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1 INTRODUCTION 

Th~s fmal program report for the YMCA Human~tar~an/Development ln~t~at~ves In 
CentralIEastern Europe (known as SAPHIR) IS del~vered at the end of a project 
The program was conducted from March 1, 1991 to September 30, 1994 (two 3 
month no-cost extensons were granted) The total amount of fundmg prov~ded by 
U S A I D was $1,500,000 dur~ng th~s perlod and the YMCA total cost share for the 
program reached $2,699,616 In add~t~on to the result~ng organ~zat~onal and 
program developments wh~ch will be d~scussed In the report, the process ~tself 
proved to be a cons~derable learnmg experience for all partners mvolved Th~s 
partnersh~p process allowed the preex~stmg workmg relat~onsh~p between the 
YMCA of the USA and the European Alllance of YMCAs (EAY) to develop to new 
depths of support and d~mens~ons, someth~ng whch w~ll form the baas for further 
s~m~lar ventures wherem strengths are shared In the service of our common 
goals 

Its format embodles both a "snapshot" of the 5 related YMCAs of East and Central 
Europe (Bulgaria, Czech Republ~c, Hungary, Poland, Slovak~a) at th~s very cruc~al 
t~me of the development as well as an appra~sal of the perceived strengths and 
weaknesses of the nat~onal movements at th~s t~me In add~t~on we have drawn out 
the most s~gn~f~cant areas wherem there are hkely to be the b~ggest poss~b~l~ty of 
threats and opportun~t~es In the foreseeable future 

No report offers a defln~t~ve statement of any s~tuat~on so ~t IS ~mportant that th~s 
report IS read In conjunct~on w~th the m ~ d  term evaluat~on and other quarterly 
progress reports as have been presented over the past 36 months 

2 HISTORICAL OVERVIEW 

As there was always the poss~b~l~ty of any large part~ally externally funded program 
operatmg mdependently from other European YMCA ~n~t~at~ves In the region, the 
Saph~r ln~t~attve was percewed at the outset as an Integral part of the YMCA to 
YMCA support process known as Intermovement Cooperat~on (IMC), a strategy 
wh~ch would prove central to a true, mtegrated and hol~st~c approach to those 
countr~es funded under the ~n~t~at~ve 

Three major categor~es of actw~t~es were ~dent~fled a the beg~nnmg 

1 Program Development and Leadersh~p Tra~nmg 
2 lnst~tut~onal Development 
3 Grant Admmtrat~on and Management 



The flrst category was rntended to form the major thrust for the Saphir lnit~at~ve 
wh~le the second fell to the EAY Under category I, three areas of focus were 
establrshed 

a Environment 
b Commun~ty Development 
c Enterprise Development/Management Tralnlng 

The target group was set as "Youth from the age of 12 to 30, male and female" 

In def~ning the operational approach rntended to be taken, the EAY and the YMCA 
of the USA dec~ded that the following elements were central 

a partlc~patory, process or~ented approach 
an emphas~s on leadership development 
the need for professronal staff 
the need for mstrtut~onal development 

In all the above areas, the need for self drrected development based on a 
partnersh~p model, where the staff were seen as colleagues and not "experts", was 
essent~al It was at th~s stage that the now famous term "Begleitung" or 
accompaniment of supportmg YMCAs entered as an operatrng method 

The Saph~r Documentation of July 1991 lays down the "SIX Strategrc steps for 
Grant year 1 " (page 10) 

2 2 SIX Stratee~c Steps for Grant Year 1 

Strategy ~ncluding staff completed by 1 September 1991 
Early country vis~ts and Needs Assessment by 31 October 1991 
F~rst leadership development actlvit~es November/December 1991 
Program lnst~tute (then referred to as a market) November/December 1991 
Decis~ons by countrres on program areas by end of 1991 
New activrtres beginning by early 1992 

The real~ty and real needs drscussed at these early meetmgs was soon to be 
tested as the early months of Saph~r opened w~th an mtenswe needs assessment 
bemg undertaken In Hungary, Poland and CSFR Bulgaria was soon to follow 

These papers conf~rm the dec~srons taken at the earher meetrngs In stating that 
each country is totally Independent and needs to be taken separately for the 
purposes of YMCA development 



The follow~ng crltcal assumpt~ons form the bas~s of the Needs Assessment, and 
underp~n the Saph~r ln~t~at~ve as a whole 

2 3 1  The YMCAs of East-Central Europe, wh~le havlng much In 
common In terms of h~story, culture, problems and strengths, 
also have many areas of differences They are sufflclently 
dwergent enough for Saph~r to treat each country as an 
~nd~v~dual area In its own right, as far as responses to needs 
and strategies are concerned 

The YMCAs In these countr~es cannot become the "subjects 
of someone else's h~story" but must have the control of the~r 
own futures, w~thin which Saph~r IS seen as an a ~ d  to 
development As such it w~ll be Important to mvolve fully the 
Nat~onal Counclls of each country In the ongoing Saphr 
process 

The development of a strong youth servlce IS an aim common 
to all YMCAs w~th~n the Saph~r countries The YMCA has an 
important role to play In the re-establ~shment of the youth 
service, as an organ~zat~on strategrcally placed wlthm the 
contlnulty of what had been before the commun~st era, and 
what has begun since 1989 

The non-denominational stand, and the non party-pol~t~cal 
approach of the YMCA pulls support from all sect~ons of the 
communltles of East Central Europe The worldw~de 
fellowsh~p of the movement offers a correctwe to a totally 
European solut~on to the problems, as ~t helps to place them 
in a global context, wrthm a network of partnersh~p and 
support 

It w~ll be Important to maintain thls global world vlew w~ th~n  
Saph~r, but at the same t~me mamtaln~ng the mtegrlty and 
respondmg to the wlshes, needs and culture of the YMCAs of 
East-Central Europe Po~nt 2 3 2 above IS cruc~al In thls 
regard 

As a program ~n~t~at~ve, Saphlr must be both pro-active and 
reactwe Pro-act~vely, Saphr must contmue to assess and 
evaluate the needs of each country as t~me goes on, and 
continue to monltor the effectiveness of intervent~ons under 



the in~t~at~ve For this to happen, performance mdcators and 
other approprrate methods of measuring the effect~veness of 
such ~nterventrons must be drawn up as a base against which 
the program's efficacy may be measured 

React~vely, Saphir must l~sten and respond to the ongoing 
changes and development needs In each country, and not be 
so "set in stone" to be Incapable of flex~b~lity withm the 
program ethos and parameters 

As such, then, ~t can be seen how thls needs analys~s reflects 
a "snap shot" of the needs at th~s po~nt In t~me, albe~t ~ncludlng 
projections of areas of need which it IS thought w~ll cont~nue 
to present themselves for the foreseeable future 

Saph~r has always been promoted as one response to asslst 
the development needs of the YMCAs of East-Central Europe 

As the needs analysls progressed, th~s aspect has become 
increasingly important 

Programs In the YMCA are plent~ful, but many need a strong 
establ~shed mfrastructure to form the base for the susta~nmg 
of these inlt~at~ves once established Saphlr is not just about 
ident~fy~ng programs to meet needs, but it IS about attemptmg 
to be sensltwe to the present support systems In place in 
each country to sustaln mterventions once made It IS no use 
~dent~fy~ng programs wh~ch are "people ~ntenslve" where no 
people ex~st, or promotmg programs wh~ch w~ll mvolve a large 
amount of ongoing f~nance to be effective where the fmanc~al 
futures are uncerta~n at present The needs assessment 
reflects th~s ideal 

Appropr~ate commun~cat~on w~ll contmue to be of paramount 
Importance to the effectiveness of the Inlt~atlve, with~n wh~ch 
all partners mvolved In the renewal of the YMCAs In these 
countries are workmg in harmony, and w~thin an overall 
mission statement and strategic plan, w~th ~dent~flable 
objectives 

There will contmue to be a "f~eld" role for the Saph~r staff, as 
the programs develop Th~s role wdl ~nclude the ongoing 
mon~tormg of the effect~veness of Saph~r interventrons, as well 
as takmg up the ongoing assessment of needs and 
suggestions for responses ( ~ n  full consultat~on with the 
Nat~onal Counc~ls concerned) as the YMCAs contlnue to 
develop 



The needs assessment was always seen as a "photograph" 
only, reflecting the situation of each country at the t~me of the 
visits As such the concept of needs assessment was to be 
ongoing and to form the basis for all further development 
Such development was to be country specific, needs related 
and focused on long term sustainability 

3 DEVELOPMENTS 

3 1 The Proqram lnst~tute 

In the "Document of Understanding" between EAY and the YMCA of the 
USA, the strategy for the implementation of the Saphir Program lnitlative IS 

outlined as follows in attachment A 

Program development and leadership training for youth is the primary 
programmatic focus for the YMCAs of Eastern and Central Europe The 
development of programs will begin with a Program lnstitute This lnstitute 
will meet several times annually to increase the local YMCAs' knowledge 
and understanding of potential programs and their successes in other 
YMCAs around the world The first program will be conducted by the 
YMCA of the USA and will target all YMCAs in the region with special 
attention to the stronger YMCAs who can begin implementing the programs 
immed~ately The following program Institutes will be hosted by the Eastern 
and Central European YMCAs to share and teach weaker YMCAs In the 
region 

Program concepts emanating from the lnstitute are of three categories 
including 

a) Community Development 
b) Environment 
c) Management Skills Training 

A participatory, process oriented approach was strongly recommended, and 
a proper period of needs assessment in all countries was set up as a 
condition for the preparation for such a Program lnstitute 

