if these plans go through, an m depth accompamment of thls fragrle national structure wdl 
have to be done This accompamment wdl have to focus on mtroducmg the nahonal secretary 
to the local associations and continue the follow up of local mlt~atives and trammg sessions 
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B. CZECHOSLOVAKIA 
1 Brief Overview of Youth and Youth Policy m Czechoslovakia 

Since January first, 1993, Czechoslovakm has been spht rnto two countries the Czech 
Republic and Slovalua Dumg the penod covered in t h s  mid-term evaluation they were st111 
one country The YMCA did not wait for the splithg of the country to set up a separate 
orgaruzation m each Republic 

Society s m turmoll and the constant changes lead to a great deal of uncertamty for the 
young people interviewed At the rehgous level, the country IS more secular and religous 
values are not so unportant for the majonty The Czech Republic clams to be m the forefront 
of econormc changes (pnvakabon and development of a market economy) This LS certamly 
supported by the afflux of tounsts to the former Czechoslovalua (80 m k o n  tourlsts for 1992) 
The leadmg slogan for Czech pohticians s "Back to Europe", where they see a close 
integration in the European rnstltutions as a major objective (Newsweek, Jan 25, 1993) 
Slovalua has been economcally less developed, and th s  mlght lead to a more rapid 
dismtegration than the 'velvet divorce' had foreseen 

There is a broad range of activities for young people 

Young people are somewhat indifferent about youth actwitles, even though youth 
orgamzations have quite a lot to offer There are some 350 recognized youth and chlldren's 
orgaruzations in the Czech Repubhc, about 100 of them worlung effectively Previously, 
young people did not have many opporturuties to take mitiative This is probably one of the 
reasons why it is quite difficult to motivate young people to volunteer m any lund of 
orgaruzation There IS no tradition whatsoever in volunteer mvolvement The rapid economc 
changes have also made young people more mterested m malung money than bemg involved 
in an organlzatlon Memberslup m the formal youth orgaruzation (SSM) used to be 
compulsory and m reactlon to this people do not want to register in "another" organzation 
Desplte the large number of activibes for young people, there seems to be a need for 
programs for young people between the ages of 14 and 25 

The youth pohcy m both Repubhcs is well-estabhshed, wth  objective cntena for the 
dlstnbut~on of subventions to non-governmental organlzations Subventions from the Youth 
Department of the Mirustry of Education in the Czech Repubhc are adm~s te red  through the 
'House of Youth and Chlldren', in which youth orgaruzations also have thew say 
Subventions can malnly be obtamed for projects and programs (camps, leadership trammg, 
programs U e  Ten Sing) and some more structural grants (as for the Youth Information 
Center) The YMCA s considered a credible partner by the government, and together wth  
four other orgamzat~ons (YWCA, Scouts, Woodcraft League and the Camp Union), they form 
an unportant lobby group towards government pohcy m the Czech Repubhc 

The property of the previous official youth orgaruzahon (SSM) s stdl m the hands of the state 
or other organlzations 



Saphr Mid-Term Evaluation 

In the Czech Repubhc, none of the five organuations menhoned above are members of the 
Nahonal Youth Counul, which has some difficulties m h d m g  an appropnate way of 
functionmg In Slovalua on the contrary, the Youth Councll IS well established and the YMCA 
is a part of it 
The spht of the country wlll also have financial mphcahons for the budgets of the Mlmstnes 
of Education (larger overhead costs) and the subvenhons to youth orgaruzahons wdl also 
decrease over the next few years 

2 The YMCA m the Czech Republic 

Some of the elements described below may also reflect the reahty of the YMCA m Slovalua, 
but smce I I d  not get a chance to vlsit them, I do not want to generahze 

The YMCA is stdl m the rmnds of the older people The YMCA budding m Prague (and also 
in Bratlslava) IS stdl referred to as the YMCA-bddmg The new YMCA finds ~ t s  roots in the 
contacts wth  this older generation Often they consbtute the found~ng members or Board 
members of the newly estabhshed orgaruzation In the prewar penod the YMCA was 
estabhshed as a ecumenical, lay men organuation They also mcluded members of Jewsh 
famllies 
The fact that many Board Members are representahves of tlus prewar penod, also imphes 
that there are sometunes difficulties in reahzing new programs, which do not necessarily fit 
w th  the old standards Renewal of the Boards is however talung place, in most local and 
national Boards 

The YMCA produced a threeyear plan at national level, talung up the onentations of the 
orgamzation, the major program thrusts and the strategies and priorities they want to put 
forward 

The YMCA faces the problem of the restitution of their old properties, and thls requlres a 
major follow-up by the Nabonal Secretary 
The major challenge the YMCA faces is certamly the motivation of volunteers to become 
involved wth  the organlzation, not plst as consumers of programs, but as mit~ators of 
progrms and activities There is a certam reluctance by the parents to have thev chldren 
involved m any kmd of organuation In the countryside, they would rather have them at 
home and worlung, than volunteering in an organlzation There is also some suspicion about 
church achvities or organuations whch seem to have a hnk mth them 

Volunteer motivation also needs some baclung up through trairung courses for new leaders 
and a support system of professionals Trammg courses for local volunteer leaders and 
improvement of the commu~ucation between the different local YMCAs IS also considered 
to be a fundamental need Thls trammg would go beyond the trammg already offered to 
professional secretaries and Board Members Another challenge for the organlzation wdl be 
the fmanclal autonomy and the fund raismg that w d  have to go with it Startmg on Jan 1, 
1993, sponsorshp mll be possible m the Czech Repubhc, and persons in charge d l  have to 
be tramed on how to run these fund-ralsmg achvities 
In general ~t wdl also be Important to frnd a place for both the older and the newer board 
members in the YMCA 
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The role of the YMCA is considered to be to respond to the needs and interests of young 
people, mdependently of them rehgous (or non-rehgous) backgrounds The national 
orgaruzation is thereby seen as a major support to 
- development of the local YMCAs, 
- estabhshment of new assoaahons, 
- settmg up of leadership traimng, 
- estabhshment of a commun~cahon network between the different assoaahons 

3 YMCA Assistance Structures under the Saphu Program 

a Worlung Structures 

The F~eld Worker plays, as m the other countnes, an mportant role m the coordmation of 
the support to the organization HIS role IS not fundamentally dfierent from his role m other 
countnes Some elements, however, mfluence the type of approach and work that can be 
expected from the field worker 

whether the YMCA is well-estabhshed at nat~onal level, 
the number of staff-members m the orgamzation, - how the national level assumes the role of coordmation and gwdance for the local 
irutmt~ves, - the number of mternational contacts outside the Saphv program 

The Field worker is considered to have an overview of the functioning of the association and 
understand the problems it IS facmg The assstance prov~ded takes the form of concrete 
cooperation and is seen as a mutual process 

The Saphir program has provided both natlonal and local associat~ons wth  a number of 
chances to further develop 

- Program Development for local associabons (in Krnov, Cernllov, Hradece Kralove, 
Banska Bystnca, Bratislava), mainly m Commumty Development projects, 
Program Development for Programs for the whole of the Repubhc (such as the Ten 
Sing Development), - Leadershp trairung and participation m internat~onal trammg courses, 
Youth Information Pomts (Prague and Brat~slava), 

- Inshtutional development m the form of the recmtment of reg~onal program 
development secretanes 

b The Role of the Saphlr program 

The role of the Saphm program m the Czech Repubhc IS an mportant one, but not decisive 
for the development of the YMCA m the Czech Republic The Saphv program allows a more 
rapid growth of the programs of the orga~uzahon and is cruclal where ~t prowdes some start 
up-funds for new act~vitm (eg Camp eqmpment, sound equipment, etc ) It also provides 
the opportunity of, where there is mutual consent, to adapt the programs from other YMCAs 
to the local context In order to keep the pace of growth and strengthenmg of the 
orgaruzat~on, ~t IS seen to be qu~te important to prolong the program for another three to four 
years 
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Fmance 
In the Czech Republic, the finanual resources of the organlzahon are manyfold 

then own mcome (rentmg of office space m the Prague buldmg, membership fees, 
contnbutions to the programs by partiapants, etc ) - State subvenhons (for programs and projects or for the runnmg of activities for the 
au thonties), 

- External resources (IMC, bdateral agreements, Saphu) 
The finanad assistance goes mainly to start up new proFts and to financially asslst trammg 
courses 
The assistance provlded and the programs sponsored are discussed 
between the field worker and the program drrector of the Czech YMCA It is through visits 
and discussions that appropnate decisions are taken The cntena for grants and the rules for 
the purchase of matenal are exphned to nahonal and local organrzers 
The organuers at all levels clearly mdicate that they consider the support as a start up fund, 
and they hope to be self sufficient m three to four years 

Human resources 
The human support provlded is slmdar to that m other countnes The field worker is mamly 
seen as someone, who can share hls expenences He is also considered to be the mam 
contact-person towards other YMCAs m other countnes The Tiszadob program mshtute was 
considered to be posihve as a source of new Ideas and expenences The role of the field 
worker is then to follow thls up in the country and help to translate this into the local 
context 

Respondmg to strengths and weaknesses of the YMCA 
The major weaknesses were already descnbed under "the YMCA m the Czech Republic' 
They can be summanzed as follows 
- insufficient financial assistance for the renovation of buldmgs, 
- need to reach and mohvate young volunteers, 
- traimg for volunteer leaders and professionals at all levels (local to national), 
- lack of good communication structures between all YMCAs, 
- need to estabbsh a tralnmg scheme on Fund-raismg, 

assist m the renewal of Board members 

Some dlsappomtment was shown concerrung the lack of fmancmg for budding renovation, 
a support which they had received from the YMCA of the US A dunng the two wars 

The Saphr program responds to most of these needs, especially concenung the volunteer 
traimg and trammg of professionals 
The recruitment of volunteers is said only to be possible mth sufficient staff Therefore 
emphasis is also laid on regional program secretaries to support the institutional development 
of the organization 
Other elements wll have to be supported through new projects 

Fund-raismg d l  certamly have to be taken up m the near future Other projects may want 
to concentrate on providing better commurucation possibihties between local associations 



Saphr Mid-Term Evaluation 

The Youth Mormat~on Center 
The Center m Prague was ongnally under the responsibdity of the National YMCA and IS 
now handed over to the Prague YMCA There has been some recogmhon on the 
governmental side for this proyxt They are lrnked up wth  the Nahonal Information Center 
for Youth, through the Informahon System of Youth The outputs of the Center are for the 
moment rather low (detaded mformation IS attached) There are some plans to remedy this 
situahon, eg to locate the center somewhere closer to the public 
Some thrngs wdl also need to be done regarding the Image of the center, as it is put forewarn 
as a YMCA Information Center, which does not exactly correspond to the target group they 
want to reach out to 
The major question is that of 'ownership' of the concept of the mformation center As it 
started as a nahonal imhative and was handed over to the local Prague YMCA, there IS stdl 
some unclanty over who feels really in charge of the runnmg of the center 
Furthermore an adequate system of cooperation between professional 
staff and volunteers will have to be developed Such an mformation center needs an adequate 
level of professional staff, including some speclallzed staff members (m legal fields, or 
counselmg, etc) This would be a major mvestment, and the orgamzation really needs to carry 
the project before t h s  can actually function and contmue after the Saphlr funding 

As I was not able to vlsit the Slovak YMCA, and because the attempt to invlte them to 
Prague failed, it is qulte important to look Into its separate development The spht in the 
country, and probably also m the YMCA, was partly due to the centralist orgaruzation of the 
country It ~s advisable that the field worker in the commg penod puts tlme aside to budd 
up the contacts in Slovalua An approach through Prague would doubtlessly be considered 
as patromzmg The estabhshment of a 'field office' and regular extended visits seem to be 
important 
As the grant for the Information Centers also covered a Bratislava Youth Information Center, 
I beheve that this question should be reconsidered, as a well-functionmg center already exlsts 
in Bratislava, which has received the responsibihty to coordmated the Informahon Centers 
in Slovalua All government support goes to t h s  imhative and it would be quite difficult to 
obtam government fundmg for this m Slovalua 

4 Project Spec~f~c  Activit~es 

a Status of Project Actrv~t~es 

In general, the role of the projects IS to estabhsh better commumcation between young people 
and give them a broader view on the world Saphr has an mportant role to play rn the 
existence of these projects, even though a number of them are run m a self-financed way 
The projects are clearly embedded in the local and national community needs (integrated 
playroom for handicapped chddren m Prague, dropin centers for teenagers, nursenes, self- 
confidence programs, etc ) Somebmes they respond to very speclfic local situations, such as 
the R-Club, rehabhtation center for cancer patients in Hradece Kralove 
Language courses (English) also form a major focus of a number of the programs There is 
a strong need and eagerness to learn particularly Enghsh as a foreign language The level m 
schools is considered insufficient and the YMCA provides these courses, either through 
professionals or through volunteers from abroad 

< 
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W i t h  the different levels of the orgamzabon there is an openness towards the world, some 
achvlbes are hked  to l'lurd World aid, eg collechon of second hand clothes for the former 
Yugoslavia 
In general, the projects fit into a general frame which is based on a needs analysis made 
dunng Board Member Trauung In these trammg Board members share the situation of the 
YMCA m thelr community, develop a needs analysis, develop plans on how to meet these 
needs and extract speclfic areas of mterest 

The programs are important m developing commitment from volunteers to the YMCA and 
to community acfxons Personal involvement IS expected from the parhcipants (m Krnov eg ) 
In other places young people are mvlted to the organization and runnmg of the different 
acbvihes (eg m the canoe project m Cemdov) 

In order to reahze these programs, the YMCA cooperates and receives support from other 
orgmzat~ons and local authonbes and they have a good Impact on community hfe 

- In Krnov,eg, the mayor IS member of the YMCA and the town provides both office 
and meeting rooms for the activihes of the YMCA Good relahons are kept up wth  
the local Center for Youth 

- In Prague close cooperation wth famdy associations exlst Through lectures 
concenung "Chnstianity, Democracy and Humanity", they reach out to a broad 
spectrum of interested persons They have estabhshed good lmks wth  the Mmistry 
of Educabon, but also wth  schools and churches Prague YMCA ~s also member of 
the City Youth Councd, and mvolved m the estabhshment of City Youth Pohcy (grant 
distributions, etc ) 

Target group 
The target group of the YMCA IS all young people between the ages of 14 and 25 In fact all 
the persons I met and mterviewed were quite young, both professionals and certainly the 
volunteers 
They reach out to all young people wthout d~stmction on any basis (rac~al, rehgous, etc ) 
However the average group reached, would be from middle class farmhes, young people 
without too many problems In some cases mamly secondary school students are reached 
( U e  m Krnov) 

b Organizational Program Development 

The responsibihty for the projects lays w th  the level whch is organmng the activihes, 
projects or programs Local assoaahons apply for possible support, ether dunng field visits 
or at trammg or other activities The Saphlr field worker, m cooperation wth  the Program 
Dlrector of the National YMCA, agrees m principle on the grantlng of the project The 
financial follow-up IS taken care of by the national Fmance Secretary, whilst the content is 
followed up by the Program Dlrector and Field Staff 

Even though the role of the volunteers is mcreasmg, and in some cases programs are 
completely carned out by volunteers (eg m Hradece Kralove, professional staff still play an 
important role For the moment they form the motor for the extension of the movement and 
wll be Important prllars for the conung years 
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We also have to menhon the role of international volunteers, as they can have an mportant 
"example" functron for other young people, in devotmg one year to the establishment of 
speclfic propcts in a country (Ten Smg, the Youth Information Center, etc ) 

The local associat~ons are the bass for the whole organization A number of thew activities 
are carned out wthout any linancial support from outside Only for startmg up certain 
programs are external funds requued They have a great openness towards the reality of 
young people, but are also concerned wth  problems which go beyond their community (eg 
Thud World questions) In then concern to attract many young people, they try to develop 
those activities which appeal to them the most 

5 Future Developments 

In general, we can say that the populanty of the YMCA m the Czech Repubhc ls nsmg They 
have a great concern for developing Into an autonomous, fully fledged organlzation, also on 
a fmanclal level 
The restitution of property IS certainly a major challenge to the organlzatlon, and some of it 
wll requrre substantla1 finances and finance managers to deal wth  all the questions related 
to thls At the same tme this restitution 1s seen to be the basis for fmanclal independence 
Trairung related to finance and fund-rasing wdl be quite lrnportant in the next part of the 
Saphr Program 
Fundamental for the further growmg of the organlzation d l  be the recmtment and 
mohvabon of volunteers Both programs and training wdl have to emphasize the continued 
involvement of volunteers 
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C.  HUNGARY 
1 Brief overview of Youth and Youth Policy in Hungary 

Hungary has the hghest standard of hvmg of the four countries descnbed Foreign 
mvestment is also the lughest of Central Europe and Budapest IS the most Western-hke city 
m the regon and an lmportant attrachon-pole for tounsts They are m the forefront where 
it concerns pnvatlzation of shops and mdustnes Despite these changes, young people have 
the feehng of hvmg in a situahon which IS not very stable The constant changes also lead 
to uncertamty wth  young people and a lack of perspechves In fact, mflation IS stdl quite 
high and unemployment is nsmg An other challenge for the Hunganan society IS certamly 
the question of mmonties (8% of the population are gypsies) 

Young people face many problems, which are relatively new to them nsmg unemployment 
(700 to 800,000), drug problems, nsing cnrmnal~ty, mnority problems, houslng problems 
There IS httle lnterest m church activities and community llfe My interlocutors descnbed 
thelr situation as 'Bodernlosigkeit', young people are in doubt about thelr future They have 
no hfe perspectives The main problem would be that the entlre value system has been 
turned around and young people hnd themselves in a situation of lack of onentation 
('Onentierungslos') 
T h  makes a perfect breading ground for a number of cults, which are spreading m 
Hungary 

Youth Pohcy is organued by the Pnme Mmisters' Office, and is developing at a satlsfylng 
rhythm Youth organrzatlons can receive subventions from the State, both for their general 
budget and for their activihes Before, all youth achvities were organued and run by the state 
through the official, commun~st youth organuation (KIS) The breakdown of the organlzation 
left a vacuum, which IS now more and more filled by different youth organlzations Some 
of the old orgaruzations have taken the form of 'new' orga~uzations and took over part of the 
property and mfrastructure of the old structure 

A Youth Councd has been formed (MISZOT) and was in fact the first well-functiorung 
Central European Counc~l, and the h s t  one to become a member of the Councd of European 
National Youth Councds The mterlocutors found the MISZOT a relatively closed 
orgaruzatlon and Chnst~an youth organuations are susp~cious about the developments m this 
body In fact a transformation process of the councd has been requested by some of the major 
(pohtical) youth orgaruzabons In general, contacts between MISZOT and the government 
have been deteriorating lately 

2 The YMCA m Hungary 

The YMCA was active m Hungary before the war and also owned property Thls property 
was gven to the Churches before the nahonalwtion The Churches have clamed some of 
the property back and have some agreements wth  the YMCA to reshtute then buddings, but 
the situation stdl needs much clarification 

There is some suspicion about the role of the YMCA from the side of the Churches Lay work 
has been completely absent m past decades and the Churches do not always see a place for 
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this They fear the influence of rehgous cults Some local churches are however qute  
cooperative The YMCA IS mamly worlang wth  the Protestant Churches, even though they 
are only a relatively small part of Hunganan Society 

At present the YMCA is largely dependent on foreign money (up to 75 %) and the leadership 
really counts on the returnmg of the Property, the creahon of a Foundation and pnvate 
sponsonng and finance to contmue to work m the future 

The role of the YMCA IS seen to be an ecumenical one, ecumenical m the broad sense of 
openness towards other rehgions, but also not only concentratmg on rehgous and spuitual 
programs The YMCA wants to play an mdependent role towards the churches In general 
they want to create a better Me for young people, by respondmg to theu needs They see 
theu mvolvement mamly m community development, through creatmg meetmg places for 
young people, givlng them some lund of a community feehg (eg through coffee-culture- 
shops, etc ) It IS also felt that the YMCA should have a social role m society (eg related to 
drug problems, mmonty problems, etc ) The Hunganan YMCA is also turned to the outside, 
w th  some mvolvement wth  Hungarlans outside Hungary (like in Transsylvanla, Rumania) 

3 YMCA Ass~stance Structures under the Saphu Program 

a Work~ng structures 

Also m Hungary, the Saphv Program is seen as a complete program, wh~ch combines human 
and financial resources 
At the human level, the field worker is considered to gwe valuable assistance both at 
personal and professional levels He IS considered as someone who understands the situation 
in the country and to act as a co-worker for the organuatlon This cooperation allows the 
national staff to better understand theu work at the professional level through talks and 
concrete cooperation Ths is an important complement to the fmanclal assistance 

The role of Saphu m the development of local associations IS quite considerable In the 
example of Bekescsaba YMCA, a full program was supported m order to set examples for 
other YMCAs throughout Hungary, in co-financmg both the Literature-Coffee-House and the 
creatwe camp which IS planned It is through tlus example function that a real unpact can 
be acheved The program is embedded m other programs and the matenal which is bought 
can also be used at other meetmgs 

A full coordination between the dlfferent i~utlatives, through optlrnal contacts between the 
different IMC Field Groups m charge of different countries, could lead to better 
understandmg of how dlfferent countries can support each other 

b The role of the Saphu Program 

In general we can say that the Program needs to be part of a long-term plan and rather than 
really setting the pace of the development, it needs to fit into the pace of the development 
of the society An explosive development of the YMCA m the short run, through extensive 
(and expensive) achons could not necessarily be consohdated in the long run, and be 
fnutless 
The program can facilitate the sethng up of certam activities, and gwe them a larger outreach 
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than would be the case without the assistance The Saphu program also permts bnngng 
some new thoughts and experiences mto practice and gettmg people movlng 

At the frnanclal level, ~t is felt that there IS a need for someone who can asslst in decision- 
malung on the projects to be supported and also on the controllmg of the effechve use of the 
money provlded It IS clear that without the finanaal support of Saphu, some of the acbvities 
would have to be reduced 

An example of t h ~  1s the creahve semmar m Bekescsaba, where wthout fundmg the 
nabonal dunension of the semmar would be reduced to a regonal or even a local 
dimension, w th  fewer partiupants and a smaller community Impact 

At the level of human assistance, the field worker can provlde new ideas and creahvity and 
challenge the orgaruzabon In what they are domg He is part of a process whch consists of 
h d m g  answers together, rather than giving the answers The field worker as the opportuzuty 
to meet w th  local groups, bemg involved m summer-camps and other actlv~t~es He has an 
overview of the development of the movement and can also gve  a Mferent mew to the 
nat~onal YMCA Through positlve cnticlsm he can help the movement to grow It IS also 
quite important that the mternatlonal contacts and the relations w t h  the EAY are hnked to 
one person, who can guide these contacts m a more coherent way 
The contacts abroad also play an nportant role m opemng the mmds of the people mvolved 
They open the possibd~ty of personal contacts and networks, but they have to be well- 
prepared and can not be a first step m a trairung process Poorly prepared and 
accommodated mternahonal contacts have a rather devastahng effect on the development of 
the orgamzabons 

