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EXECUTIVE SUMMARY

I Saphir Initiative

1 The Saphir Imtiative has stimulated a rapid growth of the YMCA 1n the four countries of
Central Europe, both at local and national level In one country, it 1s cruaal for the
development of the organization

2 The chowce of working through field workers, who accompany / faciitate the
organizattons on the spot 1s indispensable for the success of the Imtiative

3 The basic attitude of the field workers, which 15 described by the German term
’Beglertung’ or accompamment 1s clearly appreciated by all organizations involved

4 The coordination of the Saphir Imtiative, with all partners mnvolved (national organization,
field workers, European Alhance of the YMCAs and the YMCA of the US A ) runs without
any major problems An open communication process 1s established at all levels

5 The Saphir funding 15 used most effectively in those places where the applying
orgamzations are fully respected in theiwr choices

6 The Saphir Inihative 1s fully integrated in the overall support set up under the YMCA
Intermovement Cooperation system

7 Inall countnes regular contacts with US A1D project specialists take place They receive
full information on the development of the organization and projects Invitations to take part
1n activities are forwarded In some countnes field visits have been effectuated by USAID
staff All are i praise of the information flow and meeting opportumties offered

II National Organizations

1 Inall four countnes, highly motivated, young people are the carners of the development
of the YMCA They are at the same time anchored in the YMCA tradition of the pre-
communist period

2 Despite the many similarities, each of the organizations has developed differently They
are rooted 1n different tradibions and take a form which 1s adapted to the national situation
3 Throughout the orgamizations, at all levels, young, hughly skilled professionals take the
lead 1n shaping the YMCA

4 At all levels there 1s a clear determination to become self-sufficient, autonomous
organizations 1n the coming three to four years

5 All orgamzations show an openness towards the creation of a ecumenical, tolerant society
and to develop social action

6 All organizations are developing on the basis of the needs of the community and
especially on the needs and aspirations of young people

7 The YMCA has a clear option to work beyond its own boundaries and 1s willing to
support others in other countrnies and continents

8 In the most developed YMCAs there 1s a concrete willingness and commitment to support
the development of other YMCAs 1n Central and Eastern Europe

9 The YMCA 1s recogruzed by local and national authorities, churches and educational
estabhshments as a valuable contribution to commumty life and society
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III Project Development

1 Projects are well reflected and coordinated They fit community needs and are integrated
in the orgamizations’ ontentations and programs

2 Most projects concentrate on commuruty development, mnvolving a wide range of
programs (leisure, educational, sports, etc)

3 High prionty lays in leadership traming at national level This 1s an indispensable element
for the further development of the organizations It 1s the cornerstone in the building of a
pool of tramed and motivated volunteers

4 The ecological programs are mainly run in the form of summer- and winter camps Other
environmental programs are less elaborated

5 Management training and the development of small enterprises are with one exception,
not explicitly developed However job clubs for the unemployed are emerging in most
countries

6 All projects are evaluated on whether they are sustainable after the Saphir program Eye-
flashing, but non-integrated projects are avoided

7 A concrete follow-up of all projects exists, both at content and financial level The
organizations themselves take high responsibility mn this and sometimes develop further
mternal evaluation systems

IV Conclusions

1 Animportant move towards sustainable development of the YMCA 1n the four countries
covered by the Saphir Imitiative has been made

2 Fmanaal assistance and highly motivated volunteers and staff members, are however not
the only determining factors in setting the pace of the development

3 The Saphir Iitiative should therefore, on a decreasing basis be renewed for an extra two
to three year period This will permat the continuation of the important steps which have
been made
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MID-TERM EVALUATION
for
YMCA HUMANITARIAN/DEVELOPMENT
INITIATIVES
in
CENTRAL/EASTERN EUROPE

"The Saphir Initiative"

(USAID Cooperative Agreement EUR-0032-A-00-1021-00)

I. TERMS OF REFERENCE FOR THE MID-TERM
EVALUATION

The Mid-term Evaluation 1s an integral part of the Grant Proposal which was submnutted to
the US Agency for International Development back in December 1990 and taken up again
in the revised version of March 1991 The Evaluation was onginally foreseen for the 22-23

months of the program In practice the evaluation with the external consultant has taken
place 1n the twenty-first month

The core team as well as the basic methodological approach have been outhined 1n the
Statement of Work by the YMCA of the USA

The core evaluation team consisted of the undersigned, external evaluator, together with the
YMCA field staff responsible for the program implementation in the geographucal area for
which they are 1n charge In practice one week of evaluation was spent in the Czech Republic
and Bulgana with the Saphir Program Executive, the Second Week was spent 1n Poland and
Hungary with the Saphir Program Director In addition to the core evaluation team, 1n each
country these persons were jommed by the persons m charge of the direct program
implementation In practice, the external evaluator had the freedom to mterview various
partners of the program at all levels

The basic methodological approach during the field visits was the “in depth mterview” with
the different persons concerned, either individually or 1n a group interview Most interviews
were held in Enghsh, some m German or French, and sometimes with consecutive
interpretation for some of the partners mvolved Wherever possible a visit on the spot was
effectuated with the Saphir Field Staff, sometimes however, due to the enormous
geographical area to cover in a hmited time, the interviewees were asked to come to a central
meeting place to have a meeting with the external evaluator



Saphir Mid-Term Evaluation

The mnterviews mainly gave the floor to the interviewees themselves, describing their views,
1deas and perspectives for the development of the YMCA 1 their country They were also
asked to describe the situation of young people in their city, region or country, and how the
YMCA responds to this

Some comments to understand the context of the Saphir program

The Saphir program 1s part of a much larger cooperation program, which operates at
different levels within the YMCA A senes of immihatives are coordinated at the European
level (programs which fall under the intermovement cooperation of the YMCA), whilst others
are directly led at a bilateral level (betweén national organizations or even at local level)
For an outsider 1t 15 not always easy to make a distinction between the different systems of
cooperation The external evaluator concentrated on those developments which were directly
supported under the Saphir program It 1s understood that these developments do not take
place m a vacuum and that the field workers need an overview of the entire situation

The above comment 1s particularly important 1n the sense that the cooperation which takes
place outside the Saphir program 1s quite distinct from country to country Some countnes
receive a lot of external support, whilst others receive much less This may depend on
geographical closeness between countnies, or often on the pre-knowledge on the different
countries The walls which separated the continent have led to a lack of understanding and
knowledge about some of the countries Thus 1s clearly the case of Bulgana

The information that other organizations have about certain countrnes 1s clearly determined
by the media (on pohtical or social-economuc developments) or simply by the tourst
attraction of some countries The role of information spreading will be much more important
for those, less attractive countries This has a direct impact on the level of support that an
organization will recelve from outside

The needs assessment, from the very beginning, msisted on treating the countnes as separate
entities Emphasis was laid on the fact that even though from the outside these countres
seem to have gone through similar developments, the particulanties of each country need to
be taken mto account I will try to outline these particulanties under the different country
descriptions 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 orgaruzations
in these countnes

I wall refer to the development of State Youth Policy m each of the countries concerned and
also to the state of development of National Youth Councils The development of such Youth
Councils, which regroup and coordinate the work of all non-governmental Youth
Associations 1n one country, 1s often a reliable indicator of the state of the development of
what 1s called ‘associative hife’ in a European context

In none of the countries concerned were individual mtiative and community involvement
valued No independent associations could operate and the simple fact of being ‘organized’
referred to being a member of the official youth orgaruzations Leadership Development was
only possible within these official structures and was disapproved of or purushed otherwise
This has influenced a number of generations in these countries
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All the countries mvolved are 1n a phase of transition from a totalitanan state towards
plurahized Democracy, from State Planned Economies to Market Economies The State of Law
and the Respect of Human Rights are only now finding their place in Society That this goes
along with musunderstandings, tnial and error n the apphcation of these principles 1s quite
understandable In Bulgana, for example, all excesses of mmdividual freedom are called

“Demokrazia’, as a sigh of rehef after many years of oppression, but also as an excuse for just
about anything



Saphir Mid-Term Evaluation

I1. PRINCIPAL FINDINGS

Under this heading I will take up the questions which were raised in the statement of work
for the mid-term evaluation I will treat consecutively the following areas of YMCA
development support through the Saphir Irutiative

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

B Results of Project Specific Activities/Organizational Program Development

C Monitoring and Support Processes

D Long-Term Program Effectiveness

Under a separate heading I will go into Conclusions and Recommendations, with regards to
the Inutiative and the different Specific Activities

Many of the questions raised in the Statement of Work for the Mid-Term Evaluation are both
general and specific Wherever appropnate elements will be taken up mn specific Country
descriptions The country specific descriptions will be taken up under a separate chapter
Whenever a conclusion 1s drawn 1n the descriptive part or when a recommendation 1s made,
they will be taken up in 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 Saphir Initiative

As already indicated above, the Saphir Initiative fits into a larger cooperation program of the
European Alhance of the YMCAs (EAY), together with the YMCA of the US A and YMCA
Canada, to develop the re-emerging associations in Central and Eastern Europe Most of 1t
1s coordinated under the Intermovement Cooperation Commuttee (IMC), which 1s a standing
Committee of the European Alliance of the YMCAs, and operates under the Executive
Commuttee of the EAY Final deaisions on Intermovement Cooperation matters are made by
the Executive Commuttee of the EAY In order to implement the decisions of the IMC, specific
field groups per country or per group of countries have been established The field groups
are open to representafives of all interested National Movements

The goals of the IMC Field Groups are twofold
- to support the establishment, or re-establishment, and extension of YMCA National
Movements,

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

All of the countries imnvolved mn the Saphir Initiative are covered by one of the field groups,
which include members of the European YMCAs and one member of the YMCA of the USA

9
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A detailed description of the IMC Commuttee and Field Group Terms of Reference will be
appended

Saphur Field Staff

The Working Structures for the day to day implementation of the Saphir Imtiative are
descnibed below

The mam option has been to employ two field workers, with a large experience mn
organizational development They are the core of the Saphir Development and coordinate all
mutiatives within the different countries

In order to cover the four countries 1n the most efficient manner, each of the staff members
has taken the responsibility of covering two countries Each one following/facihtating the
development of the movement mm one country which 15 less developed in YMCA
orgamizational terms, and one country which has already a stronger basic infrastructure
Johan Vilhelm Eltvik, from Norway, 1s 1n charge of the coordmmation of the Saphir Initiative
i Poland and Hungary

Michael Wardlow, from Ireland, 1s m charge of the coordination in Czechoslovakia (since
111993 the Czech Republic and the Slovak Republic, two separate countries, which will
have a separate development) and Bulgana

It 1s quite important that the two field workers come from different cultural and
organuzational backgrounds This ensures that not just one organizational model 1s promoted
and that n staff meetings different experiences can be shared and confronted

Field Workers Meetings and Staff Meetings

The type of work, field visits in separate countries, means that the field staff are much on
their own and can have to rely on their 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
facilitation/accompaniment from a distance

During the past 16 months, since the recruitment of the two field workers (September 1, 1991
to January 1, 1993), the field workers met 37 days 1n 8 countnes and 11 venues, which 1s an

average of two and a half days per month These meeting days can be divided mto various
events

- traiming activities,

- European Assembly,

- Intermovement Cooperation Commuttee,

- Field Worker Meetings, inclusive Staff Meetings

About 17 of these were spent 1n pure Meeting days, which averages about one day per
month Apart from the actual meeting days, the Field Staff hold regular telephone
conversations (about once a week) and exchange fax messages

These regular meetings are crucial for the coordination of the entire program

They give the possibility of having an overview of the program development, looking at
tendencies and establishing policy hines with regards to the attnmbution of project money

Full staff meetings, involving the EAY Secretary General and the YMCA of the USA’s
International Division (YMCA/ID) take place once a year and determune the broader
orientation of the program The EAY and the YMCA of the USA are also involved 1n certain
field visits and take part 1n the major traiming events, which means that in practice they meet
more often

The grant decisions are taken by the EAY Office, on proposal of the Field Staff (see below)

10
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2 Forms of assistance offered to YMCAs 1n Central/Eastern Europe

The forms of assistance provided are manyfold, but the basic form of assistance offered 1s the

accompanument of the national movements by the field staff It 1s this accompaniment,

referred to under the German term "Beglertung’, that provides the basis for all other forms

of assistance The main objectives of the assistance are described m the Project

Implementation Plans for the different quarterly peniods They go mto some detail about the

concrete objectives which are set for each peniod, but they can be regrouped as follows

- operate as facihtator for staff and volunteers at all different levels,

- assist 1n the development of long term perspectives and concepts together with the
different orgamzations and their decision making bodies,

- assist 1n the development of a constant needs analysts, with regards to the situation
of young people and the specific community and country situation,

- contribute to the development of traming proposals at different levels (local,
volunteers, Board Members, including also International Training),

- evaluate and ensure a follow up of the different mitiatives and projects run under the
Saphir initiative,

- create an awareness and act as catalysts to develop a support system among all
YMCAs, including the local to local contacts and the direct cooperation mitiatives,

- develop a consciousness about a sustainable development for each of the projects
launched, beyond the reach of the Saphir Imtiative,

- provide financial support for the launching of new projects

Role of Field Staff

The role of the field staff 1s crucial in the development of the Saphir Imtiative They are mn
a key position to actively assist the national movements 1n the assessment and the evaluation
of thewr needs They can also, on the spot, respond to the changes and development needs
in the different countries They can, as outsiders, have an overview of the entire national
orgaruzation and relate their experiences with other national YMCAs

At the same time they do not take over the running of the organmization, even though some
weaker organizahions sometimes express that wish They give active support under real
partnership conditions They have the abihity to stand back when the orgamzation can handle
the situation by itself They are aware of the negative impact that, even though well-
intentioned, directed help will have on the development of the different mitiatives In this
respect, they have to reflect, and somettmes hold back, well-intentioned material support
offers, which does not take into account the country situation and the negative consequences
that these could sometimes provoke

In order to keep up this profile it wall be crucial that the field workers keep regular meetings
in the different countries for which they are i charge This can lead to some cross-
fertihzation,between the organizations, and will help the field workers to better understand
each others problems, challenges and perspectives It can do away with some of the feehngs
of frustration, which are mevitably hnked to the specific working conditions

It can also help m the elaboration of mutual programs between the Saphir countrnies, based
on common needs

According to the interviewees, the major contnibution that Saphur can give to the Developing
National Movements, 1s the building of human support systems

11
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Thas has to be seen 1n a wider perspective of networking, image building with other YMCAs,
developing of new 1deas and contacts (about possible programs, but certainly also about
traimng and volunteer motivation)

Field Workers as an mstrument for development

The choice to work through Field Workers, which are not linked to one country in particular,
but who have two countrnies to facilitate deserves some attention The choice not to have a
‘fraternal secretary’, 1e a Secretary working n only one country to assist the movement on
a day-to-day basis, 1s operational

Many arguments plead to have the system as it now operates, 1e through the
accompanment of two organizations

- 1t permits taking certain distance from the developments within one country, 1t gives
the opportunity to see that developments can run quite differently, even with a
simular approach from the field worker himself,

- 1t confronts the field worker with different value systems, and avoids using his own
value system as the only reference to understand the other culture,

- 1t helps the field worker 1n the assessment of the organization and also his self-
assessment, mn terms of his approach to the accompaniment of the organizations,

- 1t gives the orgamzations time and space to develop their own views, make a short
term planning and run the movement by themselves on a day-to-day level,

- it avoids an over-identification of the field worker with the orgamzation he
accompanies

‘Begleitung’

More than a description of concrete tasks, the overall concept of accompaniment/facihtation
needs a more detailed description, since 1t 1s the core of the attitudes/tasks of the Field
Workers and of all assistance programs It has been made quite clear that there 1s no
possibihity to come mto the countries with some clear cut 1deas and programs They mught
be very interesting and workable 1n a set cultural context, but completely out of place in
another cultural setting In fact the term "Begleitung’ entails a set of both personal athtudes
and professional capacities of the Field Worker Whenever 1n this document I refer to any of
the functions (field worker, secretary general, program director, etc ) in the male form, this
refers to the reality in the countries concerned

At the personal level, the field worker needs a basically open mund and attitude towards the
developments 1n the country They have to overcome a feeling of prejudice, which prevails
towards any foreigner who comes to assist the national movements National pride, but
certainly also the past experiences of foreign domination play a role in the development of
this feeling We also have to bear in mind that quite a number of these countries have been
flooded with mternational adwvisors/tramers/consultants and that a certain reticence (a
stronger term would even be more appropnate) of the native 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
organization (past and present, wishes and goals) 1n the countres context

12
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At a professional level, the field worker has to be wilhng to share his expenences and to use
his personal resources to assist the organization in developing their own concepts and goals
for the movement they wish to build It imphes not giving answers before the question was
asked, not to transmit values and experiences, but to be aware of having them It imphes
taking a certain distance from the personal background, without denying this background
It nvolves not to mampulate the organization, or not trying to force them into the direchion
they perceitve as righteous It involves also seeing the contmbution that the national
organzation mght have to the development of the EAY and the World Movement, with new
challenges and demands

3 Communication Structures

The communication structures for the implementation of the program are well established

Apart from the previously described staff meetings and meetings at different other occasions,
a regular communication system 1s established between Field Staff, EAY and the YMCA of
the US A Regular telephone and fax contacts are the main links between persons working
at some distance from one another The trammng events (such as Tiszadob Program Institute)
and field visits of both EAY staff and YMCA of the US A have permitted the estabhishment
of direct contacts between national decision makers and Saphur 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 with regards to decision-making concerning project
financing and project acceptance

The Field Worker can stimulate and improve the quality and feasibility of certain projects and
makes recommendations to the EAY Secretary General, who decides on the grants that do
not exceed a certain platform (1,000 US dollars) Once this platform 1s exceeded the decisions
have to be taken on the basis of wntten quotations, provided to the YMCA of the US A
This system generally functions quite well a clear distinction 1in decision-making bodies,
which provides for a built-in control system and avoids pressure being put on the field
workers, 1n therr function of advisors

The direct relations between local or national organizations and the EAY, as decision-maker
for certamn grants and as account manager for the different projects which have been
approved, differ from one country to an other In Poland, for example, all financial
regulations are directly dealt with between the National Program Director and the EAY In
Bulgana on the contrary, the field worker has an important task in follow-up of the grants
allotted to the local associations, and the accountancy for them

4 Cooperation Procedures

The system which 1s used for collaborating with national or local YMCAs about the kind of
assistance they need differs from country to country The different procedures will be
described under the country descriptions

In general, a needs analysis 15 set up with the applymg partner (whether local or national)

and the project 1s elaborated m a cooperation atmosphere, between equal partners The
elements which are considered n such a process are the following

13
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- the importance of the project n the community development,

- the link between the project and the development of the YMCA,

- the feasibility of the project and whether they are sustainable 1n a longer term, and
beyond the financing of the Saphur project,

- the type and amount of the grant requested (institutional or start up funds)

This basically means that the projects should fit in the general objectives outhned 1n the grant
application and the specific conditions under which this has to take place, but at the same
time most of the deliberations wall consist of the viability of the project in the context of the
organization

Some of the specific conditions cause problems, such as the obtaining of written price quotes
to buy products or matenal over 1,000 US dollars In countnes where market economy 1s
only now re-emerging, 1t 1s not always easy to obtain such price quotes

In some countries all applications are coordinated at the national level, eg in Poland, where
the local associations are considered to be ‘branches’ of the national organization or n
Czechoslovakia, where the program director 1s consulted on the grant distnibution and the
finance secretary 1s mnvolved m the finanaal follow-up In Hungary and especially in
Bulgara, this coordination role 1s to a larger extent taken up by the field workers, due to the
lesser development of the national structure

5 Role of Saphir in the development of YMCA

We have to keep in mind that all the Central European YMCAs depend hughly on finances
from abroad to develop the orgarization This funding will remarin important for the coming
(three to four) years Even though there are quite some differences between the different
YMCAs m these countnies, mainly program - but also to a large extent mstitutional
development - depends on this foreign assistance for the time being

Only few organizations carn count on proper resources, such as the Czech YMCA, through
renting out part of the restored Prague YMCA-bullding Neither can they count on
developed government subvention systems, as they are known m most Western European
countries Fund raising and personal contributions are not part of the peoples” habits, and
1t 1s only recently that a system of sponsorship has been established (in 1990 for Hungary,
as from 1993 for the Czech Republic) Membership fees, and consequently membership

registration 1s often seen as part of the old system, where such registration was also used for
other purposes

Saphur 1s part of this foreign funding, and 1s in some countries, ke Bulgana, practically the
only financial source It goes without saying that the existence of such a program has a
determinant function in the rapid development of the orgamization Saphir financing 1s mostly
made available for program development and leadership training, and only where all other
support systems fail 1s 1t also paying for the institutional development, 1n order to respond
to urgent needs This 1s the case in the Czech Republic for the Youth Information Center and
in Bulgana for the regional Program Directors

In general, Saphir funding and support 1s highly complementary to the other YMCA
programs which are put into place for this region A set of coordination mnstruments have

14
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therefore been elaborated

- the participation of the Field Workers 1n the IMC Field Groups of the concerned
countries,

- their involvement 1n other EAY meetings,

- their cooperation with other Field Staff, provided for through other programs, such
as an Interrational Program Adwviser for the Polish YMCA (Sarah KAUFMANN)
through the Canadian YMCA

These mstruments allow the Field Worker to work 1n an overall cooperation frame Usually
the support of these other programs go to acivities, which are not a prionty for the Saphir
program (eg Salanes of Secretary Generals and Office Staff of the national organizations,
etc)

Not all activities and cooperation programs can however be coordinated Sometimes this
leads to clashes and negative expenences for the national organizations, which may have its
influence on their willingness to operate such programs in the future (eg some negative
experiences with volunteers i Poland)

The Saphur Field Staff 1s usually the only external staff which 1s 1n the country on a regular
basis They have an overview of the assistance coming mto the country, but also over the
gaps 1n the provision of assistance in certain areas They have a particular role to play,
especially 1n those countries where the national organization 1s only 1n its starting phase
The IMC Field Groups do not have Field Staff and Field Group Leaders, who meet once or
twice a year, cannot stay in the respective countnies for a longer period of time Their role
1s therefore limited to setting the frame of the cooperation, but they can hardly have a direct
mmpact on the day-to-day coordimnation of all the imtiatives

6 Program Effectiveness

The Saphir support 1s most effective where 1t assists the local and national developments,
in programs which they themselves have elaborated

In order to keep thus role of an assistant to the local/national developments, Saphur really
needs to follow the pace of the organizations There 1s not much interest in promoting hughly
developed programs or to emphasize certain aspects, 1f they are not part of the needs which
are percerved by the organizations themselves

In the cases where such an “external needs analysis has put forward certain 1deas, the local
or national counterparts will not feel mn charge of the project They will not feel the
ownership of the project and its chances for success or development will decrease
considerably The project will not be carried by the organizations themselves The projects
will then only last for the time the grants are received, unless 1ts importance 1s percerved 1n
the mean time This seems to be the case with the Youth Information Center in Prague 1 will
come back to this m the description of the YMCA 1n Czechoslovakia

An other element which determines the effectiveness of the program 1s the way the local
associations percetve the possible grants from the Saphir program If they perceive 1t in the
first place as an instrument to get as much money as possible out of the system 1n the
shortest possible time, then little 1s done to develop the necessary support structures to put
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the projects into practice This seems to be the case in the Gabrovo YMCA, where many 1deas
are launched, but the follow-up of the 1deas into concrete programs, although approved for
support, does not take place

The implementation of Saphir Assistance certainly aims at increasing the national/local
associations’ potential to plan and orgamnize therr program and activities In the Polish YMCA
and the Czech YMCA this led to a first long term plan (1993-1995) being established, to a
great extent with the assistance of the Saphir Field Staff This planning took place 1n a
separate planrung meeting for Poland, whereby the planning and onentation of the
movement took a central role In other places this planning assistance took the form of Board
Member training or direct cooperation with the persons in charge In this planning, elements

of financial management are integrated and increasing finanaal self-sufficiency 1s part of the
objectives 1n all countries concerned

It 1s clear that a certain ‘critical mass’ has to be reached before substantial, independent
plannung can take place The national organization needs a number of well-functioning local
branches, generating critical volunteers, a certain level of self-financing and appropriate
decision making structures and power to execute these decisions (mostly through paid staff),
before any realistic national planning can take place In Hungary and Bulgana this planning
only takes place at a local level and not yet 1n all associations
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B. Results of Project Specific
Activities/Organizational Program Development

Many of the questions raised under this chapter will be dealt with m the country speafic
descriptions, as they refer to the realization of the concrete programs financed under Saphir
Only the elements which are common to the different countries, or those which provide some
striking features or differences will be taken up under this general chapter

1 Status of Project Achivities

In general we can say that the YMCA programs generate quite some interest in the different
countries

First of all, 1n all these countries some YMCA tradition exists, and for the older generation
YMCA 1s somewhere m the back of theirr munds, either through the programs YMCA
provided in the pre- and post-war period, or through the buildings (and the activities
connected to them) In Warsaw, Prague and Bratislava, for example, the buildings are still
referred to as YMCA-buildings,(also because they were quite impressive for the time in which
they were bult and they were practically not modified 1n the past period) YMCA was part
of Iife of the new elite in the thirties and forties The re-emerging YMCA 1n these countries
1s anchored m this tradition and can count on some promunent persons, which are known for
their 1deas and have often spent part of their hives in prison or concentration camps for these
1deas After the changes i 1989, these persons have taken up important positions in the hfe
of their society They formed the basis for the re-establishment of the YMCA 1n these
countries In many of the Boards of the YMCA, either at national or local level, we can find
members of Parhament, lawyers, university professors and lecturers, researchers, media
people, etc

Activities however, do not only generate 1nterest because of the prominent background of
some of the Board members of the organization, but mainly because of the interest of the
programs themselves All programs are community centered and focus on the life of the
community, 1n a context which was described above

In all countrnies, regular evaluations are carned out about the programs and training offers
In Poland, for example, an assessment of each of the Saphir sponsored activities 1s carried
out mn terms of participation of the beneficianies, cost effectiveness, evaluation of the
participants, etc

There 1s direct interachon with the hife of the community, or even of the entire society In
general, the YMCA activities generate interest from the local/regional /national governments,
because they provide services, which the authonties can/will no longer take up

At the local level this interest 1s shown through putting buildings, matenal, furniture,
transport at the disposal of the organization (Plovdiv and Rousse in Bulgana) In some cases
they are asked to run entire commumnty programs This 1s also the case for some of the local
Churches 1n therr attitude towards the YMCA (eg Bekescsaba in Hungary, Cernilov 1n the
Czech Republic) Schools are also interested in cooperating with the YMCA (the example of
the Ecological High School in 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 national level, the YMCA gets support from the national authonties, wherever a youth
policy exists They are estimated as reliable partners and some projects are launched together,
or grants are given for the development of certain programs There 1s also some cooperation
with the unversities (for example, the Pohish YMCA publication on Polish Youth, realized
in cooperation with the Warsaw Faculty of Social Studies)