The Program lnstitute was held on March 3-9, 1992 in T~szado, Hungary All 
the Central and Eastern European YMCAs were integrated in the planning 
process, the needs assessment was documented and could be a 
foundation for the planning process, and a two-days training course for the 
partlclpating instructors at the lnstitute was integrated into the program 



Ninety-two (92) participants from the cooperating countries of Central and 
Eastern Europe (CSFR 19, Hungary 24, Romania 11, Poland 20, Bulgaria 
17, 6 youth technical assistants from Hungary) participated in intensive day- 
long training sesslons in 15 YMCA program areas wh~ch were led by an 
international YMCA leadership team composed of 34 experienced YMCA 
program professionals (6 females and 28 males) from around the world 
This international representat~on included USA (8), Norway (4), Switzerland 
(3), Ireland (3), Canada (3), Germany (2), Netherlands (2), England (2), and 
one representative from Colombia, Malaysia, East Jerusalem, Philippines, 
Greece, Japan, and Togo Therefore, the tramer participant ratio was 
approximately 1 3 

It is important to note that each of these professionals volunteered the~r time 
and expertise to this event The approximate value of YMCA professional 
time alone (if valued at US Dollar 200 a day) comes close to matching the 
total cost of the event Originally a total number of 100-1 10 persons was 
expected, and at the height of the conference there were as many as 150 
participants, mcluding visitors from local and national government, US A 1 D 
and others 

The impact of the Program Institute on the general development of these 
YMCAs exceeded that of program development alone, thus the results went 
far beyond expectat~on The pr~nciple outcomes included 

ldent~ty Buildina It was a strong experience of bringing one's own 
newly established YMCA into a multi-national and multi-cultural 
context where both impulses from the outside and reactions from the 
inside strengthened a process of ~dent~ty building 

Motivation The feeling of returning to the international YMCA family 
was strongly felt The older participants, bearers of tradition, talked 
about the h~stor~c moment Among the younger participants a strong 
sense of mspiration was felt by being a part of a committed and 
worldwide movement 

lnternat~onal D~mension The institute gave a strong international 
dimension to the reemerging YMCAs These new YMCAs were 
exposed to an international dimension and profile, much more in- 
depth than many of the other European YMCAs 

Proaram Development A number of programs were initiated as a 
result of the ~nst~tute, especially environmental, open door (drop-in 
centers), and community development programs But the number of 
these programs were actually fewer than expected The basic 



thmkmg, methodologies and techniques, and ways of communication 
etc were more ~mportant to the participants than just the program 
content In the long-term perspective the impact on program 
development will be seen -- especially in the area of international 
programming 

Reaional Networkina At all levels, from nat~onal leaders to young 
program volunteers, there was a strong interaction and sense of 
common concerns and fellowship This has become an ongoing part 
of further development in the region 

In essence, the principle benefit of the institute was to help "legitim~ze" these 
reemerging YMCAs, in both the national and international context, and to 
provide the tools (program concepts, techniques, contacts, and motivational 
support) to enhance the development process These important elements 
were mtegrated into the In-Service Training Program, the general 
accompaniment, the international dimension, the internal network, and the 
exchanges of experiences and ideas which took place subsequently to the 
institute A second institute was discussed and would have been positive, 
but was not of decisive importance To impart the above through the 
implementation of the ongoing program was deemed to be a more 
~mportant use of ava~lable funds 

Proaram Development 

Followmg the Tiszadob conference came an intensive period of "Begleitung" 
on all levels of these YMCAs to ident~fy programs which would serve the 
goals of the YMCAs In the different countries 

Already from the per~od of needs assessment ~t was clear to the field staff 
that none of these countries wanted to be treated as parts of a 
CentrallEastern European block The need they expressed was to be 
integrated into the broader context of Europe as independent countries and 
mdependent YMCAs 

The ~dea that some of the so called stronger YMCAs would host Program 
Institutes for some of the weaker YMCAs was seen as imposs~ble The 
history of the YMCA, the national culture and the relationships to churches 
were all so different from country to country that such a block approach 
would have been regarded as a provocation More and more it became 
clear that the money would be better spent on local program development 
and then on national/trans-national trainmg-schemes, rather than a series 
of new Program lnst~tutes 



Through Begleitung of the freld staff the program development projects on 
all levels were combined with different elements of leadershrp trainrng It 
became clear in the rnitial months of the project that the frnancial and 
organrzational rnfrastructures of the YMCA National Councils rn Central and 
Eastern Europe displayed varying degrees of strength and accountabilrty 
The learning process of proposal writing, budgeting, income-generation and 
monrtoring and evaluation was therefore essential 

Throughout the period of the Saphir lnitiatrve a total of 256 different program 
projects were rmplemented, reaching thousands of young people all over 
the region 

Operat~onal Challenaes 

3 3 1 External Factors 

A varrety of foreseen and unforeseen factors slowed down the 
process of development into self sufficient, independent YMCA 
movements 

The socral and political changes in all these countries have been and 
strll are of a dramatic character The high expectations of the 
populations were met by a radrcal decrease In living conditions and 
political and social stability 

Legrslation regardrng tax exempt status for NGOs, national 
governments' pol~cres towards youth movements and local 
governments' priorities in the same field gave no relevant answer to 
the critrcal needs of the reemerging movements The basic criteria 
for general fund rasing as we know them from the Western parts of 
Europe, were non-existing 

The whole idea of volunteerism had been suppressed for 
generations, and the time needed to recover from thrs suppressron 
has been enormously underestrmated from the Western srde 

Lack of trained volunteers and professionals was early seen as the 
prime problem to be addressed In the reemerging YMCAs 

On the politrcal arena CSFR split into two independent Republics 
The impact on the YMCA development In these countries should not 
be underestimated Most of the energy and resources were for a 
long time consumed by this process of splitting up and then 
reestablish independent movements 



3 3 2 Internal Factors 

The so called "5+2 Initiative" (a staff training scheme) organized by 
the EAY was delivering leadership training in CSFR, Hungary and 
Romania The "5+2 Initiative" was in the process of planning for an 
"In Service Training Scheme" for professionals from the whole region 
when the project was closed As a result, there was an obvious 
need for leadership training at all levels that was not currently being 
met in a sufficient way This put significant pressure on the Saphir 
field staff to deliver assistance in this field 

The EAY-"F~eld Group-system" in many ways worked well, and there 
were no conflicts or tension between this approach and the Saphir 
approach However, the wish to establish strong local-to-local 
contacts between YMCAs In Western and Eastern Europe was not 
always easily facilitated through the Field Group-system (since this 
system focuses on national level coordination), and this fact meant 
and still means a serious set-back for the development of self 
sufficient YMCA movements in Central and Eastern Europe 

3 4 Volunteer leadershq Tra~nmg 

In the first phase of Saphir it was not clear if the so called not-program- 
related volunteer training would be able to be funded under the grant 
program Again the flexibility of the cooperation made it possible to shift 
direction so that also general volunteer training could be supported 

From the very beginning the reemerging YMCAs had Initiated leadersh~p 
trainmg activities, and from the early 1992 these initiatives were 
strengthened and elaborated through Saphir funds and a growing number 
of volunteer leaders were trained The appendix on leadership training will 
show the actual in~tiatives being run in this field all over the region 

3 5 In-Serv~ce Tramna and Tramma of Tramers 

From the very beginnmg of the Saphir Project staff training was an integral 
element of the Begleitung concept On a one-to-one basis exchange of 
experience and in-depth-analysis of local and national challenges were on- 
going processes Closing the "5+2 Initiatwe" added a serious challenge to 
the work load of the Saphir field staff A formalized, structured scheme for 
training of professionals had to be developed and actual training to be 
delivered The Saphir field staff argued that this additional burden would 
take too much time away from the ongoing Begleitung, but since there were 
no other resources to meet with this important need, the new responsib~lity 



was accepted In early 1993 the proposed concept of In-Servce Tra~ning 
and Trainlng of Tralners were accepted by the formal bodies of the EAY and 
actual tra~n~ng ~mplemented both on nat~onal and lnternat~onal level The 
outlme of these tra~nrng schemes are given In the append~x 

Staff Deplovment 

The need for a flex~ble approach was accepted from the beg~nn~ng 
Therefore a natural shift of drect~on can be observed from about the m~d- 
term pomt of the project Up t~ll then most of the Saphlr staff t~me was 
mvested In general Begleitung and assstance In program development on 
all levels of the movements From early 1993 more t~me was mvested In 
planning and ~mplementlng of reg~onal schemes and nat~onal tra~ning 
ln~tratlves w~th the arm to provide the nat~onal YMCAs w~th tramed 
profess~onals and a pool of tramers to take respons~bility for ther own 
nat~onal tra~nlng schemes as soon as poss~ble 

The need for staff meetmgs and coordmat~on of activ~t~es and inlt~at~ves was 
early underlined and IS also one of the dec~sive factors ment~oned In the 
Mid-Term Evaluat~on Such staff meet~ngs have nearly always been 
organized in one of the flve countr~es participating In Saphr and combined 
w~th other events 



4 COUNTRY ORGANIZATIONAL PROFILES 

Financial/Human Resource Inputs 

The three year grant award from A I D totaled $1,500,000 which supported new 
YMCA development in Bulgaria, the Czech Republic, Hungary, Poland and 
Slovakia In addition to A I D support the YMCA cost share portion totaled 
$2,699,616 In terms of resource drstribution of direct A I D program support funds 
(program and training funds excluding administration and indirect cost) to the 
participating countries, the figures are as follows Bulgarla $158,288 (20%), Czech 
Republic $92,061 (1 1 7%), Hungary$207,223 (26 3%), Poland $204,930 (26%), and 
Slovakia $125,030 (16%) This total of direct program and tralning expenditures 
from A I D sources of $787,533 resulted in 22,295 program beneficiaries and 
ylelded a cost per beneficiary for the five countries of $35 3 

