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Introduction

The training kit “Organisational Management for Youth Entities on National Level” was
developed as part of the Strategic Project “Honeycomb of Participation in National Level Youth
Organizations”.

The training kit is aiming to motivate more work with youth democracy within the youth
organizations so that more young people will have a say in society. We hope it inspires your work in the
upcoming period.

Center for Intercultural Dialogue

Kumanovo, November 2015
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The European Commission and the Macedonian National Agency for Erasmus+ support for the
production of this publication does not constitute endorsement of the contents which reflect the views
only of the authors. The Commission and the Macedonian National Agency for Erasmus+ cannot be
held responsible for any use which may be made of the information therein.



About the project

The project "Honeycomb of Participation in National Level Youth Organisations" is addressing one of
the key issues in national-level youth organising: the aspect of real effective and meaningful
participation, quality management and outreach.

It is lasting from January to December 2015 and involves 4 partners (CID Macedonia, CIM Horyzonty
Poland, TOG Turkey and Out-of-the-box Belgium).

The innovation in the project comes from the theme of the project itself. In the past programme (Youth
in Action) but also in the current Erasmus Plus, many youth organisations are listing themselves as
national-level structures. This means that they are working with youth coming from different areas and
that youth are having a say in their activities. However, the capacity of youth organisations to run
effective management of a national level youth organisation has never been specifically addressed in
any programme or research and it is expressly needed.

The project addresses the following questions/issues:

1. How to manage democratically youth organisations and clubs in different towns and to link
them on national level in a meaningful way

2. How to ensure active participation and links between young people from rural areas and
remote areas, with the central secretariat of the organisation

3. How to address youth policies and ensure effective European exchange and cooperation
between youth from a local club and the national-level youth secretariat

4. Are the local level youth clubs allowing enough space for practical development of strategies
and competences

The project is set around a big need of the youth organisations working at a national level - which is to
make their work effective and to provide space for real and meaningful participation. It is important to
address issues such as democratic participation in youth organisations on national level before being
able to increase quality of the work in the youth sector. CID is also setting up a national level network
for youth clubs aiming to enhance its work in branches around the country. The same is happening with
the partners in their countries.

Thus the project's main aim is to strengthen the capacity and stainability of youth organisations by
developing the competencies of their democratic leadership and management structures for national
level operations.

The objectives of the project are as follows:

- To develop a common understanding of the concepts related to democratic leadership in
national level youth organisations such as: democracy, participation and leadership, civil
society, human rights and citizenship

- To raise participants’ awareness and provide space to reflect upon the value of youth
organisations/structures - their role and impact as democratic leaders within society

- To develop the participants’ ability to relate the work of their organisations with youth policy
and provide them with up-to-date research (study) on national level youth organisations
management

- To develop participants’ understanding and knowledge of various forms of youth participation
through youth organisations and their applicability for the management of national level youth
organisations
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- To define and further develop leadership and civic competencies as well as relevant
management skills (conflict management, advocacy, motivation, shared leadership, decision
making, empowerment, strategic planning, resource management)

- To support participants in analyzing and further developing their organisation internal
processes and mechanisms in order to strengthen their work as national level youth
organisations

Besides aiming at producing an internal change in youth organisations work, the final outcomes of the
project include releasing a publication of the survey and a youth work publication on National Level
Youth Organising with the focus on Organisational Management.

Project partners

26 HORYZO
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CIM Horyzonty is a youth organisation, member of

the international network called Youth for Exchange

and Understanding. Like YEU International, Horyzonty
aims at promoting intercultural understanding and
cooperation through local and international projects involving youngsters from different cultural and
social backgrounds, as well as promoting voluntary work and youth participation through youth
exchanges, long-term educational projects and training courses. The organisation works on a regional
level in the Wielkopolskie region offering services in different locations.

Toplum Géniilliileri Vakfi (TOG — Community Volunteers Foundation)
was founded in December 2002. The Foundation contributes to the
personal development of young people by encouraging them to
participate in social responsibility projects as volunteers. Every year
the Foundation supports the realization of over 1000 projects and
activities implemented by about 40,000 young people in over 120
university clubs. TOG trains trainers who implement peer to peer
trainings on subjects such as volunteerism, project management,
human rights, social rights, reproductive health, health literacy and organisational management, offers
face to face support to university student clubs according to their needs, provides scholarship
opportunities and internships to young people, creates a learning environment that increases youth
mobility, which in turn supports learning from other young people and youth organisations,
investigates and contacts stakeholders to increase awareness on the needs of university students
within the public realm.

TOPLUM
GONULLULERI

Out of the Box International is a non-profit expert organisation

working in the field of provision of training and advocacy

projects. It is a service provider for the International youth

organisations based in Brussels and also it is listed in the

experts organisations of the Joint Partnership of the European

Union and the Council of Europe in the field of youth. Out of

the Box is implementing various consulting projects aiming to

increase democracy. It has a set of experts and it offers policy reviews, project development and
assessment of the functions of youth and citizen structures.

Project activities

The project is addressing one of the key issues in national-level youth organising: the aspect of real
effective and meaningful participation, quality management and outreach. The activities that facilitated
the achievement of the goals include the realization of a European-wide study, a conference for
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presentation and dissemination of results, as well as learning activities in form of training courses and
mobility.

I.  The Study - State-of-Play of National Level Youth Organisations

The study gathered information about several issues that are important and never before researched. It
comprised the following phases:

1: Online preparation of the survey for the study and creation of the SPSS system for evaluation of the
outcomes of the survey;

2: Conducting surveys in all countries where the partners are active;

3: Conducting self-assessment in national level youth organisations;

4: Final outcomes and conclusions from the survey;

5: Publication on the state of play - democracy in national level youth organisations and steps for
improvement of national level youth organisations management.

Each partner in the preparation stage received an outline of the basic framework for the study and the
youth work materials. Key steps for the study:

* Data was gathered on online and physical meetings with research teams from each partner
who had the task to interview at least 50 youth organisations (both local and national level
platforms)

* Hypothesis and indicators were set on the first meeting and the analysis was done in SPSS (a
total of 200 entries minimum)

* The partners identified the needed documents and materials as references for the study
(desktop analysis where each partner references at least 5 documents and publications in a
minimum 7-8 pages study)

Following the realization of the study, two events were envisioned for the purpose of dissemination of
results:

Conference on presenting the outcomes of the Study "State-of-Play of National Level Youth
Organisations"

The conference was a one-day event designed to present the outcomes of the study and to promote
the publication on organisational management at national level, in 2 stages: | - the presentation and
official opening for other youth organisations, including a panel on youth organising and Il - exchange
and networking in the format of a world café.

Workshop on the Study outcomes on national level youth organising

The workshop took place in Macedonia and was envisioned as an open process of learning for youth
organisations. It comprised 3 sessions with a participation of 15-20 national youth organisations.

Il.  Youth Work material — training kit Organisational Management for Youth Entities on National
Level

It is a professional guidebook for youth workers in a form of a training kit. The training kit is a thematic
publication written by experienced youth trainers who part in the project. It is envisioned as an easy-to-
use handbook for national-level youth organisations, containing 40-50 pages of theoretical input on
management of youth organisations, practical input on how to organise national level youth
organisations and a set of resources.

The contents of the guidebook are presented in the following way:
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* Introduction to organisational management in youth organisations
* How to set up a national level youth organisation

* Decision making and democratic processes

* Youth organisations' internal policies and documents

*  Practical activities and guidance

Languages: Macedonian, Albanian, Turkish, French, Polish and English
Media: Book and CD (The same information will be contained in the interactive CD)

The book was prepared by an expert team including external reviewers and presented to at least 50
national level organisations.

In order to facilitate the creation of the guidebook, a full-day kick-off meeting was held in Macedonia,
in which each partner sent one lead youth worker per country who was involved in creating the book
and the CD.

For dissemination purposes, a final conference for Youth Work Book "Organisational Management for
National Level Youth Organisations" was held in Brussels to present the outcomes of the project within
the youth work book on organisational management at national level. It was comprised of 3 parts: | -
the presentation and official opening for other youth organisations, including a panel on youth
organising, Il — small workshops on how to use the book and Ill - exchange and networking in the
format of a world café.

. Multipliers event

El: Training workshop for multipliers of the democratic management in national youth organisations

The training course’s main aim was to ensure proper dissemination of the project to other national-
level youth organisations; by happening in all of the partner countries, it gathered around 40
participants from Erasmus Plus programme countries in order to encourage them to use the outputs of
the project. By providing the know-how based on their organisational experience, the participants
acted together towards realizing an effective change in the national level youth organisations’
management.

V. Learning Activities

C1: Training course for youth leaders on democratic leadership and participation within national-level
youth organisations

The training course happened in Poznan, Poland, between 21-26 August 2015, gathering 9 participants
from all partner organisations (Poland, Macedonia and Turkey). The outcomes of the training course
(including youth work training materials) were made available in form of a report and disseminated to
partner organisations.

C2: Training course: Model for active participation and democratic management of youth organisations
and its evaluation

The training course was held in Struga, Macedonia, between 29 September-4 October 2015 and
involved 9 participants able to conduct assessment of the models of organisational management (from
Macedonia, Poland and Turkey). The reports of assessments were provided to the project team, which
had the task to work on developing recommendations for improvement of the partners” organisational
management.

C3: Mobility of Youth workers
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The mobility of 3 youth workers aimed at creating a mobility report (3 reports from all involved youth
workers sent to the hosting organisations). The report focused on showing how the national-level
organisation works in terms of organisational management. Following the completion of all the
mobility activities, the joint data was made available online for all the involved organisations. The
mobility lasted for a month, in which 1 person from Macedonia was sent to Belgium, 1 person from
Poland was sent to Turkey and 1 person from Turkey was sent to Macedonia.

V. Local activities conducted by each partner of the management grant

--Conducting national level meetings in order to build capacities of the youth members of clubs or
sections to participate at the national level work of the organisation.

--National level management reforms: activities including legal changes, management tests and
experiments, evaluation meetings and reporting that have to be introduced as part of the governing
structures” meetings.

--Development of a project web-site and other visibility materials (pens and leaflets) aiming to
present the project to other national-level youth organisations.

--Press conference on presenting the study, organised in Skopje, Poznan, Istanbul and Brussels,
including a presentation of the project and a presentation of the Comparative analysis.

--Promotional campaign online to raise the importance of youth organising in the regions and draw
attention to the research results.
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Introduction to Organisation and Management

Before jumping into the organisational management, we would first clarify the two main terms of
this publication: Organisation and Management.

An Organisation is made up of a group of people who come together to accomplish a common goal or a
set of goals. The size of an organisation can vary from two people to thousands of people. Youth
organisations are platforms whose mission is devoted to youth issues and can either be led by young
people entirely or by elders, but their primary cause is improving the situation of young people on
various levels. Their activities can be built up around a specific field of action (thematic or policy) such
as Intercultural Dialogue, Peace Building, Volunteering, HIV and Health Issues, Sport, Education and
Student Rights and etc.

Youth organisations’ outreach can either be spread over the country like national youth organisations,
or limited to only a certain regional or local environment, like regional or local youth organisations.
Within this publication we will keep to national level youth organisations, although a lot of the practices
we will share can be applied to also local or regional organisations as well. National level youth
organisations in this publication are defined mainly according to their level of activities, meaning that in
this category one may find different types of national organisations, from National Youth Councils, to
National Volunteer Centers and Student Unions, whose membership can be composed either of legal
entities (other organisations) or natural persons (individual young people).

The term Management has different interpretations. The most traditional one is that management
comprises a set of duties, such as planning, organising, leading and coordinating activities, and it can
also include the group of people involved in these activities.

The principles of management have been learnt and established over time and can be applied to all
organisations, although there might be some circumstances that are specifically true for certain
organisations only. For example, circumstances related to management of a youth organisation might
be quite different to those related to the management of a profit-driven company.

Management focuses on leadership skills such as establishing the vision of the organisation and its
goals, i.e. on communicating them and guiding others to accomplish them. It asserts that leadership
must be facilitative, participative and empowering, in order to ensure visions and goals are established
and communicated.

Management can also be understood as the group of people responsible for making decisions in an
organisation, such as executives and managers. In a non-profit organisation, management can be
identified through the members of the board, the executive director or secretary general, programme
and policy officers, and project managers.

A key aspect that should be considered in management is the goal of the organisation. If you are clear
about your organisation’s goal, all management strategies, techniques and processes can work
together to achieve that goal. It is important to note that strategic planning is useful because it can help
you clarify your organisation’s goals.

It is crucial that the organisation’s board/leadership/secretariat, as well as other members of the
management team, understand the organisation’s Vision, Mission, Values, Organisational Strategies
and Action/Project plans. If the ones who are in position to manage and govern the youth organisation
are not clear about all the aspects of an organisation, they will not be able to lead its other members.
Consequently, the goals of the organisation will not be met and many people might become frustrated
and disillusioned.
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The focus of this publication is management, specifically for National level youth organisations. Within
it we will review various organisational structures, models of governance and decision-making in one
organisation and provide you with practical tools and pieces of advice on organisational management.

Management of the Organisational Structure

Youth organisations like any organisation manage different processes around a structure. The word
structure should not be equated with something formal or rigid. The structure may well be formal,
traditional and hierarchical, but can also be designed on a project basis, on very informal ties, or look
chaotic but still be effective. Networking also has an effect on some youth operation structures. In
short a youth organisation may use models common in the corporate and statutory sectors or may
have designed a unique structure to suit its specific national or international purposes. Whatever the
structure there should be conscious awareness of it.

Common questions associated with structure are:
— What is the purpose and strategy of the organisation? (its mission, vision and values)
— What internal and external policies affect its work? (any strategies, procedures, etc.)
— How are the various tasks to be divided among the persons concerned?
— How much specialization and concentration of tasks is desirable or necessary?

— How much decision-making should be devolved from the center in large and particularly
international organisations?

Depending on the answers to these questions, decisions on the creation or evolution of the structure of
an organisation can be appropriate. It is important to be aware that divisions between one type of
structure and another may be fluid rather than rigid.

Youth organisations, just like any other organisation, follow a certain pattern of internal
management. Whether simple or complex, each structure influences the overall functionality of the
organisation and thus its impact on community.

Defining a structure of an organisation facilitates the process of envisioning clear mid-term and long-
term goals. Choosing an appropriate structure may help adding flexibility and dynamism to the
organisation; it also helps adapting it to the needs that it wants to address.

Because organisational structure influences employee/member/volunteer attitude and performance,
the chosen structure should design a pattern of decision-making that is inclusive and participatory,
and that takes into account all the stakeholders. Here, the enthusiasm for improvement weighs
more than silent conformism.

Below we list several types of structures that you might find appropriate to discover.
Models of Structure of Youth Organisations

Below, we broadly identified and described four types of organisational structure. It is useful to keep
in mind that organisations do not necessarily fall under these models but rather create models that
combine elements from various structures according to their needs and circumstances. Nevertheless,
exploring advantages and disadvantages of each model contributes to selecting an optimal model of
structure.
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The different structures offered should not be taken for granted, but Network structure
rather as a guiding element to help you identify where your organisation

is at the moment and where you want to take it. The focus for the youth > E:E
organisation should be on the interaction of staff, volunteers and H
members, taking into account the external and internal environment in

which they all operate. In consideration of any of the structures defined \D/
above, a youth organisation would probably wish to incorporate the

ideas of pluralism rather than a unitary approach.

The 4 types of structure:
1. The Project Structure

Project structures are designed to be fluid and respond to specific and sometimes short term needs.
The project structure consists of new project-based teams that work on various projects and are loosely
connected. A project organisation is a structure that facilitates the coordination and implementation of
project activities. Its main reason is to create an environment that fosters interactions among the team
members with a minimum amount of disruptions, overlaps and conflict. The implication is that teams
may be formed for particular projects and then abandoned. By implication, individuals may be
members of more than one project team where hierarchy is
Project management subservient to achievement.

This structure ensures great flexibility where individuals may be
members of more than one project, and the possibility of multiple
project management covers a wide array of topics and activities.
Cross-sectoral cooperation is often a result of such structure. It
responds to short-term needs and focuses on personal development
rather than career development. As a result of that, the decision-
making process happens on various levels and is not centralized:
decisions are taken mainly in the sense of covering the projects’ needs.

The downside of the project structure is that participants who are involved in the projects are working
for limited periods of time depending on their project, which may affect the sustainability of the
organisation’s performance. Because the decisions are specific for certain projects, the decision-
making process is not inclusive, being limited to the dynamics of the teams that are working on
projects. Team unity is limited as well, given the fact that project-based needs prevail over long-
term organisational planning. Another challenge might be the problem of transfer of knowledge after
the end of given projects.

2. The Network Structure

The network structure is used for bringing together various organisations that have common visions,
goals or needs under a common framework. It is sometimes called “an umbrella organisation”.

Creating a network structure gives diversity a shape: it offers a common framework and space for
dialogue for other organisations. Such structure makes big-scale projects easier to coordinate and thus
distributes the power of decision-making among and between representatives of organisations.

The disadvantages in a network structure are given by its size. It gets difficult to know each member
personally and may lead to disconnection between its participants. As a result, decision-making takes
longer due to the increased number of levels and may not include all stakeholders, unless a specific
pattern is designed and implemented. The risk of both physical and structural alienation is high,
depending as well on the dynamic and degree of initiative among organisations.
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3. The Hierarchical Structure

As one of the traditional patterns of organisation, the hierarchical structure represents a multi-
layer division of its components, each of which is subordinate of another one.

A hierarchical structure provides a well-organised and clear pattern of power division. In terms of
decision-making, it implies that participants have to go through several levels of hierarchy to make
their point. Tasks and responsibilities are clearly divided, which ensures their completion. Because
most of the decisions are being taken on the higher levels of the hierarchy, the process takes less time
and leaves space for fast and efficient emergency decisions.

On the other hand, the hierarchical structure does not leave much space for inclusion. The
bottom levels are less likely to be included in the process of decision-making, leaving their needs to the
discretion of the leadership. Communication represents a more complex process and doesn’t offer
the channels to reach all levels directly. Similar to the network structure, the risk of alienation is high,
causing a lack of interest in participation in employees and
other members.

Tall hierarchies

Q 4. The Flat Structure

EF E; E; As an opposite example to the hierarchical structure, the flat
% % % % % % one is a model that accommodates all its components on a
vertical level. All are connected to a leadership which ensures

the flow of communication between them.

The flat structure is useful in ensuring inclusion in the decision-making process: without a hierarchy,
all participants have an equal chance at contributing with ideas, the decision-making process being
democratic. This approach is appropriate to the learning and development of staff and participants,
because it implies a shared responsibility and invites everybody to learn to handle it. It also implies a
wider span of control.

At the same time, shared responsibility means that the control over the outcomes is also shared. The
leadership has an increased task of overlooking the decisional processes and an overload of
information may result in disastrous performance. With the lines of responsibility being blurred, it
may become confusing for members and volunteers to
understand in which kinds of decisions they can participate. The
flow of information from the nucleus to other stakeholders is
crucial in ensuring that decisions that are being taken collectively
will be qualitative. Q

gD
SOORABEBABED

Flat hierarchies

From Theory to Practice: Recommendations on Choosing a
Structure

In practice, organisations often end up building a personalized structure that includes mixed elements
and is based on previous experience. What would be useful to remember when it comes to youth
organisations is that youth comes together to make its voice heard and doesn’t approve a hierarchical
approach which would impede its contribution and participation. Thus it is recommendable to focus on
the models that will ensure broader participation through their channels of communication.

Youth clubs and organisations, for instance, successfully use the project, the flat and the network
structures, which facilitate the contact and communication of staff and volunteers, interns, partners,
etc. A good practice is to set up a consultation process where different stakeholders will be invited to
join, express their opinion, propose actions and discuss upon current issues. To illustrate an example,
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we suggest looking at the organisational structure of Tog (...): various departments are interconnected
and ensure the flow of information from the project-based team towards volunteers and interested
individuals, and back. Consultation happens in order to check if the organisation’s focus is in line with
the needs of its primary beneficiaries i.e. the young people.

Center for Intercultural Dialogue (CID) involves volunteers (both national and international) in its local
and regional projects, resulting in the fact that the project-managing team is always fluid, diverse and
accommodates according to the specific needs of the projects in a flexible way.

Networking goes a step further in expanding the scope of action of such organisations, in whose case it
is recommended to have decision-making processes at individual, unit and team level. A good example
of a network is an international network (UNITED, YEU, European Youth Forum, etc.), as well as
national youth councils with their local branches. A youth council acts as an umbrella organisation for
several other organisations representing various topics and fields of interest to youth, from culture to
political activism, to policy change, sports and recreation. With so many levels of decision making, it is a
complex and time-consuming process, but quality-wise it ensures a better representation of the youth
and their interests.

Let’s not forget that official educational institutions, such as schools and universities, may as well
create clubs and organisations. While dependent on their respective authorities, such clubs may have a
flat structure, but they could also opt for the project management type. What is important to keep in
mind is the fact that the mechanisms of participation should be kept simple and accessible: besides
offering information to students, clubs should make the joining process easy and welcoming. Open and
info days could lead to better membership flows and raise the visibility of the club’s activity. This could
lead to a more transparent decision-making process in which all the stakeholders (professors/teachers,
school authorities, students and student representatives, parents) feel equally empowered to
contribute. The Erasmus Student Network is a good example to illustrate how students can connect
both in the university and with other partners for the common goal of facilitating the life of exchange
students.

10

Erasmus+

i arcut S
® NATIONAL AGENCY
° §\ N
G for European Educational
am womzonty Programmes and Mobility



Structures and Decision-Making in National Level Youth Organisations

In the previous chapter we reviewed the models of organisational structures. Within this one we will
review the possibilities of structures in regards to decision-making within the organisation.

The structure of each organisation is usually drawn in the organisational statues, explaining the working
bodies of the organisation and their power relation. Clear procedures of decision-making are essential
in order to follow the values of democracy, openness and transparency. The legitimacy of decision-
making is based on the working structures decided upon in the statues. Apart from the statute, within
time and as the organisation grows, you should keep open the possibilities to develop new bodies and
change the structure according to the organisational needs and context. What you should always
ensure is that each change of the structure comes along with a clear procedure or statute
amendment, so that decision making is transparent and legitimate.

Though the number and type of bodies can be different in the structure of each organisation, each
organisation should at least have Representative Body and Executive Body. Other working structures
within an organisation can be different and is up to each organisation to decide.

A well-designed structure is necessary for all organisations. However, it is important to keep in mind
that even though structures are the ground for the organisations it is not so ‘holy’ that it can't be
changed; structure is dynamic and develops as the organisation develops. The structure should work
for the people and not the other way around. Therefore it is important to find the line between a
simple and clear structure and one that fits the organisation's purpose and nature.

Representative Body'

The highest decision-making body of any organisation, including National Level Youth organisations is
always a meeting that gathers all the members (who can be individual members or member
organisations, depending on the constituting structure of the organisation).

These meetings are normally held once a year or once every two years, and can have different names
like General Assemblies, Members' Council, Agora, etc. These meetings (hereafter referred to as
General Assemblies) mainly have the following responsibilities:

— election of executive bodies and other bodies named in the statues;

— making political and strategic decisions for the organisations’ work;

— making financial decisions (adopting budget and accepting the annual financial statement);

— adopting and amending the statues and other working rules;

— other decisions and actions defined by the statues, often include accepting new member
organisations. (This role depends on whether the organisation is composed of member
organisations or individual members. Usually there is no practice of approving individual
members, just member organisations who should also fulfill particular criteria in order to join
the National Level Youth Organisation)

— Closing or ending the organisation

The responsibilities are not limited only to the ones listed here, and as this is the body with the most
power, the members can decide if they want more roles to be added to them as structure, or form
other types of bodies within the organisational structures. Depending on the organisational culture, the

! Everything you always wanted to know about National Youth Councils but you were afraid to ask Youth Forum
working group Youth Work 2011 — 2012, European Youth Forum AISBL, 2014
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General Assemblies can be closed (where only members can participate), or they can be open for other
groups like young people or institutional partners.

The statute should also include the voting rights and procedures within the organisation. The voting
rights can also differ on the basis of whether an organisation is an umbrella organisation of other youth
organisations or is composed of individual young people as members.

If the organisation is composed of Legal Entities, thus Member Organisations, they would usually
nominate a delegate for the General Assembly. Voting rights can be equal (e.g. one vote per member
organisation) or it can be based on the size of member organisations, meaning that bigger
organisations have more votes than the smaller ones. Also, more intricate systems can be developed
based on assigning organisations to pillars which have an equal weight of vote or elaborate different
percentage weights for pillars to equalize the system.

Even if the organisation is composed of individual members, there can be the case that all members
don’t have equal voting rights. Often only members who have been in the organisation for some time
(for example minimum active members for one or two years), have a the right to vote, while others can
be invited to the General Assembly as guests, or will be given the right to participate in some other
structures (such as working groups, clubs etc.) This is often done so that there is a space for transfer of
organisational memory and that only people who are more engaged in the organisation longer time
and understand its activities, have the right to make decisions.

The exact responsibilities of General Assemblies should be laid out in the statues. Following points
should also be included in the statues:

— time frame for the meeting (how often the meeting takes place and when during the year it
should be held),

— when at the latest meeting dates should be announced to members,

— when at latest all relevant documents should be available for members,

— when the meeting is legitimate (e.g. how many members have to be represent),

— how the meeting is announced (e.g. with a letter, by email, in a newsletter etc.),

— how members can request an extraordinary meeting.

Governing Body

The most common name for governing body of an organisation is a “board”, but it can also be called
bureau, governing committee, steering committee, presidency or presidium. This body usually holds
the power to lead the organisation in between General Assemblies. The role of the board is far most
strategic, meaning to make sure that the organisation is working towards its goals, is implementing the
decisions of the General Assembly and its work plans. The main focus of the governing board is to give
strategic advice, ensure political representation of the organisation and overview the work of the
executive body.

Very often the governing board also appoints the Secretary General, or the executive person in chief of
the organisation. In some organisations the approval of the Secretary General is in the powers of the
General Assembly, as well.

The board can have different sizes and compositions depending on the capacity and size of the National
Level Youth Organisation. Usually the board composes of a president, vice-president/s and board
members that follow specific policy and working areas. Boards are normally elected by the General
Assembly and are therefore responsible toward the GA. If there are layers in the board structure (e.g.
one big board and then a smaller one that meets more often), the responsibility cycle is usually that the
board elected by the GA is responsible towards the GA, but the smaller boards answer to the board
elected at the GA.
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Depending on the organisational culture, there can be different practices and rules for setting up a
board. In some National Level Youth Organisations, the board consists of seven members, in some of
nine and in some even of eleven. Also the rules for their meetings are very different, and go from few
times a year to at least once a month. Our recommendation is that the work of the board, their roles
and responsibilities is regulated with the statute or any other type of administrative procedure.

Executive Body

The most common name for the executive body is the Secretariat, though in some organisations it is
also referred to as the Executive board, Main office, etc. The main difference between the Governing
and the Executive board is that the executive board is also the operational and managing body of the
organisation, dealing with the implementation of day-to-day activities and the administration of the
office.

The role of the Secretariat is to ensure daily management of the organisation. Usually its work is
divided in different programmes and policy departments depending on the aim and strategies of the
organisation. The person leading the Secretariat is usually the Secretary General, under who there are
employed or voluntary working programme, policy and project officers/managers. The size of the
secretariat varies from the level of activities and available funds in the organisation.

Other working structures®

Apart from the elected representatives, National Level Youth Organisations have bodies envisaged by
the statutes, appointed by the board or formed ad hoc according to urgent or momentary
developments. These bodies can be working groups, committees, steering groups, expert groups and
commissions, usually defined by the topics or issues they cover. These structures are either
commissions for internal issues, among which financial control and membership issues, or content-
based structures (education, human rights, youth policy, social inclusion, employment, etc.).

These sub-structures have many advantages. They ensure a better involvement and participation of
the Member Organisations in the development of strategic proposals for the board in certain areas of
work and policy development as well as an enhanced level of knowledge and information sharing
and efficiency. They also create spaces for motivating and actively involving member organisations,
offering a space for learning and sharing knowledge, building solidarity and creating a common
ground. These working structures serve as a resource and knowledge base for developing policy and
expertise on the issues of interest for the organisation. Typically one disadvantage is that decision
making can be more complex and can take longer. In order to minimize this it is important to define the
roles of each structure and not to create too many of them.

2 Everything you always wanted to know about National Youth Councils but you were afraid to ask Youth Forum working group
Youth Work 2011 — 2012, European Youth Forum AISBL, 2014
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How to Manage a Youth Organisation

Management of youth organisation is the key aspect within the organisational development, affecting also
the recruitment of new members and the internal functioning of the organisation. It is important to know
that the management is not only a responsibility of the board, the president or other persons in charge, but
all the other members who are part of the governing structure of one organisation.

Some questions to help you out to reflect on the level of management of your organisation:

— Does the organisation have regular meetings? (Such as monthly or weekly board and staff
meetings)

— Does the organisation keep minutes of each meeting? (Minutes are important to be able to see all
the divided responsibilities, which should be completed by the next meeting)

— How is the overall task division in your organisation? Has each member of your governing
structure a specific task or area to be in charge of? (i.e. one person in charge of communications,
another for networking and partnerships, membership etc.).

— How is the membership involved in the decision-making? Does the organisation regularly consult
members about the decisions they make?

Apart from this practices, which you may have established in your organisation, the successful management
is also based on the established and developed documents, internal guidelines and procedures, that easy
the day to day decision making.

Adizes’ Management Styles®

Dr. Adizes proposes that the fundamental role of management for any team, department, company, family,
or even country, can be defined by just four basic functions. If an organisation can develop these four roles,
then it will be successful over the short as well as the long term. The understanding of these functions and
how to develop them in an organisation is therefore essential knowledge for management.

Role #1 - Produce:

The first and foremost role of an organisation is to produce results. The result to be produced is the basic
reason for the existence of the organisation i.e. to satisfy its beneficiary needs and to achieve its mission in
supporting the civil society. This also includes implementation of activities, projects, programmes as well as
policy and advocacy processes.

Role #2 - Administer:

While the Producing role focuses on what to do, the Administering role focuses on how to do things. The
Administering role is developed by those activities and functions that are directed at getting things
organised, planned, scheduled, systematized, and generally under control by capturing the learning curve
about how to do things right in processes, procedures, and systems.

Role #3 - Entrepreneur:

Entrepreneuring is the third role of any organisation, which drives the organisation to successfully adapt to
change. It is developed in an organisation through all those activities that are focused on creating new
opportunities or responding to threats. To Entrepreneur requires that organisations have “sight” and the
ability to see things that others cannot see, plus the willingness to believe in those visions and undertake
significant risks.

3 The Management style text has been adapted from Adizes Methodology. More about it can be found at: www.adizes.com



Role #4 - Integrate:

To succeed over a long period of time, organisations need to establish a “life” that is independent of the life
provided by its founder(s). The Integrating role focuses on the development of a cohesive team that makes
the organisation efficient over the long term. Organisations that are well integrated have a pervasive and
persistent culture of mutual trust and mutual respect.

Management style is a powerful and pervasive phenomenon that affects every aspect of an organisation.
Understanding your management style and the style of those you work with is fundamental knowledge for
effective management and the success of your organisation.

Organisational Lifecycle*

Understanding your organisation’s lifecycle can be a key to successful management of the organisation. At
the foundation of effective management for any organisation is the fundamental truth that all
organisations, like all living organisms, have a lifecycle and undergo very predictable and repetitive patterns
of behavior as they grow and develop. At each new stage of development an organisation is faced with a
unique set of challenges. How well or poorly management addresses these challenges, and leads a healthy
transition from one stage to the next, has a significant impact on the success or failure of their organisation.

Leading an organisation through lifecycle transitions is not easy or obvious. The same methods that
produce success in one stage can create failure in the next. The challenges that every organisation must
overcome at each stage of development first manifest themselves as problems that arise from the growth
and success of the organisation and from the external changes of your environment. This simple,
unavoidable reality leads to the following important insights about the nature of problems in organisations.

1. Problems are normal and desirable. Problems are the natural result of change. The only place on the
lifecycle curve where there are no problems is the place where there is no change, which is Death. If you
think that good managers are those whose organisations have no problems, think again. Your reward for
successfully resolving the problems that confront you today is a set of new problems tomorrow that will be
larger and more complex. The faster the rate of change, the faster problems appear and grow. The role of
the governing structure (The Board, Directors, Secretary General, etc.) is not to prevent problems or slow
the pace of change. The organisational energy should be focused on recognizing and resolving problems.

2. Some of the problems you face are normal and some are abnormal. Normal problems are those that are
expected for a given lifecycle stage. Abnormal problems are those that are not expected (or desirable) in a
stage of the lifecycle. Since you will never have enough time or resources to address all the problems you
face, focus on abnormal problems. Many normal problems can be ignored since they tend to resolve
themselves during the natural course of growth and development.

3. You can drive your organisation faster when you know the road ahead. Most of the issues you face are
common to all organisations. There is no need for you to reinvent the wheel. You can save a lot of time and
effort by thoroughly understanding the nature of all 10 stages in the lifecycle, and knowing what it takes to
transition from one stage to the next. If you and your management team share a common understanding of
this knowledge before problems arise, it will also help you attack the problems instead of attacking each
other.

4. Prime is the Fountain of Youth for Organisations. One key difference between the lifecycle for human
beings versus organisations is that living things inevitably die, while organisations need not. The “age” of an

4 The text has been adapted from Adizes Methodology. More about it can be found at: www.adizes.com



organisation in terms of its lifecycle is not related to its chronological age, the number of members or
number of projects. Instead, the lifecycle age is defined by the interrelationship between flexibility and
control. There is a fountain of youth for organisations called Prime. An organisation that is in Prime has
achieved a balance between control and flexibility. A Prime organisation knows what it is doing, where it is
going, and how it will get there. It also enjoys both high growth and high profitability. Once an organisation
reaches Prime, leadership must work to sustain that position.

The Fall
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Courtship is the first stage of an organisation's development. At this stage, the organisation is not born yet.
It exists in the discussion of its founders, in the needs to be established. The focus of Courtship is
necessarily on dreams and possibilities. It is fulfilled with the enthusiasm of the ones willing to start the
organisation. In Courtship, it is normal to experience fear, uncertainty and doubts. What exactly are we
going to do? How is it going to be done? Where are we going to find the finances? How will we apply for a
project?

Infancy is at the second stage of an organisation’s development. Infant organisations are action-oriented
and opportunity-driven. The focus instantly changes from ideas to action. The time for talking is over. It is
time to get to work and produce results. Like a real baby, Infant organisations need two things to survive: 1)
periodic infusion of milk (funding), and 2) the unconditional love of their parents
(founders/board/management team).

Like a newborn baby learning to walk, performance in Infant organisations is inconsistent. Unexpected
crises appear with little notice. Because Infant organisations lack systems, it's easy for them to get into
trouble. Moving from one crisis to the next is normal. Usually the team of the organisation is so small that
the organisation might not even have a proper office yet. There are no written rules existing yet,
management is done by one person, and often there is overlapping of tasks with other volunteers or staff.

Next stage is Go-Go. Go-Go organisations are like babies that have just learned to walk. They can move
quickly and everything looks interesting. Fueled by their initial success, Go-Go's feel that they can succeed
at almost anything that comes their way. The success within the Go-Go stage is based on the realization of
the founders (the team) dreams, and if one dream can be realized, why not other dreams too? The
organisation is developing and there are already several departments/programmes existing, with a person
in-charge of each. The decision making body is increased to two or several people/bodies. Management is
often ineffective (and Frustrated). With their personal involvement in the day-to-day work of the company,
Go-Go leaders often have little time to manage.



Normal problems that appear at this stage are the unclear communication, unannounced and unproductive
meetings, frustration among the volunteers and staff and confusion in roles and responsibilities. Abnormal
problems that require additional focus and effort can be no meetings or consistently unproductive
meetings, collapsing infrastructure, increasingly remote leadership, etc.