National media coverage of activities 1s also assured for certain activities, or for the general
mtroduction to the YMCA 1n the country (television broadcasting about YMCA 1n Poland or
of the ‘hiterature-coffee-house-course’ in Hungary)

Target Public

We can say that the mam group reached by the YMCA 1s the upper-muddle class m the
different societies In purely economic terms, this classification does not make much sense
Therr "well-off" financial situation has degraded 1n the past decades, but still the concept 1s
useful It aims at this class of society which has been highly educated, iving in stable
families

Often the term ‘elite’ 1s used m interviews by people 1n charge, or reference 1s made to the
’good’ families the young people come from YMCA 1s considered to become a meeting place
for young people from different backgrounds, meaning in the first place different religious
(as a ecumenical chrishian organmization), different intellectual and professional backgrounds
This YMCA 15 seen to have the task of generating a general discussion mn society and create
a large network of intellectuals and future decision makers in political, social, religious and
economical hife The major objective would be to build an open, tolerant society for young
people (Projects in Poland regarding refugees, Seminars on democratic developments, school
project on tolerance)

The relations with the different churches i the respective countnes are quite different
Sometimes a close cooperation 15 sought (hke in Hungary), while in other countries some
mutual cooperation and understanding 1s looked for, without establishing any structural
relations (like in Poland, Czech Republic and Bulgara)

In all countnies, the YMCA fargets young men and women

2 Organizational Program Development

The different programs working under the Saphir 1rutiative are run under the responsibihty
of the national/local YMCAs In the countries with an elaborate national structure, this
national structure plays an important role in acceptance, evaluation, follow-up and financial
rehability of the different projects This has been the case mn Czechoslovakia, Poland and
Hungary (the latter because most projects were national projects)

In Bulgaria, due to the absence of an operational, national structure all projects are dealt with
at the local level

Volunteer involvement m the programs, but also in the rebulding of the entire movement,
1s the major concern of all organizations It has been described above that no tradition
whatsoever exists to involve young people on a volunteer basis, other than as consumers of
services Developing such a volunteer attitude 1s considered to be the major challenge for all
organuzations The recrutment of professional staff 1s considered to be the basis to do so It
15 not always clear how this professional staff will be paid, once external funding stops

Budgetary plans tend to count on a very high degree of self-financing 1n a relatively short
perod
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In some countnes, one could expect an increased self-sufficiency through

- regular government subventions on the basis of objective critera,
- rent-income from the restituted buildings,

- increased personal participation fees for the programs,

- the estabhishment of foundations to generate financial support,

- the development of fund-raising mitiatives,

- the development of a sponsorship-system

The rapadity of such developments should however not be overestimated, and goes together
with a senes of overhead costs, which might be quite substantial for some of these elements
(renovation of buildings, judicial procedures for the restitution of property, legal barners to
the establishment of foundations, etc) It 1s quite clear that the orgamzation of fund-raising
mtiatives will also have to be accompanied by tramning mitiatives which introduce and
support them

The estimates on self-sufficiency are too optimustic for the time frame in which they are
planned

In other countries, where the possibilities are less developed, this self-financing can certainly
not be reached i the coming two or three years (Bulgaria, Hungary)

Project Planning

The planning of the projects, and the project proposals have developed positively since the
start of the Saphur Initiative In two countries, Poland and the Czech Republic, a schedule has
been developed for the support of projects for 1993 They fit into the (first) long-term plans
of the organizations The project proposals, suit better the common criteria which have been
established

Also for Hungary, the project proposals from the national level are part of a coherent picture
of the development of the organization An extensive field visit to the different local
orgamizations has been planned to promote higher local imphcation mn the Saphir Program
In Bulgaria, plannung ahead at the national level 1s not yet part of the strategic thinking of
the organization and most projects are intiated at the local level on the basis of concrete
needs There has been a positive development, in the sense that the proposed projects fit into
the possibilities of the Saphir Imtiative Together with the field staff the proposal 1s analyzed
and decisions about the feasibility of the project are taken jointly

Projects 1n their community context
In the grant apphcation to USAID, projects for youth leadership training and program
development were said to focus around three major areas of work

- community development activities,
- environmental programs,
- management skills tramning programs

In all countries there 1s a clear concentration on community development activities
In some cases (Czechoslovakia and Hungary), community development was the only main
starting point for projects, even though the projects touched on ecological elements (through

camping achivities) and on management skills training (In fact, in all traiming courses some
management skills are touched upon)
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In Poland and Bulgana some specific Environmental Programs were developed (such as
Olsztyn Ecological Camp and Tree Planting Action in Rousse), which resulted in positive

image building (in Rousse) and a close cooperation with the Ecological High School mn
Olsztyn

The only projects which have Management Skills Training as exphicit starting points are the
unemployment programs in Gdynia and Lodz, and the Small Academy of Economics in
Szcezecin (all in Poland) Management skills trairung 1s however part of the different
leadership training programs which are set up The phased training programs, eg in Poland,
mmply periods of development of mdividual projects including project steering and
management An interesting feature in this training concept 1s that some of the projects

elaborated during the traimng courses can become part of the Saphur program, if they
respond to the critena
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C. Monitoring and Support Processes

The type of support which 1s provided has been described 1 the chapter on the assistance
structures set up under the Saphir Program, when they concern the general support system
They are described under the country speaific descriptions where they deal with situations
whuch are particular to one country

Procedures and cntena differ from country to country and are mostly adapted to the local
spectficities The support systems provided, are usually assessed between the national
secretary, the field worker and the organuzing branch or local association, before they are
submutted to the EAY for approval

The YMCAs viewed the support services as beneficial at local and national levels The field
staff plays an important role in the planning an the implementation of the approved projects
Therr role varies in accordance with the state of development of the different associations
A full description follows under the country descriptions

Especially the role of the field workers 1s geared towards the development of local and
national leadershup in the YMCAs Through the support processes described under the term
‘Begleitung’, field workers engage 1n a dialogue to assess the needs of the organizations, their
volunteers and professionals and jointly try to find answers to the questions raised
Leadership 1s being developed, both through these regular contacts and through specific
traiming nitiatives

The types of information and reporting required from the YMCAs receiving assistance covers
the different aspects of the projects

- project description,

- target group and number of participants expected,

- financial planning and accounts,

- project assessment

In some cases an even more elaborate, internal evaluation system has been set up This
includes parhicipants and tramners evaluations in the case of tramning courses and evaluation
by members and project leaders for other activiies Next to this the field workers are
mvolved in a more general assessment with project leaders, program directors, financial
managers and the secretary generals about the overall importance of the granted activities

The standards for grant attribution are clear for the receiving partners, and a certain

flexability 1s used to adapt the program better to the countries or local needs (eg the
involvement of program officers)
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D. Long-Term Program Effectiveness

It has been clarified to all parhicipating and benefiting YMCAs that the Saphir project will
run for a three year period All activities were supported in this perspective Most local
assistance was given to start-up activities and to launch projects This support has been
crucial to start up the orgamzation mn a period when government funding 1s still unclear,
when private funding and fund-raising are still unknown and when contnbutions by the
users or members are still not fully understood

In some countries, the chances are higher that these different support systems will come
about 1n the next few years In others this 1s still 1n an 1mtial stage In all countries however,
the YMCA seeks local support from authorities, churches or private sponsors They have been
quite successful in doing so They can however not influence the speed of the developments
1n society, especially where 1t concerns youth policy, a matter which 1s usually not the first
prionty for governments faced with a difficult economic situation

Many 1deas and projects concerning financial development (ncluding the creation of
Foundations, exploitation of own premises and membership fees) are currently under
discussion These possibilities will certainly need further exploration and the Saphur field staff

will have a role to play i this A more detailled description 1s taken up under the country
descriptions

It wall however be a slow process and cutting the assistance from one day to the other would
be detrimental to the development of the organizations In the Grant Proposal submutted to
USAID, the EAY engaged 1itself in covering part of the institutional development costs,
such as the salanes of program directors and regional staff for the period covered by the
Saphir Initiative  Stopping all external assistance at the same time would not be very
opportune and the EAY has the intention to continue 1its support, but decreasingly over the
next few years A continuation of the Saphir Intiative on a similar basis should be envisaged

Some countnes have already been largely integrated 1n the regular funchoning of the EAY
and are taking their role very seniously Putting economic barrers to such a partictpation m

the future would mhibit the further integration of the countries of Central and Eastern
Europe
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III. FINDINGS PER COUNTRY

A. BULGARIA

1 Brief Overview of Youth and Youth Policy in Bulgana

Bulgaria finds itself today i a serious economuic, social and pohtical crisis Youth Policy 1s
therefore certainly not the government’s mam concern However, the situation of young
people 1s getting worse every day youth unemployment, housing problems, nsing
crimimahty and drug abuse The Bulganan society 1s invaded with different sects/cults and
often mtiatives which are not purely commercial are perceived as cults The feeling of
suspiczon and distrust 1s still prevalent in Bulgana and a feeling of insecunty takes the
overhand

The major problem that young people seem to face 1s to have no major aim 1n their lives
They hve day by day and are confused with the new situation in the country They can not
show their abilities 1n the best way, and despite the fact that some young people have had
higher education, they do not find swtable jobs

Religion was put in a negative hght by the previous regime and the former Bulganan
Orthodox Church was controlled by the state Rehgious matters are still today no major
attraction poles for young people

One major challenge for Bulgana 1s certainly the presence of large national minonties (Turks
10 %, gypstes and Macedomans)

Positive signs however are that young people seem to have a sound attitude towards life and
are eager to learn They are willing to participate 1n activities which will improve their self-
realization

The breakdown of the regime and the official youth orgamization (KOMSOMOL) left a
vacuum, 1n the sense that a number of activities were organized, which disappeared from one
day to the next In many cases httle or nothing has replaced them YMCA 1s one of the only
youth orgamzations doing extension work i Bulgana For many other non-governmental
youth associations, Bulgaria 1s given low prionty because of the sometimes unclear pohtical
situation In some towns, ike Gabrovo or Rousse, the YMCA 1s the ONLY non-governmental,
non party-political youth service organization operating

The property of the former KOMSOMOL now belongs to the State Sometimes parts have
been sold to the former employees of KOMSOMOL (eg small print-shops, etc), whilst most
of the property 1s not used YMCA tries to make use of this property in some cities Even
when no considerable national youth policy exists, sometimes some support can be obtained
from the local authonties (mamly furniture, rooms, etc)

The youth orgamizations which are operating have not been able to sit down together and
create a National Youth Council Instead three cooperating bodies, each regrouping different
youth associations, have been set up (one of the former orgamzations, one of the different
party-political youth organizations and one of the other volunteer organizations) The YMCA
does not take part m any of them
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2 The YMCA 1n Bulgana

The YMCA 1n Bulgaria 1s now reemerging in number of different places and localities, either
on the basis of contacts of the former YMCA or through their relations In general the
organization 1s still 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 coordination of the different local YMCAs For
the moment, we can only speak of a very loose federation, which 1s mainly held together by
the field worker of the Saphir Program An extensive report of the first year of funchomng
of the Program, and the situation which existed before this, was elaborated by Michael
Wardlow The report 1s appended to this evaluation (Assessment of Bulgana to December
1992, see Appendices)

The needs of the Bulganan YMCA were described in this report The urgent 1ssues identified
by a Field group of thirty Bulganans were the following the need for a representative
national council, for internal coordination and information, for the establishment of new
YMCAs and the development of social programs The 1ssues which were considered to be
most important were a representative national council, more camps, more traimng seminars
and the need for an impact on society

3 YMCA Assistance Structures under the Saphir Program

a Working Structures

The main assistance offered goes through the Field Worker, who wvisits the organization on
a regular basis and accompanies/facilitates the work of the professionals and volunteers in
the country The general principles about this work, described above, also apply to Bulgana
Some elements are more specific for the country concerned

- the only YMCA whuch 1s geographically close to Bulgana 1s the Greek YMCA, whuch
has cooperated and continues to cooperate with Bulgana,

- future developments 1n the Balkan area will probably influence these contacts (the
question of the former Yugoslav Repubhc of Macedona, the war with Serbia, and the
consequences of this on communication with and transport possibihities to Bulgana),

- the relatively weakly developed national structure of the organization,

- the fact that Bulgana 1s more unknown 1n the European context and 1s therefore less
appealing (to give a concrete example the entire number of tourists 1n the whole of

Bulgaria was about 1% of the number of tounsts to the city of Prague 1n 1992)

The situation described above leads to the following consequences on the work of the field
worker and the working structures in general

- the field worker 1s seen to be the major, if not the only, link between the different
YMCAs,

- some aversion 1s felt towards the ‘centralizing’ position of Sofia within the YMCA and
mterviewees 1nsisted a lot on the dufferences 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 in the Orgamization, 1t 1s the field worker who has the
best overview of the YMCA He wisits the local YMCAs and negotiates directly the
cooperation and assistance required

Apart from the role of the field worker as a coordmator, the Saphir program has provided
the local YMCAs with ample opporturuties to further develop

- Program Development for Local Youth Activities (mainly Start-up Funds), in Sofia,
Rousse, Plovdiv and Gabrovo, mamly in the categonies of Commumty Development,
Camping and to a lesser extent environmental education and Job clubs,

- Leadership Training and Participation i International Traiming Events,

- Institutional Development m the recruttment of an admumstrator for the National
Office and for two regional Program Secretanes,

b The role of the Saphur program

The role of the Saphir program in enhancing YMCA development 1n Bulgana 1s absolutely
cructal Saphir's both human and financial resources are described as the Iink with the
outside world Even though all partners are aware of the limited duration of the program,
they perceive 1t as a crucial step for the integration of the organization i the World
Movement

Fmance

In Bulgana, the financial resources obtained through Saphir are the mam resources of the
orgamization From the above descrniption, one can conclude that neither government, nor
private sponsors can provide much support to developing youth associations, other than
matenal support

The geographically more 1solated position of Bulgana also means that there are less
spontaneous contacts An mtense job of promotion and mage building has to be done, and
15 done, by the Saphir Field Worker For the moment thus job can not be taken up by anyone
else 1n the movement

Saphur support often means that good 1deas which are launched at local level, can be put into
practice with hittle financing from the Saphir program Without this support, the YMCA of
Bulgana would only develop at a slow pace, and would probably remamn embryonical
The interviewees, however, were all aware of the creation of a possible dependency situation
and would put everything into place to avoid this The Plovdiv YMCA has already
announced the desire to hold a summer-camp 1n 1993, without any financial support from
outside

I have to msist that finance 1s very often not the major problem At this stage 1t 1s important
that financial resources are readily available when needed, without them taking the lead n
the development of the organization Too easily the Saphir program would then be perceived
as an Institute from whach to get as much money as possible, as long as the project lasts A
more spread financial commutment, closely linked to the needs which arnse, 15 a more
adequate and efficient way to spend the money Even when this imphes staymng under a set
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budget for a given year

Human resources

Next to the role of the field worker as a ink between the different local associations and with
the outside world, direct contacts of staff and volunteers are very important

The different tramming initiatives have provided an occasion for the local YMCAs to meet and
get to know each other The international traimung has opened the perspechive of an
international movement and has created direct hinks and 1deas with other movements and
programs

The field worker has also acted as a trainer in different tramning 1rutiatives, together with
volunteers and professionals from other movements (including one trainer from one of the
other Saphur countries, the Czech Repubhc)

Responding to Strengths and Weaknesses of the YMCA

The major perceived successes are all activities which are supported by the Saphir Imtiative

camps, training events and the development of relationships Also the perceived weaknesses

are taken up by the program, concerning

- the lack of meeting premisses for the program activities, through the financing of
meeting rooms,

- the lack of financial resources to mitiate new activities, through grants for program
development,

- the lack of experience in the YMCA, through the promotion of traming activities and
participation 1n mternational traming courses and exchanges

Saphir will also have to respond to the urgent and important 1ssues raised above Some of
these have already been addressed through specific projects (like the establishment of a
national newspaper to promote internal coordination and information) These projects will

have to be followed up by the field worker, as to see to 1t that this project 1s also actually
implemented

Other 1ssues 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 national council and the
establishment of new YMCAs and socal programs He would also have an mmportant
function 1n creating better coordination and information between the local associations
The difficulty will be to appoint a person, who 1s acceptable to all YMCAs and does not
increase the already perceived differences mn concept between the local branches An
important role lays here with the field worker, who has the confidence of the different
YMCAs

This appointment however 1s only advisable if a financing of such a post 1s possible beyond
the end of the Saphir Program, erther through the mvolvement of national movements, or
through the continuation of the Saphir Program The national YMCA does not have the

means to take over such a cost at this stage I wall come back to this question when I address
the long-term perspectives
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4 Project Specific Activities
a. Status of Project Activihies

On the basis of the needs assessment and contimuous identification of new developing needs,
as the program proceeded, an effective program planmng started to take form

In Bulgana, due to the state of development of the organizations, this 1s mainly the case at
the local level At the local level, both program staff and volunteers take active part in the
plannung of programs and activities At the national level, therr participation 1s still at the
stage of needs 1dentification The National Council, even though strong mn the principles of
the movement, 15 not yet adequately equipped to orient the movement and decide on
common program prionifies The reflection on the need for a national secretary comes agamn
nto the picture

At the local level, all programs are suggested by the local volunteers or professionals
themselves Ideas are not lacking, and subjecting them to the field worker, 1s somewhat
counter-checking the viability and orentation of the projects

For the moment, only projects have been financed in places where a professional secretary
1s employed It reveals the importance of professionals in the development of the
organization It also raises questions as to the sustainable development of projects without
the presence of professional staff A minmmum of structure 1s required, before projects can
survive

YMCA activities are valued at the level of participants and direct beneficiaries of the
programs The mmpact 1s however much larger than the impact on the young people directly
mnvolved 1n the programs Most of the participants are multipliers in their own community
and are directly in touch with other young people The concept of working through young
people that have a role to play towards their peers, 1s the basis for voluntary work and the
multiplying effect of traimng activities The press (local and regional newspapers and radio)
report extensively about the YMCA activities (eg the ecological actions m Rousse, the camps
for children in Plovdiv) In these cases the name of the cooperation program 1s mentioned
and sometimes the field worker 1s invited to take part in radio mterviews (namely 1n the
Rousse region)

The contacts with the different local and regional authorities are quite extensive an the work
of the organization 1s valued by them They have received material support and 1 some
cases the utlization of a bulding They are recognized partners in the development of
community hfe in the different towns in which they are active As mentioned above, 1n a
number of cases the YMCA 1s the only non-governmental, non-political organization present
In some towns

Target group

The main target group so far 1s young people from what the people in charge of the
orgamzation call ‘good families’, young people belonging to families of the pre-war upper-
muddle class with a high mterest 1n education and are often lhighly quahfied Both sexes are
reached within the programs of the YMCA

There 15 an explicit openness towards young people from all Chnistian rehigions (dominantly
Orthodox, Evangelist and Catholic) Their rehgious affihation 1s no obstacle to their
participation 1n activities
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b Orgamizational Program Development

Programs are run under the responsibility of the applying level (local or national) The Saphir
field worker stimulates the putting imto practice of the planned program and supplies the
necessary support to orgamze the activities The different associations themselves are m
charge of finding the necessary equipment, rooms and contacts for the runming of the
programs They are also 1n charge of the financial aspects of the activities and give reports
to the EAY, double-checked by the field worker

It 1s quute clear that the different programs generate new volunteer mobihization The tramning
courses are directly intended for young volunteer leaders to take up responsibilities for a
larger group The Saphir sponsored programs are only one part of the numerous actions
developed by the local associations These actions are then supported by the participants
themselves (eg language courses, excursions, etc ) It 1s only where the orgamzation’s own

means are not sufficient (camp matenal, transport costs, supportive equipment), that the
Saphur finance interferes

As already described above volunteers participate actively in the program development of
the YMCA They also participate in the evaluation of their programs As an example, the
evaluations of both leadership traiming courses i Plovdiv and Rousse are attached The field
worker also invites participants to international events to give their evaluation of the interest
in participating 1n such activities In general, however, not all associations have reached the
same level of self-evaluation This leads to situations, hke in Gabrovo, where a number of
projects have been agreed upon, but where the organization is not able to reahze them 1n the

set time frame Again the role of the field staff 15 quite crucial 1n the follow-up of these
activities and their evaluations

Local YMCA associations

The major role in local associations lays in bringing together young people and improving
their level of self-esteem and respect for each person In these simple words lay, in fact,
essential responses to great deficiencies in Bulganan society Commuruty 1ssues were always
taken up by the state and no imtiative or motivation was expected from the parhcipants
They were consumers of, almost, free goods and offers Self-organization was out of the
question All activities were organized by paid staff members with a clear ideological
background In this respect 1t 1s noteworthy to see that the YMCA manages to a certain
extent to involve young people at a volunteer level, even though the back-up support of paxd
staff seems to be cruaal to further development

Local YMCAs have a clear community involvement, in the field of developing programs for
young adolescents, child care facihties, environmental programs, cultural activities, etc

5 Long-term program effectiveness

Fiancial Independence

As already stated, the Saphir support 1s the mam support the Bulgarian YMCA gets, for 1ts
future development The support only came nto effect on the first of january 1992 Looking
at the present state of development of the movement, 1t 1s indispensable that this support can
be maintained 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 organization would be
neutralized by an abrupt cutting of the program
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Future financial assistance should concentrate on small program mnitiatives, without creating
enormous financial dependency It should also support future mnstitutional development,
through supporting program secretaries in the different locahties were YMCA 1s active

It should continue to support those mitiatives, which respond to the needs of the local
YMCAs Some programs, such as the ecological imitiatives in Rousse, the Job Clubs and other
mitiatives which have a direct impact on the community in which they are operating
Main emphasis will however have to be laid on the development of a network of volunteers,
mncluding leadership tramming and prepare young volunteers to take on roles at national level

Human resources

The role of the Saphur field staff 1s indispensable for the future development of the YMCA
mn Bulgana He has taken a significant role in the coordination of the dispersed local groups

Some perspectives are being opened to come to the appointment of a national secretary Even
if these plans go through, an m depth accompaniment of this fragile national structure wall
have to be done This accompaniment will have to focus on introducing the national secretary
to the local associations and continue the follow up of local imitiatives and training sessions
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B. CZECHOSLOVAKIA

1 Brief Overview of Youth and Youth Policy in Czechoslovakia

Since January first, 1993, Czechoslovakia has been spht mto two countnes the Czech
Republic and Slovakia During the period covered in this mid-term evaluation they were still
one country The YMCA did not wait for the splitting of the country to set up a separate
orgamazation in each Republic

Society 1s mn turmoil and the constant changes lead to a great deal of uncertamnty for the
young people imnterviewed At the rehgious level, the country 1s more secular and rehgious
values are not so important for the majonity The Czech Republic claims to be 1n the forefront
of economic changes (privatization and development of a market economy) This 1s certainly
supported by the afflux of tounsts to the former Czechoslovakia (80 million tourists for 1992)
The leading slogan for Czech polticians 1s "Back to Europe”, where they see a close
mtegration 1n the European inshtutions as a major objective (Newsweek, Jan 25, 1993)
Slovakia has been economucally less developed, and this might lead to a more rapid
disintegration than the ‘velvet divorce” had foreseen

There 1s a broad range of activities for young people

Young people are somewhat indifferent about youth activihies, even though youth
orgaruzations have quite a lot to offer There are some 350 recognized youth and children’s
organuzations in the Czech Repubhc, about 100 of them working effectively Previously,
young people did not have many opportunities to take mitiative This 1s probably one of the
reasons why 1t 1s quite difficult to motivate young people to volunteer m any kind of
orgaruzation There 1s no tradition whatsoever in volunteer involvement The rapid econonuc
changes have also made young people more interested in making money than being involved
In an organization Membership in the formal youth orgamzation (SSM) used to be
compulsory and in reaction to this people do not want to register 1n "another" organization
Despite the large number of activites for young people, there seems to be a need for
programs for young people between the ages of 14 and 25

The youth policy in both Republics 1s well-established, with objective cniteria for the
chstnbution of subventions to non-governmental organizations Subventions from the Youth
Department of the Mimustry of Education in the Czech Republic are administered through the
‘House of Youth and Children’, in which youth orgamizations also have therr say
Subventions can mainly be obtained for projects and programs (camps, leadership traming,
programs hke Ten Sing) and some more structural grants (as for the Youth Information
Center) The YMCA 1s considered a credible partner by the government, and together with
four other orgaruzations (YWCA, Scouts, Woodcraft League and the Camp Union), they form
an important lobby group towards government pohcy 1n the Czech Republic

The property of the previous official youth orgamzation (5SM) 1s still in the hands of the state
or other organizations
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In the Czech Republic, none of the five orgamizations mentioned above are members of the
National Youth Council, which has some difficulties mn finding an appropnate way of
functioning In Slovakia on the contrary, the Youth Council 1s well established and the YMCA
1s a part of 1t

The split of the country will also have financial implications for the budgets of the Mimstries
of Education (larger overhead costs) and the subventions to youth orgamzations will also
decrease over the next few years

2 The YMCA 1n the Czech Repubhic

Some of the elements described below may also reflect the reality of the YMCA 1n Slovakia,
but since I did not get a chance to visit them, I do not want to generalize

The YMCA 1s still in the munds of the older people The YMCA building i Prague (and also
in Bratislava) 1s still referred to as the YMCA-bwlding The new YMCA finds 1ts roots 1n the
contacts with this older generation Often they constitute the founding members or Board
members of the newly estabhished orgamization In the pre-war period the YMCA was
established as a ecumenical, lay men organization They also included members of Jewish
families

The fact that many Board Members are representatives of this pre-war pernod, also imples
that there are sometimes difficulties 1n reahzing new programs, which do not necessanly fit
with the old standards Renewal of the Boards 1s however taking place, in most local and
national Boards

The YMCA produced a three-year plan at national level, taking up the onentations of the
organuzation, the major program thrusts and the strategies and prionties they want to put
forward

The YMCA faces the problem of the restitution of their old properties, and this requires a
major follow-up by the Nahonal Secretary

The major challenge the YMCA faces 15 certamnly the motivation of volunteers to become
involved with the orgamzation, not st as consumers of programs, but as imitiators of
programrs and activities There 1s a certain reluctance by the parents to have thewr children
mvolved m any kind of organization In the countryside, they would rather have them at
home and working, than volunteering 1n an organization There 1s also some suspicion about
church activities or orgamizations which seem to have a link with them

Volunteer motivation also needs some backing up through traming courses for new leaders
and a support system of professionals Tramning courses for local volunteer leaders and
mmprovement of the commumcation between the different local YMCAs 1s also considered
to be a fundamental need This tramning would go beyond the traming already offered to
professional secretaries and Board Members Another challenge for the organization will be
the finanaial autonomy and the fund rasing that will have to go with 1t Starting on Jan 1,
1993, sponsorship will be possible in the Czech Republic, and persons in charge will have to
be tramed on how to run these fund-raising activities