In addltlon to the direct financial contribution of grant funds and other YMCA 
resources, the developmentment and utilrzation of volunteer leadership represented 
both a significant organizational contrlbutlon as well as an organizational savings 
A brief assessment of such inputs is discussed below In this assessment the local 
monthly salary amounts are estimated to range from $150-$175 per month In the 
region with $160 selected for ease of calculation and full-time employment is 
estrmated at 160 hours per month 

Poland - The 200 volunteers provided 3,200 volunteer hours per month which 
represents a monthly ~nvestment/savings of $3,200 With this cadre of volunteers 
approximately 20 professionals would be needed to carry out the work 

Hunaary - The approximately 200 volunteers in Hungary would yeild similar 
investment/savings as stated above for Poland 

Bulaaria - An estimate of 95 active volunteers contributed 960 volunteers hours per 
month producing a monthly investment/savings of $960 Without the contributions 
of volunteers approximately 6 profess~onals would need to be employed to carry 
out the same work 

Slovakia - The 80 active volunteers offered a total of 1,040 volunteers hours per 
month representing a monthly human resource ~nvestment/savings of $1,040 This 
translates Into the work of 6 5 professionals 

Czech Republic - The 200 board and program volunteers contributed 2,000 
volunteer hours per month yerldlng an ~nvestment/savings of $2,000 per month in 
human resource costs This represents the work of 12 5 profess~onals 

Across the regron the monthly volunteer contributions totaled 10,400 volunteer 
hours (appraxrmately $10,400 in salary savings) whlch represents the work of 65 
professional workers 



Proqram/Orqan~zat~onal Development Outputs 

As the three year grant program comes to an end, it resulted In the hrring and 
retentron of 70 full or part-trme professional staff operating in 5 countries as well 
as 700 volunteers, 10,607 members and 256 projects which lnvolved 22,295 
participants (trainmg programs involved 3,645 partrcrpants and program inltratlves 
lnvolved 18,650) The country spec~frc data breakdown IS lrsted on the following 
pages 

Whlle a high degree of the program/tralning part~c~pat~on took place as a result of 
new programming in~tlates supported by the grant, the growth In staffing, 
volunteers and membership was also qurte slgnrflcant across the region durlng this 
period, as lndrcated below 

Total Increase Percentaae of Growth 

Staff ing 54 77% 

Volunteers 430 61 % 

Membership 8,207 77% 



Country 

Su~ported 

Bulgaria 

Czech Repubhc 

Hungary 

Poland 

Slovakia 

# Staff 

5 

26 

6 

27 

6 

Particrpatin~ Country Profrles 

(Based on June 1994 data) 

# Volunteers # Members #Partic~pating 

1 Staff, volunteers, members represents current level as of June 1994 

# Partmpatmg # Projects 
(Pronrams) 

2 Partic~pants/projects (Leadership trainmg a program) represents total over the 3 year period 

3 Partic~pant numbers are reported estimates 



4 1 1 lnstrtutronal Development 

August 1991 
Staff No profess~onal staff 

Volunteers Approx 30 

Members Plovd~v 30 
Rousse 30 
Gabrovo 20 
Varna mterest only 
Sofra 40 
Tarnovo ~nterest only 

Total members 1 50 

Reg~stratron None of the YMCAs had registered w~th the state 

Bu~ldrngs The two propert~es at Sof~a and Varna had been confiscated 
and there had been no effort to reclarm them Sofra, Plovd~v 
had no rooms, Varna and Gabrovo each had a small locat~on 
In town 

June 1994 
Staff Profess~onal staff at Sofra (2), Garbrovo (I), Rousse (1) and 

Plovd~v (1) Total Increase of 5 staff Furthermore, there are 
volunteer leaders In Razgrad and Sofra 

Volunteers Approx 100 Increase of 7Q 

Members Plovdw 
Rousse 
Gabrovo 
Sofra 
Razgrad 
Varna 
Tarnovo 
Stara Zagora 

30 
60 
36 
107 
12 

mterest only 
mterest only 
12 

Total members 257 (Increase of 107) 

Number of new local YMCAs 2 



Registration 5 YMCAs including the National Councll (increase of 5) 

Board Development All YMCAs have functionlng boards 

Build~~igs All YMCAs have rooms for program and offlce usage Neither the 
property on the coast nor in Sofia have been returned but the legal 
mechanisms are In place 

Four (4) national training events were held focus~ng on YMCA philosophy, 
youth leadership, campmg, sports, confllct resolut~on, volunteer and board 
traintng Over 100 people benefitted from the training 

4 1 3 Proaram Development 

The YMCA has mvolved approxtmately 1,000 persons in the ongoing 
programs The Saphr grant has assisted in 41 major programs All f~ve 
YMCAs have programs funded by the grant (13 projects in community 
development, sport and culture/language, 2 camps and 1 Vestitel (a YMCA 
youth focussed magazine), and 25 natlonal programs (including culture, Ten 
Sing, education, camps, sport, community development, exchanges and 
salary support) 

4 2 Czech R ~ D U ~ ~ I C  

4 2 1 lnstttutional Development 

September 1991 
Staff 5 

Volunteers 50 plus "seasonal" camp volunteers 

Members 11 local associations with approx 500 members Camp 
programs involved 380 people and 86 leaders 

Reglstratlon No Czech national board, the CSFR was acting In thls role 
No local associat~ons were registered 

Buildi~igs The Czech YMCA had 7 bulldings and 10 camps conftscated 
Several YMCAs used rooms that were rented in local towns 
The camp sites were being rented from other organizations 



June 1994 
Staff 

Volunteers 

Members 

Nat~onal staff (1 I), local YMCA staff (1 5) Increase of 21 

Approx 150 lncrease of 100 

25 reg~stered associations reachmg 5,300 members 14 new 
local assoc~at~ons and an Increase In membersh~p of 
4,500 persons 

The Czech YMCA nat~onal board has been registered as well 
as several other larger local assoc~at~ons 

The Na Porlc~ property has been returned as well as one 
camp 

The level of part~c~patlon In tralnlng act~v~t~es has reached 1,419 whlch 
lncludes a large Marr~age Encounter program rnvolvmg 1,300 partlc~pants 
The part~c~pat~on d~str~but~on IS as follows 

Camp Leader Tralnlng (in UK) 
Sport Tralnlng (in Sweden) 
Volunteers for Europe Program 
Values Or~entat~on Tramng 
Board Tralnlng 
lnterpomt (Internat~onal) Tranng 
Nat~onal Leadersh~p program 
Tralnlng of Tramers 
Camp Ph111a 
Engl~sh Language 
Marr~age Encounter 

Approx~mately 80% of the partlc~pants are under the age of 30 w~th an equal 
partlc~patlon among males and females 

4 2 3 Proaram Development 

The Saph~r grant has supported 40 projects At local assoc~at~ons 20 
projects have been conducted In 12 assoclations There have been 8 
nat~onal projects and 12 tranng projects The number of people reached 



through the various programs is approximately 8,500 (including 4,000 in 
various programs and 4,500 in the camps), eighty percent (80%) of whom 
are below the age of 25 The male/female ratio is evenly div~ded The 
program part~cipation is distributed as follows 

culture 
sport 
Ten Sing 
ecology 
training 
camps 
exchanges 
community development 

The camping partic~pation has grown s~gnificantly during recent years as 
indicated below 

1992 15 camps with 1,500 participants 
1993 31 camps w~th 2,500 participants 

An Increase of 16 camps and 1,000 partic~pants 

4 3  Hunqarv 

4 3 1 lnst~tutional Development 

Staff 1991 2 
1992 5 
1993 6 Total increase of 4 

Volunteers 1991 90 
1993 200 Total Increase of 1 10 

Members 1991 500 members-1 5 groups 
1992 800 members-26 groups 
1993 1,050 members-30 groups 

Total increase of 550 members and 15 YMCA groups In 
Hungary 80-85% of the members are under the age of 30 



Property The former YMCA bu~ldlng on Horansky street In Budapest IS 

now owned by the Reformed Church of Hungary Smce May 
the YMCA has free access to varlous rooms In that burldlng 
The process of returning property to NGOs has been very 
slow 

4 3 2 Leadershrp Tralninq 

In the 4-level volunteer tralnlng scheme 380 volunteers have completed 
through the flrst 3 levels Level 4 tralnlng IS strll pendlng Furthermore a 
mlnlrnum of 500 persons have been lnvolved In program tralnlng In such 
areas as sport, Ten Smg, theater/folk dance, handicraft, I~terature/culture, 
medla, and work with chlldren 

Srnce 1991, 222 persons have been lnvolved In lnternatlonal tralnlng events 
(52 events) In professronal tralnlng, 2 In-Servrce Tralnlng courses have 
been held for all the staff Three staff have taken part In 2 additional tralning 
courses organ~zed by the Saph~r Fleld Staff 

4 3 3 Proaram Development 

The grant has supported a total of 69 d~fferent programs and reached 
approximately 2,200 partlclpants over the 3 year per~od The vast majorrty 
of the participants (85-90%) were between the ages of 12-29 years These 
programs are dlvlded In the following elght categories 

culture/language 
sport 
Ten Sing 
educat~on/tra~nmg 
camp support 
exchange program 
community development 
program salary support 

15 programs (300 partlapants) 
6 programs (200 partlclpants) 
7 programs (300 partlcipants) 
17 programs (900 partlapants) 
2 programs (200 partlcipants) 