The Program Institute was evaluated positively by the partlapants It provlded the 
opportunity to get to know the diversity of programs exlstmg Agam, the remarks already 
made earher are also vahd for the Hunganan participants The Program Institute had a 
positive "spm-off effect in Hungary in the set-up of a national program mstitute, whereby 
some programs were introduced to a larger number of participants 

Strengths and Weaknesses 
The Hunganan YMCA perceives ~ t s  mam weaknesses m the need of volunteers and the need 
of leader t~ammg at different levels The Saplur program responds to these needs by glving 
clear support to imtiatives in the field of leadership tralnmg and by sethng posihve examples 
for the enhre movement 

Another nportant weakness of the movement IS ~ t s  hancral management A program tvlll 
have to be estabhshed to asslst the organization in this, and to appoint a hancial manager 
in the near future In general, however, there IS also a need to work on the financial self- 
sufficiency of the orgaruzation Trarung on fund-raismg, at all levels, and the puttmg mto 
prachce of the many ideas concernmg fmanclal management m the fume wdl have to be 
stunulated There are m fact ample opportunihes to receive funding from the government 
and other sources, but t h s  wdl have to be well coordmated 

An other challenge perce~ved IS permanent contact w th  the mternational YMCA Also here, 
the Saphu supports projects whereby Hunganan participants can take part m mternational 
study sessions and tramlng courses 
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4 Project Speclfrc Actmhes 

a Status of Project Achvities 

The bass for the programs lays m the community needs and the necessity for development 
of the YMCA at the nahonal level For the moment there is no long-term planmng in the 
Hunganan YMCA The programs are deaded upon by the different program committees, 
headed by the Secretary General of the organlzahon 
They estabhh together the concept of the dlfferent projects (goals, target group, number of 
partlapants, ) and msert thls in an overall program and look for additional finanaal 
resources 
Unfortunately the commitment of the volunteers at the national level IS stdl rather hmted, 
and the rather young board IS no real counterpart to the role and function of the Secretary 
General Most Board members are relatively young (20 to 25 years) and their pnmary interest 
lays wth  the local developments The Board can therefore give httle onentation to the 
development of the movement In order to provide also the local organlzations with support 
for then imtiatives from the side of the Saphx program, a tour visitmg the local assoclahons 
was planned for February 

The role of the volunteers s very Important and a constant challenge At the local level it is 
mamly the volunteers that run the orgamzation At the national level, the biggest need is to 
motivate volunteers who can carry the projects The need for leader traimng courses is a very 
important one T ~ L S  is a major aspect of the changes that currently take place in the society 
where before young people were told what to do, wthout any sense of takmg responsibhty, 
wthout chances for choice, the current situation is seen as completely dlfferent and a major 
challenge The only opportunity that one had was being part of the official organization, and 
bemg a leader meant being a cornrnunlst leader 

The YMCA certamly has its place m society today Where a number of Cathohc organlzations 
try to regroup young people stnctly accordmg to thew behefs, the YMCA is trylng to break 
through thls into a more ecumemcal approach It is however also the case that most 
youngsters involved m the YMCA are from a protestant background Some mitlatives 
consciously try to break tlus concept open (such as the Ten Smg activities, which also attract 
a number of youngsters wthout any religous afffiation or mterest) 
Some of the YMCA activities made an Impact on the regional and even national med~a (such 
as a television broadcasting for the Literature-CoffeeHouse m Bekescsaba) The local 
churches support the YMCA development (through offenng rooms for offices, etc ) They also 
obtam some local, municipal financmg through the so called "cultural funds", which exist m 
some muniupahties Where cultural achvihes were previously supported by the state, they 
are now taken over by local and regonal authonties, but w th  much less financml 
possibihties 

The target group of the YMCA is mainly all young people between the ages of 14 and 25 
Most would be of protestant background, but as already mentioned, the Ten Sing activities 
have a much more open, projectcentered recmtment Thew total membershp is estimated 
to be around 1500 young people, w th  also a certam outreach to the Hunganan mnonty m 
Rumania 



Saphr Md-Term Evaluation 

b Organizational Program Development 

The responsibdity of the projects lays wth  the Board and the Secretary General, who ls m 
charge of the orga~uzahonal runnmg of the program The Secretary General IS the contact 
between the local groups, the nahonal board and the field staff Through dlalogue they 
together decide on the projects to be supported and the programs to be developed 

In thls respect we have already menboned the role of volunteers at the nahonal level and the 
need to develop a consuousness about therr responsibihty at the nahonal level It has also 
been descnbed how ths  sense of responsibility is a new item to be developed Some of the 
programs certamly mtegrate more young people and more easily m the deusion-mahg 
processes (eg the Ten Smg Programs) A feelmg of respons~bhty at a somewhat larger scale 
seems however to be a weaker point 

From what was descnbed we can see that the movement has mainly developed at the local 
level, w th  rather strong local associations In many towns, the YMCA provides the only 
youth achvlties In a number of towns a major mvolvement m the development of the 
community has played an unportant role 

In Budapest, young people from a deprived background (young unemployed, m 
contact wth  drugs, etc 1, ]om in the Ten Sing activities 
In Debrecen, young people from refugee famhes are mvolved m the local groups 
In Bekescsaba, YMCA actively contributes to the local cultural We, and shows a clear 
motivation to be mvolved in some social services 

All of these developments have to be seen m the hght of the developments withm Hunganan 
society, with a decrease of government mvolvement in social services and a strong 
decentrahzation of the latter, w th  the consequence of a decrease m finance for social services, 
hospitals and education in general It also has to be seen m connection wth  the development 
of the churches, in which lay-work was practically unknown and not used 

5 Future Developments 

The mam needs and challenges that he ahead for the Hunganan YMCA are certamly hnked 
to the development of a basis of young volunteers and leaders One of the problems that t h s  
entads IS also the transfer capacity of the young people in a trammg situation to theu home 
situahon Thls WID requlre a concrete follow up by the present leaders and staff members 
The movement has developed quite rapidly over the past three years, with some 28 to 30 
local groups bemg active Thls wdl need further consohdahon and the creahon of more 
national coordination and mvolvement In this respect the exchange of volunteers (eg a 
Norwegan group establishng Ten Smg groups throughout the country) was hghly valued 

Another major challenge is the development of the YMCA into a self-supporfmg 
orgamhon,  both at the fmanclal and human level 
The fmanclal situabon is still one of a high dependency and the growth towards a more 
sustamable development on the bas= of theu own means, w d  be a difficult one At the level 
of finance this wll  demand a ngorous management scheme in order to fulfill all the 
requuements that come from different partners (fore~gn and domestic, governmental and 
non-governmental) Fund-raismg 1s stdl a strange concept, and the ideas on how to work 
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wth  a YMCA Foundation wl l  need further exploration 

The possible restitution of the buldmgs and the entue mfrastructure of the movement wlll 
certamly be a major headache for the commg 6 to 7 years, which mll requue some 
managenal assistance 

The future hnancing partly through membership fees wll also be somethng new for the 
Hunganan YMCA, where memberslup previously had a very speclfic connotahon, to whch 
young people are rather skeptical 

The three years of Saphlr support have been c r u d  to overcome a difficult ln~tial phase In 
order to further develop, the Hunganan YMCA would need cont~nued support or it wdl have 
to reduce the number of national activihes The transition to mdependence wdl certainly need 
to be further accomparued by trammg for young leaders, on fmanclal management and fund- 
raismg 

The YMCA has a good basis for further developmg ~ t s  relations with Churches, local and 
national governments It wll  have a role to play m developmg its soclal activihes The 
National Office could give some guidelmes in thls field, but this would have to be backed 
up by a stronger National Board, which could give onentation to the movement 
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D. POLAND 
1 Bnef overvlew of youth and youth policy m Poland 

The situation of young people was very well described and analyzed m the Report on Pohsh 
Youth", which was a project co-financed through the Saplur Program It covers the penod 
from 1989 to 1991, the tune of radical systermc transformations m Pohsh society The major 
problem young people are faung m Poland s growmg unemployment Th~s leads to a 
concept of souety m wluch everythg IS at stake, and as some interviewees put it 
' everytlung can stdl change" 
At the rehgous level, Poland is 90 % cathohc, and young people mcreasmgly questions 
religousness in its trahtional, mshtubonal dunension The attitude towards the church has 
changed considerably m the past two or three years Where m the eighhes the church was 
seen as an opponent to the Comrnunlst r e p e l  it is now felt that they have too much power 
T ~ I S  also results m the disapproval of certam recent laws, such as the anb-abortion legislation 
and the fact of m a h g  rehgon part of the school curriculum 

In Poland many youth organizations are active, the strongest bemg the 'post-cornmurust' 
orga~uzations, which had their role m society before (eg Polish Scouts) Around 70 youth 
orgamzations are active at the national level The youth field is not empty, and a youth 
organnation needs to estabhsh its own Image m order to attract young people 

Youth pollcy m Poland is only m a starting phase A grant system to youth organwtions is 
bemg developed The property of the former official youth organrzatlons is stdl not recovered 
and Judicial procedures are under way to reallze thls 

The Youth Councd, whlch excludes the former official orgamzations, does not funcbon very 
effectively According to some of the interviewees, ~t IS dommated by the many small cathohc 
orgamzations 

2 The YMCA in Poland 

The YMCA was before and after the war an elitist organrzatlon, m whch ~t was ddficult to 
become a member, even though number of people were reached through its activlhes The 
YMCA represented a new model of society and carned mnovative ideas 
Many of the leaders from this period are stdl achve m local and nahonal Boards 
The Pohsh YMCA IS not d m t l y  seen as a chnstian (mea~ung catholic in the Pokh context) 
orgamzahon, and often the YMCA IS referred to under its abbreviation (Polska YMCA), also 
because the term Chnstlan has a rather negative connotation for Pohsh youth 
In today's Poland, many activities exlst for young people The Pohh YMCA needs to be very 
specrfic m the image ~t wants to create and the offer it wants to put forward The YMCA also 
needs to find a balance between tradition and present day needs 
Since many of the National Board members are from the prevlous generahon of YMCA, they 
sometunes promote the old concept of the YMCA, wthout bemg able to onent the movement 
in today's context and develop its own idenhty 

The role of the YMCA is seen to go beyond the regular youth programs, to be more than a 
regular youth organrzatlon The YMCA puts itself forward as an interreligious, intercultural 
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Orgamzation An organlzation whch is truly ecumenical and tolerant 
It sees itself to have an importance for the development of mtellectual llfe m Poland, to 
provoke a more general discussion m society (through Democracy m Action, Social service 
acbvities, projects on tolerance, etc ) 

On the Inshtutional level, the Pohsh YMCA IS the only one orgamzed as a nabond 
orgamzation, with the local YMCAs h g  branches of the Nabonal YMCA 

3 YMCA Assistance Structures under the Saphu Program 

a Workmg Structures 

The field worker plays also here an important role m the runnmg of the Saphlr program In 
a sprnt of cooperahon wth  the national organlzation, decisions are taken together between 
field worker and program director) In general, the field worker needs to understand the 
context of the organlzation, and is not expected to push for certam programs 
This cooperation offers dvect traimng possibllihes for the national program dvector on 
program development, but also m a broader sense of developmg onentabons 
In Poland, the field worker also estabhshed good cooperatwe relations w t h  the Internahonal 
Program Advlsor (Sarah Kaufrnann), which was appomted through a cooperation program 
tvlth the Canadian YMCA 
The main assistance whch is provided by the field worker is the fact that through the many 
visits he can really understand the orgamzation, discuss possibhties w th  them and provide 
new opportunities Sometunes it is also important to hold back certam cooperation imtlatives, 
smce not all would be really beneficla1 for the organlzation 

At the level of developing local associabons, Saphu provides unpulses to get to know new 
programs A tvlde field of activities are bemg offered at the local level 

the 'traditional' activities (hobby groups, sports, ) 
ecologxal programs, 
camps, 
music groups, 
social serwce activities (for the unemployed, for refugees (Bosnian children in a 
refugee camp) 

The cnteria set out under the Saphv program, and which have been made more speclfic to 
fit  the organlzahon's objectwes, mainly are they should lead to the self development of the 
branches and unprove the self-organmtion of the young people mvolved The cntena remam 
flexlble and discussions between the different partners involved, is usually the basis for 
decision malang The field worker assists m the selection of the projects 

b The role of the Saph~r Program 

The Saphu program 1s seen as providmg 'a  fnendly hand to the organlzation It also 
develops the organization's consciousness of their role towards other orgamzabons That is 
how they are also involved m the IMC Field Group for Russia and Ukrame and m prepanng 
traimng programs for these countries 

Saphr is not transposmg a speclfic hfestyle, but respects the identity of the country mvolved 
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Flnance 
The program provides start up finance for new programs (ecological programs, summer- 
camps) It also supports the settmg up of leadershp trammg In general lt is seen to speed 
up the extension of the orgamzabon, both m additional programs and in volunteer 
mobvahon The programs provide ample opportunihes to take part m mternahonal trairung 
courses 
The proportion of Saplur subventions m the total budget of the Pohsh YMCA amounts to 
about 20 %, but when we only consider the program budget, then Saphlr represents almost 
70 9% of t h s  budget Saphlr, together w th  other foreign assrstance comng into the Pohsh 
YMCA, creates possibdities to develop a coherent program and mstituhonal development of 
the orgaruzation 
The persons m charge of the Saphr program on the Pollsh side (admmlstrahon, finance, etc 1 
have regular contacts wth  the EAY concenung the authonzabon, runnmg and finance of the 
Program 

Human Resources 
The main assistance provided is certainly the accompanlrnent by the field worker of nahonal 
staff, m particular the program dlrector T ~ E  provides ample leamlng and trawng 
opportunities for both partners mvolved A dvect consequence of this IS the establishment 
of a hrst strategc plannmg meeting, where a three-year program was decided upon 
Other aspects of the cooperation are the dlrect contacts developed between persons m Poland 
and abroad The participahon m trai~ung courses IS seen to be an lrnportant aspect of the 
personal development of both volunteers and professionals An early sendmg of young 
people abroad does not, however, necessanly lrnply that they wdl become actwe members 
of the orgamzation afternards International trammg should m t h ~ s  sense be seen as one step 
m a complete trarung program, whch precedes the international trammg 

Program Inst~tute 
Twenty Pohsh volunteers and professionals took part m the Tiszadob Program Inshtute It 
provided them with a first contact wth  the rntemational 'famdy' of the YMCA Such courses 
are seen to be very important m the Integration process of the organization and to budd 
direct contacts It helps the orgaruzation m developmg an own onentahon of the movement 
and brmgs m new ideas and challenges 
It needs however a correct follow-up, through the field worker or/and the national program 
director In Poland th s  follow-up was done in the form of meetings w t h  the r e ~ o n a l  
Program dvectors These meetings cover most orgaruzational aspects of programs, but also 
imply trammg modules Ths follow-up is complemented wth  field v~sits m the dlfferent 
projects, together with the regonal program secretanes 

This follow-up IS necessary to translate the dlfferent programs which are presented to the 
national context Often the modules and programs proposed show some lund of model, 
which once out of context does not necessanly funchon The methodological approach of 
such tralnmg also needs loolung mto It is felt that the teacher/pupil approach IS not very 
relevant, and ths  can lead to mlsunderstandlngs The trainers should at least have some 
background knowledge of the Central European context, in order to understand the 
underlying questions If these programs are not rooted in the reahty of the country they want 
to focus on, they WIU be seen as ahen bodies 
A cooperation approach, i e where all participants are considered as equal partners seems 
to be more adequate The trarnmg should also unply participants from other Western 
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European YMCAs, whch could stmulate the exchange of understandmg 
Such a course IS seen as complementary to the national trammg, certamly not to replace 
them, and not as a hrst step mto the orgamzation 

Strengths and weaknesses 
One of the strengths of the organ~zation s certamly the developed leadershptrarung whch 
is offered and seems to run quite effechvely It is a four phase course, spread over the year, 
which also mvolves a phase of project development In the future, the projects, based in the 
local YMCAs could become Saphr-sponsored projects, if they respond to the cntena The 
traimng IS rounded up by an evaluahon phase and at the end of the course parhcipants 
receive an officlal recognition of their partiupation 

The whole queshon of the reshtution of property to the YMCA will certamly have 
considerable lmpact on the functiorung of the orgarnation It wll  most certamly provide 
financial resources for the orgamzation, but wdl also imply a number of overhead costs and 
s tafhg needs 

The orgamzation is stdl for the most part duected by the 'older YMCA members' m the 
National Board A challenge wd1 certainly be to mtegrate new, younger members in the 
Board and to provide further trammg for the exlsting members 

4 Project Spec~f~c Activ~hes 

a Status of Project Activities 

The basis for the different projects certamly lays m the commumty needs and opportunities 
which can be developed 
It has to be emphasized that most of the regular programs are run wthout Saplur or other 
external support The ones that receive Saphlr funding are, agam, those that need to start up 
new irutiatives which would otherwise not be possible 

Dunng the tranmg course m Rynia, I was able to wtness the diversity of the leaders 
present, (bemg m charge of Enghsh lessons to the Photographic section of a local 
YMCA), persons in charge of Ecological programs, b~cycle section, basketball, arts, 
gymnastics, tounst section, aerobic classes, body budding, pzz, Ten Smg, Badmmton, 
volleyball, piano lessons, etc 

In Olsztyn YMCA, Saphir fundmg is used to start a Ten Smg group, which would be 
important to spread thls program throughout Poland and even beyond The funding 
was used to buy sound equipment to make theu performances possible 

Also in Olsztyn, the YMCA closely cooperates w t h  the Ecologcal High School to 
jomtly prepare ecological camps 

The role of volunteers m the orgaruzation IS growng, even though here the tradition IS also 
to have all services paid for 
The importance of professional staff m the growth of the organization is therefore 
emphasized 
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The YMCA has in general established good relations wth  authorihes, schools and 
uruveraties 
An example of the cooperation wth  the authonbes ~s that the Mmistry of Educahon has 
chosen the YMCA to do a two year expenmental course on 'Education towards Tolerance 
T ~ I S  mtmtive, to combat the g~owmg problem of mtolerance towards nabons, religions and 
cultures, wdl be c m e d  out both m Warsaw and Szczecrn 

There LS also good cooperahon wth  the local authonties at the program level There are no 
ofiiual hnks w t h  the Cathohc Church, even though Archbishop Glemp, Pnrnate of Poland 
has blessed the actwlties of the YMCA This mainly means that suspicion about the possible 
background of the YMCA, whlch exlsts in certam arcles, can be dispelled 

Thev connection wth  the Umverslty of Warsaw has been clearly demonstrated by the jolnt 
pubhcation on Youth Research Other examples can be mentioned, such as the Academy of 
Physical Culture m Wroclaw, which provided a tramer for the traimng course m Rynla 

The connecbon wth  schools is also evident from the examples of the Ecologcal High School, 
but also of the MUSK High School which provides rooms and support for the Olsztyn Ten 
Sing group 

The YMCA LS also deterrmned to take up social tasks, eg to provide psychologcal aid for 
drug addicts 

The outreach of the YMCA is manly towards Cathohc youngsters (Cathohcs represent 90 % 
of the Polish populahon), marnly in bigger cities Most of the young people reached are 
students m higher degrees They could be defined as comlng from the upper, rmddle class 
(not necessarily m econormcal terms) 
Eighty percent of the participants of the Rynia tramng course could fluently speak a foreign 
language (English or German, and sometimes -johgly- Russian) 

A challenge for the YMCA wll be to reach out to young people m more rural areas in the 
future 

b Orgamzationd Program Development 

The responsibhty for the projects lays wth  the orgaruzmg level, namely the local program 
directors, who have an Important role in the creation of programs In fact, all Saplur 
sponsored activihes take place m cities where the YMCA has employed a program dlrector 

The decision malung about the projects takes place in conpnction wth  the National Program 
Dmctor, the Branch leaders and the Saphlr Field Worker They have to fit the objectives of 
the Saphr Init~ative and the policy of the organuation 
Prolect plannmg has unproved smce the start of the Saphv program The Program is better 
known to the local program directors and a oneyear project plan has been made for 1993 
This planmng fits rnto the three year onentation whch has been developed at national level 

The staff members play an important role in the entire set-up of the support system In the 
long run, this wdl put the finance question on the forefront For the moment then salanes 
are paid by YMCA-IMC finance The EAY has a long-term commitment to support the 
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instituhonal development of the organrzations, but on a decreasmg basis Thls means that 
fmanual education about fund-ralsmg and fmanclal management wll  be Important factors 
in future trairung offers, espeually for staff and board members 

The role of the local associations IS m the hrst place to estabhsh some group affuuty, to 
estabhsh relations and a community feehng between group members At the same hme there 
are in a number of the groups clear ophons for community commtment, involving social 
onented programs 
The YMCA develops its positlon m society through lmportant mihahves,such as the 
'Educahon towards Tolerance' mitlative, m cooperahon wth  the Mmlstry of Education and 
pnmary schools It apphes democratic pnncrples m everyday Me through the 'Achons for 
Democracy' m Lodz 

The Pohsh YMCA has also created ~ t s  own Evaluation scheme of the YMCA programs, whch 
mcludes participants' evaluations, team evaluation, fmanclal assessment and the h k  of the 
achvity w th  the overall program of the YMCA 

5 Future Developments 

The Pohsh YMCA has established a strong basis for further development 
Thelr trammg program is well developed and gwes good perspectives for the new generahon 
of emergmg YMCAs 
The activities and the organzation gets support from different sides, but m the long run the 
financial situation wdl requlre more self-fmancmg for staff needs Trammg h k e d  to Fund 
Ralsmg d l  be mdlspensable, even though at the local level most of the actiwties are already 
self-sufficlen t 
The Pohsh YMCA has a clear commtment to the development of young people and mvolves 
itself m soclal activities 
They are also c o m t t e d  to the IMC and have a clear option to help other organrzahons m 
the region, if they are asked to They are mvolved m the IMC Field Group for Russla 
In the future they want to become more mvolved in the Executive bodies of the EAY 
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IV. WORKING METHODS - EVALUATION 
PROCEDURE 
The evaluahon consisted of three major parts 

1 Prehrmnary dmusslons and mterviews wth  
a) young people from Central Europe, mvolved in one program achvity of the YMCA 
(Ten Smg), 
b) the field workers, 
C) persons (tramers) lnvolved m the cooperation programs wth  Central Europe 

2 The exammation of the followmg documents 
a) field workers' reports, 
b) EAY reports to the YMCA of the US A,  
C) reports of the YMCA of the U S A to U S A I D 

