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The YMCA of the USA received a $650,000 grant from World Learning to support a two year
project in the region of the Newly Independent States. The project had two major objectives: (1)
the strengthening and extension of current YMCA efforts in existing NIS associations to address
immediate community needs; and (2) the establishment of programs that can be replicated as
leadership and administration models that the YMCAs of Russia and other Republics can use for
further expansion and development. The program promoted the use of transferable skills with
the overall purpose of building a base for continuation and expansion of efforts in leadership
training, program, and institutional development. The outcome of the process is a solid
foundation for a viable, non-profit, indigenous-based non-government organizations capable of
growth and expansion throughout the NIS with a worldwide network of international YMCA
support.
Thirty-three YMCAs have been formed with key volunteer leadership in the following Republics:
YMCAs in Armenia: Yaravan, Spitak, Gumry, and Vanzadzor; YMCAs of Belarussia: Minsk and
Lido; YMCA of Georgia: Tbilisi; YMCAs in Russia: (Moscow I, Moscow 11, Moscow 111,
Polklannaya Mountain YMCA in Moscow, Kirovsk, Yaroslavl, Bryansk, Kaluga, Vladimir,
Syktyvkar, Omsk, Novosibirsk, Ivanovo, St. Petersburg YMCA, Mayak (St. Petersburg),
Enlightenment YMCA (St. Petersburg), Altair (St. Petersburg), YMCA Lesnaya (St. Petersburg),
Lilac Boulvoir YMCA (St. Petersburg), Ozerky YMCA (St. Petersburg) and Kole Peninsula
YMCA; YMCAs of the Ukraine: Kiev, Dubna, Lutsk, Krasny Lutch, Ternopl, and Buchesh.
Seventeen of these YMCAs maintain partnerships with the following YMCAs in the U.S.:
Charlotte NC, Westfield NJ, Philadelphia PA, Reading PA, Sarasota FL, Louisville KY,
Tennessee Cluster, Clearwater FL, Old Town-Orono ME, Atlanta GA, Muskegon MI, WinstonSalem NC, Orlando FL, Hartford CT, Lansing MI, and University of Illinois Student YMCA. The
partnerships have grown and the capacity to communicate, jointly problem-solve, and identify
training needs and opportunities has been strengthened.
The second key outcome is the identification of a committee to facilitate the formation of the
National Council of YMCAs for Russia. Once formed, the Council will be able to provide the
training, technical assistance, problem-solving, communication, fund-raising, and consolidation
role for the local YMCAs throughout Russia. A similar effort is underway in the Ukraine. This
model functions throughout the YMCA system and will be replicated in the Russian context to
continue to provide the greatest growth and opportunity for development of effective indigenous
leadership. In this role both the World Alliance of YMCAs and the European Alliance of
YMCAs will be the key players to bring this to fruition.
Formation of indigenous leadership has been a key component, the results of which are beginning
to be seen through the emergence and placement of several key leaders as trainers. This effort

is a major challenge and continues to be considered a priority by all participants in the process
such as the YMCA of the USA, the European Alliance of YMCAs, and the World Alliance.
Activities to be undertaken during 1996 will continue to provide key targeted training to YMCA
leadership in the NIS. NIS leaders will also continue to serve as trainers to enable their
counterparts to benefit from the positive experiences of their colleagues.
An outcome from this process is that the YMCAs demonstrate increased capacity regarding the
organization and formalization of YMCAs throughout the NIS. YMCAs demonstrate a range of
diverse programs depending on local leadership capacity and priorities. There are some cases
where the YMCAs have staff but for the most part the programs have been volunteer driven.
This has been key for a YMCA's growth since the volunteers also serve to disseminate and
publicize the YMCAs to the community and other NGOs, etc.
The effort to broaden the resource base and to encourage local financing has been essential to the
issue of long-term sustainability of these YMCAs. An area of training that provided assistance
towards resolving this concern was the process of planning, dissemination, community-outreach,
and establishment of identity for YMCAs in the NGO community. YMCAs have been able to
demonstrate that they provide a service to their communities which in some cases has generated
revenue.
An area of interest and concern to the YMCAs is the entire tax issue and implications of
government regulation. This issue--which has been led by InterLegaLin terms of negotiation of
legislation for non-profits to operate businesses that can contribute towards local self-reliance
continues to be of significant interest to YMCAs in the NIS.

The YMCA of the USA considers the program to have fulfilled the goals and objectives as
established in the grant and gives thanks to World Learning for the support and assistance
provided during the implementation. The program underwent several modifications that allowed
it to function more effectively and that directly contributed to strengthening the outcomes. This
includes the staffing of a Field Director for the NIS, the focusing of training on local NIS
leadership through active participation and provision of organizational and institutional
development skills, and the emphasis placed on open, clear communication between the Partners
in the U. S. and NIS.
An additional outcome which further strengthens the process of development of YMCAs in the
NIS is the collaborative role between the YMCA of the USA, the European Alliance of YMCAs,
and the World Alliance of YMCAs. This fact multiplies the potential to mobilize resources and
to effectively build strong YMCAs.
Some conclusions and recommendations on the immediate future work to be undertaken are as
follows:
The YMCA of the USA will continue--through the partner relationships between
YMCAs in the U.S. and the NIS--to support the consolidation and institutional