10 programs (1 00 partlci pants) 
7 programs (200 partlcipants) 
5 programs 

In the area of camplng, 5 camps were held In 1991 ~nvolvlng 220 
partlapants In 1993, 15 camps were held durlng the summer rnvolv~ng 
1,100 partlclpants Th~s shows an Increase of 10 camping programs and 
880 partmpants over the 3 year per~od of the grant 



4 4 Poland 

4 4 1 lnst~tut~onal Development 

Staff 1991 6 
1992 18 
1993 27 Total increase of 21 

Volunteers 1991 50 
1993 200 Total Increase of 150 

Members 1991 750 
1992 2,500 
1993 2,800 

Total Increase of membersh~p of 2,050 

Currently there are 9 local assoc~at~ons and Gdyn~a w~th ~ t s  
own legal ~dent~ty The rest are branches of the nat~onal 
YMCA Total increase of associations IS 2 E~ghty - E~ghty- 
f~ve percent (80-85%) of the members are under the age of 
30 

Property The followmg bulldings were returned to the Pol~sh YMCA by 
June 1, 1994 Gdyn~a YMCA, Lodz YMCA, Camp Phca Two 
bu~ldlngs have yet to be returned (Krakow and Warsaw) 

On the nat~onal level a total of 427 persons have been tramed (327 persons 
have passed the 4-level volunteer tranng scheme and 100 camp 
counselors have been tramed) In ~nternat~onal tra~nmg 153 persons have 
partlc~pated In a total of 26 events All program staff have part~c~pated In 
monthly ~n-service tralnmg slnce 1992 In add~t~on 2 staff have part~c~pated 
In 2 Tranng of Tramers courses organ~zed by the Saph~r F~eld Staff 



4 4 3 Proaram Development 

The grant program has supported a total of 73 different programs mvolvmg 
approximately 2,800 partlclpants over the 3 year perloci Some 90% of these 
partlclpants were young people between the ages of 12 to 29 The 
programs have been a mix of local, natlonal and lnternational lnltratives and 
can be dlvided In the following elght categories 

culture/language 13 programs (400 partlclpants) 
sport 6 programs (1 00 participants) 
Ten Slng 3 programs (21 5 partnpants) 
ecology 9 programs (200 partlclpants) 
educat~on/traln~ng 25 programs (900 partlapants) 
camp support 4 programs (255 partlclpants) 
exchange program 6 programs (30 partlclpants) 
commun~ty development 7 programs (700 partmpants) 

In the area of camping, the level of growth 1s lnd~cated as follows 

1991 4 camps wlth 120 participants 
1992 22 camps with 585 partclpants 
1993 25 camps with 1,000 partlclpants 

S~nce the beglnnmg of the grant per~od there has been an Increase of 
21 annual camping programs and an Increase of 880 annual 
part~c~pants 

4 5 1 lnst~tut~onal Development 

September 1991 
Staff 3 professional staff plus offlce workers 

Volunteers Approx 50 plus seasonal camp volunteers 

Members 4 local associations and 200 members Camp programs 
lnvolved 587 partlclpants plus 154 leaders 

Reglstratron No natlonal Slovak board was registered nor any local 
assoclatlons 

Property The Slovak YMCA, as part of CSFR had cta~m to 5 bulldlngs 
which had been confiscated All programmlng was carrled out 
by rentlng faclhtles 



June 1994 
Staff 

Volunteers 

Members 

Registration 

Buildings 

Full-tlme staff remalned at 3 but 3 part-tlme staff were hired 
plus a full-tlme secretary 

50 plus seasonal camp volunteers 

10 assoclatlons (Increase of 6) wlth 1,200 members 
(increase of 1,000) Camp programs contlnue to reach over 
300 (down from the 1991 f~gure of 587 as Slovak~a was 
part of the CSFR at that time) 

The Slovak Natlonal YMCA IS now registered as well as the 
local boards for all 10 unlts 

The YMCA IS now managing the Bratlslava buildlng for a semi- 
governmental federation The YMCA has also bought some 
small cablns In Kremlce The situation wlth the other property 
remalns the same 

4 5 2 Leadership Tralnlng 

In leadership tralning 438 partlclpants have been involved since the spht of 
Czechoslovakia in 1992 The partlapation was dlstrlbuted as follows 

Camp Leaders Tralnlng 
Board Tralnlng 
Volunteer tralning 
lnterpolnt (internatlonal) 
Tralnlng 
Tralnlng of Tralners 
Engllsh Language 
Ten Slng 
Exchanges 

4 5 3 Proaram Development 

The grant has supported 33 projects rmpacting 1,050 young people plus an 
addltlonal 1,000 participants In camping programs (16 local projects, 10 
national projects, 7 tralnlng projects) The projects are categorized below 

culture 
Ten Smg 
education 
camps 



sport 4 (200) 
commun~ty development 7 (200) 
exchanges 2 (50) 

Approx~mately 80% of the part~c~pants are under the age of 21 w~th an even 
d~str~but~on among males and females 

5 ORGANIZATIONAL/PROGRAM ANALYSIS 

As the grant per~od comes to complet~on, it IS ~mportant to analyze the strengths, 
weaknesses, opportun~t~es and threats of the part~c~patmg organizat~ons The first 
sect~on presents a SWOT analys~s drawmg conclusions from developments from 
the overall program Th~s IS followed by d~scuss~on of present capab~l~t~es of each 
of the fwe part~c~pating countr~es 

5 1 Strenaths 

5 1 1 Consrstent Development of the Local Un~ts 

In East and Central Europe, as elsewhere In the world, the YMCA 
ethos has resulted In an attractwe, hollst~c approach to work among 
young people, as may be ev~denced In the vaned programs wh~ch 
are operat~ng In each country and the fact that cons~derable numbers 
of young people had been drawn Into YMCA membership At 
present there are over 200 local un~ts In the area encompassmg 
Czech and Slovak Republ~c, Poland, Hungary, Bulgar~a (and 
Romanla although ~t d ~ d  not benef~t from the grant funds) reaching 
13,000 young people 

5 1 2 lnternatronal Awareness and lntegratrsn 

There have always been good lmks between the YMCAs of East- 
Central Europe and the YMCAs In the USA and Western Europe, 
lmks wh~ch have, In the past, mvolved both f~nanc~al help and 
personnel For th~s reason there IS a great readmess in the YMCA 
movements In East-Central Europe to move together In partnersh~p 
In the renewal of the YMCAs The Saphr ~ n ~ t ~ a t ~ v e  has act~vely 
encouraged the mtegrat~on of the YMCAs of thls area as nat~onal 
movements In thelr own r~ght and not as some "Eastern Bloc" 
Tralnlng in~t~at~ves regularly mvolve part~c~pants from many countries 
and faclhtators from outs~de the Saph~r countr~es 

There has also been the parallel development of a Saphir network 
whch operates throughout all the program and tralnmg f~elds 



5 1 3 Strong Program Development 

All the national movements have sought to provide opportunities 
through which individuals and groups may develop as whole people 
All programs which Saphir has supported alm to develop and extend 
the work of the YMCA in each country of operation bearing in mind 
the hlstory and culture of that movement This IS done through 
partnership and with basic belief that each YMCA must develop in a 
way that IS culturally relevant, while responding specifically to the 
needs of young people as they manifest themselves In that particular 
country 

5 1 4 Flex~b~hty as an Essent~al lngredlent of Development 

The lack of "hidden agenda" from ether the US or European partners 
and the growing sense of trust and strong partnership has enabled 
a disciplined flexibility to be axiomatic to all our development 
initiatives In all Saphir programs and projects, where ever they 
operate, a priority has been given to long term measures This 
means that the emphasis has been on "process" rather then 
"product" as an end in itself Such an approach has allowed the 
program to react to the fast changing socio-economic climates of the 
regions 

5 1 5 Support System lncludlng Begle~tung 

A very strong coordination of support going mto this area has 
strengthened the positive results so far The uncomplicated 
cooperation between the Field Group system and the Saphir 
program in addition to the open approach to support in the field 
which has been enabled by the Begle~tung philosophy has proved to 
be central in being needs related and relevant In the development 
process 

5 1 6 Tralnmg of Professional Staff and Volunteers 

It IS perhaps in this area alongside the program initiatives that, 
arguably, the most significant development has been made We see 
substantlal programs established for In-Service Trainrig, Training the 
Trainers as well as volunteer leaders The attached appendix IS only 
a written record, and IS not sufficient either to reflect the extent of 
energy and enthusiasm invested in the initiatives by the national staff 
or to describe the significant results whlch have come from such a 
dynamic development The programs are still growlng to meet the 
needs of the 70 professional staff and over 700 volunteer leaders 



5 2 Weaknesses 

No Recent YMCA Trad~trons 

All of these movements, although pre-dat~ng the communst reglmes, 
are relat~vely new on the YMCA stage and so lack a modern YMCA 
trad~t~on In the early stages of development we saw many of the 
boards of management dommated by older generations of YMCA 
members which In Itself caused some problems of ident~ty and 
d~rection In the past few years there has been a tremendous 
Increase In the number of younger men and women offermg for 
board membersh~p w~th the result of a better spread of opinlons and 
subsequent program development It will, however, take t~me to 
develop a YMCA culture whlch will support the developments In 
these new movements 

Lack of Tramed Boards 

As a follow up to the above observat~on, the boards are composed, 
in the maln, of relat~vely mexperienced members who are doing ther 
best to cope with the growing pains of these developmg NGOs It 
is ~mportant, wh~le recognizing the tremendous efforts put rn by these 
members, to record the need for ongolng, systematic trainmg of the 
members In YMCA policy, ~deology an development approaches 