3 A two week on the spot visit to the four countries concerned and in depth 
interviews with YMCA leaders at all levels 

The vlsit was the most mtense part of the evaluation phase, wth  mtervlews, d~scussions and 
practically hvlng together wth  the field workers m their 'normal' envvonment The field 
visits were complemented with shorter lntervlews and discuss~ons w t h  the Secretary General 
of the EAY, Dolf Weder and wlth persons outside the Saphv program, but workmg m 
Central Europe 

The vlsits and mterviews on the spot were well organized and prepared, both at the level of 
the field workers and at the level of the national YMCAs 

Some hrmts w th  regards to the methods used 

The tune attnbuted for the vislts was relatively short (two to three workmg days per 
country) and qulte some tune was spent travellmg 

- The core evaluation team, irutially foreseen to include U S A I D staff and YMCA of 
the U S A Internahonal Dmsion staff has been reduced to the external consultant, m 
cooperation w t h  the held workers and the national secretanes or program directors 
of the organizations 

- Some cho~ces had to be made concernmg the field vls~ts They were made on the bass 
of their bemg representahve and the diversity of the projects concerned The 
geographcal distance was also taken mto account 

- In the Czech Republic and Bulgaria, all persons m charge of projects under the Saphr 
Imtiative were mterviewed The mtervlews foreseen m the Slovak YMCA could, for 
techn~cal reasons, not take place In Poland and Hungary 
more emphasls was put on the field vislts, whlch was more time consummg, but gave 
a clear Idea of the circumstances under which the projects are run 
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In the different countnes, interviews were done wth  

- all National Secretary Generals employed by the YMCA (Czech Repubhc, Hungary 
and Poland), 

- three Nabonal YMCA Presidents (Bulgana, Hungary, Poland), 
- National Board members, 
- all National Program Drrectors (Czech Repubhc, Hungary and Poland), 
- number of regional and Iocal program secretaries, 

number of volunteer leaders, sympathizers and parhapants, 
- internahonal volunteers 

A full hst of the mterviews s appended (Appendix 10) 

In all countnes the USA I D  project speciahsts were contacted and asked about their 
relahons wth  the Saphir Initiahve and the mforrnation received concernmg the development 
of the YMCA and the sponsored activities 

In all countnes I found an open attitude to critically evaluate the development of the YMCA 
and m particular the assistance provide through the Saplur program 

The techruque of self-assessment by the lnterviewees proved to be adequate for the type of 
evaluation requested 

Detalls of grant attnbutions concerrung very speclhc projects were not requested by the 
external evaluator, this m order to avoid possible unclanty about his role 
The major part of the mtervlews concerned the concepts and perspectives of the mterlocutors 
concerrung the development of the YMCA in the country 
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V .  C O N C L U S I O N S  A N D  
RECOMMENDATIONS 
The parhapation of young people m lnfluenang the conditions of them own hves is cruclal 
Parhcipation IS more than mvolvement m mshtuhons and declsion m a h g  Parhapation m 
a pattern of how one hves m a democracy, ~t LS relevant to work, housmg, lelsure, education 
and soclal relabons Participabon LS also a queshon of young people's r~ghts and obligations 
m shapmg the future soclety" (Fml text of the Second Conference of European Mmlsters 
Responsible for Youth, Oslo, apnl 1988) 

Such a concept of participahon regards young people m a decidedly positive hght They are 
considered a resource for the constant renewal of democrahc society Today Europe IS 

undergomg a severe cnsls as regards mstitutional parhapation Many young people sense 
a weakenmg m aedibllity at pohhcal level In th~s  context, trairung for representahve 
parhapation should be promoted Tlus is needed more than ever before to revitalue 
democracy and the vanous forms of parhapahon m political, soaal and cultural hfe and m 
voluntary organlzahons Therefore youth organlzations and institutions catermg for young 
people have a vital role to play m malung citlzensh~p a real-Me experience for young people 
They are in contact with young people and can tram for participation and democratic hvmg 
It IS clear that young people in Central and Eastern Europe vlew them hfesituabon as more 
cntical than young people m Western Europe They are very skephcal to trachtional 
instituhons, and have little interest m pohtics The interacbon of young people mamly takes 
place m the so-called "kleinen Lebenswelten" (m then own small world fanuly, clrcle of 
fnends, workshop and school) and m the var~ous forms of cultural and leisure achvities Very 
few young people conslder themselves as bemg rehgous In general there is a strong trend 
towards mdivldual~zation 

The many documents and researches irutlated at European level p t  recently prove that 
decision-makers are womed about these developments They are also loolung for responses 
(see eg the research of the Councll of Europe on 'Concepts of assoclahve Me for young 
people m Europe (1991-1993) or the topic of the fourth Conference of European Mmisters 
Responsible for Youth on Youth parhcipation in the Greater Europe ) 

A clear response 1s found m the work of volunteer organlzations, such as the YMCA The 
development of volunteer organlzations is a major contnbuhon and an mdispensable element 
to stabdue the newly reemerged democracies m Central Europe They have an Important 
role to play m the development of civll soaety They form an achve part m community 
development and the commtment of young people to the llfe of then societies Solely 
concentrating on the economic developments would make these societies tend towards more 
authoritanan reglmes, where pluralism and Human Rghts are baffled 

1 Developrng a Volunteer Network 

The biggest challenge which ls found m all associat~ons 1s the need to develop a network of 
volunteers, tramed and motivated, to help m reconstructing the YMCAs m the different 
countries In order to do this the Saplur program has responded to many of the needs 
expressed by the national YMCAs They have provided them mth trairung irubahves, 
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program support, mtemational contacts and faclhtles of all lunds They have manly provided 
the organlzahons with a regular accompamment from the side of the field workers The held 
workers have worked m respect of the queshons and the tradihons of the drlferent YMCAs 
They wll have to contmue to do so, m respectmg the pace of the development of the YMCAs 
in the countnes 

2 Financial Management and Fund-Rarsmg 

For the immediate future, many queshons wdl be ralsed wth  regards to the reshtution of the 
former properties and the management of ths  Thrs d l  be a part of an overall queshon of 
fmancial management and sustamable development of the organwhons 'Rus wl l  have to 
be a pomt of concern for the ~mmedlate mvolvement of the held workers, especially smce the 
agreed penod for the Saphu Imhative IS c o m g  to an end A next Saphu program Institute 
could concentrate on the Fmanclal management m general and fund-ramng m particular 
Wferent expenences at all levels could be exchanged and a transfer to the local reahty 
should form part of the program Field workers should be gven a concrete task in the follow- 
up of thls trammg 

The elaboration of a tramers-pool m each of the countnes, based on common expenences and 
based on the needs and developments m each of the countnes should be another focal point 
Traimng at all levels should be further promoted A tramers-pool, focusmg on the traxung 
for tramers (includmg and maybe pnmanly program staff) should be set up at an 
international level The ideas around a Staff tralnmg scheme could be enlarged m order to 
integrate staff from all over Europe They could make use of all human resources (in East and 
West) to make this funchon It is very important to make use of the resources and knowledge 
avadable in the different countnes, in order to adapt the program of these trarnmg courses 
to different reahties, and to make them better transferable to the local situations There is no 
need to treat new staff from Eastern and Western Europe differently, on the contrary, 
confronting participants with each others reality wd1 be an eye-opener for all mvolved 

4 International Trainlng and Contacts 

International mvolvement and exchange should be further promoted, but clear objectives 
should be formulated for each of the projects and trammg offers A clear commitment of the 
orgamzations mvolved should be requested International trammg IS expensive and If not 
well targeted, they can have the reverse effect on people (no further involvement, 
dlsappomtment m the organuatlon, etc ) International trammg has the best effect when it 
IS the result of a complete tranmg process, which starts at local or national level Thls IS also 
true for mternational volunteers sent to one of the Central European countnes 

5 Targeted Accompaniment 

The Saphir Initiative has provided the orgaxuzatlons wth  important start-up funds at all 
levels It has provided the natlonal movements w th  a senous system of accompamment All 
orgamzatlons have expressed the wsh to contmue the type of involvement for the re- 
construction of then organizations 
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6 F~eld Staff Meetrngs 

The regular contacts and meetmgs of the field staff should be mamtaned and should 
preferably take place m one of the countnes of the Saplur program, m order gve  field 
workers a better vlew on the situabon m these countnes It wdl allow for cross-fertlllzahon 
of ideas and fachtate the estabhhment of common projects It wdl also prepare the ground 
for a next program insbtute 

7 Program Insbtute 

A next program institute should take account of the reahty of the different countnes It 
should focus on one aspect of the development of the movements to autonomous 
orgaruzations (such as fund-ralsmg, trammg or other) The program institute should make 
better use of the expenences already made m the countnes concerned, and use the 
knowledge and results already obtamed and mden these expenences 

An other two to three year commtment, eventually wth  a decreasmg mvolvement at 
financial and human level over the commg years would be advisable Dunng t h s  Saphr 11, 
a more targeted assstance should be provided, airrung at more speclfic geographcal areas, 
w th  lugher assistance needs (eg Bulgana, Hungary and Slovalaa) could be envisaged The 
other areas would be accompa~ued less mtensively m terms of human assstance A 
broadening of the countnes covered by the program could also be envisaged (to neighboring 
countnes, using the expenence already acqwred) 

Even though the concept of overall accompaniment of the movement is stdl vahd, it should 
focus more on specific aspects m some of the countnes covered, such as financial sustainable 
development or the development of an overall trammg scheme It should however not 
change the fundamental role of the field workers Into financial adv~sors or trairung 
speciahsts 

9 Contacts with U S A I D 

The contacts with U S A I D m the different countnes, should be malntamed as they provlde 
an lrnportant means of keeping the Project Speciahsts mformed about the development of the 
YMCA and the sponsored projects 

10 Progress towards Self-Reliance 

The plannmg of the progress towards self-reliance is over-esbmated and the move towards 
frnanual autonomy wll take longer than expected In some countnes, a higher degree of self- 
rebnce has been reached than m others More speclfic fmanclal targeting should therefore 
be reahzed 
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4 COMPOSITION OF IMC COMMtTTEi AND FIEU) GROUP TERMS OF REFE- 
RENCE 

(Adopted by the EAY Executive Committee, 26 - 28 Oct 1990) 

4 1 IMC-Commttee (Standme Commttee of the EAY) 

The Intermovement Cooperatlon Committee u a standing commmee of the European 
Alliance of YMCAs and 1s responsible for the total work related to Intermovement 
Cooperatlon (IMC) in the EAY Final decisions on IMC matters are taken by the 
Executive Committee of the EAY 

ComposiUon of the IMC Committee 

Members are drawn from the following sources 

a) the EAY Executive Committee 

b) leaders of the IMC Field Groups 

c) representatives of the EAY IMC-related bodles, e g Y's Men Europe, 
YMCA of the U S A , Y M C A Canada 

d) other persons as appropnate, e g consultants, resource personnel etc 

The above are invited to serve on the committee by invitahon of the EAY Executwe 
Comm~ttee 

4 2 Terms of Reference for IMC Fleld Grou~s 

4 2 1 Goals - 
a) To support the establishment, or re-ekablishment, and extension of 

YMCA Nat~onal Movements 

b) To provide a platform for other National Movements to take part In 
that process 

Through existing Nat~onal YMCA structures, or through YMCA structures in 

formation 



a) To support exlstmg Natlonal YMCAs (or mlhahve groups amrng 
towards establlshmg a Nahonal YMCA) In plannmg, rmplementmg and 
evaluattng IMC development 

b) To consult wlth and counsel ernergmg Nahonal Movements In all 
aspects of the prmss  

c) To coordmate all IMC acbvrtles In the respechve IMC field 

d) To dlrect and follow-up the work of any consultants or resource per- 
sons 

e) To make use of the expertue avalable m EAY and other bodles and 
lmk up with them 

f) To prepare costs and budgets, to ~denhfiy sources of fundlng and to 
control expenditure for each project 

g) To promote and market IMC mlhatlves w~thrn and beyond thelr 
Natlonal Movements 

h) To ensure qu~ck and effectwe cornmunlcatlon w~th  the EAY office, 
wlth all member movements represented m the F~eld Group and wlth 
other partners 

4 2  3 Membership of Field Grouus 

4 2 3 1  Membership of the Freld Group wlll mclude representa- 
tlves from 

a) the emergmg Natlonal Movement(s) or lnltlatlve 
group(s) lncluded In the IMC work of the Fleld Group, 

T 

b) those Natlonal Movements actlvely mvolved in the IMC 
work of the Fleld Group, 

c) those Natlonal Movements in other Areas outslde 
Europe willmg to share then experiences and resources 

d) consultants and resource persons, m an ex-officlo capa- 
city, whose slulls may be requlred at a gwen p n t  

4 2 3 2  Condltlons for partlclpatlon m a Field Group 

a) Members must be mandated by therr respective Nahonal 
Movements 



b) A National Movement may have membership of more 
than one Field Group 

c) The member's National Movement must be actively 
involved in the IMC work of the Field Group 

d) Members have to be prepared to attend meetmgs 

e) Nattonal Movements must be prepared to cover the cost 
of any member(s) participahng in the Field Group This 
Includes the cost of administraQon m e d  out in theu 
own office 

4 2 3 3  In case of any dispute, the final dec~sion on the compo- 
sihon of the Field Group rests with the EAY Execuhve 
Committee 

4 2 4 Worlan~ Structure of the Field Groups 

a) The leader of the Field Group will be appointed by the EAY Execuhve 
Committee on the recommendation of the IMC Committee 

b) The Leader will conduct the work of the Field Group and will com- 
municate progress to the IMC Comm~ttee 

c) Field Groups should make use of correspondence and telecommunica- 
tions rather than hold excessive meetings 

4 2 5 Accountability 

Field Groups are accountable to the EAY through its IMC Committee 

4 2 6 Overall Coordination 

European office 

4 3 IMC Consultants and Resource Persons 

4 3 1 Such persons may be called upon, on an ad hoc basis, by Field Groups c 

to assist In specific areas of work 

4 3 2 Field Groups may have one or more consultant/res~urce person 



4 3 3 Terms of reference will be determined by the Field Group to whom 
the consultant or resource person is responsible 

4 3 4 Costs related to the work of the aboven persons, and their pamcipabon 
in the Field Groups, are to be ~ncluded in the projects of the respectwe 
F~eld Groups 



5 IMC FIELD GROUPS Status 21 11 1991 

Field Group Leadershp Parhclpabon 

1 Latvia Sweden Goran Stenfelt Eston~a (Uellar Kerde) 
Estonia F~nland (J KoiMalamen) 
L~thuan~a Latv~a (Gunta Kelle 
St Petersburg Norway (Gunnar Angelwelt) 

St Petersburg (A Yablonsky) 
Sweden (Goran Stenfelt) 

2 Poland 

3 CSFR 

Germany Gunther Haas CanaddIbtchener-Waterloo 
(Norman McKee) 

England 
Germany (Gunther Haas) 
Poland (W~ktor Leyk) 
USA (Bruce Knox) 

Norway Odd Bj~rTtSen Austna 
CanaddToronto 

(Henry Labatte) 
CSFR (Lubor Drapal) 
Denmark (NleIs Jpaen Lange) 
England 
Germany (Wolfgang Rumpf) 
Norway (Odd Bjsmsen) 
Switzerland (Helena Kozelha) 
USA (Bruce Knox) 



4 Hungary 
Rumanla 
Bulgana 
Carpato Ukrame 

Sw~tzerland Emile Stncker Austna 
Bulgana (Stephan Botcheff) - Canada/Vancouver 

Denmark 
England 
Germany 
Greece 

Hungary 
Rumania 
Scotland 
Switzerland 
USA 
Wales 

5 Russ~a U S A Bruce Knox England 
Georgia Germany 
Armenla Greece 

USA 

(I3111 Owen) 
(Jens Pedersen) 
(Pip Wdson) 

(John Massos, 
Alex Tsokos) 
(Janos Sevennjl) 
(Horvath Levente) 
(Jim Love) 
(Ermle Stncker) 
(Bruce Knox) 
(John Berry) 

(Y-Care) 
wnvf= 
(John Massos, 
Alex Tsokos) 
(Bruce Knox) 

6 Malta, Cyprus Scotland Jrm Love Cyprus 
Germany 
Lam  menc can Confederahon 

(N Rodnguez) 
Malta (Tom Cusens) 
Scotland (Jim Love) 
Span (Ignacio Rodriguez) 

7 Tmslurchen Denmark A11ce Pedersen Austna (D~etnch Reitzner, 
E-Lu Vatter) 

Denmark (Alice Pedersen) 
Germany (Giinther Haas) 
Netherlands @ram Dekker) 
Norway (Eink Endresen) 
Sw~tzerland (Esther Herren) 



- )  8zc:~rodnd 
'he S T F n l R  :nlt,arAxe has non been operatrng for 20 mon:as 
b u y  :ne azc~a: programme ~n~',~ai,\es ~n Euigarla f~rsr begar  
I n  la-? -GG1 llth the flrst Fleid \ ~ s l t  bq S4PH:R S;afc 
t1gLls: 

- 
k r s  to become acqua~niea ul:h the country and the 1 dCA 
( ~nclbn,ng meeilng some \olunieers and members) as ~t 
presentl) exists, p r ~ o r  to the lmpendlng general elect Ions In 
Se7? , Get :qq, 

Second:> to tahe the opportunity to begln the process by 
*hlch z ftll Yeeds Assessment ~ 1 1 1  exentuall3 be undertaken 
b> sselng some of the e\*stlng aorh of the I V C A ,  and through 
talL~7g to some Bulgarians about the percelxed needs of the 
y o ~ n g  people In the country The tlmlng proxed to be 
e,ce+lent as .: colncldea uLth the Sovlet Coup, and alloqed 
me to e\perlence, f ~ r s t  hand, the fraglle nature of the 
e,,~t+-~g po:~tic~l s>Siem as ksll as to hear some of the real 
fears be~ng expressed for tho future of democrack In the 
zou-,t r: 

A t  t n - s  st A ~ F .  the follo~,~ng progr-imrnes uere operating or 
tdeas &ere belng dexelopcd - 

n 
U ,  3Astr,but ion of  V L 1 h  po~,d~r donated b~ Grech 
bL~sLne=s?s and okcalned through the contacts &t'h 
?%E Cresh l \ l C A  

E, Thc FroFrsa i 11aL~ been submlcted to TEVI'LY to 
oncaln fufid~na to t:lon an €\change of young people 
I ,  Alan Greece and EulgarLa ro take piace In September 
1, cl \o\+mber l Q Q l  
I ilpse itere ~ e m e r s  and prospect l \ e  leaders of 
t n ~  > , l C l s  ~ f i  both countr,es The total nurnbcr a a s  
T 

J \ I  



E )  The Greeh IMCA had planned a Fact Flndlng 
vlslt to Bulgar~a to tans place 

F) Plans uere already ahead to dlscuss the future 
p o ~ s ~ b ~ l ~ t i e s  of the emp~oqmont of full time staff 
In the YhfCA In Bulgarla 

G) The Chrlstlan OrlentatLon C o m m ~ ~ t e e  has to hale 
~ t s  nelt meetlng ~n Sofla In Jan 1991 The Subject 
under dlscusslon uAll be relay,onshlps ~ l t n  the 
Orthodox church 

H) The resurrection of tne paper THE VIR by the 
President of the YMCA has gone a long ~ a y  to re- 
establlshlng the credLbllLtq of the lVC4 among the 
intellectdal groups In BulgarLa 

3 )  Local Assoclatlons 

The Sofla Assoclatlon had been formed ulth about 30 
msmbers but no programmes 

The Plotdlb Assoclatlon had also formed nlth 30 
members alth programmes In\ olvlng Bi bls studles and 
Dlszusslons dlstrlbutlon of Blbles donated bj the Greeh Blble 
SocLet~ and attendance, bq some members at a camp for young 
people run bq the Evangelical Churches 
One or tao Films hale also been shoun colerlng ChrLstlan 
tnemes 

The Gabrolo Asaoclai~on AZS also In e\,stence ulth 
SCiiiE small craft uorh belng carrlea on rnostlq by one of the 
Eoard members It had about 12 ts 15 members 

The orlglnal Rousse k7C+ &as also runnLng alth some 
C-0:-cal lectdres and a inembershL~ 3f 30 

There Rere also a feu ad hoc meetings In iarna and 
5 3 3 ~  ln~tlal Interest shonn In \eLl,,n Tsr-,o\o 

J i  SAPYIR appraisal at that tlme 

1 )  The kXC4 1n BLLGARI- 1s iT>lng to create ~ t s  oan 
~ d z n t ~ t q  nel~ner re15 i-ig too much on the past nor 
alshLng to be too radical ~n ;he uaj ahead 

2) Vore joung geople are tar ing an lntercst In the 
4 mostl~. through tne V I R  and personal contact 

3) The financial slt~ac,on 1s cruclal Se\eral x'JCAs 
hale no real operating capital or places to ment 
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- - - 
A - s,;~ar,on regalding the return of former i ' l C -  -- + , ~ p e r t ~  IS far from resolied The President of 

jef,a As an e,cellent l~uqer and 1s trblng to do 
sonetnLng In th,s regard It uill tahe much tlmf 

3 1  There IS real e~thdsiasm for the horh, in old and 
gcdrg allEz 30th groups seem to coexist &Eli 

'r~e l C C l  for tile most part IS Interconfesslonal 
hyi; 1 thin thzt rn,s ,Yirj be ~mportant as the l ' iC.1  
ar=smpts to ae;Ane r t ~  future role In the kouth 
*orb fAelc as cndrch horh re-emerges 

7 f Allere is a gznurns deslre to go along kAth SAPHIR 
a m  tho programme ethos There 1s much ~ b \ ~ o u s  need 
-- rile \nole a~ ea def lned under the progl amme 
i n ~ ~ ~ a r ~ \ e  and a sdbstantLal nucleus of people to 
form the b a ~ i s  of the IVCA development uorh 

6 ,  The ola I V C -  seemed to attract the ~ntelllgent 
~ouiig men of Etlgarlan society At the time of nq 
l ~ ~ t  A T  seemea thar this characteristic ulll be 

cont,?ued aLth the catchment group nou including 
>oung uomen as be11 Man1 members haxe third lexel 
qmllfrcarions, for example 

S Ants :he snapshot abo, e eons Aderab:e dex elopment has tahen - ^ ^ ^  .- - - -  
a -  A I - r c  moir-zeq- T h ~  m ~ s t  s,gnlficant of them In ml 

* ... ,~I:LG~ k c  Trg - L I P  f~lion l1lg - 

.,. 
O, h s  - r 5 - 1  I R it,rl t r C l  I A ~ l l r g  S~mlnars in Bansho and 
I1,r,  L r:rF a50,~t nt, p-r,pIe i ~ c ~ ~ i e d  tralnlng In  ram^ 
L : i , l i r  511 L T  1̂11U = 2 i i r A C r ~  i r  7 



- - -  T ,- - t i ~  - - - -  ~ L T ~ L -  - -  1 =  -I l l _ .  S p o r t s  p r o g r ~ n ~ ~ ~ ~ ~ s  
a o r i  L ~ R  IT" u - h  T-f i r  = - -, Lni'lni;- t a h l r r g  p l a c e  t ~ l c r  o r  
, ---.= 7 : s  2 b c m h  - IF; - T L  fig k x o p ~ e  - - 