Adolescence: During the Adolescent stage of the organisational lifecycle, the organisation is reborn. This
critical transition is much like the rebirth a teenager goes through to establish independence from their
parents.

Adolescence is an especially stormy time characterized by internal conflicts and turf wars. Most typical
behavior of the organisation in adolescence is internal conflicts and inconsistency in the organisational
objectives and the system of motivation. The organisation begins to develop a mentality in the form of "us
against them." All of these features can result in unproductive meetings, resignations and death of the
leadership of the organisation.

Three main challenges appear in this stage: Decentralization of authority; Change of leadership; Goal
displacement.

Often founders (management team) delegate authority on yo-yo principles (giving - taking), which creates a
working policy that is not respected. The final result is a conflict between the "natives” and the
“newcomers", founders vs. professional manager and joint vs. individual goals.

The organisation may face temporary loss of vision and the main mission, but it is a normal feature at this
stage. If the organisation is characterized by frequent departures from among the founders or the ranks of
the administration, or situation of unrealistic rewards such as sharing "bonuses" and benefits in a situation
where there is still a chronic lack of money, this may cause splitting of the organisation or premature aging.

Prime is the optimal position on the lifecycle, where the organisation finally achieves a balance between
control and flexibility. Prime is actually not a single point on the lifecycle curve. Instead, it is best
represented by a segment of the curve that includes both growing and aging conditions. This is because
flexibility and self-control are incompatible and there is no stable equilibrium. Sometimes the Prime
organisation is more flexible than controllable, and sometimes it's not flexible enough.

These are the characteristics of an organisation in Prime:

— The organisation is guided by the vision of its reason for being. There is a clear purpose and people
know what they will do, and will not do, "they walk their talk".

— The organisation operates in a focused, energized and predictable manner.
— Stretch goals are set, aligned and consistently achieved.

— Priorities are clear. The organisation knows what to do, and what not to do. It enjoys a certain
composure and peace of mind when making tough decisions.

— Organisational structures work well. Opposing forces are balanced. There is alignment between
vision, strategy, structure, information, resource allocation and rewards. A company in Prime is
continuously realigning these subsystems.

— People enjoy working at the organisation. Few willingly leave and there is a backlog of people
applying for positions at all levels.

The Fall is positioned at the top of the Lifecycle curve, but it is not the place to be. That position is Prime,
where organisational vitality is at its maximum. Organisations that are in the fall phase have started to lose



their vitality and are aging. When an organisation first begins to age, the symptoms won't show up on its
annual reports. In fact, the opposite is true.

Unlike the organisation in prime, a fall organisation is characterized by orientation towards growth and
development. There is a certain level of growth, but it is not commitment. People in the organisation have
lower expectations of the organisation. The organisation starts to focus on what they have achieved in the
past instead of future visions. Employees’ loyalty is based on the principle of rewards. The organisation is
more focused on the interpersonal relations of the people instead of the possible risks that may be faced in
the operation and in the surrounding area.

Aristocracy: At this stage the organisation is slowly losing its vision and starts to deal with its internal
issues. There are very few innovations. Instead of development, finance is spent on control systems,
premises and equipment, which in fact is not much needed. A lot of attention is given to the way things are
done and format of activities, not much on why certain things are done. As organisations enter Aristocracy
they characteristically:

— Are cash rich and have very strong financial statements.
— Have reduced expectations for growth.

— Focus on past achievements rather than future visions.
— Areinterested in reducing their risks.

Recrimination: When an Aristocracy is unable to reverse its downward spiral and the artificial repairs finally
stop working, management's mutual admiration society abruptly ends. The good-old-buddy days of the
Aristocracy are gone, and the witch-hunts of Recrimination begin. Companies in this stage exhibit the
following behaviors:

— People focus on who caused the problems, rather than on what to do about the problems.

— Problems get personalized. Rather than dealing with the organisation's problems, people are
involved in interpersonal conflicts, backstabbing, and discrediting each other.

— Paranoia freezes the organisation.

— Personal survival and turf wars absorb all available energy leaving precious little to deal with the
needs of customers or the world outside the organisation.

Bureaucracy and Death: Although it should be dead, the organisation in Bureaucracy is kept alive by
artificial life support. The organisation was born the first time in Infancy, it was reborn in Adolescence, and
its third "birth" is in Bureaucracy when it gets an artificial continuance on its life. Death occurs when no one
remains committed to keeping the organisation alive. If there is no external source (funds or project)
commitment to supporting a company in Recrimination, death can occur instead of bureaucratization.

In the Bureaucratic stage, a company is largely incapable of generating sufficient resources to sustain itself.
It justifies its existence by the simple fact that the organisation serves a purpose that is of interest to
another political and business entity willing to support it. The Bureaucratic organisation:

— Has many systems and rules and runs on ritual, not reason.
— Has leaders who feel little sense of control.
— lIsinternally disassociated.

— Creates obstacles to reduce disruptions from its external environment.



Establishing a National Level Youth Organisation

Within this part we will address the main aspects in establishing a National Level Youth Organisation. But
first let start by explaining that National Level Youth Organisations can take many forms, from
Representative platforms such as National Youth Councils or often called National Umbrella Organisations,
with the main role to advocate for youth involvement in decision making and national policy development,
to various Unions and networks of youth organisations gathering youth organisation on a specific issues
(i.e. National Networks on Youth Work Professionalization, National Student Organisations, National High
Schools Union Organisations).

The process of establishing a national youth organisation is long term and faces different challenges.
Therefore a good and motivated team with a clear vision of establishment of such organisation is needed.

Before going into the steps of establishing a national level youth organisations, first we will clarify the
possible reasons and advantages of such organising.

JOINING FORCES: in order to collectively advocate and work on common issues of concern.

DEVELOPING CAPACITIES: by working together organisations exchange best practices and strengthen
internal capacities. National level structures often serve as a good resource where organisations can learn
from each other’s best practices.

WIDER OUTREACH: National level organisations have the capacity to outreach bigger number of young
people, organisations and stakeholders, thus its action and activities can have bigger outreach and impact.

Steps in Establishing National Level Youth Organisations’

When working towards establishment of a national structure certain steps need to be taken for the process
to be successful. Many of these steps have been identified in establishment of National Youth Councils, but
can be useful in establishment of any kind of youth structure, both on national, regional or even local level.

Coming Together

This is a phase of initiation, when organisations or other stakeholders identify that there is a need for a
particular national level organisation to be created, and they are coming together to start the process.

Mapping the Situation with Youth Policy and Stakeholders

Once the initiation exists, it is time to identify who else can contribute, join or implicate your idea for
national organising. It is also time to make an overview on the youth policy field and those working in it in
the country and find out the current state of play. Different stakeholders can play a key role in the
development of National Umbrella Structure or other type of National Level Organisation. Those could be
other youth organisations, student organisations, other umbrella organisations, young politicians, youth

5 The text has been adapted from the guidelines in the publication ‘Everything you wanted to know about National Youth Councils but you were
afraid to ask’, European Youth Forum, Youth Forum working group Youth Work 2011 — 2012, pg 11;



wings of political parties, and government institutions. Having this overview and current state of play can
help you gain allies and inform other stakeholders in your idea of organising.

Identifying Stakeholders

Especially those that would help in the process of establishing a national level organisation, taking into
account both national and international levels. Look on all sides and make sure you can get as much as
stakeholders on board. Ensuring wide representation of different youth groups or young people will be
supporting for the process.

Making Initial Agreements
Especially focus on how to proceed further and sharing the responsibilities.
Setting up Task Force

Ideally at the point of making initial agreements, a task force (initiative board or group) is formed. They will
be responsible for facilitating the process further up until the Constituent Assembly. These should be
people that care about the process, understand the concept of national youth councils and are motivated
to work on the establishment.

Preparations for Further Agreements

The group is also responsible for making concrete suggestions for issues that need to be settled, such as the
legal statutes, membership criteria, finding funding for Constituent Assembly, spreading the information,
consultations, etc. Their main task is to start discussions on the idea of establishing a National Youth
Council with the stakeholders mapped.

Consultations

After having prepared the suggestions for all aspects mentioned above, a phase of consultations with other
youth organisations or young people (not involving the task force) needs to take place. This builds more
awareness about what is being done and why it is important, as well as it ensures a transparent and
democratic process. Consultations can be done in many ways, online, face to face meetings or round table
discussions on the key issues that the organisation will undertake in its mission, but the most important
thing is to provide space for the young people and youth organisations to freely express their ideas.

Initiating a Constituent Assembly and Information Spread.

After building awareness of the process and having reached some consensus on different issues, the
preparations for the Assembly can start. In this phase it is crucial to spread the information as widely as
possible to different organisations, inviting them to join the platform.

Constituent Assembly

Founding member organisations adopt the statutes and rules of procedure, elect the leadership of the
organisation and set some common culture for the new organisation by defining expectations. The number
of founding members can vary but it is best to have as broad a range of youth organisations as possible for
the youth council to be representative.

Post-Assembly Period

It poses as much challenges for newly created NYCs as the run-up period. One of the important aspects is
getting a legal status and starting to work on sustainability issues such as obtaining funding, securing stable



functioning, establishing internal information channels and in the long run acquiring recognition as the
main voice of youth interests in the country.

It is important that different organisations involved focus on building an understanding of what the national
youth council does, how it functions and which roles it performs. Thus, energy must be devoted to
identifying a consensus on a vision, mission, work priorities, procedures, values, membership criteria and
statutes. Attention must also be drawn to observing the legal requirements for a non-governmental
organisation in your country.

Teamwork and leadership

- useful people to have in teams -

Youth organisations work in teams. Weather these are teams in the office, project teams, board teams,
working groups, most of the work carried out by organisations is done in smaller or bigger groups, namely
teams. Often however, our teams are geographically disparate and are made of a mixture of paid and
unpaid staff, full time and part time, young and old and — dare we say it — competent and incompetent. This
variety brings both benefits and challenges.

And it is still very important to know how to manage different teams and the people in it. Remember there
are no good or bad teams; there are well and not well-managed teams.

Within this section we will present an interesting model of team behavior and performance in the
workplace carried out by Meredith Belbin, who identifies nine key types of behavior, called ‘the nine Team
Roles’. Each successful team had one of each of the nine Team Role behaviors present. This does not mean
that each team needs to have nine people in it, since individuals can perform more than one Team Role.

Description Strengths Allowable weaknesses | Don't be surprised to
find that

Resource Investigator: Outgoing, Might be over- | They might forget to
enthusiastic. Explores | optimistic, and can | follow up on a lead

They provide inside | oh5ortunities and | lose interest once the

knowledge ~ on  the | jeyelops contacts initial enthusiasm has

opposition and made passed

sure that the team’s

idea will carry to the

outside world

Team-worker Co-operative, Can be indecisive in | They might be
perceptive and | crunch situations and | hesitant to make

Help the team to gel, | giplomatic.  Listens | tends to avoid | unpopular decisions

using their versatility to | 54 averts friction confrontation

identify  the work

required and complete

it on behalf of the

team.

Coordinator: Mature, confident, | Can be seen as| They might over-
identifies talent. | manipulative and | delegate, leaving

Needed to focus on the | cjarifies goals. | might offload their | themselves little work




team’s objectives, draw | Delegates effectively | own share of the | todo

out team members and work

delegate work

appropriately

Plant: Creative, imaginative, | Might ignore | They could be
free-thinking, incidentals, and may | unorthodox or

Tend to be highly | generates ideas and | be too preoccupied to | forgetful

creative and good at | ggyes difficult | communicate

solving  problems in | yroplems. effectively.

unconventional ways

Monitor Evaluator:

Provides a logical eye,
making impartial
judgements where
required and weighs up
the team's options in a
dispassionate way

Sober, strategic and

discerning. Sees all
options and judges
accurately

Sometimes lacks the
drive and ability to
inspire others and can
be overly critical

They could be overly
critical and slow to
come to decisions

Specialist:

Brings in-depth
knowledge of a key
area to the team

Single-minded, self-
starting and
dedicated. They
provide specialist

knowledge and skills

Can only contribute
on a narrow front and
tends to dwell on the
technicalities

Theymay have a
tendency to focus
only on their subject
of choice

Shaper:

Provide the necessary
drive to ensure that the
team keep moving and
do not lose focus or
momentum

Challenging, dynamic,
thrives on
pressure. Has the
drive and courage to
overcome obstacles

Can be prone to
provocation, and may
sometimes offend
people's feelings

They could risk
becoming aggressive
and bad-humored in
their attempts to get
things done

Implementer:

Needed to plan a
workable strategy and
carry it out as efficiently
as possible

Practical, reliable,
efficient. Turns ideas
into actions and
organises work that
needs to be done

Can be a bit inflexible
and slow to respond
to new possibilities

They might be slow to
relinquish their plans
in favor of positive
changes

Completer Finisher:

Most effectively used at
the end of tasks to
polish and scrutinize
the work for errors,
subjecting it to the
highest standards of
quality control

Painstaking,
conscientious,
anxious. Searches out
errors. Polishes and

perfects

Can be inclined to
worry unduly, and
reluctant to delegate

They could be
accused of taking
their perfectionism to
extremes




It is important to note however, that there are both strengths and weaknesses to each of these roles, as
indeed there are in any individual in a team. The crucial issue is that we understand and appreciate these
and that we can see where the gaps in the composition of our teams are. This means that we should not
avoid people in teams or their roles, but overcome challenges by having this information in mind, and
deliver tasks according to where people can perform best, while at the same time remain motivated to
learn and stretch their potential. The roles people take in teams are frequently fluid and dynamic, and often
change as the team develops or the situation changes.

As teams are fluid and dynamic, leadership needs to be both flexible and dynamic. Within youth
organisations’ democracy, shared decision-making and a team approach are crucial to the achievement of
goals. While the phenomenon of leadership by personality still achieves much, sustainable, empowering
and inclusive leadership is able to respond to a wider range of needs with a wider range of solutions

In one sense, it is helpful to think of leadership, as just one role that can be taken by an individual and the
same is true for management. The latter in particular can be broken down into a number of functions,
which might be shared between a number of different people at different times.

Management Skills

Management is a conscious process. Managers must always keep in mind ‘the big picture’ of the
organisation: the needs of their departments, projects or programmes, as well as the practical day-to-day
business of making sure goals are met.

It is needed to take into consideration the importance of continued professional development in terms of
strengthening the competences or the management team, as well as the whole staff. Continuous
development builds the capacity of the organisation and contributes to the sustainability of the
organisation. It also makes your job as manager or management team easier. Try to catch up with some
newspapers and magazines, sign up for courses, surf websites and look at books for new information on
management. All of this can help you overcome challenging situations with best learning outcomes to you
and your organisation.

In the next section we will provide a brief overview of the skills that are useful for managers. Some of this
you might already have some you can learn with time. It is not necessary to have all of these competences
in order to start managing youth organisation. This overview should rather help you recognize which things
to develop with time, or at least to be aware of.

1. Problem-solving and decision-making

An important part of a manager’s job is to solve problems and make decisions. Most, if not all, issues can be
resolved in this way. The basic steps are:

» Define the problem

You need to understand exactly what the problem is. If it seems complex, try to break down all the
elements of the problem to get a clear definition of what it is and what the issues are that make up the
problem.

> Prioritize the problems



If there are several related problems, it is important to decide which one should be addressed first. List the
problems to help you decide. Ask yourself:

* Whatis urgent?
* Whatis necessary?
* Whatis urgent and necessary?

The priority problems are those that are urgent and necessary.
» Understand your role

The manager cannot solve all problems. Sometimes they need to do only a small aspect of the work to
solve the problem. A common mistake many managers make is to think that it is their job to get involved in
all the steps in solving a problem. It is up to the manager to decide what can be done by others involved in
the problem to help solve it.

> ldentify causes
Examine the potential causes of the problem. Start by describing the problem. Ask yourself:

— What is happening?

— Where is it happening?
— When did it happen?

— How did it happen?

—  Who was involved?

—  Whydid it happen?

> Identify alternatives and select an approach

Usually there is more than one way to solve a problem. A useful approach is to brainstorm on the problem
allowing input from all parties. This will enable you to choose the most effective option to solve the
problem. However, do not get frustrated if you cannot solve the problem immediately. Complicated issues
sometimes take many attempts by all parties to be resolved.

> Plan the implementation of your approach

It is not enough simply to identify an approach to resolve the problem. You must develop a plan of action
and evaluate it constantly to check whether you are doing all you need to do to solve the problem.

» Monitor and verify

All plans need to be monitored. This is particularly important if other people are involved in solving the
problem. If you do not actively monitor the implementation of the plan to solve the problem, it might not
get resolved. Once the problem has been resolved, you will need to verify with others to establish that they
also think the problem has been resolved.

2. Planning

Planning is a process that involves decision-making on the organisation (ends), the objectives (means), on
how they are conducted (policies) and on the results (outcomes). This is a major management process and



involves defining the ends, means, conduct and results of every step of the plan. During the planning
process the aims and objectives of an organisation might have to be redefined to ensure they are
successful. The manner in which the plans are conducted is also important.

The standard planning process includes:

— The establishment of overall goals;

— The establishment of smaller goals or objectives associated with the main goals;

— The design of strategies or methods to meet the goals and objectives;

— ldentification of what resources will be needed, including how and when the methods will be
implemented.

The different kinds of planning that a manager should think about are:

Short-term planning: short-term plans might last from six months to a year, depending on the size of the
organisation and its operations;

Medium-term planning: medium-term plans might last from about six months to three years, depending
on the organisation’s size and operations;

Long-term planning: long-term plans might last from five to twenty years, depending on the organisation’s
size and its operations;

Strategic Planning: medium and long term planning, a process by which an organisation envisions its
future, and develops the necessary procedures and operations to achieve that future

3. Delegation

Delegation is the art of handing over responsibility and authority to other people — often other colleagues,
staff, members or volunteers— to complete a task and allowing them to figure out how to accomplish that
task best.

You can’t manage everything on your own, as it is not your task to do it. By delegating someone else to do a
task, it does not mean you are contributing less to the organisation, but on the contrary it means you are
contributing in the right way.

By delegating a task to someone else (volunteer, colleague, youth worker) you are giving them the
opportunity to become more developed, fulfilled and productive people. For delegation of duties to be
successful, consider the following:

> Delegate the whole task to the same person: it gives them responsibility and increases their
motivation;

> Select the right person: the task should be assigned to someone who has appropriate skills and
capabilities;

> Clearly specify the expected results: all the relevant information — who, what, how, where, why —
should be given to the subordinate;

> Delegate responsibility and authority: don’t hang over the person’s shoulder watching their every
move. As long as they get the expected results, let them choose how they want to do it;



> Get constant feedback about the project’s progress through regular meetings and written reports;
» Maintain good communication lines;

> If the project’s progress is slower than expected, do not take the job away from the subordinate;
rather work with them and encourage them to take responsibility for it;

> Evaluate and reward performance.
4. Task management

The first step in managing a task well is to define the activity clearly. If the task is done by the manager and
the employees or volunteers, there can be a strong sense of ownership by all those involved. It is essential
to identify the resources and people required to complete the activity. Drawing up a plan is important to
ensure the task is achieved. The objectives, responsibilities and accountability lines should be established
by agreement and delegation. This can take place only after the manager has considered the resources and
the people, and has drawn up a plan to complete the activity.

5. Managing the group

To manage the group it is necessary to establish, agree on and communicate standards of performance and
behavior. The roles within the group should be identified, developed and agreed on by its members. It is
important to develop teamwork, cooperation, morale and team spirit. The manager should motivate the
group and establish a collective sense of purpose. It is the manager’s responsibility to enable, facilitate and
ensure  effective internal and  external group —

communications. And, if necessary, the manager needs to
resolve group conflict, struggles or disagreements.

Task needs
6. Managing the individual
Hioh Team | "“""Individual
First it is important to understand that team members are needs | | needs

individuals. They have different personalities, skills,

strengths, aims, needs and fears. The manager must help

and support different individuals in the team. They need to

identify, develop and use each individual’s capabilities and

strengths and then identify and agree on appropriate individual responsibilities and objectives. Remember
to recognize the effort and good work of individuals and, where appropriate, reward individuals with extra
responsibilities, advancement and status. As a manager, your job will be made easier if you can balance the
needs of the team, the individuals and the task.

Involvement of Young People to Participate Actively in Our Organisations and in the Decision-Making
Processes within Them

Youth participation is at the core of activities in youth organisations. Their role is to promote and create
ways for young people to participate in society, but also provide space for young people to have their say
within their own organisations.

Following the principle of Peter Lauritzen, in a nutshell, participation means to be involved, to have tasks,
and to share and take over responsibility. It means to have access and to be included, and we see this both
as responsibility of youth organisations and of authorities. The shared decision-making must be practiced



and start from the basics, and youth organisations are the first ones to provide the space for young people
to be involved in decision making. In this chapter we will review the models and principles of youth
participation, and we will provide input to help you understand involvement of young people in general
decision making, and in the organisational programme development.

Principles of Participation

Within this section we will look through a few principles that can help to ensure that youth participation in
organisations or communities is meaningful and effective.

> Participation should be based on a challenge

Participation should be inspiring to young people. In order to join your organisation or project, they should
be able to see if they can make some change and address an issue related to their daily reality.

> Participation should be based on competences’ development

This principle is about young people having some knowledge and skills in order to get involved on the one
hand, and on the other it is about the possibility for any skills that are lacking to be developed in the
framework of the activity or a project they are involved in.

> Participation should be based on connection

“Young people have to feel connected with and supported by humans, communities, ideas, movements.”
Essentially, this means that they want to know that they are not alone and that they can identify with and
count on a group or institution (to count on them also in the sense of getting the necessary support space).

You should always keep in mind that participation should be also on voluntary basis, available for all the
young people, meaning, if needed, an additional effort should be made by organisations in order to
increase accessibility of its activities. Finally it should be enjoyable. “Enjoyable” does not necessarily mean
fun, but simply something that brings satisfaction or pleasure from accomplishing it.

Participation Ladder

So if you are a youth worker, or are somehow involved in any youth structure, you have most probably
heard about the Participation Ladder developed by Roger Hart. It is the model that defines eight degrees of
youth involvement based on the power relation between the authorities and young people. Initially this
model has been developed from the power relation between children and adults. This model presents that
there are different degrees to which youth can be involved or can take over responsibility, depending on
the local situation, resources, needs and level of experience.

The model is useful to overview a situation where there is any type of power relation and decision making,
and can be applied at various levels, from youth involvement in the community, to international youth
policy development. Below we present the model with some example situations, which will help you to
easily relate the participation of young people with your work.

Level of participation What does it mean Example
Rung 8: Shared decision- Projects or ideas are initiated by | Young people realize there is a need
making young people, who invite the adults | to make the school more accessible

to take part in the decision-making | for young people with disabilities. So
process as partners. They are equal | they present the idea to headmaster




partners.

and teachers and partner in initiative
for installing lifts, Braille signs and
other disabled facilities in the school

Rung 7: Young people led
and initiated

Projects or ideas are initiated and
directed by young people; the adults
might get invited to provide any
necessary support, but a project can
carry on without their intervention

A group of young volunteers in a
local NGO decides to set up a radio
channel for young people only. Their
organisation mainly works on other
themes, but gives them the space to
start radio shows and run the radio
channel on their own.

Rung 6: Adult-initiated,
shared decision making

Adults have the initial idea and young
people are invited and involved in
making decision, planning,
implementing and taking
responsibilities as equal partners

A community coordinator asks young
people for event ideas for Youth
Week. The young people suggest
having a skating event. The
coordinator and young people work
together to make decisions and

apply for funding.

Rung 5: Young people
consulted and informed

Projects are initiated and run by
adults, but young people provide
advice and suggestions and are
informed how these suggestions
contribute to the final decisions or
results

A local council runs several
consultations to get young people’s
input about a recreation park. Young
people tell the council about features
in the park they want changes. The
council provides feedback to the
young people how their views
affected decision-making.

Rung 4: Young people
assigned and informed

Projects are initiated and run by
adults; young people are invited to
take on some specific roles or tasks
within the project, but they are aware
of what influence they have in reality.

A conference creates position for
young people on a panel of speakers.
Young people decide how to select
their representatives and work with
adults to understand their role.

Rung 3: Young people
tokenized (tokenism)

Young people are given some roles
within projects but they have no real
influence on any decisions. The
illusion is created (either on purpose
or unintentionally) that young people
participate, when in fact they have no
choice about what they do and how.

A young person is asked by adults to
be on a panel and represent ‘youth’.
The young person is not given the
opportunity to consult with peers
and understand the role.

Rung 2: Young people as
decoration

Young people are needed in the
project to represent youth as an
underprivileged group. They have no
meaningful role (except from being
present) and — as it happens with
decorations — they are put in a visible
position  within a project or

A group of young people is given a
presentation by adults about ‘youth
problems’ to present it to adults
attending a youth conference.




organisation, so that they can easily
be seen by outsiders.

Rung 1: Young people | Young people are invited to take part | A politician invites young people to a

manipulated in the project, but they have no real political demonstration, saying they
influence on decisions and their should come if they care about their
outcomes. In fact, their presence is nation.

used to achieve some other goal,
such as winning a local election,
creating a better impression of an
institution or securing some extra
funds from institutions that support
youth participation.

The ladder of youth participation can be a very useful tool for practitioners who want to look critically at
how participatory projects or initiatives work in their own communities. But this model can also falsely
suggest a hierarchy of degrees of youth participation and can encourage efforts to reach the highest rungs
at any price. It is therefore important to remember that the degree to which young people are or should be
involved depends on the local situation, on what needs to be achieved, what experience exists, etc. It can
sometimes be rather difficult to see precisely what the level of participation is within a project, either due
to its complexity or to the fact that there are no clear borders between different rungs. The degree of
involvement can also evolve over time.

Forms of Youth Participation

There are many ways in which young people can participate in taking decisions about issues important to
them, and within the organisation they are involved in. Some forms of participation seem to be more
appealing to young people than others; some can be more relevant in a specific context than others and
each of them has some potential as well as limitations.

Bellow you can find different forms for active participation of young people within national NGOs. We also
listed the positive and negative aspects of those forms and added some tips related to setting up a national
youth organisation. They are directed towards the benefits of the NGOs, especially towards the benefits of
the young people and their space for further engagement within the organisations.

Form + : Tips

Volunteering |- Opportunities for - Lack of recognition of Unless you are the
individual members and competences gained National
young people directly to through voluntary work | Volunteering Center
participate in the work of can be seen as an in your country,
the organisation or to obstacle for young some of these tips
represent the organisation | people to join volunteer | might be helpful in
in the community; programmes choosing your

— Itis rewarding for the approach towards
organisation and to the -Volunteering these form of
volunteer (the programmes in an participation
organisation gets some organisation also
extra help, the volunteer requkire from the staff t?
: [ work in management o

TR the programmes and PLAN your




— Possibility to gain practical

skills and direct work
experience;

— Opportunity for personal

development

— Developing sense of

initiative

— Increased Self-confidence
— Satisfaction from personal

contribution to the
community

— Various kinds of voluntary

work (example: helping
with projects, work with
kids, youth or seniors,
helping with animals and
nature saving, e-
volunteering)

volunteers in order to
have benefits for both
sides

-National level
organisations often
need that extra hand in
the office, but due to
the often lack of direct
community based
activity, would not offer
so ‘interesting’
volunteering
programmes.

Therefore it is
sometimes better for
national level
organisations to offer
internship possibilities
and programmes that
will provide a practical
working experience and
will not lead to
disappointment for the
ones that want to do
activities on the
ground.

Volunteering
Programmes before
opening for
volunteers; Here the
key question is if you
want to have
internal volunteer
programs run within
your organisation, or
external based in the
community, and you
just support the
placement;

Make an
Organisational
Assessment to find
out in which
segment you need
volunteers in your
organisation

Start a Volunteering
Club. Having a
specific body for
volunteers will help
you also coordinate
things easily and
make sure that there
is always someone to
welcome potential
volunteers;

Non-formal
Education

Activities

-Possibility to strengthen the
organisational capacity, by
developing competences of
individual members and
board;

-Everyone can participate:
individual members, staff,
board members;

-Relaxed space and
atmosphere for learning with
pleasure,

-Provides space for young
people to feel involved and be

-Fear of creating just
another after school
programme can have a
rather negative effect
and discourage people
to join;

-Requires investment in
organisational
recourses: sometimes
additional training for
staff and youth workers
to be able to implement
these types of

Research on the
possible topics that
might be interesting
for your members or
young people you
would work with;

When promoting the
NFE Activities don’t
present it just as
workshops. Try to
show up the added
value in someone




learning at the same time;

-Young people usually enjoy
this type of activity

- offers various methods (for
people with various styles of
learning)

programmes (this is not
a negative side, but an
actual opportunity,
though organisations
can be discouraged
from the fact of
additional time, training
and preparation)

- The lack of recognition
of Non formal
education, can be seen
as a negative side to
potential beneficiaries;

joining in

(competences they
can gain,
interactivity, creative
methods etc.)

Peer-
education

involvement
of young
people in
educating
their  peers
(for example,
health

+ transfer of knowledge and
competences,

+ Equality in the approach, as
both educator and participant
are usually on the same age
level;

+ it is developing for both
sides (both for participants

-Risk of disrespect,

-Not enough good
training for peer
educators can destroy
the process

promotion and peer educators),
programmes,
T T + peer educators share their
raising knowledge,
cApdIEns, + participants are encouraged
et to get active (other young
people did it, they can too
Active in + expanding social network, - itis notin every
youth clubs city/village,
Jyouth + gaining new skills,

organisations

+ new perspectives,

- problem with
management,

- Suitability,

Youth
councils

A traditional
way of
participating
in decision-
making
processes in

-Offer space for
representation of various
youth groups and
organisations;

-creates the path for political
participation;

+ creates opportunity for

- Political influences can
jeopardize the
participation aspects of
the councils;

-Are not always seen as
representative bodies of
young people;

Ensuring meaningful
representation and
participation in the
youth councils is the
key challenge to
these structures.




the
framework of
international,
national,
regional or
local
authorities,
schools,
clubs, NGOs,
etc.

networking
+path for policy reform,

-bridge between youth and
authority;

Constant
communication and
development of
working structures
within the youth
councils that will
ensure ‘bottom-up’
and ‘top-down’
communication flow
if needed, as well as
continue the
involvement of
young people;

Youth media

- access to information;

-making information
understandable for young
people

-providing space for sharing
opinion of young people and
youth organisations

-opening taboo topics

-drawing public attention to
important youth issues;

-increasing visibility of youth
organisations and youth
activities;

-without support it can
be not enough
professional;

-vulnerable to hate
speech;

Involving young people in decision-making and programme development of youth organisations

— policy-making
— planning and implementing programmes

Participation is about young people not only taking part in activities but actually having a say in what is
provided, how things are run, and very often organising and running programmes themselves. A fully
participative approach will involve young people in management and having access to power. For this, they
will require preparation and ongoing support. Positive experiences of participation involving democratic
involvement in decision-making within their own group can generate a confidence and a belief that young
people can make a difference, and may encourage them to become actively involved in their local
community and beyond. Participation is an inclusive concept and in any youth group or unit all the
members should have opportunities in line with their competence to take the initiative and share
responsibilities in matters such as:




— the management and organisation of facilities
— decision-making on aspects of the finances of the unit

The model presented below promotes consideration of the environment where young people are growing
up, their identified needs, their participation in a process in meeting their own needs, and the ongoing
monitoring, evaluation and adaptation of programmes. The steps are to be viewed as sequential but not
exclusive of one another. They present an overall concept of involvement of young people in decision-
making and programme development in a youth organization.
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WHAT do Youth Workers THINK?

During our project we also talked with many youth workers, leaders of national and local organisations, to
tell us their experience and opinion on the topics of youth participation and youth organising. In the
following section, we are sharing some of their ideas.

What would you add on that?

What'’s is youth participation?

Personal and Professional Development ® Possibility to grow and discover own strong and weak points
Youth Work ¢ Activism ® Decision Making ®* Developing sense of Responsibility ®* Making a Change
Youth Initiatives ® Including youth people in decision making process ® Creativity and Innovations

Commitment ® Vision ® Friendship ® Democracy

Who are young people we should include?

* ALL (because we should give chance for the youth who are excluded for many reasons and we should
work with young people who are active and increase their motivation and knowledge) ®* minorities
* students (high school, collage, university) ®* unemployed ® from rural areas ® active young people
* not active young people ¢ excluded people * youth with disabilities ®* NEETs

* youth with fewer opportunities ® teenagers

How can we ensure active youth participation?

* proper evaluation during and after each action/project,

* own ideas, projects, initiatives of young people,

* mentoring, consulting, supporting their ideas in a youth friendly way (example: coaching),

* writing a plan of individual development with young people,

* having leaders’ training (and another skills) with mentoring during their actions,

* young people implementing their knowledge in practice,

* having more people active in all kinds of social work,

* peer education (young people sharing their experiences with another),

* making researches of young people on labor market (examples: how confident they are, how many
of them have work and cetera),

* taking partin elections(%),

* young people are active in public debate about important issues and in political issues,

e certificates and recommendations




Organisational communication

Organisational communication means all communication, both formal and informal, that an organisation
uses. The form of the organisation creates a basis for its communication. All organisations, both local and
national need to communicate with its target and beneficiaries, which is usually various people and groups.
The reason to communicate may be to get them involved in the organisation, promote activities and
services, or to collaborate and coordinate with others. Communication makes working possible and
enhances the organisation’s culture and a sense of community. All actions include communication in all
kinds of organisations, and without communication organisations could not even exist.

The overall goal of the communication in the organisation can be divided into several categories:
1) to inform and make potential beneficiaries aware of an organisation’s offering,

2) to involve current and potential beneficiaries and members into an exchange relationship,

3) to reinforce experiences,

4) to differentiate organisation and its activities from other organisations and their activities and services.

Some of the main communication tasks for an organisation can be listed as: daily communication,
informing, building community, co-operation with other organisational units, image building, supporting
marketing, advocacy and lobbying, as well as informal interaction. Daily communication includes all formal
and informal communication and discussion needed to transmit information regarding everyday tasks,
operations and responsibilities, and it is shared between staff, partners, members, community, and
sometimes also media. Informing is pre-planned, formal information sharing targeted key stakeholders, and
it is often one-way and neutral. It also includes internal and external sounding by which organisations can
recognize changes and weak signals in their environment.

Building community often refers to enhancing employee engagement by creating cohesion between
employees, but it is important also when dealing with other stakeholders such as customers, partners, and
shareholders. Building community with stakeholders is explained in more detail in the following section.

Communication with Stakeholders

Stakeholder relationships are crucial to all kinds of organisations, as without stakeholders they cannot
really fulfill its mission. Good stakeholder relationships require knowledge of stakeholders’ needs and
interests. This information helps organisations plan and develop their communication so that the
communication can increase stakeholders’ satisfaction with the organisation, strengthen the relationships,
and improve the image.

Making contacts with other actors in order to fulfill our needs and demands in the youth organisation is
crucial. If we want our organisation to develop democratically and sustainably we need to work constantly
with the “outside world”, share different practices and receive feedback on our work.

In this section we include pieces of advice and practices on how to communicate with various stakeholders,
which we identified as important actors for national level youth organisations.



1.Young People

Young people play a key role in youth organisations as volunteers, participants, youth workers and such
roles are crucial for the sustainability of the organisation as well as accomplishing the aims. So finding
effective ways to communicate with them is very important.

Possible communication | Benefits || Dos and Don’ts
channel to use

Young people are very active on social media and this is
often a very approachable and effective way to get their
attention. You can do that by creating a Fan page for your
organisation, make online groups and hangouts with your
members, share Tweets about your projects, etc.

Social Media Channels

(Facebook, Twitter, Google
plus, etc.)