Immature State of Development of Team Concept 

It IS mterestmg to see that many of the private tralnlng and 
development agencles workmg rn this region are concentrating on 
"team work" skllls The inher~ted w~sdom In management seems to 
have been the Idea that there IS a "team" and there IS a "boss" and 
the two have no connect~on except as a channel for the giving and 
receiving of orders In thls the YMCA is no except~on and although 
a cons~derable amount of development has taken place In th~s area 
through the Saph~r tralning events, the process of "unlearning" w~ll 
take some t~me 

Frag~le Infrastructures 

As the speed of the return of conf~scated property and the rap~d~ty 
of the development of a youth policy In the governments of the 
regions has fallen short of the early expectat~ons, the mfrastructure 
systems of the nat~onal movements continue to be frag~le, based 
principally around outs~de support and a few key staff 

Key Staff as Mamstay of Development 

Agam as a corollary of the above, the development of the programs 
and tranng ln~t~atives have been based around a number of "key 



staff" whose staying in post has been essential for this process to 
continue The In-Service training has been focused on trying to 
spread the knowledge of these key professionals around a w~der 
group, but again this IS a process which will take time 

5 2 6 Lack of W~de Donor Base 

Perhaps the biggest perceived weakness at th~s stage is the fact that 
apart from a few isolated examples, the inter YMCA collaborative 
support process and the Saph~r Initiative have remamed the bass for 
the flnancial support for these movements 

The 150th anniversary of the Worldwide YMCA Movement, which is being 
celebrated in 1994, can present an ideal opportunity to promote the positwe 
elements and the histor~c base of the movement in react~on to a "cult" status 
as a outlined above It also further showcases the work of the newly 
developmg members of the YMCA family 

The learning experiences of Saph~r are able to be transferred to other areas 
where the YMCA IS in the early stages of its new beginnings The shared 
enthusiasm is evident among the national staff and needs to be exploited 
The Saph~r network has been a very strong element in stabilizmg the growth 
and development of the five countries involved in the process The 
opportunity to build on th~s mutual trust and support IS ripe 

Perhaps one of the most signif~cant outcomes of the program has been the 
increased partnership between the YMCAs of the USA and the EAY and the 
IMC process This trust and good working experiences can be used for 
future development In the region Should a follow-up grant be available, the 
successes of the current program can be further developed 

5 4 Threats 

In many ways the threats recognize the poss~bility of the weaknesses 
growing in significance as well as the factors promoting the strengths bemg 
cut back Saph~r has allowed development to be culturally acceptable, self 
sustamable and needs related If the amount of staff available for the field 
support IS cut back the development process will be adversely effected If, 
for example, a future grant allows money for programs but not for staff or 
training, the result would be less stainable and effectwe 

The confhct between the old and the young could re-emerge in these new 
YMCAs if time is not mvested In developmg the teamwork spirit This also 
applies in the need to contmue substantial Investment in the profess~onal 
and volunteer tralning programs ~f we are not to see staff leaving for other 
opportunities where training and support IS seen as central to staff 
development Should these key staff leave for whatever reasons we will 



face a very difficult situation srmrlar to that at the outset of Saphir In at 
least two of the countr~es the YMCA is seen by some church leaders as a 
sect If this perception IS to be changed, substantral effort w~ll need to be 
given to good and posrtlve publrc relations Such support comes best from 
a combrnat~on of national and European promotron 

5 5 COUNTRY ASSESSMENTS 

5 5 1 Bulaarra 

Program Development The program has developed to the pornt that the 
Bulgarian YMCA can sustain itself in terms of operating and developmg 
programs The program has been vaned 

Staff Development There are local staff workrng rn 4 c~ties but no natronal 
staff There IS a continuing need for staff trarnrng to develop full-time 
professronals as well rounded practitioners It is assumed that w~th trained 
professronals, networkmg and the development of a national program w~ll 
follow 

It IS recommended that a training needs assessment be carrred out to 
determine the local staffmg capacities and a training program designed to 
meet those needs 

Board Development Local board development appears to be weak There 
is a national board but it IS not truly representative of the local YMCAs An 
effective training program on board responslbrl~ty and development needs 
to be designed and implemented 

Self-Suffrcrency and Frnancral Stabrhty The Bulgarian YMCA IS rn its 
rnfancy and whlle it has created programs and the desre to maintain them, 
rt has not reached a stable posltlon frnanc~ally 

5 5 2 Czech Republic 

Program Development The Czech YMCA has a well developed program 
in 20 local assocrations They have also developed a 3 year strategrc plan 
Ther program currently puts emphasis on youth, family, community 
education, international outreach, as well as leadership and management 
training 

Staff Development There IS a well developed staff at both the local and 
national level The National YMCA is providing training for local YMCA 
directors 

Board Development There is a national board that is effective and 
growing in ~ t s  abrlity to meet the challenges of the natronal YMCA There IS 

a leadership trarnrng program whlch supports board trarnrng at the local 
level The local YMCAs are rncreasingly taking on greater responsrbillty 



Program Leadersh~p Development The volunteer leadership program IS 

well developed at both the local and nat~onal level Th~s program IS the 
number one pr~or~ty of the Czech YMCA 

Self-Suff~crency and Frnanclal Stabrhty The program IS developed to a 
po~nt that ~t can sustaln ~tself quite well In the future Whlle the Czechs are 
well occup~ed w~th the return of camps and bu~ld~ngs they have not 
neglected ther program and f~nancial development They have a strong 
behef that the YMCA IS people not just bu~ldmgs 

They have a good fmancial base w~th funds coming from the YMCA F~eld 
Group System, the Czech Government, and from their programs 

Program Development The YMCA of Hungary has a well developed 
program focussmg on the needs of young people The next phase wdl 
concentrate on the development of programs for younger ch~ldren There 
are 30 local YMCA groups ~nvolv~ng 3,000-4,000 part~c~pants It offers a 
vaned program with all actlv~t~es contaln~ng a leadersh~p tranng component 

Staff Development The Hungar~an YMCA has a well developed nat~onal 
staff, lncludmg several program d~rectors and reg~onal secretaries Staff IS 

also developmg at the local level 

Board Development The nat~onal board IS developmg but at a seemmgly 
slow rate They do feel that growth IS tak~ng place and are developmg a 
comm~ttee system 

Program Leadersh~p Development There IS a well def~ned system of 
leadel sh~p train~ng Currently 600-700 leaders have been tra~ned In the last 
3-4 years Leadership traln~ng is the top pr~ority of the Hungar~an YMCA 

Self-Suffrclency and Flnanc~al Stablhty The YMCA IS working on a 
program to see that its work cont~nues In the future However, loss of 
current fundmg would br~ng about curta~lment In the overall program Wh~le 
programming is strong, the financial stab~lrty is somewhat quest~onable 



5 5 4 Poland 

Program Development The program of the Polrsh YMCA IS well 
developed Thrs IS a strong nat~onal YMCA w~th 11 local YMCAs servlng as 
branches of the nat~onal There are many and varied programs at the local 
level Bulldmgs have been returned In Gyd~a and Lodz The return of the 
burldings IS pendmg in Warsaw The YMCA has a large summer camping 
program wrth srgn~frcant rnternational mvolvement 

Staff Development The staff IS well trained At the nat~onal level there IS 

a staff of four people lncludrng the natronal general secretary and the 
national program drector Both branches wrth returned buddrngs have 
program drrectors 

Board Development There is a well functioning nat~onal board and each 
local YMCA has a branch board 

Self-Suff~c~ency and Fmanclal Stab~llty Fmancrally the YMCA IS not In a 
strong pos~t~on If not for the support coming from lnternat~onal sources ~t 
would be difficult to sustain the program at the current level 

Program Development The YMCA In Slovak~a conducts programs in 
cultural act~vrtres and Y-Scouts There are 12 branches wrth a membership 
of 1,200 

Staff Development The staffrng IS qu~te l~mrted There are 3 professronals 
and two support staff 

Boarcl Development At the present t~me ~t appears that the board 
development at both the nat~onal and local level IS weak This was a result, 
In part, of the split wrth the Czech Republic The development of active and 
effectwe boards at all levels IS a prlorlty concern of the YMCA of Slovak~a 

Program Leadership Development As in the case of board development, 
leadership at the YMCA unrts In the form of program volunteers IS also 
under developed This area w~ll need to be addressed 

Self-Suff~c~ency and F~nanc~al Stab~hty The YMCA does not currently 
have the capaclty to be f~nanaally self-suffrcrent The strengthenmg of the 
board and program leadersh~p needs to be addressed before ~mprovement 
IS made In this area The YMCA will need contmued reg~onal support in 
tralnmg and frnance f it is to emerge as a v~able and sustamable communrty 
organ~zation 



6 LESSONS LEARNED 

The Saph~r [In~t~at~ve has been a learn~ng experience for all concerned It has 
rnvolved a h~gh level of profess~onal and volunteer tranng and program 
development, none the least of wh~ch IS made possible through Begle~tung 
pr~nc~ples, and always w~th the alm of creatmg a non dependent nat~onal 
movement by the end of Saphir 

The European Alllance of YMCAs have given a comm~tment to carry through with 
the development of the ~nst~tutions, the tra~nlng of these key people and the 
dellvery of the programs w~th a vlew to further enhance eventual self suff~c~ency In 
EastICentral Europe and to th~s end a f~eld worker has been employed from YMCA 
funding 

It IS ~mportant for the future development of the YMCAs In EastICentral Europe as 
well as for the mtegr~ty of the EAY to both consol~date and to further develop the 
learn~ng whch has been attamed both In the secretanat as well as In the f~eld 