In general 1t will also be important to find a place for both the older and the newer board
members in the YMCA
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The role of the YMCA 1s considered to be to respond to the needs and interests of young
people, mndependently of therr religious (or non-rehgious) backgrounds The national
orgaruzation 1s thereby seen as a major support to

- development of the local YMCAs,

- establishment of new associations,

- setting up of leadership trainng,

- establishment of a communication network between the different associations

3 YMCA Assistance Structures under the Saphir Program

a. Working Structures

The Field Worker plays, as 1n the other countnes, an important role in the coordination of
the support to the organization His role 1s not fundamentally different from has role in other
countries Some elements, however, mfluence the type of approach and work that can be
expected from the field worker
whether the YMCA 15 well-established at national level,
- the number of staff-members in the orgamzation,
- how the national level assumes the role of coordination and guidance for the local
mtiatives,

- the number of international contacts outside the Saphir program

The Field worker 1s considered to have an overview of the functioning of the association and
understand the problems 1t 1s facing The assistance provided takes the form of concrete
cooperation and is seen as a mutual process

The Saphir program has provided both national and local associations with a number of
chances to further develop

- Program Development for local associations (in Krnov, Cernilov, Hradece Kralove,
Banska Bystrica, Bratislava), mainly in Commuruty Development projects ,

- Program Development for Programs for the whole of the Republic (such as the Ten
Sing Development),

- Leadership tramming and participation 1n international training courses,

- Youth Information Points (Prague and Bratislava),

- Institutional development m the form of the recruitment of regional program
development secretaries

b The Role of the Saphir program

The role of the Saphir program in the Czech Repubhc 1s an important one, but not decisive
for the development of the YMCA 1n the Czech Republic The Saphir program allows a more
rapid growth of the programs of the orgamzation and 1s crucial where 1t provides some start
up-funds for new activities (eg Camp equapment, sound equipment, etc) It also provides
the opportunity of, where there 1s mutual consent, to adapt the programs from other YMCAs
to the local context In order to keep the pace of growth and strengthening of the

organuization, 1t 1s seen to be quite important to prolong the program for another three to four
years
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Fmance

In the Czech Republic, the financial resources of the organization are manyfold

- their own mcome (renting of office space m the Prague building, membership fees,
contributions to the programs by participants, etc )

- State subventions (for programs and projects or for the runming of activities for the
authorities),

- External resources (IMC, bilateral agreements, Saphir)

The financial assistance goes mainly to start up new projects and to financially assist training

courses

The assistance provided and the programs sponsored are discussed

between the field worker and the program director of the Czech YMCA It 1s through visits

and discussions that appropnate decisions are taken The critena for grants and the rules for

the purchase of maternal are explained to national and local organizers

The organizers at all levels clearly indicate that they consider the support as a start up fund,

and they hope to be self sufficient in three to four years

Human resources

The human support provided 1s sumilar to that in other countries The field worker 1s mamly
seen as someone, who can share his expeniences He 1s also considered to be the mamn
contact-person towards other YMCAs mn other countries The Tiszadob program institute was
considered to be positive as a source of new 1deas and experiences The role of the field
worker 1s then to follow this up in the country and help to translate this into the local
context

Responding to strengths and weaknesses of the YMCA

The major weaknesses were already described under "the YMCA in the Czech Republic'
They can be summarzed as follows

- msufficient financial assistance for the renovation of buildings,

- need to reach and motivate young volunteers,

- tramning for volunteer leaders and professionals at all levels (local to national),

- lack of good communication structures between all YMCAs,

- need to establish a training scheme on Fund-raising,

- assist 1n the renewal of Board members

Some disappointment was shown concerning the lack of financing for buillding renovation,
a support which they had received from the YMCA of the US A durnng the two wars

The Saphir program responds to most of these needs, especially concerning the volunteer
tramning and traming of professionals

The recruitment of volunteers 1s said only to be possible with sufficient staff Therefore
emphasis 1s also laid on regional program secretaries to support the institutional development
of the organization

Other elements will have to be supported through new projects

Fund-raising will certainly have to be taken up 1n the near future Other projects may want
to concentrate on providing better communication possibihities between local associations
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The Youth Information Center

The Center 1in Prague was onginally under the responsibility of the National YMCA and 1s
now handed over to the Prague YMCA There has been some recogmtion on the
governmental side for this project They are linked up with the National Information Center
for Youth, through the Information System of Youth The outputs of the Center are for the
moment rather low (detailed information 1s attached) There are some plans to remedy this
situation, eg to locate the center somewhere closer to the public

Some things will also need to be done regarding the image of the center, as 1t 1s 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 1s that of ‘ownershup’ of the concept of the information center As 1t
started as a national 1nitiative and was handed over to the local Prague YMCA, there 1s still
some unclanty over who feels really in charge of the running of the center

Furthermore an adequate system of cooperation between professional

staff and volunteers will have to be developed Such an information center needs an adequate
level of professional staff, including some specialized staff members (in legal fields, or
counseling, etc) This would be a major investment, and the orgamzation really needs to carry
the project before this can actually function and continue after the Saphir funding

As I was not able to visit the Slovak YMCA, and because the attempt to invite them to
Prague failed, 1t 1s quute important to look mto its separate development The spht 1n the
country, and probably also in the YMCA, was partly due to the centralist orgamization of the
country It 1s advisable that the field worker 1n the comung peniod puts time aside to build
up the contacts in Slovakia An approach through Prague would doubtlessly be considered
as patronuzing The estabhishment 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 believe that this question should be reconsidered, as a well-functioning center already exists
in Bratislava, which has received the responsibility to coordmated the Information Centers
in Slovakia All government support goes to this imhative and 1t would be quite dafficult to
obtain government funding for this in Slovakia

4 Project Specific Activities

a Status of Project Activities

In general, the role of the projects 1s to estabhish better commurcation between young people
and give them a broader view on the world Saphir has an important role to play m the
existence of these projects, even though a number of them are run m a self-financed way
The projects are clearly embedded 1n the local and national community needs (integrated
playroom for handicapped children i Prague, drop-in centers for teenagers, nurseres, self-
confidence programs, etc ) Sometimes they respond to very specific local situations, such as
the R-Club, rehabilitation center for cancer patients in Hradece Kralove

Language courses (Enghsh) also form a major focus of a number of the programs There 1s
a strong need and eagerness to learn parhicularly Enghsh as a foreign language The level m
schools 1s considered insufficient and the YMCA provides these courses, erther through
professionals or through volunteers from abroad

-
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Withun the different levels of the orgaruzation there 1s an openness towards the world, some
achvities are linked to Third World aid, eg collechion of second hand clothes for the former
Yugoslavia

In general, the projects fit into a general frame which 1s based on a needs analysis made
dunng Board Member Trairung In these training Board members share the situation of the
YMCA 1n their community, develop a needs analysis, develop plans on how to meet these
needs and extract specific areas of interest

The programs are important in developing commitment from volunteers to the YMCA and
to community actions Personal involvement 1s expected from the participants (in Krnov eg )
In other places young people are invited to the organization and running of the different
activities (eg 1n the canoe project m Cernilov)

In order to reahze these programs, the YMCA cooperates and receives support from other
orgamnuizations and local authonties and they have a good mmpact on commumity hfe

- In Krnov,eg, the mayor 1s member of the YMCA and the town provides both office
and meeting rooms for the activities of the YMCA Good relations are kept up with
the local Center for Youth

- In Prague close cooperation with family associations exist Through lectures
concerming "Christianity, Democracy and Humamnty", they reach out to a broad
spectrum of interested persons They have established good links with the Ministry
of Education, but also with schools and churches Prague YMCA 1s also member of
the City Youth Council, and involved in the establishment of City Youth Policy (grant
distributions, etc )

Target group

The target group of the YMCA 1s all young people between the ages of 14 and 25 In fact all
the persons I met and interviewed were quite young, both professionals and certainly the
volunteers

They reach out to all young people without distinction on any basis (racial, religious, etc )
However the average group reached, would be from muddle class famihes, young people
without too many problems In some cases mamly secondary school students are reached
(like 1n Krnov)

b Organizational Program Development

The responsibihity for the projects lays with the level which 1s organizing the activites,
projects or programs Local associations apply for possible support, either during field visits
or at tramning or other activities The Saphur field worker, in cooperation with the Program
Drrector of the National YMCA, agrees in principle on the granting of the project The
financial follow-up 1s taken care of by the national Finance Secretary, whilst the content 1s
followed up by the Program Director and Field Staff

Even though the role of the volunteers 1s increasing, and in some cases programs are
completely carned out by volunteers (eg 1 Hradece Kralove, professional staff still play an
important role For the moment they form the motor for the extension of the movement and
will be important pillars for the coming years
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We also have to mention the role of international volunteers, as they can have an important
"example” function for other young people, in devoting one year to the establishment of
spectfic projects 1n a country (Ten Sing, the Youth Information Center, etc)

The local associations are the basis for the whole orgamization A number of their activities
are carried out without any financial support from outside Only for starting up certamn
programs are external funds required They have a great openness towards the reality of
young people, but are also concerned with problems which go beyond thetr commumity (eg
Thard World questions) In their 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 1n the Czech Republic 1s nsing They
have a great concern for developing into an autonomous, fully fledged organization, also on
a financial level

The restitution of property 1s certamnly a major challenge to the organization, and some of 1t
will require substantial finances and finance managers to deal with all the questions related
to this At the same time this restitution is seen to be the basis for financial independence
Training related to finance and fund-raising will be quite important 1n the next part of the
Saphir Program

Fundamental for the further growing of the orgamization will be the recruitment and

motivation of volunteers Both programs and tramning will have to emphasize the continued
mvolvement of volunteers
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C. HUNGARY

1 Brief overview of Youth and Youth Policy in Hungary

Hungary has the highest standard of hving of the four countries described Foreign
mvestment 1s also the highest of Central Europe and Budapest 1s the most Western-hike city
mn the region and an important attrachion-pole for tounsts They are in the forefront where
1t concerns privatization of shops and mdustries Despite these changes, young people have
the feeling of living 1n a situation which 1s not very stable The constant changes also lead
to uncertainty with young people and a lack of perspectrves In fact, inflation 1s still quute
high and unemployment 1s nising An other challenge for the Hunganan society 1s certainly
the question of minorties (8% of the population are gypsies)

Young people face many problems, which are relatively new to them mnsing unemployment
(700 to 800,000), drug problems, nising criminality, minority problems, housing problems
There 1s httle terest in church activities and community Iife My interlocutors described
their situation as ‘Bodemlosigkeit’, young people are in doubt about their future They have
no life perspectives The mam problem would be that the entire value system has been
turned around and young people find themselves m a situation of lack of onentation
("Onentierungslos’)

This makes a perfect breading ground for a number of cults, which are spreading n
Hungary

Youth Policy 15 orgamized by the Pnime Mirusters” Office, and 1s developing at a satisfying
rhythm Youth organizations can receive subventions from the State, both for their general
budget and for their activities Before, all youth activities were organized and run by the state
through the official, communist youth orgamzation (KIS) The breakdown of the organization
left a vacuum, which 1s now more and more filled by different youth organizations Some
of the old orgaruzations have taken the form of 'new’ organuzations and took over part of the
property and mfrastructure of the old structure

A Youth Council has been formed (MISZOT) and was 1n fact the first well-functioning
Central European Council, and the first one to become a member of the Council of European
National Youth Councis The mnterlocutors found the MISZOT a relatively closed
orgamzation and Christian youth organizations are suspicious about the developments 1n this
body In fact a transformation process of the council has been requested by some of the major
(political) youth orgamzations In general, contacts between MISZOT and the government
have been deteriorating lately

2 The YMCA 1n Hungary

The YMCA was active in Hungary before the war and also owned property This property
was given to the Churches before the nationalization The Churches have claimed some of
the property back and have some agreements with the YMCA to restitute their buildings, but
the situation still needs much clarification

There 1s some suspicion about the role of the YMCA from the side of the Churches Lay work
has been completely absent in past decades and the Churches do not always see a place for
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this They fear the influence of rehigious cults Some local churches are however quite
cooperative The YMCA 1s mamly working with the Protestant Churches, even though they
are only a relatively small part of Hunganan Society

At present the YMCA 1s largely dependent on foreign money (up to 75 %) and the leadership
really counts on the returning of the Property, the creation of a Foundation and private
sponsoring and finance to continue to work i the future

The role of the YMCA 1s seen to be an ecumenical one, ecumenical 1n the broad sense of
openness towards other rehgions, but also not only concentrating on rehgious and spiritual
programs The YMCA wants to play an independent role towards the churches In general
they want to create a better life for young people, by responding to their needs They see
their involvement mainly mn communty development, through creating meeting places for
young people, giving them some kind of a community feeling (eg through coffee-culture-
shops, etc) It 1s also felt that the YMCA should have a social role in society (eg related to
drug problems, minority problems, etc ) The Hungarnan YMCA 1s also turned to the outside,
with some mvolvement with Hungarians outside Hungary (like in Transsylvania, Rumania)

3 YMCA Assistance Structures under the Saphir Program

a Working structures

Also in Hungary, the Saphir Program 1s seen as a complete program, which combines human
and financial resources

At the human level, the field worker 1s considered to give valuable assistance both at
personal and professional levels He 1s considered as someone who understands the situation
mn the country and to act as a co-worker for the orgamzation This cooperation allows the
national staff to better understand their work at the professional level through talks and
concrete cooperation This 1s an important complement to the financial assistance

The role of Saphir 1in the development of local associations 1s quite considerable In the
example of Bekescsaba YMCA, a full program was supported m order to set examples for
other YMCAs throughout Hungary, 1n co-financing both the Literature-Coffee-House and the
creative camp which 1s planned It 1s through this example function that a real impact can

be aclueved The program 1s embedded 1n other programs and the matenal which 1s bought
can also be used at other meetings

A full coordination between the different imtiatives, through optimal contacts between the
different IMC Field Groups in charge of different countrnies, could lead to better
understanding of how different countries can support each other

b The role of the Saphir 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, 1t needs to fit into the pace of the development
of the society An explosive development of the YMCA 1n the short run, through extensive
(and expensive) actions could not necessanly be consolidated in the long run, and be
fruatless

The program can facilitate the setting up of certain activities, and give them a larger outreach
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than would be the case without the assistance The Saphir program also permuts bringing
some new thoughts and experiences mto practice and getting people moving

At the financial level, 1t 1s felt that there 1s a need for someone who can assist 1n decision-
making on the projects to be supported and also on the controlling of the effective use of the
money provided It 1s clear that without the financial support of Saphir, some of the achivities
would have to be reduced

An example of this 1s the creative semunar i Bekescsaba, where without funding the
national dimension of the seminar would be reduced to a regional or even a local
dimension, with fewer participants and a smaller community impact

At the level of human assistance, the field worker can provide new 1deas and creativity and
challenge the organization 1n what they are domng He 1s part of a process which consists of
finding answers together, rather than giving the answers The field worker as the opportumty
to meet with local groups, being involved in summer-camps and other activities He has an
overview of the development of the movement and can also give a different view to the
national YMCA Through positive cniticism he can help the movement to grow It 1s also
quite important that the international contacts and the relations with the EAY are linked to
one person, who can guide these contacts m a more coherent way

The contacts abroad also play an important role in opening the minds of the people involved
They open the possibility of personal contacts and networks, but they have to be well-
prepared and can not be a first step mn a traimng process Poorly prepared and
accommodated international contacts have a rather devastating effect on the development of
the organizations

The Program Institute was evaluated positively by the participants It provided the
opportunity to get to know the diversity of programs existing Again, the remarks already
made earlier are also valid for the Hunganan participants The Program Institute had a
posttive "spin-off' effect in Hungary 1n the set-up of a national program institute, whereby
some programs were ntroduced to a larger number of participants

Strengths and Weaknesses

The Hungaran YMCA perceives 1ts main weaknesses in the need of volunteers and the need
of leader training at cifferent levels The Saphuir program responds to these needs by giving
clear support to irutiatives in the field of leadership training and by setting positive examples
for the entire movement

Another important weakness of the movement 1s its financial management A program will
have to be established to assist the organization 1n this, and to appoint a financial manager
1n the near future In general, however, there 1s also a need to work on the financial self-
sufficiency of the orgamization Tramning on fund-raising, at all levels, and the putting nto
practice of the many 1deas concerning financial management 1n the future will have to be
stimulated There are mn fact ample opportunities to receive funding from the government
and other sources, but this will have to be well coordinated

An other challenge percetved 1s permanent contact with the international YMCA Also here,

the Saphir supports projects whereby Hunganan participants can take part m international
study sessions and traming courses
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4 Project Specific Activities

a. Status of Project Activities

The basis for the programs lays m the community needs and the necessity for development
of the YMCA at the national level For the moment there 1s no long-term planning 1n the
Hungarian YMCA The programs are decided upon by the different program commuttees,
headed by the Secretary General of the orgamization

They establish together the concept of the different projects (goals, target group, number of
participants, ) and msert this 1 an overall program and look for additional financial
resources

Unfortunately the commitment of the volunteers at the national level 1s still rather hmted,
and the rather young board 1s no real counterpart to the role and function of the Secretary
General Most Board members are relatively young (20 to 25 years) and thetr primary interest
lays with the local developments The Board can therefore give httle onentation to the
development of the movement In order to provide also the local organizations with support

for their iutiatives from the side of the Saphir program, a tour visiting the local associations
was planned for February

The role of the volunteers 1s very important and a constant challenge At the local level 1t 1s
mainly the volunteers that run the organization At the national level, the biggest need 1s to
motivate volunteers who can carry the projects The need for leader training courses 1s a very
important one This 1s a major aspect of the changes that currently take place in the society
where before young people were told what to do, without any sense of taking responsibility,
without chances for choice, the current situation 1s seen as completely different and a major
challenge The only opportunity that one had was being part of the official organization, and
being a leader meant being a communst leader

The YMCA certainly has 1its place 1n society today Where a number of Cathohic organizations
try to regroup young people stnictly according to their belefs, the YMCA 1s trying to break
through this mnto a more ecumenical approach It 1s however also the case that most
youngsters involved mn the YMCA are from a protestant background Some mmtiatives
consciously try to break thus concept open (such as the Ten Sing activities, which also attract
a number of youngsters without any rehgious affiliation or interest)

Some of the YMCA activities made an impact on the regional and even national media (such
as a television broadcasting for the Literature-Coffee-House i Bekescsaba) The local
churches support the YMCA development (through offening rooms for offices, etc ) They also
obtain some local, municipal financing through the so called "cultural funds”, which exist 1
some municipalities Where cultural activiies were previously supported by the state, they

are now taken over by local and regional authonties, but with much less financial
possibilities

The target group of the YMCA 15 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, project-centered recruitment Their total membership 1s estimated

to be around 1500 young people, with also a certamn outreach to the Hunganan minonty in
Rumania
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b Organizational Program Development

The responsibility of the projects lays with the Board and the Secretary General, who 15 in
charge of the orgamizational running of the program The Secretary General 1s the contact
between the local groups, the national board and the field staff Through dialogue they
together decide on the projects to be supported and the programs to be developed

In this respect we have already mentioned the role of volunteers at the national level and the
need to develop a consciousness about their responsibility at the national level It has also
been described how this sense of responsibility 1s a new item to be developed Some of the
programs certainly mtegrate more young people and more easily in the decsion-making
processes (eg the Ten Sing Programs) A feeling of responsibihity at a somewhat larger scale
seems however to be a weaker pont

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

In Budapest, young people from a deprived background (young unemployed, in
contact with drugs, etc ), join 1n the Ten Sing activities

In Debrecen, young people from refugee families are mvolved i the local groups
In Bekescsaba, YMCA actively contributes to the local cultural hife, and shows a clear
motivation to be mvolved 1n some social services

All of these developments have to be seen i the light of the developments within Hunganan
society, with a decrease of government involvement in socal services and a strong
decentrahzation of the latter, with the consequence of a decrease 1n finance for social services,
hospitals and education in general It also has to be seen in connection with the development
of the churches, in which lay-work was practically unknown and not used

5 Future Developments

The mam needs and challenges that lie ahead for the Hunganan YMCA are certainly linked
to the development of a basis of young volunteers and leaders One of the problems that ths
entails 1s also the transfer capacity of the young people mn a tramning situation to their home
situation This will requure 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 being active This will need further consohdation and the creation of more
national coordination and involvement In this respect the exchange of volunteers (eg a
Norwegian group establishing Ten Sing groups throughout the country) was highly valued

Another major challenge 1s the development of the YMCA nto a self-supporting
orgaruzation, both at the financial and human level

The financial situation 1s still one of a high dependency and the growth towards a more
sustamnable development on the basis of therr own means, will be a difficult one At the level
of finance this will demand a ngorous management scheme in order to fulfill all the
requirements that come from different partners (foreign and domestic, governmental and
non-governmental) Fund-raising 1s still a strange concept, and the 1deas on how to work
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with a YMCA Foundation will need further exploration

The possible restitution of the buldings and the entire infrastructure of the movement will

certainly be a major headache for the commg 6 to 7 years, which will require some
managerial assistance

The future financing partly through membership fees wall also be something new for the
Hunganan YMCA, where membership previously had a very specific connotation, to which
young people are rather skeptical

The three years of Saphir support have been crucial to overcome a difficult initial phase In
order to further develop, the Hungarian YMCA would need continued support or it will have
to reduce the number of national activities The transition to independence wall certainly need

to be further accomparmed by tramning for young leaders, on financial management and fund-
raising

The YMCA has a good basis for further developing its relations with Churches, local and
national governments It will have a role to play mn developing 1its social activities The
National Office could give some guidelines 1n this 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 Brief overview of youth and youth policy in Poland

The situation of young people was very well descnibed and analyzed in the Report on Polish
Youth", which was a project co-financed through the Saphur Program It covers the period
from 1989 to 1991, the time of radical systemuc transformations in Pohsh society The major
problem young people are facing in Poland 1s growmg unemployment This leads to a
concept of society m which everything 1s at stake, and as some interviewees put 1t
‘everything can still change”

At the religious level, Poland 1s 90 % catholic, and young people increasingly questions
religiousness 1n 1ts traditional, mstitutional dimension The attitude towards the church has
changed considerably mn the past two or three years Where 1n the eighties the church was
seen as an opponent to the Communist regime, 1t 1s now felt that they have too much power
This also results in the disapproval of certain recent laws, such as the anti-abortion legislation
and the fact of making religion part of the school curniculum

In Poland many youth organizations are active, the strongest being the ‘post-commurst’
orgamzations, which had their role m society before (eg Polish Scouts) Around 70 youth
orgamuzations are active at the national level The youth field 1s not empty, and a youth
organization needs to establish its own 1mage 1n order to attract young people

Youth policy 1n Poland 1s only 1n a starting phase A grant system to youth organizations 1s
being developed The property of the former official youth organizations 1s still not recovered
and judicial procedures are under way to realize this

The Youth Council, which excludes the former official organizations, does not function very
effectively According to some of the interviewees, 1t 1s dominated by the many small catholic
organizations

2 The YMCA 1n Poland

The YMCA was before and after the war an elitist organization, in whach 1t was difficult to
become a member, even though number of people were reached through 1its activiies The
YMCA represented a new model of society and carried mnovative ideas

Many of the leaders from this period are stil active 1 local and national Boards

The Pohish YMCA 1s not directly seen as a christian (meaning catholic in the Pohish context)
orgamzation, and often the YMCA 1s referred to under its abbreviation (Polska YMCA), also
because the term Christian has a rather negative connotation for Polish youth

In today’s Poland, many activities exist for young people The Polish YMCA needs to be very
specific 1n the 1mage 1t wants to create and the offer 1t 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 previous generation of YMCA, they
sometimes promote the old concept of the YMCA, without being able to orent the movement
in today’s context and develop 1ts own 1dentity

The role of the YMCA 1s seen to go beyond the regular youth programs, to be more than a
regular youth organization The YMCA puts itself forward as an interreligious, intercultural
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Orgamization An orgamization which 1s truly ecumenical and tolerant
It sees 1tself to have an importance for the development of intellectual Iife n Poland, to

provoke a more general discussion 1n society (through Democracy in Action, Social service
activities, projects on tolerance, etc)

On the Institutional level, the Polish YMCA 1s the only one orgaruzed as a national
orgamzation, with the local YMCAs being branches of the National YMCA

3 YMCA Assistance Structures under the Saphir Program

a. Workang Structures

The field worker plays also here an important role in the running of the Saphir program In
a spint of cooperation with the national organization, decisions are taken together (between
field worker and program director) In general, the field worker needs to understand the
context of the organization, and 1s not expected to push for certain programs

This cooperation offers direct training possibilities for the national program director on
program development, but also 1 a broader sense of developing onientations

In Poland, the field worker also established good cooperative relations with the International
Program Advisor (Sarah Kaufmann), which was appointed through a cooperation program
with the Canadian YMCA

The main assistance which 1s provided by the field worker 1s the fact that through the many
visits he can really understand the organization, discuss possibihities with them and provide
new opportunities Sometimes 1t 1s also important to hold back certain cooperation mtiatives,
since not all would be really beneficial for the organization

At the level of developing local associations, Saphir provides impulses to get to know new

programs A wide field of activities are being offered at the local level

- the ‘traditional’ activities (hobby groups, sports, )

- ecological programs,

- camps,

- music groups,

- social service activities (for the unemployed, for refugees (Bosnian children 1n a
refugee camp)

The cntena set out under the Saphir program, and which have been made more specific to

fit the orgamization’s objectives, mainly are they should lead to the self development of the

branches and improve the self-organization of the young people involved The criteria remain

flexable and discussions between the different partners involved, 1s usually the basis for

decision making The field worker assists 1n the selection of the projects

b The role of the Saphir Program
The Saphir program 1s seen as providing 'a friendly hand" to the organization It also
develops the organization’s consciousness of their role towards other orgamzations That 1s

how they are also involved m the IMC Field Group for Russia and Ukramne and 1n preparing
training programs for these countres

Saphur 1s not transposing a specific hifestyle, but respects the identity of the country mvolved
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Finance

The program provides start up finance for new programs (ecological programs, summer-
camps) It also supports the setting up of leadership traimning In general 1t 1s seen to speed
up the extension of the orgamzation, both in additional programs and in volunteer
motivation The programs provide ample opportunities to take part in international traimng
courses

The proportion of Saphir subventions in the total budget of the Pohish YMCA amounts to
about 20 %, but when we only consider the program budget, then Saphir represents almost
70 % of thus budget Saphur, together with other foreign assistance comung into the Pohsh
YMCA, creates possibilities to develop a coherent program and mstitutional development of
the orgaruzation

The persons 1n charge of the Saplur program on the Polish side (admimistration, finance, etc)
have regular contacts with the EAY concerming the authonization, running and finance of the
Program