Online tools can be a great way to gather young people’s
opinion through surveys, opinion pools, actions, and also to
inform them about your activities. Make sure your message
is short, clear and engaging. Use images, following the say ‘A
picture is worth a thousand words’. Nobody likes to read
long posts.

Be aware that building an online community also takes time
and attention. You should continually be active in order to
keep the attention of your audience (followers, fans,
members); If you don’t have enough time, better use only
one social media channel, but be active and committed to
your followers.

How it worked in practice:

When | started university, during the first semester, TOG's
branch made a call for new members through a Facebook
event, and | decided to join on the first meeting. This is how |
heard about the organisation, and how | started volunteering
with them ever since then.

School and University | Schools and Universities can be very convenient places to
Meetings reach young people, especially if young people in studies are
your target.

Before getting your message across the school or university,
make sure your image is well known and that these young
people can easily recognize your organisation.
Communication is built on trust, so you will hardly get their
honest opinion and engagement without prior promotion or
presence in their environment.




Sometimes starting your communication with the School or
University Staff can be a good strategy to start the
communication with the students themselves and can ensure
that your presence in the school is approved.

A good point to start from is organising a party or an
interactive after-class activity in the school/university
premises or area;

Club meetings

Club meetings are considered as internal communication
channel with you members and beneficiaries. It is a direct
approach and effective because of the personal contact you
make.

A mistake youth organisations often make is that they reach
out to external stakeholders, and often forget to consult
their own members.

Traditional promotional
material
(Organisational flyers,

descriptions, materials)

Giving out branded pens, t-shirts, notebooks, etc. is a nice
way to get self-promoted and remembered among your
beneficiaries.

Flyers and brochures can be a good way to inform potential
beneficiaries and young people in general about your
activities and mission.

Local/National Media

Communicate a Message, not Events!

A big mistake youth organisations make is they send press
releases to local and national media, promoting their activity
or event, and that’s not always interesting to be published.

Communicate your organisation’s opinion on a topic that
matters to young people. This is how you will get
remembered and recognized as an organisation advocating
for interests and rights of young people;

2. Other NGO’s

The support and the feedback of the other NGO’s can be very beneficial while creating new projects,
establishing new partnerships and networks, developing your organisational structure. Mainlining a good
image and having a continuous communication with other NGOs can be crucial in finding allies, supporters
and partners for the projects and processes your organisation will run. Communication with other
is useful for networking, consultation, structure support,
partnerships, sharing good practices and collaborating with them. Below we listed possible communication

international organisations

channels and some tips of how to use it, when communicating other organisations.

and future



Possible communication Benefits | | Dos and Don’ts

channel or to use

Social Media Channels As young people most of the youth organisations and other type of

4 NGOs are present on Social media and all have active profiles, which

(Facebook, Twitter, Google makes it easier to communicate with them. However, don’t use the

plus, etc.) same messages to target young people and potential partners.

Like to be Liked! Don’t just expect that other organisations will like
and share your posts. You also need to be engaged in their online
activities and build your online community on common interactivity.
Share useful information. Other organisations will show interest in
your post and social media profiles, if you share information that is
relevant to them and their activities. From sharing new possibilities in
the sector such as call for project proposals, to partnership
opportunities, or interesting articles, this can be a good way to
communicate with other NGO and build your image.

Meetings Arranged meetings with NGO representatives: The face to face as a
direct activity is always useful for discussing certain topics, interests
and for forming new networks, partnerships, etc.

Youth Forums as larger events and conferences are a great
opportunity to meet with different organisations or to invite other
organisations to join your cause or support your idea.

E-mail groups E-mail groups can be useful in order to gather and share all the

information in one online platform.
Make sure you regularly update contacts in the email groups/ mailing
lists and you don’t send too much information too often. Your
messages will end in spam, and you will fail to communicate
sometimes great ideas with your potential partners and supporters.

How it worked in practice

National Youth Council of Macedonia’s Youth Inspiration Group (YIG) contacted with YIG UK through
various social networks in order to gain support for developing structure for their newly formed
organisation and they did a training course together called “Transferring Know-how Knowledge from
YIG UK to YIG MK”

3. Authorities

Authorities are essential for organisations as they can fund and support the projects, provide structured
and systematic support and decide on the legislation system under which the organisations work. After all,



one of the basic tasks of organisations is to influence the authorities and enable citizens’ participation in
decision-making. Have in mind that authorities, namely local councils, ministries, parliaments and various
national institutions, don’t always have a big knowledge and understanding on how the civil society sector
operates (including youth organisations), therefore it is important to maintain a continuous
communication, and regularly update them on your organisational activities.

Make sure that you invite authorities on any public event that you organise. The more they know you, the
better they will understand your work and it will be much easier to ensure their support in further actions.

Below is the list on the most prompt channels used for communicating authorities with some pieces of
advice on how to use them in a most effective ways.

Possible Benefits | | Dos and Don’ts

communication channel

to use

Official Letters Authorities work professionally so they would require a formal way to make a

contact with them.

Letters can be sent to request information, invite them for a meeting or
event, or simply inform them. If you send a newsletter, brochure, flyers or any
kind of promotional materials, include a cover letter explaining the content of
your material. This gives a personal touch and shows out your dedication.

Meetings Meetings set a convenient atmosphere for organisations to be legally
recognized and propose their demands. Arranging an appointment with local
or national authorities allows a direct approach in communication.

Advocacy Campaigns Advocacy Campaigns or actions are also a way to communicate the authorities
as stakeholders and send a message of desirable change or improvement you
expect. Be careful when communicating your advocacy actions with
authorities, so that your message doesn’t become misunderstood as an attack
to a particular authority and/or institution.

Make sure that you communicate it as a right and need for the specific group
you are advocating for.

How it worked in practice

We have a project called Read with Snoopy and we need to place a doghouse in order to collect books
for children with fewer opportunities. For this cause we need to get permission by using official letters
from the local authorities to place this doghouse in the main square in our city




4. Business Sector

Private sector is a good resource of sponsorship, finding financial support and knowledge. They can help
you ensure cross-sectorial approach in your activities, and by partnering with companies you can always
learn something new and beneficial for your organisational development. So make sure you include them in
your communication strategy and you communicate them regularly, not only when you need a funding
support. Nobody wants to be seen as a bag full of money. There are different fundraising manuals that can
help you gain funding support from the business sector. Below we list some of our suggestions in
successfully communicating them, and your causes, in order to ensure long term and successful partnership
with this sector.

Possible communication | Benefits | | Dos and Don’ts
channel to use

Meetings Having a pre-booked meeting with private sector will ease the process of
proposing what you demand.

Regular info e-mails and
newsletters

The organisation where I’'m now volunteering made contacts with entrepreneurs through professional e-
mails to join our network database for building connections in between private sectors.

5.Media

The Media provides visual, written and audial proof of what you have done which increases your visibility
among stakeholders relevant to your work, beneficiaries and overall community.

In order to maintain your presence in the media, don’t just send press-releases for events. The media is
your link to communicate with all your relevant stakeholders, and by developing a successful
communication with them, you can easily build a positive image in the community or on a national level.
Start by developing a database of contacts of media and journalists you will be sending information to.

Have a Say! Send out press releases and opinion briefs about issues and events relevant to young people.
As a national youth organisation, you have the responsibility to advocate for young people’s interest and
rights, and the more often you publish your statements, the media will see you as an expert organisation
and consult you on all their articles and releases related to youth.



Planning an action for setting an advisory body

Why? The need for a continuation of the work of the most experienced members and
activists in the organisation.
Space that will make the sense of belonging of members that have “overgrown” the
youth organisations
A group of people that will give advice to the “new leaders” in management of the
organisation
Space for inclusion of “alumni” members, who might not want to be in the
executive structure or volunteers, but are still committed to the organisation
What? Setting up an advisory body/alumni club — group of people that have been involved
in the organisation and are still willing to support its further development.
Offering a space and opportunity for them to be still included in the life of an
organisation.
For Who? Members that have been active in the organisation, especially the ones that have
been decision makers (Governing Boards, Executive Office, etc.)
The ones, who might not have the time or wish to take an active role in the
organisation, but are still interested in participating in other ways.
By Who? Current management structures of your organisation
Alumni themselves (defining their role, own contribution, ways how they can
support the organisation, etc.)
When? The best would be to open a call before the new elections that will be shared
among the “alumni” of the organisation.
Maintaining the connection with them and among them on regular basis, yearly
meetings, etc.
Where? At regular meetings
Gatherings
Public events
Non-formal gatherings/social events
How? As mentioned before the group is the best to be formed by an open call for
members of the advisory board
Develop clear guidelines of the work of the advisory board that will be shared when
the call will be developed
Offer space for the first advisory board to shape its functions
Comments: It can bring an added value to the organisation, sense of belonging and additional

support in the work of the organisation.




Planning an action for preserving memory of an organisation

Why? A need to keep the organisational memory preserved and to make sure that once
the board changes that there is a transfer of the know-how to the other board.
What? Establishing few formal principles for preserving memory in the board such as:

- to have overlapping period of handover between old and new board (in this
period the old board can transfer knowledge and ideas to the new board to
ensure consistency)

- Some tips for smooth transition: do not elect a new board in the same year
when a new paid executive staff is replaced (same year when a new
Director or Secretary General is chosen); always motivate one board
member to go for a second mandate and be the one sharing forward the
organisational memory

- Changing the board 50% each year (to ensure that there is always half of
the board continuing and the other half that is new, and then the next year
there is a change again)

- keeping minutes sometimes can be hard as an activity so it’s possible to
have a joint online board blog where the members of the board can write
what they want (or keep minutes in a more informal way).

- Platforms to be explored: Yammer, Trello

For Who? For the board members (old and new board) but especially for the new board to
make sure that they have some starting points.
By Who? By the board members (old and new board). In general it should be coordinated by
the presidents of the board (old and new)
In case there is paid staff/secretariat then this should be their task as well.
When? Each time there is a transition from the old to the new board
To be prepared in advance and implemented once the election happens
Where? It can happen in the organisation; preferably face-to-face meeting (also Skype,
Facebook) or if there is a budget allowed, the handover can contain retreats and
meetings as well.
How? Meeting/weekend meeting

Working together on passing to the new board what has been done, what is in the
process of implementing and what were the plans for the future




Planning an educational activity on communication

Needs Better communication of the mission and vision to various target groups:

- members/team,
- volunteers,
- public
Outreach of youth organisation and visibility.

Aim Creating and implementing communication strategy to provide the visibility of the
work that the organisation is doing, and to achieve a greater outreach.

Objectives - Defining the target groups you want to address
- Choosing the best ways of the communication for three target groups: members,
volunteers and other people,
- Defining the tools of communication and learning how to use these tools (social
media, press releases, press conferences, campaigns, peer-to-peer approach, etc.)
- Gathering ideas from the people from the organisation,
- Making programme/strategy of the action with timeline and check points
(indicators),
- Dividing the tasks among people responsibly
Methodology Training on communication
On-line consultations before + research/analysis on current communication
strategy
Methods - On-line consultations with people from the organisation defining the needs of

communication (information needed, which tools are used, etc.)
- Strategic planning

- Role play

- Elevator speech

- Brainstorming

- Discussion

- Work in thematic groups

Implementation

On-line consultations+ research and 2 day long training.

The training should be led by an expert on communication or a member of the
organisation who has experience on the subject. You need to create a special
working group, which will take care of the communication. The main task of the
group is collecting inspiration (maybe from other organisations and companies or
Internet), choosing the best from them, creating the strategy on communication
with 3 target groups (public, volunteers, members) and taking responsibility for
implementing the strategy.

During the discussion these questions can be helpful when creating the strategy
(common to every target group):

* What kind of information can be interesting to this group?

* What are the most characteristic features of the target group?

* What register can help us with getting to the group?




*  Which canals of communication are appropriate for the group?

* Should the communication be internal or external?

* What is the most important information which you want to share with the
group? (the priority list)

Evaluation - Evaluation with participants of the training
- Evaluation/monitoring of the implementation of the strategy; Checking the
indicators according the timeline. The indicators should be measurable
(possible for counting), for example 3 Facebook posts every week.
Comments: What is really important is the connection between online and offline actions. They

should complement each other.

Choosing the right tool of communication is essential to make your message heard.
The organisation needs to know its stand and its activity/policy papers, before
doing communicational activities - knowing your message is the basis for a good
communication.

Planning an educational activity on leadership skills of members as a factor of increasing involvement

and initiatives in volunteers group

Needs Having high skilled leaders in the organisations.
Having motivated leaders, who can and want to work with other volunteers.
Aim Developing leadership skills of members as a factor of increasing involvement and
initiatives in volunteers group.
Objectives - introducing tools and methods of supporting the volunteers (coaching, mentoring,

etc.)
- sharing experiences about leadership,
- developing the facilitation and communication skills,
- improving self-presentation skills,
- developing conflict management skills and problem solving
- motivating young leaders to actively participate in an organisation

Methodology Training course based on non-formal education.

Methods - practicing presentations in small groups,

- talking in pairs about past experiences,
- brainstorming,

- coaching,

- lectures and presentations,

- simulations,

- tutoring

- case studies




Implementation

5 days long trainings designed for members of various organisations connected with
tutoring after the training.
Choosing participants; They should be active members of organisations taking part in
the training, potential leaders, interested in developing their leadership skills and
eager to work further with volunteers in their organisation.
Application process — selection based on previous experiences on working with
volunteers and ideas for future plans (how they will use their leadership skills in the
future). Trainers will be existing leaders of their organisations.
Modules for the training:
Identification — of the exact needs of the participants and their
organisations regarding leadership, active participation of their volunteers
- Shaping ideas of how to motivate volunteers, what it means to be an active
person in organisation, how to be a good leader, etc.
- Tools and methods to support volunteers, coaching, mentoring, training, etc.
- Training on facilitation, communication and self-presentation skills
- Training on (conflict) management skills and problem solving

After the training, the trainers will offer a mentoring for the participants. Mentors
from one organisation will work with participants form different organisations to
ensure another point of view. They will have meetings at least 1 per month and on-
line consultations if necessary.

Evaluation - Feedback from participants
- Survey - evaluation form,
- 6 months tutoring (6 meetings, 1 per month for checking the process) (on-line
consultations during the process if necessary).

Comments: The training should provide multiplicative effect by increasing the number of

volunteers in organisations and should lead to long-lasting motivation of active
leaders




Planning an educational activity on participatory approaches within the organisation

Needs

To improve the competences and capacity of people involved in the organisation
Keeping volunteers in the organisation, ensuring continuation of their work
Strengthening members’ sense of ownership of the organisation

Increasing active participation of volunteers in the organisation

Aim

Increasing board members’ competences in running organisations in participatory
way
Inclusion of volunteers in organisation

Objectives

Board members understand their organisation’s members’ needs and perspectives
They believe that it’s profitable to provide space for organisation’s members’ ideas
and to support their initiatives

They have skills to make use of organisations’ members’ ideas and initiatives

Methodology

Weekend training course composed of activities of non-formal education

Methods

Reflective exercises — analysis of the organisation, empathy map

Sharing best practices

Theoretical input, good practice presentation, comparison with other organisations
and their methods

Implementation

Participation of key decision makers within the organisation
Bringing in someone competent in strategic management
Creating safe environment / atmosphere

Evaluation

- Evaluation with participants

- Evaluation/monitoring of implementing planned changes in working with
members; Comparison of a number of indicators before and after the
training: 1) number of meetings between the board and organisation’s
members; 2) number of participants during the meetings; 3) number of
projects initiated by people who are not in the board

Comments:

The training could lead to propose some changes in the management of the
organisation and ways/tools used for inclusion of the members in the organisation
(for example; creating new working groups, new channels of communication, more
meeting, etc.)




Planning a welcome meeting

Why? To explain the mission and vision of the organisation to the new members
To present the opportunities the organisation is providing the new members with
What? Welcome meeting with a workshop
For Who? For new members of the organisation and those who want to find their place in the
organisation
By Who? Internal trainers of the organisation
When? Shortly after annual recruitment,
Repeating it when the organisation is facing changes (in the structure/in the
programme/elections), when new tasks arrive, preparing a new programme/strategy
for the future
Where? At the organisation’s facility
How? -Presentation of the organisation (mission, vision, structure, work plan, etc.)
-Task of translating the mission and vision of the organisation into promotional
materials, posters, etc.
-Task of making a visual photo/picture of their idea of an organisation
-“Elevator speech” where they have to present an organisation and its purpose
(mission and vision) in a 1 minute time
-Presenting a story or movie about opportunities provided by the organisation
- Task of writing members’ own “career plan” with assistance of an experienced
person
- People are asked to reflect on their previous experiences in
organisations/projects/group activities and to identify what was important for them
and what they took out of it
Comments: This exercise is important for all members participating in the organisation, in order

to find and fulfil their role in the organisation and develop their own personal and
professional potential, while at the same time with their expertise to contribute to
the organisation and its work and growth.




Organisational Development Self-Assessment Tool

Introduction

The aim of this tool is to provide a brief overview of organizational development in order to assess the
current state of their organizations. These core principles are true for all well-run organizations
regardless of the organization’s mission, whether it is internationally or locally focused, big or small, run
by paid staff or volunteers, etc.

What is organizational development and why is it important?

Organizational development is the process through which an organization develops the internal
capacity to be the most effective it can be in its mission, and to work and sustain itself over the long
term. It includes looking at issues and processes related to the following 9 core pillars of organizational

development:

Vision and mission

Organizational structure

Governance

Information flow and decision making
Management of people

Stakeholder engagement & retention
Technology and infrastructure
Financial oversight and management
Organizational renewal
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Organizational development is not an end in itself — it is an ongoing, evolutionary and iterative process
that must be attended to regularly by the governance body and management of an organization. This
will serve as an assurance that the organization has the capacity to adapt to new circumstances or
opportunities and to thrive.

The pillar on vision and mission should be an organization’s priority and needs to be attended to first. All
other pillars are equal in their importance to organizational health. Your organizational priorities among
the pillars will shift during the different phases of your organization’s lifespan.

The best organizational development approaches are holistic in nature. Organizations should
simultaneously monitor and make incremental improvements in each pillar where possible. Extra
investment may be needed in areas where an immediate barrier to the organization’s work will be
created in case a particular pillar is not attended to. For example, if you cannot demonstrate to a
potential donor that you have reputable and established processes to manage funds, you will most
likely not receive funding until this is addressed. This approach allows the organization the ultimate
flexibility to respond to the organizational development needs as they arise and attend to the most
pressing matter.



Who can use this tool?

Anyone can use this tool but the level of your ability to effectively make changes in your organization
will depend on how much authority you have and whether or not you are able to convince your
management and/or governance board to participate in the process with you.

How to use this tool

You could:

Complete the tool in your individual capacity for your own learning. This will give you a
sense of your organization’s development, help you detect the existing blockages and
identify areas where you may be able to influence change in your current role.

Approach your management and/or your governance body with this tool. Ask if it is
something they would be interested in doing, or if they would support you in facilitating
this conversation within the organization.

If you are part of a volunteer-driven group or club, get a group of fellow decision-
makers together, go through the tool together and discuss your answers to each of the
sections.

How does the tool work?

For each of the 9 core pillars of organizational development, there is a list of statements outlining a
different best practice in that development area.

For each statement, you have three possible answers to choose from:

Yes: Checking this box indicates there is agreement that this process, system, procedure,
plan or structure is already in place in the organization.

No: Checking this box indicates there is agreement that no process, system, procedure,

plan or structure is in place yet.

Maybe: Checking this box indicates either disagreement or uncertainty of respondents
(e.g. some people agreed and some disagreed on the correct answer, indicating that a
further clarifying conversation needs to take place).



So, what do we do after we use the tool?

This tool is meant to spark a discussion in your organization. Reflect individually or collectively on your
results. What areas is the organization very strong in? What are the weaker areas? Under which pillars
and indicators was there the most confusion or disagreement? Do the pillars where there is more
confusion and disagreement match some of the challenges the organization has been experiencing? What
lessons can you draw from your results that would help you in your current or future positions?

What are the most pressing issues that need to be addressed to in order to immediately enhance the
ability of your organization in carrying out its work? Finding the answer to this question could be very
simple, through a conversation for clarifying how decisions are made and who will make them, or more

complex like developing a strategic plan.

Check out the resources at the end of the document for support, ideas and templates.

Retake the tool often to track progress and ensure no core area of organizational development is

being overlooked.
Assess your organization using the self-assessment tool:

1. Vision & mission

INDICATOR:

YES

NO

MAYBE

The vision of our organization describes exactly what the world would look like
if we are successful in achieving our goals and is widely understood.

The mission of our organization describes exactly how we will achieve our
vision and what our values are.

Our staff and governance members know what our vision and mission are and
are deeply committed to our organization’s purpose.

When we develop a new long-term or strategic plan, we review our vision and
mission to make sure it is still relevant.

When we plan new activities, we refer to our organization’s vision and
mission.
We use it as a reference point to help us decide what we will do and,

When we communicate with people outside our organization, our messages
reflect our vision and mission.

We have ways to assess and measure whether we are achieving our mission.

We review our vision and mission annually to make sure it is still relevant,
given
any significant changes in our working environment (e.g. political




2. Organizational structure

INDICATOR:

YES

NO

MAYBE

An approved job description with clear lines of responsibility and reporting is
completed for all positions whether they are paid or volunteer positions.

Our organization provides a safe and healthy work environment. This
includes suitable and safe working conditions in addition to clear,
documented expectations regarding acceptable employee behaviour and
dealing with harassment.

Our organization has stated and documented operating principles or values
that guide our day-to-day operations (e.g. participation, transparency,
gender equality).

Management responsibilities in our organization are clear. We know who is
responsible for managing finances, human resources, planning, fundraising,

Structures, systems and processes in our organization are set up in ways
that enhance the ease of doing our work (e.g. staff workload
allocation, coordination of tasks, decision making, information

3. Governance

INDICATOR:

YES

NO

MAYBE

Our organization has strong leaders with a clear vision for the
organization who inspire our staff and volunteers.

Our organization has a legal status in the country (or countries) where it
operates.

Our organization meets its legal obligations (e.g. filing annual reports to
governments or funders, financial audits if required, respect relevant
employment laws).

Our organization has a functioning Board of Directors or equivalent
governance body that provides effective oversight and strategic
direction.

Our organization has a policy that governs its Board of Directors, which
covers issues such as board composition, required skills, recruitment
process, length of term, diversity, etc.

Our Board members receive an orientation to our organization and their
role.

Working relations between our staff and Board are positive, productive and
respecting of the distinction between the two roles.




4. Information flow and decision making

INDICATOR: YES NO | MAYBE
Decision-making processes and who has authority to make which decisions
in our organization are clear to all involved, and function well.
We have effective ways for people in our organization to communicate with
one another, thus everybody has access to the information they need in
order to do their work (e.g. staff meetings, email protocols).
We have effective ways to manage the information that comes into our
Organization, so people have what they need but are not overwhelmed
(e.g. shared files, databases, Internet).
We have identified public spokespeople for our organization, and everyone
understands and respects these roles.
We have processes and systems in place to ensure that we have the right
information required for making decisions.
We are able to make important decisions in a timely manner in order to
capitalize on opportunities and minimize risks.
5. Management of people
INDICATOR: YES NO | MAYBE

Our organization has human resource management policies that are
documented and have been approved by the appropriate authority such as
the

Our human resource management policies comply with legislation in
the jurisdiction that the organization operates in.

Our human resource management policies are reviewed on a regular basis
and revised as necessary.

Our organization has a formal process in place to review the staff’s needs
on an annual basis, which results in a plan to address those needs.

Recruitment and selection for paid or unpaid positions is a through, objective,
consistent and documented process.

All new employees or volunteers who are offered a position with our
organization sign a letter of agreement that outlines the working
relationship between the individual and the organization including salary,
benefits and working hours.

All staff and/or volunteers have clear job descriptions and receive a thorough
orientation about our organization and their role in it.

We review the performance and workload of all staff and volunteers and
provide regular feedback.

We have had no serious personnel problems in the past three years (e.g.
firings, legal disputes, long-term unstaffed positions).

We deal effectively with conflicts within our organization when they arise.

Employees and volunteers have the skills and support they need in order to be
effective




6. Stakeholder engagement & retention

INDICATOR:

YES

NO

MAYBE

We have good working relations with the people outside our organization
that we most closely collaborate with (e.g. beneficiaries of the programs,
members, donors, partners)

We regularly and transparently communicate with our members, program
beneficiaries and partners.

We often consult with our members, program beneficiaries and relevant
partners for feedback on how well we are delivering on our mission, and
ideas for new programs or activities.

Our program beneficiaries, members, partners and volunteers are proud to
work with our organization and speak highly of the value of our work.

Each year, our organization sustains and deepens our relationships with
partners, program beneficiaries, members and other key stakeholders.

7. Technology and infrastructure

INDICATOR:

YES

NO

MAYBE

The tools, equipment and processes used currently are suitable and adequate
to produce high quality performance.

The physical work space (off-site or on-site) can accommodate the work that
needs to be done and the people that need to do it.

The physical layout of the workspace allows for the best coordination and
accomplishment of tasks.

There are systems and processes in place to collect, track and report
on information that is important to the work of the organization.

The workspace is accessible and conducive to people with disabilities.

There are adequate supplies available for the work that needs to be done.

There is adequate infrastructure (internet access, phones, photocopier, and
work stations) to support the work that needs to be done.

8. Financial oversight and management

INDICATOR:

YES

NO

MAYBE

Our organization has written financial policies and procedures that are
properly used (e.g. budgeting, expense authorisation, purchasing, cheque

signing).

Our organization has an annual budget that we monitor regularly and
report on to our governance body.

We have financial systems that are understood and used by relevant staff
and management (e.g. monitoring performance against budget and making
adjustments, planning and monitoring cash flow, allocating expenditures).




INDICATOR: YES NO MAYBE
Our financial management systems are overseen by a qualified accountant or
other relevant professionals.
Our financial management systems include internal controls to ensure that
more than one person is involved in financial oversight.
Our organization's accounts are examined periodically by an accredited
external accounting body and no significant issues have been raised for
three years.
Our organization knows where most of the money the organization needs
for the next year will come from.
Our organization has a fundraising or revenue-generation strategy and
everyone is clear on their role in executing it.
We receive revenue from a variety of sources (e.g. government or
institutional
donors, sale of products or services, membership fees, individual
When we develop funding proposals, we include a realistic amount for our|
own
administrative costs, and include the value of non-cash/in-kind
The money we receive is spent on activities we think are most important to
fulfil our vision and mission.

9. Organizational renewal
INDICATOR: YES NO MAYBE

Our organization has considered how it would handle a change in leadership,
and we know what we would do if our leader left the organization.

We encourage professional development among our staff and volunteers.

We recognize the contributions of all staff and volunteers with
appropriate appreciation.

Our organization has established clear policies and practices that support
employee work/life balance so that people can be effective and
motivated in their positions for a long time.

We regularly reflect on how well we are working together and make
adjustments as needed to work flow or work loads of individuals.

We have a working strategy in place to engage potential new supporters,
employees, members and volunteers in our work.
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Bosep,

MpupadyHUMKOT “OpraHn3aumcku MeHaLMeHT 3a MAAAMHCKM OpraHM3aumMm Ha HaLMOHA/NHO
HMBO” e dMHaNeH NPOoAYKT NpousneseH of, CTpaTeWKMoT NpoeKkT “Cake Ha yyecTBO BO MIALAUHCKU
OpraHM3aLMm Ha HaLMOHaNHO HMBO".

LlenTta Ha NpMPaYHMKOT € Aa MOTUBMPA MOroJIeM aHTaXKMaH OKOJly MNaAMHCKaTa AeMOoKpaTuja
BO MJAAMHCKUTE OpraHM3auMuM 33 a3 OBO3MOXM MPOCTOP Ha MoBeKe mnaau fnyfe Aa ce WCKaxar.
MNcKpeHo ce HageBame fieKa 0BOj NPUPAYHUK Ke Be MHCIMPUpPa BO NPECTOjHUOT NepUoa.

LleHTap 3a MHTEPKYANTYpPEeH anjanor

KymaHoso, Hoempu 2015
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MoappkaHo of nporpamata Epasmyc+ Ha EBponckaTa yHuja.

EBponckata Komucuja M HauuoHanHata areHumja 3a eBPONCKM 06pasoBHM Nporpamu u
MobunHocT BO MaKefoHMja He ce 04roBOPHU 3a COApPMKMHATa Ha oBaa NybaMKaumja Koja rm oapasysa
CTaBoBMTe Ha aBTopuTe. EBponckaTa Komucuja u HauMoHanHaTa areHuuvja 3a eBpPOMNCKM 06pa3oBHU
nporpamu n mobunaHocT Bo MaKkezoHMja He HOCAT HMKaKBa OArOBOPHOCT 3a KakeBa 6uno ynoTtpeba Ha
MHPOPMaLUUTe 04 NPUPAYHUKOT.



3a npoeKToT

MpoekToT “Cake Ha y4ecTBO BO MNIAAMNHCKM OpraHM3auuu Ha HaLMOHA/NHO HMBO” ce OCBPHYBa KOH efeH
04, KAy4HUTEe npobnemu BO MNALMHCKO OPraHM3Mparbe Ha HalLMOHA/NHO HWMBO, @ TOA € acMeKTOoT Ha
BUCTUHCKO, e)eKTUBHO M 3HaYajHO y4ecTBO, KBA/IMTETHO yNpaByBakbe U CTENEHOT Ha A0CerHyBame.

MpoeKToT Tpae of jaHyapu A0 aekemBpu, 2015 roa. u BKkaydyBa 4 napTtHep opraHusauuu (LKA
MakegoHuja, CIM Horyzonty Moncka, TOG Typuuja u Out-of-the-box Benruja).

MHoBaumMjaTa BO NPOEKTOT NpoM3nerysa o TemMata Ha CamuoT NPoeKT. Bo mnHaTaTa nporpama (Mnagm Bo
AKUMja) HO M BO ceraliHaTa nporpama Epasmyc +, MHOTY MIagMHCKM OpraHu3aLMuM ce 3anuilyBaaT Kako
OpraHM3aLmu Co HaLMOHaNHa CTPYKTypa. Toa 3HauM AeKa The paboTaT co Maaam o4 pasnnyHM nogpadja u
AeKa MNaauTe MMaaT NpPaBO Ha r1ac BO HWBHUTE aKTMBHOCTU. Cenak, KanauuTeTuTe Ha MAagUHCKUTE
opraHusaumm 3a eGpeKTUBHO ynpaByBakbe Ha HaLMOHANIHO HUBO HUKOraW He buae agpecMpaHn BO HUeLHa
nporpama Mnu ncTpaxysarbe, a TakBaTta notpeba e o4 ronema BasKHOCT.

MpOoeKTOT v NocTaByBa c/iegHUTe nNpawarba/npobaemu:

1. Kako AEMOKPATCKKN Aa Ce ynpasyBaaT MNaAUHCKU OpraHuvsauun u K}'Iy6OBM BO pa3/inyHU
rpagoBu U Kako Tne 3HaqajHo Aa ce CI'IOjaT Ha HaUMOHA/THO HMBO?

2. Kako fa ce ocurypa akTMBHO Y4ecTBO M BPCKa nomery maaguTe of pypasHuM W AaneyHu
noapauyja co LeHTPasHUOT CeKpeTapujaT Ha opraHusaumjaTa?

3. Kako pa ce agpecupaat MAagUHCKUTE MOJIUTUKM M KAKO Aa ce ocurypa epeKkTMBHA eBporcka
pasmeHa M copaboTka nmomery MAALUHCKUTE SIOKanHU KAy6OBM WM HALUMOHANHMOT MAALUHCKM
ceKpeTtapujat?

4, ﬂ,anm MNAANHCKUTE JTIOKA/THU K}'IY6OBVI AaBaaT AO0BOJIHO NMPOCTOP 3a NPaKTU4YeH Pa3BUTOK Ha
cTpatermm un KON\I'IETGHLI,MVI?

MpoeKToT ce 6a3npa Bp3 ronemata notpeba Ha MNALNHCKUTE OpraHM3aUnmM Ko paboTaTa Ha HaLMOHANHO
HWBO, a Toa e noTpebaTa 3a 3rosieMyBarbe Ha ePeKTUMBHOCTA Ha HMBHATa paboTa M obesbeaysBarbe Ha
Npocop 3a BUCTUHCKO M 3HayajHo yyecTBo. OZ rosiema BaXkHOCT € 4a ce agpecupaaT npobaemmn Kako WTo e
AEMOKPATCKOTO y4yecTBO BO MAAAMHCKWUTE OpraHuW3auuu Ha HauMOHaNHO HMBO npes pa ce obesbeau
3rosieMyBakbe Ha KBa/JIMTETOT Ha paboTaTa BO MAAAMHCKUOT ceKkTop. LM/ nucTto Taka ocHOBa HaLMOHANHA
MpeXKa Ha MNAaAMHCKKU KNyboBM KoM LienaT KoH nogobpysare Ha HMBHaTa paboTta Bo 3emjaTa. CiyyajoT e
UCT U CO ApYrnTe NapTHEPCKU OpraHn3auumn Bo HUBHUTE 3eMjM.

Ha OBOj Ha4YunH, NPOEKTOT UeNn KOH 3ajaKHYBaI-bE Ha KanauyuTteTuTte U o4pXKAMNBOCa Ha MAAQUHCKUTE
OopraHmasuyunn npeky pas3punBarkbe Ha KOMNeTeHuunnTte Ha HUBHUTE CTPYKTYpU 3a YynpasyBakbe U
AEMOKPATCKO 1nMAaepcCTBO 3a pa60Ta Ha HaUMOHAJ/IHO HUBO.

Ll,el]VITe Ha NPOEKTOT Ce cnegHuTe:

- Oa ce pa3sue mefycebHO pasbuparbe Ha KOHLENTUTE NOBP3aHM CO AEMOKPATCKO NUMAEPCTBO BO
HaUMOHa/NHU MAgMHCKM OpraHu3aLMu, Kako LWTO ce: AeMOKpaTuja, y4yecTBO M /NUAEPCTBO,
rpafaHCKO OMWTECTBO, YOBEYKM MpaBa U rpafaHCTBo.

- [la ce nogurHe cBecTa Ha yyecHUUUTe U aa ce obesbeam NpocTop 3a ogpasyBarbe Ha BpeaHOCTa
Ha MAAAMHCKUTE OpPraHM3auuu/CTPYKTypu T.e. HUBHATA y/0Ora U B/AMjaHMETO KaKo AEeMOKPaTCKu
NMAepu BO ONWTECTBOTO.



- [a ce pa3BuMe cnocobHOCTa Ha yYecHULUMTE 4a BOCNOCTaBaT Bpcka nomerly paboTaTa BO HMBHaTa
opraHusaumja co MIagUHCKUTE NOSIUTUKM U aa obe3benaT aXKypupaHo UCTpaskyBake (cTyauja) 3a
ynpaByBatbe Ha HaUWMOHANHU MNAAUHCKMU OPraHM3aLmu.

[a ce passue pasbuparbe Kaj yyeCHMUMTE, KaKo M MNO3HaBakbe Ha PasivyHKU GopmMM Ha
MJTaUHCKO Y4eCTBO NPeKy MNAaANHCKU OpraHmn3aunmn u HUBHaTa NPUMEHIMBOCT BO YNPaBYBaHETO
Ha HaLMOHa/IHM MIAANHCKM OpraHu3auuu.

- Oa ce aedvHMpaaT 1 pasBujaT AMLEPCTBOTO M rpafaHCKUTE KOMNETEHLMN KaKo U pesieBaHTHU
ynpaByBa4ykM BeWTUHM (cnpaByBakbe CO KOHQAMKTM, 3acTanysBatbe, MOTUBaUMja, AenbeHo
ynpaByBatbe, AOHECcCyBakbe Ha OfJ/1IYKM, 3ajakHyBakbe, CTPATELKO MaHupatkbe, ynpaByBake cO
pecypcu).