The sect~ons under "opportun~t~es" and "threats" In the proceedmg SWOT analys~s 
are requred readmg In th~s regard Th~s means that future program lnlt~at~ves 
cons~der the experiences born out durmg these 3 years of ~nst~tut~onal and 
program development where~n we have seen a cons~derable return when the 
~mportance of mvesting qual~ty time In people both profess~onal as well as 
volunteers, hol~stcally and as full partners In all developments Th~s approach 
bu~lds the most relevant and sustamable programs In long term 

Progress has perhaps been slower than at frst thought, and the reasons for th~s 
are vaned but have In the main been recogn~zed by the donors and rec~p~ents of 
the fmances 

The progress has also been d~fferent country by country bearing out the cr~t~cal 
assumpt~ons about the need to take each YMCA separately Ten Smg, for 
example, took off very early In all countr~es except Bulgar~a where ~t faded to ~gn~te 
unt~l 1993 Now all four major YMCAs In Bulgar~a have a thrivmg group 
Enterpr~se development has been restr~cted pr~nc~pally to Poland wh~le the Earth 
Corps never mater~al~zed anywhere Tra~nmg schemes also reflect the cultural and 
h~stor~cal d~fferences w~th Poland havmg a nat~onally run and government 
recogn~zed leadersh~p tranng program wh~ch IS well managed and trams hundreds 
of people annually Conversely such a nat~onal approach d ~ d  not prove effectwe 
In Slovak~a In the long term 

Dur~ng the course of the Saphir ln~tiat~ve we have rejected any approach wh~ch has 
attempted ta "categorize" the program developments mto set "types" Th~s IS In 
part a reflecl~on of the d~vers~ty whlch we have found to be present w~th~n the 5 



countr~es and partly due to the fact that ~t IS very d~ff~cult to categor~ze w~dely 
dwerse Ideas for programs For example projects have been funded to cover a 
nat~onal magazine, a song book and work with young journahsts on the one hand 
to areas as d~fferent as unemployment ln~t~atwes and ch~ldren's act~v~t~es on the 
other 

If we attempt to arrange the 256 projects around 9 arb~trary categories to 
demonstrate th~s spread, ~t must be recognized that w~th~n each category there are 
a w~de range of actlvlt~es The chart below mdcates these categor~es 

TYPE/COUNTRY BG CR H PL SO (Total) ................................................ 
Culture/Language 6 5 15 13 2 (41) 

Sport 4 4 6 6 4 (24) 

Ten S~ng 3 5 7 3 6 (24) 

Ecology 0 0 0 9 0 (9) 

Camp 4 I 2 4 3 (1 4) 

Educat~on/Tra~nlng 10 8 17 25 9 (69) 

II Exchange 3 4 10 6 2 (25) 

11 Commun~ty Dev 7 10 7 7 7 (38) 

Salary Support 4 3 5 0 0 (1 2) 

Th~s flex~ble approach whlch has been plvotal to the whole process has been key 
to makmg needs related programs whlch respond to the changing development 
in each country and wrll need to be Included In any future ln~t~at~ve 

As a result of th~s approach the most sign~ficant advances, among others, have 
been ~dent~fied as 

- A strengthenmg of the movements at local and nat~onal level, mvolvlng a 
growth In the programs f~elds of service ~ncludmg "ownersh~p" of these 
ln~t~at~ves at both local and national Opportun~t~es to ass~st rn the staff 
development in these countr~es through natlonal and lnternat~onal tralnlng 

- The abMy to allow each ~ndiv~dual country to develop mdependently ~n 
accordance w~th ther own speaftc culture, background, needs and 
resources 



The beginning of a development towards financial independence at some 
levels of operation 

- The integration of the countries into the wider YMCA family as individual 
countries and not as one "Eastern bloc" 

- The enabling of young people to take up positions of leadership and 
responsibility w~th the necessary support 

Maturity cannot be bought, however, and only time and effort can create a YMCA 
"lwing trad~tlon" 

6 1 Lessons Summary 

6 1 1 Contextual 

The difference in each country's capacity for development must be 
taken into considerat~on It is counterproductive to treat these 
countr~es as an Eastern European Bloc 

The breakup in CSFR required a slower and more patient approach 
Similarly political changes in Poland and Bulgaria may tend to slow 
the pace of YMCA development 

Problems with "cult" perceptions and concerns in Bulgaria will require 
a clear and thorough public relations strategy 

The lack of home grown philanthropy in-country will require ongoing 
external funding support, albeit in reduced amounts 

Tax and property laws have and w~ll not change quickly The YMCA 
needs an organized strategy and support base 

Cross-cultural learning is difficult Considering the 5 reemerging 
YMCAs plus the active involvement of a significant number of other 
international "actors", clear understanding In areas such as 
expectations, priorities, time frame etc , is an arduous process 

There has been a lack of real integration of the reemerging YMCAs 
into the older, established YMCAs of Western Europe There are 
certainly good Intentions but no appropriate structure to ensure this 
integration The regional organization, the EAY, has the commitment 
but a limited staff size and financial resources 



- The depths of the crrsis In post-communrst Europe is not thoroughly 
understood by the Western YMCAs and the uniqueness of the 
historical situation needs to be taken into serious consideration 

6 1 2 Effectwe Elements 

- The general flexibilrty in project organizing and development 
approaches 

- Links with US, both the YMCAs ~n the US and U S A I D 

- The field worker approach (2 professionals providing field support to 
the 5 countries) 

- The philosophy of accompaniment (Begleitung), a non-directive and 
participatory approach 

- Networking among the reemergrng YMCAs within the region 

- The needs assessments and targeting priorrtres and action plans to 
meet indrvidual country/organizational needs (rather than developing 
a general regional approach which may not be relevant to specific 
country situations) 

- The successful Program Institute which provided a basrs for identity 
building, an international support system, networking within the 
region, non-directive accompaniment and program development 
skrlls In fact, the training focus throughout the Saphir program will 
be the most significant contribution to the region in terms of long- 
term development 

6 1 3 Less Effectwe Elements 

- Lack of ability to fund children's programs (the program was targeted 
to ages 12 years and up) There is a strong community need for 
programming for younger children -- especially with the worsening 
of the economic situation and the break down of social structures 

- Fund raising efforts were generally less successful than hoped for at 
the outset Also, expectations were high for a follow-up grant which 
did not materialize 

Related to the previous pornt, salary support for some key positions 
both on the local and national level (including the ongorng work of 
regional field workers) is somewhat precarious at this trme 

- Lack of ability, as per grant requirements, to make second hand 
purchases for program equipment 



6 1 4 Suggested Changes -- Based on Previous Learning 

- Begm earher wlth the Tralnmg of Tramers program as a means to 
broaden leadersh~p capaclty In all partlc~pat~ng countr~es 

- Focus more In the earher stages on tralnlng and mst~tut~onal 
development and less on support of projects Small p~lot projects 
can be more eas~ly fmanced on the local level or through YMCA 
support Comprehens~ve tra~nmg and key salary support generally 
requlre an mtense f~nanc~al Investment, whlch can be supported by 
the development grant 

Develop an effectwe leadersh~p model at the outset of the program 

Focus more on local resource development much earher on In the 
program (and put less hopes on a follow-up grant) 

- In add~t~on to the nat~onal movement coord~nat~on funct~on of the 
F~eld Group system (European YMCA support groups), more act~vely 
promote local-to-local YMCA support between Western and Eastern 
European YMCAs a way enhance future sustalnabll~ty of the 
development efforts 

- Operate wlth the understanding that the requ~red t~me to arrlve at 
some degree of self-suff~c~ency w~ll be a good deal longer than what 
was projected at the outset of the program Thrs relates not only to 
flnanc~al matters but to tax, property and leadersh~p Issues 

- There has been s~gn~f~cant growth In program actwlty and 
organ~zat~onal development In the f~ve countr~es durlng the last three 
years (70 staff, 700 volunteers, 256 projects carr~ed out, over 10,000 
members and more than 22,000 partlapants have been ~nvolved) 

- Ongomg support network led by the European Alllance of YMCAs 
(EAY) Furthermore, the level of mternat~onal awareness and 
worldw~de YMCA support has enhanced the development process 

- A strong partnersh~p has developed between the YMCA of the USA 
and the European Alllance of YMCAs There has been much cross- 
cultural learnlng, flex~bll~ty, and mutual respect among partners 

- A strong comm~tment to leadersh~p development In all f~ve countr~es 



- Externally delivered assistance has strengthened ~nternally (Central 
and Eastern Europe) designed development While there has been 
s~gn~f~cant support from the YMCAs of the USA and Canada, 
U S A I D l  and European YMCAs, the content of the program has 
not been d~ctated by the external fundmg sources 

- Effectwe Tra~nmg of Tramers and In-Service Trainmg programs are 
In place In each country 

Well functioning volunteer tranng takes place In each country as well 
as better functlonmg boards and committees (with a s~gn~f~cantly 
h~gher degree of youth part~c~pat~on) 

- A srgnif~cant number of national and local YMCAs are formally 
registered In each country, and some (although a l~m~ted amount) of 
the YMCA property has been returned 

Well funct~onmg youth programs are operatmg In each country w~th 
a h~gh degree of ~nternat~onal awareness and mternational 
exchanges 

- Effectwe outreach by a number of Central and Eastern European 
YMCAs to new YMCA ~n~t~at~ves In the CIS, Ukrame, and Romania 

- Whde not adequately meetmg the pressing financial demands, there 
have been Important mroads In broadenmg the frnanc~al support 
base at each of the 5 national movements 



As has been presented above, the developments In the area of institution building, 
leadership training and program development have been significant over the last 
three years While this growth is an important indicator of the success of the 
program, the capacity to sustain this work beyond the grant period IS critical In 
this regard, the following plans and actions have been committed toward the 
ongoing support of this ~mportant initiative 