Human Resources

The marn assistance provided 1s certainly the accomparmment by the field worker of national
staff, in particular the program director This provides ample learning and training
opportunities for both partners mvolved A drrect consequence of this 1s the establishment
of a first strategic planning meeting, where a three-year program was decided upon

Other aspects of the cooperation are the direct contacts developed between persons in Poland
and abroad The participation mn traimng courses 1s seen to be an mmportant aspect of the
personal development of both volunteers and professionals An early sending of young
people abroad does not, however, necessanly imply that they will become active members
of the orgamzation afterwards International training should 1n this sense be seen as one step
in a complete training program, which precedes the international traming

Program Institute

Twenty Polish volunteers and professionals took part in the Tiszadob Program Institute It
provided them with a first contact with the mnternational ‘family” of the YMCA Such courses
are seen to be very important in the integration process of the organization and to build
direct contacts It helps the orgamization m developing an own orientation of the movement
and brings 1n new 1deas and challenges

It needs however a correct follow-up, through the field worker or/and the national program
director In Poland this follow-up was done in the form of meetings with the regional
Program directors These meetings cover most organizational aspects of programs, but also
imply tramning modules This follow-up 1s complemented with field visits 1n the dufferent
projects, together with the regional program secretaries

This follow-up 1s necessary to translate the different programs which are presented to the
national context Often the modules and programs proposed show some kind of model,
which once out of context does not necessanly function The methodological approach of
such training also needs looking into It 1s felt that the teacher/pupil approach 1s not very
relevant, and this can lead to misunderstandings 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 1n the reality of the country they want
to focus on, they will be seen as alien bodies

A cooperation approach, 1 € where all participants are considered as equal partners seems
to be more adequate The traming should also mply participants from other Western
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European YMCAs, which could stimulate the exchange of understanding
Such a course 1s seen as complementary to the national tramming, certainly not to replace
them, and not as a first step mto the orgamzation

Strengths and weaknesses

One of the strengths of the organization 1s certainly the developed leadership-traiming which
15 offered and seems to run quite effectively It 1s a four phase course, spread over the year,
which also mnvolves a phase of project development In the future, the projects, based in the
local YMCAs could become Saphir-sponsored projects, 1f they respond to the critena The
traimng 1s rounded up by an evaluation phase and at the end of the course participants
recetve an official recognition of their participation

The whole question of the restitution of property to the YMCA will certainly have
considerable 1mpact on the functioning of the organization It will most certamnly provide

financial resources for the orgamzation, but will also imply a number of overhead costs and
staffing needs

The orgamization 1s still for the most part directed by the ‘older YMCA members’ i the
National Board A challenge will certainly be to integrate new, younger members in the
Board and to provide further tramning for the exasting members

4 Project Specific Activities

a Status of Project Activities

The basis for the different projects certainly lays in the communty needs and opportunities
which can be developed

It has to be emphasized that most of the regular programs are run without Saphir or other
external support The ones that recerve Saphir funding are, agamn, those that need to start up
new 1nitiatives which would otherwise not be possible

During the training course in Rynia, I was able to witness the diversity of the leaders
present, (bemng i charge of English lessons to the Photographic section of a local
YMCA), persons 1n charge of Ecological programs, bicycle section, basketball, arts,

gymnastics, tounist section, aerobic classes, body building, jazz, Ten Sing, Badminton,
volleyball, prano lessons, etc

In Olsztyn YMCA, Saphir funding 1s used to start a Ten Sing group, which would be
important to spread this program throughout Poland and even beyond The funding
was used to buy sound equipment to make their performances possible

Also 1 Olsztyn, the YMCA closely cooperates with the Ecological High School to
jointly prepare ecological camps

The role of volunteers 1n the orgamzation 1s growing, even though here the tradition 1s also
to have all services paid for

The importance of professional staff in the growth of the orgamization 1s therefore
emphasized
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The YMCA has 1n general established good relations with authorities, schools and
universities

An example of the cooperation with the authonties 1s that the Mimistry of Education has
chosen the YMCA to do a two year experimental course on ‘Education towards Toelerance
This imtative, to combat the growing problem of intolerance towards nations, religions and
cultures, will be carmed out both In Warsaw and Szczecin

There 1s also good cooperation with the local authonties at the program level There are no
official hinks with the Catholic Church, even though Archbishop Glemp, Pnmate of Poland
has blessed the activities of the YMCA This mainly means that suspicion about the possible
background of the YMCA, which exists m certain circles, can be dispelled

Therr connection with the University of Warsaw has been clearly demonstrated by the jomnt
publication on Youth Research Other examples can be mentioned, such as the Academy of
Physical Culture in Wroclaw, which provided a tramer for the traimng course in Rynia

The connection with schools 1s also evident from the examples of the Ecological High School,
but also of the Music High School which provides rooms and support for the Olsztyn Ten
Sing group

The YMCA 15 also determuned to take up social tasks, eg to provide psychological aid for
drug addicts

The outreach of the YMCA 1s mainly towards Cathobic youngsters (Catholics represent 90 %
of the Polish population), mamly in bigger cities Most of the young people reached are
students i higher degrees They could be defined as coming from the upper, nuddle class
(not necessarily mn economical terms)

Eighty percent of the participants of the Rynia trainung course could fluently speak a foreign
language (English or German, and sometimes -jokingly- Russian)

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

b Organizational Program Development

The responsibility for the projects lays with the orgamzing level, namely the local program
directors, who have an important role in the creation of programs In fact, all Saphir
sponsored activities take place 1n cities where the YMCA has employed a program director

The decision making about the projects takes place 1n conjunction wtth the National Program
Drrector, the Branch leaders and the Saphir Field Worker They have to fit the objectives of
the Saphir Initiative and the policy of the organization

Project planning has improved since the start of the Saphir program The Program 1s better
known to the local program directors and a one-year project plan has been made for 1993
This planning fits into the three year orientation which 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 will put the finance question on the forefront For the moment therr salanes
are paid by YMCA-IMC finance The EAY has a long-term commitment to support the
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institutional development of the organizations, but on a decreasing basis This means that
financial education about fund-raising and financial management will be important factors
m future trammng offers, especially for staff and board members

The role of the local associations 1s mn the first place to establish some group affinity, to
estabhish relations and a community feehng between group members At the same time there
are 1n a number of the groups clear options for community commtment, involving social
orntented programs

The YMCA develops its position In society through mmportant mtiatives,such as the
’Education towards Tolerance’ initiative, in cooperation with the Mimustry of Education and

primary schools It apphes democratic principles in everyday life through the ‘Actions for
Democracy’ in Lodz

The Polish YMCA has also created its own Evaluation scheme of the YMCA programs, which

includes participants’ evaluations, team evaluation, financial assessment and the hink of the
activity with the overall program of the YMCA

5 Future Developments

The Polish YMCA has established a strong basis for further development

Therr training program 1s well developed and gives good perspectives for the new generation
of emergmmg YMCAs

The activities and the orgamzation gets support from different sides, but in the long run the
financial situation will require more self-financing for staff needs Tramning hinked to Fund
Raising will be indispensable, even though at the local level most of the activities are already
self-sufficient

The Polish YMCA has a clear commitment to the development of young people and involves
itself 1n social activities

They are also commtted to the IMC and have a clear option to help other organizations in
the region, if they are asked to They are mvolved in the IMC Field Group for Russia

In the future they want to become more mvolved 1n the Executive bodies of the EAY
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IV. WORKING METHODS - EVALUATION
PROCEDURE

The evaluation consisted of three major parts

1 Preliminary discussions and interviews with

a) young people from Central Europe, involved 1n one program activity of the YMCA
(Ten Sing),

b) the field workers,

¢) persons (trainers) mvolved m the cooperation programs with Central Europe

2 The examnation of the following documents
a) field workers’ reports,

b) EAY reports to the YMCA of the USA,

c) reports of the YMCA of the USA to USAID

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

The wvis1t was the most 1ntense part of the evaluation phase, with mterviews, discussions and
practically hving together with the field workers 1n their ‘normal’ environment The field
visits were complemented with shorter mterviews and discussions with the Secretary General
of the EAY, Dolf Weder and with persons outside the Saphir program, but working in
Central Europe

The visits and interviews 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 himuts with regards to the methods used

The time attributed for the visits was relatively short (two to three working days per
country) and quite some time was spent travelling

The core evaluation team, mmtially foreseen to include US AID staff and YMCA of
the US A International Division staff has been reduced to the external consultant, in
cooperation with the field workers and the national secretanes or program directors
of the organizations

Some choices had to be made concerning the field visits They were made on the basis
of their bemng representative and the diversity of the projects concerned The
geographical distance was also taken into account

In the Czech Republic and Bulgana, all persons 1n charge of projects under the Saphir
Inihative were interviewed The mterviews foreseen 1n the Slovak YMCA could, for
technical reasons, not take place In Poland and Hungary
more emphasis was put on the field visits, which was more fime consuming, but gave
a clear 1dea of the circumstances under which the projects are run
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In the different countries, interviews were done with

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

- three National YMCA Presidents (Bulgana, Hungary, Poland),

- National Board members,

- all National Program Directors (Czech Republic, Hungary and Poland),

- number of regional and local program secretanes,

- number of volunteer leaders, sympathizers and participants,

- international volunteers

A full list of the mterviews 1s appended (Appendix 10)

In all countnies the USAID project speciabsts were contacted and asked about their
relations with the Saphir Imtiative and the information received concerning the development
of the YMCA and the sponsored activities

In all countries I found an open attitude to critically evaluate the development of the YMCA
and 1n particular the assistance provide through the Saphir program

The technique of self-assessment by the interviewees proved to be adequate for the type of
evaluation requested

Details of grant attributions concerming very specific projects were not requested by the
external evaluator, this i order to avoid possible unclanty about his role

The major part of the interviews concerned the concepts and perspectives of the interlocutors
concerning the development of the YMCA 1n the country
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V. CONCLUSIONS AND
RECOMMENDATIONS

'The participation of young people 1n influencing the conditions of thewr own lives 1s crucial
Participation 1s more than mvolvement m mstitutions and decision making Parhicipation in
a pattern of how one hves 1n a democracy, 1t 1s relevant to work, housing, leisure, education
and social relahions Participation 1s also a question of young people’s rights and obligations
in shaping the future society” (Final text of the Second Conference of European Mimsters
Responsible for Youth, Oslo, april 1988)

Such a concept of participation regards young people m a decidedly positive ight They are
considered a resource for the constant renewal of democratic society Today Europe i1s
undergoing a severe crisis as regards mshtutional participation Many young people sense
a weakening m credibility at political level In this context, trammng for representative
participation should be promoted This 1s needed more than ever before to revitalize
democracy and the vanous forms of participation in political, social and cultural Iife and mn
voluntary organizations Therefore youth organizations and institutions catering for young
people have a vital role to play in making citizenship a real-hfe expenience for young people
They are 1n contact with young people and can train for participation and democratic iving
It 1s clear that young people in Central and Eastern Europe view their hfe-situation as more
cntical than young people mm Western Europe They are very skeptical to traditional
institutions, and have little interest in politics The interaction of young people mainly takes
place 1n the so-called "klemnen Lebenswelten” (in theirr own small world famuly, circle of
friends, workshop and school) and 1n the various forms of cultural and leisure activities Very
few young people consider themselves as being religious In general there 1s a strong trend
towards mdividualization

The many documents and researches 1mitiated at European level just recently prove that
decision-makers are worried about these developments They are also looking for responses
(see eg the research of the Council of Europe on 'Concepts of associative life for young
people 1n Europe (1991-1993) or the topic of the fourth Conference of European Ministers
Responsible for Youth on Youth parhicipation in the Greater Europe )

A clear response 1s found in the work of volunteer orgamzations, such as the YMCA The
development of volunteer organizations 1s a major contribution and an indispensable element
to stabilize the newly re-emerged democracies in Central Europe They have an important
role to play in the development of civil society They form an active part in commumty
development and the commitment of young people to the hfe of thewr societies Solely
concentrating on the economic developments would make these societies tend towards more
authoritarian regimes, where pluralism and Human Rights are baffled

1 Developing a Volunteer Network
The biggest challenge which 1s found m all associations 1s the need to develop a network of
volunteers, tramned and motivated, to help m reconstructing the YMCAs mn the different

countries In order to do this the Saphir program has responded to many of the needs
expressed by the national YMCAs They have provided them wath traimng imhatives,
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program support, international contacts and faciities of all kinds They have mainly provided
the organizations with a regular accompaniment from the side of the field workers The field
workers have worked 1 respect of the questions and the traditions of the different YMCAs

They will have to continue to do so, 1n respecting the pace of the development of the YMCAs
in the countnes

2 Financial Management and Fund-Raising

For the immediate future, many questions will be raised with regards to the restitution of the
former properties and the management of this This will be a part of an overall question of
financial management and sustainable development of the organizations This will have to
be a pont of concern for the immediate involvement of the field workers, especially since the
agreed period for the Saphir Imtiative 1s coming to an end A next Saphir program Institute
could concentrate on the Financial management in general and fund-raising in particular
Dafferent experiences at all levels could be exchanged and a transfer to the local reahty

should form part of the program Field workers should be given a concrete task in the follow-
up of this training

3 Developing a Tramers-pool

The elaboration of a trainers-pool 1n each of the countries, based on common experiences and
based on the needs and developments 1n each of the countnes should be another focal point
Training at all levels should be further promoted A tramners-pool, focusing on the training
for tramners (including and maybe prmarnly program staff) should be set up at an
international level The ideas around a Staff training scheme could be enlarged 1n order to
integrate staff from all over Europe They could make use of all human resources (in East and
West) to make this function It 1s very important to make use of the resources and knowledge
available 1n the different countnes, in order to adapt the program of these traming courses
to chfferent reahties, and to make them better transferable to the local situations There 1s no
need to treat new staff from Eastern and Western Europe differently, on the contrary,
confronting participants with each others reahity will be an eye-opener for all mnvolved

4 International Tramning and Contacts

International involvement and exchange should be further promoted, but clear objectives
should be formulated for each of the projects and traming offers A clear commitment of the
organuzations involved should be requested International training 1s expensive and if not
well targeted, they can have the reverse effect on people (no further mvolvement,
disappointment mn the orgamization, etc) International training has the best effect when 1t
1s the result of a complete training process, which starts at local or national level This 1s also
true for mternational volunteers sent to one of the Central European countnes

5 Targeted Accompaniment

The Saphir Imtiative has provided the orgamzations with important start-up funds at all
levels It has provided the national movements with a serious system of accompaniment All
orgamzations have expressed the wish to continue the type of involvement for the re-
construction of their orgamizations
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6 Field Staff Meetings

The regular contacts and meetings of the field staff should be mamtained and should
preferably take place i one of the countries of the Saphir program, mn order give field
workers a better view on the situation in these countries It will allow for cross-fertilization
of 1deas and facilitate the estabhshment of common projects It will also prepare the ground
for a next program inshitute

7 Program Institute

A next program institute should take account of the reality of the different countries It
should focus on one aspect of the development of the movements to autonomous
orgamzations (such as fund-raismng, tramning or other) The program institute should make
better use of the expeniences already made m the countries concerned, and use the
knowledge and results already obtamed and widen these experences

8 Saphur II

An other two to three year commitment, eventually with a decreasmng involvement at
financial and human level over the coming years would be advisable Durning this Saphur 11,
a more targeted assistance should be provided, aiming at more specific geographical areas,
with higher assistance needs (eg Bulgana, Hungary and Slovakia) could be envisaged The
other areas would be accomparued less mtensively mn terms of human assistance A
broadening of the countries covered by the program could also be envisaged (to neighboring
countnes, using the expenence already acquired)

Even though the concept of overall accompaniment of the movement 1s still valid, 1t should
focus more on specific aspects 1 some of the countnies covered, such as financial sustainable
development or the development of an overall training scheme It should however not
change the fundamental role of the field workers mto financial advisors or trainung
specialists

9 Contacts with USAID

The contacts with US A I D 1n the different countnes, should be maintained as they provide
an important means of keeping the Project Speciahsts informed about the development of the
YMCA and the sponsored projects

10 Progress towards Self-Reliance

The planning of the progress towards self-rellance 1s over-estimated and the move towards
financial autonomy will take longer than expected In some countries, a huigher degree of self-
relance has been reached than in others More specific financial targeting should therefore
be reahzed
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—_— (European M
Ten Sing
Group) FIELD GROUP 5
{Russia,
Georgaa,
Ip Armenia)
(Interpoint)
FIELD GROUP 6
{Other Projects
TASK GROUP Ad Hoc Task Groups Spain,
Malta)
Limited number of
selected participants
——1 TASK GROUP FIELD GROUP 7
(Traiskirchen)




Appendix 2

4 COMPOSITION OF IMC COMMITTEE AND FIELD GROUP TERMS OF REFE-
RENCE

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

41

IMC-Commuttee (Standing Commuttee of the EAY)

The Intermovement Cooperation Commuttee 1s a standing committee of the European
Alliance of YMCAs and 1s responsible for the total work related to Intermovement
Cooperation (IMC) 1n the EAY Final decisions on IMC matters are taken by the
Executive Commuittee of the EAY

Composition 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 bodies, e g Y’s Men Europe,
YMCA ofthe USA, YMCA Canada

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

The above are mnvited to serve on the commuttee by invitation of the EAY Executive

Commuttee

42  Terms of Reference for IMC Field Groups

421 Goals
a) To support the establishment, or re-establishment, and extension of

YMCA National Movements

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

4 22 Objectives

Through existing National YMCA structures, or through YMCA structures in
formation
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a)

b)

g)

h)

To support existing National YMCAs (or mmtiative groups arming
towards establishing a National YMCA) 1n planning, implementing and
evaluating IMC development

To consult with and counsel emerging National Movements 1n all
aspects of the process

To coordinate all IMC activities 1n the respective IMC field

To direct and follow-up the work of any consultants or resource per-
sons

To make use of the expertise available in EAY and other bodies and
Iink up with them

To prepare costs and budgets, to identifiy sources of funding and to
control expenditure for each project

To promote and market IMC mtiatives within and beyond their
National Movements

To ensure quick and effective communication with the EAY office,
with all member movements represented 1n the Field Group and with
other partners

4 2 3 Membership of Field Groups

4231 Membership of the Field Group will include representa-
tives from

a) the emerging National Movement(s) or initiative
group(s) included 1n the IMC work of the Field Group,

-

b) those National Movem;:nts actively involved 1n the IMC
work of the Field Group,

c) those National Movements in other Areas outside
Europe willing to share their expenences and resources

d) consultants and resource persons, in an ex-officio capa-
city, whose skills may be required at a given point

4232 Conditions for participation in a Field Group

a) Members must be mandated by their respective National
Movements

57



43

b)

4233

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

The member’s National Movement must be actively
involved i the IMC work of the Field Group

Members have to be prepared to attend meetings

National Movements must be prepared to cover the cost
of any member(s) participating 1n the Field Group This
mcludes the cost of administration carnied out mn their
own office

In case of any dispute, the final decision on the compo-
sition of the Field Group rests with the EAY Executive
Committee

4 2 4 Working Structure of the Field Groups

a) The leader of the Field Group will be appointed by the EAY Executive

Commuittee on

the recommendation of the IMC Commuttee

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

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

425 Accountability

Field Groups are accountable to the EAY through 1ts IMC Commuttee

42 6 OQverall Coordination

European office

IMC Consultants and

Resource Persons

4 3 1 Such persons may be called upon, on an ad hoc basis, by Field Groups
to assist 1n specific areas of work

4 32 Field Groups may have one or more consultant/resource person
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4 33 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 participation

in the Field Groups, are to be included in the projects of the respective
Field Groups
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IMC FIELD GROUPS

Field Group Leadership

Latvia Sweden Goran Stenfelt
Estonia

Lithuania

St Petersburg

Poland Germany Gunther Haas

CSFR Norway Odd Bjornsen

60

Status 21 11 1991
Participation

Estonia (Uellar Kerde)
Finland (J Koikhalainen)
Latvia (Gunta Kelle
Norway (Gunnar Angeltvert)

St Petersburg (A Yablonsky)
Sweden (Goran Stenfelt)

Canada/Kitchener-Waterloo
(Norman McKee)

England
Germany (Gunther Haas)
Poland (Wiktor Leyk)
USA (Bruce Knox)
Austria
Canada/Toronto

(Henry Labatte)
CSFR (Lubor Drapal)
Denmark (Niels Jorgen Lange)
England
Germany (Wolfgang Rumpf)
Norway (Odd Bjomsen)
Switzerland (Helena Kozelka)
USA (Bruce Knox)



Hungary Switzerland Emile Stricker Austria

Rumania Bulgana (Stephan Botcheff)
Bulgana - Canada/Vancouver
Carpato Ukraine (B1ill Owen)

Denmark (Jens Pedersen)
England (P1p Wilson)
Germany
Greece (John Massos,
Alex Tsokos)
Hungary (Janos Severinj1)
Rumama (Horvath Levente)
Scotland (Jim Love)
Switzerland (Emule Stricker)

USA (Bruce Knox)
Wales (John Berry)
Russia U S A Bruce Knox England (Y-Care)
Georgia Germany (Hanspeter Matthies)
Armenia Greece (John Massos,
Alex Tsokos)
USA (Bruce Knox)
Malta, Cyprus Scotland Jim Love Cyprus
Germany
Latin American Confederation
(N Rodniguez)
Malta (Tom Cusens)
Scotland (Jim Love)
Spain (IgnacioRodniguez)
Traiskirchen Denmark Alice Pedersen  Austna (D1etrich Reitzner,

E-Lu Vatter)
Denmark (Alice Pedersen)
Germany (Giinther Haas)
Netherlands (Bram Dekker)
Norway (Eink Endresen)
Switzerland (Esther Herren)
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ASSESSMENT OF BULIGARIA TO DECEMBER 18G7

—~rr

‘——ﬁqqﬁﬁﬁhiTT

-) Bachzround

"he S$AaPn:R Instiatz.ve has now been operating for 20 monins
but 1ne actual programmeé in.iliatives 1n Bulgaria first begar
IR Staf® :n

in la~e .GS1 tuth the first Field .1s1t by SAPH
s

4 pre .munary +1s.t to the Bulgarian YMCA was arranged dur.ng
tne per.o 14-192 August 1991 As Bulgaria was nct dus 1to
recome fully, .nvolved in the SAPHIR i1nitiatisve until 1S32  the
purpose of a v1s1t at th.s stage was twsofold

First.t 10 become acqua.nied w.th the country and the 1.4Ca
(inclua.ng meeling some V‘olunieers and members) as 1t
presently esists, praor to the impend.ng general elections 1in
Sept ,0ctivo,

Secondly to take the opportunity to begin the process by
«hich a full YNeeds Assessment «111 eventually be undertaken
by seeing some of the existing work of the IMCA, and through
talking to some Bulgarians about the perceived needs of the
young people 1n the country The +timing pProved to be
e.ce.lent as 1t coincided w:th the Soviet Coup, and allowed
me to e.per.ence, first hand, the fragile nature of the
€..51.7§ Polatical system as wsll as to hear some of the real
fears be:ng expressed for he future of democracy 1in the
country

2) Beg.nn'ngs

AT tn.s stage the follow.ng progrimmes were operating or
1deas +e€re being developed -~

4y Dustribution of 10ul 3 bies donated to the M A
the Greeh Bib.e Soc.ez,

Mi'h powder donated by Greek

D, Distr.but.on of
orFtained through the contacts &#1*h

bus.:ne=zses and
the Gresh YVMCA

¢; Two joung people attended the Greel camp at
ha ted,kh1, dur.ng the summer to study the approach
us=1 1np Youth VYorkh at the camp

L, Twe proprsa s ha.e besen submitted to TEMPLS 1o
ontain fund.ing 1o 3liow an eschange of young peop.e
rom Oreece and Bulgar.a to tahe piace 1n September
1.0 vo.ember 109,

Inese were readers and prospective leaders of

“ne MJCis 1in both countr.es The total number was

-
PRV
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E) The Greek YMCA had planned a Fact Finding
visit to Bulgar.a to tane place

F) Plans were already ahead +to discuss the future
poss.bilities of the empioyment of full time staff
in the YMCA in Bulgaria

G) The Christian Orientat.on Comm.iti€e was to have
its next meeting in Sof:i:a 1n Jan 1991 The subject
under discussion w.l1 be rslat.onsh.ps +1tn the
Orthodox church

H) The resurrection of tne paper THE MIR by the
President of the YMCA has gone a long way to re-—
establishing the cred.bil.ty of the YMCA among the
intellectual groups in Bulgar.a

3, Local Associations

The Sofia Association had been formed with about 30
members but no programmes

The Plovdiv Association had also formed with 30
members with programmes inmvolving Bible studies and
sscussions distribution of Bibles donated by the Greekh Bible
Soc.ety and atitendance, by some members at a camp for young
people run by the Evangelical Churches
Orne or two Films have also been shown covering Christian
tnemes

The Gabrovo Assoc1at.0n wsas also 1n en.stence with
some small craft work being carriea on mosily by one of the
Board members It had about 12 to 1% members

The original Rousse YNCa w«as also runn.ng with some
D.ol.cal lectures and a membersh.g of 30

There were also a few ad hoc meet.:ngs 1n ‘arna and
syme 1natial interest shown 1n verino Tarno.o

4, SAPHIR appraisal at that time

1]

The follow.ng observat.cns &ere also made -
1, The YMCA 1n BULLGARI- 15 trying to create 1ts own
1dent.ity neitner rely ng too much on the past nor
wish.ng to be too rad.cal! 1in the way ahead

2) More jyoung people are taring an 1nterest in the
Y'YMCA mostly through tne MIR and personal contact

3) The financial situat.on 1s crucial Se.eral 1VMCas
haie no real operating cap.tal or places to me~t
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T = s.tuat.on regard.ng the return of former 14C-
operty 1s far from resol.ed The Pres.dent of

f.a 15 an escellent lawyer and 1s trying to do
stn.ng 1n th.s regard It will tahe much time

o]

La

I There 1is

1 enthusiasm for the worh, :n old and
cunig alike e

hH groups seem Lo coenist wel.

o
)

o "ne 1MC+ for the most part 1s Interconfessional

am¢ I thun  that tn.s w..i be 1mportant as the Y'UCTA
atiempis to deri.ne .13 future role in the Youth
worh f.ela as church youth work re—-emersges

-

genuine desire to go along with SAPHIR
anc the programme ethos There i1s much ob..ous need
.~ <he nole atea defined under the progtamme
(TitTiative and a substantial nucleus of people to
form the bas.s of the 1MCA development worh

&, The ola YNMC- seemed to attract the intelligen:
younig men of Bulgarian society At the t.me of my
1517 11 seemea that thus characteristic will be
conti:nued wi:th the catchment group now including
young women as well Many members have third level

guas:iticat.ons, for example

2, DE_ELOPIE_TS

S.nce the snapshot abo.e cons.derable development has taken
£ aze .7 TIag€ movenen” The most saignificant of them 1n my
9P17.0N B ng “ue toliow.ing -