strengthening of the YMCA movement in the NIS. This effort shall continue to
include key involvement and participation by the European Alliance of YMCAs,
the World Alliance, and other YMCA Partner movements.
The effort to focus and define specific targeted trainings that are identified, organized and
managed by indigenous leadership in the MS shall continue with the U.S. serving as a
resource when and where necessary.
The focus on sustainability through mobilization of local resources and increased
involvement of additional partners shall continue to be encouraged.
The cross-fertilization of programs between YMCAs in the NIS shall continue to be
sought and indigenous leadership encouraged to mentor emerging leadership where
possible.
The importance and significance of leadership identification, formation, and development
shall continue to be a strong component of YMCA collaboration. [The achievements of
the Swedish YMCA in board and leadership development and the European Alliance of
YMCAs initiatives in training and the process of "begleitung" (accompaniment)].
Program oriented focus as a determination to legitimacy of a YMCA will continue to be
considered as a major screening factor to ensure viability and commitment of emerging
YMCAs.
The effort to support the process of formation of a National Council for the YMCAs of
Russia will continue to be supported by the YMCA of the USA, the European Alliance
of YMCAs, and the World Alliance.
Support to the indigenous leadership that has emerged will continue and additional strong
leadership shall be identified and encouraged.
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PROJECT GOAL:

The project addresses two key areas: (1) the strengthening and extension of current YMCA efforts
in existing NIS associations to address immediate community needs; and (2) the establishment
of programs that can be replicated as leadership and administration models that the YMCAs of
Russia and other Republics can use for further expansion and development. The program
emphasizes transferable skills and this will underlie all further efforts. The final outcome of this
two-year project of leadership training, program, and institutional development will be the
existence of a strong foundation for the development of viable, non-profit, indigenous-based nongovernment organizations capable of growth and expansion throughout the NIS with a worldwide
network of international YMCA support.
REVIEW OF THE PRINCIPAL PROJECT GOALS:

The outcomes of the YMCA humanitarian development initiative in the NIS fulfilled the goals
in the following manner:
Goal: Strewthen and extend current YMCA efforts and build capacitv in existing NIS
associations to address immediate communitv needs:
1).

At the termination of the grant period, 33 YMCAs have been formed with key volunteer
leadership in the following Republics:

YMCAs in Armenia: Yaravan, Spitak, Gumry, and Vanzadzor.
YMCAs of Belarussia: Minsk and Lido.
YMCA of Georgia: Tbilisi.
YMCAs in Russia: (Moscow I, Moscow 11, Moscow 111, Polklannaya Mountain YMCA
in Moscow, Kirovsk, Yaroslavl, Bryansk, Kaluga, Vladimir, Syktyvkar, Omsk,
Novosibirsk, Ivanovo, St. Petersburg YMCA, Mayak (St. Petersburg), Enlightenment
W C A (St. Petersburg), Altair (St. Petersburg), YMCA Lesnaya (St. Petersburg), Lilac
Boulvoir YMCA (St. Petersburg), Ozerky YMCA (St. Petersburg) and Kole Peninsula
YMCA.
YMCAs of the Ukraine: Kiev, Dubna, Lutsk, Krasny Lutch, Ternopl, and Buchesh.
Seventeen of these YMCAs maintain partnerships with the following YMCAs in the U.S.:
Charlotte NC, Westfield NJ, Philadelphia PA, Reading PA, Sarasota FL, Louisville KY,
Tennessee Cluster, Cleanvater FL, Old Town-Orono ME, Atlanta GA, Muskegon MI,
Winston-Salem NC, Orlando FL, Hartford CT, Lansing MI, and University of Illinois
Student YMCA. The partnerships have grown and the capacity to communicate, jointly
problem-solve, and identify training needs and opportunities has been strengthened.
2).

The second key outcome is the identification of a committee to be instrumental in the
formation of the Russian National Council. A coordinating committee composed of
representatives from the YMCAs meets on a regular basis. The overall objective of the
committee is to form a National Council of YMCAs for Russia. Tasks to date have
included: review of draft constitutions, national program planning, proposal for
committees on education, finance, youth exchange, and the formal establishment of a
YMCA national information center to serve as a clearinghouse for information and
resource materials. The European Alliance of YMCAs has provided guidance to this
group on the process and procedures for establishing the Council. The World Alliance
of YMCAs is prepared to provide oversight and guidance as well.

3)

One of the key elements of the program was the identification and strengthening of
indigenous leadership. A significant outcome is the hiring by the European Alliance of
YMCAs of Mikhail Guskov. Mikhail Guskov is a Russian who served as President of the
Moscow I1 YMCA prior to assuming this position. Mikhail will serve as the key leader
(Development Secretary for Russia) for further development of YMCA leadership in
Russia. Efforts to continue to build local leadership continue through the assistance of
Mikhail Guskov as well as through the assistance of Joe Wootten, who has served as the
YMCA of the USA's Field Director for the NIS over the past two years and will complete
his assignment by the end of 1996.
It is anticipated that by the end of 1996 the program will be conducted by indigenous staff