1 1 1 -  I -  - 0 7 1  - - - r L ~ l g  =amp ln I)ec~infi-~ 1 1 7  

i [ ~ ) i  I T  $1 L i > = L J  - 1  
- ,; C= I , 1 T ma> become a 91 7 ,t L-; 
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?- rlsrc -s a small Ecologlcal group meet lng about :6vlce -i mon-n 
nno arc concefirratlng on the local endlronm~nt 
There naxe been 3 excursions to a varlet) of ~enues These 
na\e ~ncidded Parents as uell as chlldren 
Thr gul-ar classes are due to begln In Uoxember 
Zn tne gas: year the S o f ~ a  fYCA has probably had a d~rect 
e f f s c ;  on 23 young people b ~ t  and lndlrect effect on o\ei 2 O G  
r 7 r G L g f i  all the programmes 

So; -a s self assessment 1s that IS s-crong In 'luslc 
E , C J ~ ~ L O ~ I S  ana ueah In nor ha\ lng a meet~ng room 

The r V C l  makes good use of room In the House of louth In 
the ce71tte of the toan 
There are 5G members In the lYCA wlth 20 ~olunreer leaders 
Current programmes Include the folloulng - 

After School Asslsrance rLth homeaorhs on a one to one basls 
(st-20 loung people oeneflt from thls) 
Engl,sh Language tlasszs benefit from thls pro\lslonl 
Ecological programme for tree plantlng in toun In 
partnersh~p ulth the munlclpal councll hho supply the trees 

The IVCA has set up a :~brar> partrcularly In connection hitn 
the Engllsh language classes The Summer camp uas a good 
surcc-5s nheii o\er 60 yo~ng people from all over Bu:gar1a came 
t o g ~ i h ~ r  
The Plo\dl\ kYCA has had a dlrect effect on approaching 102 
3.0 ~ n q  people In the pas: year and an lndlrect effzrt on 
pro~ably 1 5 0  
A Alr~ter camp I S  planned for 5 days over Cnrlstmas for -15 
yolliiF perJp1 e 
Pln,,l~\ 5 self ai<esiiiic_=nT 1s ~ n a ;  ~t IS strong I n  ( 1 1 1 1 ~ -  L I I I C ~  

Chrlsclan programmes and \&can In not belng reglstcrt-d 



cal-s-e an0 comnliment of the lolun;ezrs nas attr&c;ea and 
the 2-2 roachs are ob\ lous no programmes 32: 

lit. p a a c  year the I H C A  nere has ha0 a alrect Impact on In - - - - - -  
prolz: , 30 people and an ~ndirect effect on 50 

The ?nLlsse \ r \ ~ C l i  noa ha,? been gA,en - 5 , -  =u, US? of a large 
iel-2-nme at no cost for 5 years anc -I, F a =zsr  to prove ~ t '  
Th-- ,> : o  nzAp de\elop tne ~ o r k  A_:: - Ic sn-ic -.koarazrs and In 
the summer non tradltlonal sports T-,=r- 1s the laea to 
buA 1 3n a A p A p ~  &all 
The\ ha\ e nou found an off and mest l-lg rGom tnlcn tney are 
renr-~g on a month to month basls 

The a c r ~ , l r ~ e s  continue as before 
E nAAsh Iang~age classes 
\I -ile1 s and chlldren s meetlngs f :r d,scus-lon 
E - o ~ o g q  In partnership aith the councli (-n 4uiumn) 
Sc3-rs In local sulmmlng pool 
C-scusslon groups and creatlre EI~:= irddq coursps 
Slng,ng group (Orthoaok muslc) 

Otp - proposals Include the establ s r in t -7*  3; -i llorzrq for the 
use 7f tne teachers and students a; tile l:ngu.ige classes as 
rce: as jolnt prograinines kltn tne I 1 -  In Fnglish 
lar L 5 -  =no Sporrs The I \I:; ,;an- 3 ~3 2 r! ~l~klng se7 A ~ ~ ~ l y  
a1: :am :les especlally motners a p i  r n -  a ~ ? n  as ~ 0 1 1  as 
far1 , r-inlas I lhe the r\rrlo\ concept 
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Elole study etc 6 (regu~arl~ I } people attend more 
20 (seminars, ; tnan 1 a c ~ , , ~ ~ ~  

Shateboarders 2 3 } 

Rousse s self assessment is that trier are strong in the board 
and in commitment together & ~ i h  en~o) .ng med~a su~port but 
aeah In not ha~ing a permanent  bas^ and not enougp Lolunteers 

The FLeld group comprising 30 BuLgarAans me1 in \oxember 1Q92 
and spent a considerable tlne a n a l ~ s ~ n g  the needs of the 
B ~ l g a r ~ a n  idC4 Their findings are 2s f o A l ~ a s  - 

C RGE hT I SSLlES 

The need for a represeniatA\e na=lona: counc~l 
The need for internal co ordinatLon and information 
The need to establish net, I \iC+s 
The need to develop Social Programmes 

The need for a represent&t,\e natAonal councll 
The need for more camps 
The need for more trainl,-,g scmLnnrs 
The need for the IVCA to ,rnpsct ~n soclecs 

Tl,e Fleld group also carried out I S\DT ?irlai>s~s aria 1- found 
r h e  follouing to be true - 

Prrre I ed Successes - 

? -?PC 1 \ ed Ueahnesses - 

Lach of rneet~ng rooms Lk-k o: rpsources a i ~ d  lach of 
experience In the 1 IC- 

Yeu Programmes Improx t.a r~inn~ilni cai  on \ F A  1 ~IC-s 
and a First hational Asse nblq 

'r dCA percelled as a eel, h a c l o n ~ ~  Council nct 
representatl\c and f a 1  , L I T  - - n  ? t  r - ~ r  -1ic- =r C- '4  of 
the 1MCAs in Bulgarla 
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,n sn assessment of tne maln tralnlng areas, the l Y C 4  
o i ~ ~ ~ e e r s  and Professional staff indicated that tnelr 

?rLzi les uere In del eloplng expert lse in programmes for 
Caiiip,ng Soorts and Creatlbe Arts with Soclal Programmes In 
--n place 
i e  as e respondea to th,s !~l;n a nea tralnlng s e n t  to be hela 
r~ Januar, 1qC3 
'IF 'xs,-~lng of Professional Staff also seen as a prlorLr) 

LP3ATE O\ BLLSAR; 4 P R O J E C T S  

--- a ,  1 Sofia 

Tne bddget l ~ n e  1 s  $2 ,400  
Thc n~oze) IS to asslst In the delelopment of Sports and music 
cLass?s and programmes for the three local unlts In Sofla In 
aaaLtLon language classes xent ahead for 4 /5  koung people 
undsr 12 ulthout the need of funding There is noh some money 
t~ UU) T *o coriipuzers to begin computer tralnlng for the young - u;3C)p P 

The t o yoclng boys ~ h o  uere the prlme mokers In both the 
sprrrs an6 gu~tar Ideas hale been at Eurocross(530S1 and the 
sLlmm?r CZiilF In Ploldl\ as &ell as camp leadership tralning ln 
Eansko (53041 Uhen fully operatrng it is hoped that t h ~ s  
pr9,ecT ali: ha\? a direct effscr on about 30 young people 
lnlt Lal 1, 

In tne au%e?ce of a f u  time Programme Secretary In So'ia 
tLL?gs axe ;aLLng off sio 1, There 1s m ~ c h  enthusiasm and 
encr<) part ,cu~zrlj from i h t >  ~'rls lde?t of the AssocLat lon - 
I F F  ~o~iig 7eoplf seelTi LO br a? =fie srzge of enjo>ln& ta' ,ng 

r,-;lc;dT full) de E,occcl i C r ~ s E  of reSponSlbll1~~ such 
as Is E, lcienced In sa) P'0vd1 or Rousse Accordlngly the 
$ 7  t : ~ - ~  r--ilnLng 1s of the ut-nos* ~mportance as 1s practLisl 

-1 em.-?T L n  programmes at all stages Thls h111 be p1cned 
u p  l a t ~ ~  ~n rn) General Obse-\at,ons 
I 1 :galnst the ?oluiiteer model that a Prograam~ 
S C C ~ ~ ;  ~ r ,  I I l be ot Immense osnef , i In such a large to~%n ~ n d  
i feel uo mdst glke thls searrh a prlora~y - 

There are 3 pro~ects under thls n ~ n b e r  totalling $ 3,300 

5 3 0 2  1 SQGO transferred for youth act11 ltLes 
L ;, ~n , dllqrlzge and sLatebnar I L n g  There sere ier) sdccessf <11 
:a~,i; I;ig~ tra l z * ~ ~ g  classes i n lrh ~ n x  olxed about 15 p~ople ~n 
a' : son,? of anorn ulll lead tnls cnmlng sesslons act11 itLes 
T h -  LoLn? man hale found lor? firms rho ulll help them In 
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I am not sure uhere the dlfflculty lles In thls unst Ae noa 
ha,e a Programme Secrerar~ In post and have also recently 
ob:aAned premlses There IS no shortage of Ideas and , A s ~ o n ,  
bur the hear-, and the heaa ha\e not come together yet I hale 
no do~tbts about the s~ncerit). lelel nor concerning the 
ab,,l:, of the volunteers there I am sure that the Programme 
secrr?tar). need e,tensl\e lnductlon Into the I V ~ A  and 
?r3f=~5~onal rra+nlng On my ne,t vlslt I ~ 1 ~ 1  t a ~ e  
conslclerable time to ~ ~ S C U S S  the dexelopment strategX of the 
unit before uhlch he haxe attempted to arrange for :ellchko 
to spend a fe,, da)s uL:h the group to see ~f he can n e l ~  then 
srzan through 

5817 was spent 
in pro, ldlng tralnlng for 35 young people o\er the \ieehend of 
1-3 Yay 1992 
The Sresh 1UCA pro1 ~ d e d  tro young Camp leaders to co-lead the 
project along ulth myself The tbo Shlss leaders uere not able 
to come The progrziinme InLol~ed the use of actual case 
hlstorq slmulatlon small group aorh, twos and threes, solo 
actl, ,ties as &ell as szm~nars and dlscusslon groups 
Themes Included the hlstory, ethos and background to the IXCA 

L I part lcular ref ~rence to Sports and Camp programmes, 
13adrrsnlp shlils prograiiime plannAng and Ideas, dzallng kith 
problems sh~ch arise etc 

d e  ~jij~nt t i m ~  ex alcitrt A n g  til? programme durlng and at the end - C ile t,ne and tnc ?r72ra' r ~ r i s m ~ , ~ s  &as that thls .as needed 
xlld iroulc! be the b ~ ; ~ n ~ ~ , n g  of fdrther tralnlng In l~adz-rshlp - t r  tllerr r- ," Frop:~ eho became leailc-rs for the 
5 , m n t  r ( ?nips ~ h o  a: L:II~~ : ,1,e tralnlng e1ent 



s,-cLy ,ng equlpment and ran matsrAU,s for zhe construct~on of 
:,e s'na~eboardlng ramps etc hob there is an arena IT .s hoped 
tnar the rcorh rclll begln soon on tne equlpment constructlor, 
T i i ~  a b o ~ e  report on Rousse offers much more hope ~ r ,  the near 
fLlt~re In thls regard There are betaeen 2-1/30 young b o ~ s  
.n 01 ed in thls programme 

5302 2 S600 transferred i or 1 ldeo and T\ for 
EngLlsh language Ivoa that there 1s a loch up room thls has 
bsen bodght 4 llbrarq has also been agreed for S500 
4 ,  1t 1s estimated that the Engl-sh classes uiil effect 
zoout 30-50 young people from Ro~sse 

5302 3 $400 transferred for the FLrcnase of trees 
::I The Ecological project Tne ;-re5 K e y s  ~deiltified and 
1- 
L: ,t ~n the month ahead rchlch +as tne optlmurn tlme for the 
c , a n ~ ~ n g  Thls project lnlolled up rc 50  boung people dlrectly 
an- perhaps several hundred ~ n d  ~rec:, , tnrot~gn tne pdbl 1 ~ i i >  
al,u carrl ing out of the project 

" e  ha%e JUST agreed to an add~tiona: S'CC to cover the rent of 
rooms for programmes 

A6=ln Rousse is provlng that an acTlke llslonar) full tlme 
Scrrztarq seems to be a necessar, b~:~\?en stage in this 
c>urlrry agalnst the background of Consomol khich seems to hate 
bean stronger In ~ t s  lastlng influence tnan In CSFF 
- hake arranged for Profess,ona, trzlfiAng ~n the Lh for 
E,IC~'RO uhlch ulll both assist ir a?\el~plng hLs programme 

h ,n<Fr as &ell as zmproL e hls Eng. 3nd f 3r~1gn COiitaCt~ 
'g-,n iolunteer trzlnlng &I:: b- n as e as re- 
,ntrgrat~on of the Shate boar? -,: 071s aho seem to haxe 
r',,-l'ted a b ~ t  over the Summer mcr;'ns TI is I undrr aaq 

S 5 , Y C C  nas been agreed for worh ~ i i  Gaorovo 

, I yogrrmrne uorher for the jot' - 1 1  ar,e ? G  de elop othcr 
p-75r-inmes as rneniloned abo\e to ~iir SA2CO( 1 ~ ~ a r ~  

C?~,;rlbut lon to Off lce as used f :r ~rogrzi~nrnes 53000  

C ~ r 1 t ~ l  ~ u t  lon for Supoort for spor- caurat 1 on 
programmes payment to tutors ar1r1 rooms SlSOG 

- 
, I  - staff member responsible f -tr t,~c programme has been 

?;io~nisd from 1/9/92 Przmlses hale nor been found ulth three 
~ - n q  rooms and ample space for tar lob club and off lcc etc 

conimltise are In the proccs;, 31 ~ u , ~ n g  some equlpmcnt ? n e  
pt r lnct should nou begln to ac clop more qulchlq oler the 
- I I  g months 
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7. Inere $\ere ml\ed react,ons to th15 s e n  ? o s ~ ; ~ \ e l ~  there 
z good Trans natlona: e\perLeiize as the Polish x'ICA 
organlsed and hosted the uhole e,en; 
,egarliel', the Buigar~ans had some p e r s ~ n a ~  qLestLons o,er 
ss  eraL aspects fop the programme ,,F ?a\e d~scdssed these 
f d l 1  In the maln 1; i as a good e,pei-,el~ce and although not 
cllezp 1; ~ 1 1 1  cement PollshlBulgzr,an reid:lonshlps fur;ner 

X total o f  $2900 has been agreed as foA,ohs - 
4 bt,dget of S1530 &as agreed for a S,Airizer -6zp 

fdr:nsr $1100 nas agreed for a t L i - ; = r  cLiil~ 
i --.-.-- 

~ p c A r L  some cons+derable time ~ ~ : t i  :ltree d-f'eren; groups of 
people ln\ol\ed In the f ~ r s t  camF , n  zn sffort to b e g ~ n  the 
e a ,atlon process The groLps r-pi-esc-~zd LEE. Plo\dl\ 
1 raders, - -  young people from Rodsse and Gabro, o and young 
leaders from Sofia Sexera1 problem zreas \rTe rzLsed 
n total there aere 70 loung peo-p:~ koohed A lth bo tdrnlng up 
for the duratlon of the camp as %el! as ab~l~t 1 2  leaders 
T I , E  spread of the campers incldded 1 1  from Gabro,o, 11 from 
iioLlssz 16 from Sof la, 2 from Burgass zna the remainder from 
.7 r ,  3 dl , There uere abouc eqdal ndmDers of maze and female 
t ' ; ~  pai-ty and the yo~iig people *-rf- b o ~ h  ru-a' and c l ; ~  
-iilid:e and uorhlng class 
abr,,,: :O of the 20 leaders h a u  a;t~nd-l lie tralnlng ~ii 

Elnsho There aas also a Doctor 7ii  if 
P, 1, ~ ~ i ~ g  the Caillp there 2 \ ,5 ;; f ~ y i i  t i l t ?  T nht: ro\e-sd 
:IF camp nat  ona all). tuicsS Th? ' i i r - ,  ,ntcr-~; - a r  aiso tahen 

I F $7) the local Faper k t i ~  C O C F ~ F ~  : , - ---- rlttr lii - hc- -en; i - ~  pages 
, I1e p1-pF'r 

A b~dget of  $700 was agreed for a summer camp 

1 - ~ ~ i i d  > R ; C L C  ' I  7 t L -  - i i A S  '5 t t~ + IE 

F ,  --,rh~-d d t , ~  :O in;~n, r-zsons S G ~ C -  r,: *h,ch arr hlghllghtcd 
11; RoirSST rTF31-T i77r? LTI '01 I "tlGi-r % I th iltl= : i ~ h  0f 

< r  i; h ~ a r d ~ z g  f arll t l ? 5  
7 ,,- r-imp opera~cd fr?m -3 4 , i ;  iA:S J ! ~ - & d l ? ?  s ,  ~nci~ld~ng 

I t G  ?11d h i s  k f~ I~grthrl - * o  3 ; h ~ ~  ~ I ~ ~ i i t ~ - r q  





ieaz?rs I n  L h ~  Plo~alt summer camp where they shaped their Lh 
P perleiices I feel thzt the ebent should be used agaln in 
:==3 to gl,e t ~ o  more young people a similar experience 

X budgst llne of S2300 nas agreed for thls project 
This project has just f ~nlshed and an ebaluatlon is attached 
as an appendl, 

A budget line of f250 %as agreed 
to assist In the de\elopment of English language classes in 
rursl areas Thls proJect has been cancelled as this I N C A  has 
no& been dls-establ~shed 

As Rousse 2 has closed doun the project vlabllity all1 need 
to be assessed to see ,f Xousse YMCA can deliver At this 
stage 1: seems unlihelq - - 

An amount of $500 was agreed 
to ertaSLlsh a l~brarq for the English classes and general 
educztlonal programnes 

This ,S the add~tlon of a 1,brarq to assist in the further 
de, olqp~ent of tne laiig~~ags lnit latlves and as a capltal 
resource a, ~l h a ~ e  a last lng effect beyond SXPHIR If some 
> o ~ n g  p~ople can be In o,,ed as librar~ans to asslst In the 
At.cplng of records t:,i~; also help them detelop 
~d~,nistrat,on shll~s 

An am~tnt of $600 was agrsed 
to of f g r  t,,o cee'ne~ds f o l  tl,- *hole of the Bulgarian IIICA to 
meet togzther and dlsc~ss ccmmon 1sslie2 This nas agaln the 
lr,, t ,at L s  - ~f SubroI o 1 IC, 

,g l l n  : h i i  pr?gr?mmr 1 ,  7 >cr :o happen I hope that i t  a111 
not :,c? P I  agu~d b> s ln l :z ' l  prq:,~crns as outllned abobe 
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4 f u r t h e r  anotnt of SIOGC has agreed as follows - 
v 

I Set 
\ ldeo Recorder 
Tapes etc ". 
LO-&: 



The SXPHIR Process orlented approach needs to be rnalntalned, 
as ~t promotes local ~ n l t l a t ~ ~ e s  and local oanersh~p of 
projects, essential elements for the perpetuation of these 
programmes after SAPHIR 

Leadership tralnlng folloalng the personal dslelopment model 
(C Eagleburger) ulll be an Integral area of concentratlon to 
assist In strengthening the professlona: base for programme 
support and de> el oprnent The f oundat I on has alreadl been 
established for such a person centred apptoach In the I\lCX of 
East Central Europe 

The recruitment and subsequent tralnlng of Volunteers ulll be 
central to settlng up the reletant shllls base from ahlch to 
de~elop the YMCA into neb areas both In programmes and 
geographically 

The establishment of a totall) representat1,e natlonal councll 
&,ll need to be glven a prlorlty 

The areas of concentratlon for programmes are llhely to be the 
folloaing - 

CAVPIBG , SPORTS, CREXT I \  E ARTS, SOCI AL OLTREACH 

The continued search for other sources of fundlng both from 
ulth In Bulgarla as bell as from outslde 

The need for a SXPHIR 2 Inltlat~~e seems central for the 
further development of the Bulgarian IVCA 



ThAs f-nal pro~ect is f o r  $3500 
- a  a s s l s t  I n  t h e  t r a L n l n g  of t h e  t h r e e  p r o f e s s L o n t i  
s e c r s t a r ~ e s ,  Assen,  l e l ~ c h h o  and  La tchho  

1 So f a r  ,%E h a , e  budgeted  a  1 1 t t l e  o s e r  $32 ,000  ~ n c l u d ~ n g  a - -  
p r o , l c t s  and  t h e  nen amounts  j u s t  a g r e e d  fie had ad \  ancea  

a p p r o \ I r n a t e l ~  32% of t h e  budget  a s  a t  1 /11/92  
Cf  t n l s  amount abou t  SL2,30C IS f o r  training, 53 3 C C  f o r  c a i q s  
and t h e  r e n a ~ n d e r  $16 ,000  f o r  programmes 
-L. I , s  means t h a t  50% of t h e  b u d g e t e d  f l g u r e s  a r e  I n  t h e  a r e a s  
of t r a l n l n g  and carnplng, e s e n t s  u h l c h  a r e  nou o s e r  
I f  t h e r e  is dependencq i t  is  o n l y  t h e r e f o r e  I n  t h e  r e m a l n l n g  
50% 
Sofia s arnoclnts a r e  s m a l ~  and  r e a l l y  i n s l g n l f l c a n t  I n  t l l z t  
much 1s f o r  set ~ p  c o s t s  and c a p l t a l  items 
I n  R O J S S ~  t h e  t r e e  p l a r t l n g  programme 1s o v e r ,  and I n  t h e  
f , , t ~ r e  p o s s s b l >  b e  self s u f  f l c l e n t  The S h a t e  b o a r d A n g  
anoun t  I n c l u d e d  a  s ~ g n l f l c a n t  amount of c a p i t a l  e k p e n s e  a s  d,A 
. l e  L. 11Sra rq  and  t h e  E n g l L s h  l a n g u a g e  c l a s s e s  
2 )  I n  m )  o p l n l o n  t h e  031) p o r e n t ~ a l  dependency s l t d a t ~ o n  1s 
I n  S a b r o , o  * h e r e  a e   has^ l n s e s t e d  $ 5 , 7 0 0  a s  w e l l  a s  S 2  300 f o r  
t h e  2 a p e r  o x e r  h a l f  t h e  t o t a l  programme comrnltment 
Canplng and  t r a ~ n i n g  h a s e  been  t h e  maln t h r u s t s  as t h e s e  a r e  
a r e a s  - h e r e  depe?denc> 1s l e s s  l i h e l y  The programme 
62 c l z ~ m e - ~ t  h a s  been  ~ n  a r e a s  of i n t e r e s t  and man, o t h e r  
p~-ngr -~mzes  a r e  ope rz t . ng  s h e r e  SAPHIR h a s  had no f . n a n c , a A  
A n t  e r e s ;  
7 7 