,) Tne last F =.d group wh:~h has agreed that the nat.onal
CruCel S0 29T e qembel from each 9t the 4 current Y ICis to
he.p mMake & MCre represcntatl.e organisation

- Tue 18 »1:1” "1 2% the vat.ona: Council in the law courts

2 Th- appsiaireat Af 1. r~g ~na. secretaries and one nJ%.ce
maiiig 3l

-, The attoncance of 4 Avmies 51 Bu'garian delegates to ma or
Lu cptan venits such as th- (-1 l:;emal}. Tiszadob V‘oluni=srs
far Luroge Sem:nar (hrist.an Ot entat.on Committee Eurocross

ant =merTal, N ACtion LZorashop 1o name a few

Z; Tae =mergencse ol goca & | supported programmes «hich are
TEa. T.NME N th- rfa nno=ds o0 1n~a ~ommunities

o, “he - r S.lv R *unilea 1| sinirg Seminars 1in Bansko and
Pie u v2re  abndl oL P-npie 1ece:ved training i1n Camp
Lo AT Suay il L CAmdCrr Se )



te 107 TN s o285 0wy Summer camps 1n Fcus-z 312
~.co- Icr over S0 Sufis peosp:e These were the f.rst czares
. onner -0 vears
& “n- —sa. des.rs t2 we £ ahead w.tn l.mited human resauroes
LTiTO 1the commun.t:=s us.ng the med.a to i1ts fullest e ise~-- .-
12 pUhcEeEss
o)CLRPELT _SIT A5
VAT LDTE SN wuniZad
The = 3 3%, a1 . - s=2=2*531ry :n Dost and No oue PO 13
cb .2us has mateT.iz: =eT Zt=x-a~ rema.ns the Pres.dent but

S act. .+ .Mo: &2 11 1"o~.1g for a successor The poara
TOWT ".325 mcsS~ ., we~ _—== 27i the Sofia YMCi, an h.stor =
POS t:0n d4& TO T1ME S." a1 .2n 1N early 1990 As pre.i10ds.y
ment . 0nsa tne Board na- nos agreed to co opt four members
f-=0 tnhe Zursrent 1248 T2 ns.T mahe 11 mOore representat.ae
LOcal Assoc.at.ors
1 Sof.a
Tnere are now. &0 mempsrs
AT The .as- 13:T TM& "2..%+.7% Programmes were suggesied -

LEZStuTEs £ ven by ST ~ - s72" a3t 373

Ev-=mg.5" 2F T 2 = z _."%_.ag~ ~1asses to0 1inclucd=

Exg.iusr

Ceramit Cc-ur=es

ZaZur=s 7= ¢ thzs mo T -3 T T .8 wesrends

Ca,18MeT.1Cs (aer-np ~=

v .= TE T~  Qussth B - a2-da 7 a people by grouvr=s It

; IC=-  nDLiunteers

2 -2PpOTISNCE au. Ta . ! =r 4(3iA groups

5t3ufp 21 fIraer e s 5= =5-abl.shed

E_O SE.CL DINE - —al g _on

Mu3.C ETI.E  Cnova - -

Cu T2 = asses

_POTTS pTCET AWM

P Seh ol - Sal Be Lo NN ANES S o
T _our-=—- Sitaul” o7 (= - nZ  SpOorts Prograuuss  arc
wWOrl ing w= % *h T—nr s 4—~. > .mring- tahing place twictc or
Tt <128 a1 VSRR T ol TR pSopLe
Tno~ is T Tuta 0 J1 - - r 11§ camp in Decemp~* T .1 1w
dass It %, L cost o7u - &Sy 1t may become a p17,c2tT
B et = e T s - ~“usS o~ OCONC2ris SiNCT Jun” rnc
11ST ARG VI3 3T iondAd N . T weople when I was tnere inc
bigg ~° ATUETALINICT v 1R - = MaaTizy for PR
FULERY _hig ~1 155 =N ~ 155 1N for members as Flig e o Si
L= D D Tig nitraodalton - s STno0LsS

BEST AVAILABLE COFY
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Tnere .5 a small Ecolog:ca. group meeting about TwiCe 3 mon~a
wno are concentrating on the local environment

There nave been 3 excursions to a variety of ienues
na.e 1nciuded Parents as well as children

The gu:"ar classes are due to begin i1n Voivember

In tne past year the Sofia YMCA has probably had a direct
eff=ct on 24 young peopie but and indirect effect on over 200
Tqrough all the programmes

!
jon
[§1]
u
1]

Soi.a 3 e

Escuars.on

t 15 that it 1s stirong in ‘us.c
N Not hasiNg a meet.ng room

n

f a
W

2Y P'ovd.n

The 1MCa makes good use of 1ts room in the House of Youth 1in
the centre of the town

There are 30 members in the YMCA with 20 volunteer leaders
Current programmes include the following -

Af+er School Assistance «.th homeworks on a one to one basis
{(+:5-20 young people ovenefit from this)
Eng:..sh Language classes (24 benef.:t from this provis.on)
Ecological programme for tree planting in town 1in
partnersh.:p with the municipal council who supply the trees
The 11MCA has set up a library part:cularly in conneciion witn
the Eng.::sh language ciasses The Summer camp was a good
success when over 60 young peop:e from all over Buligar:.a came
togciher
The Plovdi. YMCA has had a direct effect on approaching 100
yo:Ng pPeople 1n the past year and an 1ndirect effzrt  on
propbably 120
A d.nter camp 1s pianned for 3 days over Cnristmas for 435
YOUTIE PedpLe
Pirvua:v 5 se:f assessment 15 tnat 1t 1s strong 1n { awps ahd
Chris-.an programmes and wcan 1N NOt being reg.stcrod

I

3) ViDL o

The 14 nos hive a pr1-wi1scs and are 1n the process of
c3a:peing 1t for the e€n: 1ng or the Monitor as well as the
10 ~tub and offices

Ther» 18 3 Drogramme S.cretiry (n post  but at this stige <ne
1Y 4 1S movunig slowly o MR =

Trnic ma:n art.cles arc r-aay for the-Lon1t0T, but the print.ng
ha=s not y=t happened as 3ther 1 MCas are st1ll to respond wiin
arT.c1°s

noroe are many i1deas oo abiroso (ncluding the setting up of
S NTC fnrm 5¥ Trila 18 11 ONES:ac the job  club but no
PTOET 1S DB~ 73148 13 VO
Tne 12 nas had throe s+ LRG3 W th registration and nas nad
Lo amCLG N~ CONScludly dn O NOSE three occasions

They ¢lwm 30 members
“he sclf assessment ot vaiurHvo nidicates the strengiths :n the
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cal.-—= ana commitment of the Voiuntesr~s .1 nas atiraciea and
the a~awpbachs are obvi1ous nNo programmes ye-
In -ue past year the YMCA nere has haa a dirsct 1mpact on
pro:az » 30 people and an indirect effect on 30
} R[ousse 2
Th.~ .~.:~ .5 now closed Diane Dopret* 13 10w w1t Rousse 1
3) ¥ usse o
The =nusse YUWCA now hase been given ~ne “u.: use of a large
Vel ~a~ame at no cost for 35 years anc e & a =332 1o pro.e 1t'
Th.~ .5 10 ne.p dervei1dop tne &ork &.7n - ¢ 3n3”>kECaracrs and 1n
the summer non traditional sports Th=r= 15 e.en the 1de=a to
bu. % an aip.re wall
Thet have now found an off.ce and mest.ng room nicn they are
rent.ng on a month to month basis
The activities continue as before
E =..sh language classes
W “h21s and children s meetings fcr d.scus=<ion
E~o.i08y in partnership with the councii (.n Autumn)
Swa~ts 1in local swimming pool
D.scussion groups and creative Bi»lz study courses
Sing:ng group (Orthodox music)
Otr - propcsals include the establ snmca 21 3 r1orary for the
use »f tne teachers and students at tae languzage classes as
wel as Joint programmes witn tne n-n=r YW"4 1n Fnglish
lar 15— ana Sporzs The 14CA wsan® o> 0 g n Orhing ser.ously
w1t fam lies especilally motrers ani <n. aren as well as
fam 3 ~inps 11he the arnov concept
Tne 3t stage of the Tree piant ns 7F10oved Aory successful
ana 1 vordrteers co.lz2cted the = - S ttn o andigesnous
var =T 5 from +0mnm a+32y a&a-a gisi+~ - “nn 4+~ ha f an hour
to » Zu pecp.e LveTyon- WHho oy . Tre gol o Tt siructions
on e Firant ng and after cre of 1 “r - *o0g~iher vitn some
int lw22:20n o0 the 1w(A Tr_ tre~s v~ o pranted a ovZcr the
to% Trcrzs w2s consaderzb.e merd- . T ovast and as a rosult
the a 2t s.ng for tuae oA tnr~ug tn > SMa:: P1oJert was
1mr 2 PR AN
The - ma, pe T € ncea *nNr - or 2 enz =0 ~~urscs this sess.on
In r-uvss=> tne YWCA has hac a d - -- rpact on about 13530-160
yOoL 3 CJp € ind cni 1mon
Th. ~ Y nen down oas o 3y s -
! T 36 H
En-. -n  1.sscs -3 th~re arc i1nci.tabl,
P G amp 12 } some douote
O~ - T NI L Omes =0 NUMDCTS as yOung
BEST AVAILABLE COPY
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Biple study etc 6 (reguiarly } people atiend more
20 (seminars, 7 tnan 1 act...Ty
Skateboarders 24 )

Rousse s self assessment 1s that tney are strong in the board
and 1n commitment together w.ith enyoy.ng med.a support but
weakh 1n not having a permanent base and not enougn Voirunteers

7, FaT+RE PYRSPECTIVES

The Field group comprising 30 Bu.gar.ans met 1in \oiember 1©G2
and spent a considerable time anaiys.ng the needs of the
Buitgar.an ¥MCA Their findings are as fo..ows -

LRGE.T ISSUES

The need for a represeniatidve national counc.l

The need for internal co ordinat.on and information
The need to establish new 1dCas

The need to develop Social Programmes

LIPORTANT ISSUES

The need for a representat.ie nat.onal councii
The need for more camps

The need for more train.ng sem.nars

The need for the 1MCA to impact 1n soc.et:

Thie Fi1eld group also carried out a1 SVOT 3anaiys:s ana 1+ found
the following to be true -

Perreived Successes -

Camps Training Eients 1ovenpang 0f nerat.onships

P~rreived BWeaknesses -

Lack of meet.ing rooms ..ct ot resources and i1ach of
ewperience 1in the Y IC-

rorre, ed Opportunities -

Vew Programmes Improvea comnunicat.on \es 1ulas
and a First National 4Assenb.y

~o,_ed Thrrats —

YMCA perceilved as a cu:. VAT NN Jouncia: nct
representative and fai.ur~ -0 ace~pt “ne ar co*y of
the YMCAs 1n Bulgaria

BEST AVAILABLE COPY
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L ~aaneng aeeds

|n

.n an assessment of tne main training areas, the YMCA
orunteers and Professional staff indicated that tneir

PriJi.ties were 1n developing expertise i1n programmes for

Camp.ng Svorts and Creative Arts with Social Programmes in
-~n place

‘e na ¢ responded to th.us %wiin a new training event to be heia
LT January 1 8G3

T, Ti1a.ning of Profess.ional Staf 1S also se@n as a prior.ty

LPDATE ON BLLGARIA PROJECTS

35 _Sof:a

L&)

Tae budget l.ne 1s $2,400

The noney 1s to assist 1in the development of Sports and music
c.asses and programmes for the three local units in Sofia In
add.t.on language classes went ahead for 4/53 young people
under 12 without the need of funding There is now some money
L& uwuy 1T+0 computers to beg.n computer training for the young
Deop.e

The t o young boys who were the prime movers in both the
sprr.s and guitar 1deas have been at Eurocross(330&, and the
summer camp 1n Plovdiv as well as camp leadership training 1in
Bansho (3304) When fully operat.ng 1t 1s hoped that this
pro_ect wiil ha.e a direct effect on about 30 young people
initiall,

Do nts for deve oomenty

In tne awnsence of a fu . t1.me Programme Secretary 1in So‘ia

r>. 1535 arge taking off sio0 i, There 1s much enthus.asm and
encrgy part.cuiarly from the ?Pre=s.:dent of the Assoc.ation

Tre ,oung people seem to be at tne stage of enjoying ta' ing
pitz vempodt & fulyiy de e.ooed sense of responsibility such
as 15 e.1denced 1n say P'ovd. or Rousse According’y the

VO rTetr traneng 1s ot the utwmos*t i1mportance as 1s pract.cal
1N "1 ement un programmes at a'l stages This will be picnred
ur later 1n my General Obser.at.ons

L fzel Against the Volunteer model that a Programme
Secratary 111 be of 1mmense penef.t 1n such a large town and
I fe=2]l we must gi+e this search a priority -

SouS _nOLSse
There are 3 proyects under this number totalling $ 3,300
302 14 $800 transferred for youth activit.es
g  »h .ausguage and shateboard.ng There were very sdccessfual
ang.age tra.n.ng classes vn.:~h 1nvolved about 13 people 1n
1

i some of wnom wi1ill i1ead tn.:s coming sessions activit.es
-~ svoung men have found lora f.rms aho w1ll help them 1n

BEST AVAILABLE COPY
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S~ .8 for develoogent

I am not sure where the difficulty lies 1in this un.t W2 now
ha.e a Programme Secretary 1in post and have also recently
obta.ned premises There 1s no shortage of 1deas and ..s.on,
but the heart and the heaa have not come together yet 1 ha.e
no doubts about the sincerity level nor concerning the
ab..1%ty of the voluntzers there 1 am sure that the Programme
secretary need e.tens.ve induction 1nto the MCA and
Prof=ss.onal Tra.sning On my nest visit I w121l tane
cons.derable time to discuss the development strategy of the
unit before which we have attempted to arrange for ‘elichko
1o spend a few days w:.th the group to see 1f he can nelp them
orean through

~

5304 Tamp leadersh.p tra.ning

$8.7 was spent

in prosi1duing tra.n.ng for 35 young people over the seehend of
1-3 May 1992

The Greek 1MCA provided two young Camp leaders to co-lead the
project along with myself The two Swiss leaders were not able
to come The programme 1involited the wuse of actual case
history simulation smail group work, twos and threes, solo
activities as #ell as sem:nars and d.scussion groups

Themes included the history, ethos and bachground to the IMCA
with particular reference to Sports and Camp programmes,
12adersn.p sShiils  programme plann.ng and i1deas, deaiing waith
problems &«h.ch ar.se etc

Prn_nts for deve’ooment

‘e spent time evailudat:ng the programme during and at the end
~f hLe t.:me and tnc gconcra' consensads «as that this vas needed

31nd srou.d be the beg:nu.ing of further training in leadership
~-.1*0gether there wire 7 peoplic who became ieaders for the
Sammer campe vho atoZna 1 Lhe training event
AN _rmecraey 1t 4 T v _arhshep on Poiand

$-5Z was spent
(N SCcndung “nree Buigar. s volunteers to the Pol.sh YCa s

A MO T2V Tt ACl.On 30:rShe B i the Spring

Therc as a m.h€a rcact Hm to tne way 1in which the programme

v i~ OTEATLSCAL ANG Tan bue the geéneral consensus was that i1t

Vs 1 vorthshaoie © cut shirch good opportunity was g.scn and

tancn 10 dis~uss d-omnc ac, and the attitudes of Young people
Tas" 7Cntlias E 100 noe ag3:n 1t shows that tra.cl costs

1
4
ottt nf (ac co mir can often be well spent pro .ded
self 13 +ortn.h..e
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—s.y.ng equipment and raw mater.a.s for the construct.on of
shateboarding ramps etc Now there i:s an arena 1t .s hoped
= the worh will begin soon on tne egquipmént CONSIruction
abo.e report on Rousse offers much more hope in the near
re 1n this regard There are beiween 24/30 3young boys
1 ed 1n this programme
5302 2 S800 transferred tftor +v.ideo and TV for
+:s8h language Now that there 15 & locn up room this has
bought A library has also been agreed for S300
1t 15 estimated that the Engi.sh classes wiil effect
30-50 young people from Rousss
5302 3 $400 transferred for the purcnase of trees
the Ecological project Tne 1~=es were 1dentified and
1t in the month ahead which +as 2 opt.mum time for the
+:ng This progect involied up t¢c 30 young people directly
perhaps several hundred ind.rect.. tnrocugn tne publicity
a..a carrying out of the project
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"z ha.e just agreed to an add.tional S$7CC to cover the rent of
rooms for programmes

Erwnzﬁ fgr dgxglggmgnx

ig#:n Rousse 1s proving that an act..e +‘visionary full time
Sccretary seems to be a necessar, :nn beTween stage in th.s
country against the background of Comsomoi: which seems to have
be=n stronger in 1ts lasting influences tnan in CSFF

\~ ha.e arranged for Profess.ona. ztra.n:ng :n the LK for
ichkho which %111 both ass.st ir ae.elnping h.s programme
ger as well as improve his Eng. -t and forei1gn contacts
i

hon

Az.:nn V‘olunteer training will h- mp-rtent as +ell as re-
(nitegration of the Skate boari =z op-vs who seem to have
dri“ted a bit over the Summer mcn nzs 7. :3 15 undcer way

Gabrovo

52,700 nas been agreed for workh .n Gaprovo

+ trogramme worker for the job -~ u and 1o de elop other
F-asrammes as mentioned above 1o . de Tans 5:2C0(1lyeary
Comtribution to Office as used for programmes sS3G00
Contriputrtion for Supvort for spor- caucation

programmes payment to tutors and rooms $130G0

Torral 55700

staff{ member responsibie fHIyr tac programme has been
cninted from 1/9/92 Pr=mises haie no+ been found with three
n1 rooms and ample space for tne 1ob club and office etce
wocommittee are in the process 3 pu..:ng some eguipment Tne
prciact should now begin to ac e op more quickly over the
= un g months
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Peaiazs for development

Tnere «ere mived react.ons to this event Posit:ively there
was good Trans national e<per.ence as the Po.ish CA
organised and hosted the whoie event

vegazavel the Buigar.ans had somée persona. gquest.ons o.er
se era. aspects fop the programme we 1a.e discussed these
Tdiy In the ma.n 1t was & good e.rer.snce and although not
cueap 1t w11l cement Polish,Bulgar.an relutsonships furtiner

=30 Piovdi. Camps

A total of $2900 has been agreed as f0..0wWs =

te

furwner $1+400 was agreed for a Vd.irt-= o
spent some cons.derablie time w.th thres d.fferent groups of

f

T

3 budget of 81300 wsas agreed for a Sumwmer -
- T

i .
people 1nvolved 1n the first camp fort to beg.n the
e <

;

H

a ualtilon Process The groups 1 tne P.ovdin
eaders, young people from Rousse an and young
caders from Sof.a Several prob.em areas ove ra.sed
n total there were 70 joung people btooned wi.th bo tarning up
5 .
1

O
)
o [@X
la]
o
(e}

for the duration of the camp as weil as about 12 leaders

The spread of the campers 1included 11 from Gabro.o, 11 from
Rousse 16 from Sofia, 2 from Burgass ana the remainder from
F it There were about equal numpers of ma.e and femaie (n
T party and the young people «~re boih ru-a' and city

i
ol
T:1dle and worhing C.ass
about 10 of the 20 leaders hau attend-d1 the training 1in
Binskho There was also a Doctor »n staif
D ring the camp there were 2 v.3 13 frems the T w«hz covered
e camp nat.onally twice' The =c. (:MTCTr~«1 was aiso taken
«$ ) the loca. paper who covered = .- ~amp 0 “he ~enire pages
) he paper
Prwcts for develsonant
- scther a::. tnc tcaders  and MPT1IS Tl L SPOke wilh
12 ~~"d that tn2 ¢Camp wWiS & u: "~ G0 i> SuC"&ESs T ¢ ahbn =
r1 "alems sere adontafi.ed by the o WForshe Aand 00t th Ccuampors
whe expressed no dissatisfact.on .t 3
! nive s.nce offered a sccona - 4dC °sSn S tra: 10§ vo2acond
V7 uy; whaiclh piched ap snme of tucsc ssuULCS

A -

. 20d35¢C A3y camp

4 budget of $700 was agreed for a summer camp

-

1 “po%fd Snate boar A Cnﬂﬁ ) anml 4 D’l_y CamgE 1S L€ Y Te
YN ached due to man, r-asons some o6t wh.ch arc h.ghl.ighted
1S ROuUSST Topoart 3a70.¢ .n ~“0u. ~taonn vath the lach of
“ra2t board.ng faci: T.Cs
T.,o ramp operated from -3 1.8.3t w.ith = lvade's, 1ncluding
w6 and hes w §f¢ thgother » w0 Ntheor vnlunteo-rs
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-~ -z 320F <= a” le SaTP Trepresent.ng - s
-7 =TT L as ~&.. a3 a . bachgrounds A.mS3T . -
- - =0 T2
T L Fae Ao o ~mmmat
Z 4 3 .27 D T18 vCung TE0pie es fbu..t 1nito tne c¢catmT T T 2
JEPRS s 212 Tm2 r2Susil was ery pos.z.ve a fac~ ¢z~ ou-
-z ~ 3~453-~gd ~ne Cawmp .7 sSOomEe 10uUung peop.e t.em=T <SS
T~ ~F% — s-~27r ara ~* 3 t.me fn~ a longer time
-3 = uf ~i88 . TaC ow. sO .r Rousse the med.a care o
= T Za = >~ =rage 6~ “~.,ee occas.ons The loca papz— z2.357
< = 3TITy 1= nésa "o~ farther voluntesr s&at”t 3 F
c = ~33.7 3pETCPT.aEl®
- T - =3~ el
$2-CC ras be agreed for th.s progect
T.e s & 17 13 that tre Gerroyo 1YCA board have agreea 10
“ . < ~ er 1t~z &f.ii.ng ana preparation of the Vest.-v = 1t
= ~=c L2 T.-cper ren *-zy 1o0we -nat the first coryv . . b2
~- =7 T.& .G2a 1S tC itz e sport articies from younz
oz 2 20 1172 events 12Ca: nai.onal and internaT.icnal Tners
F~ arT.Z:85 .1 ENg..3" as 2.1 as DBudigar.an - 137C
T .mTErs nas agvesed to Priot 1ne paper
v - Lo ,.:2 =‘ g
-- TRt ~3 " .= T "o te graund yet 1t s TTTSS.C T
LoaT =~ =337 == T ~q T al team 03 &€ a "«
= [ -7 ITT L0 Pt [ 30T a pr.nters iz ccmcn -
-- - - T o= fz oAyt - - T e ,ach of prrgre=s 5 ¢
LS s 11 TV O
$7TCC w&s =2gT=ca for thus prugecot
- ~ £ 7~ ~TT-o-ao1 o - ~5= TLuWp as w7 FEEE T
- > T Nig T oL s vYTAs under tae S 1
~ 7 - 3 arc C- = S6°h of these mer 2 s
5t i~ T 0T S . st oan Orifntat.e o
- <7 s = ~ -2 _,c for ra1s..5 Z.
-~ =~ - o, "t - -
- =T 55 g -~ s 2 -ne VISt owio 17
- ~ ST Th T 285°Q 10 DT a © ~ 4
- -~ CQOWE ~ ~ < ¢ camp 1n P.svd. b
- = - r
= . " = d_ = "pmert
12 - L the boys .- i
; w .3 1 SLEOTNSS 3T - 11 @ 0Mg LOrm cons 7 "o~ s
S u gLt L - " 20 5 DoTh Tt T 15

bLST KVAIL
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ieaders 1n .he P.ovdiv summer camp where they shatred their Lk
2 per.iences I feel that the event should be used again 1n
18683 to gi.e tw0 more yvoung people a similar ewperience

5310 readership Tra.n:ng

A budget line of $2300 was agreed for this project

This project has Just f.nished and an evaluation 1s attached
as an append:s

331, Rousse 2

A budget line of $250 was agreed
to ass.st (n the de.elopment of English language classes 1n

rurai areas Th.s progect has been cancelled as this YMCA has
now been dis—-estabi.shed

Poyots for developgent

As Rousse 2 has closed down the projgect viability will need
to be assessed to see .f Rousse YMCA can delaver At this
stage 1t seems unlikely

(N

312 P.ovd.,y I.brary

n amount of $500 was agreed

o0 estab.ish a library for the English classes and general
educat.ona. Programmes

ct 2>

Poxnts Jor developmens

Th.:s :5 the add.tion of a l.brary to assist in the further
de.elnpment of +tne language 1nitiatives and as a capital
resource %w.:1 have a :asting effect beyond SAPHIR If some
yOUNE peopie can be 1in oc..ed as 1librarians to assist in the
hNECPITIE of records this vall also help them develop
adm.niistrat.on Sh1i115

~qn

3 2t anpal Sur o3

An amount of $600 was agreed

to offer two weekerds for th~ whole of the Bulgarian YMCA to

meet togzsther and discuss common 1ssues This was again the
k4

ifist.atov~ aof Gabrovo 1.Ca

Poonts for developpent

agaun the~ proagramme L < to happen I hope that 1t will
not be pragued by s.milar prnltiems as outlined above

RS
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3750 was agreed
= to noisland to tukhe part 1n the planning weehend
velopment of tne I-1 programme abonve

Pr bt PAay Aoyl spmant

LU PSS S vas g.ven to estend the 1integration of Buigar.a
Tt the .der [Ca famu.. and as sdch th.s Pproject was a2
gncd su~cess It ais0o a.1d0.2d assen to travel atone for the
f.r3t *.ng outs.de Bulgar.a and to help develop his limited
"z s 1MZ0 458 Sni.13 4 g20od success

¢ n

A further amount of $.000 was agreed as follows -
L - Sex $2I00
\1deo Recorder $300
Tapes etc $ 70
To*al $770
2 Protog-aph.ic equipment $230
Grand Total S:+,000
T8 1S to o conta.nde tne devescpnent of a var.ety of programmes

cont
- Provdoy Y ICA

Pr =tz Frw dorvae’nprart

TL.3 15 a furthcr ndicat or ¢ Z*04th .:n programmes 1n th.s
ti~  ang 1 1Ca unat Tneses ar=a= »f concentration ha € €en

=~ ~a*¢, O+ ne mcmbers., p ~ ar-as »f interest and sSc oars
f~5T the bottom up It 43 uAF ~ tn a  oOw yOURg peopie 1o tahe
“a,01 lzadzish.p roles on w7 TacTmioat Agiun as oatr oz
T T v naIntesr seadcr Coa S 2 1mporiant

T~ T A - g ~f m o
T11s .s a recent proposa. for 327CC

1 2ty 1 raorTig Y. o~ F ~ .n-==rs and Profrssiora.s
TN Tr TrogTamme Poalh g a i- ~gmzTt 1n tvo arzas

;-1 :POI " T .