with assistance provided by the European Alliance of YMCAs through both the
Development Service and the Field Group System. The YMCA of the USA is a strong
advocate for increased involvement by the European Alliance of YMCAs and will seek
to facilitate this process. At the same time, the YMCA of the USA will continue to
provide key support to Russian YMCAs through partner relationships.
In the case of the Ukraine, the YMCA will receive assistance from Michal Sourek, EAY
Development Secretary with support from the YMCA of the USA. Michal Sourek comes
from the Czech YMCA Movement.
The strength of leadership in each of the newly-formed YMCAs varies significantly and
the YMCA recognizes the need to provide greater exposure and leadership opportunities
for those who have demonstrated strong capacity.
Activities to be undertaken during 1996 will continue to provide key targeted training to
YMCA leadership in the NIS. NIS leaders will also continue to serve as trainers to
enable their counterparts to benefit from the positive experiences of their colleagues.
Goal: Establish proprams that can be replicated as leadership and administration models that the
YMCAs in Russia and other Republics can use for further expansion and development.
1) Program Models: This goal has been achieved through the series of program
conferences which allowed for demonstration and discussion of program models.
Moreover, the process has resulted in identification of specific program needs and small
targeted program trainings to bring about effective skills transferance. A clear example
of this is the training completed on the Russian tax code and policy on NGOs. These
training events have been planned, organized, and implemented exclusively by indigenous
leadership.
The quality of programs is highly dependent on the caliber of the leadership and the
ability to translate ideas into program actions. Some YMCAs such as Yaroslavl, Tbilisi,
YMCAs of Armenia, Novosibirsk, Enlightenment, St. Petersburg, Kirovsk, Moscow 11,
Polklanaya Mountain YMCA, Omsk, Bryansk, Dubna and Kiev have demonstrated strong
leadership and programs.
YMCAs in Belarussia (Minsk and Lido), Novosibirsk, Trosk, and the Ukraine (Kiev,
Buchesh) are beginning to show positive growth and potential for good programs.
In a few cases, such as Vladimir, Syktyvkar, Ivanovo, Kaluga, Chernovsty and Krasny
Lutch challenges have been identified and plans to overcome them are being discussed.
These YMCAs are being encouraged to work closely with the Development Secretary for
Russia, the European Alliance of YMCAs, and the U.S. Partners in order to grow
stronger.
Program guidance has been provided based on a survey of the areas of interest. These

included: board development, volunteer and staff development, camping, public relations,
financial issues, international youth exchange, and program leadership.

ANALYSIS O F PROGRAM COMPONENTS:
Since the beginning of the program in the NIS the approach has been focused on nurturing
fledgling movements to encourage them to identify and strengthen leadership and provide a
diverse set of experiences in programs so that programs that best respond to the local context may
be identified. The effort has tried to draw the expertise from the YMCA world movement as a
whole (inclusive of the YMCA of the USA).
This process has depended to a large extent on the program conferences which have served as
a forum for exchange of ideas and learning. Moreover, it has provided YMCAs with access to
U.S. partners who bring diverse experience and provide an important solidarity net for their
counterparts. This process of strengthening and extension of YMCA efforts resulted in the
following:
I . Strengthening- and extension of YMCA efforts:

At the initiation of grant activities a total of seven partners were involved in relationships with
the NIS. During the grant period the number rapidly increased to twelve and then to seventeen
by the close of the grant with increased interest and potential for new expansion.
The potential for increased growth in relationships that include European YMCAs has shown
opportunity for tri-lateral partnerships. One example is the Reading-Hannover-Ivanovo
relationship which has encouraged open communication and sharing of issues of concern between
partners. Such efforts allow problems and proposed solutions to be identified jointly. Another
example is the St. Petersburg YMCA which has received support from the Swedish YMCA, in
particular through board and leadership development. Several YMCAs from St. Petersburg have
expressed interest in establishing relationships with U.S. partners. It is anticipated that the
involvement by the Swedish YMCA will continue throughout 1996 and new relationships will
also form with U.S. partners such as the recent new relationship between the University of Illinois
and Enlightenment. In addition, the Czech YMCA has taken leadership in helping to strengthen
the YMCA in the Ukraine.
The U. S Partners maintain strong interest to continue their relationships with Russian YMCAs.
The meeting will take place in Sarasota in January, 1996 and participants will continue to share
problems, solutions, and seek new avenues to support the YMCAs in the NIS. In addition, Johan
Wilhelm Eltvik (Executive Secretary for the EAY Development Service) and Mikhail Guskov
(Development Secretary for Russia) will participate in the meeting. This process will allow the
YMCA to continue to bridge efforts between the YMCA of the USA and the European Alliance
of YMCAs. The U.S. Partners will be able to share their concerns, interests, and perspectives
with the EAY staff. This ability to open communication lines shall be a key determinant to the
long-term success of the initiative to strengthen YMCAs in the NIS.

The partners are as follows:
Atlanta
Charlotte
Charlotte
Tennessee Cluster
Clearwater
Hartford
Louisville
Muskegon
Old TownIOrono
Orlando
Philadelphia
Reading
Sarasota
Westfield
Winston-Salem
Lansing, Michigan
University of Illinois

Tbilisi, Georgia
Moscow I, Russia
Moscow 111, Russia
Bryansk, Russia
Kaluga, Russia
Novosibirsk, Russia
St. Petersburg, Russia
Minsk, Belarus
Syktyvkar, Russia
Omsk, Russia
Yaroslavl, Russia
Ivanovo, Russia
Vladimir, Russia
Moscow 11, Russia
Krasny Lutch, Ukraine
Kirovsk, Russia
Enlightenment, St. Petersburg, Russia

A sample of partner agreements follows:
Westfield YMCAMoscow I1 agreement:
Program exchange on child-care; financial management and planning (short-term training);
summer camping (youth camp workers); cultural exchanges; assistance in receiving a $12,000
grant from the John Ben Snow Foundation for camping scholarships and training.
Tennessee ClusterBrvansk agreement:
Youth programs; camping exchange; salary support; long-term exchange.
PhiladelphiaNaroslav1 agreement:
Collaborative fund-raising; youth exchange; financial management training; salary and program
financial support.
Winston-SalemKrasnv Lutch agreement:
Youth programs; environmental education; facilities; salary support; camping; two long-term
exchanges.