A Ira c a  pa?-t  l c ~ ~ l a ~  eonc2rn  f o r  t h e  f u t u r e  of S t ibrm o  zrl? 
S ? t ' i S ~ e - , ' - ~ a n  and 1 e l  , - h h c  I , - - e ~  a1 t h  me t h a t  p e r h a p s  ' e ,  .chL o 
n A g l ~ ;  be a b l e  t o  o f f e r  P rn fe s s .ona1  s u p p o r t  h e r e  
- *s thr-  c a s ~  .n o t t l c r  SAPHIR countries l t  I s  ob .c ,s 
- F a t  bo;h t h e  monz) 276 i g e n e r a l  p r o j e c t  operz:,o? a r c  
1,a ,ng F O S ~ ; ~ \ E  e f f e c t s  on t h e  l o n g  t e r n  deseloprneqt  of t h ~  

P , 1 :hlnh t h a t  h a l f  2) t h r o u g h  t h e  p r o j e c t  d d r z t  , c n  ,c 
c;r, s e e  t h z t  a t h r e e  qerir t A ? e  s p a n  1s n o t  e n o ~ g h  t o  a l l o ,  a  
- - 1  C 
3 c- s ~ ? ' , c l c n t  n a t , o n z l  1 t o  ems_rge a f t e r  s ~ c h  a  l ong  - r - h bcen c l o s e d  and  I n  a l i t t l e  d e l e l o p e d  J o ~ ; h  
=sr 1 r 3  L S  I S  t h e  c a s e  13Ll:garla The e m p h a s ~ s  on progrznnE 
d=%?:oy ;x~ i i t  h a s  been  and con;,nues t o  be  on l o c a l : >  b a s c c  
i t n l t  , a t  r e s  t h  . o r31  leadership h a ,  ~ n g  5 ~ 1 ~ ~ 1  

z I : S ~ C I E  Z S S L S ' ~ S ~ ~ C ~  a s  s a p p r ? F r , z t e  b t i  U L T ~  t h ~  p o t ? n t  z  
C n ~  ~ o n g  t e rm s u s t a l n a b l l l t )  B u l l t  I n t o  t h l s  app roach  1s t ' l ~  
I'ci;' el: ini; concep t  L h . t s f o c u s  on ~ n d l x  l d ~ a i  p e r s c n a :  
~ ~ , c ! o p ~ z n t  .. 
,I s I s  t h e  onlq forrnulri * o r  a  s u c c e s s f u l  non dcpcndc-nt 

s , : ~  ;i* -n occc l r r lng  p o s t  SAPHIK 
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S L B J E C T  
R E S P O Z S E S  

FOOD 
ACCOVIfODAT I 0 2  
GE\ C E \ T R E  
S T A F F  OF  C E L T R E  
T R A Z S P O R T  BY B L S  

I":FORYAT I O Z  B E F O R E  EL E \ T  

L E \ G T H  O F  T R A I X I Y G  
SHOULD B E  L O l G E R 3  
D I D  I T  VEET E \ P E C T \ T I O U S  
EYOUGH F R E E  T I V E  
EZOLGH S E S S I O L S  
WAS T H E  V A R I E T I  GOOD 

( A L L  S E S S I O Z S  C O l T E Z T  E T C  ) 
P A I R S  E X E R C I S E S  
R O L E  P L X I S  
ELOLGH O L T S I D E  I \ P L T  

N E R E  YOL TAKE\  I U T O  ACCOLZT 

PERCEUTAGES 
G O O D / Y E S  F A I R  P O O R / \ O  



'?'I' I \ G  SEEkE',C 33.'25TH OCTOBER l a 9 2  

FRIDAk 2 3 R C  OCTOBER 1092 

ARRIIE A\D SETTLE I \  

SESS I O\ : ICEBREAhER O"\E\'lV,OFI, 
SRAI\STOR\I SESSIO', 01 LEEDS OF GROLP 
I.AkOLT OF PROPOSED TRAI\I \G FOR YE\T 
QLEST:O\S :\D A\SRERS 9 Z  SLBJECTS 

SAT1-RDA I 2JTH OCTOBER 1 Q92 

BREAhFAST 

QLIET TIYE IYDIVI3LAL OR ALL 

COFFEE BREAk 

SESSIO\ 5 COUFLICT RESOLUTIO\ 

I \FOR':AL SHARI \G O F  E \AVPLES OF TEAM 

CO\CLL DE 

QLIET TI'IE 

CYLRCd' ' ~ C P C > d  P TE(ILTHER' OR SESSIC\  

ERE Ah 

12 30 SESSIO'\ tj/ 7 (LFL ACO:E j 

R2\ 
11 

DAIS ALL 
ALL 



30- 9 10 
9 10- 9 2C 
9 20- 9 J3  
9 JO- 9 50 
50-10 20 

1C 25-10 20 
1C J0-1: 30 

ICEBREAKER 
BRAINSTORM ON GROUPS/TEAVS 
THREES GROUP ACT I 1 I TY 
FEEDBXCk Oh ACT1 i I Tk 
LARGE GROUP ACTIVITY 
FEEDBACK OT GRCLP ACT11 I T j  
SLI1'JARY AID QUESTIOZS 

COFFEE EREAh 

SESSIC'L 3 TEAVRORK 2 KHAT I S  A TEAV7 
TROS EXERCISE 
I l P L T  FROV FRONT 
LARGE GROUP ACTIVITY 
FEEDBACK ON 4BOFE 

S ATLRD4Y SEVINARS 

S E S S I C \  2 TEAVWORK 1 WHAT HAVE I TO OFFER' 

ICEBREAhER 
BR4IVSTORY O\ GROLPS/TEAVS 
THREES GROUP ACT11 ITY 
FEEDBACK ON ACTIVITY 
LARGE GROUP ACT I i I T  k 
FEEDBACK ON GROUP ACTIVITk 
SL V V  ARk 4 N D  QUEST I O l  S 

COFFEE EFFAh 

SESSTO\ 3 TEA\IbORh 2 &HAT I S  4 TE.1V7 
TbOS EXERCISE 
I \ P L T  FRO!! FROVT 
LARGE GROUP ACTIVITY 
FEEDBACK OW ABOVE 

LCZCH 



1 t r a l n l n g  e l e n t  1s t h e  t h , r d  s d c h  e\z--it i n  t h e  p a s t  9 
' I  and  f o r m s  a n  I n t e g r a l  par :  of t h e  SAPHIR a p p r o a c h  

- - l l , r  t h e  c o u n t r )  
:I E 7i-5, , O U S  ~ A O  ere?:s p r o j e 2 : s  numbered 5304  and  5 3 1 0 ,  
c-, e r e d  t h e  b a s l c  e l e m e n t s  of C a ~ p  L e a d e r s  T r a l n I n g  and  t h e  
, ,C;: ' 5  c o n c e p t s  of Teamaorh a,:: a  s p e r A f  l~ e m ~ l ~ a s ~ s  upon 
:rc r ~ s o l u t i o n  of c o n f l l c t  u i t h ~ n  t e a m s  
4-  :lie s e c o n d  e r e n t ,  t h e  g, oup  ~ c e n t ~ f  , e d  Programme p l a n n ~ n g  
- -  *..- ,= ,, n e x t  a r e a  t o  b e  t h e  s d b j e r t  of a  t r a l n l n g  seminar a n d  
, - r l , f  this t h a t  a e  s h o d l d  e , a n , n e  t 12 t h r ~ e  p ~ o g ~ a m m e s  a r e a s  
o f  - 
C , E : ; , I ~  Ar's, S p o r t s  and  C a m p ~ n g  
Tc t h , s  e n d  I a p p r o a c h e d  t h e  S k l s s  : a t , o n a l  mo\ement  and  t h e  
C;zzh \ a t l o n a l  movement a s  s e l l  a s  a n  ~ n d ~ r l d u a l  V o l u n t e e r  
-, t r , , n  t h e  German I ' ICA rno\eriient t o  be td:cr s on  t h e  t n ~ r d  
e z n r  T h l s  % a s  i n  h e e p l n g  u l t h  t n e  comments of t h e  g r o b p  a t  
t n ?  s e c o n d  t r a i n i n g  e r e n t  u h o  i d e n t , f  t h e  n e e d  t o  h a r e  
a ? -  ,- ,anal o u t s i d e  t r a l n e r s  a t  f " t u r e  seminars 

T,te German k o l u n t e e r  had t o  c a n c e l  1 n  t h e  l a s t  f e u  u e e h s  d u e  
t c  " n f o r e s e e n  c l r c d m s t a n c e s ,  a n d  s o  !+e , t en t  a h e a d  u l t h  t h o  
S 133 t r a ~ n e r s  and  a  Czech t u t o r  t o  c o  e r  S p o r t s  a n d  Camplng 
r ? s p e c t  e l >  

1 f o l l o ! \ l n g  t h e  comments a n a  ::IC d ~ z l s l o n s  of t n e  s e c o n d  - - F .  t g r o ~ p  t h e  third t r a A n , n i ;  = \ e a t  * a s  h e l d  I n  R o ~ s a e  - * , , t h e  r e n u e  o r g a n I s s d  b j  t h e  l o c a ,  r ' lCA g r o u p  I n  a l l  t h e  
s - - , z a r  o ~ e n e d  u I t h  r e p r p s e n t a t .  z s  f rom t h e  f o u r  existing 
I C- g r c u p s  a s  u e l l  a s  o n e  p e r s o r ,  f ?rn P l e x ~ n ,  1 n t e r e s ; s d  ~ n  
t-;; T I Z A ~ I ~  aor 'h  t h e r e  m d e r  t h e  Y'IC: nc-t o r k  

- 1  ,d ng t h s  t h r e e  t r a l n t 2 r s  t h e 1  c- t l l ~ r c  h e ?  e  41 p e o p l e  a t  t h e  
c,---- 7 g  s e s s ~ o n  b r o k e n  doen  a s  f c L A ~ \ s  - 

,n  1 ,  G a b r o r o  ( 7 )  l n ~ l u d ~ n g  ; $0 g r r b ~ "  " , Sof , a  ( 4 )  
I r ( 5 )  a n d  t h e  rss: R o u s s f  .nc:  d A n g  a z \ e r a l  j o ~ r ~ ~ a : ~ s t s  - 
a a s 5 o r t e d  r ~ s ~ t o r s  This n u n t ; ~ ~  r ? d ~ r c c d  t o  a b ~ b t  3.+ a h o  
2-  - - ~ , d s d  t h e  a h o l e  e r  e?t 
T 1  7 :  s a  u L d e  a g e  r z n g e  f r n m  1 1  t o  65 ( see  a p p e n d l , )  
; - ,-,,-h t h e  r n a ~ o r  cor ,cer l ; ra t  , o n  & & a  I-, ;he  ~ n d e r  30  s 
T I  z m z l e  f e m a l e  r a t l o  n a s  n o t  bad  e A t h e r  16 t h  2 f r o m  Sof l a  2 
C , -- , S A b r o \ o  a n d  11 f rom R o ~ s s e  I n  t o t a l  15/31 d e l e g a t e s  
I - H ~ ~ l n g  a  f e m a l e  t d t o r  a a s  z I s o  a  b l g  Imptoremen; 

P a  good n u c l e u s  of p e o p l e  a h o  had b ~ e n  a t  o n e  o r  b o t h  o f  
p 1 = . t  t r a ~ r , l n g  e l e r , i s  ( a b o l A t  3 S % ,  a s  a ~ : l  a s  t b ~ o  of t h e  

E 1 t r r - 3  , ,, P r z f  2 s s l o r r a : s  Ir, a d 3 , r  s c ,  er-il of T h e  d e l t z g a t e s  
( E -  - L2) h a , e  been  o d t s 1 d e  t h e  B ~ l g a r , a n  'r'1CJI a t  o t h e r  EA'r 
F :;-= a n d  \ a t l o n a l  A I n A : , a t l  # c s  s u c 5  a s  T L s 7 a d o b  

- - -  - 2-5 f o r  Europ? Samlnclr Grzek Sunme1  can^ l e a a e r  
: - -, ng 'TE'IPLS l n l t  , a t  D e n o c - a q  I n  A C L A O ~  n o r k s h o p  I n  

7-  z ~ d  t h e  s h o p  oil Racism CSFR 

BEST AVAlLABLE COPY 



- 
,P 2 s n ~  tooh rhe follo~+lng order - 

Da, i Introduction to theme and General Introduct,ons 
Flndlng out of expectations and exper~ences 
A considera~ion of Programme Planning as a concept 
Eleqlng of nea games and Ice Breakers 

Ca s 2 "orbshops or, ihe t%o themes At tne request of the 
uhole group, the group uas spllt In tho as folloas 

and 3 GaSroxo (7) Ploxdl\ ( 5 )  and Plel ln (1) together 
SofAa ( 4 )  nlth the Rousse attendees (10-20) 
The second exenlng, aas a cultural evenlng of songs 
Dal three Included the e ,  aluat Ion 

3n t;e second day at the uorkshops, the tuo grodps dl,ided 
!,'_1, ;'I€ Gabroxo Plo~al, and Ple,,n Group attending the Sports 
szm,nar and the others the Camplng aorhshop, alth thls being 
rc-,ersed on the thlrd daj ulth all together on Daq one 

The  method ~ n x  olved extensive use of small groups, act 11 lty 
gzmes and exercises, practical sessions, questlon and ansher 
sess,ons open sessAons and plenarq sessions 
Translation has consecutlxe Into Bulgarian from elther German, 
or Czech as aell as Engllsh, through the servlces of the 
1 olunteers 
Hanaouts &ere elther In German or Engllsh but u111 be 
trans:ated to Bdlgarlan later by the Eulgarian YVCA 
Food 2s eayen at the I-!o:el as iell as outside venues 
As I: *as -15 degrees and snou outslde actl~itles aere 
rest1 ctsd' 

PERSC', AL El ALL AT1 32 
1) The 71 ,  of three o ~ t s ~ d e  tutors uas ekcellent, especlallq 
the l n c l ~ s ~ o n  of a aoman tt:or The East/West mlx aas also 
g ~ o d  and shoaed the larletb in the EAI partlcularlq uell 
2) The fCLc~lltles Aers good ercept there %as only one room ,n 
I hzrsl for the sem~nar aorhshops small group aorl, The 
chznre of obtaining Flip Charts seems impossible In Bulgarla 
3, The in,, of groLps &as a 1lrr:e dlsappolntlng 1; t h z ~  
So',; s three groups pro ~ d c d  on14 4 people & Plozdiv onlq 5 
T h e l e  here to be represcntatlles of t%o or three other 
,n;arest?d grohps In Btlgzrla but thls did not materlallse for 
, i  *T: zr rzzson Gab1 ox o group brought ulth them uhat proled 
to be trto tohen komen a,,o sat back qesplte efforts bl the 
tt a,ners to ~n-egrate tncm The Gabrolo boys had no Idea of 
s >?For: for them ex en tho l g h  I personal13 spoke to them about 
tills zrea Thls ,*as the most %orry lng feature about the group 
1 7 -L-  , l l l L  liiabl' ltj of the C r e a ~ ~ s e  Arts Trainer to coin? ~ & s  a 
l i f t  l c d l ~ )  3s all happc-~ca In the run up to Christmas Rc 
need to run a separate Crfa~lle arts aorhshop soon 
5 ,  : h c c  igzln tile callbl~ and the professlonal approach taken 
bJ ; I , =  t;a ncrs a3s n T  and aell appreciated as the 
e, ::, ztlon be:oa lndlcir-s Re are hopeful of folloa ~ p s  t;) 
51,~i-r:;nd ,n the area of SporTs ana Czech Rep In Camps 
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T'aree-year p l an  of mC. r n  CR 

1 Backround 

Tbe y e a r  1990 w a s  the y e a r  of g e n e r a l  eufor,a I n  

C techos lovak~a  a f t e r  new I ~ b e r a t ~ o n  wztbout  a one k ~ l l e d  

person About 30 o l d  people  s t a r t e d  t n e  r ee s t ab l - sh - lg  

of 3 C X  I n  Czechos lovak~a .  By end of 1990 =here  was about  

300 ?eople,  two t h ~ r d s  o l d e r  :han 60 y e a r  wno a p g l ~ 2 d  far 

?ew a r  renewed YMCA rnembersh~p I n  5 l o c a l  assoc-at-ons- 

3 y  t n a  1 9 9 1  de counted  about  1 ,000 nenmers -n =ne #hole 

C = e c ~ o s l o v a k ~ a ,  t h e  majorzty of %em .?as mcer 30 years .  

%out 10 ,ocal  a s socza t zon  s t a r t a d  =ne 'IMCA aorv  -n t b e  anc l e  

azare.  Our a a l n  a c h ~ e v e m e n t  bes lde  es=a~l , sh ,?q  - n t e r ? a t - o n a ~  

rs -a r rons  sna  n e m e r s h ~ p  a S % n  tae iXCA famz-i , -?c-ual lg  
--I.- -,, ,n=o ? a r = n e r s f i ~ p  and f o u n d ~ n q  ?,e,c Zrzup 3 1 i as  r s c z ~ l t - n g  

anc ==sl?mg l e w  v o l u n t e e r s ,  c~unse - , c r s  znc 3oard n e w e r s  

ie i e rz  sale t o  send  25 young ? e o p ~ e  s a r o a c ,  x y a n - z e  =arms 

far ,,300 ?ounq ?eople  snc  a e g n  var-ous 2nd aeg l?  acz-v-=-es 

-1 3ur - 0 ~ 9 1  units. 

"be ?ear 1992 became t h e  last r e a r  3f Z%C\ -3 2 t e c ? o s , ~ v a ~ , a .  

Locss mlts 3f Z M U  zn S l o v a ~ ~ a  aaopzed t h e l r  -naepenaent LMCX 

xnst ,=Jt ,on ,n Yarcn 1992  ana =cmf,,~ea t n e l r  - - t a r - c n  =o 

r s c a g n x e  Zhe ?=ague N a t ~ o n a l  O f f ~ c e  gn ly  -n x o s e  zases  #LC? 

s u l t e a  =hem. I n  spxte  of a l l  d ~ 5 f x ~ L : - e s  ,MCA -n 50th republ -cs  

ias  aevelopzng z t s  a c r z v z t l e s  and ,t das s , n g  =he ?e-2 of 

=he 7-eld Group member and S a p n ~ r  g r a n t s  =o aroaaen ,ts ?os~=,on .  

i l t o g e t b e r  ? e a r l y  2,000 young ?eople  s p e n t  = h e x  vacztt-on ,n 

Zzech ana Slovak YMCA camps and zne ?enmers?,p ~y ena 1?92 

1s s t - m a t e d  anout 3,000 peogle  In 25 l o c a l  a s s o c l a t l o n s  1992 

was the  year of  s t a f f l n g  t h e  N a t z o n a ~  o f f z c e  ana l a r g e r  l o c a l  

assoc-at-ons. On t h e  7 t h  Ncvenmer 1 9 2  1 6  l o c s l  assoclat ,ons  

founaed t h e  new YMCA rn Czech Republ-c. A f t e r  o f 2 ~ c l a l  

r e q z s t z a t l o n  a l l  r ~ g h t s  and o b l ~ g a t , o n s  w l l l  Se assumed a l s o  

f o r n a l l y  by t h e  f u l l y  ~ n d e p e n d e n t  Ys ,n t h e  Czech and Slovak 

SepubLc The whole y e a r  w a s  a y e a r  of busy l e g o t l a t l o n s  about  



s t a l e n  YYCX p r o p e r t y  I? spite of a l l  prcm-ses give? b y  

n - u s t e r s  and o t ~ e r  s t a t e  r z p r e s e n z a t l v e s  tie Czec? g o v e r v n e r t  

r o f ~ s e d  even  t o  r e t u r ?  YXCA p r o p e r t y  conf , sca tad  L? 1991 

from t?e Commun~st Youtb Lsaque A t  t?e b e g l m l n g  o f  1992 

w e  s t a r t e d  t h e  opera tLon of  o u r  P rague  YMCA bouse wnlc? 

became o u r  o w n e r s h ~ p  a s  a r e s u l t  o f  a u r  own negot-a=-ons 

w l t n  t n e  f o r n e r  owner By end 1 9 9 2  i M C A  will f a c e  n o t  on-? 

=he reality of  s p l ~ t t e d  s t a t e  3 u t  a l s o  a somewnat d z f f e r s n t  

~ o , , t , c a l ,  s o c ~ a l  and ? s y c n o l c g ~ c a l  s - tua t -on.  