= Ll,a ce no,u,p,pfaT yd4yeCHULNTE BO aHaNU3UpPakbe U NMOHATAMOLWHO pPa3BMBakbe HA BHATPELWHUTE
npouecn N MmexaHm3mm BO HMUBHATa opraHM3au,V|ja, CO uen pa ce 3ajaKHe HWMBHATA pa60Ta KaKo
HaUulMOHa/1HA M1aANHCKa opraHM3au,Mja.

MoKpaj cTpemeKoT KOH Mpou3BeayBatbe Ha MHTEepPHaLMOHaNHA NpomeHa BO paboTaTa Ha MAagUHCKUTE
opraHusaumu, oOUHaNHWUTE NPOAYKTM Ha NPOEKTOT BKAydyyBaaT M M3gaBakbe Ha nybaukauuja o
UCTpakyBakeTo U nybavMKauunja 3a maaguMHcKa paboTa BO HaLMOHA/NHO MIAAMHCKO OpraHuM3Mparbe co
aKLEHT Ha OPraHM3aLUCKU MEHALIMEHT.

MapTHepu Ha NPOEKTOT

CIM Horyzonty e mnaguHcka opraHusaumja, YieHKa Ha

MHTepHauMoHanHaTa mpexa Youth for Exchange and O H O RYZ O
Understanding. Kako YEU International, n Horyzonty uenu CENTRUM INICJATYW MLODZIEZOWYCH
KOH MPOMOBMPaArbe HA WHTEPKYATYpPHO pasbuparbe U C

copaboTKa NpeKy SIOKa/HU U UHTEPHALLMOHAIHM NPOEKTU KOU BKYYYyBaaT MAAAN O PA3/IUYHU KYATYPHU

W COLMjaNHN NOTEKA, KAKO U NPOMOBUPAHE HA BONOHTUPAHE U MNAANHCKO YY4ECTBO NPEKY MAAANHCKU
pasMeHU, AO0ArOPOYHM 0Opa3oBHM NPOeKTU U 0byku. OpraHusaumjata paboTn Ha PermoHasHO HUMBO BO
pernoHoT Wielkopolskie v rv Hygu cBouTe ycayru Ha passiMuHU 0KaLuun.

Toplum Goniilliileri Vakfi (TOG — Community Volunteers Foundation) e
OCHoBaHa BOo aekemspu, 2002 rog . ®oHpgaumjata NpuaoHecyBa KOH
NINYHMOT pa3BOj Ha mnaguTe nyfe co Toa WTO M oxpabpysa Aa
y4ecTByBaaT KaKO BOJIOHTEPM BO MPOEKTM 3a COLMja/iHa OArOBOPHOCT.
Cekoja roguHa, PoHaaumjaTa nogap:KyBa peanmsaumja Ha Hag 1000
NPOEKTU N AKTUBHOCTU MMNAeMeHTUpaHu og, okony 40.000 mnagn og,
npeky 120 cTyaeHTckn kKaybosu. TOG o0bydyyBa TpeHepu Kou
cnpoBeAyBaaT BPCHUYKA eflyKalMja Ha TEMU KaKO LUTO Ce BOJIOHUPAHLE,
YOBEYKM MNpaBa, COLMjaHX NpaBa, PenpoAyKTUBHO 34paBje, 34paBCTBEHA MUCMEHOCT U OpraHM3aLUCKo
ynpaByBatbe; HyAM NOAAPLIKA HA CTYLEHTCKM KAybOBWM COracHO CO HUBHWUTE noTpebu, obesbenysa
MOXKHOCTM 33 CTUMNEHAMW WU CTa)Kupakbe, Kpeupa ob6pasoBHA cpeaMHa MOroAHa 3a 3rosieMyBarbe Ha
MIaLMHCKA MOBUAHOCT NpeKy Koja ce obe3benyBa pasmeHa Ha NMPaKCU CO APYrU MAAAN U MNALUHCKK
OpraHusaLmn, U UCTpaxKyBa M KOHTAKTUPA 3acerHaTv CTPaHW 3a Aa ja 3rosiemun cBecTa 3a notpebaTa Ha
CTYAEHTUTE BO jaBHMOT NPOCTOP.

TOPLUM
GONULLULERI

Out of the Box International e HenpoduTabuaHa ekcnepTcKa
opraHusauuja Koja paboTu Ha noneto Ha obesbeaysBarbe Ha
NpoeKkTn 3a obyKa M 3actanyBatbe. Taa obesbeaysa ycnyru 3a
WMHTEePHALMOHANHWUTE MNAANHCKM OpraHM3aumumn co ceaute Bo

I NTERNATIONA | =—————



Bpucen 1 ucto Taka a 3anuwaHa Ha sanctata Ha Joint Partnership of the European Union n CoseToT Ha
EBpona BO MoseTo Ha MAagM, Kako eKkcnepTcka opraHmsauumja. Out of the Box cnpoBegyBa HeKO/KY
NPOEKTU 3a KOHCY/NTMparbe KOW Lenat KOH 3rosieMyBatbe€ Ha HWBOTO Ha AemMoKpatujaTa. UcTo TaKa,
pacnosara co rpyna Ha eKcnepTy U HyAW Npenopaku 3a NOJINTUKK, pa3BUBatbe Ha NPOEKTU U eBanyalmja
Ha GYHKUMUTE HA MNAANHCKUTE U FPafaHCKU CTPYKTYPU.

npOEKTHM dKTUBHOCTU

MPOEKTOT ce OCBPHYBA KOH efeH 0f KAy4HUTe Npobaemun BO MNaAUHCKO OpraHn3nparbe Ha HauMOoHaNHO
HMBO, @ TOA € acCNeKToT Ha BUCTMHCKO, ePeKTUBHO M 3Ha4YajHO y4yecTBO, KBa/JIMTETHO ynpaByBatbe U
CTeNeHOT Ha AocerHyBakbe. AKTUBHOCTUTE KOM O O/JeCHMja MOCTUIHYBaHETO Ha 3aupTaHuTe Lenu
BK/Ny4yBaaT peanusaumja Ha CTyaujaTa Ha €BPOMNCKO HWMBO, KOHdepeHuMja 3a npeseHTauuja w
AMNCEMMHALM]ja Ha pe3ynTaTUTe, Kako 1 06pa3oBHU aKTUBHOCTM BO popma Ha 06YKM U MOBUAHOCTH.

VL. Cryanja - MomeHTanHaTta coctojb6a Ha HaLMOHANIHUTE MNIAAUHCKU OpPraH13aumm

Ctyanjata cobpa nHbopmMaLMmM 32 HEKOIKY NPOBAEMM KOU Ce MOBaXKHWU U gocera He Bune NcTpaxkyBaHu.
CTtyanjaTta ce coctoewle og cneaHuse ¢asu:

1: OHnajH NoAroToBKa Ha aHKeTaTa 3a CTyaumjaTa M KpeupareTo Ha SPSS cuctemoT 3a eBanyaumja Ha
NPOAYKTUTE Of, aHKeTaTa;

2: CnpoBeAyBatbe Ha aHKeTaTa BO CUTE 3eMju KaZie LITO NapTHEPUTE Ce aKTUBHMU;

3: CnpoBeayBate Ha CaMmoeBaslyalinja BO HaLLMOHANHM MNASMHCKM OpraHu3aLnu;

4: dvHaNHW NPOAYKTU U 3aKNYy4YOLM Of, aHKeTaTa;

5: ObjaByBarbe Ha MOMEHTA/IHaTa COCTOjba - AEMOKpPaATHja BO HALMOHANHUTE MIAANHCKM OpraHM3auum m
YeKopw 3a NogobpyBarbe Ha ynpaByBakeTO.

3a Bpeme Ha npBaTa ¢a3a, CeKoj NapTHep 406U Npernes Ha OCHOBHATa pamKa Ha cTyaujata U maTtepujanm
3a MNaAMHCKa paboTa. KnyyHu yekopw 3a cTyaumjaTa:

* [logatouuTe 6ea cobepeHU OHMAJH U NPEKY JIMYHU COCTAaHOLM CO MCTPAXKYBAYKUTE TUMOBU Of
CTpaHa Ha CeKoj MapTHep KOj 3a 3ajaya MMalle Aa Hanpasu MHTEPBjy co Hajmanky 50 pasnnyHm
OopraHusaLmm (NOKaNHU U HAUMOHANAHWU NaaTdopmm).

* XunoTesaTa U MHAMKATOpPUTE 6ea NOCTaBEHW Ha MPBMOT COCTAHOK W aHa/M3aTa belwe HanpasBeHa
B0 SPSS cuctemoT (BKynHo 200 opraHnsauum MUHUMYM).

* [lapTHepuTe ™ UAEHTUPUKYBAa NOTPEOHWUTE LOKYMEHTU WU MaTepujasn Kako pedepeHun Ha
cTyamnjata (LecKTon aHanu3M Kajge LWTO CeKoj napTHep pedepeHumpa HajManky 5 LOKYMEHTU U
nyb6anKauMm Ha HajManKy 7-8 cTpaHu oA cTyanjaTa).

Mo peanunsauujaTa Ha CTyaMjaTa, 4Ba HacTaHM Hea 3aMUCNEHM 33 AUCEMUHALM]ja Ha pe3yaTaTuTe:

KoHdbepeHUMja 3a npeseHTUparbe Ha MpoussoauTe oA cTyavjata "MomeHTanHaTa coctojba  Ha
MAaANHCKMTE OpraHmnsaLmMm Ha HauMOHa HO HMBO".

KoHdepeHuujaTa bewe egHoAHEBEH HACTaH, AM3ajHMPaH 33 Npe3eHTUpPakbe Ha NPoAYKTUTE o4 cTyaujaTa
M NPOMOBUMparbe Ha NybaMKauMjaTa Ha OPraHM3aUUCKM MeHaLMEeHT Ha HalLMOHA/NHO HWMBO, BO 2 ¢asu:
| — npeseHTaumja n opuLMjanHO OTBOPAHLE 33 APYrM MNAAUHCKU OpraHun3auuun, BKAy4YyBajKM U NaHen 3a
MJIaMHCKO OpraHunsnparse u |l — paameHa n BMpeskyBakbe BO Gpopmat Ha CBETCKO Kadye.

PaboTUAHULM 33 NPOAYKTUTE OA CTyAMjaTa 3@ HALMOHANIHO MAAANHCKO OpraHn3npame

Pa6OTM}'IHMLI,aTa ce ogpxa BO MaKEAOHMja M belle 3aMUCNEHA KaKo OTBOpEeH npouec Ha y4yere 3a
MNaANHCKUTE OpraHn3ayunn. Ce cocToewe o4, 3 cecunm co y4eCTBO Ha 15-20 MNaANHCKK OpraHunsauunmn.



VII. Marepujanu 3a mnaguHcka pabora — npupadyHuKk OpraHU3auMCcKM MeHaLlMEHT 32 MIAAUHCKU
OopraHu3sauuMm Ha HauMoHa/IHO HUBO

OBaa nybaukauuvja e npodecroHaneH BOAMY 33 MNALMHCKUTE paboTHUUM BO dopma Ha MPUPAYHUK.
MpUpaYHMKOT e TemaTcKka Ny6anKaLMja HanuWwaHa o4 UCKYCHU MIaAUHCKM 06y4yBayuu KOU ce Aen of 0BOj
NPOEKT. 3aMUC/IEH € KaKO JIeCHO-KOPUCT/IMB BOAMY HaMeHeT 3a HaLMOHa/MHU MAagMHCKM OpraHM3aumm,
Koj coaprku 40-50 cTpaHu Teopuja AobuneHa NpeKy ynpaByBaktbe Ha MNAANHCKM OPraHM3aLmu, NPaKTUYHU
npyvmepwm 3a Toa KaKo Aa Ce OpraHmn3npaaT HaLMOHANHU MAALMHCKM OpraHU3aLmm U KOMNAET 04, pecypcu.

CO,D,p)'KVIHaTa Ha NPUPaAYHUKOT € NpeTCTaBeHa Ha CheAHUOT HAaYUH!

. Bosep BO OpraHn3auuncKo ynpasyBarkbe BO MIaANHCKN OpraHn3saunm

X Kako Aa ce BOCNoCTaBn HaUMOHa/IHA M/1aANHCKaA opraHM3au,Mja

® I'Ipou,ec Ha JOHeCyBakbe OO/TYKU U OEMOKPATCKU Npouecun

® BHaneLLIHM MNOTNTUKU U LI,OKyMEHTaLI,VIja Kaj MNAONHCKUTE OpraHn3auunmn
" npaKTMLIHVI AdKTUBHOCTU U HACOKU

Jasnum: makenoHCKM, anbaHCKK, TYPCKU, GpaHLyCKM, MONCKM M aHTTUCKM
Meguymu: kHura n LA (MHTepakTuBHOTO LI Ke rv coapXu nctute nHbopmaLmm og, KHUraTa.)

KHuraTa e nogroteeHa o4 TMM Ha eKCNepTH, BKAYUYYBajKM HaABOPELLUHM PELLEH3EHTU U e Npe3eHTMpaHa Ha
HajManky 50 HauMOHaNHW OpraHU3auuun.

3a o/lecHyBatbe Ha KpeupareTo Ha OBOj NPUPAYHUK, LeNoAHEBEH NOYeTeH COCTaHOK belwe oapKaH BO
MaKkeZoHMja, Ha KOj CEKoj napTHep Mchpaty MNo eaeH MNAAMHCKM PaboTHUK Koj bele BKAy4YeH BO
KpenparbeTo Ha KHuraTa u L-To.

3a uenMTe Ha AucCeMMHauMja, nocnegHatTa KoHdepeHUMja 3a KHMrata 3a MAaAMHCKa paboTa
“OpraHu3aumncku MeHalIMeHT 33 M/IaAMHCKM OpraHuM3alMuM Ha HauMOHaNHO HMBO” Helle oApskaH BO
Bpucen 3a pa ce npeseHTMpaaT ¢UHaANHMTE NPOAYKTM Of KHUrata 3a MAaAuHCKa paboTa 3a
OpraHM3aLMCKM MeHalIMeHT Ha HaluMoHanHO HuBO. KoHdepeHuujaTa ce coctoewe oa 3 gena: | —
npeseHTauMja U oduLUMjaNnHO OTBOparbe 3a APYrM MAAAMHCKM OpraHU3aumun, BKAy4YyBajkM M naHen 3a
MNAIMHCKO opraHusuparbe, Il — mann paboTMnHUUM 33 KopucTere Ha KHurata u Il — pasmeHa wu
BMpeKyBakbe BO GOPMaTOT Ha CBETCKO Kadyne.

VIIL. HacTaH 3a myatunamkauymja

E1: Obyka 3a MyATMNAMKATOPU Ha AEMOKPATCKO yNpaByBake BO HaLMOHAAHN MNAAMHCKU OpraHu3aLmm

FnaBHaTa uen Ha obykaTa bewe aa obesbean NpaBMAHA OUCEMMHALMjA HA MPOEKTOT 3a OCTaHaTUTe
HaLMOHaNHU MNAANHCKU OpPraHM3aLmMm; co Toa LITO Ce OAPXKYyBalle BO CUTE MapPTHEPCKU 3eMjU, YCMeLHOo
ce cobpaa Hag 40 yyecHUUM o4 3eMjuTe BKAYYEHU BO NporpamaTa Epasmyc + co uen ga ce oxpabpaT ga ru
KOPUCTaT NPOAYKTUTE NpousneseHun of npoekToT. Mpeky obesbeayBarbe Ha 3Haewe BP3 OCHOBA Ha
HUBHWUTE OPraHM3aUMCKM MCKYCTBA, YYECHUUMUTE AejcTByBaa 3aefHO KOH peanusuparbe Ha edeKTUBHA
NpomeHa BO yNpaByBake€TO Ha HaLMOHA/HM MNAANHCKM OpraHu3auun.

IX. O6pa3oBHM aKTUBHOCTH

L1: O6byKa 3a MANaAMHCKM AMAEpPU Ha Tema [AeMOKPaATCKO NMAEPCTBO M Y4ecTBO BO MAAAMHCKM
OpraHn3aummn Ha HaLMOHA/NHO HMBO

Obykata ce cnyyysawe Bo Mo3HaH, MNoncka, nomery 21-26 asryct 2015, cobupajkm 9 yyecHMUMN of cute
naptHep opraHmsauuu (Moncka, MakegoHunja n Typuwmja). MpoaykTute og obykaTta (BKAYYyBajKM MM U




maTepujanute 3a mnaguMHcka pabota) 6ea goctanHu Bo dopma Ha M3BewTaj U 6ea ANCEMUHUPAHU A0
napTHep opraHu3auunuTe.

Ll2: Obyka: Mogen 3a aKTMBHO Yy4YecTBO M AEMOKPATCKO MeHallMparbe M eBafyalumja Kaj MAaANHCKM
opraHusaumm

Obykata ce ogpu Bo CTpyra, MakeaoHuja, nomery 29 centemspu 1 4 oktomBpu 2015 1 BKAyyyBalwe 9
yyecHMUM crnocobHM 3a pa cnposBegaT eBaslyauMja Ha MOAENNTE Ha OPraHW3aLMCKo YyhpaByBakbe
(MakepoHwuja, Moncka u Typunja). M3sewTanTe of eBanyaumnjata 6ea npeHeceHN Ha TUMOT Koj paboTun Ha
NMPOEKTOT M KOj MMawe 33 33ga4a Aa paboTm Ha pas3BMBarbe HA HACOKM 3a nopobpyBarbe Ha
OpraHM3aLMCKOTO yNpaByBakbe Kaj NapTHepupTe.

LL3: MobunAHOCT Ha MNaAMHCKN PaboTHULM

Mo6uAHOCTa Ha 3 MNAAMHCKU PaboTHULM ce CTpemelle KOH Kpeupare Ha M3BewTaj 3a mobunHocTa (3
M3BEWTan of, CUTe BKAYYEHU MNALMHCKM paboTHMUM OGea MUCNpaTeHU [0 HMBHATa oOpraHu3sauuja-
AO0MaKUWH). TnaBHMOT POKYC Ha U3BELTAjOT bele MOMEHTOT KaKo HaUMOHaNHUTe opraHu3auun pabortat
BO Nornes Ha OpraHM3aUMCKO YynpaByBakbe. [10 3aBpLWyBakbeTo Ha MOBMAHOCTa Ha MAALWMHCKU
paboTHMLM, 3ae4HNYKMTE NnogaToumn 6ea AOCTanNHW OHMAjH 3@ CUTe BKAYYEHM opraHusaunn. MobunHocrta
bewe op BpemeTpaere o4 1 mecel, 3a Bpeme Ha Koj 1 nmue og MakegoHuja 6ewe ucnpaTeHo Bo benruja,
1 nnue opg Moncka 6ewe nucnpateHo Bo Typumnja u 1 anue og Typumja 6ewe ncnpateHo Bo MakegoHuja.

X.  JloKanHu akTUBHOCTU U3BEAEHM Of, CTPaHa Ha CEKOj NapTHep Ha MeHaLepCKMOT rpaHT

--Oﬂ,p)-KYBaI-bE Ha COCTaHOUWM Ha HAaUMOHA/IHO HUBO qua uen e ga ce mn3rpaaat Kanaunutetmn Ha maagute
YNneHoBu o4 KJ'Iy6OBMTe nnn nenosu 3a y4eCctso Ha HaUuMOHA/IHATa pa60Ta Ha opraHMa3u,MjaTa.

--Pedopmn BO ynpaByBarb€TO Ha HALUMOHANHO HWBO: aKTMBHOCTUTE BKJ/ydyBaaT JIerajiHv MNPOMEHH,
TECTOBM M eKCNEePUMEHTH 3a yNpaByBakbe, eBaNyaLMCKM COCTaHOLM U U3BELLUTAM KaKo 4en 0f CocTaHouuTe
Ha BNafeaykuTe CTPYKTypHU.

--Pa3BMBatbe Ha Beb cTpaHa 3a NPOEKTOT U APYrM maTepujanu 3a BUAAMBOCT (NeHKana 1 feToum) co Len
[a ce Npe3eHTUpPa NPOEKTOT HA APYrY HALMOHANIHM MIAANHCKN OpraHn3auuu.

--Mpec-KoHdpepeHUuja 3a NpeseHTMparbe Ha CTyaujaTa, opraHusmMpaHa Bo Ckonje, Mo3HaH, WcTaHbyn u
Bpucen, BKAyYyBajku 1 Npe3eHTaLMja Ha NPOEKTOT M Npe3eHTaLMja Ha KoMnapaTMBHaTa aHaM3a.

--npOMOTVIBHa OH}'IajH KamMmnamwa 3a noagurakbeé Ha BaXXHOCTa Ha MA3AAUHCKOTO OpraHun3sunpamwe BO
permnoHnTe " o6pHyBa|-be Ha BHUMaAHUE Ha Pe3ynTaTtute o4 UCTPa*KyBakEeTo.



MnaHupare 3a nocTaByBatbe Ha COBETOAABHO TeNo

3owTo?

Mma noTtpeba oa;:

- npoaonysatbe Ha paboTaTa Ha HAjUCKYCHUTE YNEHOBU U aKTUBUCTU BO
opraHusaujuara.

- MpOCTOp Koj Ke NOHyAM YyBCTBO Ha NPMNAAHOCT Kaj YeHOBUTE KoM ja
“HapgpacHane” mnaguHcKkaTa opraHusaumja

- rpyna nyfe Kou Ke rm coBeTyBaaT MaaauTe Anaepu Bo ynpaByBakbe Co
opraHusaumjata

- MPOCTOp 3a BK/yYyBakbe Ha “anymHute” Kon moxKebu He cakaaT ga
bUryprpaat Kako U3BPLUHM OPraHn UK BOJIOHTEPU, HO U NMOHaTamy ce
NocBeTeHM Ha opraHu3aumjaTa

LWto?

MocTaByBake Ha COBETOHABHO Teno/ KNyb Ha anymHu — rpyna nyfe Kov bune
NPeTXo4HO MHBOJIBUPAHW BO OpraHM3aLmjaTa U U NoHaTamy ce XesHu 4a ro
noaApKysaaT pa3BMBakbeTO HA OpraHM3aumjaTa.

HyAEI-be Ha NPOCTOP U MOXHOCT 3@ HUB U NMOHATaMy Aa 6VI,CI,aT BK/Z1ly4e€HU BO
XUBOTOT Ha OpI'aHVI3aLI,VIjaTa.

3a Koro?

YneHoBU Kou BUne akTUBHM BO OpraHusauujaTa, nocebHO oHMe Kou bune
[AO0HecyBayu Ha o4/1yKu (ynpaBeH oabop, u3BpLlieH oa60p, UTH.)

YneHoBU KoM MOXKebu HemaaT noBeKe Bpeme uan xenba fa 3aB3emaT aKTMBHA
y/ora BO opraHusaumjaTa, HO M NOHATaMy ce 3aMHTEpPecHpaHm Aa y4ecTByBaaT Ha
APYr HauUH.

Op Koro?

Ogf ceralHaTa ynpaBHa CTPYKTypa o4, opraHu3aumnjaTa U camute aaymHu (aa ja
aeduHMpaaT cBOjaTa y/0ra, HUBHMOT NPUAOHEC, HAYMHM HA KOM Ke MOXKaT A4a ja
noaapaT opraHvsaumjarta, UTH.)

Kora?

HajoobpoTo peweHne 6u 6o ga ce oTBOPKU NOBUK Npes HOBUTE N3BOPU Koj Ke
6uae pawmpeH camo nomery alyMHUTE Ha OpraHu3aLmjTa.

OaprKyBakbe Ha NoCTojaHa BPCKa CO HUB U MOMeFy HUB Ha PeAOBHU COCTaHOLM,
rOAVLWHM COCTaHOUM, UTH.

Kape?

- Ha penoBHM COCTaHOLM
- cobupu

- jaBHM HacTaHwu

- He-bOopManHKU cOBMPU M COLMjaNHMN HACTaHM

Kako?

Kako wTo 6elwe cnomeHaTo norope, Hajgobpo e rpynata ga ce opopmu Npery
OTBOPEH MOBWK 3a YIEHOBM Ha COBETOAABHMOT o460p.

Tpeba Aa ce pa3BujaT jacHW HAaCcOKK 3a paboTaTa Ha COBETOAABHUOT 0460p KoM Ke
6u1aaT cnogeneHn OTKaKo NOBUKOT Ke buae passueH.Tpeba ga ce NoOHyAM NpocTop
3a pa3BMBakbe Ha PpYHKLMUTE Ha NPBUOT COBETOAABEH 0460p.

KomeHTap:

Ha oBOj HauunH, opraHuM3auujaTa MoxKe Aa Aobue 3ronemeHa BpeAHOCT, YyBCTBO Ha
npunagHocT U goaaTHa noAapLiKa Bo paboTaTa Ha opraHu3auujaTa.




MnaHupare Ha aKuuja 3a 3a4yByBarbe Ha OpraHM3aumMcKkaTa memopmja

3owTo? Mma noTpeba og 3a4yByBatbe Ha OpraHM3aLMcKaTa MEMOPUja U OCUTYpYyBakbe AeKa
OTKaKo Ke A0jae A0 NpomeHa Ha o460poT Ke MMa TpaHcdep Ha 3HaeHe Ha HOBMOT
oabop.
Wro? BocnoctaByBarbe Ha HEKOJIKY GOpMasiHU NPUHLMNK 32 3a4yByBakbe Ha

opraHM3auMcKaTa MeMopHmja, Kako WTo ce:

- MpekK/oneH nepuog Ha npumonpesasBarbe NoMery CTapMoT U HOBMOT 0460p
(B0 0BOj Nepunog, cTapnoT 0a460p Ke ro NpeHece 3HaeHETO U UAEUTE Ha
HOBMOT 04,60p 3a @ OCUTypa NOCTOjaHOCT ).

- COBeTM 33 HenomnpeyeHa TpaH3uuKja: He oAbupajTe ro HOBMOT 0460p
MCTaTa roAMHA Kora Ke MMa 3aMeHa Ha N1IaTeHUOoT M3BpLLEH oa60p T.e.
MCTaTa roAnHA Ha M3bnpatse Ha HOB AMPEKTOP UW FreHepaneH cekpeTap;
ceKkoraw moTuBMpajTe efeH Of, YIeHOBUTE Ha 0400pOT A3 OCTaHE M 33 BTOP
MaHAaaT 1 Aa buae oHoj KOj Ke ja paclunMpu opraHmMsaunckaTa memopuja.

- 50% npomeHa Ha 04,60pOT, CEKOja roAnHa 3a Aa ce ocurypaTe geka
NoJIoBMHa o4 0460pOT ceKorall Ke ja Mma opraHusaumMckata Memopmja, a
HapegHaTa roanHa Ke 61M4aT 3aMeHeTu Co HOBU Y1EHOBM

- BOJEHe Ha 3aNMCHUK NoHeKorall Moe Aa buae Telko, na 3aToa e
noao6po oaAb0poT Aa MMa 3aeAHMYKM OHMajH 610T KaZe WTo Ke MoXKaT 4a
cnoaenysaat MHGOpMaLMKN Ha NoHedopManeH HaumH; N1aTGopmMu Kou
MOMKaT [la Ce KOpMCTaT 3a TakBa KOMyHUKauuMja ce: Yammer, Trello

3a Koro? 3a yneHoBUTE Ha CTapuoT n HOBUOT op,6op, nocebHo 3a HOBOT 0,£|,6op 3a Ada ce
ocuryparte aeka Ke 6VILI,aT 3aNO3HAeHU CO HEKOJIKY NOYETHUN TOYKWN.

Oga koro? 04 cTpaHa Ha Y/IeHOBUTE Ha CTapMOoT M HOBMOT 0460p. BornasHo, LenmoT npouec
61 Tpebano ga buae KoopaUHUPAH 04 CTapuUTe U HOBUTE NpeTceaaTeNy Ha
oabopor.

Bo cnyvaj Aa nocTom nnaTeH nepcoHan/cekpetapumjat, KoopanHaumjaTa Tpeba ga
6u1ae HMBHA 04TOBOPHOCT.

Kora? CeKoralu Kora Ke MMa TpaH3uLuja o4 CTapuoT KOH HOBMOT oabop Koja Ke Mmopa aa
ce noAroTBM NPeTXoAHO M ga buae cnpoBegeHa OTKAKo Ke ce cayyaT usbopure.

Kape? MoKe Aa ce oBMBa BO NPOCTOPUNTE Ha opraHusaumjaTta. MoxenHo e aa ce
O/ZlpKyBaaT COCTaHOLM AnLe B nLLEe KaKo U npeky Skype, Facebook, ntH. Mau
[OKO/IKY OpraHu3alnjaTa pacnonara co bylert, npuMmonpeaaBarbeTo MOXKe Aa
COAPM NaTyBakba M COCTAHOLM.

Kako? -HeZ.e/IHN COCTAaHOLM M coCTaHouM no noTtpeba.

- 3aegHUYKO paboTere Ha NpumonpeaaBatbeTo Ha 3HaeHeTo Ha HOBMOT 0460p 3a
paboTaTa Koja e 3aBplLuUea A0 cera, Koja e BO Npouec Ha CNpoBeAyBakbe UK Koja ce
naaHnpa BO UAHWUHA.




MnaHuparbe Ha 06pa3oBHA aKTUBHOCT 32 KOMYHUKaLMja

MNoTpebu Mopobpa KOMYHWKaLMja HA MUCKjaTa M BU3MjATa KOH HEKOJIKY LLeJTHU TPYnu:
- TUM/YNeHoBMu,
- BONOHTEPY,
- jaBHOCTa
Moronem cTeneH Ha AOCErHyBakb€ Ha MNALMHCKUTE OpraHM3aLuMu WM HUBHATA
BUAINBOCT.

Uenwn Kpenpare 1 cnposesyBarte Ha KOMYHMKALMCKM CTpaTernun 3a aa ce obesbeam

BMAJ/IMBOCT Ha paboTaTa Koja ja cnpoBegyBa opraHusaLmMjaTa Kako 1 ga ce NoCTUrHe
Nnorosiem cTeneH Ha A0CerHyBakbe KOH jaBHOCTA.

3apaum - pedrHMparbe Ha LeHU rpynu Kou cakaTte aa rm ondarture
- n3buparbe Ha HajpobpuTeE HAUYMHM Ha KOMYHUKaLMja 33 TPUTE LLEJIHU TPYNu:
YSIEHOBU, BONOHTEPU U Apyr nyfe.
- BedrHMparbe Ha anaTku 3a KOMYHUKaLKja U yuerbe KaKo a ce KopucTat Tue
anaTku (coumjanHn megmymum, U3BECTYBatbE 33 MeANYMMU, Npec-KoHpepeHLUN,
KamnarW, IMYEH KOHTAKT, UTH.)
- npubupatrse Ha ngeun og Nyfeto BO opraHM3aumjaTa,
- No4roTByBakbe Ha Nporpama/cTparteruja Ha akumjaTa co BpeMeHCKa pamKa v
WHAMKaATOPMU,
- OATOBOPHO pasaenyBatbe Ha paboTata nomery nyreto.

MeTtogonormja - 06yKa 3a KOMyHMKaLWja.

- MPETXOAHU OHJIAjH KOHCYNTALMWN N aHa/IM3a Ha MOMEHTa/IHaTa KOMYHUKaLMCKA
cTpateruja.

MeTtoaum - OHNIAjH KOHCYATaLMK co Nyfe of opraHM3auunjata BO Kou Ke ce gedumHuUpaat
KOMYHMKaLMCKUTE NoTpebm (Tun Ha noTpebHUTe MHGOPMaLMK, KOM aNaTKK ce
KOpUCTaT, UTH.)
- CTpATEeLKO NaAaHupamwe
- Urpa Ha ynoru
- KPaTKO cymupare
- bypa Ha uaemn
- ANCKYCHja
- paboTa BO TEMATCKM rpynu

MmnaemeHTaumja | OHNAjH KOHCYATALMKM U CTPaXKyBakbe, KaKo U ABOAHEBHA 0byKa.

ObykaTa Tpeba ga buge npefsogeHa of eKcnepT 33 KOMYHWMKALMUW UKW YNeH Ha
opraHusaumMjata Koj MMa No3HaBakbe Ha TemaTa. Tpeba ga ce Kpeupa nocebHa
paboTHa rpyna Koja Ke ce TpuMXM 3a KOMYyHMKauujata. [naBHaTa 3afaya Ha
paboTHaTa rpyna e ga cobupa NpakTUYHU NPUMEPU Of, UHTEPHET, KOMNaHUU UK
APpYrY opraHusauuu, ga ro usbepe HajaobpMOT KaHan 3a KOMYHMKaLMja, 4a Kpeupa
KOMYHMKaLMCKa cTpaTernja co 3 LesHun rpynu (jaBHOCT, BOJIOHTEPU U YNEHOBU) U Aa
npes3ema OAroBOPHOCT 3a CNPOBeAyBakbe Ha cTpaTerujaTa.

OBue npalarba MoOKaT ga 6ugat of ronema KoOpucT 3a Bpeme Ha Kpeupare Ha
cTpaTervjaar (3aegHUYKM 3a CEKOoja LeniHa rpyna):

* KakoB TMN Ha MH$OpMaLMja 6K ja MHTepecupana oBaa LenHa rpyna?

* KoM ce HajKapaKTepUCTUYHUTE OA/IMKM Ha LenHaTa rpyna?




* KaKoB HayMH Ha uM3pa3yBakbe MOXKE [a HM NoMorHe fa Jonpeme Ao
oApeneHaTa uesHa rpyna?

* KoM KOMYHMKaLMCKM KaHa/M ce COOABETHM 3a rpynaTa?

* [lanv KoMyHUKaumjaTa Tpeba aa bGuge BHaTpelHa AN HagBOpeLlHa?

* Kou ce HajBakHWUTE WHPOPMALMM KOM Cakame Ja M cnogenvme co
rpynata? (AncTa Ha npuopuTeTH)

EBanyaumja - eBa/jlyauMja co yyecHMuUMTe Ha obykaTa

- eBanyauuja/cneperbe Ha CNpoBeAyBakbeTO Ha cTpaTernjaTa

- MpOBEpKa Ha MHAMKaTopuTe 3eMajKku ja NpeaBua BpeMeHCKaTa paMKa; Tue
Tpeba ga 6uaaT namepmbu (Mo MoXKHOCT M3bpojaneu), Ha Np. 3 objaBu Ha
dejcbyk HeaenHo.

KomeHTap: OHa WTO e MHOTY BaXKHO € KOHeKUujaTa noMery OHNajH U odnajH akTUBHOCTUTE. Tue
Tpeba B3aemMHO Aa ce HaZoMno/IHyBaaT.

N3bupatbe Ha BUCTMHCKATA asaTKka 3@ KOMYHMKaLMja e 04, CYLUTUHCKA BaXKHOCT Aa ja
npeHeceTe BallaTa Nopaka.

OpraHusauujaTa Tpeba ga rv 3Hae CBOMTE CTaBOBU M aKTUBHOCTU/MONUTUKK, Npes,
[a 3an04YHe CO KOMYHMKALUCKN aKTUBHOCTU. [103HaBakbeTO Ha BallaTa NopakKa e
OCHOBa 3a J,06pa KOMYHMKaUM]a.

MnaHupare Ha 06pa3oBHa aKTUBHOCT 3a INAEPCKO 0CNOCObyBatbe Ha YNEHOBUTE KaKo GaKTop Ha
3ronemyBarbe Ha NOCBETEHOCTa U MHMLMjaTUBUTE Ha BOJIOHTEPCKUTE rpynu

MoTpebu MoTpeba o4 cnocobHU Maepu BO opraHunsaumjaTa.
MoTpeba o4 MOTUBMPAHW ANAEPU KOM MOXKAT M caKaaT ga paboTaT co apyru
BOJIOHTEPW.
LUenu PasBuBarbe Ha MAEPCKM CNOCOBHOCTU Kaj YNEeHOBUTE KaKo GpaKTop 3a 3ronemyBarbe

Ha MHBOJIBUPAHOCTaA U VIHMLI,MjaTMBVITe BO BOJIOHTEPCKUTE rpynun.