Old Town-OronoISvktwkar agreement:
Camping exchange; swimming event; swim teams and Board member exchanges.
St. PetersburdLouisville agreement:
Educational exchanges; humanitarian assistance and program equipment (youth programs,
programs for the handicapped), staff exchange.
Charlotte/Moscow I agreement:
Staff planning and training exchange; camping; cultural exchange; financial support to partner;
support to the handicapped children's program; stafflvolunteer techical (program & financial)
team support to partner.

Camping program; youth in government program; newslcultural exchange.
AtlantaITbilisi agreement:
Cultural exchange; financial support (salary and supplies); baseball team exchange (support from
Coca Cola International); two baseball exchanges; support from staff of Atlanta YMCA going to
Tbilisi for training and development support.

ReadinplIvanovo/Hannover agreement:
Medical assistance program; salary support.
Philadelphia/Yaroslavl agreement:
Training for board leaders and management of non-profits; camping
2. National Council Formation Process:
The process to form a national council of YMCAs in Russia will require patience, sensitivity, and
broad participation at all levels. The effort to date has tried to draw from the expertise in the
YMCA (European Alliance, World Alliance, and the YMCA of the USA).
The priority activity during the next few months is the continued support to the National Council
formation process. This will be an essential prerequisite to establishing a strong YMCA
movement in Russia. The Council will be able to provide the training, technical assistance,
problem-solving, communication, fund-raising, and consolidation role for the local YMCAs
throughout Russia. This model functions throughout the YMCA system and will be replicated

in the Russian context to continue to provide the greatest growth and opportunity for development
of effective indigenous leadership. In this role both the World Alliance of YMCAs and the
European Alliance of YMCAs will be the key players to bring this to fruition.
At the same time the YMCAs in the U.S. shall continue to provide key targeted training to
support the partner YMCAs in the NIS. Coordination of efforts with the EAY will be essential.
YMCAs in the U.S. can provide assistance in efforts to mobilize resources and can provide
training in administration and management. Clearly the program training will most likely derive
from local needs and resources with most assistance coming from the European Alliance of
YMCAs through the Development Secretary for Russia.
3. Program Training Events:
The following training events took place during the grant period:
Moscow Conference

53 NIS

3 8 US 7 European

Vladimir Program Institute

35 NIS

12 USEuropean

Bry ansk

53 NIS

12 US/European

St. Petersburg

84 NIS

12 USIEuropean

Yaroslavl

80 NIS

7 UsEuropean

A growth trend was observable in the participation by the NIS. Not only did numbers of
participants increase but the overall quality of the participation increased. In addition, as was
observed during the final program conference in Yaroslavl, the indigenous leadership identified
the topics to be addressed and in many cases provided the trainers or helped to guide the process
to identify the best trainer. The topics therefore were highly appropriate to the context and
involved such key themes as: legal standing of NGOs in Russia and issues of taxation (held as
a separate forum for YMCAs of Russia and Belarussia in Bryansk), communications and
marketing, financial and judicial basis for YMCA activities in the NIS, psychology and problems
in YMCA work relations, in addition to the routine activities such as summer programs,
partnerships, and Board development, volunteer and staff roles and functions. There was also
time dedicated to the Russian and Ukrainian National Coordinating Committee meetings.
In April, 1995 a special three-day conference was held by the Bryansk YMCA with over 25
participants from NIS YMCAs to study accounting principles, taxation, and financial recordkeeping. This conference was totally planned and put on by NIS YMCA staff and volunteers.
Representatives from Interlegal were present as well as the Russian Business Manager for World
Learning. There were no U.S. or European YMCA persons present. The evaluation reports from
the conference were good.

Yaroslavl was selected as the site for the final training event due to the high caliber of leadership
demonstrated there and potential for the experience to serve as a learning opportunity for other
YMCA leadership in the NIS. As noted, the leadership throughout the NIS varies and is
characterized by high levels of skill with alternating levels of capacity down to lack of effective
leadership in some YMCAs.
The model has depended to a large degree on the key role of volunteer leadership which also
implies a degree of variance in the time and skill available for that leadership ability to in fact
dedicate themselves to the task. This is a function of the reality of a situation where many people
cannot afford to volunteer if other income earning options are presented to them. Nevertheless,
the YMCA has seen some very strong committed leadership at the volunteer level. This
leadership has been the engine of growth for most of the work in the NIS. In some cases staff
have been hired. This has also been facilitated by financial assistance provided by some U.S.
partners. The outcome of this process is a need to seek a balance of committed volunteer and
staff. A critical caveat is that a situation of dependency not be created between partners in the
U.S. and the NIS, or any other European partners.
Several training events have taken place since the termination of the grant. They are as follows:
The EAY Development Service conducted a training the trainers course from September 4-10,
1995 for participants from Armenia (2), Belarussia (I), Russia (3), and the Ukraine (1) in
addition to the participants from Bulgaria, Hungary, Italy, Poland, and Romania by a training
team composed of Michal Sourek, Michal Szymanczak, and Johan Wilhelm Eltvik. The content
included structure of training schemes, preparation and implementation of a training course,
methodology, practical exercises and video-evaluation.
In addition, 20 volunteers from the Ukraine were trained from October 12-15, 1995 by Michal
Sourek, with assistance from Mikhail Guskov and two volunteers.
The training will form a core group of leaders who can provide training and resources to one
another and strengthen the process of leadership formation in the newly emerging YMCAs.
4. Program Exchanges and Materials:

The exchange concept has been a core component of the program since its inception. Exchanges
take place in both directions. U.S. partners continue to offer short-term in-residence training
opportunities for Russian YMCA leadership. This experience seems to have yielded mixed results
and somewhat may be effected by the length of stay of the individual (occasionally causing
disruption within the growth process of the Russian YMCA).
These program exchanges have been developed out of the agreements established between the
NIS YMCAs and the U.S. Partners. Specific examples are cited in the section on Partner
agreements.

In addition, the YMCA produces a newsletter entitled "VESTY" that started in the spring of
1994. The newsletter is written, edited, printed, and distributed in Russian by NISIYMCA staff
and volunteers. The circulation is to all YMCAs in the NIS and contains articles by NIS YMCAs
and information on the history, mission, and purpose of the YMCA. To date, there have been
seven issues funded through the World Learning grant. An eighth issue is planned for December
and will be funded by the YMCA of the USA.
5. Profiles of YMCAs in the NIS:

The profiles were compiled following the Yaroslavl conference and demonstrate a sequence of
growth in program activities and participation. These are representative of a sample of the
YMCAs since not all participants completed the survey. Based on analysis of the surveys the
following conclusions can be drawn:
An outcome from this process is that the YMCAs demonstrate increased capacity regarding the
organization and formalization of YMCAs throughout the NIS. YMCAs demonstrate a range of
diverse programs depending on local leadership capacity and priorities. There are some cases
where the YMCAs have staff but for the most part the programs have been volunteer driven.
This has been key for a YMCA's growth since the volunteers also serve to disseminate and
publicize the YMCAs to the community and other NGOs, etc.
The area where the YMCAs have to expand and give special attention is in assistance received
(financial and otherwise), i.e sustainability. YMCAs report a variety of conditions: assistance
from partners, business, individuals, and others. The drive to broaden the resource base and to
encourage local financing is essential to the issue of long-term sustainability of these YMCAs.
An area of training that provided assistance towards resolving this concern was the process of
planning, dissemination, community-outreach, and establishment of identity for YMCAs in the
NGO community. YMCAs have been able to demonstrate that they provide a service to their
communities which in some cases has generated revenue.
A more complex relationship is with the government where collaboration needs to be approached
with caution and cannot in anyway result in co-optation or politization of the YMCA. Given the
complex historical context, the process of establishing genuine mutually beneficial relationships
is one which will require a slow, deliberative process.
The process of formation and consolidation of YMCA leadership can potentially work to the
disadvantage of the organization if the proponents seek to use political manipulation as a means
to secure power. Nevertheless, some YMCAs have been successful in leveraging some local
government support.
The following information was compiled from the surveys completed by the participating YMCAs
during the Yaroslavl conference. (Note: The surveys were not completed by all participants and
therefore the information below represents the opinions of the respondents and not the entire
. roster of the training event).

YMCA of St. Petersburg; formed in 1993; registered; 8 board members; 0 paid staff; 12
volunteers who serve as leaders for children's program, leaders of sports program; pre-school
program, and are members of the Board. Programs: children's program, sports program, teenagers
program, social program. Participation: 1,000 in 1993; 1,400 in 1994; 1,600 in 1995. Assistance
from business (equipment and money), government (second-hand assistance). Observation: "We
learned a lot of useful things which we could use in our work".
YMCA Moscow H: formed in 1991; registered in 1992; 9 board members; 0 paid staff; 21
volunteers who serve as leaders for administration and programs; Programs: child-care, camping,
disabled people (1992); and youth business (1994-5). Participation: 57 in 1992; 70 in 1993; 90
in 1994; 170 in 1995. Assistance from government (funds), individuals (parents), parents (fax
machine, piano, camera). Observations: "Nice examples of good programs for community,
experience, staff education, possibilities for partnerships with other YMCAs".
YMCA Moscow III: formed in 1992; registered in 1994; 7 board members; 14 paid staff (general
director, executive director, accountant, cleaner, 5 program directors, 5 teachers); 18 volunteers
who serve as assistant general director, translator, secretary, driver, etc. Programs: disabled,
Christian school, horse riding (1992); Christian school, horse riding (1993); Christian school,
horse riding, camping and campers exchange program (1994); Christian school, horse riding,
camp, military history club (1995). Participation: 50 in 1992; 150 in 1993; 180 in 1994; 250 in
1995. Assistance from business (funds), government (program space), individuals (funds), partners
(funds). Observations: "Great support, very helpful experience; provides information about Ys
in other countries, partnership relations".
Novosibirsk YMCA: formed in 1992; registered in 1992; 9 board members; 4 volunteers who
serve as president, accountant, referee, public relations specialist. Programs: education center,
theater studio (1992); education center, theater studio, sports competition, leaders program, theater
group (1993); education center, theater studio, summer camp, sculpture, boxing, publication of
English books, children's rehabilitation center (1994); education center, theater studio, sculpture,
video-library, library of foreign literature, and boxing (1995). Participation: 120 in 1992; 270
in 1993; 880 in 1994; 570 in 1995.
YMCA of Svktvvkar: registered in 1993; 6 board members; paid staff. Programs: swimming,
education (1993); swimming, aerobics (1994); swimming, aerobics, tourism, massage (1995).
Brvansk YMCA: formed in 1992; registered in 1992; 6 board members; 2 paid staff (program
directors for tourism and professional education); 15 volunteers; Programs: dancing, karate,
disabled children (1992); dancing, karate, scouts (1993); tourism, karate, English, swimming,
professional education (1994); tourism, karate, English, swimming, professional education (1995).
Participation: 60 in 1992; 40 in 1993; 140 in 1994; 140 in 1995. Assistance from business
(equipment), government (funds), partners (funds). Observations: "Good opportunity to know
information about YMCA in NIS and from abroad, to share our experience. It will be better to
organize seminars for specific problems. "