7 1 Follow-up Strateaies 

- The EAY has employed a full-time development secretary to monitor 
ongoing development work with the emerging YMCAs of Central and 
Eastern Europe 

- Furthermore, the Polish YMCA is providing additional leadership and 
program development assistance for the region by providmg part- 
time staff leadership for this work from its movement 

The EAY is also considering the option of employmg an additional 
YMCA professional from Central and Eastern Europe to prov~de 
some of the training and monitoring functions previously carried by 
the Saphir field workers 

- The In-Servlce Training component for YMCA professionals in the 
region will be contmued A special fund has been developed, from 
a variety of sources to ensure ongoing training efforts 

- A core of trained leaders from Central and Eastern Europe is 
currently meeting to develop a strategy for continuing training and 
educational opportunities in the region The aim IS to develop a cost 
effective delivery mechan~sm for ongoing training in board and 
volunteer development, staff training, and program development 

- Through the close relationships with the regional A I D missions, the 
EAY development secretary and national YMCA leadership will seek 
additional funding opportunities through lead PVOs In each country, 
as appropriate 

7 2 International Partnerships 

As a means of expanding international understanding and enhancing future 
sustainabllity, the following partner YMCAs have made commitment to 
support the YMCAs in Central and Eastern Europe 



YMCAs in the U S 

- Springfield, IL, New Britain-Berlin, CT, NYC Greenpoint Branch, 
Worcester, MA, Atlanta, GA, Napervrlle, IL, and Waynesboro, PA In 
addition to these other partners will be sought within the U S YMCA 
movement 

- Furthermore, the YMCA of the USA through its World Service 
Campaign will continue to provide program and training resources 
to the region 

The effective partnership between the YMCA of the USA and the 
European Alliance of YMCAs (EAY), which has been an important 
outcome of the grant program, will provide opportunities for 
continued joint support for initiatives in the region 

YMCAs in Europe and Elsewhere 

- YMCAs in the following countries will play an important partnership 
role Greece, Germany, Switzerland, Norway and Canada In 
addit~on, the European Alliance of YMCAs and the Field Group 
System will provide ongoing monitoring and technical assistance and 
support (see Appendix 5) 

- As full members of the worldwide network of YMCAs (the World 
Alliance of YMCAs) ~nvolving more than 120 countries, the YMCAs 
of Bulgaria, Czech Republic, Hungary, Poland and Slovakia will be 
able to count on a wide range of support services as they continue 
to establish themselves as viable community-based human service 
organizations 

7 3 Final Thouahts 

The implementation of the Saphir program, and the contribution of A I D in 
particular, will be central to both the scope and pace of the development 
of these reemerging YMCAs in Central and Eastern Europe This is 
particularly true given the timing of the support given as rapid assistance 
was provided to meet the challenges of the increasing social service voids 
Furthermore, this timely initiative has been key to enhnancing the credibility 
of the YMCA in these countries, especially during a period when so many 
new NGOs are springing up - and many are also quickly failing 

In terms of sustainability the YMCA has two significant advantages over 
many other new organizations Firstly, given the strong worldwide network 



which ex~sts in the YMCA these reemerging YMCAs are benefiting and will 
continue to benefit from YMCA partnership support from the U S , Western 
Europe and throughout the world This rnternational credibilrty also created 
an environment of greater acceptance of the YMCA by the new 
governments in the region Secondly, throughout the grant per~od these 
reemergmg YMCAs maintamed their local identity and made decisions 
based on local cultural and contextual realities As such promoting the 
vislon that the YMCA will be an ongoing feature and resource of the 
community rather than a foreign short-term intervention The A I D grant, 
therefore, has provided important "seed money" enabling such 
developments to expand and endure 

During the three year period 22,295 ~ndivrduals have benefitted from a 
variety of program and trainmg activities Given that the target age range 
was 12 to 29 years, by the year 2000 a significant number of young adults 
wrll have been exposed to YMCA phrlosophy and training, espec~ally in the 
area of leadership development The existence of a growing cadre of 
young adults leaders in the YMCA will represent a clear departure from the 
environment which existed during the previous 2-3 generations Clearly, 
continued involvement of young people in the YMCA will be key if the 
desired rmpact is to be realized as we enter the next century But, while the 
challenge strll exists in gaining the support of young people for these new 
organizat~ons, the YMCA's local autonomy focus as well as membership in 
a worldwide network provide a relevance, support and connection to the 
future that perhaps more closed associations cannot 

Another important factor in the YMCA's development IS the clear philosophy 
and coherent strategy which ~t employs on a local, national and internatronal 
level The new democracies and governmental agencies in the reglon are 
often incapable of developing such comprehensive efforts In the face of the 
constant changes which are taking place The YMCA, on the other hand, 
has a tradition based on democratic values and "bottom - up" participation 
within communities This experience will be an important resource for the 
future 

A further result of the politrcal structures of the previous 40 years is lack of 
trained leadersh~p, especially in the area of youth work In this regard, the 
YMCA's focus and, indeed, its niche in the area of youth work will have a 
relevant role to play both today and in the future The Training of Trainers 
initiatives will continue to pay dividends as efforts are made meet leadership 
needs for the future The YMCA is both willing and able to offer Training of 
Trainers courses for the benefrt of other youth serving NGOs, as well as 
within the YMCA, thus playing a multiplier role In the area of youth work and 
leadel ship development 



A flnal ~ngred~ent In YMCA work which IS of great relevance to these times 
IS its comm~tment to ecumenlsm and confl~ct resolution Rapld change IS 

often froth w~th fear and anger and a longmg to return to the "known" A 
return to the famd~ar polarizes commun~tles and soc~etles wh~ch ~mpedes the 
development of tolerance and plural~sm The YMCA's strength in ecumen~cal 
leadel sh~p development, especially among the youth, w~ll be needed more 
than ever as ongoing change leaves rts unpredictable imprint on the future 
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8 APPENDICE S 

8 Execut~ve Summary S a ~ h ~ r  Mid-Term Evaluat~on ( A ~ p e n d ~ x  1) 

8 2 Saphir lnitiat~ve 

The Saphlr ln~tlat~ve has st~mulated a rap~d growth of the 
YMCA In the flve countrles of Central Europe, both at local 
and nat~onal level In one country, ~t IS cruc~al for the 
development of the organlzatlon 

The cho~ce of work~ng through f~eld workers, who 
accompany/facll~tate the organ~zat~ons on the spot IS 

~ndlspensable for the success of the ~n~ t~a t~ve  

The bas~c att~tude of the f~eld workers, wh~ch IS descr~bed by 
the German term "Begleltung" or accompaniment IS clearly 
apprec~ated by all organ~zat~ons ~nvolved 

The coord~nat~on of the Saph~r Inlt~atwe, w~th all partners 
lnvolved (nat~onal organlzatlon, f~eld workers, European 
Alllance of YMCAs and the YMCA of the USA) runs w~thout 
any major problems An open commun~cat~on process IS 

establ~shed at all levels 

The Saph~r fundmg IS used most effectively In those places 
where the apply~ng organ~zat~ons are fully respected In the~r 
cholces 

The Saphlr ln~tlatlve IS fully ~ntegrated In the overall support set 
up under the YMCA Intermovement Cooperatton system 

In all countrles, regular contacts wlth US A I D project 
spec~alrsts take place They receive full ~nformat~on on the 
development of the organ~zatlon and projects lnv~tatlons to 
take part In act~v~t~es are forwarded In some countrles f~eld 
vls~ts have been effectuated by US A I D staff All are In 
praise of the ~nformat~on flow and meetlng opportunrt~es 
offered 



8 3 1 In all five countries, h~ghly motivated, young people are the 
carriers of the development of the YMCA They are at the 
same t~me anchored in the YMCA trad~t~on of the 
procommunist per~od 

8 3 2 Desp~te of many s~m~larlties, each of the organizat~ons has 
developed differently They are rooted In d~fferent trad~t~ons 
and take a form whlch is adapted to the national s~tuation 

8 3 3 Throughout the organizations, at all levels, young, highly 
sk~lled profess~onals take the lead In shapmg the YMCA 

8 3 4 At all levels there IS a clear determinat~on to become self- 
sufficient, autonomous organ~zations In the coming three or 
four years 

8 3 5 All organizations show an openness towards the creatlon of 
an ecumen~cal, tolerant soc~ety and to develop social act~on 

8 3 6 All organ~zations are developing on the basis of the needs of 
the commun~ty and espec~ally on the needs and aspirations 
of young people 

8 3 7 The YMCA has a clear option to work beyond its own 
boundaries and is willing to support others in other countries 
and continents 

8 3 8 In the most developed YMCAs there IS a concrete willingness 
and comm~tment to support the development of other YMCAs 
In Central and Eastern Europe 

8 3 9 The YMCA IS recogn~zed by local and national author~t~es, 
churches and educational establishments as a valuable 
contr~bution to community l~fe and society 



8 4 Project Development 

8 4 1 Projects are well reflected and coordmated They f ~ t  
commun~ty needs and are mtegrated In the organ~zat~ons' 
orlentations and programs 

8 4 2 Most projects concentrate on commun~ty development, 
~nvolv~ng a w~de range of programs (le~sure, educat~on sports 
etc ) 

8 4 3 H~gh pr~or~ty hes In leadersh~p tra~n~ng at nat~onal level Th~s 
IS an md~spensable element for the further development of the 
organ~zat~ons It IS the cornerstone In the bulldmg of a pool 
of tramed and motwated volunteers 

8 4 4 The ecological programs are malnly run In the form of 
summer- and wmter camps Other env~ronmental programs 
are less elaborated 

8 4 5 Management tra~nlng and the development of small 
enterpr~ses are w~th one except~on, not expl~c~tly developed 
However job clubs for the unemployed are emerging In most 
countr~es 