3agaun - BOBeZlyBakbe Ha HOBM aNaTKM M METoAM Ha NOAAPKYBakbe Ha BOJIOHTEpUTE
(obyuyBarbe, MeHTOpPUpPaAHLE, UTH),

- cnoaenyBakbe Ha MCKYCTBA 3a INAEPCTBO,

- pa3BMBakbe Ha CNOCOBHOCTM 3a hacuNUTUPabe U KOMYHMKaUMW]a,

- nogo6pyBake Ha cNOCOBHOCTUTE 3a cCaMonpeseHTauuja,

- pa3BMBakbe HA CNOCOBHOCTM 3a cNpaByBakbe CO KOHGIMKTU U pellaBakbe Ha

npobsiemu
- MOTUBMpPakbe Ha MAa4W INLEePU 3a 3a3eMatbe Ha aKTUBHO Y4eCcTBO BO
opraHu3aumjaTa
MeTtogonoruja O6yka ocHOBaHa Ha HedopmanHo obpasoBaHue.
MeTtoau - BexXbatbe Ha npes3eHTaLMM BO NOMAAM rpynu,

- AUCKYTUPatbe BO MapoBM 33 MUHATU UCKYCTBA,
- bypa Ha ngewn,

- obyuyBatbe,

- NpefaBakba U Npe3eHTaumm,

- cuMynaumu,

- MeHTOpupakbe,

- CTyAuja Ha cayyau.




UmnnemeHTaumja

5 AHeBHa obyKa HaMeHeTa 3a YIeHOBUW 0/, Pa3/INYHN OpraHM3aLUmn NOBP3aHM CO
MeHTopupakbe no obykaTa.
N3buparbe Ha yyecHMLM Kou Tpeba aa urypmpaaT Kako akTUBHM Y1EHOBU BO
OopraHu3aumm, NoTeHUNjaNHU ANAEPU, IMYHOCTM 3aUHTEPECMpPaHM 33 Pa3BMBatbe Ha
HUBHUTE TNAEPCKM CNOCOBHOCTM M NML,A KOM CE KeJIHW 33 NoHaTamMy aa paboTaTa co
BOJIOHTEPUTE BO HUBHUTE OPraHM3aLuu.
Mpouec Ha cnpoBeayBakbe — ceneKkunja basmpaHa Ha NPeTXo4HO UCKYCTBO BO paboTa
CO BOJIOHTEPU U UAEM 332 UAHWN NNAHOBU (KaKO TME Ke MM KopUCTaT CBOUTE NNAEPCKU
CNocobHOCTM BO UAHUHA). TpeHepuTe Tpeba ga 6MaaT MOMEHTaNHUTE IMAEPU Ha
HUBHMWTE OpPraHU3aLuu.
Mogaynu 3a obykaTa:
NaeHTUdMKaumja Ha KOHKPETHWUTE NOTpebn Ha yYeCHUUMUTE U HUBHWUTE OpraHM3aLmm
BO Mornes Ha NMAepPCcTBO W aKTUBHM YYECHULM 04, rpynaTta Ha BOJIOHTEPU.
- odopmyBarbe Ha naeu 3a MOTUBUPAHbE HA BOIOHTEPUTE, LITO 3HaYM Aa ce
6uae aKTUBHO NMLEe BO OpraHM3aumjaTta, Kako ga ce buge gobap nuaep, UTH.
- anaTKku M MeToaum 3a NoaAapLUKa Ha BOJIOHTepU, obydyBarbe, MEHTOPUpPatbE,
TpeHupare, UHT.
- obyka 3a dacunuTaumja, KOMyHUKaLMja U CAMONPE3EeHTUPAUYKM BELTUHMU.
- o06yka 3a cnocobHOCTM 3a MeHaLMpakbe Ha KOHGIMKTU U pellaBakbe Ha
npobsiemu

Mo obyKaTa, TpeHepuTe Ke NoHyAaT MEHTOPMpPakbe 3a yYecHUUuTe. MeHTOopUTE 04
efHa opraHusaumja ke paboTaT Cco yYeCHUUM o4 pasNMyHM OpraH13aLmm 3a 4a ce
ocurypa MOMeEHTOT Ha fobuBakbe Ha CTaBOBM 04 ApYyra nepcrnekTusa. Tue Ke umaat
COCTaHOLM, HajMasiKy egHal Mece4YHo W OHMajH KOHCYATaumMu no notpeba.

EBanyauunja

- noBpaTHa UHPOpPMaLMja 04 CTPaHa Ha YYECHULUMUTE,

- aHKeTa Bo ¢opMa Ha eBaslyaLMcKu popmynap,

- 6 Mece4yHo MmeHTopupate (6 COCTaHOLM, egHaLl MECeYHO 3a NpoBepKa Ha
NPOLLeCOT) M OH/IajH KOHCYNTALLMM 3a Bpeme Ha NpoLecoT, no noTpeba.

KomeHTap:

ObykaTa Tpeba aa 0be3bean edpekT Ha WMPEHE Ha 3HAEHETO €O Toa WTO Ke ce
3rosiemu 6pojoT Ha BOJIOHTEPM BO OpraHu3auuuTe U Tpeba ga BOAM KOH A0NTOPOYHA
MOTUBaALMja Ha aKTUBHUTE NUAEPU.




MnaHupake Ha 06pa3oBHA aKTUBHOCT 32 NAPTULLMNATUBHU NPUCTANU BO OpraHu3auujaTta

MoTpebu

- pace nogobpaT KOMMNeTeHUMUTE U KanauuTeTuTe Ha AnuaTa MHBOIBUPAHM
BO OpraHuasuujaTa;

- [ace 3agpyKaT BONOHTepUTe BO OpraHM3aumjata 1 aa ce ocurypa
KOHTUHYWUTET BO HMBHaTa paboTa

- [ace 3ajaKHe YyBCTBOTO HA NPUNAAHOCT Kaj Y1eHOBUTE BO OpraHu3aumjaTa

- [ace 3roNemu akTMBHOTO y4ecTBO Ha BOJIOHTEpPUTE BO OpraHu3aumjaTa

Lenn

- 3ronemyBakbe Ha KOMMNeTeHUUUTe Ha Y1eHoBUTE Ha 0460pOT BO BOoAEHE Ha
opraHu3aumja Ha NapTULMNATUBEH HauUH
- BKNy4YyBakbe Ha BOJIOHTEPU BO OpraHM3aumjata

3agaumn

YneHoBuTe Ha oabopoT Tpeba aa rn pasbepaT noTpebute U NEPCNEKTUBUTE Ha
Yy/sieHOBMTE Ha HMBHATa opraHu3aumja. Tue BepyBaaT AeKa e npopuTabunHo aa
obe3benat NpocTop 3a MAeUTe Ha YIeHOBUTE Ha OpraHu3aLumMjaTa u ga ru
noAaAgpKysaaT UHULMjaTUBUTE. TUe M MMaaT NoTPebHUTe BEWTUHM A4a T
MCKOPUCTAT KBAJIMTETHO NAENUTE U UHULMWjaTUBUTE HA Y/IeHOBMUTE Ha
opraHusauujarta.

MeTogonoruja

OaprKyBatbe Ha BUKEHACKM 0OYKM COCTaBEHWN O aKTUBHOCTM NOBP3aHM CO
HedopmanHoTo obpasoBaHMe.

MeToamn

- cnpoBeAyBabe Ha pedNeKTUBHU BexXbU, aHan3a Ha opraHun3auujaTa 1
Mana Ha emnaTuja

- cnogenysakbe Ha HajaobpuTe NPaKTUKK

- [aBakbe Ha TEOPETCKM NpUaoHec, NpeseHTaumja Ha 406PU NPAKTUKM,
npaseke Ha cnopeaba co ApYyrM opraHn3auumn U HUBHUTE METoAM

UmnnemeHTaumja

- YYecTBO Ha FNaBHUTe AOHEeCyBa4yu Ha OA4J/YKM BO OpraHM3aumjata
- [OHecyBake Ha /INLLE CO KOMMNETEHLMM 3a CTpaTeLKM MeHaLIMeHT
- Kpeuparbe Ha npujaTencka cpeguHa v aTmocdepa

EBanyauunja

- eBa/lyaluja Co yYecHUUM

- chefere M OLeHyBakbe Ha CnpoBeaeHUTe NpoMeHM Bo paboTtaTa co
yseHoBUTE

- cnopeaba Ha 6pojoT Ha MHZMKaTOPK, Npea 1 nocne obyKkara:
1) 6pojoT Ha cocTaHoUM NoMeRy 0460pPOT U YeHOBUTE BO OpraHU3auujaTa;
2) 6p0ojoT Ha yY4eCHULM 33 BpeMe Ha COCTaHOoLUTE;
3) 6p0joT Ha NPOEKTU NHULMPAHU OA Jyie KOU He Ce Y/IeEHOBM Ha 0460poT

KomeHTap:

ObykaTa MoKe [a BOAM KOH npeanaratbe Ha HEKOM NPOMEHM BO MEHALIMEHTOT Ha
opraHu3aumjaTta, Kako U HaYMHU T.e. anaTKK 3a BKAydYyBatbe Ha YIeHOBM 0f,
opraHusaumjata (Ha np. Kpenpare HoOBM PabOTHU TPYNK, Kpenpare Ha HOBM
KaHa/Nu 3a KOMYHWKaLMja, 04pKyBakbe Ha NnoBeKe COCTaHOLM, UTH.)




MnaHupare Ha cOCTaHOK 3a aobpenojae

3owTo?

- 3ajace objacHM muUCKHjaTa M BM3MjaTa Ha HOBUTE YNEHOBU BO
opraHusaumjata

- [a ce npeseHTMpaaT Ha MOXKHOCTMUTE KOW OpraHun3auunjaTa UM rv HyauM Ha
HOBMTE YNI€HOBU

LWWrto?

- cnpoBeayBakbe Ha COCTAHOK 3a A06penojae npeky paboTnaHmua

3a Koro?

HameHeTo e 33 HOBMTE YNEHOBM Ha OpraHn3auujaTa 1 3a OHME KOM CaKaaT aa ce
npoHajgaT BO opraHusaymjara.

Op koro?

AkTMBHOCTa Tpeba aa 6uae cnpoBeseHa o4 TpeHepu o4, opraHusauujaTa.

Kora?

AKTMBHOCTa Tpeba Aa ce cnpoBese KpaTKo Mo roguilHaTta perpyTayuja u ga ce
NOBTOPM KOra opraHusauujaTa Ke ce cooyyBa Co NPOMEHM BO CTPYKTypaTa, BO
nporpamara, Bo n3bopuTe, Kora HOBM 3aa4um Ke NPUCTUTHAT U Kora Ke ce
noAroTeyBaaT HOBa NPOrpama M HoBa cTpaTeruja.

Kape?

Bo npocTtopunte Ha opraHusaumjara.

Kako?

- Npe3eHTaunja Ha opraHunsaumjaTa (MMcuja, BU3KNja, CTPYKTypa, paboTeH naaH, UTH.)
- 33/a4a 3a NpeBeAyBakbe Ha MUCKjaTa U BU3KMjaTa Ha opraHuMsaLmjaTa Bo
NPOMOTMBHU MaTepMjaan, NOCTEPU, IETOLUM, UTH.

- 33/,a4a 3a Kpeunparbe Ha BU3yesiHa Npe3eHTauunja 3a naejata Ha opraHusaumjaTa
-“roBop Bo MGT” Kage WTO TMeE Ke ja Npe3eHTMpaaT Ha KpaTKo opraHusaumjata u
Hej3nHaTa uen (Mucuja n BM3nja) Bo 1 mmHyTa

- Npe3eHTMauMja Ha KpaTKa NpUKasHa Uan GUaM 33 MOXKHOCTUTE KOW M HyAm
opraHusaumjaTta

- 33/a4a 3a No4roTBYBak€ Ha KapMepPEeH MNJiaH Ha Y1eHOBUTE, CO MOMOLL Ha UCKYCHU
nmua

- NpallyBakbe Ha NyfeTo 3a HUBHUTE NPETXO4HM UCKYCTBa BO opraHu3aunn/ npoektn/
rPYNHM aKTUBHOCTM M HBaparbe 40 HUB A3 M UAEHTUPUKYBAAT Haj3HAYaHUTE UCKYCTBA
KaKO M TOA CO KaKBM KOMMETEHLMMU U 3Haeke ce 3400ue Npeky HUB.

KomeHTap:

OBaa aKTMBHOCT € Ba)KHa 3a CMTe Y/IeHOBM BO OpraHu3aLmjaTa, 3a 4a ja NpoHajaaT 1
MCMNONHAT HMBHATa y/iora M Aa ro pasBujaTt CBOjoT NYeH U NpodecnoHaneH
NoTeHLUMjaN KaKo M UCTOBPEMEHO Aa AONPUMHECAT KOH paboTaTa M NpoLMNPYBaHETO
Ha opraHu3saumjaTa Co HUBHOTO UCKYCTBO.




AnaTKa 3a camoesasiyauuja 3a OpraHM3aLUCKyU Pa3BUTOK

Bosep,

Llenta Ha oBaa anatka e fda obe3bean KpaTOK MPMKas Ha OPraHM3auUMCKOTO pas3BMBatkbe 33 ga ce
NpoLeHN MOMeHTaNHaTa cocTojb6a BO HUBHUTE opraHM3aumu. CyLUTUHCKUTE MPUHLMUMN Ce BUCTUHUTM 33
cute Oobpo paKoBOAEHW opraHusaumu, 6e3 pasnMKka Ha HMBHATa MWCMHja, Oann ce GOKycMpaHM Ha
WHTEPHALMOHANHO WM NOKAJHO HWBO, AaNW ce ToONeMU WUAWU Manu, Aann ce NpeaBOLEeHWU o4 nnaTeH
nepcoHan, UTH.

LLITO e OpraHM3auUCKN MEHALIMEHT U 30LUTO € BaXKeH?

OpraHn3aumncKoTo pa3BMBakbe € NPOoLLEC NPEeKy Koj eAHa opraHu3aumja rv pa3BrBa CBOMTE BHATPELLHM
KanauuteTn 3a Aa 6uAaaT WTO € MOXKHO noedeKTUBHU BO CNpoBedyBakbe Ha CBOjaTa MUCMja U Aa
paboTaT u ga ce oap:KyBaat gonroTpajHo. OBOj Npouec BKAyYyBa npernes Ha npobaemu n npouecu
NoBp3aHU co 9-Te CYLUTUHCKU CTONBG0BM Ha OPraHM3aLMCKO Pa3BUBaHLE:

Busuja n mucuja

OpraHu3aumcKa CTPYKTypa

YnpasyBate

MpoTOoK Ha MHPOPMaLUK U AOHECYBak e HA O4J1YKU
YnpasyBake CO HOBEYKU pecypcu

AHraXXmaH u 3agp)KyBare Ha 3acerHaTurte CTpaHu
TexHonoruja n nHppacTpykTypa

®dUHAHCUCKKM Npernea u ynpasyBake
OpraHu3auucKko o6HoByBak€e

OCoOONOODURARWNER

OpraHn3aumncKoTo pa3BMBakbe HE € KpaeH NpoLec camo no cebe — Toa e NpoLec Koj Tpae, eBosiynpa u
ce noBTopyBa M Mopa pefoBHO pga buae cnegeH of ynpaBHMOT 0460p M MEHAUMEHTOT Ha
opraHusaumjata. OBa Ke MOCAYKM KaKo OCUTypyBatbe AeKa opraHusaumMjata pacnosiara co KanauuteTtu
[a ce aganTupa Ha HOBW YCNOBM UM MOXKHOCTU, U Aa Hanpeaysa.

CTon6oT Ha BM3Mja U MUcKja Tpeba Aa buae NPUOPUTETOT Ha opraHusauumjata u notpeba aga 6uge
perynupaH npe. Cute ocTaHaTW CTONOOBM Ce 04, efHaKBa BaXKHOCT 3a 34paBjeTo Ha opraHuM3auujaTa.
BalwmnTe opraHM3aUMCKM NpuopuTeTM nomefy ctonboBUTE Ke ce MeHyBaaT 3a Bpeme Ha Pas/IMyHu
¢$asm og, KMBOTHMOT BEK Ha BallaTa opraHu3auuja.

Hajoobpute npuctann KOH OpraHM3aLMCcKO pa3BMBakbe Ce XOJNUCTUYKM Mo npupoga. OpraHusaummTe
Tpeba cMMyATaHO Aa MM cnepat M Aa npasaTt nocteneHn nogobpyBarba BO CEKOj CTON6, Kage WTo Mma
NPOCTOp 3a TaKBO HewTo. [JoAaTHM MHBECTULMN MOXKe Aa buaaT noTpebHU Bo 06a1acTu Kage WTo Ke ce
nojasu 6apuepa Bo paboTaTa Ha opraHusaumjaTa 3apafM HeCaHKUMOHMpPatbe Ha oapeaeH npobaem Bo
ctonbosuTe. Ha npumep, ako He MOXKeTe Aa My MOoKaxkeTe Ha MOTeHUMjasiHMOT AOoHaTop AeKa
pacrnonaraTe co yrneAHu M BOCMOCTaBEHM MPOLECU 33 MeHalupakbe Ha GOoHZ0BUTE, HajBepOjaTHO U
Hema fda Jobuete cpeactBa Aoaeka Toj npobnem He ce paspewwn. OBOj NpucTan M OBO3MOXKYBa Ha
opraHuMsaumjata UenocHa ¢NeKCcMbUNHOCTBO agpecuparbe Ha noTpebute Ha OpPraHM3aLMCKOTO
pa3BMBaHbE KaKo WTO Ke Ce NojaBaT M Ke ce CaHKLMOHKUpaaT No cTeneH Ha UTHOCT.



Koj moxKe aa ja Kopuctu oBaa anaTtka?

CeKoj MmoXe [Oa ja KOpUCTM OBaa anaTKa, HO HMBOTO Ha CMOCOBHOCT Aa ce HanpasaT edpeKTUBHM
NPOEeMHM BO BallaTa OpraHuW3auuja Ke 3aBWCM Ha Toa KOJIKYy aBTOpUTET MMaTe U Janu bu bune
cnocobHu ga ja ybeanTe BawaTe ynpaBHa CTPYKTypa 43 y4ecTByBa BO TOj NPoL,Eec co Bac.

Kako pa ja Kopuctute anatkata
MoxeTe aa:

* ja NononHUTe anaTkaTa MHAMBMAYaNHO Cnopej BalleTo CONCTBEHO MUcaere. Ha 0BOj
HauuH Ke AobueTe YyBCTBO Ha pPa3BMBaHETO Ha BallaTa opraHusauuja, ke BU MOMOrHe
[a MM AeTekTupaTe NocToeykuTe 610KaaM Kako U Aa M naeHTuduKysaTe obnactute Ha
KOM MOoXKebu Bue b1 MoKene Aa BAWjaeTe o/ BallaTa MOMEHTa/IHa Nosuumja.

* MpucTanuTe KOH BalleTo ynpaByBa4dKo TeNo CO OBaa asnaTtka. lpawajte rm Aanu Toa e
HeLTOo 3a Koe Tue 61 Bune 3anHTepecnupaHn Aa ro KOpMCTaT, MAM Aa Be NoAAp»KaT Bac BO
AMUCKYCMja BO BPCKa CO OBaa TeMa BO paMKM Ha opraHu3auujaTa.

* mcobepeTe AoHeCyBauuTe Ha OANYKN JOKONKY CTe AeN o4 BONOHTEPCKU Knyb, n aa
ja pasrnepate anatkaTa AeTanHO M [a MM AWCKyTUpaTe BalluUTe OAroBOPU BO CEKOoja
obnacr.

Ha Koj npuHuun paboTu anatkara?

3a ceKoj o4 9-Te CYLWTUHCKU CTONGOBM Ha OPraHM3aLMCKO pa3BMBakbe, NOCTOM /IUCTa Ha TBPAEHA
KOW KOHUMNMUPAAT pasnnyHM Hajaobpu npakcu Bo Taa 061acT Ha pasBoj.

3a ceKoe TBpAEHE MMATe NO TPU MOXKHU O4TOBOPU O KOU MOXKe Aa u3bupare:

¢ [a: O3HauyyBarETO HA OBOj OArOBOP MOKAXKYBa AEKa LLEe/IOCHO ce cornacyBaTte Aeka Toj
npoLec, cuctem, NpoLeaypa, naaH UAK CTPYKTYpa ce BeKe MMNIEMEHTMPAHU BO BallaTa
opraHusaumja.

* He: O3HayyBateTO Ha OBOj OArOBOP MOKa)KyBa AeKa He MOCTOM MPOLEeC, CUCTEM,
npoueaypa, NaaH Uan CTPYKTypa Kou ce BeKe MMMNNEMEHTUPAHMU.

* Moxebu: O3HayyBat€TO Ha OBOj OArOBOP MNOKaXyBa W/AW HecornacyBarbe MUAM
HECUTYPHOCT Ha UCNUTaHMUUTE (Ha Np. HEKOW Nyfe ce cornacysaaT co TBPAEHETO a
HEKOM He, LITO MOKaXyBa JeKa MNOHAaTaMOXHAa [AWCKYCUja 3a pasjacHyBakbe €
noTpebHa).



LiTo npaBMme no Kopucterwe Ha OBaa anatka?

OBaa anaTKa e HaMeHeTa 3a pa3ropyBakbe Ha AMCKyCuja BO BallaTa opraHusaumja. PaboTteTe MHAMBUAYANHO
WM KOJIEKTMBHO Ha BawuTe pe3yntatu. Koja e jakaTta cTpaHa Ha opraHu3auujata? Koja e Hej3suHaTa nocnaba
cTpaHa? Bo Kou cToN60BM M MHOMKATOPU MMALLE HajMHOTy KoHY3Mja 1 Hecornacysarba? Janu ctonbosute
Kafie WTO MMa noBeKe KOHdy3Mja M HecornacyBatba Ce MNOKAOMYyBaaT CO HEKOM NPeau3BULM CO KOM
opraHM3aumjata Beke ce cooyyBa? KakBM NIeKLMM MOXKETe O3 U3BJeYeTe Of BaluUTe pesynatn Kou 6u Bu
NMOMOrHane BO CerawHuUTe AU UAHUTE NO3nLUKn?

Kou ce HajronemuTe npobiemun Kou Tpeba fa rm agpecupate 3a BegHall Aa ja nogobpute cnocobHOCTa Ha
BallaTa opraHM3auMja 3a CnpoBeayBakbe HA CBojaTa paboTa? [oafatbe A0 OArOBOPM Ha OBaa Npaliakbe
MoOXe Aa buge mHory egHOCTaBHO, NPEKY AUCKYCMja 3a pasjacHyBakbe Ha TOa KaKo ce J0HecyBaaT 04/ 1yKu
W KOj ' LOHeCyBa, UK NPeKy MOKOMIMIEKCHU NPUCTany Kako WTo e M3paboTKa Ha CTpaTeLwKu NaaH.

MpoBepeTe M1 pecypcuTe Ha Kpaj o4 AOKYMEHTOT 3a NoA4pLluKa, naev v WwabnoHu.

nOMMHyBajTe ja a/1aTKaTa 4eCTo 3a Aa ro cnegute nporpecoTt nam ga ce ocuryparte geka HUTY eaHa
KNy4YHa obnacT Ha OpraHn3auuncKo pa3BuBarbe He € 3anoCTaBeHa.

MpoueHeTe ja Bawarta opraHM3aLmja co asnaTkaTa 3a camoeBaslyauuja:

1. Bwuswuja n mucwmja

WHOWKATOP: OA | HE |[MOMEBM

Bu3ujaTa Ha HallaTa opraHusaumja e pa3dbupMBa M ONMLLIYBa TOYHO KAaKo CBETOT
61 13rneman ako cme ycrnewwHW Bo Hej3MHOTO CNpoBeayBakbe.

MucujaTa Ha HawaTa opraHM3aumja ONMLLYBa TOYHO KaKo HUE Ke ja UCMONHUME
HallaTa BM3Mja U KOM ce HalunTe BPeaHOCTH.

Hawwor nepcoHan " ynpaBsHUOT o,u,60p Cce 3ano3HaeHn CO HauwaTa MVICVIja n
BVI3VIja nce ,a,na6o+(o NOCBETEHWU Ha UENTAa Ha HallaTa opraHM3au,Mja.

Kora pa3BuBame HOB O0/TOpPoOYeH UM CTpaTeWKWU naaH, HUEe NOBTOPHO U
pa3srnegysame MMCMjaTa n BVI3VIjaTa 3a Aa Ce ocurypame gekKa u noHatamy ce
peneBaHTHU.

Kora nnaHnpame HOBM aKTMBHOCTU, HWE CEKOrall ce HaBpakame KOH MucujaTa
M BM3MjaTa Ha opraHuMsaumjaTta. HMB r'M KOpUCTUME KaKo pedepeHLM Kou HU
nomaraaT ga o4Ny4yMme LWTO Ke NMpaBMMe W HajBaXKHO, LITO HeMa Aa NnpaBuMe.

Kora KomyHuuMpame co nyfe HagBoOp o4 HawaTa opraHv3auuja, HawuTe
nopaku rv pediekTpaaT MUCHjaTa U BU3NjaTa HA OpraHuM3aLmjaTa.

Mmame HauYMHM Ha eBanyau,Mja n mepere Ha yCnewHoCTa Ha HallaTa MMCMja.

Hue ce HaBpakame Ha MMCMjaTa W BU3MjaTa, FOAULIHO, 33 Aa Ce OCUTypame
AeKa 1 NoHaTaMy Ce peneBaHTHU LOKOJIKY MMa HEKOM MOBaXKHU MPOMEHU BO
HawaTta paboTHa cpeanHa (Ha Mp. MNOAUTMYKM NpPoMeHM, paboTa Ha Apyru
OpraHusaumu, UTH.)




2. OpraHusayMucKa CTpyKTypa

WUHOWKATOP:

DA

HE

MOEBU

OpobpeH onuc Ha paboTHO MECTO CO jaCHO WCKaKaHW O4roBOPHOCTU W
M3BelWwTam e oapeseH 3a cute nosuu 6es pasnuka Janu ce NAaTeHU UaU
BO/NIOHTEPCKU.

HawaTa opraHusauuja Hygu curypHa M 3gpaBa paboTHa cpeguHa. Taa
BKAy4YyBa COOABETHU U 6e3beaHn paboTHWM YCNOBM BO MPWUIOT Ha jacHU U
OOKYMEHTUPaHW oO4yeKyBarba BO OAHOC Ha NpudaTAnBO oOfHecyBatbe Ha
BpaboTeHWTe N o4peseH CTaB cCNpema ManTpeTMpame.

HawaTa opraHv3auuvja M MMa HaBeAeHO M AOKYMEHTMPAHO OMNepaTUBHUTE
NPUHLMNN 1 BpeAHOCTM Clopes KOU ce BOAAT HallUTe CeKOjAHEBHMN aKTUBHOCTH
(Ha np. yyecTBo, TpaHCNapPEHTHOCT, PO40BA e4HAKBOCT, UTH.)

OaroBopHoOCTUTE 3a ynpaByBakbe BO HallaTe opraHu3aumja ce jacHW. To4YHO
3HaeMe KOj e OAroBOpeH 33 ynpaByBarbe CO GUHAHCMM, YOBEYKM pecypcw,
naaHupame, npubuparbe Ha GUHAHCUCKM CPeacTBa, UTH.

CTpyKTypuTe, CUCTEMUTE M MpOLLeCUTEe BO HallaTa opraHM3aluja ce MOoCTaBeHU
Ha TOj HauMH WTO ja ONecHyBaaT HawaTa pabota (Ha np. pacnpegenba Ha
obemoT Ha paboTa, KoopAMHauMja Ha 3a[auyM, OOHECYyBakbe Ha OAJYKM,
cobupare Ha MHpopMaLMK, UTH.)

3. YnpaByBake

WUHOUKATOP:

DA

HE

MOEBU

Hawarta opraHmsaumja mma jakm Amaepum Co 4Yucta BM3Mja 3a
opraHusaumjaTa KOW M MHCOIMPUPAAT HAWMOT MNEepCcoHan u
HaLlWTEe BOJIOHTEPMU.

HawaTta opraHv3aumja Mma fneraneH craTyc BO 3emjaTa/ute Kage wWTO
hejcrteyBsa.

HawaTta opraHu3aumja rm 3af0BOSyBa CUTe ferafHM o6Bpcku (Ha np.
GUHANHM TOAMWHN M3BELTan KOH BfagaTa UAM AoHaTopuTe, GUHAHCUCKM
peBusnm no notpeba, rm NOYMTYBA 3aKOHUTE 3a BpaboTyBakbe, UTH.)

HawaTta opraHusauuj Mma oabop Ha AMPEKTOpU BO ¢yHKLMja WM
€KBMBaJIeHTHO yNpaByBayKo Teno Koe obe3benyBa edpeKkTMBEH HaA30p
M CTPaTeLlKO HacoYyBakbe.

HawaTta opraHusauuMja MMa MNOJUTUKA CO Koja ce ypeayBa oabopoT Ha
OMPEKTOPK, Koja ondaKka npallakba KaKo LWTO ce COCTaBOT Ha oabopor,
notTpebHWUTe BeWTWHW, NOCTankuTe 3a BpaboTyBarbe, AOMKMHATA Ha
MaHAaToT, Pa3HOBUAHOCTA, UTH.

YneHoBUTe Ha HawKoT oabop Ao6MBaaT OpMEeHaATULLCKM COCTaHOK 3a HalaTa
opraHusaumja U HMBHATa yaora.

PaboTHUTe oAHOCH no:v\efy nepcoHanotr w O,D,60pOT ceé nNO3UTUBHMNY,
NPOAYKTUBHU U CO B3a€MHO NMOYNTYBakbe Ha Pa3inknte no:v\efy ABe ynorun.




4. NpoToK Ha MHPOPMaLUK M AOHECYyBatbe HA OA4NYKU

WUHOWKATOP:

DA

HE

MOEBU

MpouecoT Ha goHecyBake Ha OANYKM M AnLaTa KoM MMaaT aBTopuTeT Aa rm
[JOHecyBaarT ce jaCHW a cuTe 1 GpyHKUMOHMpPaaT fobpo.

Pacnonarame co epeKTMBHM HalMHKU 33 BHATPeELWHa KOMYHUKaLMja U CEKOj
MMa npucTan KoH MHPOPMALMM KOM MM ce MOoTpebHM 3a ycnewHo Aa rm
M3BpPLUYBaaT CBOMTE 06BPCKM (Ha Np. COCTaHOLM, e-Mejn NPOTOKOIU, UTH.)

Pacnonarame co edpeKMBHM HAYMHU 33 MeHalLuparbe Ha MHPOPMaLUKU KoM
AocneBaaT 40 HawaTa opraHu3aumja U ce cekoraw AOCTanHU 3a NepcoHanoT
HO He ce onTepeTeHW co HMB (Ha Mp. cnogeneHun nanku, 6asa Ha NogaToum,
WHTEPHET, UTH.)

Pacnonarame co uaeHTUOUKYBaHM ANLA Of, HallaTa opraHu3auumja 3a jaBHO
obpaKkarbe 1 cute rv pasbupaat v NOYMTyBaaT TUE YOI,

Umame npouecn n CnMCtemm KOU HU NOomMaraat ga ce ocurypame pAeka rum
MMame npasuaHuTe MHd)OpMaLI,VIM I'IOTpE6HVI 3a JOHeCyBak € Ha O4/1YKU.

CnocobHu cme Aa AdOoHecyBame BaXHWU OANYKUM HaBpemMeHO 3a [da TIu
3ronemmme MmOXKHOCTUTE U Oa T'M Hamainme pusnyuTe.

5. YnpaByBake CO HOBEUYKU pecypcu

WUHOWKATOP:

DA

HE

MOEBU

HawaTa opraHusauuja pacrnonara co MOJAUTUKM 3a ynpaByBatbe CO YOBEYKM
pecypcu Kou ce OKYMeHTUMpPaHU U ogobpeHn of oapeaeH aBTOPUTET KaKo WTO
e yNpaBHOTO Te/1I0 Ha opraHusauujaTa.

HalwunTe NonMTUKKM a ynpaByBakbe CO YOBEYKM pecypcu ce cosnara co
ferucnatmMeata  Ha jypucaukumjata nog, Koja AejctByBa Hawara
opraHum3auumija.

Hawwute noAWMTUKM 3a ynpaByBatbe CO YOBEYKU Pecypcu ce pesoBHO
peBMaMpaHM 1 agantupaHu no notpeba.

HawaTa opraHusaumnja uma GopmMassHu NpoLLecH 3a roguULLHO peBuamparbe
Ha nNoTpebuTe Ha NepPcoHaNoT 04 KOW NPoM3NeryBa niaaH 3a 3aJ0BO/lyBakbe
Ha Tue noTpebu.

PerpyTaumjata v cenekuujata 3a niaTeH W HennaTeH NepcoHan e AeTaneH,
06jeKTUBEH, NOCTOjaH U AOKYMEHTUpPaH npoLec.

CuTe HOBM BpaboTEeHU UM BONOHTEPU Ha KOM UM € MOoHyAeHa no3uuuja
BO HaliaTa OpraHWsauMja NOTNMWYBaaT AOrOBOP BO KOj Ce€ Ha3HayeHu
paboTHUTe opgHocM nomely wWHAMBMAYyaTa M OpraHu3auujaTa,
BK/IYYUTENHO CO BMCMHATa Ha nnaTaTa,NpuaobueBkuTe U paboTHOTO
Bpeme.

CuTe BpaboTeHM U/Man BONOHTEPU MMaaT jaceH onuc Ha paboTHUTe 3adaun
n pobuBaat geTasiHa OpMeHTaLMja 3a HallaTa opraHM3auunja U HUBHaTa ynora
BO Hea.

M3BELI,6aTa n obemoT Ha pa60TaTa Ha UennoT nepcoHan u BOJIOHTEPUTE
penjoBHO ce pesunaunpa M Ha Cute mm ce Boaspaka CO KOHCTPYKTUBHMU
KOMEHTapwu.

He cme umane nocepnosHu npobnemu co nepcoHanotT BO nociaegHuTe 3
roAvHu (Ha Np. oTNywTakse, IerasHu CNOpPoBU, A0FOPOYHN MPA3HU NO3ULUN,
UTH.).

EdeKTMBHO ce cnpaByBamMe CO KOHG/IMKTM BO HalLaTa opraHusaumja.

Bpa6OTEHMTe M BOJIOHTEPUTE TU NMaAT I'IOTpE6HVITe BeWTNHN N nogapLllKa 3a
Aa 6VI,£I,aT eq)eKTMBHM BO HUBHWUTE YyN10TU.




6. AHrakxmaH u 3aapiKyBake Ha 3acerHaTuTe CTpaHu

WUHOWKATOP:

DA

HE

MOEBU

Bo no6pu paboTHM ogHOCK CMe COo Nyfe HaABOP OZ HalwaTa opraHM3aumja co
KOM HajuyecTo copaboTyBame (Ha Np. KOPUCHUUM Ha HawaTta nporpama,
YNEeHOBW, AOHATOPU, NAPTHEPU, UTH.)

PefoBHO M TPAHCNAPEHTHO KOMYHULMPAM CO HalLMTE Y/1IeHOBM, KOPUCHULMUTE
Ha HallaTa nporpama v napTHepwuTe,

YecTo ce KOHCyATMpame CO HaWwuTe YNeHOBM, KOPUCHUUM Ha HawaTa
nporpama W peneBaHTHW NapTHEpPM 3a Toa KOJIKY A06po ja cnpoBeayBame
HalaTa MMcKja U a HOBU MAEM 3@ MPOrpama MU aKTUBHOCTHU.