2 Y l s s l o n  s t a t e m e n t  

3 c m e n l c a l  Chr,st,an miss-on ,s s u z r s s s e a  ,r~ t-ie l e w  

Csns t - tu t -on  

The ZMCX ,n t n e  Czec i  '~SI)UDA,C ,S a  l m a n  - a n  x ~ a r , = a t , o n  

J a s e a  s n  Zhr-sr-an v a l u e s  =?ac ? rcmotes ,  t ? rougn  ,=3 3 r c q z m s ,  

=he snys,caL, emot,ona, ana  aplz:=aa, ?e-,-Del?c 3f -?C-J ,CJ~,S  

3i 3,- r e - -g lons ,  r s c n s ,  a c e s  3rc zsrnrnur,=-ss 

The ,YCA ,? =-e Zzec? 3 e s u ~ ~ - c  ,s 2 Tovenent 2f .e-=, i n c  

s e r  ,cz The ~a,? =arTez 3f ~ o s c  zcz, -z-es % r e  :?--c==? ire 

cunq ?eopLe, qa-e  ano :ma,= 

3 e  m o v e  -tent,onec n ~ s s - c n  ,s z a r r - s c  2uc s n c  z e v e - q e c  
- - - , .-- ,uqn a c r , v l t - e s  ~ r c r n o = - ~ $  

- z s n s - s t e q t  and = a ~ e r z n t  Tors, tcuca=,on x s e a  2n Z 4 r - s ~ a n  

ra- ~ e s  

- snys ,ca l  2,t?ess anc qe?ta ,  ge-,-Del?q 

- =cuzst,on f o r  a e n o c z a c l  e s t e e x l g  CLVL ana  -urnan r -qnzs  

3nc ,-CIJ:CU~: C-VLC Z O S P O ~ S J ~ - - Z -  aem?,sn,-ig =cmn-c  

=o?s,ons and 3ro;ua;css 

- spec,al  3rograms -n sc -ense ,  c a l t ~ r e  i n a  s o c ~ l  ,,fe 

- ? e w  ?ragrams ,n camolnq ana  -i~u,?g rnc-udAng S C O I C ~ ~ C L  

a p p r o a c i e s  

- c y a r l t a t - v e  ac t -ons  anc  var-ous < o m s  of assistance 

- s s z a b l - s h l n g  - - te rmat-onal  r e l a t ~ o n s  a=h smpnasls  3n 

youtn  sxchanqe 



Yazor Prccram Tbr~s2s 

A )  P9vs-cal  development  and sacrts 

- f - t n e s s  

- s p o r t s  and games f o r  a l l  

- h l ' c ~ n q  

- blc,?g 

9) Scou t s  and camnsng 

- zes lae?t ,a -  camps 

- D camps 

- danaerzng and t z -p  camps 

- w e e ~ e n d  campl?q 

- r e g u l a r  s o y - m d  ~zr--scouts grouns  

3 )  ' u s l c  m a  zesz -e r -c  ?cLcst,on 

- Ten-Si?q =ra,?~?q anc ?er fo r -u?g  

- t e a c h ~ n q  a n c  ,ear?-nq T U S ~ C  -?stz,nem=s 

- dramat-c  = ~ z c l e s  

- z h l l a r e n  z n o l z s  

- drawlnq 

- noaei l -nq  and ce ramlcs  grouns  

- wlnaow z r s s s - n g  and o t h e r  ar ranqemeqts  

G )  C h l a r e n  ma Youth Clubs 

- Pre-school  ac=lv=z:es 

- A f t e r - s c l o o l  g o g r a m  

- Gsps les  a n a  ?analcapped c 5 l l a r o n  

- v a r l o u s  lobby  c z z l e s  (computers  e tc  1 



H) Famllv 

- parenthood problems 
- marrrage encounters 
- role of the fam~ly rn a postcornmunut countzy 
- mother *s club 
- cbrldren center 
- senrors -clubs 

I) Leadershm tralnlnq 

- Board MerDpers 
- Volunteers 
- Secretaries 
- Camp counsellors 
- Spec~al scholarshq and garznersnlp act-ons 
- ~anagers- club 

Z )  C4r~st~an or~encat-on 

- :ntzoduct,on I ? K ~  =he 3151e 

- XBC of Cbr~st-anltj anc ather =s,,g-ons 
- Chapcers of c?urcl ?,stsrl for ac?e~szs 

- scmenlcar role 3f LMCX 

sducat~on for aernocracy 

?ow zo debate 

?ol~t,cal culture 

z~vlc and ?urnan r~ghts 

?at-onal-sm and st~nlc tenslons 

racism, XeqopnoDy, ant-semlt-srn 

; 1 Zulaance and counse,,-nu 

- Information center 
- Psycholog~cal and 2edaqoglcal aavlcs polnt 
- Abused women 
- Instltut of Al~ce Yasaryk 

Y )  Inter~atlonal Coo~eratlon 

- Fleld group and other YMCA countries - grass level contacts 
- ICtP recrultdq center 
- bnterpolnt 
- cooperatron w ~ t h  other Czech organrzatlons 
- cooperatlon wlth YMCA rn Slovakza 
- materlal help, collections 

88 



1 Strstsov a?d gr-ozlt-cs 

S ~ n ~ l a =  ta our prel~a~nazy stzateqy far 199;-92, tne work 

L? the new YMCA In the Czech repu~l-c d-11 De car=-ed out 

through : 

a )  Nat,onal YMCA offxe 

b) Reg-onal YMCA secretaries 

C) Local YMCA counc~ls and, zf tnere ~s,an YMCA 

seczatary 

To organxe and support emerglng -ncerest -n ZMCX Jarlous 

towns of the state ny vls~t,?g ,ectJr:ng ana 3av,s,?g t he  

care of the srsparatorv ZMCX c = m r n l t t s e  sf ?ew -ocal 

assoc,at,ons. 

To st-mulate the dzaloque ~11th zepresentatlves of local 

goverqment, schools and zhurc?es -n 2ersonal cmtacts to 

?repare sond~t-ons for start-nu a T e w  YMCA mlt 



D) To work out lnd- dual o l a ?  of a c t - o n s  d h ~ c h  w-11 l e a c  

a s s o c l a L o n s  

a )  To start t n e  i X A  work I n  a,, un lve rs , ty  and d - s t r ~ c t  

towns with,? 1993-  Plzefi,  Taziiun,ce, B s t i  n  Labem, - 
TAnor, J ,h lava ,  Z X ? ,  O ~ a v a ,  Olomcuc, Kazvz?d 

b )  To s t a r t  YMCA work 1-1 o t h e r  20 g l a c e s  5urz -q  1994-1995 

C )  To  r e a c h  7 ,300 YMCA a e m e r s n z ?  and 2,300 ?a=t,c,pants 

of  YMCX camp by end 1 9 9 5  

2 )  To deve lco  above nent-oned 3 r ~ c r a m  f b r ~ s t s  a c ~ m a ~ ~ g  

t3 t h e  capac,=l a p o s s , b ~ L = y  of any ,ocal  a s s o c l a t l o n  

To be open zo a l ,  o t i e r  sct,v,z,es zsrnpaz-xe s ~ t z i  IYCX 

ana LYCX ac t -ons  

;) To zone-nue ana  aeve-op -nter?at-ona,  e o o ~ e r a t - o n  ,n lour? 

e x c l a n a e  3na = r a s n l n g  To z o o r a l n a t e  r e q u l a r l y  w l t b  rota, 

assoc-ac-ons 3 ~ 1  zona,t,ons ana  ? o s s , b ~ l , t ~ e s  t o  s e n a  ouc 

b e s t  e o p r e  



K )  To s u p ? o r t  Brograms w h x h  s e z v e  as , npor tan t  contr,Dut,on 

t o  s o l v e  s p e c l a l  ~ r o b l e m s  and L l s  o f  t h e  Czech cm~nun, ty  

e g  democracy and p o l - t ~ c a ,  r e s g o n s ~ b - l l t y ,  r l g h c  and 

freedom of a c l t - z e n ,  3 e r - t a q e  o f  t h e  t o t a l l t a z - a n  reg-ne 

(13 t b ? k - n g ,  v a r l o u s  a t t l t ~ d e s ,  habits), e t b n ~ c  t ens -ons  

and r a c e  p r e p d ~ c e s .  

L) To d e v e l o p ,  c o o r d i n a t e  and e v a l u a t e  func?ra~s,?q on ccmest-c 

and r n t e r ~ a t ~ o n a l  l e v e l  I n  t h e  2 a s t  b e r e  c h a r r t y  and func- 

- raLsrnq w a s  r e ; ec t=d  a n a  a ~ o l - s h e d  a s  a  f a l s e  Judeo-Cbr-st-an 

s u b s r , t J t ~ o n  f o r  s o c l a l  j u s t - c e  Uecess,rl of an  open l a n d ,  

ways of f u n d - r a ~ s ~ n q  and con tz ,~u t ,on  =o =he c e n t e r  a L ,  

become ? e r n a n e n t  ?art  of any ==3,7,?g 

?c,unceers s n a  S t a f f  ma 5:-ant,-a 

- .c -, you r o a a  ,n ZYC'  s qor-c I,,-ance reDor=s a r c  ~ a g a z - - e s  

anou t  z e e a e r g l n g  ana  =elewe.-, Is ,n Zs?cza, ana  :as= = u r s ~ a ,  

an ,aea of r e s t o r - n g  s o m e t ? ~ ? g  ,eft De?,?a zoula  3e ? V O K ~ ~  

Zven ?eop le  from znese  reemerg,-q is srs Srof3arEc zo r B S m e  

act,vLt,es zney knew ~ e ~ l  f z ~ m  = h e  =LC =,les S e i c r e  =?e,r iYCX 

vas anal-shed. They r e n e w e r  =?zs ,,-~:?g AD a f t e r  z-ie Ror-a 

'Jar II a a s  o v e r  ana  so ~ o c  ZaKe ,? accgunt  = h a t  t h e r e  ,s FI 

f ~ n a a m e q t a l  d l f f e r o ~ c e  S e t a e e n  3 5 y e a r s  aroaK ana  40 rears 

, n t m p t , o n  I n  f a c t  t h e s e  is a r e  start:?q from z e r o  m d e r  

a r z f e r e n t  c - z z m s t a n c a s  -n a a ~ f f s r e ? r  d o r l a  t l a n  =hey clew 

f o r t y  o r  even fzfty y e a r s  ago. 

Our =CI mss ,on  ,s =o Tee= =be -ieecs of =he young 

genera t -on  Ln t h e  l a s t  d e c a a e  3f 20tn  z e q t z y  ,n a s m a l l  g o s t -  

-communist c ~ u n t r y  The a c c d a l  aork  and - e a d e r s n l p  n u s t  be 

c a r r l e a  on Sy young o r  a t  -east ~ o t  t o o  ola ?eagle, othe-rwlse 

commun~ca t lon  does  ?ot work Bu t  a h e r e  t o  f ~ n d  them' 



After World War I Amer~ca and Canala sent 62 secretarles 

to starttk work They were dolng everyth,~g, also recru,trng 

young people who had to be won for YVCX as volunteers and 

tzalned Czech staff Af2er the end of the cold war no seczetarres 

arr,ved, f-nanclal supgort was very lAn,ted and only advzscrs 

were from tlme to tLme at our d-spcsal. We used all offers 

for tra,?~ng young volunteers but ~t was ?ot eqough. We lost 

some of the fasz-tra-ned people for varlous reasons anc we 

=oal,:ed tnat at the outset staff, ever Degznners wlt?out 

exper-ence, nust slay t5e decrslve role ,? organlalng of che 

most xt,vlt,es. It IS sad, but ,t nust 3e sa-d, that the 

dnsuLS-sAent ?umber of volunteers aas 3ne of =?e dzsappolntne?=s 

zf iYCA lac-ona, and local 3oares aft== t?e JeAvec revo~dt-on. 

3ut ae nust TOC canpare our s,tJat,on to zne ?ear 1919 Re 

~ u s z  see our staff ?ow 3s the sunst-tx-on lor t=a,?ec anc 

scmet-rnes gel, =ra,ned 3mer:csn secr~cx-es 

3ne or =1e ?reacest 3mnlea -7 3,- syieras -9 ~ o s z - ~ ~ r n r n u ~ ~ ~ t  

C=ec?cslova~-a $as anc sz,,, ,s =3 i,?c %cue anc zevccsa 3 ~ 3 2 :  

zve? merl Jer- pea sa-ar-es 3r0 afferec 

3ur ?race?t LXCX :=am ,s ?-y-~,:~ ?oc,~a=ec 3nc zeser 'es 

?r=-se far -3 zevcc-on anc ~~,,,rcness =a dorc lonq ?ours me? 

-eeaea Je lave, ?owever, seen fcrzoa =o geec auc a few ?~sf,=s 

m a  3ur C?OLC% 3f 3 2rcfesslonal secreearl zenera~ sroved reri 

z ~ c u - y  =o ae a ?~s:uageae?c de ara z~ersfore z3nt,lu-?g 3ur 

aearc? :or a ?ersona,,zj m o  &aura Teec zze 9eqera~-y zcw?owlecqec 

zeculzement of a ?ac,onal jeqera, secrocary 

3y 3ctaner 1??2 2e i,?~snea :?e ?ecessary systen,za=-cn 

anc Je ean say 5nat a-most all ?eeaea funct-cns are ?ow ~ z ~ ~ 1 e . l  

de are ?ox anle ac the =,ne 5e,?g 23 waluacs =ne zeal ?eeo anc 

capacity 31 JXCX staff ,n Slovak~a. ?ol,cw~?~ =he separat-on 

of both repubs~cs YMCA ~n Slovak-a ,s fo se alreaay tzeacsa is 

an ,r cepeqdeqc YMCA aoveaem 

The following survev of ea~lovees ,s v a L d  for t?e ?ew 

KMCX ,n ;ne C=ec? Sepunl-c at end of 1 9 9 2  

Psrsons wno dlrectlv renort to '3e Uat~onal Ganera~ Secrotar 

Ecmomlc seczetary (deputy S S )  Vladlmlr (utilek 
7-nanc-a1 secre~ary Pave1 Novot?y 



Program secretary: Pzchal Sourek 

International relations secretaryo Zdena gerd 

Reglonal secretary NE Bonemu Josef Sartogek 

Reg*onal secretary Moravza Z a r ~ r n L z  Hron 

NGS off~ce assistant Jlflna &.re:dovd 

Persons who NGS 

Yetropol~tan Prague YMCA secretary* ?etra Otf-salovd 

L~v,ag Family secretary- e t z  Irnlauf 

Nat-onal Program Secretary has 

3n asszstant for lew forns of work 

an ass-stant for the scouts-work 

?,nanc~al secretary nas 

an asslscant for ev~dence and accounc-nq 

!=do others deal na~nly wl=h Y 3ouse) 

Zc=nomlc Secretsr Y super-rlses a-so 

=Ae 2zague LMCX douse nanaaer 

alzb =5e louse attsnaance 

4etz3~ol-tan 'rsaue 3ecrozar 7 su~er-7,ses 

a sport assistant 

an econornlc asslstaqc 

an off-ce ass~stenc 

a youth clubs d~zector 

tdo Infornation center assistans 

Otszde Prsque there are secrotar-es reporr-ng to thelr 

local YMCA 3oard ana ~et~oa,cal-y 3 =he Tar-onai 3rogram 

secretary- In Yraaec iraiove 

L~berec 

Knov 

Thanks saphlrcs support Infor~at-on center staff, Sr?ov 

and NE Bohernla Reqlonal Secretar,es could be appointed. 



Pranue YMCA Information Centre 
Appenduc 5 

The follow~ng are statlst~cs relatlng to the period August to 
December 1992 

Total ho Enquiries 396 

Average Enqulrles per Week 30 

Max Yo Enqulrles in 1 Week 5 1 

No of Enqulrles from Foreigners 40 - 50 
(As an lndlcatlon of 1993, for whlch flgures have not yet been 
collated, the number of enqulrles In the flrst week of Januarq 
was 45 ) 

Unfortunatelq we have no record of the age of visitors to the 
centre 

4pproxlmately one thlrd of the enqurrles are from YMCA members 

The most frequently requested areas of znf ormat ion are as 
follows 

- Information on YMCA clubs and actlvltles (mostly In Prague) 
[c 100 enqulrles] 

- Language courses/schools [c 10 enqulrlesl 

- Forelgn travel/accommodat~on/YMCA work and camps abroad 
[c 30 enqulrlesl 

- Worldwide YMCA actlvltles [c 20 enquirles] 
- - Accommodation In Prague [ c  20 en q u ~ k e s ]  

- Information on the foundation of new local assoclatlons 
[c 8 enqulrlesl 

Frances McCandless Prague 12 Januarq 1993 



'lie-e E 7 sraff Aorn,?g OUT of the Prague bullalng plus 
Jzrom_r rlran ~n \lorz\ - a  aiia iana Brcho\a In Slo$ahla as a 
atlonaA emsloqee Lo b~llaiqgs had been retdrned 

.7. qez-2 rGrS 2 local assoc.a:,ons An Slo~abla 
E-at*s-a : Bansko E strLca ' and hremn~ca, togz~her 
na\ ,ng ;?-+,zps 1 5 C  mzntsrs :rid off erlng onl> a f e,, programmes 

1 - -  - S- - - l s  3Ulble 5 l a  ~gt-age stcld> muslc and of course - 1 1  ,p - 
S C ~ L ~ S  ;n@ campLng actL L',?S 



3 -  ACE A G E  - 'I LIMBERS 

C z c r h  had a l s o  11 camps a s  f o l l o u s  

LEADERS 

15 
17 
15 
30 
20 
2 0 

5 
6" 

10- 
6 
6 

15 3 

LEADERS 

6 - 
2 5 
10 
10" 

2 
4 
3 

10 
10 
4 
2 

6 6 



Durl?g I991 5 - 2  Inlt~atl~e car?,ed or some TralnAng o 
~eaaers and volunteers The major o,en;s *ere as folio s 

2 aeehs tralnlng under TELPLS , ;I, ;dng Gsriiiars 
1x1 R~ppertal ana bach ~n r,onAcz fsr 22 .r, : o ; z :  

In acdl:,on the folloklng trzlnlng e\e?:s :3ok  ace 
J Professlonal Staff to LabesAde L In June for 
2 ~ ~ e e h s  One I n  Lahsslde ana one In ,ocas ,ns:s 
This bas a TEVPLS programme and 6 ~ O L R &  Britons 
returned to C S F R to help camps etc 

1 ueeh In Uh local Assoc for Prograriim Sec of 
Prague k VCX 

- r- 5 da>s In World Alllance Tra,n,ng r. uera&I,> for 
3 Professlonal Staff .n Varc5 

8 young people toob part In ICCF Pro&--amiiif 

2 young people took par' IT, :L,E 9or:d  cam^ 

4 Loung people tooh p a r t  ~n Z a m ~  =n l a 

2 loung people uenr t o  Eurac-sss ane 1 :o r b s  
T ~ z n  Slng Scmsnzr ,. ~ ' i e  \;:II - allcis 
1 Sec uas In Sultzerland for ' A ~ G :  ~eadevs',~p 
Tralnlng course 

b boung people here .n Gcliaanq at a Camp for 1 ~ e e h  

q qouzg pcople *en; io ',eufzla for a Uorh C a ~ p  f o r  
2 aeehs 



T LE qeeds analqsAs made the folloalng comments - 
The 1 fC: ldentlfles the follouAng areas as posslb~e areas of 
f~rure programme ~nltlatl\es 

1 )  TEh SIUG 

3 1 BUILDIYG BASED RORk 

5 )  RORh AYOhG THE "DISADVANTAGED GROLPS 

Su--roundlng all of thls, ho~~ecer 1s the need to offer the 
posslbillt> to Traln those uho wlll be tahlng Tralnlng courses 
for others, hence the early need to set up a Tralnlng the 
Trainers codrse 

C Z G C ' ~  lands 
The erernal problem of restltutlon pervades all The board of 
Hradec xere gisen only a feu days to leave the bulldlng or 
f.nd an e,orbltant rent Desplte many meet~ngs uith the 
sarious mlnistrles, shich have glven some hope about the 
progErrAes In Sobesln and Hradec they remaln promlses It may 
be ' " A '  

L , , a L  the Czech gosernment iklll create a Quango, a 
foundation for youth and rellglous buildings as has been the 
case In Sloxah~a Again there uas rent paid to use the camps 
pre, lo~slq oaned b) the YYCA thls year The restitution 
problem IS further compounded by the dlvlslon of CSFR this 
gear and the lobbles to dl\ide all hatlonal propert3 in a 2 1 
rat lo 
T"l Prague bu~ldlng IS non returned to the Federal k\ICA, and 
15 being used extensA\el> 

Thcre 1s a presslng need to deselop a strategl to mahe the 
bul:c-ng pa) for Itself and staff approv 25/30 nou Some of 
r?,s *,11 fall to Prague I\lCA and some to Federal 
In the remainder of Bohemla and Morav+a, the sltuatlon has not 
mos t?d much 
The TlajOrlt> of camps and bulldlngs In Bohemla and \lora\ia are 
o n n ~ d  and run by a ~arlety of State and semL-State 
orgar\isat,ons uho are noi co-operating In the return of the 
proFert g. 
In s ~ a r h  contrast to thls lach of motement, the Czech 
go\?r7ment hase gl,en 6 milllon kcs (almost $300 000) to 5 
1 outh organlsat ions compr~slng the I'tlC.4, YRCA, Uoodcraf t , 
Scouts and Camplng league to purchase a large bulldlng near 



1 E 1~5;-~8-1 bordsr to J ~ E  as a 40 bed resldentlal centre The 
s pz- t  1s 2 Z mA,?,on L,:S 

The s,t~ai,on ~n SloLabAa 1s xerq different The restltdt,on 
q,gs:-on 11s not reso:,ed and 1s further off than In 
Czec?  l;?ds The buLld~ng ~n Bratlslaxa IS st111 only Kanaged 
by h e  ' The 1 hzs bo~ght sexera1 small cottages In 
hrsirinlce tc d e \ s A o ~  as 3 szzill camp for use and h,re 

Czec' ;  ~a;ns 
1 regard to szzfClng Peter Husah has left the national 
co,iicA: zrd ~ ~ b o r  Dra~31 has agreed to stand Into the brsach 
a g a I i-i 
\lLchael Scureh now has the use of tao assistants Lada 
Z, clane: 1,hc 1 deal n lrh Inf ormat lon Technolog~ and 
EcologAcal pragramnes and Zdenha Sera, aho does all the other 
~,scel?aneous jobs' - Ibers ars a conslaer~ble FlumEer of Finance and 4dmlnlstrat 
Staff as uell 
There IS a Camp Secretar) \Illan Hubacek, aho ulth Lladlmlr 
Hron makes u~ the full tlme Reglonal Staff 
Josef BarToseL has no1 begiln norh as a reglonal secretarq in 
and a ~ ~ ~ i i c !  Cer?llo\ I: kill be a part tlme posltlon at flrst 

- \:-lan S;ra:a ,s :ne t,erdt, e Dlrector for Slo\ahla anlj as 
su-,h has on€ secretars (Ja-~ka \IAhoslnl) He has responslblllt> 
fc? in€ Programme Secs ,TI hremnrce (11s Rodhova) and Bqstrlca 
f - -  A I I,os;?1ny' Jana E - z r o \ a  the f ~nance staff (Patrlch 
DZ.--- J L  a-Ia z?e managerie-I: of zhe bulldlng in Bratlslala This 
;Z-T~.- T C S W O ~ ~ D ~ ~ ~ ~ )  lr o, es tne f ,nancial vlablllty of t'le 

- *  - L : ;he J~.S='. - and f~:~re delelopment ThLs 1s 
ce1ega:cd In la.-)lng a=gr=es through a number of Sta'f 
A 2 ;  = r c , dostel aorh ( 3 )  kltchen ( 5 )  znd 
mzzzgrxe~,: o' ;he cia ts 1:> operatLon (the latter througk the 
mznzgar 'lr V,c?ael Lahop5 , 
- ^ ^ ^  B ~ c A G \ ~  ma, soon F a  e an off~ce In hremnica b ~ t  at 
pl Es --I-L o---- j:ss  fro^ tir~:,s~a,a bui:dAng 

P C ' I R ~  I ZS 

St m a t - r  canFs r e  r s,r?z-ssful thls year agaln 1~1th 25 
c a r - ~ s  at:-az- ng 1;CC 5 7  iiF people and 300 leaders Those 
2 - - 2 - 5  -~g tznps Arc!ddsc, s - - , c  refugee chAldren 6 leadcrs from 
CSFF a:;sndea a tralnlng course offered by CVJM for 2 aeehs In s--- --"=r - 

r -  -I I - s  ,as K G = -  \ pa-d bc CL J V  Secretaries f rom 
:I L37io~ ' ,A:rcl ~ ~ - ~ k ~  2--- , Lnoqno and Prague attended The 
1 IC- h a \ €  aF;z,r b ~ = n  of=zr-d places In the Danlsh Folk School 



LOCAL ASSOCI AT IONS 

There are 25 local Associations, alth a total estimated 
membership of 3,400 There are also I1 new YMCAs in forrnatlon 