PR 1=

o= PN ~= -~ d=r v 1C Sgates at the pircy "3
Tt T g 2T 3RS PTragraT e 3
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FUTURE DFVEILCPME TS

The SAPHIR Process oriented approach needs to be maintained,
as 1t promotes 1local 1nitiatives and local ownership of
projects, essential elements for the perpetuation of these
programmes after SAPHIR

Leadership training following the personal development model
(C Eagleburger) will be an integral area of concentration to
assi1st 1n sirengthening the professional base for programme
support and development The foundation has already been
established for such a person centred approcach in the YMCA of
East Central Europe

The recruitment and subsequent training of Volunteers will be
central to setting up the relevant skhills base from which to
develop the YMCA 1into new areas both 1n programmes and
geographically

The establishment of a totally representati.e national council
%.11 need to be given a priority

The areas of concentration for programmes are likely to be the
following -

CAMPING, SPORTS, CREATIVE ARTS, SOCIAL OUTREACH

The continued search for other scurces of funding both from
with 1n Bulgaria as well as from outside

The need for a SAPHIR 2 Initiative seems central for the
further development of the Bulgarian Y\MCA
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sss.onal Secreftary Tra.ning

Th.s f.nal progect 1s for $3500
0 assist in the tra.ning of the three profess.onsa
sacretar.es, Assen, Vveluichkho and Latchho

2oiots Jor develooment

“ot yet 1n operation

GE EFAL CO% IENTS

! Sc far we ha.e budgeted a little over $32,000 includ.ing a..
1 pro,2cts and the ne« amounts Just agreed We had advancea
approximately 32% of the budget as at 1/11/92

Cf tnis amount about 512,000 1s for training, $3 4CC for camps
and the rema:nder $16,000 for programmes

"t.s means that 30% of the bhudgeted figures are 1in the areas
of training and camping, events which are now over

IJf there 1s dependency 1t 1s only therefore in the remaining
50%

Sof.a s amounts are smali: and really 1insignificant in that
much 1s for set up costs and capital 1tems

In Rousse the tree piarting programme 1s over, and in the
future wii1l poss.bly be self sufficient The Skate board.ng
amount 1ncluded a s:gnificant amount of capital expense as d.3d
the library and the Engl.sh language classes

2) In my opinion the only potent.al dependency situat.on 1s
Gabro.o where we harve 1nvested $5,700 as well as $2 400 for

J

]

111
the paper over half the total programme commitment
Camping and tra.ning have been the main thrusts as these are
arsas whare dependency is less likely The programme
des elgopment has been in areas of 1nterest and mwman, other
programnes are operat.ng where SAPHIR has had no f.inanc.a.
Lnterest
2, I Lka =z a particular concorn for the future of Gabrnoio  and
bEsth Stephan and Vel.~hkt agvee with me that perhaps ‘e..chlo
might be able to ofter Prnfess.onal support here
- a3 .8 the case .t other SAPHIR countries 1t 18 ob .c.s
“Fat both *he monzy and the general project operat.on ars
ha .ng pos.t.ve effects on the long term development of the
T4 I think that hailf 1y through the project durat.cn e
cann see that a threse y&ar t.me span 1s not enough to allo. a
se’® sufficient nat.cnal YWY to emerge after such a long
cer.od hav'ng been closed and i1n a little developed syoutih
s&r 12 as 15 the case .n Buligaria The emphas.s on programme
d=.clopment has been and cont.nues to be on locally basec
S STmun TY nit.at..es t.th socal leadership ha.iing such
S 1Ts5.0€ ass.istance as 3 apprapr.ate but w.th the potent a
“mn1 song term sustainability Built 1nto this approach 1s the
Prglel1t ing concept v.th ts focus on 1ndividua: persoconal
desclopmant
"1 s 15 the only formula “or a successful non dependent

. occdrring post SAPHIR

N
ot
)



= 15 the second tra.ning e &-- ~t-—=2~121 unde. tig SaPh.F
- ~.a- .2 and i1invoived deal.ng - 1°=as déent fied by the
~ -1gz+vs .n Mav and again a®-= - = = Tqner camps  that 1s
T—_. 24 .d.mng and Conflict rasclut o-
~3 &ld 1n a bezuti1ful rurz L= S T 4@ moumTa.ns about
z ¢ or Plovd.:v and ran frow 27 -~ 1 27 7cti-bs
T 3
Tl e & =<-0 tutors Res. Ron .—-=. =z -~ = frrner O L Lst.aun
T~ ~z= on Off.cer of the Engl < N a3 mysslf SAPRI®
T elT e
T = z we*e 37 volunteers fiom a.’ 2% az37ciat.ons d.sviaed
12 “oliows
LWIT TOTA RS FEIME
SOFIA 3 z 2
ROLSSE 9 = 3
GABRC\O ) 2 C
LOVDIN 17 - 10
NATIO WAL 3 3 G
-~ tas a «&v gned spl.t i = - ~ - mTas st 1 08T ng 'n
2Ppendis 1nd.ates
T3AEmY 0 a4 850 81~ 8 *he f - fos
~=-=~==713 as ths group de.2."c -
—e=
Tu,tal cnst o was sathun the - T = LIZ7LG 5 v oug a por
- ~~st of 362 a ev_. good -3 -°
—_ 1 \‘.A
15 a4 se.f 2 4 10 on b, - - Rt < S o
ekl - Sk s hd T a UY-==1 .pr ° = - - ' as a T t°
27 0™ Whiin the g ~up had == =
- PR - T e cf - z e oy
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SUBJECT
RESPOASES

FOOD
ACCOMMODATION
GEN CENTRE
STAFF OF CENTRE
TRANSPORT BY BLS

INFORMATION BEFORE EVENT

LEANGTH OF TRAINING
SHOULD BE LOAGER?

DID IT MEET ENPECTATIONS
ENOUGH FREE TIME

ENOUGH SESSIOMNS

WAS THE VARIETY GOOD

(ALL SESSIOANS CONTEAT ETC )
PAIRS EAERCISES

ROLE PLAYS

ENOLGH OUTSIDE INPLT

WERE YOU TAKEN INTO ACCOULAT

WHOLE WEEKEND

PERCENTAGES

GOOD/YES

FAIR

S0%
80%
75%
10%

55%

50%
S0%
70%
40%
S0%
80%
90%
75%
90%
40%
8§0%

90%

79

10%
20%
25%
15%

5%

30%
30%
40%
13%
25%
10%
25%
10%
15%

5%

o e s, e

POOR/AC

75%
95%

15%
20%
10%
15%
60%

25%
20%

60%
5%

5%

-~

- -

- O mmtpe e, s
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TRAIMNING WEFREND 23725TH OCTOBER 1992

FRIDAY 23RD OCTOBER_1992

ARRIVE A\D SETTLE InN

SESSION:I ICEBREARER O\ TEAMVWOPH SANE
BRAINSTORM SESSION ON \EEDS OF GROLP M
LAYOLT OF PROPCSED TRAINING FOR NEAT DAYS ALL
LESTIONS AND AANSWERS O\ SUBJECTS ALL

CONCLUDING COMPLINE RON?

SATLRDAx 24TH OCTOBER 1952

BREARFAST
QUIET TIME IANDIVIDULAL OR ALL
SESSION 2 TEAMWORR 1

COFFEE BFEAR

- 12 30 SESSION 3 TEAMWORK 2
LUNCH
SESSICN 4 CONFLICT RESOLUTION

COFFEE BREAR

SESSION 3 CONFLICT RESOLUTION
CO.CLLDE

EVENTING MEAL

I FORYAL SHARING OF EAAVMPLES OF TEAM GAMES
CONCLLDE

SEADAY 25TH D(TOBER 1992

BREARFAST -
QUIET TIME
CHURCHA? "CPSAIP TOGRTHER? OR SESSION 6
BREAR
- 12 30 SESSION 6,7 (SEFL ABOVE)

LUNCR FOLLOWEFD BY EYALUATION AND AGENDA SETTING

80



Ne}

——
OO WOV O

[N
[

Nej

[ b- b
[J = = e L (@@ I s JX¥s Ve Vo BVs |

- -

w

-

00
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30-11
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20-10
10-1.

00

30~-12
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00

10
20
40
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20
40
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30
10
30
20
30

10
20
4C
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SATURDAY SEMINARS

SESSION 2 TEAMWORK 1 WHAT HAVE I TO OFFER®

ICEBREAKER

BRAINSTORM ON GROUPS/TEAMS
THREES GROUP ACTIVITY
FEEDBACK ON ACTIVITY

LARGE GROUP ACTIVITY
FEEDBACK ON GRCLP ACTIVITY
SUMMARY AND QUESTIOAS

COFTEE BREAR

SESSICN 3 TEAVMWORK 2 WHAT IS A TEAV®
TWOS EMERCISE
INPLT FROM FRONT
LARGE GROUP ACTIVITY
FEEDBACK ON ABOVE

LUNCH

SATLRDAY SEMINARS

SESSICN 2 TEAMWORK {1 WHAT HAVE I TO OFFER®

ICEBREARER

BRAINSTORM ON GROLPS/TEAMS
THREES GROUP ACTIVITY
FEEDBACK ON ACTIVITY

LARGE GROUP ACTIVITY
FEEDBACK ON GROUP ACTIVITY
SUMMARY AND QUESTIOAS

COFFEE BFEAR

SESSICN 3 TEAMWORK 2 WHAT IS 4 TEAV°
TWOS EMNERCISE
INPLT FROM FRONT
LARGE GROUP ACTIVITY
FEEDBACK ON ABOVE

LUNCH - -
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TRAIVING FOR VOIUNTEERS T POUSSE J3  1G@”

Ti,.s training event 1s the th.rd such e.ent 1n the past 9
<

necrtys and forms an integral part of the SAPHIR approach
..t the country
T1 2 pre..ous two events projects numbered 35304 and 3310,

¢c> ered the basic elements of Camp Leaders Tra.ning and the
=z 'y.ng concepts of Teamwork w.zl a spec.f.c emphas.s upon

resolution of conflict withun teams
e second event, the g.oup 1ceni.f.ed Programme plann.ng
as *1& next area 1o be the subject of a tra.n.ng sem.nar and
“u.m this that we should e.amine t1.e three Plogrammes areas
at.ve Arts, Sports and Camp.ng

thi:s end I approached the Sw.ss ‘Nat.onal mo.zment and the
ezch \ational movement as well as an 1nd.vidual Volunteer
tn.n the German Y'CA mo.ement to be tuicis on the tnurd
ent This was in heeping with tne comments of the group at
nhe second training event who 1dent.fied the need to have
~,".onal outside trainers at future seminars

German Volunteer had to cance:l: 1n the last few weeks due
wiiforeseen circumstances, and so we &«ent ahead with two
tra.ners and a Czech tutor o co er Sports and Camping
ctively

4
M

rMNO

H Nt p et OO0 -
()] =

Sk M

oW

(1]

4
1
.

C BT

™

in following the comments ana the decisions of tne second
. .T1iTIg Eroup the third tra:n.ng =.ent was held 1n Rousse
3 the venue organa.sed by the loca. 1MCA group In all the
~.nar opened w.th representat. 23 Tfrom the four exvisting
T- groups as well as one person f »m Plev.in, 1nteresisd 1in
g nning worh there under the Y'IC3 ne
~'ud ng the three trainers therz e
-~ g sess.on brohen down as fo..
n (1), Gabrovo (7) 1includ.ng 0 gu.r.s'''', Sof.a (1)
r (3) and the rest Rousse .nci ding scyeral journalists
-~ assorted vis.tors Th:s number r=zduccd to about 3+ who
-=nded the whole event
vas a w.de age range from 11 to 63 (see appendi)
"ugh the major concenirat.on %as 17 the under 30 s
- male female ratio was not bad e.ther w th 2 from Sofia 2
~= G.brovo and 1! from Rousse i total 15/41 delegates
Huaving a female tutor was 2.:30 a big .mptolement
“acd a good nucleus of people who had been at one or both of
£:31 tra.ning eivents (about 30%, as well as two of the
' Professionals In add.t.on scy.erail of the delegates
)} ha.e been oudts.de the Bulgar.an YYCA at other EAY
nd ANational YMCA Miz.at. s such as Tuiszadob
S
'

ct .
’

)

1
n
e¢re 41 people at the

e

L

IO rF ~ P

[
bl

.

)

he P g

—~rh 2+ O~
|

o

for Europe Seminar Grzekh Summe:z camng leaaqer
TEMPLS 1nit.at.ve) Democ~ary 1n Act.on worikshop 1in
nd the Worlsbor on Racism .n CSrR
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.2 & ent took the following order -

Da. & Introduction to theme and General Introduct.ons
Find.ing out of expectations and e\per.ences
A consideration of Programme Planning as a concept
Evening of new games and Ice Breakers

Da s 2 "orkshops on the itwo themes At tne reguest of the
whole group, the group was split 1in two as follews
and 3 Gabrovo (7) P.ovdis (3) and Plevin (1) together

Sof.a {(34) with the Rousse attendees (10-20)
The second evening, was a cultural evening of songs
Day three 1included the e.aluation

n tae second day at the worhshops, the two groups di.ided
<1, the Gabroio Plo.ai. and Ple..n Group attending the Sports
m.nar and the others the Camping workshop, with this be.ng
versed on the third day with all together on Day one

w o~ Q

Py
e
re
The method imvolved extensive use of small groups, activity
games and exercises, practical sessions, question and answer
ses33.0ns open sess.ons and plenary sessions

Translation was consecutiie 1nto Bulgarian from either German,
or Czech as well as English, through the services of the
\olunteers

Hanaouts were either 1n German or English but will be
transiated to Bulgarian later by the Bulgarian YMCA

Food as eaten at the Hotel as »ell as outside venues

As 1t was -15 degrees and snow outside activities were
rest: cted’

PERSCMNAL FVALULATION
1) The 71+« of three outs.de tutors was excellent, especially
the 1inclus.on of a woman tu-or The East/West mix was also
ghod and showed the variety in the EAY particularly well

2) The facilit.es xere gonod e.cept there was only one room .n
the hoctel for the sem.inar workshops small group worh The
chance of obtaining Fl.p Charts seems 1mpossible in Bulgaria
J, The m.~ of groups wsas a little disappointing 1in *“har

>

three groups proc 1ded only 4 people & Plovdiv only 3
There were to be represeniatires of two or three other
interestiad groups 1n Bulgaria but this did not materialise for
statl cr rcason  Gabitovo group brought with them what proved
to be two token women %.0 sat bach despite efforts by the
tta.ners to 1in~egrate tnem The Gabroio boys had no 1dea of
s.pport for them even thoigh 1 personally spoke to them about
tars area This was the most .orrying feature about the group

<+, Thc 1nabi'.ty of the Creat.ve Arts Trainer to come +as a
sfticalty as .t &ll happenca 1n the run up to Chr.stmas We

nced 1o run az separate Creative arts worhshop soon

2, Cncc again the calibie and the professional approach taken

b, th® tra ners was exccilent and well appreciated as the

e.alvation below 1ndicat~s We are hopeful of follow ups by
Sv.ir-rland .n the area of Sports ana Czech Rep 1in Camps
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S BJT7T PERCENTAGES

FLEPD ST° GCCD/YES EAIR POOR/ANC
TZ0D 90% 10%
ACTOMCDATIC 30% 10%
OE LOC-TIT, 5% 15%
ST-TF OF HCTEL &535% 15%
TPA*STORT Bi TPaI 60% 30% 10%
I FCFP12TIO BETCPE = I T 3% 15% 5%

“ENGTHd 2F TRALNI G 50% 10% 10%
SHOULL.D B LOMCER™ 10% 90%
olID IT MEET EAPECTATICS 90% 10%
ENOUGH FPEE TIME 50% S0%
C OLGd SESS.C.S 650% 20%
"AS THE AFIETY GOCD 90% 10%
ALL SESSICANS TCWTEYT ETC Q0% 10%
METHODS LSED 75% 25%
E CLGR OLTSIDE ITPLT 95% 5%

WERE YCUL T=2.E. I TC aCTONT 60% 30% 10%

“HCOLZ VMEZAE T 50% 20%
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Three-year plan of ¥YMCA 1n CR

Appendix 4
1993 - 1985

1 Backround

The year 1990 was the vear of general esuior.a in
Czechoslovakia after new liberation without a one killed

person About 30 old people started tne reestabl.sh.ng

of YMCA 1n Czechoslovakia. By end of 1990 there was about

300 people, two thirds older than 60 vear

new or renewed YMCA membership xin 5 local assoc.at.ons.
-n tae #hoie

wno applzed for

3y 2na 19291 w~e countad about 1,000 nembers

Czechoslovakia, the majorrty of tnem was ancer 40 sears.

dbout 10 .ocal associaticn startsd tne YMCA worx .n t=he w~ncle

szate. Qur main achievement beside =stapl.sh.ng .nternat.cna.

Ts_ations ana mempbership «1ithan tne MCA Zami.y (.nc.uading

Tcreonto partnership and founding F.e.c Sroup 3) vas Tscraiit.ng

anc Tr3ining lew volunteers, counse_.crs 2anc 3oardé mempers

<o send 25 voung peopie aprcad, Srgan.ce cames
Jegin act.v.t.es

fe vere zpbi.e
Zor .,000 soung pecple ana degin var_ous and

-7 sur _ccal unats.
The sear 1992 became the last sear of MCA _.n Ccecros.ovak.a.
Loca. anits of IMCA 1n Slovaxia agoptad their .ndepenaent IMCA

zonf._.rmeq =neir .~tant.on o

const.tat.on .n Marca 1992 ana
ecognize the Prague National Offzce cnly .n those cases «<n.cn
uitea zhem. In spite of all daff:calt_es .MCA .n both republ.cs
is.ng che je.p of

[1)]

vas dJeveioping 1ts activities and _t was
he F.eld Group member and Sapnir grants =C Jroaden .ts

ogether nearly 2,000 young peoplLe spent their vacat_on .n
le¢z2

Dos.t_on.

(1]

4

rt

9
e

Czech ana Slovak YMCA camps and tne ~embersr.p 2y €na

‘Ll

1s 2st._mated apout 3,000 people in 25 local assocrations 1992

was the rear of staffing the Nationa. offsice ana larger iocal

assoc.at.ons. On the 7th Novempber 1992 16 local associat.ons

founaed the new YMCA 1n Czech Republ.c. After ofiicial

registration all raghts and obligat.ons will be assumed also

formally by the fully independent ¥s .n +the Czech and Slovak

Republ.c The whole year was a year of busy negotlations about
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stolen ¥MCA property In spite of all prcm.ses given by
T-11sters and otner state representatives tae Czecn govermmert
9
9

we started the operation of our Prague YMCA house wnicn

=
\0
[

refused even to return YMCA property coni.scated 1in

[

\D0
[\

£rom t¢ne Communist Youth La2ague A% tne beginning of

became our ownership as a result cf cur own negot.ac.ons
witn tne former owner By end 1992 IMCA will face not on.y
<he reality of splitted state sut also a scmewnat diriZierent

po..t.cal, social and psvcaolcegical s_.tuat.on.

2 Miss.on Statement

Zcamenacal Chr.st_an miss.on .s =xpressea .n =e 1ew
Const.tut.on

The IMCA .n tne Ctecn R@pudi.C .S 3 1uman cars Jrsar.z-at.on
sasea on Chr.st.an values tnat procmotas, Tirougn .t3 ICLCSGrans,
zhe oJnys.cal, emot.ona. and SplriTld. ve_.-Deing 2L _1ad_Jv.Cad.s
of a.. Te..glons, races, ages ira SomMmMuUr.s_.es

The .MCA _n z-e Czecn Repudbi_c s a2 movement 2L "e_p ina

I2 Ia..Qal2n irc

it

ser .c2 Tre ma.n zargetr 2I TIOST ECT. -T-2S

cunc people, Ta.2 and -s2ma.s

(¢
[of
t
m
o ]
£}
[¥}
(']
4
1]
t

Q
U¢)
®
[}

The apove "ent.onec mlss.cn .S Iarr-2c
a
= zgns.stant and o.Lerant "Moria. 2QUc3T.Oon sased 2n ChrostTt.oan

- onys.cal Z.tness anc menta. ve__-peing

- =2cucat.on Zor aemocraC’ esteenil1g CLVi. &NA "UMEN IT_CRTS
ana .mairvidual Cc.ovic I2SDons.nDl--T_ demMin.sh.ng 2T N.C
zens.cons and Dreacuaices

- spec.&l Programs _n sc.ense, caltare anc soc.al __Ze

- new 2rograms .n camping ana 1iK-ng inc.ud.ng fcologica.
approaches

- cnaritat.ve act.ons ana var-ous ZIorms of asslstance

- astabl.shing _rtsrmat_onal relations w~ith =2mpnasis on

voutn axchange
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A)

3)

2)

ll_l
~

G)

Ma-or Pregram Thrasts

Phyvs_cal develocment and socer+

f.tness

sperts and games for all
hiking

bi<.ng

Scouts and camping

resiaent.a. camps
D camps

~wanaer.ng and t_.p camps

weexend camping

regular sov-and Jir_-scouts groups

Znviromental =2cacat.on

Jroups 30110 5TiC.2S 2Xper.encs

axpec.=_ons

icuat.C 3TOr=s

_ancuage zour

SW1mm.ng Darsnts vith c-._aren
aivIng
Sanoeinda ana J0at_-"C 2XpPeQ.T.0NS

[{}]

2s

Teacnh.n¢ ana _ear~.1g forsa.gn _anguages

~tensive _anguage Tra.ning courses

fusic 3ana zest-eT_C 2CQLC3t.cnh

Ten-S.19 TIra.nl1ng ana verZorming
teachlng ana _earn.ng "UusSic .MSTT.merts
dramat.c circles

chalaren s-oirs

drawing

Toaeil.ng and caramics groups

winaow arsss.ng and other arrangements

Chilarsn ana Youth Clubs

Pre-school actaviiies
After-scnool program
Gipsies ana 1anaicapped chilaren

various n1obby circles (computers atc )
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Familv

- parenthood problems

- marriage encounters

- role of the family in a postcommunist country
- mother’s club

- children center

- senaors clubs

_eadership training

- Board Mempbers

- Volunteers

- Secrestaraies

- Camp counsellors

- Spec:al scholarship and partnersnip act.ons

- Managers club

CHristian orlentat.on

- Introduct.con 1nto the Bible
- ABC of Christ.anity ana other ca__g.ons

- Chapters of cnurcn 1.stors Zor 3tneiscs

- acamenica. roie of IMCA

Jdemocrat.c orentat.cn

- education Ifor aemocracy

- now to debate

- polit.cal culture

- civic and auman rights

- nat.onal.sm and etanic tensions

- racism, Xenopnopy, ant.semit.sm

3uicance and counse...ng

- Information center

- Psychological and pedagogical aavice point
- Abused women

- Instatut of Alice Masarvk

‘nternational Cooperation
- Field group and other YMCA countries - grass level contacts

- ICCP recruit.ng center
- Interpoint
- cooperation with other Czech organizations
- cooperation with ¥YMCA i1n Slovakia
- material help, collections
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4 Strategv and pr.orit.es

Simzl to our preliminary strategv for 1991-92, tne work

1in the new YMCA 1n the Czech repunl.c w.ll pDe carr.ed out

through:
a) Nat.onal Y¥YMCA office
b) Reg_.onal YMCA secretaries
c) Local ¥MCA councils and, 1Z taere i1s,an YMCA
secretary

The majorxty of all activit_.es mnust de dcne 2n <1e local
level

Regional secretar_es, 1I there ars,
T2acn.1g MeticaoLogy

w111 pray =ne maun

roie .n organizing the ~Jork ana

Vat.onal ofi.ce starf must assume tne cocrd.nat-ng and

suppecrt.ng Zanct.on Zor :tne ~snorte stata The ofilce il pe

charge 2f _ntermat.ona. contac:t=s, TTra."."g Jsoi.nteers, soard

mempers and staff, ana 2f course, I.nanc.ng anae scntsol_o_-g

dn.s <re Nat.cna. 3ocarc can de the zar=z-er Icor var.ous egot_at.ons

N1l JoverTment 3na Jtiler sTate 3Ind Zcentrad 2fZ_ces, =aven . znese

re -on-goverviement oOrgan.Iat_cns
MCA .n the Czecn Repuba.c  Iaces Ig._Cwi~C d._ema
TO 2Xtena tne lumnper 9L _0CAa. 3ASSOCL.AT_CIS 2na .1cresase the

mempersh.p and at tne same =.me =0 2r=2ser e Ire JUa_-.t/
2 au1l IMCA work To f.lZ..l =h.s =as< at

-3 .mposs.b.i.e.
Wwith regard to the mnent.cnea Ji_sma ana st-er Zac:s

fo..owing 2r_or_t_es shoula oe =Zanen .7 cons.aerat.on

i) Char_st_an or_entat_on of YMCA as a ._ay-men a2camenica.

organ.czation «41.1 De Dromoted, 2sSpec.&..V 2§ 3 react.on

to long-te=rm communist .declogy

3) To organize and sSupport emerging _ntersst .n IMCA sarzous

towns of <he state pv Visit.ng _ectaring and av.s.ng :he

core of the »reparatorv MCA commit+=e >f new _ocal

assoc.at._ons.

C) To st.mulate the dialogue with representatives of local

goverament, schools and churcnes _n personal contacts %o

Prepare condit.ons for start.ng a 1ew YMCA init
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D)

1)

To work out ind.vidual nlan oI act.ons which w.ll leac

to reaching following targets 11 found.ng new ¥YMCA

associat.ons
a) To start tane IMCA work in a.. univers.ty and d.ostrict

towns with.n 1993+ Plzen, Pardup.ce, Usti n Labem,
Tdpor, J.hlava, 212n, Opava, OQOlomecuc, RKarvind
b) To stazt YMCA work i1 other 20 places during 1994-19¢%5
¢} To reach 7,000 ¥MCA mempersnip and 2,300 part.c.pants

of YMCA camp by end 19°6¢

To develcp above ment_oned »ragram <hrists accoraing
to the capac.t; a poss.bil_ty of anv .ocal asscczation
To be open To al. ot-er act.v_.t.es compat.dbie 41ta IMCA

mission

To Zormu.ats concrete steps N tae recrat_~g > IMCAR

voiunteers, 3oars Mmempers ind counse__Ccrs 70 -ms.st on

aa.ls culioment 2f Ta.3 program ov Nat.cona. Program

secretar’/ arc Jtter secretar.es To J." Tme act.ve nempers

of MCA, -ame_’ 30arda Nempers %0 5Rars t".S .TRortant =ask

To .mMprove Dupl.C Te.3T_-CNS ana Jeve.cop 3 3ian o2f _nfsrman

T1e DublL.C Trcugn a.. adecuate means and nec.a One 3L
=1e s5taif ~a._. e 3IpDo."T2A 3S 3 ICOro.nator

TO _represent anc speaxk -n nenall of IMCa .1 =te Clzecn

[t
n

RepupL.c at tne Iomest.c .evel, Dec_&.i.y - 3eexing tne

aren MCA oroper<

ot

mand.ng Jsver or ccmpersat.on of s

To ase th.s spport.n.t_ Ior _aterzret.ag 2f a2.nms, surcuses

"

ana IMCA act.ons

To represent ana speaxKk on nenalf of IMCiy .n CP at ztae

inter~at.cnal _.eve., ma.n.s vith ZAY, NA of MCAs ana

[arTnersnip courtro.es To negot.atse sucgcession mempershoD

in ZAY ana VA of the Ccech Repub.i.c

To cont.nue ana Jdeve.op .ntermat_ona. cooperat.on .n ’soutn

excnande ana :training To coorainate regularly with .ocaw
assoc.at.ons a.l cona.t.ons ana poss.bil.tles to sena out

best peop.e
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R) To support programs which serve as .mportant contr.put.on

to solve special problems and .lls cof the Czech commun.:ty

e g democracy and pol.tica. responsib.lity, righc and
freedom of a cit.zen, her_tage of the teotalitar.an rsg.me
{1n think_ng, various attitades, habits), ethnic tens.ons

and race prejudices.