KOpVICHMLI,VITE Ha HallaTa nporpama, Yn1eHoBuUTe, NapTHeEpPUTE U BOIOHTEPUTE Ce
ropgv WTto ce BK/ly4eHn BO HallaTa opraHM3au,Mja M CO NoYnT 36OPYBaaT 3a Hea.

CEKOja roguHa, HawaTta opraHmau,Mja ce ogpxysa u 3aBuCh oa HawnTe o4HOCK
CO napTHeEpUTEe, KOPUCHULIUTE HA HallaTa Nporpama, 4ieHoBuTe 1 apyrn KnyyHun
3aCerHaTtm CtpaHu

7. TexHonormnja nu MHPpacTpyKTypa

MHOUKATOPMU:

DA

HE

MOEBU

AnaTKuTe, onpemarta W MPOLLECUTE KOM M KOPUCTUME Ce COOABETHU W
afaeKkBaTHU Aa HM obesbenat nssenba oA BUCOK KBAAUTET.

®u3nYKMOT npoctop a paboTta (HagBOP M Ha MLE MECTO) MOXKe Aa ja CMecTu
paboTata Koja Tpeba aa 6uae 3aBplLueHa M NyreTo Kou Tpeba aa ja 3aBpLiart.

®U3NYKMOT M3rnem Ha paboTHMOT NPOCTOP A03BOAYBA A06pa KoopauHaumja U
YCMEeLWHOCT Ha 3agauunTe.

Pacnonarame co cucteMm M npouecu a npubupare, ciepere u
nsBectyBatbe Ha MHOOpPMALMM KOM ce BakHM 3a paboTtaTa Ha
OopraHuauujara.

PaboTHOTO MecTo € JiecHo AO0CTanHO 1 NpoBOAHO 3a inla Co nocebHu FIOTpE6M.

Pacnonarame co afleKBaTHU pe3epBu a paboTaTa Koja Tpeba Aa ja usBpLIMme.

Pacnonarame co coogBeTHa WHQPACTPYKTypa (nNpuctan [0 WHTEpHeET,
TenedoHu, NnpuHTep 1 paboTHM MacKn) Kako noaapluka Ha paboTaTa Koja Tpeba
na buae meplueHa.

8. ®uMHaHCUCKM Npernea v ynpasyBakbe

WUHOWKAPOT:

AA

HE

MOEBU

HawaTta opraHuMsaumja uMma HanuwaHo OUHAHCUCKU  MNONUTUKM U
npoueaypu Kou ce KOpUcTeHU cooaBeTHO (Ha np. byyeTMparbe, TPOWOYHO
OBNACTyBakbe, KyMnyBakbe, MOTNULLYBaHe Ha YEKOBU, UTH.)

HawaTta opraHusauuvja pacnonara co roguweH 6yueT Koj pegoBHO TO
cnegume M penopTvpame Ha HaweTo ynpaBHO Teno.

Pacnonarame co QUHAHCUCKM CUCTEM KOj e pasbupaunB U ce KOpUCTU op,
peneBaHTHUOT NepPcoHan 1 ynpaea (Ha np. cnefere Ha u3BeabaTta BoO Norniep,
Ha ByLeToT M aganTuparbe, NAaHupake U ciegerbe Ha TeKOT Ha PpUHaHCKK,
npeHaco4yBakbe Ha CPpeacTBa, UTH.)




WUHOWKATOP:

DA

HE

MOEBU

Hawwnte cnuctemum 3a d)MHaHCMCKO ynpasyBawe Ce HaarneaysaHu o4 CTpaHa Ha
KBaJ'IVId)VIKyBaH CcmeTKosoguTen Unn Opyro peneBaHTHoO I'IpO(‘bECMOHa}'IHO nuue.

HawwuTe cuctemm a GMHAHCUCKO ynpaByBatbe BKAyYyBaaT BHAaTPELIHM KOHTPO/M
32 [Ja Ce ocurypa MOMEHTOT Ha BKAyyyBaatbe Ha MNoBeKe /uua BO
HagrneayBakbe Ha PUHaAHCUUTE.

CmeTKMTe Ha Hawarta opraHM3au,Mja penoBHO ce npernegysaat o4 CTpaHa Ha
HaAaBOpPEWHO CTPYy4YHO /unue U HUKaKBU I'Ip06iIEMM He ce I'IpOHajLI,EHVI BO
nocnegHUTE TPU rogunHN.

Haliata opraHusaumja 3Hae oA Kaae [oafaaT MoronemuoT Aen oA napure
notpebHM Ha opraHM3almMjaTa 3a NpecTojHaTa rogmHa.

HawaTa opraHusaumja pacrnonara co akuuu 3a npubuparbe Ha cpeacTsa WMau
cTpaTervja 3a NpPUXoau W CEKoj e 3ano3HaeH CO CBOjaTa Y/ora BO HMBHOTO
M3BPLUYBaH-E.

Hdobusame npuxogM of noseke w3BopuM (Ha nNp. ynpaBeH WK
WMHCTUTYUMOHANEH AoHaTop, npogaxkba Ha nNpoayKTM WAM  YCAyru,
WHAUBUAYANHWN JOHALMY, CNIeLMjasHU HAaCTaHu, UTH.)

Kora pasBuMBame npeasosn 3a akumu 3a npubuparbe Ha cpeacTea, ja
BKNyYyBame peasiHaTa Cyma 3a HalwuTe agMWUHWUCTPATMBHM TPOLIOLM U
BPeAHOCTa Ha HEMAPWUYHU NPUAOHECU (Ha NP. BONOHTEPCKMU YAaCOBM, AOHUPaHA
onpema, NpocTop, UTH.)

[obveHnte cpeacTBa ce TPOLIEHW Ha aKTMBHOCTM 33 KOW CMeTaMe AeKa ce
HajBayKHM 3a UCMNOJIHYBakbEe Ha HalUUTE BM3Wja U MUCH]a.

9. OpraHuM3auucKko o6HoByBake

WHOWKATOP:

DA

HE

MOEBU

HawaTa opraHu3aumja ja uma 3emeHOo Npeasua NpomeHaTa Ha AnaepcTsoTo, U
3Haeme KaKo Aa nocTanume Lo4eKa Aojae A0 TaKBO HEeLWTo.

Hue noTTukHyBame npodecuoHanHo pasBMBakbe Kaj HallMOo MNepcoHan u
BOJIOHTEPW.

Hune rm npeno3HaBame I'IpM[l,O6VIBKVITe o4 HaWwnoT nepcoHan wu
BOJZIOHTEPUTE CO COOABETHA 6naro,u,apHOCT.

HawaTta opraHmaau,Mja MMa BOCMNOCTaBEHO jaCHVI MOZTIUTUKN N NMPAKTUKN KOU
' noaapxysaat un 63ﬂaHCMpaaT pa60TaTa N XXNBOTOT Ha Bpa6OTEHMTe 3a da
T™Me 6Mﬂ,aT edDEKTVIBHVI N MOTUBUPAHUN Ha OO0/ITOPOYEH MJ1aH.

PenoBHO ce HaBpaKame Ha KBa/WUTETOT Ha 3aefHMYKaTa paboTa U npasume
npunarogysatba cnopes 06emoT Ha paboTara.

Pacnonarame co paboTHa cTpaTernja 3a Aa BKAyYMme W NOTeHUMjaslHU HOBM
noanpKysaun, BpaboTeHMM, Y1EeHOBW M BOJIOHTEPM BO HawaTa paboTa.
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Hyrje

Doracaku “Menaxhmenti organizativ pér organizatat rinore né nivel nacional ” éshté produkt
final i dalur nga projekti strategjik “ Huall i pjesmarrjes sé organizatave rinore né nivel nacional”.

Qéllimi i doracakut éshté gé té shtyté né angazhim mé té madhé rreth demokracisé rinore né
organizatat rinore me géllim gé té ju mundésojé hapésiré té rinjéve ti nxjerrin né pah kualitetet e tyre.
Singerisht shpresojmé qé né periudhén né vijim ky doracak do té ju inspirojé.

Qendra pér dijalog ndérkulturor

Kumanové, Néntor 2015



Q\ NATIONAL AGENCY
o for European Educational
= Erasmus + )\  Programmes and Mobility

E pérkrahur nga programa Erazmus+ té Unionit Evropian.

Komisioni Europian dhe Agjensioni Nacional pér programe arsimore dhe mobilitet né Magedoni
nuk jané pérgjegjés pér pérmbajtjen e kétijé publikimi gé i reflekton géndrimet e autoréve. Komisioni
Evropian dhe Agjensioni Nacional pér programe arsimore dhe mobilitet né Magedoni nuk mbajné
kurrfaré pérgjegjésie pér ¢’farédo shfrytézimi té informacioneve nga doracaku.



Pér projektin

Projekti “ Huall i pjesmarrjes sé organizatave rinore né nivel nacional” fokusohet né njé ndér problemet
kyce té organizmit rinor né nivel nacional, e kjo éshté pjesmarrja domethénése, efektive dhe e vérteté ,
menaxhim kualitativ dhe arritje e njé shkalle té caktuar.

Projekti zgjat nga Janari deri mé Dhjetor té vitit 2015 dhe kyg 4 organizata partneré (CID-Maqgedoni, CIM
Horyzonty Poloni, TOG Turgi dhe Out of the box Belgjiké).

Inovacioni i projektit del nga tema e veté projektit. Vitin e kaluar (Té rinjét né akcion) por edhe né
programin aktual Erazmus +, shumé organizata regjistrohen si organizata me strukture nacionale. Kjo do té
thoté se ata punojné me té rinjé nga zona té ndryshme dhe kané té drejté té shprehjes né aktivitetet e
tyre. Por, kapacitetet e organizatave rinore pér menaxhim efektiv né nivel nacional asnjéheré nuk kané
gené té adresuara né asnjé program apo hulumtim, ndérsa kjo lloj nevoje éshté e réndésisé sé madhe.

Projekti parashtron pyetjet/problemet e radhés:

1. Si né ményré demokratike t&€ menaxhohen organizatat rinore dhe klubet nga gytete té ndryshme
dhe si té bashkohen té njéjtat né nivel nacional?

2. Si té sigurohet pjesmarrje aktive dhe lidhje né mes té rinjéve qé jetojné né zona rurale dhe mé té
largéta me sekretarijatin gendror té organizatés?

3. Si té adresohen politikat rinore dhe si té sigurohet kémbim efektiv evropian dhe bashképunim né
mes klubeve lokale rinore dhe sekretarijatin nacional rinor?

4. A japin klubet lokale rinore hapésiré té majftueshme pér zhvillim praktik té strategjive dhe
kompetencave?

Projekti bazohet né nevojén e madhe té organizatave rinore gé punojné né nivel nacional, e ajo éshté
nevoja e rritjes sé efikasitetit né punén e tyre dhe sigurim i hapésirés pér pjesmarrje te vérteté dhe
domethénése. E réndésisé sé madhe éshté té adresohen problemet sikur pjesmarrja demokratike né
organizatat rinore né nivel nacional para se té sigurohet kualtiet té& punés né sektorin rinoré. CID gjithashtu
themelon rrjeté nacional té klubeve rinore qé hapérojné né pérmirésimin e punés sé tyre né vend. Rasti
éshté i njéjté edhe me organizatat tjera parntere té kétijé projekti.

Né kété ményré, projekti ka pér géllim né pérforcimin e kapaciteteve dhe géndrueshmeérisé sé organizatave
rinore népérmjet zhvillimit té kompetencave té strukturave té tyre né menaxhim dhe liderhsip demokratik
pér puné né nivel nacional. Qéllimet e projektit jané kéto:

- Té zhvillohet mirékuptim reciprok té koncepteve té lidhura me liderhsipin demokratik té
organizatave rinore né nivel nacional, si¢ jané: demokracija, pjesmarrje dhe lidership, shoqéri civile,
té drejtat e njeriut et;j.

- Té ngritet vetédija e pjesmarrésve dhe té sigurohet hapésiré pér shprehjen e vlerave té
organizatave rinore/struktura apo mé miré théné rolin e tyre dhe ndikimin si lider demokratik né
shogéri.

- Té zhvillohet shkathtésia e pjesmarrésve pér krijimin e lidhjes né mes punés né organizatén e tyre
me politikat rinore dhe té sigurohet hulumtim pér menaxhim té organizatave rinore nacionale.



- Té zhvillohet mirékuptim tek pjesmarrésit, si dhe njohje té formave té ndryshme té pjesmarrjes
rinore nepermjet organizatave rinore dhe zbatimi i tyre né menaxhimin e organizatave nacionale
rinore.

- Té definohen dhe zhvillohen kompetencat e lidershipit dhe komeptencat civile si dhe shkathtésité
relevante menaxhuese (menaxhim té konflikteve, pérfagésim, motivim, sjellie té venidmeve,
pérforcim, planifikim strategjik dhe menaxhim té resurseve)

- Té mbéshteten pjesmarrésit né analizimin e zhvillimit té métutjeshém té proceve té brendshme
dhe mekanizmat e organizatés sé tyre, me géllim té pérforcimit sé punés sé tyre né organizatat
nacionale rinore.

Pérveg hapérimit drejt prodhimit té ndryshimit internacional né punén e organizatave rinore, produketet
finale té projektit kycin edhe botimin e publikimit té€ hulumtimit dhe publikimin e punés rinore né
organizmin né nivel nacional me theks té€ menaxhmentit organizativ.

Partnerét e projektit

CIM Horyzonty éshté organizaté rinore, anétare e rrjetit

ndérkombétaré Youth for Exchange and Understanding. Si O H O RYZ O

YEU International edhe Horizonty méton né promovimin e CENTRUM INICJATYW MLODZIEZOWYCH
mirékuptimit ndérkulturoré dhe bashképunim népérmjet C

projekteve lokale dhe ndérkombetare gé kycin té rinjé nga kultura té ndryshme dhe prapavijé té ndryshme
sociale, si dhe promovimin e vullnetarizmit dhe pjesmarrjes rinore népérmjet kémbimeve rinore, projekte
afatgjate edukative dhe trajnime. Organizata punon né nivel rajonal né rajonin e Wielkopolskie dhe ofron
sherbimet e saj ne lokacione te ndryshme.

Toplum Goniilliileri Vakfi (TOG — Community Volunteers Foundation)
éshté themeluar né Dhjetor té vitit 2002, Fondacioni kontribon né
zhvillimin personal té té rinjeve me ate qé i kurajon té marrin pjesé si
vullnetaré né projekte me pérgjegjési socijale. Cdo vit, Fondacioni
pérkrahé realizmin e mbi 1000 projekteve dhe aktiviteteve té
implementuar nga rreth 40000 té rinjé nga rreth 120 klube studentore.
TOG trajnon trajnues té cilét implementojné edukim té sé njéjtés
gjeneraté né tema si¢ éshté vullnetarizmi, té drejtat e njeriut, té drejtat
sociale, shéndetin riprodhues, edukimin shéndetésoré dhe menaxhimin organizativ; ofron mbéshtetje
klubeve studentore varésishté nevojave té tyre, mundéson bursa dhe intership, krijon hapésire edukative
sidomos né fushén e mobilitetit rinoré népérmjet sé cilés siguron kémbim té praktikave me organizata
rinore dhe té rinjé, hulumton dhe kontakton palét e tanguara pér té

rritur vetédijen e studentéve né hapésirén publike.

TOPLUM
GONULLULERI

Out of the Box International é&shté organizaté eksperte

joprofitabile gé punon né fushén e sigurimit té projekteve pér

trajnim dhe pérfagésim. Ajo siguron shérbime pér organizata

ndérkombétare rinore me gendér né Bruksel dhe gjithashtu éshté e

shénuar né listen e Joint Partnership of the European Union dhe

Késhillit té Europés né fushén e té rinjve, si organizaté eksperte. Out of the Box implementon disa projekte
pér konsultim gé synojné rritjen e nivelit té demokracisé. Gjithashtu, ka né dispozicion grupé té ekspertéve
dhe ofron rekomandimet té politikave, zhvillim té projekteve dhe evaulim té funskioneve té té rinjve dhe
strukturave civile.

— | NTERNATIONAIL




Projekt aktivitetet

Proejkti foksuohet né njé ndér problemet kyce né organizmin rinoré né nivel nacional, e kjo éshté
pjesmarrja domethénése, efektive dhe e vérteté, menaxhim kualitativ dhe arritje e njé shkalle té caktuar.
Aktivitetet té cilat lehtésuan realizmin e géllimeve té parapara kygin realizmin e studimeve né nivel
europian, konference pér prezenitm té rezultateve, si dhe aktivitetete edukative né formé té trajnimeve
dhe mobiliteteve.

Studim- Situata momentale e organizatave rinore nacionale

Studimi mblodhi informacione pér disa probleme té cilat jané mé té réndésishme dhe té cilat deri mé tani
nuk jané hulumtuar. Studimi pérbéhej nga kéto faza:

1: Pérgatitje online té anketés pér studime dhe krijimin | sistemit SPSS pér evaulim té produkteve nga
anekta

2: Implementim i anketés né té gjitha shtetet ku partnerét jané aktivé ;

3: Implementim dhe vetevaulim té organizatave rinore nacionale ;

4: Produkte finale dhe konkludime nga anketa ;

5: Shpallje té gjendjes momentale- demokraci né organizatat rinore nacionale dhe hapat pér pérmirésim té
menaxhimit.

Gjaté fazes sé paré secili partneré fitoi pasqyré té konrizés sé studimit dhe materijale té punés rinore.
Hapat kyge té studimit:

* Té dhénat ishin t&€ mbledhura online dhe népérmejt takimeve personale té ekipeve hulumtuese
nga ana e c¢do partneri qé pér detyré e kishte té béjé intervisté té sé paku 50 organizata té
ndryshme(platforma lokale dhe nacionale).

* Hipoteza dhe indikatorét ishin té vénduara né takimin e paré dhe analiza ishte realizuar me sitetmin
e SPSS (minimum 200 organizata).

* Partnerét i identifikonin dokumentetet dhe materijalet e nevojshme si referencé té studimit(analiza
desktop ku secili partner referon sé paku 5 dokumente dhe publikime me sé paku 7-8 fage té
studimit).

Pasi realzimit té studimit, dy evenimente ishin té parashikuar pé desimin té rezultateve:

Konferencé pér prezenitm té rezultateve nga studimi “ Gjendja momentale e organizatave rinore né nivel
nacional”.

Konferenca ishte eveniment njéditoré, i dizajnuar pér prezenitm té produketeve nga studimi dhe promovim
té publikimit pér menaxhment organizativ né nivel nacional, né 2 faza: | — prezentim dhe hapja oficiale pér
organizata tjera, duke kycur edhe panel té organizimit rinoré dhe Il — kémbim dhe rrjetézim né formatin e
kafesé botérore.

Punétori pér produketet e studimit té organizmit rinoré né nivel nacional

Punétoria u mbajté né Magedoni dhe ishte e paraparé si process i hapur pér mésim pér organizatat rinore.
Eshté pérbéré nga 3 sesione me pjesmarrje té 15-20 organizatave.

XI. Materiale pér puné rinore — doracak pér menaxhim organizacional pér organizatat rinore né nivel
nacional

Ky publikim éshté udhérréfyes professional pér punétorét rinoré né formé té doracakut. Doracaku
éshté publikim tematik e shkruar nga ana e trajnuesve me pérvojé qé kané gené pjesé e kétijé



projekti. Eshté e parashikuar si udhérréfyes | lehté dhe praktik | dedikuar pérorganizatat nacionale
rinore, gé pérmban 40-50 faqge teori e fituar népémrjet menaxhimit té organizatave rinore,
shembujé praktiké pér até se se si té organizohen organizatat nacionale rinore dhe komplet
resurset.

Pérmbajtja e doracakut éshté e paragitur né kété ményré:

* Hyrje né menaxhimin organizativ té organizatave rinore

* Sjté themelohet organizata rinore nacionale

* Procesiisjelljes sé vendimeve né ményré demokratike

* Politikat e brendshme dhe dokumentacioni tek organizatat rinore
¢ Aktivitetet praktike dhe kahjet

Gjuhét : magedonsiht, shqip, turgisht, frengjisht, polonisht, dhe anglisht
Mediumet : libri dhe CD (CD interaktive qé do té pérmban té njéjtat infomracione nga libra)

Libri éshté i pérgatitur nga ekip i ekspertéve, duke kycur edhe recenzent té jashtém dhe éshté e prezentuar
sé paku 50 organizatave nacionale.

Pér lehtésimin e krijimit té kétijé doracaku, takim njéditoré éshté realizuar né Magedoni, ku secili partner i
projektit ka gené i pérfagésuar prej njé trajnuesi rinoré gé ishte i kycur né krijimin e librit dhe CD’sé.

Pér géllimet e diseminacionit, konferenca e fundit pér librin mbi punén rinore "Menaxhment organizativ
pér organizatat rinore nacionale” ishte e realizuar né Bruksel pér tu prezentuat produktet finale nga libri
mbi punén rinore pér menaxhim organizativ né nivel nacional. Konferenca éshté implementuar né 3 pjesé:
I- prezentim dhe hapje oficiale pér organizatat tjera rinore, Il- punétori té vogla pér pérdorimin e librit dhe
[lI- kémbim dhe rrjetézim té formatit té kafenesé botérore.

Eveniment pér multiplifikim

E1l: Trajnim multiplikatoré té€ menaxhimit demokratik té organizatave rinore nacionale

Qéllimi kryesoré i trajnimit ishte té sigurojé diseminim té drejté té projektit pér organizata rinore nacionale
té tjera me até gé u realizua né té gjithé shtetet partnere té projektit, né ményré té sukseshme u mblodhén
mbi 40 pjesmarrés nga shtet té kycura né programin ERZAMUS+ me géllim gé té kurajohen gé ti pérdorin
produktet e dalura nga projekti. Me sigurimin e njohurive mbi pérvojat e tyre organizative, pjesmarrésit
hapéronin drejté realzimit té ndryshimit efektiv né menaxhimin e organizatave rinore nacionale.

Xil. Aktivitete edukative O6pa3oBHM aKTUBHOCTH

C1: Trajnim pér lideré té rinjé né temé lidership demokratik dhe pjesmarrje né organizatat rinore nacionale
Trajnimi u realizua né Poznan té Polonisé ndérmejt 21-26 Gusht té vitit 2015, duke mbledhur 9 pjesmarrés
nga té gjithé organizatat partnere (Poloni, Magedoni dhe Turgi). Produktet e trajnimit(duke i marré
parasyshé edhe materijalet e punés rinore) ishin né dispozicion né formé té raportit dhe ishin té diseminuar
deri te organizatat partnere.

C2: Trajnimi: Model | pjesmarrjes aktive dhe menaxhim demokratik dhe evaulim tek organizatat rinore
Trajnimi éshté mbajté né Strugé té Maqgedonisé, ndérmjet 29 Shtator dhe 4 Tetoré té vitit 2015 dhe ishin té
kycur 9 pjesmarrés té afté pér té realizuar implementimin e evaulimit t& modeleve té menaxhimit
organizativ(Maqgedoni, Poloni dhe Turqi). Raportet e evaulimit ishin pércjellur ekipit qé punon né projekt
dhe gé kishte pér géllim té punojé né zhvillimin e kahjeve pér pérmirésimin e menaxhimit organizativ té
partneréve.

C3: Mobilitet té punétoréve rinoré

Mobiliteti i 3 punétoréve rinoré métonté drejt krijimit té raportit té mobilitetit (3 raporte nga té gjithé
punétorét rinoré ishin dérguar tek organizatat — nikoqiré). Fokusi kryesoré i raportit ishte momenti se si




organizatat nacionale punojné né fushén e menaxhimit organizativ. Pas pérfunimit té mobilitetit té
punétoréve rinoré, té dhénat e pérbashkéta ishin né dispozicion né formén online pér gjithé organizatat e
kycura. Mobiliteti ishte né afat prej prej 1 muaji ku 1 person ishte dérguar prej Magedonije né Belgjikg, 1
person prej Polonije né Turqi dhe 1 person prej Turqgije né Magedoni.

Aktivitete lokale té implemetuara nga ana e ¢do partenri né grantin menaxhues

--Mbaijtje e takimeve né nivel nacional gé pér géllim kishte ndértimin e kapaciteteve té anétaréve té rinjé té
klubeve ose pjesé té pjesmarrjes né punés nacionale té organizatés.

--Reforma né menaxhimin né nivel nacional: aktivitetet kygin ndryshime legale, teste dhe eksperimente né
menaxhim, takime evaluative dhe rpaorte si pjesé e takimeve té strukturave geverisése.

--Zhvillim | web fageve pér projektin dhe material tjera promovuese (stilolapsa dhe fletushka) me géllim gé
té prezentohet projekti edhe organizatave tjera rinore nacionale.

--Pres konferenca pér prezentimin té studimit e organizuar né Shkup, Poznan, Stamboll dhe Bruksel, duke i
kycur edhe prezentimet e projektit dhe prezenitmet e analizés komparative.

--Kampanjé promovuese online pér rritjen e réndésisé sé organizmit rinoré né rajone dhe té pasurit
parasyshé rezultateve nga hulumtimet.



Planifikim i ngritjes se nje organi keshillimoré

Pse?

Ka nevojé pér:

- Vazhdim té punés sé anétaréve mé me pérvojé dhe aktivisté té organizatés.

- Hapésiré gé do té ofron ndjenjé té pérkatésisé tek anétarét qé e kané
"ngritur” organizatén rinore

- Grupé e té rinjéve qé do ti udhézojné liderét e rinjé né menaxhim té
organizatés

- Hapésiré pér ti kycur “alumni” qé ndoshta nuk dojné té figurojné si organe
ekzekutive ose vullnetaré, por edhe métutje i dedikohen organizatés

Cka?

Ngritjen e njé trupi késhillues/alumni klub — grupé e njerézve gé mé herét kané
gené té involvuar né organizaté dhe edhe mé tutje kané vullnet pér té ndihmuar né
zhvillimin e métutjeshém té organizatés.

Ofrim hapésiré dhe mundési pér ato gé edhe mé tutje té jené té kygur né jetén e
organizatés.

Pér ké?

Anétaré gé kané gené aktiv né organizaté, posacérishté ata qé kané gené
vendimmarrés (bordi drejtues, bordi vendimmarrés, etj)

Anétaré gé ndoshta nuk kané kohé ose vullnet té marrin pjesé rol aktiv né
organizaté, por edhe mé tutje jané té interesuar té marrin pjesé né forma tjera.

Prej kujt?

Nga struktura aktuale admisnitrative e organizatés dhe veté alumni (ta definojné
rolin e tyre, kontributin e tyre, ményrat se si ta mbéshtesin organizatén etj)

Kur?

Zgjidhje mé e miré do té ishte té hapet thirrje para zgjedhjeve té reja ku do té
zgjerohet vetém né mes alumnit té organizatés. Mbajtja kontakt konstant me ata
né mbledhje té rregullta, takime vjetore, et;j.

Ku?

- Neé takime té rregullta

- mbledhje

- evenimente publike

- mbledhje jo formale dhe evenimente socijale

Si?

Ashtu si¢ u potencua mé larté, mé sé miri éshté grupa té formohet népérmjet
thirrjes sé hapur pér anétaré né bordin késhillues.

Duhet té zhvillohen kahje té qarta té punés né bordin késhillues gé do té ndahen
pasi té shpallet thirrja.

Duhet té ofrohet hapésiré e zhvillimit té fusnkioneve né bordin e paré késhillues.

Komente:

Né kété ményré, organizata mundé té pérfitojé vleré mé té madhe, ndjenjé té
pérkatésisé dhe mbéshtetje shtesé né punén e organizatés.




Planifikim i akcionit pér mirémbajtjen e memories organizative

Pse? Ka nevojé pér mbajtjen e memorijes organizative dhe sigurimin qé pasi té vijé deri
te ndérrimi | bordit do té keté transfer té diturisé né bordin e ri.
Cka? Krijim i disa principeve formale pér mbajtjen e memories organizative, si¢ jané:

- periudhé mbuluese e primoligjerimit né mes bordit té vjetér dhe ate té
ri(né kété periudhég, bordi | vjetér do té pércjell dituriné dhe ideté bordit té
ri gé bordi i ri té sigurojé kontinuitet).

- Késhilla pér tranzicion té papenguar: Mos e zgjedhni bordin e ri té néjjtin vit
kur keni ndérrim té bordit egzekutiv té paguar apo mé miré théné né té
njéjtin vit kur keni zgjedhje té drejtorit té ri apo sekretarit general;
gjithmoné motivoni njé prej anétaréve té bordit té géndrojé edhe pér
mandaté té dyté dhe té jeté ai qé do té zgjerojé memorijen organizative.

- 50% ndérrim té bordit, ¢do vit gé té siguroheni gé gjysma e bordit
gjithmoné do ta keté memorijen organizative , ndérsa vitin e ardhshém do
té ndérrohet me anétaré té rinjé.

- Mbajtje evidencé ndonjéheré éshté process i véshtiré, pér até arsye éshté
mé miré gé bordi té keté blog té pérbashkét online ku do té mundé ti
shpérndajné informacionet né formé mé pak formale; platforma gé mundé
té pérdoret pér kété formé komunikimi jané: Yammer, Trello.

Pér ké? Pér anétarét e bordit té vjetér dhe té ri, posagérishté pér bordin e ri gé té sigurohet
gé do té njohtohet me disa pika fillestare.
Nga kush? Nga ana e anétaréve té vjetér dhe té ri té bordit. Kryesisht, i gjithé procesi duhet té
jeté i koordinuar nga presidentét e vjetér dhe té ri té bordit.
Né rast se egziston personel i paguar/sekretarijat, koordinimi duhet té jeté
pérgjegjési e tyre.
Kur? Gjithmoné kur do té keté tranzicion nga bordi i vjetér tek bordi i ri gé duhet té
pérgatiet paraprakisht dhe té jeté e implementuar pasi té kené ndodhé zgjedhjet.
Ku? Mundet té realziohet né hapésirat e organizatés. E preferueshme éshté té mbahen
takime sy né sy dhe népérmjet skype, facebook etj. Ose né rast se organizata
posedon buxhet, primoligjerimi mundet té pérmbajé udhétime dhe takime.
Si? - takime javore dhe takime sipas nevojés.

- puné e pérbashkét e primoligjeratés né dijeni té bordit té ri pér punén cka éshté
béré deri tash, cila éshté né proces ose e cila éshté e planifikuar té realizohet né té
ardhmen.




Planifikim té aktiviteteve edukative pér komunikim

Nevojat Komunikim mé i miré né misionin dhe vizionin drejt disa géllim grupeve :
- ekip/anétare,
- vullnetaré,
- opinioni
Shkallé mé e larté e organizatave rinore dhe dukshméri mé e madhe e tyre
Qéllimet Krijim dhe implementim té strategjive komunikuese pér tu mundésuar dukshméri té
punés gé e realzion organizata si dhe té arrihet shkallé mé e larté e prekshmérisé
deri tek opinioni.
Detyrat - definim | géllim grupeve gé déshironi ti pérfshini

- zgjidhja e ményrave mé té mira té komunikimit pér tre qéllim grupet : anétarég,
vullnetaré dhe njeréz tjeré.

- definim i instrumenteve té komunikimit dhe té mésuarit se si mi pérdoré kéto
instrumente (mediumet socijale,njohtim i mediumeve,pres-konferenca, kampanija,
kontakte personale, etj.)

- pérmbledhje té ideve nga njerézit e organizatés,

- pregatitje té programés / strategji e akcionit me kornizé kohore dhe indikatrog,

- ndarje té pérgjegjésive té punés népérmejt njerézve .

Metodologjia

- trajnim pér komunikim.
- konsultime paraprake online dhe analizé té strategjisé momentale pér komunikim.

Metodat

- konsultime online me njeréz té organizatés ku do té definohen nevojat
komunikative(llojet e informacioneve té nevojshme, cilat instrumente pérdoren,
etj)

- planifikim strategjik

- lojé té roleve

- pérmbledhje e shkurté

- stuhi idesh

- diskutim

- puné né grupe tematike

Implementimi

Konsultime online dhe hulumtime, si dhe trajnim dyditoré .

Trajnimi duhet té realizohet nga ekspert té fushés sé komunikimit ose anétaré i
organizatés gé e njehé tematikén. Duhet té krijohet grupé e vecanté qé do té
pérkujdeset pér komunikimin. Detyra kryesore e grupit punues éshté qé té mbledhé
shembujé praktiké nga interneti, kompani ose organizata tjera, té zgjedhé kanalin
mé té miré té komunikimit, té krijon strategji komunikimi me 3 qéllim grupe
(publiku, vullnetarét dhe anétarét) dhe té merré pérgjegjésiné pér implementimin e
strategjisé.

Kéto pyetje mundé té jené né shérbim té madhé né krijimin e strategjisé(e
pérbashkét pér secilin grup qéllim) :
e ('faré tip té informatave do ta interesonte kété qéllim grupé ?




¢ (Cilat jané tiparet karakteristike té grup qéllimit ?

e ('faré ményré e shprehjesmundé té na ndihmojé pér té preké deri tek njé
géllim grup i caktuar ?

¢ Cilat kanale té komunikimit jané adekaute pér grupin ?

* Aduhet té jeté komunikimi i brendshém apo i jashtém ?

¢ (Cilat jané infomracionet gqé dojmé ti shpérndajmé me grupin ? (lista e
prioriteve)

Evaulimi

- Evaulim me pjesmarrésit e trajnimit

- Evaulim/ndjekje té implementimit té strategjisé

- Kontrollim té indikatoréve duke pasur parasyshé hapésirén kohore; ata
duhet té jené né formé té atillé qé té jené té matshme(me mundési té
numérohen), psh. 3 publikime brenda javés né facebook .

Koment:

Ajo cka éshté shumé me réndési éshté koneksioni né mes aktiviteteve online dhe
offline. Ato duhet té plotésojné njéra tjetrén né ményré komplimentare.

Zgjedhja e instrumentit adekuat pér komunikim éshté e réndésisé shumé té madhe
né pércjelljen e mesazhit tuaj.

Organizata duhet ti dijé géndrimet dhe aktivitetet e sajé/politikat, para se té fillojé
me aktivitetet komunikuese. Njohja e mesazhit tuaj éshté bazé pér komunikim té
miré.

Planifikim i aktiviteteve edukative pér shkathtési té lidershipit té anétaréve si faktor i rritjes sé

angazhimit dhe inicijativave te grupeve vullnetare

Nevojat Nevojé pér lideré té shkathét né organizaté .
Nevojé pér lider té motivuar gé munden dhe duan té punojné me vullnetaré tjeré .
Qéllimet Zhvillim | shktathtésive té liderit tek anétarét si factor i rritjes sé pjesémarrjes dhe
inicijativave te grupet e vullnetaréve. .
Detyra - futja e insturmenteve té reja dhe metoda té mbéshtjetjes sé vullnetaréve (trajnim,

mentorim, etj),

- shpérndarje té pérvojave pér lider,

- zhvillim té shkathtésive pér fasilitim dhe komunikim ,

- pérmirésim i shkathtésive pér veté prezentim,

- zhvillim i shkathtésive pér menaxhim té konflikteve dhe zgjidhje té problemeve
- motivim té lideréve té ri pér marrje té rolit aktiv né organizaté

Metodologjia

Trajnim bazuar né edukimin jo formal.

Metoda

- ushtrim té prezenitmeve né grupe mé té vogla,
- diskutim né dyshe pér pérvojat e sé kaluarés,

- stuhiidesh,

- trajnim,

- ligjerata dhe prezentime,

- simulime,

- mentorim,

- studime rasti.