In Czech lands ae hate a spllt available of the dlstrlbutlon 
of ages 
There are in total 2,406 members made up as folloas 

under 15 s 
15-15 s 
16-26 s 
ot er 26 

There are no detalls of 12-15 s, but thls split sho~s a 
health3 number of under 25 s at 55 9% 
Zixa Rodlna alone have 230 famllies with 1200 members, 
theref ore almost 600 children Marriage Encounter, Krnov YMCA 
have 524 members aith 50% of these under 15 

CZECH LA\DS 

There are many varled programmes operating at present 
The glrl scouts may flnlsh soon, but they are not YhlCA scouts 
The ditlng club continues to meet but "official" linhs to INCA 
are 104 ke) 
Other programmes include an after school club for young 
people operated by a teacher Jltha Warausova where classes In 
Art Vuslc and pre school activities are offered There is 
also a very successful Mothers and Toddlers programme, as well 
as a Children s centre uhich operates two mornlngs a ueek aith 
Petra and tuo volunteer leaders Under Thomas Strunc,a 
programme uorher, a qoung chlldren s club meets once a weeh on 
Thursdays, and there are Ideas to de%elop the YMCA ~ n t o  a 
Children s Centre 
XRPIDA nou have one aorher 2 hours a aeek In the YYCA actlng 
as an administrator The linhs uith the YMCA are informal 
There IS also the Idea to offer fac~litles for handicapped 
chlldren In the YMCA provlslon 

Once a ueeh there IS an Engllsh language class caterlng for 15 
people taught by Frances VcCandless the-Irlsh Volunteer 
The Alice !lasar)h clinic has the use of 3 rooms for thelr 
programme Agaln there are no dlrect llnks to the YMCA 
Ten S,ng meets regularlq In the YMCA and the members embarked 
on a cycllng tour thls summer as a contlnuatlon of the 
programme Prague is one of the t&o centres for the 
development of Ten Sing oter the next year with the assistance 
of t,&o Loraeglan Volunteers 



The Inforrnatlon centre has nou opened alth tao staff members 
nom In post The offlclal openlng nas well attended by the 
I V C A ,  AID and other Czechs lncludlng members of the medla 
It wlll eventually be open 5 long days a week for Inforrnatlon 
and counselling The offlce 1s cramped but aell fltted, rcith 
telephone, computer, prlnter, boohs and ancillary equipment 
Prague has 411 members and 200 club members The 200 are all 
under 25 and about 40% of the 411 are also In thls age 
There have been many changes In the remlt of the staff In the 
bulldlng to enable nem programmes to develop 
Peter Imlauf, from Zlva Rodlna group also uorhs for the Prague 
I Y C A  and 1s responslble to the board of Prague for runnlng the 
Sports programmes Under him are t ~ o  sports leaders, Tomas Hag 
and Jlrl Jlsa Another young man Honsa Sloboda, ~ o r h s  hlth hlm 
In relatlon wlth Zlva Rodlna s uorh 
Petra Otrlsalova, the programme Sec for Prague, 1s responslble 
for the Inforrnatlon centre and ~ t s  two staff, the Youth 
act~vities and its staff (Jltha, and Jan Benda) the 
secretarial assistance as aell as neb programmes 

2) ZIV4 RODINA 

The full tlrne sorker, Petr Imlauf, 1s also asslstlng Petra 
Otrlsalova in the development of programmes In Prague YMCA 
thereby helplng to strengthen the llnhs betkeen the t%o 
organlsations A fuller report 1s attached as Appendlx (1) 

The small YMCA 1s st111 meetlng, and has draun some nea people 
from a nelghbourlng church hlembershlp 1s around 30 and ~t 
functions as a para church Chrlst ian organlsatlon meetlng as 
the young people deslre but ~ l t h  no overall plan for programme 
d e ~  el opment 

J )  PRAGUE ACADEMIC 

Thls is st111 meetlng, regularly eLery 2 ueehs It 
concentrates on lectures and academlc and dlscusslon 
programmes The membership IS around 25 but attendance at 
meetrngs tends to be 40 They also publlsh a magazlne on 
theology 

There 1s noa a board of 7 people, all under 35 ,  who alm to 
bu,ld the YMCA In a Scoutlng model around 2 scout troops In 
the toun The1 hate a room In the toan at present and an area 
Secretary uho IS from the same scout background The YVCX here 
has just produced some statutes for YVCA Scouts uhlch nil1 be 
debated soon The letel of actlvltles remalns small, and there 
1s dlscusslon ongolng betaeen the natlonal staff and Brno 



6 )  CSTFO\  \ID OHRI 

Th,s began wlth a group of three people worklng 1~1th gqpsq 
chlldren and offerlng a Summer camp in addltlon There IS a 
s~rong llhellhood that the YYCA ~ 1 1 1  merge wlth bigger group 

7 LIBEREC 

There are 3 clubs alth 30/40 chlldren wlth an actlxe 
membership of 12 Thers 1s nou a bullding returned to the kVZA 
In the iottn but ~t IS presentl) operatlng as a shop The1 get 
a % of the rental Income 

There 1s a r\lCA Scout troop operatlng at present, alongside 
cultural programmes, and language courses, all run by 
\. olunteers 

Theq h a ~ e  had several meetings, and the commlttee are actllelq 
attempting to obtaln the bulldlng back from the government 
One Federal Board member 1s a maln drivlng force of thls local 
assoclat,on Norh map begln soon, but it is happening terl 
sloaly as thls member travels e\tenslvely in her aork The 
IVC? here Is not offlclall) registered wlth the Czech IVCA but 
IS an associate unlt 

There is a professional Secretarq emploped, Ms Hanna brbanoxa, 
(32)ears old ) She tends to concentrate on Youth actliltles 
~ l c h  a sporTlng and canplng thrust 
An Esperanto club meets here nou as %ell as a Roch Group of 
4,'s 5oLng people from the tonn There 1s also a choir of 6 0  
aho me-t to slng trad.;Lonal m u s ~ c ,  and old church muslc 
There are xery feu men in the cholr 
There are also c l ~ b s  for young people and former campers 

There IS an Idea to begin a Computer club, and the local 
Fr,cnds of Israel club nou part of YVCX, and uho use the 
bullding uo~ld 1,he to In\ Lre a Jettlsh group to Hradec 

habe no,; transferred S290G to ~ridec to asslst In the 
de\elopmcnt of Camp Craft and Art programmes The local 
?ssoclatLon ran a camp thls bear agaln very successfullq 

'Irs Ed1:a lnlfo\a has been able to obtaln 6 rooms (plus a 
I\, tchen ant! WC) In a redel elopment area near the clt) centre 
for the t'lCI There 1s an Idea to pllot a scheme ulth 
d,sadxantaged bouth here 



"he IVCX Itself has nou a Programme Secrerarq In post Varcela 
Varek as well as the use of a ser of rooms near the centre of 
the totn The rooms ~nclude an off~ce Ten Slng room room for 
la~guage trainlng and club room 

7. s e! \alepa 1s the chalr alth Josef Caleb the Treasurer 
Ia-cela the Secretary and Mllos Vqletal the 1 ice Cnalr 
T+,ere are 25 Volunteer leaders mail3 of rnom are also members 
I n  the English language classes and Ten sing Actl\ltles The 
E~rure programme Ideas Include a Lldeo Tecb , Llbrar~ 
FAtzcentrum, Interpoint and uork uith Votners and Chlldren 

Varr,age Encounter Krnov (Vanzelsha Sethanl) noir h a ~ e  SCO 
ad~lt members and 400 young memoers/children Approxlmatelq 
08% of these are In the range 12-30 
The3 have a part time aorher in Glta Vqletal, a committee of 6 
and organlsing group of 16, mostly from \lorax la 
: full time church worker, Lubos Lagal, 1s the main organlser 
of the Horh together uith Glta s husband Vllos 

Tne futdre programmes include the folloulng - 
Tuo homen's Reekends ox er 100 attending 
Camp Reunlon Heehend o,?r -lCG artendlng 
Two Men s Reehends oxer 1 5 G  attending 
THO Weehends for Volunteer Leaders 10C attend~ng 

T ,nese are all considered as training neebends 
There aere 2 verb successful Sunnier Camps for o,er 200 
fanllAes organlsed by Marriage Encounrar one of ahlch I 
attsnded At thls camp there *ere aFpro~lmatelq 50 y o ~ n g  
xol~nreers who ran an alternatlxe ch,ldren s programme uhlle 
t h ~  oarents uere at Semlnars I linpresslons uere \er> 
'i otrable at both the content and the log~st~cs'organ~sat~o~ 
hlch uent into the programme I feel that thls YUCX 1s 

d ~1aping &ell on the bach oC tne \Iz-rAage Encoun;er grohp 
i-r see themsz1,es as a part of the 1 I C I  loca::~ 

T ,ere ~ e r e  2 very sdccessf~l Sdmmer Camps for o,er 2 2 3  
farill ~ e s  organlsed by Marrlage Enco~nter, one of uhlch 1 
a7tended 4 this camp there &ere agpro\~rnatel) 50 qobng 
\c:un~eers uho ran an alternatlle children s programme uhlle - - parents sere at Seminars $14 ~mpresslons here lerq 
f& ourable at both the content and the loglstlcs/organisatlon 
ihlch ueqt into the programme I feel that thls I 1s 
de,elopAng &ell on the bach of the Varrlage Encounter grobp 

t,o see themselves as a part of the 111C4 local13 



The YVCA In thls toun just South of Hradec aas formed just 
recently ulth a small group of people close to the Czech 
Brethren Church There 1s a cholr of 60 young people, from all 
o\er the reglon around the tonn Woodcraft and Scoutlng are 
carried on here ThAs IYCA, llhe that In hladno 1s not 
reglstered and 1s In effect an associate 

9 second net$ IVC4 has been started in thls small toan, by a 
pastor on the Free church tradition, Josef Bartoseh, uho 1s 
non a part tAme reg-onal secretary He attended leadership 
tra~nlng In Laheslde in 1991 and so was introduced to the IMCA 
for the flrst tlme 
e has a church room and does some activities in sports and 
games alth young people, as aell as Bible studies He has 
taken groups of young people to the Netherlands as bell as 
France There is a very e\citlng canoe project here 
The second area kolleyball competition is to be held over 
Christmas and organlsed by the local association 

15) CESnE BLDEJOLICE 

Thls YVCA has just reglstered, based around the ARPIDA 
resldentlal centre in the toan Activities are at the earl) 
stages The centre caters for 30/60 disabled young people, 
both residentially and tor aeehends It is in course of 
erecrlon, still, and one Idea is to bulld a Leadership 
Traln~ng block, for use b> ARPIDA and the jhiC4 The prlme 
moLer of the project has had 20 years experrence of 
establlshlng support \illages in CSFR 
The) bill offer a major Femlnar on dlsabled aorh In 1993 for 
a1 1 Edropean Y:lCAs 

'here 1s a \olunteer I in Lpice, a small toun near 
Cern,lo\ The Leader IS the local Pastor who has succeeded in 
gathering about 50 young people around him for programmes 
HE has established Dlacon) a servlce agency for the church 
uhLch asslsts In gather~ng money, goods and other help for 
thlrd uorld projects t 

At present he offers Camp and Sports actlvltles seleral 
concetTs for kVCA but he has quallf led people to offer 
potter, and ceramlcs classes 

Thls 1s  a neit IVCA In Vorz, la uhlch to date has operated some 
camping programmes lncludlng aork a i t h  mentally handlcapped 
chlldren 



-.. ~nere are the beglnnlngs of neb, 1 (C-1s at the f o~ lob ,iig A ,  

placas - 
Llmburh, Olomoc, Donaz, _cc ,?t ohrad Jal ornlce 

TrjL,~o\ , Hrabor a, Lltomerlce 0 s :  nad I aoem Hus~nec a?d - J Bor 

TYe-e are I C C A s  as follons - 

T11e sltuatlon in Bratlsla~a has nq' chartgzd :'la; lt 1s 
s t , , ,  no longer hnoun uhether or P O T  the u a  i be 
re-drned to the I V C A  The prograniie secre?arx has left 
Programmes contlnue to operate tno~gii most14 ~ u r ~ d l n g  basea 
Tne Baseball, Volleyball and See-t 3 Frog-aiil~ss seem r e--h 
healthy in numbers An Acrobatic sh,lng team also train In the 
bclAAdlng There is a Parents and chl!drens meet,~,g t,lce a 
e Aeroblcs classes and Ch~ldre-,s ii;~ss,on once a uee' 
\lusLcal school each evening for 30 loung inuslcAa7s Tne 16'34 
here has the use of Pale1 Kucelah uho IS dolng h s m,l ltar) 
ser ~ c e  In the IVCA He appears to be a Soriputer export 
Otner act~vlties Include Blble studles, sports scoucs 

language classes and other club act ,\ t les Tns g ~ m  has nou 
b-en repalred alloulng use of the fn-ilATLes agaln 
v 1,,e1 s IS full use of all the rooms at t5e IVCA s d,sposal a ~ d  
c l u b s  appear to meet very reg~lar', ~ n c  dd~ng a once neeh') 
\ - :-, club, ~ l t h  open programme 

Sulldfng is riel1 used during tqc da) as he:, hz t h  G)ps) 
c ,  and young people callli-ig ,- I* a d r a ~  11- fashlon 
-,- 2-2 - uas a semlnar for those uor t + L  deaf children a 1 
o e Slol aLla, In the Sprlng rhr t ' l r -  I'ICA and a:?ertdcd b, 
3 ?-- 30 delegates, lncludlng 6 C c i '  n Th- - c  I S  alsc a 
i. = = s  oFerat,ng at prcsent, up, - &  - 1 -  sLgi--rig to a 
&--LB of young people 
, - -  e actlon seems to hale b - r -  - - - .. .. 

1 I to '12 
s-t- ,ng up of the Informatlorl PO ,n-;: 1 ~ "  ;;. ifie prcsf  I; 

L--c~:alnty oler the bulldlng alld tne ne-.l to ra,sc mane) 
t' -,gh lett~ngs I m not sur r -  I 7 rocmr Eirr a al,ab,c 
f - J I  cise at present 
-\ Trn Sing group 1s already st,. ;?rl  h---z a-,d scink eq,ulprne-,t 
h , <  bc3n procured lnclud,ng an erg-, , f r 5 1 i 1  SKlt7~-land - = r e  tt%o \orlbegLan I M C A  \ c  LI-' =crs  btszd 6; 3 i ~ i t ~ ~ ~ d  a 
for ~ c r h  delelopment In Slo~ah a Tzn S ng loruaj aro also dde 
T O  --me to BratLsla\a In Febrdar, - , , programme Seeretar) has jh=r - - h - PGSL: oz uh~ck PLS 
b-FT, adbertlsed, and untll fllle4 ch= role A S  belng assumed b) 
;i - r l r , g  man ~ h o  do~ng h,s m, ,r,r it:? a ' t ~ t n = ' ~ \ ~  ,n 
L - , ICI 
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There is no\, a member of sraff in post, Jan Kosteln) The IVCA 
are presently uithout a room and able to carr) out mlnor 
programmes SAPHIR has gilen flnanclal support to delelop some 
programmes 

it \itra tnerc aas a Spor:~ club, ahose leader had famll) 
connections ulth the YVCA in prex ious tlmes At present there 
is little contact alth the Slolah Council, and all that is 
hnoun 1s that about 20 people meet In the to\kn, to do Sport 
together and some other o~tdoor actixitles 

Thls small nea IVCA is led b) Vrs Hudecova, and meets In a 
local h o ~ s e  The people are all from a medlcal bachground, and 
enthuslast lc for the IVC4 

The YHCA has been succfssful in obtaining the contract to 
teach Pre school Gsps~ children, and other problem chrldren' 
in a beautiful purpose bull: bulldlng whlch the gobernrnent has 
gl\en for a second bear a~thout rent There are 2 teachers 
paid bs he golernrnent arld both considered IVCX There is the 
possibilit) for a third member of staff 
In all there are 15 chrldren, aha attend from 7 00 to 16 00 
each da) 
4s bell as thls, the loca, I'tICA are st111 operating, (not in 
this buLldlng") and ho!dlng similar activltles as before 
There uas an Interpolnr a ?  h-emnice this year 
There 1s an Irlsh I'lCi person Stephen Graham, employed at the 
local s?hool for 1 >Fav and ae hope he all1 help to delelop 
the IYCA uorh h ~ r e  

Thls neu I'ICA IS In Eaqt S o\ahra, and has as its Chairman, 
ilado ho~al There IS ric; r3om to meet and actillties ulth 
chL Ldren are ai ar, earA> s-;gc The1 lnclude singing and muslc 

7 )  C i K A  
T 

4 third nea IVCA in \or:ht?r? Slolabia thls group operates a 
mhslcal progranme for l P L n g  p~ople Again there 1s no room to 
use regblarl> 
The chalrman is Jan Osboba 



T,l,s forth neu Slolal, k V C 4  1s In t?e Rest and Ass begdn bl 
Gaor-ella Dobroc~ts~a a girl h h o  Pas beG- ar leadl-snlp 
tra,n,ng ~n Laheside Srle has three or f ? u -   the- ' G~L-,-S:TS 
u , t h  her and actlv,ties are at an ea* stag: 

Al-ogerher there are 12 projects A , ; ,  ; ~ldge' L L ~ E  of S - C  6 S C  
At 1 / 1 1 / 9 2  ue had ad,anced 71% of the budget 

The two s t a g e s  t o  da te  hace beer b ~ d g s ~ s d  a t  S15,C30 

attendance at Seminars S150G } 
eq, ,pn;ertt 52035 To:;. S f SCO 
T11e cost of seminar SlSOO j 

Ten Sing c lsit In March S5OGC > 
h ~ o ,  muslcal e q ~ ~ p m e n t  SZOOO j  TO:^‘ S,1 2 C Z  
h - - l ~ \  for P 4 etc S4CZi; , 
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5 1 0 2  Inforinatlon Polnts 

E27C00 was agreed as follows - 
Volunteer expenses 
Equipment etc 
Trainlng of staff/tolunteers 
Rdnnlng costs 
Rent of rooms 
Salarles and taxes 

The Prague centre has opened on 24th September and 1s 
equlpped ulth a computer, prlnter, fax card, boobs etc as 
uell as a full tlme emplolee We estlmate 1000 youth ul l l  be 
reached In the flrst year 
In 9 aeebs 270 have vlslted the centre 
The Bratlsla~a centre 1s not yet ready due to difflcult~es 
ulth the bulldlng 
I hale attached a llst of the current resources a~allable 

Po7 ?.Its f nr develommenf, 
I hale spent a lot of tlme ~nvolled in discussions on this 
project There 1s noa a rexised prlorlty list draan up for 
both unlts uhlch 1s attached b) hay of an appendlx to thls 
report ( 2) 
The maln need is for the tralning of volunteers In the Prague 
unlt to enable the centre to open at nlghts and at the 
ueehends as aell as full) develop the "counselling element 
A correct cholce for the centre dlrector will be cruclal here 
In Bratlsla~a ~t is st111 at the draslng board Frances the 
Irlsh lolunteer IS golng to Bratislaba In early Januarq to 
ass~s? n the settlng up of the centre as a room has nou been 
alloca: " '  

5:03 Krnox local 

S8800 b a s  agreed for thrs project as follows - 
S3000 salary of youth uorher 
S15OC payment for lecturers etc 
SJOOO to Varr~age encounter s uork 
S 300 Engllsh language classes 

Tne qouth uorher Varcela Varehova, IS noa emploqed on a part 
tlme bas~s and she is beglnnlng ulth sqme neh ~nltlatl\es for 
the com~ng sesslon Engl~sh classes dreu, 15 young people 
Added to the Ten Slng grokp I uould estlmate that the hrnol 
Assoc,atlon has an impact on 50 young people 
',la-- *&ge encounter ran tuo large camps thls summer attract lng 
220 fam~lles lncludlng 400 children The young volunteer 
leaders numbered oxer 60' Thls 1s a total of over 700 for our 
~n,estn~nt of SJ000' 



- 
15 iilaln a r e a s  f o r  f  d r t h e r  d e ,  3 oFneq; seoi? t o  b e  t n e  g e n e r a l  

~ r ~ g - a r i m e s  f o r  t h e  'r A I t  " b e  r m ~ o r : a i i t  fo: t h e  - r _ 0;-arnne s e c r e t a r 5  t o  t a h e  par: ,- Ir, Sr-- t r a , - ~ ~ ? g  a n d  
f 3 r  t h e  recruitment of more  y o ~ n g  , ~ ~ ~ n - ~ e r s  l n  t n e  a r e a  t o  
a c s , s t  I n  p rogrammes  T h e r e  is nut -  g c o c  n L l l  a n d  a  F e a , t h >  
C3Ti i i l r ; t e€  - C a r  a s  M a r r l a g e  E n c o u n - e r  1s c o - ~ c z r - ~ d  I ~ o u ~ d  l r k e  t o  see 
a  - , o a e r  r e i a t l o n s h A p  d ~ . e l o ~  be: EE-, - .s g r o ~ p  and  t h ~  ~ ~ I Y A  
1: ?a> be t h a t  t h e  g r o u F  ~~~1 h a  e ~2 cesome a  \ c t l a n a ,  L n l t  
a s  I d o  n o t  t h l n h  t h a t  1t s l t s  e a s  a l o c a l  prog-a-nme - - - --- - e - ? - , e ? t  One a r e a  f o r  f u r t h e r  , .e5 - 3 -  t z c r l o  be t h e  
~ o A u n t e e r  b a s e  ax a l l a b l e  t o  : E 

S 6 G C  was agreed 
c c  s e n d  t ~ o  s t a f f / \ o l d i - , t e e r s  f r c n ;  CSFP :o ~ a ~ , s s ~ d e  f o r  t , o  
~ e e ' n s  t r a l n ~ n g  T h l s  u a s  t o  b e  i n . o L c e d  d l r e c ~ l >  t o  t h e  EA'r 
T - -  , I F  p a l d  t h e  t r a x e l  c o s t s  
- -  ~ n e  2 5  camps I n  Czecn l a n d s  a A o z ?  t h - s  ~ e z -  o , e -  ? 5 O C  )Dung 
--,,A k l e  l a t t e n d e d  T h e r s  I S  no  doL,c: t n a '  t C A s  a L  h a s  

o r - n  t h e  s m a l l  i n x e s t n e n t  

C C -  -c- - - -  -,- 1-1 a l l  t h i s  ~ a s  a  i e r >  S U C C F ' ~ ~ ~ ~ ,  ,, - = I  \- I ~ C F E  ; h a t  
- a , i ~ , ~  com,ng y e a r  mole  and  d L f  : I: s - z E E  \ r L A l  DE a b l e  t o  - . -- 
l - part ,n  this de e l o p L n g  reL:; -- 7 -  ? 