YMCA of Suitak (Armenia): formed in 1994; registered in 1995; 7 board members; 7 paid staff
(director and 6 teachers); 9 volunteers who serve as camp monitors and counselors. Programs:
camp, art program, language (1994); art program, dance and song, sports, handicrafts, camp
(1995). Participation: 110 in 1994; 141 in 1995. Assistance from partners (through National
Office). Observations: "This program helped to find partners to share the experiences of the
YMCA work".
YMCA of Gumrv (Armenia): formed in 1994; registered in 1994; 7 board members; 6 paid staff
(president, vice president, 4 program managers); 19 volunteers who serve as teachers at the audio
studio, camp monitors, program workers. Programs: audio studio, drama studio, school programs
(1994); audio studio, painting studio, dance studio, workshop for the disabled, drama studio,
school programs (1 995). Participation: 61 in 1994; 108 in 1995). Assistance from partners (YCare International for the workshop for the disabled). Observations: "This training program has
been helpful and useful. We received knowledge how to work in the camp and control finances.
We need the meeting and such training programs more and more."
YMCA of Armenia: formed in 1992; registered in 1994; 7 board members; 8 paid staff (national
director, vice director, office manager, accountant, secretary, 3 program managers); 22 volunteers
who serve as camp monitors, social workers. Programs: humanitarian assistance, camp for the
handicapped (1 992), camp for the handicapped, humanitarian assistance (1993), agricultural
program, building program, knitting workshop for refugees, dining halls for elderly refugees,
workshop for the handicapped and sports camp (1 994), agricultural program, building program,
knitting workshop for refugees, dining halls for elderly refugees, workshop for the handicapped
and sports camp, camp for children of refugees (1995). Participation: 121 in 1992; 130 in 1993;
425 in 1994; 600 in 1995. Assistance from partners (UNHCR and donations).
YMCA of Georgia: formed in 1992; registered in 1992; 15 board members; 16 paid staff
(national general secretary, executive director, treasurer, teachers, coaches; 18-20 volunteers who
serve as office manager, summer camp counselors, trainers. Programs: baseball (1992) baseball,
T-ball, softball, English (1993); baseball, T-ball, softball, English, computers, summer camp
(1994); baseball, softball, English, tennisltable tennis, computer, summer camp. Participation: 63
in 1992; 140 in 1993; 480 in 1994; 650-700 in 1995.
YMCA of Lesnava, St. Petersburg: formed in 1990; registered in 1990 as an international
YMCA and registered as a community organization in 1993; 5 board members; 5 paid staff
(accountant, assistant director, coach, janitor, housekeeper); 7 volunteers (instructors, coaches,
teachers, doctor). Programs: sports, music, ballroom dancing, camp (1992); sports, music,
ballroom dancing, camp (1 993); sports, music, ballroom dancing, camp, handicrafts, photography,
study skills (1994); sports, music, ballroom dancing, camp, handicrafts, photography, study skills,
kick boxing, senior exercise class, social protection program (1995). Participation: 500+ in 1992;
700 in 1993; 1,000 in 1994; 1,500 in 1995. Assistance from individuals. Observations: "I've
made good contacts, learnt a lot of new things, shared ideas with others. We would like to find
a partner in the U.S."

YMCA of Kirovsk, St. Petersburg: formed in 1993; registered in 1994; 5 board members; 0
paid staff; 6 volunteers who serve as leaders for the soft toy program, spiritual singing, ten-sing,
drawing program, sports program, music and dancing. Programs: spiritual singing, soft toy
program, ten-sing, drawing, sports, music and dancing (1993, 1994, 1995). Participation: 200 in
1993, 1994, 1995. Assistance from partners (funds for courses in leadership and specific training
for board members). Observation: "We didn't participate in the program".
YMCA of Enlightenment, St. Petersburg: formed in 1992; registered in 1993; 8 board
members; 0 paid staff; volunteers who serve as leaders of programs, educational programs, scouts,
international youth exchange, children's club, sports. Programs: educational, children's club
(1 992); educational programs, children's club, sports program (1 993); educational programs,
children's club, sports program, scouts (1994); educational program, children's club, sports,
scouts, international youth exchange (1995). Participation: 1,200 in 1992; 1,300 in 1993; 1,400
in 1994, 1,450 in 1995. Assistance from partners (funds for courses in leadership and specific
training for board members). Observation: Enlightenment did not take part in the program.
Lilac Boulvoir YMCA, St. Petersburg: formed in 1994; registered in 1994; 5 board members;
6 paid staff (program directors); 6 volunteers (program directors). Programs: English class for