L) To develop, coordinate and evaluate fundra-s_ng on acmes:t.c
and intermational level In the past here charity and Zunc-

-raising was resected ana apcl_.shed as a false Judeo-Chr.st.an
subst.tation for social jJust.ce Necess.ty of an open n1and,
ways of fund-raising and contr_nut.on o the centar wil.

become Dermanent par< of any =ra.ni.ng

M) To admister a.l 2roperts and staff operat.ons on Iroriassicnad

level to pring opt.mal prcoci-t Zor IMCA work In the Irame

of =rain.ng to teach Management sK.._S

———

N) To zaxe a aec.sion apout rz=csnstr.cz=_cn 2f z1e ma.~ IMCY

Jui_cing .n Frague at zTne .at=2st a1 290 ana to negct.ace

sar_ous poss.pil_t.es O I.nc.ng .T

Jo_unteers 3na Staff ana f--—anc.-ag

(V1]

If sou r=aa .n IMCA s Jor.c i.._ance repcrTs ara mMagac.-es
apout Teemerging ana renewea /s .n Zantra. ana Iast Zurcea,
an .aea of restor_ng something .ef% nen.ra couid se =voked
Cven peopie Irom these reemerg.ng s are Drepared 0 Tesume
act.vit.es tanev Xnew w~ell Ircm the o.c t.mes befcre :tne.r MC3
vas apoil.shed. They rememper <ris _._~xing .o after tne Aor_a
War II «#as over ana 4o 1ot take .1 account zhat thers .s 3
faincamental difference setween 3 3 sears oreaxk ana 40 sears
~-ntemupt.con In fact these Is are starzing Irom zero ander
dilfferent c.rcamstances -n  a airilsrent wsorla tnan thev <new
forty or even I:Zty sears ago.

OCur MCA m7iss.on .s to meet the neecs of the roung
generat.on in the last decaae of 20tn centarvy .n a small post-
-communist country The actaal work and .eadersnip must be
carriea on by voung or at _.east 10t oo old people, otherwise

communication does not work But where o f£find them?
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frer World War I America and Canada sent 62 secretaries
to start tte work They were doing everyth.ag, also recru.ting
young pecpie who had tc be won for YMCA as veolunteers and
trained Czech staff After the end of the cold war no secretar:es
arr.ved, f.nancial suppert was very l.m.ted and only adviscrs
were Zfrom time to time at cur d_.spcsal. We used all offers
for tra.ning young volunteers but 1t was not enough. We lost
some of the Zast-tra.ned people for varicous rIeasons anc we
r2al_zed taat at the outset stafi, ever pegrinners witnacut
exper_ence, must play the decisive =ole .2 organizing of the
most act.vit.es. It 1s sad, but .t must ose sa.d, that the
«nsuff_c.ent number of volunteers was one of tne disappointmnents
3f IMCA nat-ona. and .ocal 3oarcas after tne JeLver revo.dt.on.
3ut ~e TusSt 10t compare our s.taat.on =o tae sear 1912 Ae
must see our staff now as the supst.tat-on Ior tsa.nea ana
scmet.mes ~eLl. tra.ned imer:can secretar.es

One oI zne Jreata2st Sroolem .1 2. 3PNeras .n post-commun.st
Czecncslovak.a ~¥as anc st.o-_ .S o I_ng apue ana aevet=a stall
2ven 4nen Jer_ Icca sa.ar.es are Jdifarea

Jur »resent IMCL t2am .5 1.GQN.Y MCT./AT2Q 3ng Jeserres
sra.se Zor _TsS 2evVoT.Oon and vi__.r'gness tO «40r< 1ong 1ours <nen
~eeqea We 1ave, nowever, Jeen Icrced O veeG dut a Zew Tasi.octs
ana sur choice of a 2reiessional secrstar/ Jenera. »roved rery
Ja.CKX.s7 =D DJe a niscuagement wWe ars =tnerefore cont.nu.ng our
searcn ZOr a persona_-.t/ #n0 WouliQ Mmeet Tne Jenera.. s acvnowleagec
recuisement ©of a nat.onal genera. secretary

3y Octoper 1292 w~e I_nisned tne 1ecessar/ svstem.Iat-cn
ang Je can say =nat a-most all neegeq Iunct.ons are 1ow occuniad
We are 10t apie at the t.ne be.ng Lo =avaLuate Tne Zsal 1eec anc
capacity of IMCXA staff .n Slovak:sa. Fol_owing the separat.on
of both repubiics YMCA .n Slovak.a .s <o pe alreaaqy treata2da as
an .raependent YMCA movement

The Zollowaing survev of emplovees _.s val.d Zor tne n1ew

IMCA .n tae Ccecn Repupl.c at end of 1892
Persons wno directlv report to :the Vaticnal Genera. Secretar

Economic secretars (deputy NGS) Vladimir KXutilek
J.nanc.al secretary Pavel Novotny
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Program secretary? M=chal 3oure
Internaticnal relations secretars- 2Zdena Serd

Regional secretary NE Bonem:a Josef Bartosek
Reg.onal secretary Morav:a Jarcmiz Hron
NGS office assistant JiZina Svejdovd

Persons who report to NGS 1nd.rectls

Metropelitan Prague YMCA secretary- Petra OtZ.salovi

Liv.ag Family secrestary- Petr Imlauf

Nat.conal Program Secretarwv has

an assistant for new Zorus of work
an ass.stant for the scouts—-work

F.nancral secrestarv nas

an assistant Ior evidence and account-ng
{(swo others deal ma.niy wizh ¥ Jdouse)

Sccnomic Secreti3rs sSupervises a_so

—ihe 2rague IMCA douse mnanager

4lth the 1ouse att=ncance

derropol_tan Prague Secrsrtar s superv.ses

a sper+ assistant

an sconomic assistant
an ofZ_ce ass.stent

a vouth clubs director

two Information centsr assistans

Prague L.ving Tamilv has

an office assistant

QOtside Pracue there are secretar_es report.ng 2o their

local YMCA Board ana methoq.cal.y to the Nat.onai Program
secrstar/* 1n Hraaec A<ralove
Liberec
Krmov
Thanks Sa@phir’s support Informat.on center staff, Xrnov

and NE Bohemia Regional Secretar.es could be appointed.
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Prague YMCA Information Centre
Appendix 5

Statistical Breakdow

The following are statistics relating to the period August to
December 1992

Total No Enquiries 396
Average Enquiries per Week 30
Max No Enquiries in 1 Week 51
No of Enquiries from Foreigners 40 - 50

(As an i1ndication of 1993, for which figures have not yet been
collated, the number of enquiries i1in the first week of January
was 45 )

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

spproximately one third of the enquiries are from YMCA members

The most frequently requested areas of 1nformation are as
follows

- Information on YMCA clubs and activities (mostly in Prague)
{[c 100 enquiries]

- Language courses/schools {c 40 enquiries]

- Foreign travel/accommodation/YMCA work and camps abroad
[c 30 enquiries]

- Worldwide YMCA activities [c 20 enguiries]

- Accommodation in Prague [c 20 enquiries]

- Information on the foundation of new local associations
[c 8 enquiries]

Frances McCandless Prague 12 January 1993
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.71 CSFR w... funcs.cn .n tio Republics from 1 . 93

1€ -
al=ncuzn 1 fact from 7ih vo.ember 1992 there has besn a
senarate Zzecn lanas NTORN w.th 175 oOwWn missS.i0n statement
27 .cnc. board ang swa‘”
48 +S.. &% Pro.iaing .S norma. programme repor: I fes. <tnat
. .= a use®ul e.erc.se a- th.s m.d po.nt to look opject =1y
at =ne de.s.opments ana aurection of the YMCA o.er thes 18
mo-z-s o° S-PHIR and o attempt to project ahead the trends
o f o Lz develaorment

Yaien 4, f.rst visaitea CSTR I found the follow.ng -

TLere wsvs 7 staff wsorn.ng outr of the Prague builaing plus
Jarom.r Hnron n Mora..a ana oJana Brcho.a 1n Slo.an:a as a
at.,ona. empioyee \o bulidings had been re:turned

Lt e

i

nere «+=v2 2 local assoc.at.ons .n Siovahia
Brat.s.2 =2 Bansho E s:ir.ica Nitra and Kremnica, together
naiv.ng pe—hops 130 menosrs and offering only a few programmes
.n Sp-rrts Bible stul language study music and of course
Scouts and camp.ng acl. i1T:8S
Tre~z +eve 11 i10cal ass~~.za-.ons .n Czech lands
Ne=s2gue m Th “4gue 273 Im.c Przgue Branik Z:va Rodina,
h—acer awralove, Ost~o nad Chra ladno, Ostra.a
D =23t cc 'z2r' n L.p=~~~ and Dornc together totalling perhaps
ICC menr~=s D.uws 21 & F~~ =a  .=th 70 famil.es inmvolved
Gener 1. Srogrammes sere brz nn.ng :n over 30% of these un.is
ana 5~ T3 €r beg - ng = Brno Pragde had just aprc.nted
“e-+2 n” so Programmss ¢~ 1r the early stages the Academic
vere ha ~g some le-~tu~e&s Lranikh had just formed and Hradec
Vad ope~azad a varv S.ocis3*ur -~amp along with several other
t{Cas  The. had just ¢35 ~hL-s1 Tull t.me programme secr-tar

-
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A"TMEeS at sataoOna. i1evel included

12 .a hada 1C camps as follows

)3 AGE AUMBERS LEADERS

T G, 05 ol 15
7715 90 17
13,22 = 13
TI1E 90 30
7/13 &3 20
T .E 53 20

CZ &, .5 & 5
8/.3 14 6™
S .2 23 10~
9/13 25 )
9,13 25 &
oT-05 587 154

2ch sands had also li camps as follows

CE AGE ANUMBERS LEADERS
85/13 15 6~
LOCICL 65,.2 .00 25
CE &/ .3 30 10
FaVila 40 10~
QT G2 10 2
REL §/13 2C 4
- 1171p - 3
L2 571 60 10
8/ le 60 10
T &/1'2 o 4
N L3 2F 39 2
T0TALS 350 86
T3ta:r 0vay YU young pecprie attended camps tn.s SUNwdT ania
~re ru by 248 1 ac--=  almost entirely rolunteers'
vOal TNer”™ «&I'T 1ar N

~arEs war' =d  &erc .cca  , organised
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B) Leadersa,p Training

Duri=sg 1991 3+2 Initiative carr.ed or some Tra.nung o

readers and volunteers The major =.en

3 day Seminar 1in Bratisla.a
mostly new to the YMCA

3 day training in Austr.a fo
from al. over Siovah.a Ecum
6 other countr.es in attienda

2 weehs training under TEWPC
in Wuppertal ana bach in no

1 seeh in Lucatin for 3Z ycu
in Slovak.ia

In aad.t.on the following training eve

4 Professional Staff to Lake
2 weehs One in Lakeside ana
This was a TEMPLS programme

returned to C S F R to help

1 week 1n UKN local Assoc fo
Prague YMCA

ance Tra
1 Mare

days 1in World Al
Professional Sta

.
11
)
PO

W w

& young people tookh part in

to

young people took par* 1in
4 voung peoplie took part 1in

2 young people went to Euroc
Ten Sing Sem.nar .. the \cibh

1 Sec was 1in Switzerland for
Iraining course

o young people were :n Gerina

9 young people went to Neuf:z
2 weehks

alkh avc

t

2 Sec to \ienntie 10

i

10 Boara Members ic: 1T a

nounice alongsidc I young
Sport with a German Tutor at
4C Canmp leaders tere train-~d
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> 22. 2vent Vidh

) T cung Germars
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"nisS <20k place
s.de LR 1n June for
one 1N .0Ca: LTiLls
and 5 young Br.tons
. camps etc
r Programme Sec of
.ni.ng in £ Gerqany for
h
ITTP Programme

tune “orld Camp

~25s8 &
~ ands

' weer Leaders'up

ny at a Camp for | week

1a for a Worh Camp for

Jt C S F R 1ora

cnd train.ng 1in
ple tra.ning :n
1
r
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thi1is time

€ 1 steekh 1n Sobes'n
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T .e needs analys.s made the following comments -
The Y {CA i1identifies the follow.ng areas as possibie areas of
fJdture programme i1nitiatives

1) TEN SING

2) CAMPING WORK

3 BUILDING BASED WORK

43 LEISURE ACTIVITIES

3) WORK AMONG THE "DISADVANTAGED GROLPS

Surrounding all of this, however 1s the need to offer the
possibility to Train those who will be taking Training courses
for others, hence the early need to set up a Training the
Tra.ners coudrse

PRESEAT SITLATION

PROPERTY

Czech lands

The eternal problem of restitution pervades all The board of
Hradec were given only a few days to leave the building or
find an e.sorbitant rent Despite many meet.ngs with the
Tarious ministries, which have given some hope about the
propert.es 1n Sobesin and Hradec they remain promises It may
be that the Czech government will create a Quango, a
foundation for youth and religious buildings as has been the
case 1n Slovakia Aga.n there was rent paid to use the camps
prev.ously osaned by the YMCA +this year The restitution
problem 1s further compounded by the division of CSFR this
year and the lobbies to divide all National property 1in a 2 1

rati1o

The Prague building 1s now returned to the Federal IVMCA, and
1s be.ng used extens.iely

There 1s a pressing need to develop a strateg)y to make the
bu.lc.ng pay for 1tself and staff approx 25/30 now Some of
tn.s .11 fall to Prague YVMCA and some to Federal

In the remainder of Bohemia and Morav,a, the situation has not
moved much

The majyority of camps and buildings 1n Bohemia and Moravia are
owned and run by a ‘variety of State and sem.—State
orgarisat.ons who are not co-operating 1n the return of the
PTGEETLY

In starkh contrast to this lach of movement, the Czech
goverament haie gi.en & million kes (almost $300 000) to 5
youth organisations compr.sing the YMCA, YWCA, Woodcraft,
Scouts and Camping league to purchase a large building near
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gr 1o Jsz as a 40 bed residential cenire The

-1
(o)
m..l.0on ncs

t

- bor

o m
v o
[S Y
n m
tJ

w
1]
(0]
IS
e 1
*
s}

ot

on 1n Si0.ak.ia 1s very different The restitut.ion
st.ll not resol.ed and 1s further off than 1in
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devs.of as a smali camp for use and h.rs
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ter Husak has 1left the nat.onal

3
regard to staffing Pe
as agreed to stand 1nto the breach

+1 ard cubor Drape. h

o}

o}

Scure now has the use of two assistants Lada
whe %111 dea with Information Technolog} and
programmes and Zdenka Sera, who does all the other

A
1
are a considsrable numper of F.nance and Administrat.on
as well

1s a Camp Secretary Milan Hubacek, who with Vladimir
mahes upr the full time Regional Staff
f Bartosek has nov begun work as a regional secretary in
around CTernilon It w.ll be 2 part time position at first

(el WU NS BNO R e S Y s B ol (6]

Siovan.a

M.lan Straka .s tne E.ec.t. e Director for Slovakia ancd as
such has one secretar, {(Janha Mihovini) He has responsibility
for the Programme Secs .nn khremnice (Ms Rodhova) and Bystrica
‘03 hostslny? Jana E-zronva the finance staff (Patr.chk
Dz~ ana t1e management of the building i1n Bratislava Th.s
la-12» respons.oi1l.ty 1r es the f.nancial viability of the

Mm ™

and futurs development This 1s

e gr=os through a number of Sta*f
2 .r Ya.intsznarc=e (U0 Hestel work (4) Kitchen (3) and
;> operat.on (the latter throught the
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sful this year again with 23
ng people and 300 leaders Those
~~¢c refugee ch.ldren 6 leaders {from
urse offered by CVIM for 2 weeks 1in
v pa.d by CVJIM Secretaries from
Qinmoc T 3>~3  Znoymo and Prague attended The
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LOCAL ASSOCIATIONS

There are 25 1local Assocociations, with a total estimated
membership of 3,400 There are also 11 new YMCAs 1n formation

In Czech lands we have a split available of the distribution
of ages
There are 1in total 2,406 members made up as follows

under 15 s &30 34 3%
15-18 s 233 9 7%
16-26 s 281 11 7%
over 26 1062 44 1%

There are no details of 12-15 s, but this split shows a
healthy number of under 25 s at 53 9%

Ziva Rodina alone have 230 families with 1200 members,
therefore almost 800 children Marriage Encounter, Krnov YMCA
have 524 members with 50% of these under 15

CZECH L1ANDS
1) PRAGLE

There are many varied programmes operating at present

The girl scouts may finish soon, but they are not YMCA scouts
The diving club continues to meet but "official” links to YMCA
are low+ key

Other programmes include an after school club for young
people operated by a teacher Jitha Warausova where classes 1in
Art Music and pre school activities are offered There 1is
also a very successful Mothers and Toddlers programme, as well
as a Children s centre which operates two mornings a week with
Petra and two volunteer 1leaders Under Thomas Strunc,a
programme worhker, a young children s club meets once a week on
Thursdays, and there are 1deas to develop the YMCA 1into a
Children s Centre

ARPIDA now have one worher 2 hours a week 1in the YMCA acting
as an administrator The links with the YMCA are informal
There 1s also the 1dea to offer facilities for handicapped
children in the YMCA provision

Orice a week there 1s an English language class catering for 15
people taught by Frances McCandless the_Irish Volunteer

The Alice Masaryh clinic has the use of 3 rooms for their
programme Again there are no direct links to the YMCA

Ten Sing meets regularly 1in the YMCA and the members embarked
on a cycling tour this summer as a continuation of the
programme Prague 18 one of the two centres for the
development of Ten Sing over the next year with the assistance
of t«o Norwegian Volunteers
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The Information centre has now opened with two staff members
now 1n post The official opening was well attended by the
YMCA, AID and other Czechs including members of the media

It wi1ill eventually be open 5 long days a week for Information
and counselling The office 1s cramped but well fitted, with
telephone, computer, printer, books and ancillary eguipment
Prague has 411 members and 200 club members The 200 are all
under 25 and about 40% of the 411 are also in this age

There have been many changes in the remit of the staff in the
building to enable new programmes to develop

Peter Imlauf, from Ziva Rodina group also workhs for the Prague
YMCA and 1s responsible to the board of Prague for running the
Sports programmes Under him are two sports leaders, Tomas Hag
and Jiri Jisa Another young man Honsa Svoboda, worhs with him
in relation with Ziva Rodina s worh

Petra Otrisalova, the programme Sec for Prague, 1s responsible
for the Information centre and 1ts two staff, the Youth
activities and its staff (Jitka, and Jan Benda) the
secretarial assistance as well as new programmes

2) 7ZIVA RODINA

The full time worker, Petr Imlauf, 1s also assisting Petra
Otrisalova in the development of programmes 1in Prague YMCA
thereby helping to strengthen +the 1links between the two
organisations A fuller report 1s attached as Appendix (1)

3) PRAGLE BRANIK

The small YMCA 1s still meeting, and has drawn some new people
from a neighbouring church Membership 1s around 30 and 1t
functions as a para church Christian organisation meeting as
the young people desire but with no overall plan for programme
development

4) PRAGUE ACADEMIC

This 1s sti1ll meeting, regularly every 2 weehs It
concentrates on lectures and academic and discussion
programmes The membership 1s around 23 but attendance at
meetings tends to be 40 They also publish a magazine on
theology

53 BERAO

There 1s now a board of 7 people, all under 35, who aim to
bu.ld the YMCA 1in a Scouting model around 2 scout troops 1in
the town They have a room in the town at present and an area
Secretary who 1s from the same scout background The YMCA here
has Just produced some statutes for YMCA Scouts which will be
debated soon The level of activities remains small, and there
1s discussion ongoing between the national staff and Brno
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6, CSTFOV AD OHRI

Th.s began with a group of three people working with gyps)
children and offering a summer camp 1n addition There 1s5 a
strong likhelihood that the YMCA will merge with Dbigger group

7) LIBEREC

There are 4 clubs with 30/40 children with an active
membership of 12 There 1s now a building returned to the YMCA
in the town but 1t 1s presently operating as a shop They get
a % of the rental income

6, PRESTICE / MERALIN

There 1s a :1MCA Scout troop operating at present, alongside
cultural programmes, and language courses, all run by
Volunteers

9) KLADAO

They have had several meetings, and the committee are actively
attempting to obtain the building back from the government
One Federal Board member 1s a main driving force of this local
associat.on VWork may begin soon, but 1t 1s happening very
slowly as this member travels extensively 1in her work The
IMCA here .s not officially registered with the Czech YMCA but
18 an associate unit

10, BRRADEC KRRALOVE

There 1s a professional Secretary employed, Ms Hanna Urbanova,
({32years old )} She tends to concentrate on Youth activities
with a sporting and camping thrust

An Esperanto club meets here now as well as a Rockh Group of
4/3 young people from the town There 18 also a choir of 60
«+ho me~t to sing trad.i.onal mus:c, and o0ld church music
There are very few men in the choir

There are also clubs for young people and former campers

There 1s an 1idea to beg:n a Computer club, and the local
Fr.cnds of Israel club now part of YMCA, and who use the
buii1ding would l.ke to 1nv.te a Jewish group to Hradec

We ha.e nos transferrsd $2900 to Hradec to assist 1n the
developmcnt of Camp Craft and Art programmes The 1local
issociat.on ran a camp this year again very successfully

11y 05 a3

Mrs Edita Volfo.a has been able to obtain 6 rooms {(plus a
kitchen and WC) 1n a redevelopment area near the cit) centre
for the Y'CA There 1s an 1dea to pilot a scheme with
d.sadvantaged youth here
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.2 RRAOV

"he 1MCA 1tself has now a Programme Secrestary in post Marcela
Marel., as well as the use of a set of rooms near the centre of
the tovn The rooms include an off.ce Ten Sing room room for
language training and club room

"a &l Nalepa 1s the chair with Josef Dalek the Treasurer
arcela the Secretary and Milos Vyletal the Vice Cnair

There are 25 Volunteer leaders many of snom are alsc members
in the English language classes and Ten sing Activit.es The
fature programme 1deas 1include a Video Tech , Librars
Fitzcentrum, Interpoint and work w.th Motners and Children

Marr.age Encounter Krnov (Manzelssa Sethani) now have 300
adult members and 400 young mempbers/ch.ldren Approximately
0% of these are 1in the range 12-30

They have a part time worker 1in Gita Vyletal, a committee of 6
and organising group of 18, mostly from Moravia

4 full time church worker, Lubos MNagal, 1s the ma.n organiser
of the work together with Gita s husband Milos

Tne future programmes include the following -

Two Women's Weekends over 100 attend.ng
Camp Reunion Weelkend over 400 attending
Two Men s Weekends over 1350 attend.ng

Two Weekhends for Volunteer Leaders 100 attend.ng

Tnese are all considered as train.ng weehends

There were 2 very successful Summer Camps for o.er 200
famil.es organised by Marriage Encounter one of which I
attitendead At this camp there «ere appro-imately 30 vyoung
rolunteers who ran an alternative ch.ldren s programme while
the wsarents were at Seminars Vs 1IMPress1ons  were very
1 ourable at both the content and the log:ist.ics’organisat:on
hich went 1nto the programnme I feel that this YMUCA 1s
do cioping well on the back of tne Marr.age Encountier group
rc see themsel.es as a part of the Y ITA locally

1
)

sere 2 very sdccessful Summer Camps for o.er 200
1l.:es organised by Marriage Encounter, one of which 1
ended 4t this camp there w«ere approxumately 50 3young
unteers who ran an alternatiie ch:ldren s programme while
parents were at Seminars dy  1mpressions were iery
fa ourable at both the content and the log:stics/organisat.on
which w%ent 1nto the programme I feei. that this YMCA 1s
developing well on the bach of the VMarriage Encounter group
Lo see themselves as a part of the 1MCA locally
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13) PaRDULBICE

The YMCA 1n this town just South of Hradec was formed just
recently with a small group of people close to the Czech
Brethren Church There 1s a choir of 60 young people, from all
over the region around the town Woodcraft and Scouting are
carried on here Th.s 1YMCA, 1like that 1in &kladno 1s not
registered and 1s 1in effect an associate

14) CERANILOV

4 second new IMCA has been started in this small town, by a
pastor on the Free church tradition, Josef Bartosek, who 1s
now a part t.me reg.onal secretary He attended leadership
tra:ning 1n Lakeside 1n 199! and so was introduced to the YMCA
for the first time

¢ has a church room and does some activities 1n sports and
games %with young people, as well as Bible studies He has
taken groups of young people to the Netherlands as well as
France There 1s a very ewciting canoe project here

The second area volleyball competition 1s to be held over
Christmas and organised by the local association

15) CESnE BLDEJOVICE

This YMCA has jJust registered, based around the ARPIDA
residential centre 1in the town Activities are at the early
stages The centre caters for 40/80 disabled young people,
both residentially and tor weekends It 1s 1n course of
erection, still, and one 1dea 1s to build a Leadership
Train.ng block, for use by ARPIDA and the MCA The prime
mover of the ©project has had 20 years experience of
establishing support vi1llages in CSFR

They w11l offer a major Seminar on disabled workh 1in 1993 for
all European Y!NCAs

16, LPICE

There 1s a +‘olunteer YMCA 1n lpice, a small town near
Cern.lon The Leader 1s the local Pastor who has succeeded 1in
gathering about 50 young people around him for programmes

He has established Diacony a service agency for the church
wh.ch assists 1in gathering money, goods and other help for
third world projects .. -

At present he offers Camp and Sports activities seiveral
concerts for (YMCA but he has qualified people to offer
potter. and ceramics classes

17) SIRITEZ

This 1s a new YMCA i1n Mora.i1a which to date has operated some
camping programmes 1includ.:ng work with mentally handicapped
children
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Tnere are the beginnings of new 1 1!Tas at the fo.low.ng ..
placss -

Nymburk, Olomoc, Domaz..c= Letohrad Jayornics

Tru-nov, Hraboiva, Litomerice 51 na” laoem Hus.inec and
~ , Bor

Thwe—e are YMCAs as follows -
1, BPATISILAVA

Tne s.tuation in Bratislaia has n»- chang=d .n that 1t 13
st.:. 1o longer hknown whether or »ot the bpuliding wiil Dbe
re-Jdrned to the IMCA The progranre secretarv has left
Programmes continue to operate tnougn mostly bui:.ding basea
Tne Baseball, Volleyball and Swvo—:3 Prog—ammes seem 1ev.
healthy 1in numbers An Acrobatic sh.ing team also tra.n 1n the
bua.iding There 1s a Parents and ch.ldrens meet.ug t..ice a
wesr derobics classes and Ch:ldrexs wm:s5sS.0nN once a wee'
Mus.cal school each evening for 30 young music.ans Tne YIZA
here has the use of Pazel Kucevakh who 1s doing h s m.litary
ser i1ce 1in the YVMCA He appears to be a Computer espert

Otner act.vities 1include Bible studies, sports scouts
language classes and other club act.iv.ties Tne gwvm has now
b.zn repaired allowing use of the fa~.1.t.e% again
Tiuere 18 full use of all the rooms at the 1MCA s d.sposal and
c’ubs appear to meet very regular’. 1nc dd'ng a once weeh'y
v~ +3 club, with open programme
T1ae building 1s well used during tne day as wel, with Gypsy
¢ . 11ren and young peorle calling .- 1» a drov 1ir fashion
~& was a seminar for those wor ..z v ** deaf chiadren a 1
o] Siovakia, 1n the Spring rur ov the YUTA and zttended by
> e~ 30 deiegates, 1including 6 Dca® -~n..:adr>n Th-v¢ 1s a.sc a
\S

m (v

28 Operat.ng at present, wh -+ S VS U g e 3 L3T .Tig 1o a
s~~up of young people

PR} action seems to have b-~e= <= _- 4 gzra to Lne
s_2 .ng up of the Information Po T wm~3: fus T tne prese .t
u-~zr%ainty over the building and tne ne=d1 to ra.se moned
t' »ugh lett.ings I m not sure tn.t 2 rocms arc a ail.ab.o
f51 (dse at present
A Ten Sing group 18 already starten hers  and scme enuipment

has besan procured 1includ.ing an orgz: from Switrzerland

T o sva2 are two Norseg.an YMCA V¢ ur-=zers bzsz2d at Bratis.ia a
for aork development 1n Slovak a Tz=n S ng MNorway are also due
o ~~ne to Brat.slava in Febraa~.