Implementimi

Trajnim 5 ditoré e dedikuar pér anétarét e organizatave té ndryshme té lidhura me
mentorim pas trajnimit.
Zgjedhje té pjesmarrésve qé duhen té figurojné si anétaré aktiv té organizatés, lider
potencial, persona té interesuar né zhvillimin e shkathtésive té lideréve dhe ge jané
té interesuar mé tej me puné me vullnetaré né organizatat e tyre.
Proces i implementimit- selektim i bazuar né pérvojat nga e kaluara me puné me
vullnetaré dhe ide pér plane té ardhshme(si ato do ti shfrytézojné shkathtésité e
liderit né té ardhmen). Trajnuesit duhen té jené lider momental né organizatat e tyre.
Modulet pér puné:
Identifikim i nevojave konkrete té pjesmarrésve dhe organizayave té tyre né
pespektivén e lidershipit dhe pjesmarrés aktiv nga grupi | vullnetaréve.
- Formim té ideve dhe motivim té vullnetaréve, ¢cka do té thoté té jeté person
aktiv né organizatg, si té jeté lider i mirg, etj
- Insturmente dhe metoda té mbéshtjetjes sé vullnetaréve, trajnim, mentorim
etj.
- Trajnim pér fasilitim, komunikim dhe shkathtési té vetéprezenitmit.
- Tarjnim pér shkathtési menaxheriale dhe menaxhim dhe zgjidhje té
konflikteve.

Pas trjanimit, trajnuesit do té ofrojné mentorim pjesmarrésve. Mentorét e njé
organizate do té punojné me pjesmarrés té organizatev tjera qé té sigurohet
momenti i fitimit té géndrimeve nga njé perspektivé tjetér. Ato do té kené mbledhje,
sé paku njé heré né muaj dhe online konsultime sipas nevojés.

Evaulimi - informaté kthyese nga ana e pjesmarrésve ,
- anketé né formé té formularit evaulues,
- mentorim 6 mujor (6 mbledhje, njé heré né muaj pér kontrollim té procesit ) dhe
konsultime online pér kohén e procesit, sipas nevojés.

Koment: Trajnimi duhet té sigurojé efekt né zgjerimin e diturisé me até gé do té rrité numrin e

vullnetaréve né organizaté dhe duhet té métojé né motivim afatgjaté té lideréve
aktiv.




Planifikim té aktivitetit edukativ pér gasje participative né organizaté

Nevojat - Té pérmirésohen kompetencat dhe kapacitetet té personave té involvuar
né organizaté ;

- Té mbahen vullnetarét né organizaté dhe té sigurohet kontinuitet né punén
e tyre

- Té pérforcohet ndjenja e pérkatésisé tek anétarét e organizatés

- Té rritet pjesmarrja aktive e vullnetaréve né organizaté.

Qéllimet - Rritje e kompetencave té anétaréve té bordit né menaxhim té organizatés
né ményré participative
- Kygje té vullnetaréve né organizaté

Detyrat Anétarét e bordit duhet ti kuptojné nevojat e tyre dhe perspektivat e anétaréve té
organizatés sé tyre. Ata besojné se éshté profitabile té sigurojné hapésiré pér ideté
e anétaréve té organizatés dhe ti mbéshtesin inicijativat. Ata i kané shkathtésité e
nevojshme pér ti pérdoré né ményreé kualitative ideté dhe inicijativat e anétaréve té
organizatés.

Metodologjia Mbaijtje té trajnimeve gjaté uikendit té pérbéra nga aktivitetet gé kané té béjné me
edukimin jo formal.

Metoda - Implementim té ushtimeve pér reflektim, analizé té organizatave dhe mapé
té emaptisé

- Shpérndarje té praktikave mé té mira

- Dhénie té kontributit teorik, prezentim té praktikave té mira, bérje
komparacion me organizatat tjera dhe metodat e tyre.

Implementimi - Pjesmarrje té vendimmarrésve kryesoré té organizatés
- Sjellje té njé personi me kompetenca pér menaxhment strategjik
- Krijim té hapésirés migésore Kpeupame

Evaulimi - Evaulim té pjesmarrésve

- Ndjekje dhe vlerérsim té ndryshimeve té implentuara né punén me
anétarét

- Krahasim té numrit té indikatoréve, para dhe pas trajnimit :
1) numri i takimeve né mes bordit dhe anétaréve té organizatés;

- 2)numriianétaréve gjaté mbledhjeve;
3) numri | projekteve té inicuar nga njeréz gé nuk jané pjesé e bordit

Koment: Trajnimi mundet té udhéhiget drejt propozimit té disa ndryshimeve né
menaxhment té organizatés, si dhe ményra t.a instrumente pér kygje té anétaréve
té organizatés (psh. Krijim té grupeve té reja té punés, krijim té kanaleve té reja pér
komunikacion, mbajtje té mé shumé mblejeve etj)




Planfikim té mbledhjes pér miréseardhje

Pse?

- Pér tu sgaru misioni dhe vizioni i anétaréve té ri té organizatés
- Té prezentohen mundésité té cilat organizata iu ofron anétaréve té ri

Cka?

- Realizim | mbledhjes pér miréseardhje népémrjet punétorisé

Pér ke?

E dedikuar pér anétarét e ri té organizatés dhe pé rata qé e shohin vetén né
organizateé.

Nga kush?

Aktiviteti duhet té implementohet nga trajnuesit e organizatés.

Kur?

Aktiviteti duhet té realiziohet pas rekrutimit vjetoré dhe té pérséritet kur organizata
péson ndryshime né strukturé, né program, né zgjedhje, kur té mbérrijné detyra tjera
dhe kur té pérgaditet program i ri dhe strategji e re.

Ku?

Né hapésirat e organizatés .

Si?

- prezenitm i organizatés (misioni, vizioni, struktura plani punues etj)

- detyré pér pércjelljen e misionit dhe vizionit té organizatés né materialet
promovuese, posteré, pamfleté etj.

- detyré pér krijimin e prezentimit vizuel pér idené e organizatés.

- “fjalim né ashensor” ku do té prezentohet organizata né afaté prej 1 minuti(misioni
dhe vizioni i sajé)

- prezentim i njé rréfimi apo filmi té shkurté pér mundésité qé ofron organizata

- detyré pér krijimin e planit pér karieré pér anétarét e organizatés, me ndihmé té
njerézve me pérvojé

- pyetje té njerézve ne lidhje me pérvojat e tyre né organizata/projekte/ aktivitete
grupore dhe kérkesé deri tek ato pér identifikimin e pérvojave mé kyce si dhe me
¢’'faré kompetenca dhe dituri kané fituar népémrjet tyre.

Koment:

Ky aktivitet éshté i réndésishém pér gjithé anétarét e organizatés, pér ta gjetur dhe
plotésuar rolin e tyre si dhe ta zhvillojné potencijalin e tyre personal dhe profesional
si dhe njékohésisht té kontribojné drejt punés dhe zgjerimit té organizatés me
pérvojén e tyre.




Instrumente pér vetevaulin pér zhvillim organizacional

Hyrje

Qéllimi i kétijé instrumenti éshté gé té sigurojé shtjellim té shkurté né zhvillimin organizacional pér tu
vlerésuar gjendja momentale né organizatat e tyre, pamvarésishté misionit té tyre, a jané té fokusuar né
nivel ndérkombétaré apo lokal, a jané té vogla apo té médha, a jané té udhé&hequr nga personel i paguar,
etj.

C’ka éshté menaxhmenti organizativ dhe pse éshté i réndésishém?

Zhvillimi organizacional éshté proces népérmejt sé cilés njé organizaté zhvillon kapacitetet e saja té
brendshme gé té jené sa mé efektiv né ralizimin e misionit té tyre dhe té punojné si dhe té
mirémbahen né suaza afatgjate. Ky proces pérfshin kontroll té problemeve dhe proceseve té
ndérlidhura me 9 shtyllat kryesore té zhvillimit organizativ :

1. Vizioni dhe misioni

10. Strukutura organizative

11. Menaxhimi

12. Rrjedhje te informacioneve dhe sjellje te vendimeve
13. Menaxhim me resurse njerezore

14. Angazhim dhe mbaijtje té paleve te interesuara

15. Teknologjia dhe infrastruktura

16. Kontrolli finansiar dhe menaxhimi

17. Ripértrirje organizative

Zhvillimi organizacional nuk éshté proces final né vete - éshté proces qé zgjat, evulon dhe pérséritet dhe
duhet patjetér té ndjeket nga bordi drejtues dhe menaxhmenti i organizatés. Kjo do té shérbejé si
sigurim qé organizata ka né dispozicion kapacitete pér tu adaptuar né kushte té reja ose mundési dhe té
ecé pérpara.

Boshti i vizionit dhe misionit duhet té jeté prioritet i organizatés dhe nevojé té rregullohet si e para. Té
gjitha shtyllat tjera jané té réndésisé sé njéjté pér udhéheqje kualitative té organizatés. Prioritet e juaja
organizative népérmejt shtyllave do té ndryshohen gjaté kohés sé fazave té ndryshme té kohézgjatjes
Sé organizatés suaj.

Qasjet mé té mira té zhvillimit organizativ jané holisitke nga natyra. Organizatat duhet né ményré
simultane té ndjekin dhe té béjné pérmirésime té shkallézuara né ¢do shtyllé, ku ka hapésiré pér njé gjé té
tillé. Investimet shtesé mundet té jené té nevojshme né fusha ku paraqgiten bariera gjaté punés né
organizaté pér shkak té jo sanksionimit té njé problemi té caktuar né shtyllat. Pér shembull, né rast se nuk
mundeni ti tregoni donatorit potencial gé posedoni procese me reputacion pér menaxhim té fondeve, me
siguri nuk do té fitoni mjete derisa aj problem nuk zgjidhet. Kjo gasje i mundéson organizatés adresim
fleksibil té ploté té nevojés né zhvillim organizacional si¢ do té paragiten dhe sanksionohen me shkallé
dhe me urgjencé.



Kush mundé ta pérdoré kété instrument?

Secili mundé té pérdoré kété instrument, por niveli i aftésisé pér tu béré ndryshime efektive né
organizatén tuaj do té varet nga ajo se sa keni autoritet dhe a do té jeni né gjendje ta bindni strukturén
tuaj udhéheqése té merr pjesé né kété proces me ju.

Si ta pérdorni instrumentin

Mundeni té:

Plotésoni instrumentin individualisht sipas mendimit tuaj. Né kété ményré do té fitoni
ndjenjén e zhvillimit té organizatés suaj, do té ju ndihmojé ti detektoni bllokadét aktuale
si dhe ti identifikoni fushat né té cilat ndoshta do t& mundé té ndikoni né pozitén tuaj
momentale.

Té gaseni drejt bordit menaxhues me kété instrument. Pyetni se a jané té interesuar ta
pérdorin ose té ju pérmbajné ju né diskutimin né lidhje me kété temé né kuadér té
organizatés.

I mbledhni vendimmarrésit né rast se jeni pjesé e klubit té vullnetaréve, dhe ta
shikoni né ményré té detajizuar dhe ti diskutoni pérgjigjet tuaja né cdo fushé.

Né ¢’faré principi punon instrumenti ?

Né c¢cdo nga 9 shtyllat kryesore té zhvillimit organizativ, egziston listé e pohimeve qé koncipojné
praksa té ndryshme né até fushé pér zhvillim.

Pér cdo pohim i keni nga 3 pérgjigje t&€ mundshme nga té cilat mundeni té zgjedhni :

Po: Selektimi i késaj pérgjigje tregon gé plotésishté pajtoheni gé ky proces, sistem,
proceduré, plan ose strukturé jané vetém se té implementuara né organizatén tuaj.

Jo: Selektimi i késaj pérgjigje tregon se nuk egziston proces, sistem, proceduré,
plan ose strukturé qé vetém se jané implementuar.

Ndoshta: Selektimi i késaj pérgjigje tregon ose jopajtueshméri ose pasiguri tek
anketuesit (psh. disa njeréz pajtohen me pohimet ndérsa disa jo, qé tregon se diskutimi
i métejshém pér sqarim éshté i nevojshém)



C’ka béjmé pas pérdorimit té kétijé instrumenti ?

Ky instrument éshté dedikuar pér shfagje té diskutimit né organizatén tuaj. Punoni né ményré individuale
apo kolektive né rezultatet tuaja. Cila éshté ana e fugishme e organizatés suaj? Cila éshté ana e sajé e dobét?
Né cilat shtylla dhe indikatoré ka pasur mé sé tepérmi konfuzion dhe papajtueshméri? Né shtyllat ku ka patur
mé tepér konfuzion a jané kompatibile me sfidat me té cilén organizata vetém se ballafagohet? C'faré
ligierata mundeni té nxjerrni nga rezultatet tuaja qé do té ju ndihmonin né pozicionet tuaja té ardhshme?

Cilat jané problemet gé duhet ti adresoni gé menjéheré ta pérmirésoni aftésiné e organizatés suaj pér
implementimin e punés suaj? Ardhja deri te pérgjigiet e késaj pyetje mundé té jeté shumé e thjeshté,
népérmjet diskutimit pér sgarim né ate se si sillen vendimet dhe kush i sjell, ose népémrjet gasjet mé
komplekse si¢ éshté pérpunimi né plan strategjik.

Kontrolloni resurset né fundé té dokumentit pér mbéshtetje, ide apo shabllone.

Kaloni shpeshé instrumentin pér ta ndjek progresin ose té siguroheni se asnjé fushé kyge né zhvillimin
organizativ nuk éshté e Iéné pas dore.

Vlerésoni organizatén tuaj me instrument té vetéevaulimit:

1.Vizioni dhe misioni

Indikator: PO JO |NDOSHTAA

Vizioni i organizatés soné éshté i garté dhe pérshkruan né ményré té qarté se si
bota do te dukej né rasté se jemi té sukseshé né implemenitmin e sajé

Misioni i organizatés soné pérshkruan sakté si ne do ta pérmbushim vizionin dhe
cilat jané vlerat tona.

Personeli joné dhe bordi drejtues jané té njohtuar me misonin dhe vizionin dhe
jané té dedikuar drejté géllimit té organizatés soné.

Kur zhvillojmé plan afatgjaté apo plan strategjik, ne pérséri i shikojmé vizionin
dhe misionin qé té siguurohemi se edhe mé tutje jané relevante.

Kur planifikojmé aktivitete té reja, ne gjithmoné kthehemi tek misioni dhe vizioni i
organizatés. Ato i pérdorim si referencé qé na ndihmojné té vendosim se ¢’ka do té
béjmé dhe mé e réndésishme, ¢’ka nuk do té béjmé.

Kur komunikojmé me njeréz jashté organizatés soné, mesazhet tona reflektojné
misionin dhe vizionin e organizatés.

Kemi ményra té evaulimit dhe vlerésimit té sukseshmérisé té misionit toné

Ne rikthehemi né misionin dhe vizionin gjaté vitit qé té sigurohemi gé edhe mé
tutje jané relevante né rasté se ka ndryshime té réndésishme né ambientin toné té
punés (psh. ndryshimet politike, puna né organizata tjera, etj).




2. Struktura organizative

Indikator: PO JO NDOSHTA
Pérshkrim i miratuar i vendit té punés me sgarim té qarté té pérgjegjésive
dhe raporti éshté i pércaktuar pér té gjitha pozitat pavarésishté se a jané té
paguara apo né baza vullnetare.
Organizata joné ofron mjedis té shéndoshé dhe té igurté té punés. Ajo kyg
kushte adekuate dhe té sigurta pune né bazé té pritjeve té garta dhe
dokumentuara né drejtim té sjelljes sé pritur té punésuarve dhe géndirm té
garté kundrejté maltrerimit. té sigruta
Organizata joné i ka té pércaktuar dhe dokumentuar vlerat dhe principet
operative né bazé té sé cilave udhéhigen aktivitetet tona té pérditshme (psh.
pjesmarrje, transparencé, balansé gjinoré, etj)
Pérgjegjésité pér menaxhim té organizatés soné jané té qarta. Sakté, dijmé se
kush éshté pérgjegjés pér menaxhim té finansave, resurseve njerézore,
planifikim, mbledhje té mjeteve finansiare, et;j.
Strukturat, sistemet dhe proceset né organizatén toné jané té vénduar né até
ményré gé e lehtésojné punén toné (psh. shpérndarja e punés, koordinimi |
detyrave, sjellja e vendimeve, mbledhja e informacioneve etj.)
3. Menaxhim
Indikator: PO JO NDOSHTA

Organizata joné ka lider té fugishém me viszin té qarté pér
organizatén gé e inspirojné edhe personelin toné dhe vullnetarét
tané.

Organizata joné ka status legal né vendé/ atje ku vepron.

Organizata joné i kénaqgé té gjitha pérgjegjésit juridike(ps. raporte finale
vjetore drejt geverisé apo donatoréve, revizionet finansiare, rrespekton
ligjet pér punésim, etj)

Organizata joné ka bordé té drejtoréve né funskion ose trup drejtues
ekuivalent gé mundéson mbikéqyrje efektive dhe kahézim strategjik.

Organizata joné ka politiké me ané té sé cilés rregullohet bordi i drjetoréve
, qé pérfshin pyetje sikur si éshté ekipi i bordit, shkathtésité e nevojshme,
kohézgjatjea e mandatit, koloriti, et;j.

Anétarét e bordit toné fitojné mbledhje orientuese pér organizatén toné
dhe rolin e sajé.

Marrédhéniet e punés né mes personelit dhe bordit jané pozitive, produktive
dhe me rrespekté té dyanshém pavarésishté dallimeve né mes té dy rolet.




4. Rrjedhje te informative dhe sjellja e vendimeve

Indikatoré: PO JO | NDOSHTA
Procesi i sjelljes sé vendimeve dhe personat té cilat kané autoritet pér té
sjell ato vendime jané té garta ndérsa gjithé funksionojné miré.
Kemi né dispozicion shkathtési té mira pér komunikim té brendshém dhe
secili ka gasje té informacioneve té nevojshme pér ti kryer né ményré té
sukseshme obligimet e tyre (psh. mbledhje, e-mail protokole, etj)
Posedojmé ményra efektive té menaxhimit té informracioneve gé arrijné deri
te organizata juaj dhe gjithéheré jané né dispozicion té personelit por nuk jané
té preokupuar me to ( psh. papka té shpérndara, baza e té dhénave, internet,
etj)
Kemi persona té indentifikaur té organizatés soné pér fjalim publik dhe té
gjithé i rrespektojné ato role.
Kemi procese dhe sisteme gé& na ndihmojné té sigurohemi gé i kemi
informatat e duhura pér sjellje té vendimeve.
Jemi té afté pér té sjellé vendime té réndésishme né kohé té duhur pér ti rrité
mundésité dhe ti zvoglojmé rreziget.
5. Menaxhim me resurse njerézore
Indikatoré: PO JO | NDOSHTA

Organizata joné disponon me politika t&€ menaxhimit me resurse njerézore té
cilat jané té dokumentuara dhe té miratuara nga njé autoritet i caktuar sig
éshté bordi menaxhues i organizatés.

Politikat tona pér menaxhim té resurseve njerézore éshté kompatibil
me legjislacionin e juridikcionit né bazé té sé cilés vepron organizata
joné.

Politikat tona pér menaxhim me resurset njerézore jané rregullisht té
reviduara dhe té adaptuara sipas nevojés.

Organizata joné ka procese formale pér revidim vjetor té nevojave té
personelit nga té cilat del plan pér satisfakcion té atyre nevojave.

Rekrutim dhe selektim pér pagesé dhe jo pagesé éshté i detajizuar, objektiv,
konstanté dhe proces i dokumentuar.

Té gjithé té punésuarit e rinjé dhe vullnetarét té ciléve u éshté ofruar
pozicion né organizatén toné nénshkruajné marréveshje ku jané té
pércaktuar obligimet profesionale ndérmjet individéve dhe organizatés,
posacérishté me vlerén e rrogés, benefitet dhe orari ri punés.

Té gjithé té punésuarit/vullnetarét kané pérshkrim té garté té detyrave té
punés dhe fitojné orientim total té organizatés dhe rolin e tyre né té.

Realizimi dhe gjerésia e angazhmanit profesional i té gjithé persoenlit
rregullisht revidohet dhe té gjithéve iu jepet feedback konstruktiv.




Nuk kemi pasur problem serioz me personelin né 3 vitet e fundit (psh. largim
na puna, problem juridike, hapésira té zbrazura té punés né suaza afatgjate, etj)

Né ményré efektive i menaxhojmé konfliktet né organizatén toné.

Té punésuarit dhe vullnetarét | kané shkathtésité e nevojshme dhe pérkrahjen
pér té gené efektivé né punén e tyre.

6. Angazhim dhe mbajtje té paléve té tanguara

Indikatoré: PO JO | NDOSHTA
Jemi né raporte té mira pune me njeréz jashté organizatés soné me té cilét
shpeshé bashképunojmé (psh. Pérdoruesit e programit toné, anétaré, donator,
partner etj)
Né ményré té rregullté dhe transparente komunikojé me anétarét tang,
pérdoruesit e programit toné dhe partnerét.
Shpeshé konsultohemi me anétarét tané, pérdoruesit e programit toné dhe
partneét relevanté pér até se sa né ményré té sukseshme e implentojmé
misionin toné dhe ideté tona té reja dhe aktivitetet.
Pérdoruesit e programit toné, partnerét dhe vullnetarét jané krenaré gé jané
té kycur né organizatén toné dhe me rrespekté flasin pér té.
Cdo vité, organizata joné mirémbahet dhe varet prej raporteve nga partnrét
tané, pérdoruesit e programés soné, anétarét dhe palét tjera té interesuara.
7. Tekonlogjia dhe infrastruktura
Indikatoré: PO JO | NDOSHTA
Insturmentet, mjetet dhe proceset gé i pérdorim jané adekuate pér té na
mundésuar realzim té kualtieti té larté.
Hapésira fizike pér puné (jashté dhe aty pér aty) mundet ta zhvendosé punén gé
duhet té kryhet dhe njerézit qé duhet ta pérfundojné.
Pamja fizike e hapésirés sé punés lejon kordinim té miré dhe kryerje té
sukseshme detyrave.
Posedojmé sisteme dhe procese pér mbledhje, ndjekje dhe njohtim té
informacioneve gé jané té réndésishme pér organizatén.
Vendi i punés éshté i pérshtashém edhe pér persona me nevoja té veganta
Posedojme rezerva adekuate pér punén té cilén duhet ta kryejmé.
Posedojmé infrastrukturé adekuate(gasje né internet, telefon, printer dhe
tavolina pune) si mbéshtetje té punés té cilén duhet ta kryejmé.
8. Kontrollim finansiar dhe menaxhim
Indikatoré: PO JO | NDOSHTA

Organizata joné ka té shkruar politika finansiare dhe prcedura gé jané té
pérdorura né ményré adekaute (psh. Buxhetim, autorizim harxhues, blerje,
nénshkrim té cekave etj)

Organizata joné posedon buxhet vjetor gé rregullisht e ndjekim dhe pér
kété i raportojmé bordit menaxhues té organizatés.

Posedojmé sistem finansiar qé éshté i qarte dhe qé pérdoret nga personeli
relevant dhe bordi (psh. ndjekje té perfomancés né perpsketiv té buxhetit dhe
adaptim, planifikim dhe ndjekje tw rrjedhjes finansiare, kahézim te mjeteve
etj)




Indikatoré:

PO

JO

NDOSHTA

Sistemet tona pér menaxhim finansiar jané té kontrolluar nga llogaritar i
kualifikuar ose person tjetér relevant

Sistemet tona pér menaxhim finansiar kygin kontrollor té brendshém pér tu
siguruar momentin e kycjes sé mé shumé personave pér mbikéqyrje té
finansave.

Llogarité e organizatés soné rregullisht jané té mbikéqyrura nga ana e personit té
jashtém eksperté i késaj ¢éshtjeje dhe nuk jané gjetur kurrfaré probleme gjaté tre
viteve té fundit

Organizata joné e di se prej nga vijné pjesa mé e madhe e té hollave té
nevojitura pér organizatén pér vitin e ardhshém.

Organizata joné posedon akcione pér mbledhje té mjeteve ose strategji pér té
hyra dhe ¢do kush éshté i njohtuar pér rolin e tijé/sajé né shfrytézimin e tyre.

Fitojmé té hyra nga mé tepér burime (psh.donator egzekutiv ose internacional,
shitje té produkteve ose shérbimeve, donacione individuale, ngjarje speciale
etj.)

Kur zhvillojmé propozime pér akcione té mbledhjes sé mjeteve, kygim
shumén reale té harxhimeve admisnitrative dhe vlerén e kontributeve
jomonetare(psh. oré vullnetre, mjete té donuara, hapésiré etj).

Mjetet e pérfituara harxhohen né aktivitetet pér té cilat mendojmé se jané té
réndésishme né realzimin e misionit dhe vizionit toné.

9. Rikonstruim organizativ

Indikatoré:

PO

JO

NDOSHT

Organizata joné ka marré parasyshé ndryshimin né lidership dhe dijmé si té
veprojmeé derisa vjené dicka e tillé.

Ne pérkrahim zhvillim profesional tek perosneli yné dhe vullnetarét tané.

Ne i identifikojmé dobité nga personeli yné dhe vullnetarét me njé
faleminderim té posagém.

Organizata joné ka té pércaktuar politika dhe praktika qé i mbéshtesin dhe
balansojné punén dhe jetén e té punésuarve gé té jené efektiv dhe té
motivuar né suaza afatgjate afatgjaté.

Rregullisht kthehemi né pjesén e kualitetit té punés sé pérbashkét dhe béjmé
akomodim varésishté nga volumi i punés.

Posedojmé strategji té punés pér té kycur edhe mbéshtetés té ri potencijal, té
punésuar, anétaré dhe vullnetaré né punén toné.
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Giris

”Ulusal Seviyedeki Genglik Orgiitlerinin Orgiit Yonetimi” egitim dékiimani, “Ulusal Seviyedeki
Genclik Orgiitlerinde Katilim Piramidi” projesinin bir pargasi olarak yazildi.

Bu egitim dokimani; genclik orgiitlerini, genclik demokrasisi alaninda daha fazla calismaya

motive etmek amaciyla hazirlandi. Béylece toplumda yer alan gencler daha fazla s6z séyleme hakkina
sahip olacaktir. Umuyoruz ki bu dékiiman, 6nlimizdeki sirecte sizlere de bir ilham kaynagi olacaktir.

Kilturlerarasi Diyalog Merkezi (CID)

Kumanovo, Kasim 2015



NATIONAL AGENCY
for European Educational
Programmes and Mobility

>
Sl Erasmus+

Avrupa Birliginin Erasmus+ programi destegiyle...

Avrupa Komisyonu ve Makedonya Ulusal Ajansi bu dékiimanda yayinlanan igerigin kesin olarak
dogru oldugunu séylemez. icerik bu dékiimana katkida bulunan yazarlarin gérislerinden ibarettir.
Avrupa Komisyonu ve Makedonya Ulusal Ajansi dokiimanda yer alan bilgilerin kullanimiyla ilgili olarak
herhangi bir sorumluluk kabul etmez.



Proje Hakkinda

“Ulusal Seviyedeki Genglik Orgiitlerinde Katilim Piramidi” projesi, ulusal seviyedeki genclik &rgitlerinin en
onemli sorunlarindan birine deginir: Etkili katilim, kalite yonetimi ve ulasilabilirligin boyutlari.

Proje, Ocak 15 — Arahk 15 tarihleri arasinda 4 farkh genglik orgitiinin katilimiyla gerceklesmistir. (CID
Makedonya, CIM Horyzonty Polonya, TOG Tirkiye ve Out-of-the-box Belgika).

Proje, temasi itibariyle yenilikci bir projedir. Daha 6nceki programda (Youth in Action), ki su anda Erasmus Plus
Programi, bir ¢cok genclik 6rgliti kendini ulusal seviye genclik 6rgiitl olarak tanimliyor. Bu demek oluyor ki bu
genclik 6rgutleri farkh bolgelerden gelen genclerle galisiyor ve bu genclerin organizasyon igerisinde bir s6z hakki
bulunuyor. Yine de genclik 6rgiitlerinin ulusal seviyedeki etkin yonetilme kapasiteleriyle alakali olarak bugiline
kadar herhangi bir proje ya da arastirma yayinlanmis degil.

Proje asagida yer alan soru ve sorunlara yonelik hazirlandi:
1. Farkh sehirlerde yer alan genglik 6rgitleri arasinda; ulusal seviyede, demokratik ve anlaml bir
bicimde, ne tir baglantilar kurulmalidir?
2. Genglik orgitiniin genel merkezi, genclerin aktif katilimindan ve bu genclerin kirsal alanlarda ve uzak
bolgelerde yaptigi calismalardan nasil emin olabilir?
3. Yerel genglik 6rgiitiinde yer alan bir gencg ile kurumun genel merkezi arasinda genglik haklari ve efektif
bir degisimden emin olmak amaciyla nasil bir iletisim kurulmali?
4. Yerel genglik orgitleri, strateji ve yeterliliklerinin pratik gelisimine yeterli zamani ayiriyor mu?
Proje ulusal seviyedeki genclik orgitlerinin yardimiyla hazirlandi. Aldigimiz bu yardimlar sayesinde bu
kuruluslarin calismalarini daha efektif bir hale getirebilir ve etkili bir katilimin 6nini acabiliriz. Genclik
sektoriinde ¢alisanlarin kalitelerini arttirmadan 6nce, ulusal seviyedeki genclik 6rgitlerinin demokratik katihm ile
ilgili sorunlarinin farkina varmak ¢ok énemlidir. CID ayni zamanda ¢alismalarini Gilkenin dort bir tarafina yaymak
isteyen yerel kuruluslar i¢in bir network olusturma gorevini de tstlenmektedir.

Projenin asil amaci genclik orgitlerinin kapasitelerini arttirmak ve genglik orgitlerinin ulusal seviyedeki
demokratik liderlik ve yonetim yeterliliklerini gelistirerek, genclik 6rgitlerinin glivenilirligini ylikseltmektir.

Projenin hedefleri asagidaki gibidir:

-Ulusal seviyedeki genclik orgitleri icin demokratik liderlige iliskin ortak bir dil gelistirmek. (Demokrasi,
katihm ve liderlik, sivil toplum, insan haklari ve vatandaslik tizerine).

- Katilimclarin genclik orgitlerinin degerleri ve toplum Uzerindeki demokratik roller Gzerinde olan
farkindahgini arttirmak ve bunun icin alan yaratmak.

- Katilimclarin calismalarini genglik haklari ile ilisikilendirme yetenegini arttirmak ve onlara genclik
orgutlerinin yonetimi ile ilgili giincel bir arastirma sunmak.

- Katihmcilarin genclik orgitlerindeki cesitli genclik katilimlariyla ilgili bilgi seviyesini ve anlama
yeteneklerini gelistirerek genclerin ulusal seviyedeki genclik 6rgiitlerinin yonetilmesine aday olmalarini
saglamak.

- Liderlik ve sivil yeterliliklerin tanimlanarak ilgili konulardaki yeteneklerin gelistirilmesini saglamak.
(Catisma yonetimi, Motivasyon, Liderlik, Savunma, Paylasimli Liderlik, Karar Alma, Cesarelendirme,
Stratejik Planlama, Kaynak Yonetimi,...)

- Katihmcilarin, genclik orgitlerinin kendi ic mekanizmalarini analiz etme ve gelistirmelerine destek
olarak ulusal kuruluslarin yereldeki calismalairni kuvvetlendirmek.

Projenin, kuruluslarin i¢ dizenlerini yeniden yapilandirma hedefi disinda; Organizasyonel Yonetime odaklanan
bir anket yayinlama hedefi de projenin bitimiyle birlikte gerceklesecektir.



Proje Partnerleri

CIM Horyzonty, uluslararasi bir network olan Youth for

Exchange’in bir parcgasi olan bir sivil toplum 6rgutidir. YEU H O RYZ O
International gibi Horyzonty de kiltlrlerarasi etkilesimin C CENTRUM INICJATYW MLODZIEZOWYCH
gelistirilmesini ve farkli kaltirlerden gelen gencler arasinda bir

kopri kurarak farklh etkinlikler aracihgiyla kaltirlerarasi diyalogun ilerlemesini amaglar. Organizasyon
Wielkopolskie bolgesinde bolgesel olarak calismakta olup, bdlgenin farkh yerlerinde ¢alismalara sahiptir.

Toplum Gonillileri Vakfi (TOG — Community Volunteers Foundation) 2002 yilinda kurulmustur. Vakif, gengleri
sosyal sorumluluk projelerine gonilli olarak katilmayi cesaretlendirerek bu
genclerin kisisel gelisimine katkida bulunur.Vakif her yil 120 {niversite
kulubunden 40000 genci iceren 1000’den fazla proje ve etkinligi destekler.
TOG; gondlluliik, proje yonetimi, saglik egitimleri, insan haklari, sosyal haklar
gibi konularda akran egitimi seklinde gerceklesen egitimler icin egitmenler de
yetistirir. Universite 6grenci kuliiplerine onlarin istekleri dogrultusunda yiiz
ylze destek saglar. Bu desteklerin icinde burs ve staj olanaklari, genclik
hareketliligin saglanmasi i¢in uygun bir 6grenme ortami yaratilmasi vb. Yer alir.

TOPLUM
GONULLULERI

Out of the Box International egitimlerin kosullari ve korunmasi projeleri lizerinde galisan bir sivil toplum
orgltldur. Brikselde yer alan uluslararasi genclik kuruluslari igin bir
destek saglayici gorevini Ustlenir. Ayni zamanda the Joint Partnership of
the European Union and the Council of Europe’un uzman organizasyonlari
listesinde yer alir. Out of the Box demokrasiyi gelistirmek icin farkli
projeler diizenler. Bu projeler yasalarin goézden gecirilmesini, genclik
fonksiyonlari ve vatandaslik kurallari ile ilgili olarak proje gelistirilmesini ve
degerlendirilmesini icerir. ——INTERNATIONAL

Proje Aktiviteleri

Projenin asil amaci genclik orgitlerinin kapasitelerini arttirmak ve genclik 6rgitlerinin ulusal seviyedeki
demokratik liderlik ve yonetim vyeterliliklerini gelistirerek, genclik orgitlerinin glvenilirligini ylUkseltmektir.
Calismanin Avrupa’nin tamaminda anlasilabilmesini gerceklestirmek adina ilgili aktiviteler kolaylastiriimistir. ilgili
olan bu aktiviteler, sunum ve sonuglarin yayinlanmasini iceren bir konferans ve hareketlilik ve egitim temelinde
diizenlenecek olan 6grenme aktiviteleridir.

I Calisma - Ulusal Seviyedeki Genglik Kuruluslarinin Mevcut Durumu

Calisma daha once arastiriimamis bazi 6nemli konular tzerine, bilgilerin birlestirilmesiyle olusturuldu. Calisma,
asagidaki slirecler uygulanarak yapildi.

1: Anketle ilgili calismalar icin online hazirhk yapilmasi ve sonuglarin degerlendirilmesi icin SPSS sistemi
gelistirilmesi.

2: Partner kuruluslarin aktif oldugu ulkelerdeki anketlerin toplanmasi.

3: Ulusal seviyedeki kuruluslarin kendi 6z degerlendirmelerinin toplanmasi.

4: Son sonuglarin alinmasi ve anketin degerlendirilmesi.

5: Ulusal genclik o6rgutlerindeki mevcut demokrasi durumunun yayinlanmasi ve bu genclik Orgltlerinin
yonetimlerinin gelisimi icin izlenmesi gereken adimlar.

Her partnere hazirlik asamasinda calisma ve genclik calismalari ile ilgili olarak basit bir taslak gonderildi. Calisma
icin 6nemli adimlar:

* Data, her partner kurulusun arastirma ekiplerinin online ve fiziksel bulusmalari sireciyle toplandi. Bu
slrecte her arastirma ekibi en az 50 farkli genclik 6rgiitiiyle mulakat yapti. (yerel ve ulusal alanda)



* Hipotez ve degiskenler ilk bulusmada belirlendi ve analiz SPSS Uzerinde hazirlandi. (en az 200 anket
Gzerinden.)
* Partner kuruluslar gerekli belge ve materyalleri belirledi.