children, dancing, choreography, painting, youth club, drama (1994); English class for children,
dancing, choreography, painting, youth club, drama, sports (1 995). Participation: 400 in 1994;
650 in 1995. No assistance received.
Altair YMCA, St. Petersburg: formed as a YMCA in 1994; formerly a community association
formed in 1987; registered as a YMCA in 1994; 7 board members; 24 paid staff (executive
director, accountant, program directors (1 I), coaches (5), professional skills training managers (6),
administrative staff (1); 50 volunteers (program volunteers, service volunteers, coaches, assistant
coaches); Programs: sports and fitness, child health improvement, summer resident camp, spring
vacation camp, competitive sports tournaments, coaches training, professional skills training,
English classes for children (1992); sports and fitness, child health improvement, summer resident
camp, spring vacation camp, competitive sports tournaments, coaches training, professional skills
training, English classes for children (1993); sports and fitness, child health improvement,
summer resident camp, spring vacation camp, competitive sports tournaments, coaches training,
professional skills training, English classes for children, international program: leadership training
in Sweden (1994); sports and fitness, child health improvement, summer resident camp, spring
vacation camp, competitive sports tournaments, coaches training, professional skills training,
English classes for children, international program: leadership training in Sweden, construction
of new camp in Crimea (1995); Participation: 1,220 in 1992; 1,300 in 1993; 1,400 in 1994; 1,500
in 1995. Assistance from business (Deloitte & Touche, St. Petersburg provided carpeting
materials), individuals. Observation: Altair would like to participate in the partnership program
with the U.S.
YMCA of Razvitie, St. Petersburg: formed in 1994; registered in 1994; 6 board members; 12
paid staff (teachers and instructors); 25 service volunteers and committee volunteers. Programs:
professional skills training and production, sports, study skills and social adaptation for youth,

summer camp, employment services for teenagers (1994, 1995). No assistance received.
Observation: "Disappointed at the low level of the conference in Yaroslavl, did not receive
itinerary in advance, were not informed about workshops in advance".
Lido YMCA of Belarus: formed in 1995; registered in 1995; no board members; 9 volunteers;
Programs: four programs being planned for estimated 40-60 participants. Assistance from Dubno,
Ukraine (information). Observation: "More contacts and a partnership with YMCA local
organizations".
YMCA Nvlinsk: formed in 1994; registered in 1995; 5 board members; 0 paid staff; 9 volunteers
(six serve as program leaders). Programs: ecology, scouting, camping, bible studies (1995).
Assistance received from individuals. Observation: "These seminars provide a lot of opportunities
to share knowledge experiences and enthusiasm with other leaders of the YMCA".
Zdolbuniv YMCA of Ukraine: formed in 1995; not registered; 5 board members; 5 paid staff;
2-3 volunteers. Programs: aerobics (1994); aerobics, spiritualism, art club (1995). Participation:
30 in 1994; 50 in 1995. Observation: "I'd like to have contacts with local YMCAs which are
working with similar programs".
Ternouil YMCA, Ukraine: formed in 1994; registered in 1995; 4 board members; 0 paid staff;
12 volunteers who serve as program leaders. Programs: sports (wrestling, swimming, volleyball)
1994; sports (wrestling, swimming, volleyball), cultural, language, bible studies. Participation:
30 in 1994; 70 in 1995. Assistance from individuals. Observation: "These seminars provide a
lot of opportunities to share knowledge, experience, and enthusiasm with other leaders of YMCA.
We're looking for friends and hope to find them in your country."
YMCA of Kiev, Ukraine: registered in 1994; 8 board members; 0 paid staff; 4 volunteers who
serve as president, 2 program leaders, associate director. Programs: baseball (90); baseball (1 995).
YMCA of Udinsk region, Lutsk, Ukraine: registered in 1995; 9 board members; 9 volunteers
who serve as president, program directors, associate director. Programs: religion, Czech
language, English language, ballet, education for domestic workers, sports education (1 994);
religion, Czech language, English language, education for domestic workers, sports education
(1995). Participation: 120 in 1994; 127 in 1995.
6. Collaboration with other non-government organizations:

YMCAs have been active in seeking and establishing agreements with other non government
organizations. Some examples follow:
1.

In Armenia: the YMCA is working with Punnic (a local NGO that works with children
disabled from the earthquake and war with Azerbajan in a sports program). Punnic is
listed as one of the founders of the YMCA of Armenia. The Armenia YMCA has
received grants from Oxfam, Y-Care International, and UNHCR. The largest grants have

been from UNHCR for about $3,000,000 to build 500 home for refugees. The Armenia
YMCA is by far the strongest YMCA in the NIS.

2.

Republic of Georgia: The YMCA is working with the Center for Sociological and
Psychological Help which runs a suicide prevention line and provides counseling to
refugees. The Young Lawyers Association, Boy and Girl Scouts, and the YMCA formed
an organization called "Third Sector" which is compiling a list of all NGOs in the
Republic and will set up a phone line to give out this information. ISAR (International
Soviet/American Relations) has set up an "NGO Trainers Advisory Board" of which Gela
Chickradze (Executive Director of the YMCA) is one of eight members, the others are
representatives from local NGOs. The BBC was in Georgia and filmed the YMCA of
Georgia baseball program which will be televised. The YMCA of Georgia also has
softball games on Sundays for Americans and other embassy personnel in Tbilisi.

3.