8 4 6 All projects are evaluated on whether they are sustamable 
after the Saph~r program Eye-flashmg, but non-~ntegrated 
projects are avo~ded 

8 4 7 A concrete follow-up of all projects ex~sts, both at content and 
frnanc~al level The organ~zat~ons themselves take h~gh 
respons~b~l~ty In th~s and somet~mes develop further mternal 
evaluat~on systems 



8 5 Conclusion 

An important move towards sustainable development of the 
YMCA in the four countries covered by the Saphir Initiative 
has been made 

Financial assistance and highly motivated volunteers and staff 
members, are however not the only determining factors In 
setting the pace of the development 

The Saph~r ln~tiative should therefore, on a decreasrng bass 
be renewed for an extra two to three year per~od This will 
permit the continuation of the important steps which have 
made 



All these ntiatives are in add~tion to mternational opportunit~es, study v~sits, 
Tempus links and specialrst training events like the Training of Trainers 

TYPE OF TRAINING 

POLAND 

In Serv~ce 
Leadership trainmg 

local 
- national 

Board member 
Camp counsellors 
Program development board 
Specialist 
(Language, journalism 
sport, unemployed, 
refugees etc ) 

SLOVAKIA 

Board member 
In Serv~ce 
Forest YMCA 
Camp leader 
Ten Smg 

CZECH REPUBLIC 

In Service 
Leadersh~p trarning 
(2 stages) 
Board member 
lnterpo~nt 
ICCP 
Camp leadel 

Marriage encounter 
Management 
Ten Smg 

4 times 3 days obligatory 
4 stages 
2 days certif~cate of 
4 days government 
10 month placement 
2 days a year obligatory 
4 days recommended 
3 days recommended 
various open 

112 days 
3 times 213 days 
various, 10 days 
5 days 
various 

4 times 1 /2 days 
2 times 7 days 

2 times/ 213 days 
112 days 
112 days + weekend 
1 times w/3 days 
Follow up 213 days 
2 t~mes 213 days 
various 
various 

open 
obligatory 
open 
recommended 
recommended 

obhgatory 
recommended 

recommended 
open 
obligatory 

obligatory 
open 
open 



HUNGARY 

In Service 
Leadership training 
Ten Sing 
Training trainers 

BULGARIA 

In Service 
Leadership training 
Board member 
Specialist 
(Journalism, Ten Sing, 
camps, youth, theology) 

2 times 3 days 
4 stages (10 days) 
various 
1 day 

3 times 3 days 
various (10 days) 
213 days 
various 

CONT 8 6 

obligatory 
recommended 
open 
recommended 

obligatory 
recommended 
open 
open 



8 7 Tra~n~ncl the Tramers (Append~x 3) 

MODULE 1 

The mtroduct~on to the course 
Expectat~ons, sett~ng group, learnmg objectives 
Fme Tun~ng the Future Modules 
Understandmg my role In the YMCA 
Personal Act~on Plans 
lntroduct~on to personal development 
Understandmg the voluntary agency 
Tranng needs analys~s 

MODULE 2 

The learnmg cycle 
Understandmg adult development and learnmg 
Trad~t~onal methods of tranng 
lntroduct~on to "new" methods of learn~ng 
The use and abuse of methods of tra~nmg 
Understandmg how learn~ng blocks occur 
Overcommg learn~ng d~ff~cult~es 
The Chr~st~an emphasis cons~dered 

MODULE 3 

lntroduct~on to mot~vat~on 
Problem solvmg in groups 
Team work sk~lls 
Understand~ng my role In the YMCA team 
Confl~ct resolut~on 
The tranng cycle 
Evaluat~on of course to date 

MODULE 4 

Carrymg out a needs tra~nmg needs analys~s 
How to plan, develop, implement, vahdate, evaluate and review A tra~nlng course 
How to budget, resource, and develop a tramng ~n~ t~a t~ve  
Understandlng the transnat~onal element In YMCA trainmg 



MODULE 5 Cont 8 7 

A pract~cal workshop where each member presents one tranng element of 30 minutes 
to the group and where th~s tra~nmg module is d~scussed evaluated and rev~ewed by the 
cv-"- 

MODULE 6 

The problems of tralnlng In a voluntary body considered 
Understandmg fmances and sources of funding 
Introducing NVQ's and other val~dated training courses 
lntroducmg methods of evaluat~on and review 

MODULE 7 

Counselmg, support and encouragement of staff considered 
Understanding the ~mportance of flex~b~l~ty and adaptab~l~ty 
Add~tional elements added at th~s point as dec~ded by the group 



8 8 1 Local lnduct~on to the Indlv~duals' Job and YMCA 

The individual would be inducted into his/her own local unit by his/her lme 
manager or In the absence of one, a board member nominated by the local 
Board to carry out this task 
Time scale 1st month 

8 8 2 Nat~onal lnduct~on to the Indw~duals' Nat~onal Movement and the 
lnternat~onal YMCA 

A three day seminar/workshop would be organized, and repeated again 6 
months later to ensure that all new staff have an opportunity to attend in the 
first year of their employment 

At this event, all the new staff will share seminars, and activities together on 
the background of their nat~onal YMCA as well as learning about the history 
and make up of the international movement The emphasis will be on 
"learning by doing" and will be participatory The tutor/fac~litators could 
include members of the F~eld Groups as well as members of the local or 
national boards of the country as well as the two key staff 
Time scale 1 st year 

8 8 3 A Chi ~ s t ~ a n  Bass Module 

This would be a two way seminar and work shop, again repeated if 
necessary, which will examine the Christian bass of the movement It will 
aim to provoke d~scussion on "practical Christ~anity" and Issues of 
ecumenism, tolerance, national ~dentity etc 

Again, as above, we can use a variety of facilitators 
T~me scale I st year 

8 8 4 A Nat~onal Tra~nmg Program 

This will be the "meat" on the "bones" as outlined above, and will involve all 
secretaries The curriculum will deal with a number of "core" areas common 
to all YMCA Secretaries and will be drawn up by the two 'key" secretaries 
In cooperation with the Saphir staff In the first instance, as an Integral 
component of their training 

It will be designed in such a way to ensure maximum flexibility and minimum 
d~sruption to time in the work place 



This will mean that the secretaries will have a choice on the modules which 
they "take" as this element, those being the areas of their most need as a 
result of the outcome of the personal action plans Ideally it will involve 
modules of 3/5 working days depending on the subject matter, In country 

The learning will be participatory, and will use the existing knowledge, skills 
and attitudes available in each group It will involve seminars, workshops, 
placements, projects and other written aspects Facilrtators will rnclude all 
the above as well as occasional outside tutors 
Time scale Ongoing 

8 8 5 Trans-natlonal Trainmg Program 

In addrtion to the "in country" training, certaln elements of the training will be 
carrled out for all the participating countries in one country These concept 
is central to the philosophy of Saphir which intends to use all the countries 
experiences and encourage cross cultural learning to happen 

In the first year untd the end of Saphir we will set up two such trans national 
events under Saphir The first one will be on the Christian basis 
Time scale Ongoing 

8 8 6 Central Operatlng Pr~nc~ples 

The approach IS one which identifies the exrsting skrlls and abilrties of each 
professional secretary, and the goes on to decide training needs of these 
secretaries, through joint discussions with the secretaries and their peers 
and the creation of a "personal action plan" 

This action plan will be drawn up at an early stage of the employment of the 
secretary and will continue as the bas~s for all future training 

The next stage will involve developmg a strategy wherein these training 
needs may be best met 

For example, some training opportunities may already exist through 
European programs such as are offered on the regular basis each year 
E g partrcipating in an international leadership team for a European 
conference Other needs may be met within the country itself through the 
ongoing In service training programs 

There will be constant opportunities for study vlsits to other YMCAs, which 
could be used to provlde training in these identified areas 
There will, of course, be some area which are not able to be met through 



any of the above methods In such a case, ~t wdl be ~mportant to offer a 
varlet\/ of events at a trans nat~onal level, where these may be met 

The secretaries themselves should assume some respons~b~l~ty for the 
plannmg, hostmg dellvery and evaluat~on of these events as part of the~r 
ongolng personal development At such events ~t wrll be poss~ble to rnvolve 
perhaps, partlapants or tra~ners from both the respectwe F~eld Groups and 
the donor YMCAs to include them In act~v~t~es to Increase the mternat~onal 
exposure and to further develop the relat~onshrps 



EUROPEAN FIELD GROUPS 

Field Group 

1 Latvr a 
Estonia 
L~thuanra 
St Petersburg 

2 Poland 

Leadership Part~cipation 

Sweden Estonia 
Finland 
Latvia 
Norway 
Sweden 
Wales 

Germany Canada 
England 
Germany 
Poland 
USA 

3 Czech & Slovak Norway Austria 
Republics Can /Toronto 

Czech Republic 
Denmark 
England 
Germany 
Norway 
Slovak Republic 
Switzerland 
USA 

4 Bulgaria 

5 CIS States 

Switzerland Bulgaria 
England 
Greece 
Swrtzerland 
USA 
Germany 
Neitherlands 

Scotland Bulgaria 
Canada 
England 
Germany 
Greece 
Latvia 
Poland 
USA 
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Cont 8 9 

Field Group Leadershn Part~ci~ation 

6 Cyprus, Malla Greece Cyprus 
Germany 
Malta 
Scotland 

7 Hungary/Carpato Denmark Canada/Vanc 
Denmark 
England 
Germany 
Greece 
Hungary 
Sw~tzerland 

England Austr~a 
Bulgar~a 
England 
Germany 
Greece 
Hungary 
Romanla 
Sw~tzerland 