- 3  hoped t o  d ? \ e l o p  a  f u l l  7 7 6  - - -  O a:-&-og> L n  C O L T ; - >  
0 - a: 1 1 o l u ~ t e e r  Leade-s  i n c l u c  - %  '31F A , A ~ r i  

= l o c a l  ' 4  1s d = \ e , o p l n g  . ~ . : l  a n d  I c s r r ,= ;  s 2 e  a n >  
-.. , ; , a t e  a r ~ a  f o r  f  -:hc-- d e x - e ~ t  mor3 of t h e  

a -L- i f  C ? ~ , l , o \  :I@ into t n e  ~ r ; c = r  l e a d e r s  - - -,ng s c h p r n e  t h e n  t h e  inutual  b ~ i i ~ ~ ~ * i  * 1 1 1  b ~  e \ c z :  l e n t  f o r  
u - i ~ c h  l a n d s  

BESTAVAfLABLE COPY 



5106 1 2 Suedlsh Games 

$2400 was agreed 
to transport volunteers and profess~onals to Saeden to the 
kVCA games In the end 6 staff aent The event proved to be 
\erq successful and most of these leaders tooh an actixe role 
In the summer camps The money all1 be invoiced internally 

Po~nts for A e v e l m  

Of all the projects, I find this one the hardest to determine 
411 concerned enjoyed the experience and felt that the> both 
ga\e as %ell as recel\ed In Saeden It also further de\eloped 
the \ordlc ties for the future ( the Danlsh High School and 
the \or\&eg lan Ten Sing Contacts belng aell establ lshed 
alreadq ) 
In quantifiable terms lt bas not a lou cost per caplta, but 
offered the Hungarian movement a conslderable challenge to 
organlse as bell as creatlng a further Trans natlonal 
experrence for all SAPHIR countries 

5107 Hradec Kralobe local 

A new aroioct was aareed for S3200 
Re allocated some of the money, S1500 for camp equlpment 
The remarnder IS to delelop the music and craft uork In 
Hradec, uhlch present11 attracts about 20 young people 
hradec rar, a very successful summer camp for 40 young people 
ulth 15 staff 

As I ha\ e not been to Hradec slnce the purchase of the 
equlpment it IS dlfflcult to assess I am told that the 
programmes are pichlng up agaln after the problems of the 
bulldlng This ~eehend the YVCA here IS holdlng a Shling trlp 
to uhrch some bolunteers from Praha are also golng The moneq 
has g ~ v e n  Hradec a feellng of lncluslon into the SAPHIR 
1nlt,atl\e to ahlch man1 of the Board had been sittlng loose 

510&/9  Bratlslava Sports Pronramme 

$2900 has  been agreed 
to help asslst the contlnuatlon of a- Baseball team and a 
Lolley ball In Bratlslata uith an lmpaci on approximately 43 
boung people rnltlally but alth projections of oter 100 in the 
ne\r feu months 

po -nt s for d e ~  e l  oum~af, 

The \.oile\ball team sas In Ruppertal at a cornpetltlon thls 
ueehend ~ l t h  35 young people \umbers are bulldlng and both 
teams and loung people contlnue to groa In size and vlgour 
Agzln Colunteer leader traAnlng nlll, be a priority 



ye urste a nrolect for -0 s vroPr es for $4000. t I 

Rent 50 OOOhcs 
Books, magazines and Cassettes 10,000hcs 
Tape recorder 15,000kcs 
Tents and camp equipment 25 OOOhcs 
TOTAL 100,000hcs 

Th,s reallses approxlmate~q S3,OOO 
This u ~ l l  haxe an impact on 50 to 60 young people dlrectlq and 
oxer 100 ~ndlrzctlq 

Eolnts f n r  develonment 

Again tnls moneq has onlq recently been giken and although 
some equlpment has been bought, the programmes are at an early 
stage but a:: lnd~cations are posltlve In Service trainlng 
bill be a prlorlty for Jan hostelny, the programme borber 
here The iolunteer base ulll need to be further debeloped 
A-th Iolunteer Leader tralnlng being taken up 

5112 Iol~nteer for Europe Seminar 

5750 was agreed 
to send tne Co ordlnator for thls EAI Inltiatlve to a plannlng 
Aeehsnd In the *\etherlards 
The budget 1,ne bas to include alr fare, per dlem and 
accomziodat~on 
Thls A be a cenrral programme In the development of 
Internatlorial iolmteers throughout Europe At present there 
arl t $0 irlsh 1 olunteers and 3 Zorueglan Volunteers in CSFR 
arid t,,o St~dents from the bS aho are also asslstlng In 
Frogrammes 

s A -  aas \llzl,ael So~rfh ~ h o  attended lt could not be szld 
that it has gooa for lntarnat~onal exposure of staff" 
Thc inzln bfnef lt aas that Virhael uas there as the chosen co 
ord naror for thls Inltlztlxe ~n the Czech republlc Slobahla 
had 2 i~?er?o.n?s In l G 4 1  N A : ~  none In Czech lands There are 
three Iol~nreers from E~rope and tuo -Srom the LS in Czech 
lands and 1; IS a nagnct for such young people ulth 2C OGO 
:S cATlzens horhlng ~n Prague alone1 
So t1 A s  .s art e\cell=.n: opportunity for Michael to establish 
psrsonzi E:\ contzcts f lr tne further dekeloprnent for thls 
 IT,^: 2:1 e 1s \oiunteer trzlr,ing IS an essential element of 
th,s pragramine ~t ki l l  also assist the Czech Y delelop thelr 
16~;s : h l %  arna as reAl as share them 



The folAoalng are mq subJectite comments on the mld term polnt 
of SA3h;R In CSFR 

1 The del elopinent of the 1VCA In CSFR has been influenced b> 
the apaolntment of a number of hey Professional Secr2tarles 
a h c  ha\e the s ~slon e.perlence and energ3 to mahe the 
programmes of the YYCA  inp pact on the real needs of real - y c ~ 9 1 2  - The latlonal Staff of the prel~ous CSFR YVCA a h o  habe 
been aorhing out of the Prague bulldlng all1 become the 
\a:lonal staff of the IVCA In the Czech Republlc 'The 
renalnlng \atlonal staff, Jana Brchova, Milan Straha and the 
s ~ a f f  ~n Brat~slaxa YYC+ ~ 1 1 1  effecrlvely become the neu staff 
of the Sloxah 1IICA 
It 1s ml oplnlon tha; because of the number, e~perlence 
International contacts and exposure of the Czech Staff, 
co~pled ulth the polltical and economlc differences betueen 
the two repdbllcs, that the Czech slde of the uorh has 
debeloped more quickl) than that In Slovahla 
2) The programmes ha\e been locally generated and requlred 
loca: leadership both through volunteers as %ell as 
proressLonals The on:> outslde assistance apart from SAPHIR 
mor,e). has been the Interchange of International volunteers 
and the partlclpatlon of many people at International IYC4 
elents The focus of programmes u ~ l l  nou be made more sharp In 
the Czech republlc ulth the adsent of the misslon statement 
and programme prlorltles attached 
3) Programmes such as Ten Slng, although "imported hale 
s~cceeded ~n creatlng a lot of Interest among young people at 
a serq llttle per caplta cost and so are eminently suitable 
for further de~elopment 
J )  There it111 contlnue to be the need to recrult a?d traln a 
core of Iolunteers to cant-nue to develop the programmes l l 1  

loca? dnlts Slgnlflcance should be attached to the fact tha; 
\olunteer.ng IS not pzr: of the recent culture of East arc! 
Central Edrope, and so itc arc of ten faclng a Pre- Ex angel lsm 
stage this reglon of dzielopment 
5 1  1s the lncreas ng need to assist the Bratlsl3,a I ' f C a  
d ~ a l  i.l:h the uelght of a huge buildlng for uhlch the> are 
responslhle as managers This need to organlse the bulldlng 
econonj has dllerted s ~gnlf  cant energy from programmes In m3 
oplnlon habe made a prognsal ln another place to help In 
th:s area 
6) T h ~ r e  is the need tc asslrt the ~lbbah YMCA come to terns 
kith t h e  neb sltuatlon and to asslst them in the debelopment 
of a nat ~onal Infrastructdr~ ibhlch will be able to lobbb 
go\ cr-in~nt and other a;-?rlclas for ongoing support for the 
costs of the operat-on as $\ell as offerlng a base for 
programme des elopment A ma lor contribution In thls f leld 
- C  ,LC! oe the draklng up oC 2 mlsslon statement 
7) There IS the need for some sort of post SAPHIR Inlt ,at,ic 
pLrt lrularl3 In Slolahla 



LONG-TERM PLANS 1993-1995 

I N F R A S T R U C T U R E (properhes and staff) 

legal return of all Y propemes ( b u l m g s  camps) 
mfrastructural stab&abon of all Y lccal asswatmns 
workmg out of fmanaal and programme pohcy - on the basls of real 
mfrastructure - m all Y local asscaabons 
pad staff m al l  Y local associabons 
stab-bon of orgamabonal structure of the Nabonal Office 

S T R U C T U R E S  

estabhhmg of 2 new local asscaabons (Poznan Blalystok vlllage 
branch - 7 )  

stabhshmg and s tabuabon of 9 Workmg Comrmsslons of the 
Yabonal Councll (5 menboned M o r e  + Leadershp & Staff Tr-ng, 
dork for Unemployed, Educabon & Culture, Human Rghts & Ecology) 
zstabhhmg and stab-bon of adequate Comrmsslons on the local 
eve1 
stabkshmg of YMCA Pubhhmg House 

P U B L I C A T I O N S  

?anuals of the Pohsh YMCA (stabllizabon of the =sue) 
' journals of the P o k h  YMCA: ecumemcal (m -peraixon tnth P o b h  
m e n i c a l  Coundl) and children & youth stu&es (m co-operabon mth 
:en- for Youth Stu&es of the U m v e r ~ ~ t y  of Warsaw) 
ievelopment of propaganda rnatenals (new forms) 

I N S T I T U T I O N A L  C O L L A B O R A T I O N  

evelopment and stabikzabon of the co-operabon mth 
acadermcal cen- (Umverslty of Warsaw, Umverslty of Lodz, 
Academy of Physcal Culture m Wroclaw , I-bgher School of Educatxon 
in Olsz tyn) ,  
state's adm-trabon ( rmrustnes and kuratona ) , 
local admuustrabon, 
churches (especially Roman Cathohc Church), 
NGOs ( M e  Cornrmttee for Protechon of Cluldren's Faghts, SOC3.ety 
Young People for Young People), 
youth orgaruzatxons (scouts movement, r&gmos orgamzabons ) 

P R O G R A M M E  

arlung out the "programme rmnunum" for all Y local as 
ab-bon (places, bme, programme mternabonal eve 
mer  programmes 

='$?z 
-ogramme co-operabon of the Pohh Y nth nabonal Y asso(2abons m 
rmer USSR 

F I N A N C E S  

wards full self-fmancmg of the assnaabon - on the basls of , le mfrastructure 
tabhment annual, regular fund-ramng campagn (speaaI events m 



DRAFT 11/92 

DEVELOPMENT OF T H E  POLISH YPiCA 

ONE-YEAR PLAh 93 

I N  F R A S T R U C T U R E (properhes and staff) 

legal return of the bulldmg 1n Warsaw Konoprudae] 6 
preparabon of the bulldmg (renbng pohcy equipment flnances 
staff, etc ) 
"opening" of the buldmg for programmes 1/09/1993 
legal return of the budzng  m Lodz, mom us^ 4a 
preparabon of the camp PILICA (equipment, 2 full bme staff, etc ) 
"opening" of the camp for programmes 1/06/1993, summer amon m camp 
more efforts for covering other Y properties 
programme d-uectors in 10 branches, full time m 5 branches (Gdyrua, 
Krakow, Lodz, Warszawa and one without bullding) 
full time directors in 4 branches (Gdynia, Krakow, Lodz, Wa~szawa) 
part1 time programme'assstant in National Office (summer programmes, 
VlSlts of groups and individuals) - -- - 4  - . 

* new const[tuKon of the Polish Y 
* start of the work of the "Polish YMCA Friends Foundabon" 
* estabLIsment of 5 Working Cormussons of the NabonaI Counal 

Camping, Sport & Recreation, Lnternabonal Relabonshps Fmances & 
F u n d r m g  , Pubhcabons & Pubhc Relabon 

* Fn 10 branches establtshment of 2 Working C o m s l o n s  of the 
Boards* Programme, Finances & Fundraising 

III P U B L I C A T I O N S  

WATRA a s  regular quaterly 
Manuals of the P o k h  YMCA 4 btles 
Monography of the P o k h  YMCA (accordmg to 70th Anmversary of the 
Polish YMCA) 
"Cheap Europe Poland" (young people 
In cheap way mth the lot of fun - the 
new propaganda materials (new leaflet 
branches, badges T-shrts)  
Book "Pohh YMCA m photos" (?) 

I V  I N S T I T U T I O N A L  C O L L A B O R A T I O N  

* development of co-operabon with  "old" partners (jornt programmes) 
* formal agreements of co-operabon mth Mnistry of Nabonal Eduwbon, 

Mln1str-y of Nabonal Defence 
* formal agreement of co-operation (mcludmg fmanclal matters) wlth 

Warsaw Office of Muustry of Nabonal Eduyf$on ( Kuratonum) - 
buddmg Konopmche] 6 



V P R O G R A M M E  

Programme acbvlbes In 1992 wrll focus on 

- stab&aUon of old" and development of new local programmes 
- stab-bon of the s t ruc ture  of summer programmes (nabonal and 

local ) 
- development of ecological programmes (1mt1atIve of some Earth Corps 

groups 1 
- development of programmes for h d s  
- development of mter-lnsktubonal and muh-dunenslonal programmes 
- work wrth leaders 

A INTERNATIONAL 

* m a p a h o n  of young leaders m uferent events abroad 

a) Internabonal Camp Counsellor Programme (USA) - 20 persons, 
b) TEMPUS b a n m g  (N. Ireland) - 5 persons, 
c) Sport leaders k a h m g  (Germany) - 6 persons, 
d) Youth exchange Y Lub'lin Branch---centre Azur UCJG - - - - - -  (~ran-) - 20persans,-- .- a'. - - -  - --  - - 
e) other banings,  exchanges and camps: depend on possible 

L offers from national, a S S O c L a t i o n A . ~ ~ ~ ~ ,  - 
2 

* interna~onal events in Poland 

a) Internabonal IClds Camp ( w t h  counsellors -g)** 
b) International Youth Camp ( w t h  counsellors trammg)** 
c) Ecotour ** 
d )  Preparatory camp for Earth Corps ** 
e) Earth Corps t r m g  ** 
f )  Senunar for young leaders from former USSR 

B NATIONAL PROGRAMMES COORDINATED B Y  NATIONAL OFFICE 

a) leadership training - s tage  II ** 
b) leadersh~p trauung - stage IV ** 
c) purnah t  training ** 
d) Job-Club Warsaw ** 
e )  refugee programme 
f) mulb-dmenslonal pubhcabon project **' 
g) edu-bon towards tolerance ( 7 )  

as well as menboned before all mternabonal programmes expect ECOTOUR 
(Krakow Branch) and Preparatory camp for Earth Corps (Olsztyn Branch) 



C LOCAL PROGRAMEES 

In the most of local assoclabon 'old' programmes (sport  & recreabon 
tounst  cultural educabonal &scussion groups) sWl WLU be 
offered 

New programmes 

a )  local programme development two days conferences (in all branches) ** 
- in co-operabon with Nabonal Office 

b )  movie-club (Gdyma) ** 
C )  camp counsellors t r a m n g  (Lubhn) ** 
d) brke pdgnmage to  Czestochowa (Czestochowa-Krakow) ** 
e )  s m a l l  academy of econormcs (Szczean) ** 
f )  art club (Olsztyn) ** 
g) leadershp trammg camp (Wroclaw) ** 
h )  leaders club (Warszawa) ** 

- in co-operabon wth Nabonal Office 
i) M d s  cultural programme (Warszawa) ** 

D FINANCING of PROGRAMMES 

The most of "oldn local programmes is self-fiananced. Programmes wi th  ** 
are supported from SAPHIR, mostly 25% - 50% of full budget.+Now from 
SAPHIR i s p l a n n e d r  , 

- c 

33 000 US$ - f o r  nauonal programmes coordinated by National Office, 
16 350 US$ - f o r  local pmgxammes 

Totally it is about 750 000 000 Pdlish zlotys (45% of planned one-year 
budget for  programmes - 1 650 000 Polfsh zlotys) 

The defidt  for  1- programmes - 400 000 zl (650 000 zl - 250 000 zl) 
mostly trill be cover from SAPHIR 

Others wdl  by  cover from the expected donabon from the -try of 
Nabonal Educabon as well as from Pohsh Y fund-ramng campagnes 

VI F I N A N C E S  

See the budget for  1993 



APPENDIX 8 
LIST OF INTERVIEWS OF THE EVALUATION 
The actual country visits took place m a two week penod (from January 10 to 22, 1993) It 
was a period of extensive m t e r n e m g  of partners at dlfferent levels The followmg IS an 
overnew of the dlfferent contacts and Internews effectuated 

CZECH REPUBLIC (January 10 to 12, 1993) 

January 10 Meebng with Mchael Wardlow, Program Executive of the Saphlr Program m 
charge of Czech and Slovak Repubhcs and Bulgana 

January 11 I n t e ~ e w s  with 

Hana URBANOVA, Program Manager and Marketa PILAROVA, Assstant 
Program Manager of the YMCA m HRADEC KRALOVE, 

Dame1 STRADAL, Chalrman of the YMCA m KRNOV, 

Lubor DRAPEL, Secretary General of the YMCA of the CZECH Repubhc, 

Jozef BARTOSEK, Part Time Secretary of the YMCA of CERNILOV, 

Field Vlslts in hague YMCA and Prague Information Centre, Intervlews w t h  

Petra OTRISALOVA, Program Secretary of Prague YMCA, 

Hana GOTTWALDOVA, Staff Member and Frances McCANDLESS, Insh 
Volunteer m the Youth Information Centre 

Contact w t h  Jan PISKO, Project Manager of U S A I D to the Czech Republic 

January 12 Internews w t h  

Zdenka SERA, Program Ass~tant, m charge of International Contacts of the 
YMCA of the CZECH Repubhc, 

Michael SOREK, Program Secretary of the YMCA of the CZECH Repubhc, 

Michael WARDLOW, Program Execuhve of the Saphr Program, 

BULGARIA (January 13 to 18,1993) 

January 13 Fleld Vmt to PLOVDIV YMCA and Intervlews w t h  

Hassen FITCHEV, Program Secretary of the YMCA of PLOVDIV, 

Pastor SIMEON, rehred pastor of the Congregational Church, 

Methodius ANGELOV, Uruverslty Lecturer and Board Member of the YMCA 
of Plovdlv, 



Meebng with a support group of the YMCA, involving the Secretaries of the 
Teachers Centre, the Student Centre, Pnests and Pastors from different 
Congregations and Pnvate Busmess, 

Meetmg w t h  a local group of young people and an open lscussion m the 
House of Youth, m the center of town 

January 14 Interviews with 

Nicoh NICOLOV, Georgi METEV, Krass1m.u MINCHEV and Radoslav 
MINKOV, Program Secretary and Volunteers from GABROVO YMCA, 

Jordan KUNCHEV, Andre1 ZACHARIEV, Mehna ATANASSOVA, Constanhn 
ATANASSOF, Chrstlna POPIVANOVA, volunteers m the YMCA of SOFIA, 

Velichko MICHAJLOV and Svetlana MICHAJLOVA, Program Secretary and 
Volunteer of the YMCA of ROUSSE 

Contact w th  

Mua STEFANOVA and Bazhl KHOSTOV, Program Support Speciahsts of 
U S A I D for Bulgana 

January 15 Interviews w t h  

Michael WARDLOW, about the YMCA m Bulgana, 

Vehchko MICHAJLOV and Svetlana MICHAJLOVA on the situahon of young 
people m Bulgana 

January 16 Interviews with 

Stephan BOTCHEV, President of the YMCA of Bulgana, 

Latchezar NEMSKI, Office Assistant for the YMCA of SOFIA 

POLAND (January, 18 to 20,1993) 

January 18 Meebng wth  Johan Vdhelm ELTVIK, Saphlr Program Brector and Michal 
SZYMANCZAK, Nahonal Program Drector of the Pohh  YMCA,* 

Field vsit to a Leadershp Trauung Course (stage 2, open lscussion w t h  38 
participants from 7 local assoaations m Rynla), 

Interviews with 

Wlktor LEYK, Secretary General of the Pohsh YMCA, 

Michal SZYMANCZAK, National Program nrector and his assstant, 

January 19 Interview wth  Michal SZYMANCZAK continued 

Field Visit to OLSZTYN YMCA (Ecologcal Program, Ten Slng Group and 



Sports Group) 

Interview w t h  Adam RYCHLIK, Program Drector of Olsztyn YMCA 

Contact w th  the Ecolopcal High School and mterviews w t h  

Mr BLATSCHAK, Headmaster of the Ecologcal High School and Mr 
MICHALOVIC, YMCA volunteer 

Contact mth  volunteers of the local Ten Smg Group (rehearsal wth  25 
performers and 100 sympatlusants), open discussion with the leader of the 
group and the group members 

Contact mth the leader of the Sports Group and v n t  to a sports tralnmg 

Contact w th  the regonal newspaper "GAZETA OLSZTYNSKA' about the 
Saphv Program and the development of the YMCA, Jerzy USCINOWICZ, 

January 20 Contact w t h  Elzbieta SAMPLAWSKA, Pro~ect Specialist for Poland, U S A I D 
(U S Embassy Warsaw) 

Interview w t h  J o h n  Vdhelm ELTVIK, Program b e c t o r  Saphlr, 

HUNGARY (20 to 22 January, 1993) 

January 21 I n t e ~ e w  w t h  Janos SZEVERENYI, Secretary General of YMCA Hungary, 

Field Vrsit to BEKESCSABA YMCA, interwews w t h  

Peter BAKAY, soclal worker, Secretary of Bekescsaba YMCA, 
Mlhaly SZEVERENYI, President of Bekescsaba YMCA, 
Janos RIBAR, Evangehcal Pastor, 
~anos  LIPTAK, F'rogram Secretary of the South-East Reg~on m Hungary 
YMCA, 

Internews mth Tobms KILL and Detleff GRALLASCH, German long term 
volunteers m Budapest YMCA, 

January 22 Contact w t h  Gabor ERDI, Project Speclakt for Hungary, U S A I D (U S 
Embassy Budapest), 

Rev Zoltan HAJDU, Member of Parlmment, President of the Hunganan 
YMCA, 
Mehda  SCHVARCKOPF, Office Assistant of the Hunganan YMCA 

The followng complementary contacts took place 
Telephone m t e ~ e w  w t h  Dolf WEDER, Secretary General of the European Alhance 
of the YMCA, on February 5,1993 

- Bnef &scuss~ons w t h  Gunta KELLE, President of the Latvian YMCA, and Goran 
STENFELD, IMC Freld Responsrble for the YMCA m the Ballc countries 
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