Kiev YMCA in the Ukraine: A survey has been sent to all NGOs in the Ukraine
informing them about the YMCA and seeking information about their NGO and how the
organizations could work together.

4.

Belarussia: The Minsk YMCA was founded by "The Belarussian Children's Fund" which
works with children who were victims of the Chernobyl nuclear accident.

7. Sustainability:

Institutional sustainability is a significant issue for development of YMCAs in the NIS. This
grant has focused on consolidation of YMCAs in the NIS through leadership and program
development. An important aspect of developing sustainable YMCAs in the NIS is the entire
planning process. YMCAs--through the assistance of the YMCA of the USA--have begun to plan
for six months to one year. This process has provided YMCAs with benchmarks and measurable
outcomes and has helped to strengthen the concept of sustainability. The specific area for income
generation within each YMCA depends on the particular context and resources that can be
mobilized locally. Therefore, the significant contribution to the process of strengthening these
YMCAs has been in the area of planning, organization, and implementation to engender capacity
and confidence to outline an activity, implement the concept, and measure the results after a
period of six months to a year.
Some examples of mechanisms for dealing with the issue of sustainability are as follows:
Training: Conferences:
Participants at the Yaroslavl conference paid a $10 contribution to help meet the costs of the
event. This was calculated on a sliding scale and was determined based on need. Approximately
80% of participants paid to participate in the event. This decision was made by the planning
committee with the hope that the events could begin to be self-financing or contribute to the
. overall costs of the event. The mid-term evaluation made reference to this concept and YMCAs

involved in the planning of these events have indicated that they will continue to integrate it into
the planning process of future events.
Programs:
A number of YMCAs have begun to introduce income-generating mechanisms into their
operations. These include such concepts as small stores--where goods are sold and profits are
channeled into non-income producing programs--to training courses (such as the Georgia YMCA)
which offers courses at a cost to certify English fluency for placement in universities abroad--and
generally caters to a higher income level--which raises some income for the YMCA to support
non-income generating programs targeted to participants of lower incomes. These activities are
being discussed and explored in different ways and have been shaped by the entrepreneurship of
the indigenous leadership.
Institutional Development:
Alexander Legutin of Bryansk has spearheaded development of the "Russian Fundu-- which has
appealed to 8- 10 YMCAs interested in developing a fund for development of YMCAs in Russia.
This group plans to have a meeting on December 9, 1995 to discuss plans and follow-up.
An area of interest and concern to the YMCAs is the entire tax issue and implications of
government regulation. This issue--which has been led by InterLegal--in terms of negotiation of
legislation for non-profits to operate businesses that can contribute towards local self-reliance
continues to be of significant interest to YMCAs in the NIS.
Partner and External Co-financing:
Aside from efforts to generate local financing, the YMCA movements have and will continue to
provide key support to YMCAs in the NIS. These include YMCAs in the U.S, Sweden, Norway,
Y-Care of England, and the European Alliance of YMCAs. Additional interest is also seen from
a variety of sources including foundations (Snow Foundation, Coca Cola Foundation) and nongovernment organizations (Oxfam in Armenia, and potential support from the National Council
of Methodist Churches).

CONCLUSIONS AND RECOMMENDATIONS:
The YMCA of the USA considers the program to have fulfilled the goals and objectives as
established in the grant and gives thanks to World Learning for the support and assistance
provided during the implementation. The program underwent several modifications that allowed
it to function more effectively and that directly contributed to strengthening the outcomes. This
includes the staffing of a Field Director for the NIS, the focusing of training on local NIS
leadership through active participation and provision of organizational and institutional
development skills, and the emphasis placed on open, clear communication between the Partners
in the U.S. and NIS. An additional outcome which further strengthens the process of

development of YMCAs in the NIS is the collaborative role between the YMCA of the USA, the
European Alliance of YMCAs, and the World Alliance of YMCAs. This fact multiplies the
potential to mobilize resources and to effectively build strong YMCAs.
Some conclusions and recommendations on the immediate future work to be undertaken are as
follows:
The YMCA of the USA will continue--through the partner relationships between
YMCAs in the U.S. and the NIS--to support the consolidation and institutional
strengthening of the YMCA movement in the NIS. This effort shall continue to
include key involvement and participation by the European Alliance of YMCAs,
the World Alliance, and other YMCA Partner movements.
The effort to focus and define specific targeted trainings that are identified, organized and
managed by indigenous leadership in the NIS shall continue with the U.S. serving as a
resource when and where necessary.
The focus on sustainability through mobilization of local resources and increased
involvement of additional partners shall continue to be encouraged.
The cross-fertilization of programs between YMCAs in the NIS shall continue to be
sought and indigenous leadership encouraged to mentor emerging leadership where
possible.
The importance and significance of leadership identification, formation, and development
shall continue to be a strong component of YMCA collaboration. [The achievements of
the Swedish YMCA in board and leadership development and the European Alliance of
YMCAs initiatives in training and the process of "begleitung" (accompaniment)].
Program oriented focus as a determination to legitimacy of a YMCA will continue to be
considered as a major screening factor to ensure viability and commitment of emerging
YMCAs.
The effort to support the process of formation of a National Council for the YMCAs of
Russia will continue to be supported by the YMCA of the USA, the European Alliance
of YMCAs, and the World Alliance.
Support to the indigenous leadership that has emerged (Mikhail Guskov, Michal Sourek)
will continue and additional strong leadership shall be identified and encouraged.
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