T <« programme Secretary has just == h & pes.:t on wh.cl bzs
b~en ad.ertised, and until filled th= role .s being assumed by
a ~ung man sho s doing his m. :t:r Se™ &= a'itéerna*ile In
s 1A

v o=
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2) BaM\Sra BiSTRICA

There 1s now a member of staff in post, Jan Kostelny The YMCA
are presently without a room and able to carry out minor
programmes SAPHIR has given financial support to develop some
programmes

3) MNITRA

At \itra tnere was a Sports club, whose leader had family
connections %with the YMCA 1in previous times At present there
1s little contact with the Slovak Council, and all that 1is
known 1s that about 20 people meet in the town, to do Sport
together and some other outdoor activities

43 NITRA (ANEW BRANCHY

This small new YMCA 1s led by Mrs Hudecova, and meets 1n a
local house The people are all from a medical background, and
enthusiastic for the IMCA

5) RREYM.ICA

The YMCA has been successful 1n obtaining the contract to
teach Pre school Gypsy ch.ildren, and other problem ch.ldren’
in a beaut.ful purpose built building which the government has
given for a second year w.ithout rent There are 2 teachers
pa.d by he goivernment and both considered YMCA There 1s the
possibility for a third member of staff

In all there are 15 children, who attend from 7 00 to 16 0O
each dsay

As well as this, the loca. YMCA are still operating, (not in
this bu.lding'') and hold:ng similar activities as before
There was an Interpoint at h-emnice this year

There 1s an Irish Y'CA person Stephen Graham, employed at the
local school for 1 year and we hope he will help to develop
the YMCA work here

6) BASTFE
This new Y'MCA 15 1in East

S
Viado hoval There 18 no r
ch.idren are at an ear.y s-a

ovakhia, and has as 1ts Chairman,
om to meet and activities with
¢ They 1nclude singing and music

o)
&

7, CADCA v

4 third new YMCA 1n Northern Slovakia this group operates a
musical programme for y~ung people Again there 1s no room to
use regu.arly

The chairman 1is Jan Oshoba
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Ta.s forth new Slovak IMTA 1s 1in tne West and wzs begun by
Gacr.ella Dobrovotssa a girl who a3 bee~ at ieadersnip
tra.n.ng 1n Lakes.de Sne has three or fou~ other ‘'o.un~s:Irs
%.-h her and activ.ties are at an ea~ . sitagc:

S8 S _IDM\In

it
L

+H]
-
14
N
(]
-
n
-
=]
@]
-3
-
b
v

T..s .s small ne. YICA in East S.ova .

SAPH'R Instiatives

Al-ogsther there are 12 projects &.t., a piige- 1.ne of $7C 650
At 1/11/92 we had ad.anced 74% of the budge:x

310 Ten Sing

The two stages to date have beer budgeted at $.6,C030

a*tendance at Seminars $.300 }

equ.pment 52000 Tota. S T CCO

The cost of seminar $1300 }

Ten Sing vis.t 1in March $5CGC }
h+»no. musical equ.pment $2000 } Tmta. $.1 3CC

-+cv for P A etc $4C3C
There are about 12 young people in e, ed 17 h-mc. at present
b - tn.s number w.ll 1increase sign ‘.z23i7: s~0or as *herz 15 a
pi™t time secretary 1in pest and hrno. 31s a so i1molved .n the
l1..g2 Ten Sing in.tiat:ve Ten S.ing o~ 3
T -~ £.v3t concert haag an attendan~~ n° ™ o3t S

T .2 are Ten Sing grouv»s iin bei- Frzgus 2+ pscp.2, and
B .-.s5 ava (10-.2 people, and no T ~r~ 3ve t o long term
vo.urzeers form N\or.ay .n each srza- "o TO ass.st 1n the
a =si10pment of Ten Sing partly funded ung-= Sabal-

3y <=+ S,ng Semina~ was heid 1n 51 ~' a4 Tt 3 w2z 5 agc .th
c~~s d=rabie success 1n both numbers (S0 &aun 1nt-—rest
Tne “.irst concert for the ~3g.e grcupP toor placc tn.s
w22t -rd 1in Praha 10 a.th mi.ed suc~:cs33 bt~ a ~~, DPO3.*.ve
r.a~z.0n from both tne audience ard T1iC yIIE Pelp ¢

Pc.nte for develooqpent

Su= . committiees ha.e besn formed anl (ntcrhawr lsadecrstiar
d- ='nping well Fguipment 1s bu..ding up
fine ng as well as government funa.ng and thec E 3
& g-oups nase 1dentifizd trair.ng of leaders as a pr.o~.ty
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102 Information Points

9]}

$27C000 was agreed as follows -

Volunteer ewpenses $ 3000
Equipment etc $ 8300
Training of staff/volunteers $ 1300
Running costs $ 4000
Rent of rooms $ 2000
Salaries and taxes $ 8000

The Prague centre has opened on 24th September and 1is

equipped with a computer, printer, fax card, books etc as
well as a full time employee We estimate 1000 youth will be
reached 1in the first year

In § weeks 270 have visited the centre

The Bratislava centre 1is not yet ready due to difficulties
with the building

I have attached a list of the current resources available

Points for development

I have spent a lot of time 1involied 1in discussions on this
project There 1s now a revised priority list drawn up for
both units which 1s attached by way of an appendix to this
report (2)

The main need 1s for the training of volunteers 1in the Prague
unit to enable the centre to open at nights and at the
weekends as well as fully develop the "counselling element

A correct choice for the centre director will be crucial here

In Bratislava 1t 1s still at the drawing board Frances the
Irish Volunteer 1s going to Bratislava 1in early January to

ass.st 1n the setting up of the centre as a room has now been
allocat *''!

103 Rrnoy local

th

$8800 was agreed for this project as follows -
$3000 salary of youth worker
S1500 payment for lecturers etc
34000 to Marr.age encounter s work
S 300 English language classes

Tne youth worher Marcela Marehova, 1s now employed on a part
time bas.s and she 1s beginning with sQme new initiatives for
the coming session Engl.sh classes drew 15 young people

idded to the Ten Sing group I would estimate that the krno:
Assoc.ati10on has an impact on 50 young people

Vav~.age encounter ran two large camps this summer attracting
220 famislies a1ncluding 400 ch.ldren The young volunteer
leaders numbered over 60' This 1s a total of over 700 for our
in.estment of $3000'
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o nte for development
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.06 1 £ 2 Swedish Games

$2400 was agreed

to transport volunteers and professionals to Sweden to the
YMCA games In the end 6 staff went The event proved to be
very successful and most of these leaders took an actiie role
in the summer camps The money will be invoiced internally

Points for develooment

Of all the projects, I find this one the hardest to determine

A11 concerned enjoyed the experience and felt that they both
garve as well as received in Sweden It also further developed
the Nord.c ties for the future ( the Danish High School and
the “N\orseg.an Ten Sing Contacts being well established
already)

In guantifiable terms 1t was not a low cost per capita, but
offered the Hungarian movement a considerable challenge to
organise as well as creating a further Trans national
experience for all SAPHIR countries

3107 Hradec Kralove local

ho)
e allocated some of the money, $1500 for camp equipment
The remainder 1s to develop the music and craft work in
Hradec, which presently attracts about 20 young people

hradec ran a very successful summer camp for 40 young people
with 13 staff

Points for development

As I have not been to Hradec since the purchase of the
equipment 1t 1s difficult to assess I am told that +the
rrogrammes are piching up again after the problems of the
building This weekend the YMCA here 1s holding a Skhiing trip

to which some volunteers from Praha are also going The money
has g.ven Hradec a feeling of 1inclusion 1into the SAPHIR
init.at.:ve to which many of the Board had been sitting 1loose

5105/9 Bratislava Sports Programme

$2900 has been agreed

to help assist the continuation of a-?Baseball team and a
Volley ball in Bratislava with an 1mpact on approximately 43
young people 1initially but with projections of over 100 1in the
next few months

Po.nts for development

The ‘oilevball team was 1n Wuppertal at a competition this
weehend &1th 33 young peorple \umbers are building and both
teams and young people continue to grow 1n size and vigour
Again Voiunteer leader tra.ning will, be a priority
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2,.0 Bans'o Bistr.ca

L ade] hol 1
Rent 50 O0O0O0kces
Books, magazines and Cassettes 10,00Q0kcs
Tape recorder 15,000kes
Tents and camp equipment 25 00Q0kcs
TOTAL 100, 000kces
Th.s realises approximate.y $4,000

This w.11 have an 1impact on 50 to 60 young people directly and
over 100 1indirzctly

for v o) t

idga.n tnis money has only recently been given and although
some equipment has been bought, the programmes are at an early
stage but all 1nd.cations are positive In Service training
w1ll be a priority for Jan hostelny, the programme worker
here The V‘olunteer base wi1ill need to be further developed
4.th Volunteer Leader training being taken up

5112 Volunteer for Furope Seminar

£750 was agreed

to send tne Co ordinator for this EAY 1initiative to a planning
deczhend 1n the Netherlands

The budget 1.ne was to 1nclude air fare, per diem and
accommodation

This w111 be a centra. programme 1in the development of
International ‘olunteers throughout Europe At present there
are ts.o0 Irish V‘olunteers and 4 ANorwegian Volunteers in CSFR
and two0 Students from the US who are also assisting 1n
Frogrammes

+ £ velopne
is .- was Michael Soursh who attended 1t could not be sz.d
that 1t was good for intarnat.onal exposure of staff'!
The main benefit was that Michael was there as the chosen co

ord nator for this 1nitiative in the Czech republic Slovalia
had 2 Interpo.nts 1n 1992 w.th none 1n Czech lands There are
three ‘oluniteers from Europe and two -from the LS5 1n Czech
lands an 1T 18 a2 magnct for such young people with 2C 000
LS ¢c.t12ens worhing .n Prague alone!

So t'is .s an exceli2nt opportunity for Michael to establish
persona: EAY contacts far tne further development for this
1n:T ati e is ioiunteer tra.ning 1s an essential element of
th.s programme 1t will aiso assist the Czech Y develop their
1dcas i Thi1is arsa as ‘e.1 as share them
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OVCR " OF DE.ELOPMENT

The fois.owing are my subyective comments on the mid term point
of SAPKIR 1in CSFR

1 The deve.opment of the IMCA 1n CSFR has been influenced by
the apvointment of a number of key Professional Secretaries
wh¢e ha.e the +v:sio0n esperience and energy to makhe the
programmes of the YMCA 1impact on the real needs of resal
pecp.e The National Staff of the previous CSFR YMCA who ha:e
been working out of the Prague building w.ll become the
National staff of the MCA 1n the Czech Republic The
remain.ng MNational staff, Jana Brchova, Milan Straka and the
staff in Bratislava YMCa «11. effectively become the new staff
of the Slovak YMCA

It 1s my opinion that because of the number, e.perience
International contacts and exposure of the Czech Staff,
coupled w.th the political and economic differences between
the two republics, that the Czech side of the work has
de.eloped more quickly than that in Slovakia

2) The programmes have been 1locally generated and reguired
local leadership both through volunteers as well as
profess.onals The only outside assistance apart from SAPHIR
money has been the 1nterchange of International volunteers
and the participation of many people at International 3IMCA
events The focus of programmes will now be made more sharp 1in
the Czech republic with the adient of the mission statement
and programme priorities attached

3) Programmes such as Ten Sing, although "imported have
succeeded .n creating a 10t of 1nterest among young people at
a very little per capita cost and so are eminently suitable
for further development

d4) There wi1ll continue to be the need to recruit and train a
core of Volunteers to cont.nué to develop the programmes 1.,
local units Signif.cance should be attached to the fact thaz
volunteer.ng 1s not part of the recent culture of East ard
Centra. Europe, and so we arc often facing a Pre-~ Evangeiism
stage in this region of dzve:iopment

S5) There 13 the 1incress ng need to assist the Bratisla.a YVMCA
deal with the weight of a huge building for which they are
responsible as managers This need to organise the buiiding
economy has diverted s.gnif.cant energy from programmes in my
Op1M10n i have made a prorosat 1n another place to help in
this area -

6) There 1s the need toc assist the Slovak YMCA come to terms
with the new situation and to assist them in the developmen:
of a nat.onal Infrastructurs which will be able to lobby
goverament and other ag=snci=s for ongoing support for the
costs of the operat.on as weil as offering a base for
programme development A major contribution 1in this field
wC .18 oe the draw:.ng up of a mission statement

73 There 1s the need for some sort of post SAPHIR Init.at.ve
particularly in Slovakia
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Appendix 7

LONG-TERM PLANS 1993-1995

INFRASTRUCTURE (properties and staff)

legal return of all Y properties (buldings camps)

infrastructural stabihization of all Y local associations

working out of financal and programme policy - on the basis of real
mnfrastructure - in all Y local associations

paid staff in all Y local associations

stabihization of orgamizational structure of the National Office

STRUCTURES

estabbshing of 2 new local assomations (Poznan  Bialystok village
branch - 7)

astablishing and stabilization of 9 Working Commssions of the
National Council (5 mentioned before + Leadership & Staff Traming,
Work for Unemployed, Education & Culture, Human Rights & Ecology)
astabbishing and stabilization of adeguate Commussions on the local
evel

astabhshing of YMCA Publishing House

PUBLICATIONS

4Januals of the Polish YMCA (stabilization of the issue)

' journals of the Pohsh YMCA: ecumemical (in co—operahon with Polish
cumenical Council) and children & youth studies (in co-operation with
lentre for Youth Studies of the Umversity of Warsaw)

levelopment of propaganda materials (new forms)

INSTITUTIONAL COLLABORATION

evelopment and stabilization of the co-operation with

academcal centres (Umversity of Warsaw, Unversity of Lodz,
Academy of Physical Culture in Wroclaw, Higher School of Education
in Olsztyn),

state's adminustraton (mumstries and kuratoria),

local admimistration,

churches (especally Roman Catholic Church),

NGOs (ke Committee for Protechon of Children's Rights, Socety
Young People for Young People),

youth orgamizations (scouts movement, rehqiuos orgaruzabons)

PROGRAMME

orking out the "programme mummum" for all Y local as tions
abihzation (places, time, programme i1nternahtional eve ) of

mer programmes

-ogramme co-operation of the Polish Y with national Y assocations in
rmer USSR

FINANCES

wards full self-financing of the association - on the basis of \

le infrastructure

tabhsment annual, regular fund-raising campaign (special events in
‘cember) 113 \



DRAFT 11/92

DEVELOPMENT OF THE PCOLISH YMCA

ONE-YEAR PLAN 463

I INFRASTRUCTURE (properties and staff)

* legal return of the bulding in Warsaw Konopnickie] 6

preparation of the building (renting policy equpment finances
staff, etc )

"opening" of the bwlding for programmes 1/09/1993

legal return of the bwlding in Lodz, Momuszk 4a

preparation of the camp PILICA (equipment, 2 full time staff, etc )
"opening® of the camp for programmes 1/06/1993, summer action in camp
more efforts for covering other Y properties

programme directors in 10 branches, full time 1n 5 branches (Gdyma,
Krakow, Lodz, Warszawa and one without buflding)

full Hme directors in 4 branches (Gdynia, Krakow, Lodz, Warszawa)
part! time programme ‘assistant in National Office (summer programmes,
wvisits of groups and individuals)

~-

* % % x o o *

*> *

O. STRUCTURES

* new consttution of the Polish Y

* start of the work of the "Polish YMCA Friends Foundation"

* establisment of 5 Working Commssions of the Natonal Councu
Camping, Sport & Recreaton, International Relationships Finances &
Fundraising, Publicattons & Public Relation

* in 10 branches establishment of 2 Working Commssions of the

Boards* Programme, Finances & Fundraising

ITI PUBLICATIONS

* WATRA as regular quaterly

* Manuals of the Polish YMCA 4 titles

+ Monography of the Polish YMCA (according to 70th Anmversary of the
Polish YMCA)

* "Cheap Europe Poland" (young people help young people how to spend -
in cheap way with the lot of fun - the time in their owrk,country)

* new propaganda materials (new leaflet information on programmes for
branches, badges T-shirts)

* Book "Polsh YMCA in photos" (7)

IV INSTITUTIONAL COLLABORATION

* development of co-operation with "old" partners (joint programmes)

* formal agreements of co-operation with Ministry of National Education,
Mmistry of National Defence

*+ formal agreement of co-operation (including financal matters) with
Warsaw Office of Mimustry of National Edu(ﬁgon (Kuratornum) -
building Konopnickiej 6



V PROGRAMME

Programme activities in 1992 will focus on

- stabibization of old" and development of new local programmes

- stabilization of the structure of summer programmes (national and
local)

~ development of ecological programmes (imutiative of some Earth Corps
groups)

- development of programmes for kids

-~ development of inter-institutional and multi-dimensional programmes

- work with leaders

A INTERNATIONAL

% particapation of young leaders in different events abroad

a) International Camp Counsellor Programme (USA) - 20 persons,

b) TEMPUS tramming (N. Ireland) - 5 persons,

c) Sport leaders traiming (Germany) - 6 persons,

d) Youth exchange ¥ Lublin Brancha- Centre _Azur UCJG ~
{France) - 20 persons,”  F=- )

e) cother trammings, exchanges and camps: depend on possible
offers from national assoclation,and .EAY .

* internabonal events in Poland

a) International Kids Camp (with counsellors traiming)*=*
b) Internatonal Youth Camp (with counsellors traimng)«*
c) Ecotour *=%

d) Preparatory camp for Earth Corps +*%

e) Earth Corps traiming #%

f) Semunar for young leaders from former USSR

B NATIONAL PROGRAMMES COORDINATED BY NATIONAL OFFICE

a) leadership training - stage II *=*

b) leadership traxming - stage IV *%

c) yournahst training %

d) Job-Club Warsaw *x

e) refugee programme

f) multb-dimensional publication project #*x?
g) education towards tolerance (7)

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

\
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C LOCAL PROGRAMEES

In the most of local association ‘'o0ld' programmes (sport & recreation
tounnst cultural educational discussion groups) shll will be
offered

New programmes

a) local programme development two days conferences (in all branches)
~ 1n co-operation with National Office

b) movie-club (Gdyma) **

c) camp counsellors traiming (Lublin) #*

d) bike pilgrimage to Czestochowa (Czestochowa-Krakow) %

e} small academy of economics (Szczemn) #**

f) art club (Olsztyn) =x

g) leadership traiming camp (Wroclaw) =+

h) leaders club (Warszawa) #*
- in co-operation with National Office

1) kids cultural programme (Warszawa) *+*

D FINANCING of PROGRAMMES
The most of "old" local programmes is self-fiananced. Programmes with %

are supported from SAPHIR, mostly 25% -~ 50% of full budget.-Now from
SAPHIR is~planned:

33 000 USs - for national programmes coordinated by National Office,
16 350 USS - for local programmes

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

The deficit for local programmes - 400 000 z! (650 000 =zl - 250 000 =z1)
mostly will be cover from SAPHIR

Others will by cover from the expected donaton from the Ministry of
National Education as well as from Polhish Y fund-raising campaignes

VI FINANCES

See the budget for 1993
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APPENDIX 8
LIST OF INTERVIEWS OF THE EVALUATION

The actual country visits took place 1n a two week peniod (from January 10 to 22, 1993) It
was a period of extensive interviewing of partners at different levels The following 1s an
overview of the different contacts and mterviews effectuated

CZECH REPUBLIC (January 10 to 12, 1993)

January 10

January 11

January 12

Meeting with Michael Wardlow, Program Executive of the Saphir Program in
charge of Czech and Slovak Republics and Bulgana

Interviews with

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

Darnzel STRADAL, Charrman of the YMCA in KRNOV,

Lubor DRAPEL, Secretary General of the YMCA of the CZECH Republic,
Jozef BARTOSEK, Part Time Secretary of the YMCA of CERNILOV,

Field Visits in Prague YMCA and Prague Information Centre, Interviews with
Petra OTRISALOVA, Program Secretary of Prague YMCA,

Hana GOTTWALDOVA, Staff Member and Frances McCANDLESS, Insh
Volunteer 1n the Youth Information Centre

Contact with Jan PISKO, Project Manager of US A 1D to the Czech Republic
Interviews with

Zdenka SERA, Program Assistant, in charge of International Contacts of the
YMCA of the CZECH Republc,

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

Michael WARDLOW, Program Executive of the Saphir Program,

BULGARIA (January 13 to 18, 1993)

January 13

Freld Visit to PLOVDIV YMCA and Interviews with
Hassen FITCHEV, Program Secretary of the YMCA of PLOVDIV,
Pastor SIMEON, retired pastor of the Congregational Church,

Methodius ANGELOV, Unuversity Lecturer and Board Member of the YMCA
of Plovdrv,
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January 14

January 15

January 16

Meeting with a support group of the YMCA, involving the Secretaries of the
Teachers Centre, the Student Centre, Priests and Pastors from different
Congregations and Private Business,

Meeting with a local group of young people and an open discussion In the
House of Youth, 1n the center of town

Interviews with

Nicolar NICOLOV, Georgi METEV, Krassimur MINCHEV and Radoslav
MINKOV, Program Secretary and Volunteers from GABROVO YMCA,

Jordan KUNCHEV, Andre1 ZACHARIEV, Melina ATANASSOVA, Constantin
ATANASSOF, Christina POPIVANQVA, volunteers in the YMCA of SOFIA,

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

Contact with

Mira STEFANOVA and Bazhil KHOSTOV, Program Support Speciahsts of
USAID for Bulgana

Interviews with
Michael WARDLOW, about the YMCA 1n Bulgana,

Velichko MICHAJLOV and Svetlana MICHAJLOVA on the situation of young
people n Bulgarna

Interviews with
Stephan BOTCHEYV, President of the YMCA of Bulgana,

Latchezar NEMSKI, Office Assistant for the YMCA of SOFIA

POLAND (January, 18 to 20, 1993)

January 18

January 19

Meeting with Johan Vilhelm ELTVIK, Saphir Program Director and Michal
SZYMANCZAK, National Program Drrector of the Polish YMCA,*

Field visit to a Leadership Tramning Course (stage 2, open discussion with 38
participants from 7 local associations m Rynia),

Interviews with

Wiktor LEYK, Secretary General of the Polish YMCA,

Michal SZYMANCZAK, National Program Drrector and his assistant,
Interview with Michal SZYMANCZAK continued

Field Visit to OLSZTYN YMCA (Ecological Program, Ten Sing Group and
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January 20

Sports Group)
Interview with Adam RYCHLIK, Program Director of Olsztyn YMCA
Contact with the Ecological High School and interviews with

Mr BLATSCHAK, Headmaster of the Ecological High School and Mr
MICHALOVIC, YMCA volunteer

Contact with volunteers of the local Ten Sing Group (rehearsal with 25
performers and 100 sympathisants), open discussion with the leader of the
group and the group members

Contact with the leader of the Sports Group and visit to a sports tramning

Contact with the regional newspaper "GAZETA OLSZTYNSKA' about the
Saphir Program and the development of the YMCA, Jerzy USCINOWICZ,

Contact with Elzbieta SAMPLAWSKA, Project Specialist for Poland, US ATD
(US Embassy Warsaw)

Interview with Johan Vilhelm ELTVIK, Program Director Saphur,

HUNGARY (20 to 22 January, 1993)

January 21

January 22

Interview with Janos SZEVERENYI, Secretary General of YMCA Hungary,

Field Visit to BEKESCSABA YMCA, interviews with

Peter BAKAY, social worker, Secretary of Bekescsaba YMCA,

Mihaly SZEVERENY], President of Bekescsaba YMCA,

Janos RIBAR, Evangelical Pastor,

Janos LIPTAK, Program Secretary of the South-East Region mm Hungary
YMCA,

Interviews with Tobias KILL and Detleff GRALLASCH, German long term
volunteers i Budapest YMCA,

Contact with Gabor ERDI, Project Specialist for Hungary, USAID (US
Embassy Budapest),

Interviews with
Rev Zoltan HAJDU, Member of Parliament, President of the Hunganan

YMCA,
Melinda SCHVARCKOPF, Office Assistant of the Hungarian YMCA

The following complementary contacts took place
- Telephone interview with Dolf WEDER, Secretary General of the European Alhance
of the YMCA, on February 5, 1993

Bnief discussions with Gunta KELLE, President of the Latvian YMCA, and Goran

STENFELD, IMC Field Responsible for the YMCA 1n the Baltic countries
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