Calismanin gerceklesmesinin devaminda c¢alismanin sonuglarini degerlendirmek amaciyla iki farkh etkinlik
duslintlda.

Ulusal Seviyedeki Genclik Orgitlerinin Mevcut Durumunu gdsteren sonuclarin sunumunun vyapildigi bir
konferans

Calismanin sonuglarinin aciklanmasi ve ulusal alanda orgiit yonetimi yayininin desteklenmesi amaciyla

tasarlanan bir giinlik konferans iki bolimden olustu: | —Diger genclik organizasyonlari i¢in organizasyonel
yonetim konulu bir panel iceren resmi acilis ve sunum. Il — World Café formatinda bir degisim ve networking
calismasi.

Calismanin sonuclari ile ilgili olarak dizenlenen bir atélye calismasi

Calisma Makedonyada dizenlendi ve genclik érgitleri icin acik bir 6grenme siirecini icerecek sekilde diisiinilda.
Atoyle, 3 farkli oturumdan olusan ve 15-20 arasinda ulusal genclik kurulusunun katilimiyla gerceklesti.

1. Genglik Calismasi Materyali — Genglik Orgiitlerinin Ulusal Seviyede Orgiitsel Yénetiminin Egitimi
Dékiimani

Bu dokiman bir egitim kiti formatinda, genclik calisanlari icin hazirlanmis profesyonel bir el kitabidir. Egitim
doékiimani projenin bir pargasi olarak yer almis tecriibeli egitmenler tarafindan yapilan bir tematik yayindir. 40-
50 sayfadan olusan bu yayin, genclik organizasyonlarinin yonetimi ile ilgili olarak teorik ve Pratik bilgiler
icermektedir.

El Kitabinin igerigi asagida sunulmustur:

* Genglik Orgiitlerinde Orgiit Yonetimine Giris

e Ulusal Seviyede bir Genglik Orgiitii nasil olusturulur?
¢ Karar alma ve Demokrasi siregleri

* Genglik Orgiitlerinin i¢ tizigl ve belgeler

*  Pratik aktiviteler ve yol gosterme

Diller: Makedonca, Arnavutga, Tiirkce, Fransizca, Lehce ve ingilizce
Medya: Kitap ve CD (Ayni bilgiler interaktif CD’nin icerisinde de yer alacaktir.)

Kitap, icerisinde disaridan yer alan uzmanlar bulunduran profesyonel bir ekip tarafindan hazirlandi ve en az 50
ulusal gencglik 6rgitiinde sunuldu.

El kitabinin ortaya c¢ikmasini kolaylastirmak icin her partner kurulusun diger partner (lkelere kitabin ve cd’nin
olusturulmasinda rol alacak birer geng lider gondermesini gériismek icin Makedonyada bir giin stiren bir toplanti
diizenlendi.

Degerlendirme amaciyla; Briikselde, “Ulusal Seviyedeki Genglik Organizasyonlarinin Orgiit Yonetimi” el kitabi
icin, el kitabiyla birlikte genel olarak projenin sonuclarinin sunuldugu bir konferans diizenlendi. Bu konferans 3
bolimden olustu: | — Diger genclik érgitleri icin genclik organizasyonlariyla ilgili bir panel iceren resmi sunum ve
acihs. Il — El Kitabinin nasil kullanilacagi ile ilgili kiicik atélyeler. Il — “World Café” formatinda degisim ve
networking etkinligi.




. Carpan Aktivite

E1l: Demokratik yonetimin, yerel genclik érgitleri Gzerindeki etkisi lizerine egitim

Bu egitimin asil amaci diger ulusal genclik 6rgitlerinin projenin sonuglarini dogru degerlendirmesini saglamakti.
Bu egitim bitlin partner Ulkelerde Erasmus Plus Ulkelerinden katilan 40 kadar katilimcinin bir araya gelmesiyle,
katihmcilari projenin sonuglari ile ilgili cesaretlendirmek lizerine diizenlendi. Katilimcilarin orgitsel tecriibelerine
dayanarak, bil-yap metodu lzerinden; katiimcilarin birlikte hareket edip, ulusal seviyedeki genglik orgltlerinde
efektif bir degisim Uzerine distinmeleri saglandi.

Iv. Ogrenme Aktiviteleri

Cl1: Genc Liderler icin ulusal seviyede demokratik katilim ve liderlik egitimi

Egitim 21-26 2015 Agustos tarihleri arasinda Poznan, Polonya’da gergeklesti. Egitime bitin partner tlkelerden 9
katihmci  katildi. Egitimin sonuglari (egitim materyalleri dahil) bir rapor haline getirilerek partner
organizasyonlara gonderildi.

C2: Genclik orgiitlerinde aktif katilim ve demokratik yonetim modeli ve modelin gelisimi egitimi

Egitim 29 Eylul — 4 Ekim 2015 tarihleri arasinda Struga, Makedonyada diizenlendi. Egitime, partner (lkelerden
yonetim modellerinin degerlendirmesini yapabilecek yeterlilikte 9 katilimci katildi. Degerlendirme raporlari proje
takimi tarafindan hazirlandi. Proje takimi, partner kuruluslarin orgiitsel yonetimini gelistirme tavsiyeleri vermek
Uzere gorevlendirilmis bir ekipti.

C3: Genclik Calisanlarinin Hareketliligi

3 geng calisanin hareketliligi, hareketlilik raporlarinin yaratilmasi amaciyla diizenlendi. Rapor, ulusal seviyedeki
genclik 6rgiitlerinde 6rgiit yonetiminin nasil oldugu tzerine yogunlasti. Hareketlilik aktivitelerinin tamamlanmasi
ile birlikte ortak veri, ilgili organizasyonlar icin ¢cevrimici hale getirildi. Hareketliligin devam ettigi iki ay boyunca 1
kisi Makedonyadan Belcikaya, 1 kisi Polonyadan Tiirkiyeye, 1 kisi de Tiirkiyeden Makedonyaya génderildi.

V. Yonetim kadrosunun bireyleri tarafindan yiiriitiilen yerel aktiviteler

--Ulusal seviyedeki genclik orgitlerine katilan genglerin, genclik kullplerinin ve bazi kesimlerin kapasitelerini
arttirmak amaciyla yapilan bulusmalar.

--Ulusal seviye yonetim reformlari: Yasal degisiklikleri iceren aktiviteler, yonetim Uzerine test ve deneyler,
degerlendirme toplantilari ve raporlama.

--Projenin diger ulusal seviyedeki genclik orgiitlerine sunulabilmesi i¢in bir proje web sitesi ve gorilebilir
dékimanlarin gelistirilmesi.

--Calismanin sunumu icin Uskiip, Poznan, istanbul ve Briikselde diizenlenecek basin toplantilari. Bu toplantilar
projenin sunumu ve karisilastirmali analizleri icerecek.

--Bolgesel genclik orgitlerinin 6nemini arttirmak ve arastirma sonuglarinin dikkat ¢cekmesini saglamak igin
cevrimici tanitim kampanyasi yurdtialmesi.



Danisma Kurulunun Olusturulmasi icin Eylem Plani

Neden? Genglik 6rgitinin en tecribeli Gyelerinin ve aktivistlerinin, calismalarinin devaml
olmasi gereklidir.
Uyelerin, genclik drgiitii icerisinde ait olma hislerinin gelistirilmesi icin alan
yaratilmasi gereklidir.
Yeni liderlere 6rgitiin yonetimiyle ilgili tavsiyeler verecek bir grup insana ihtiyag
vardir.
Genglik 6rgitindn icinde idari ya da gonilli olarak yer almak istemeyen ama
genclik orgltiine kendini adamis kisilere alan yaratmak gereklidir.

Nedir? Danisma Kurulu/Mezunlar Kuliibii — Orgiite dahil edilmis ve daha fazla gelisimi
destekleyecek bir grup insan.
Bu gruba alan ve firsatlar vererek, genclik 6rglitlin yapisina entegre olmalarinin
saglanmasi.

Kim igin? Yonetimde aktif olan Uyeler, 6zellikle karar alma mekanizmalari.( Yonetim kurulu,

yonetim ofisi, vs ...)
Zamani olmayip orgutte aktif rol alamayan ama diger yollardan katilmaya hevesli
kisiler.

Kim tarafindan?

Genglik 6rgitinin mevcut yonetimi tarafindan.
Danisma Kurulunun tarafindan (kendi rollerinin tanimlanmasi, kendi katihmlari,
orgltil nasil destekleyebilecekleri, vs...)

Ne zaman? En iyi zaman, bir sonraki secimlerden 6ncedir.

“Mezunlar/Danismanlar” arasindaki baglantinin diizenli olarak korunmasi igin, yillik
toplantilar, vs...

Nerede? Dizenli toplantilarda,
Toplu bulusmalarda,
Acik etkinliklerde,
Sosyal etkinliklerde ve resmi olmayan toplu bulusmalarda...

Nasil? Danisma kurulunun Gyeleri ve “mezunlar” arasinda yapilacak yapilacak agik bir

davet seklinde,
Davet esnasinda paylasmak lizere, danisma kurulunda agik¢a belirtlilmis ana esaslar
gelistirilerek,
Kurulan ilk Danisma Kurulunun fonksiyonlari sekillendirmesi amaciyla alan
yaratmasi ile...

Yorum: Bu kurul; genclik 6rgitlerine, ait olma ve yonetim rutininde ekstra destek gibi ek

degerler katabilir.




Orgiitiin korunabilir mirasi igin eylem plani

Neden?

Yonetimsel korunabilir mirasin korunmasi ve yonetim kurulu degisikliklerinde, bil-
yap metoduyla mirasin diger yonetim kuruluna aktarilmasi gereklidir.

Nedir?

Yonetim Kurulunun korunabilir miras icin bir ka¢ resmi ilke olusturmasi
Ornegin:

- Eski ve yeni yonetim kurulunun degismesi sirasinda bir 6rtiisiim periyodu
olusturulmasi (bu siiregte eski yénetim kurulu bilgilerini ve fikirlerini yeni
yonetim kuruluna devamhligi saglamak icin aktarabilir.)

- Sorunsuz bir gegis icin bazi tavsiyeler: Ucretli calisanlarin degistirildigi bir
yilda yeni yénetim kurulu secilmemelidir. (Yeni baskan veya genel muddrin
secildigi yil); her zaman bir yonetim kurulu Gyesi, ikinci kez genel kurula
girmeye motive edilmelidir. Ve yonetimsel miras strdirilebilir olmahdir.

- Her yil yonetim kurulunun yarisinin degisimi.(Yonetim kurulunun yarisinin
devam edip diger yarisinin yeni oldugundan emin olmak igin.)

- Zamani yonetmek bazen zor olabilir. Bu ylizden yénetim kurulu tyelerinin
isteklerini yazabilecegi bir cevrimici ortak blog kurulmasi.

- Kesfedilecek uygulamalar: Yammer, Trello

Kimigin?

Yonetim kurulu Gyeleri, 6zellikle yeni yonetim kurulu Gyeleri icin, ki bazi baslangic
hususlarinda bilgi sahibi olduklarindan emin olunsun.

Kim tarafindan?

Yonetim kurulu Gyeleri tarafindan. Genellikle yonetim kurulu baskanlari tarafindan
yonetilir.

Ucretli calisanlarin yer aldigi 6rgiitlerde, licretli calisanlar da bu gérevi istlenmelidir.

Ne zaman? Eski ve yeni yonetim kurullari arasinda gecis oldugu her zaman.
Secimler gergeklesmeden dnce hazirlikh olup, en az bir kez uygulanmalidir.

Nerede? Orgiitiin kendi icinde olabilir. Tercihen yiiz yiize olmalidir. (Skype,Facebook
Gzerinden telekonferans olabilir) ya da bitce el veriyorsa toplu yemekler, toplantilar
icerebilir.

Nasil? Toplanti/ Haftasonu toplantisi

Yonetim kurullarinin degisimi tamamlandiktan sonra, uygulama sirecinin ve gelecek
planlarinin ne oldugu konusulmahdir.




iletisim lizerine egitim plani

ihtiyaglar Misyon ve vizyonun farkli hedef gruplarina ulasturlmasi igin daha iyi iletisim:
- Uyeler/takim,
- gondalldler,
- halk
Genglik 6rgitianin ve fark edilebilirliginin daha ileriye ulasmasi.

Amag Orgiitiin calismalariyla ilgili fark edilebilirligini saglamak icin bir iletisim stratejisinin

olusturulmasi ve uygulanmasi. Beklenenden daha ileri bir hedefe ulasilmasi.

Hedefler - Ulagmak istenen hedef gruplarinin tanimlanmasi,
- Ug farkli hedef grup igin en iyi iletisim ydnteminin secilmesi: Giyeler, géniilliler ve
digerleri,
- iletisim araglarinin belirlenmesi ve nasil kullanilacaginin 6grenilmesi(Sosyal medya,
basin biltenleri, basin konferanslari, kampanyalar, bire bir iletisim, vs...),
- Genglik orgitindeki kisilerden farkli fikirlerin toplanmasi,
- Stratejinin bir zaman cizelgesi ve kontrol noktalari cercevesinde hazirlanmasi,
- Gorevlerin kisilerin sorumlulugu dogrultusunda dagitiimasi.

Metodoloji -iletisim Egitimi,
-Cevrimici konsultasyon ve mevcut iletisim yontemleri izerine arastirma

Metotlar - iletisim ihtiyaglarini belirleyecek tyelerle yapilacak cevrimici konsiiltasyonlar.
(Gerekli bilgiler, hangi araglarin kullanilacagi, vs...)
- Stratejik Planlama
- Rol yapma
- Asansor konusmasi
- Beyin firtinasi
- Tartigma
- Tematik grup calismalari

Uygulama Cevrimici konstltasyon ve arastirma, iki giinliik bir egitim.

Egitim, iletisim konusunda uzman olan ya da genclik 6rgitindn, iletisim konusunda
tecriibeli bir liyesi tarafindan yodnetilmelidir. iletisimle ilgilenecek &zel bir ¢calisma
grubu kurmaniz gereklidir. Calisma grubunun ana gorevi, bilgi toplamak, kendileri
icin en iyisini segcmek, tg farkh hedef kitle icin en iyi iletisim stratejilerini belirlemek
ve stratejinin uygulamasini saglamaktir.

Tartisma sirasinda bu sorular strateji yaratirken yardimci olabilir:
* Bir hedef grup icin hangi tiir bilgiler ilgi ¢ekici olabilir?
* Hedef grubun en karakteristik 6zellikleri nelerdir?
* Bir hedef gruba ulasmak icin ne tir kayitlar bize yardimci olabilir?
* Bir hedef grup icin hangi iletisim kanallari daha uygundur?
* letisim icsel mi yoksa dissal mi olmalidir?
* Bir hedef grupla paylasmak istediginiz en dnemli bilgi nedir?(6ncelik listesi)




Degerlendirme - Katihmcilarla egitimin degerlendirilmesi

- Stratejinin uygulanmasinin degerlendirmesi/gozlemlenmesi; Zaman
tablosuna gore gostergelerin kontrol edilmesi.

- Gostergeler dlgiilebilir olmalidir.Ornegin her hafta 3 Facebook paylasimi.

Yorum: Cevrimici ve ¢cevrimdisi aksiyonlar arasindaki baglanti cok 6nemlidir. Bu aksiyonlar
birbirini tamamlamalidir.

Dogru iletisim aracini segmek mesajinizin duyulabirligi agnsndan temel noktadir.

Genclik drgiitleri bilmelidir ki bu bir aktivitedir. iletisimsel aktiviteleri yapmadan
once mesajinizi bilmenin iyi bir iletisimin anahtari oldugunu unutmayin.

Goniilli gruplarinda; girisimciligin ve katiimciligin gelistirilmesinin bir faktorii olarak, liyelerin liderlik
yeteneklerinin gelistirilmesi egitim plani

ihtiyaclar Orgiitlerde yetenekli liderlere sahip olma gerekliligi.
Diger gondullllerle calismayi isteyen ve calisabilecek, motive edilmis liderlere sahip
olma gerekliligi.

Amag Gonallu gruplarinda; girisimciligin ve katilmciligin gelistirilmesinin bir faktori olarak,
Gyelerin liderlik yeteneklerinin gelistirilmesi.

Hedefler - Gondlluleri destekleyecek arag ve metotlarin tanitilmasi (kogluk, mentérlik, vs...),
- Liderlik hakkinda tecriibelerin paylasilmasi,

- iletisim becerilerini kolaylastirmanin gelistirilmesi,

- Kendini ifade etme yeteneklerinin gelistirilmesi,

- Catisma yonetimi ve problem ¢bzme yeteneklerinin gelistiriimesi,

- Geng liderleri 6rgitlerde aktif katilima motive etmek.

Metodoloji Egitim formal olmayan egitim seklinde gerceklesecektir.

Metotlar - Kiigtik gruplarda sunum yapma pratigi,

- Gecmis tecribeler hakkinda ikili grup konusmalari,
- Beyinfirtinasi,

- Kogluk,

- Dersler ve sunumlar,

- Similasyonlar,

- Ozel dersler,

- Ornek olay ¢alismalari...

Uygulama Farkli genclik 6rgitlerinden farklh Gyeler igin, egitim sonrasinda 6zel dersler iceren, 5
glnlik tasarlanmis bir egitimdir.

Katilimcilarin secgilmesi; Katiimcilar, kendi genglik 6rgitlerinin egitimlerinde aktif
olarak yer alan potansiyel liderler, liderlik yeteneklerini gelistirmeye istekli ve diger
genclik orgltlerinden gonillilerle ¢alisabilecek kisilerden secilmelidir.

Basvuru siireci — Sec¢im, adaylarin diger gondllilerle olan gegmis tecribeleri ve
gelecek planlarina gore yapilacaktir. (Liderlik yeteneklerini gelecekte nasil




kullanacaklar? )Egitmenler kendi genclik 6rgiitlerinde mevcut durumda liderlik
yapiyor olmalidir.
Egitimin boltimleri:

— Katihmcilarin ihtiyaglarinin ve genglik érgitlerinin liderlige, aktif katilima ve
gondullilerine nasil yaklastiginin belirlenmesi,

- Goniilluleri motive edici fikirlerin belirlenmesi, (Orgiitte nasil aktif olunur?

Nasil iyi bir lider olunur? vs...)

- Gondullaleri destekleyecek arag ve metotlarin belirlenmesi, (Kogluk,

mentorlik, egitim, vs...)

- Kolaylastirma, iletisim ve kendini ifade etme ile ilgili egitim,

- Catisma yonetimi ve problem ¢6zme yetenekleri ile ilgili egitim...
Egitimden sonra, egitmenler katihmcilar icin mentorliik 6nerecektir. Bir genglik
orgltlinde yer alan mentor, diger bakis agilarini yakalamak icin diger genclik
orgutlerinin katihmcilariyla calisacaktir. Ayda en az bir kere toplanti yapilacak ve
gerekirse cevrimici konsiiltasyonlar dlizenlenecektir.

Degerlendirme

- Katilimcilardan geri bildirim,

- Anket ve degerlendirme,

- 6 aylik 6zel dersler (6 toplanti, ayda 1 siireci control etmek icin)(gerekli olursa siireg
boyunca g¢evrimici konsiltasyonlar) ...

Yorum:

Egitim, genclik drgitlerindeki gonilli sayisini arttirici bir etki yapmali ve aktif
liderlerin uzun sireli motivasyonunu saglamalidir.




Genglik Orgiitlerinde Katihmci Yaklagim iizerine planlanmis Egitsel aktivite

ihtiyaclar -Genglik 6rgiitiine dahil olmus kisilerin yeterliligini ve kapasitelerini arttirma
gerekliligi,
-Gondllileri, genclik 6rgiti icerisinde tutarak calismalarinin devamini saglama
gerekliligi,

-Uyelerin genclik érgiitiine olan sahiplik hissini gelistirme gerekliligi,
-Gondullilerin orgit icerisindeki aktif katilimini arttirma gerekliligi...

Amag -Yonetim kurulu Uyelerinin, genglik orglitlint katilimci bir sekilde yonetebilme
kapasatilerinin arttiriimasi.
-Gondllileri genclik 6rgitine dahil etme

Hedefler -Yonetim kurulu tyelerinin, genclik 6rgitin Gyelerininin ihtiyaclarini ve bakis
acilarini anlamasi,

-Yonetim kurulunun, 6rgit tyelerinin fikirleri ve giriskenlikleri icin alan yaratmanin
faydal olduguna inanmasi.

-Genglik 6rgiitt Gyelerinin fikirleri ve giriskenliklerini kullanacak yetenegin, yonetim
kurulu Gyelerinde bulunmasi.

Metodoloji Formal olmayan egitim aktiviteleriyle olusturulmus haftasonu egitimi.

Metotlar Yansitici alistirmalar — Orgiitiin analizi ve empati haritasi,

En iyi pratikleri paylasmak,

Teorik bilgi, iyi bir Pratik bilgi sunumu, diger organizasyonlar ve diger metotlarla
karisilastirma...

Uygulama Genglik 6rgitinde 6nemli kararlar alan kisilerin katilimi,
Stratejik yonetimde yetkili bir konusmaci getirmek,
Guvenilir bir ortam ve atmosfer yaratmak...

Degerlendirme - Katihmcilarla degerlendirme

- Uyelerle, yapilan ¢calismada planlanan degisikliklerin uygulanmasinin
degerlendirilmesi ve gdzlenmesi.; Egitimden dnceki gostergeler ve sonraki
gostergelerin karsilastiriimasi: 1) Uyeler ve yénetim kurulu arasindaki
toplantilarin sayisi; 2) Toplantilarda yer alan katilimcilarin sayisi; 3) Yonetim
kurulunda olmayan Uyeler tarafindan baslatiimis projelerin sayisi

Yorum: Egitim, genclik 6rgltiniin yonetimindeki bazi seylerin degismesine ve kullanilan
araclarin orgiite yeni Giyeler kazandirmasina 6ncilik edebilmelidir.




Hosgeldin toplantisi plani

“Geng liderler icin ulusal seviyedeki genglik 6rgiitlerinde demokratik liderlik ve katilim egitimi”

Neden? Orgiitiin vizyon ve misyonunu yeni liyelere anlatabilmek icin
Orgiitiin yeni tiyelerine sagladigi imkanlari sunabilmek icin
Ne? Bir atolye calismasi iceren hosgeldin toplantisi
Kim igin? Orgiitiin yeni Giyeleri ve érgiit icerisinde kendine yer bulmak isteyen tyeler

Kim tarafindan?

Orgiitiin kendi egitmenleri

Ne zaman?

Yillk ise alimdan kisa bir siire sonra,
Orgiit herhangi bir degisiklikle karsi karsiya kaldiginda (secimler, hedefler, program)
Gelecek icin yeni gorevler, stratejiler belirlenecegi zaman

Nerede?

Orgiitiin kendi yerinde

Nasil?

-Orgiitiin sunumunun yapilmasi. (misyon, vizyon, degerler, calisma plani, vs...)
-Orgiitiin vizyon ve misyonunun tanitici materyaler, posterlerle aciklanmasi
-Orgiitiin ana fikrinin gorsel bir materyalle agiklanmasi gérevi

-“Asansor Konusmasi” Katilimcilarin bir 6rgitl ve degerlerini bir dakika icinde
sunacagi bir atolye calismasi

-Orgiitiin sagladigi imkanlarla ilgili kisa bir hikaye ya da film sunumu

-Uyelerin tecriibeleri birinin asistanligindan kendi kariyer planlarini yazmasi goérevi
- Katilimcilara gegcmis tecriibelerini aktarmasiyla ilgili sorular sorulmasi ve kendileri
icin nelerin 6nemli oldugunu, eski tecriibelerinden neleri aldiklarini agiklamasi

Yorum:

Bu alistirma 6rgite katilmis tyelerin 6rgit icerisindeki yerini bulabilmeleri ve kendi
kisiliklerini gelistirmeleri acisindan dnemlidir. Ayni zamanda Uyelerin kendi gorusleri
orgltiin calismasina ve gelismesine katkida bulunacaktir.




Orgiitsel Gelisim Oz Degerlendirme Araci
Giris

Bu aracin hedefi, genclik orgitlerinin mevcut durumlarini belirlemek amaciyla orgitsel gelisime kisa bir bakis
saglamaktir. Bu temel ilkeler; misyonlari ne olursa olsun, uluslararasi veya yerel, biyik ya da kiigik olsun, tcretli
calisanlar ya da gondiilltler tarafindan strdirdlsiin, dogru sekilde yurutiilen orgitlerce gecerlidir.

Orgiitsel Gelisim Nedir ve Neden Onemlidir?

Orgiitsel gelisim, bir 6rgiitiin misyonunda en etkin bicimde i¢c kapasiteye ulasmasini saglayan, uzun vadede
kendini yenileyebilen ve calistirabilen bir stirectir. Asagidaki 9 adet ilke, orgiitsel gelisimin ortaya cikisini ve
slirecini olusturur:

1.Vizyon ve Misyon
2. Orgiitsel Yapi
3.YOnetim
4.Bilgi akisi ve karar verme
5.insan yonetimi
6. Paydas taahhiitii ve koruma
7.Teknoloji ve altyapi
8.Finansal gézetim ve yonetim
9.0rgiitsel yenilenme

Orgiitsel gelisimin kendi icinde bir sonu yoktur. Devam eden, yenilik¢i ve tekrarlamal siireg, genglik
orgltlinin yonetimi ve yonetim yapisi tarafindan dikkate alinmalidir. Bu durum, orgit kapasitesinin yeni
sartlara ya da yeni imkanlara ve gelisime ulasmasini givence altina alacaktir.

Vizyon ve misyon ilkesi, genclik 6rgitinin ilk odaklanmasi gereken noktadir. Diger ilkeler, sahip olduklari
dnem ve organizasyondaki yerleri bakimindan esittirler. ilkelere bagl &rgiitsel éncelikler, érgiitiin yasam
cizgisinin farkli boliimlerini yonlendirecektir.

En iyi drgitsel gelisim yaklasimi bitiinsel olarak bulunmaktir. Orgiitler gdzlemci olmalidir ve gerekli yerde
ilkelere gerekli katkilarda bulunmalidir. Orgiitiin isleyisine engel olan durumlarda ek miidahaleler gerekli
olabilir. Ornek verirsek; vyatirm potansiyeli olan kisilere sayginhgimizi ve finansal kaynaklari
yonetebilecegimizi ispat edemezsek, onlardan gerekli yatirimlari alamayacagiz.

Bu araci kim kullanabilir?
Herkes bunu kullanabilir fakat, orgitinizdeki degisiklikleri yapabilme yeteneginiz sahip oldugunuz otorite ile
dogru orantilidir ve bu yonetim ve yonetim kadrosunun bu sirec icerisinde size destek olup olmayacagini
gosterir.

Nasil kullanihr?

* Kendi 6greniminiz icin bireysel kapasiteniz ile araci tamamlayin. Bu size orgltlintzin gelisimi ile ilgili bir

anlam verecek, ortaya c¢ikan engelleri ortadan kaldirmanizi saglayacak ve belirli noktalarda mevcut rolinizi
degistirmenizde kolaylik saglayacaktir.



* Yonetim ve yonetim ekibine bu arag ile basvurun. Yapabilecekleri veya katkida bulunabilecekleri seyleri
sorun.

* Eger gonilli merkezli bir grubun ya da kullibiin Gyesiyseniz, beraberinizde karar vermekte yardimci olacak bir
grup getirin, araci beraber kullanin ve her bir bolimde ulastiginiz cevaplari tartisin.

Arag nasil galisir?

Orgiitsel gelisimin her bir 9 ilkesi icin, bu gelisim alaninda farkli ama en iyi calismayi 6zetleyen bir liste
vardir.

Her bir durum icin, li¢c cevap secenegi asagidakilerden secilebilir:

*Evet: Bu bolimi isaretlemek; Orgit icindeki slrecin, sistemin, prosediriin, planin ya da
yapinin onaylandigini gosterir.

*Hayir: Bu bolimi isaretlemek; silrecin, sistemin, prosedirin, planin ya da yapinin
onaylanmadigini gosterir.

*Belki: Bu bolimi isaretlemek; onaylanmadigini ya da kararsizlik durumunun oldugunu
gosterir. (Dogru cevap Uzerinde bazi kisilerin cevaplari digerleriyle tutarli olmayabilir, bu
acikhga kavusulmasi gereken bir durumdur.)

Peki, bu araci kullandiktan sonra ne yapiyoruz?

Bu arag orgiitliniiziin icinde tartismayi acan bir kivilcem gibidir. Sonuglar Gzerinde bireysel ya da toplu olarak
diistiniin. Orgiitiin giiclii oldugu alanlar neresi? Zayif alanlar neresi? Hangi ilkeler ve isaretlerde karisiklik ya da
onaylamama mevcut? Karisiklik ve onaylanmamislik mevcut ilkeler 6rgiitiin daha dnce yasadigi sorunlarla benzer
ozellikler tasiyor mu? Bu sonuglarinizdan nasil bir ders cikarirsiniz ve bu size mevcut ya da gelecekteki
pozisyonunuzda yardimci olur mu?

Orgiitiiniiziin isleri yuriitme yeteneginin bir an énce gelistiriimesine neden olabilecek, bahsedilmesi gereken en

onemli ve zorlayici sorunlar nelerdir? Bu soruya; kararlarin kim tarafindan, nasil alindigini ya da daha karmasik
olarak stratejik planin nasil olusturuldugunu agiklayan bir konusma sirasinda ¢ok kolay cevap bulunabilir.

Destek, fikirler ve sablonlar icin belgenin sonundaki kaynaklara géz atin.

Sireci takip etmek ve orgiitsel gelisimin merkezinde goézden kagirdiginiz herhangi bir nokta kalmamasi
icin araclari ara sira tekrar kullanin.



Kendi Genglik Orgiitiiniizii Oz-Degerlendirme Formu ile Degerlendirin:

1. Vizyon ve Misyon

Gosterge: EVET | HAYIR | BELKI
Vizyonumuz, tam olarak anladigimiz ve hedeflerimize ulasmada basaril
oldugumuz takdirde; diinyanin nasil bir yer olacagini net olarak aciklar.
Misyonumuz, degerlerimizin ne oldugunu ve vizyonumuza naslil
ulasacagimizi tam olarak aciklar.

Calisanlarimiz ve yonetim Uyelerimiz, vizyon ve misyonumuzu bilir ve
amacimiza kesin olarak baglanmistir.
Yeni bir uzun dénem plani ya da stratejik plan gelistirecegimiz zaman,
vizyon ve misyonumuzu gozden gecirerek, hedeflerimizle alakali olup
olmadigina tekrar bakariz.
Yeni bir aktivite dizenleyecegimizde, vizyon ve misyonumuzu referans
aliriz. Bu bize karar verme, ne yapacagimizi bilme ve daha da dnemlisi ne
yapmayacagimizi bilme konusunda yardimci olur.
Diger insanlarla konusurken verdigimiz mesajlar, vizyonumuzu ve misyonumuzu
yansitir.
Hedefimize ulastigimizi lgmeye yarayan degerlendirme yontemlerimiz vardir.
Calismalarimizla baglantii oldugundan emin olmak igin, vizyon ve
misyonumuzu diizenli olarak goézden geciririz. Calisma ortamimizdaki
degisiklikleri goz 6niinde bulundururuz.

2. Orgiitsel yapi

Gosterge: EVET HAYIR | BELKI
Biitlin pozisyonlar icin(lcretli c¢alisan,gonilli,vs...), sorumluluklarin  ve
raporlamanin acikca belirtildigi, onayl bir is aciklamamiz vardir.

Orguitiimiz giivenli ve saglk bir calisma ortami sunar. Bu ayni zamanda kabul
edilebilir calisan davranislari ve rahatsiz edici tavirlar ile ilgili yazili kurallar de
icerir.
Orgiitimiiz yasal statiiye sahiptir ve giinliik islerimizde bize rehber olan yazili
degerler ve prensiplerimiz vardir. (Katilimcilik, seffaflik, cinsiyet esitligi,vs...)
Orgutiimizdeki yonetim sorumluluklari agiktir. Kaynak ydénetimi, insan
Igavnaklarl, planlamadan kimin sorumlu oldugunu biliriz.
Orgltimuizdeki yapilar,sistemler ve slireg; isimizi kolaylastiracak
sekilde diizenlenmistir.

3. Yonetim
Gosterge: EVET | HAYIR | BELKI

Orgiitimiiz, calisanlara ve goniillilere 1sik tutan; acik gorisli,
glcli liderlere sahiptir.

Orgiitiimiziin, bulundugu iilkede yasal statiisii vardir.

Orgiitiimiziin sahip oldugu yasal zorunluluklar vardir.

Orgiitimiiziin faal bir ydnetim kurulu veya esit ydnetim personeli vardir
ve bu kisiler efektif bir stratejik yon ve gézetim saglar.




Orgiitimiiziin yénetim kurulunun {izerinde sahip oldugu yasalar vardir. Bu
yasalar cesitlilik, secilme sireci, gerekli yetenekler, calisma uzunlugu,
yonetim kurulu kompozisyonu gibi yasalardir.

Yonetim kurulu Gyelerimiz, 6rgit ve orgitteki rolleriyle ilgili oryantasyon alir.

Calisanlar ve yonetim kurulu arasindaki iliski pozitif, yaratici ve iki tarafinda
rollerine saygi gosterecek sekildedir.

4. Bilgi akisi ve karar verme

Gosterge: EVET | HAYIR | BELKI
Karar alma siirecinde kimin otorite sahibi oldugu bellidir.
Orgiit icerisi iletisimi saglamak icin efektif yontemlerimiz vardir. Boylelikle
herkes ihtiyaci olan bilgiye kolaylikla ulasabilir.
Orgiite gelen bilgiyi kolaylikla ydnetecek efektif ydntemlerimiz vardir.
Boylece insanlar sadece gerekli olan bilgileri alirlar.
Orgiitimiiz icin kamuoyuna aciklama yapacak sodzciiler belirlenmistir. Herkes
bunu anlayip bu rollere saygi gosterir.
Karar alma mekanizmasi icin gerekli bilgilerin saglanmasini garanti edecek
sistemlerimiz ve slreclerimiz vardir.
Riskleri minimize edip, sermaye saglamak icin belirli zaman icerisinde 6nemli
kararlar alabiliriz.
5. insan yénetimi
Gosterge: EVET | HAYIR | BELKI

Orgiitimiiz insan kaynaklari ydnetimi yasalarina sahiptir ve bu yasalar yénetim
kurulu gibi otorite sahibi uygun merciler tarafindan yazili hale getirilmistir.

insan kaynaklari yénetimi yasalarimiz, bagh bulundugumuz yasal
mevzuata uygundur.

insan kaynaklari yénetimi vyasalarimiz diizenli olarak godzden gecirilir,
gerekliyse degisiklikler yapilir.

Calisanlarin ihtiyaglarini gbzden gecirmek icin, diizenli olarak takip ettigimiz
resmi sireglerimiz vardir.

Ucretli ve lcretsiz calisanlarin ise alinmasi ve secilmesi; diizenli ve yazil bir]
siregtir.

Bitlin yeni ¢alisanlar veya goniilliler; ilgili pozisyonla alakali ilgili bir kontrat
imzalar

Biitlin calisanlar veya gondllilerin agikca belirtilmis is tanimlari vardir ve bu
dogrultuda birer oryantasyon alirlar.

Calisanlarin ve gonillilerin performans ve is yikiini gozden gecirerek dizenli
bir geri bildirim saglariz.

Geride kalan 3 yilda ciddi bir kisisel problem yasamadik.

Catismalar ortaya c¢iktiginda efektif bir sekilde ¢ézlime ulastiririz.

Calisanlar ve gonilliler efektif calisma icin gerekli yeteneklere ve destege
sahiptir.




6. Paydas Taahiitii ve Koruma

Gosterge: EVET | HAYIR | BELKI
Orgiitiin disinda kalan isbirligi yaptigimiz kisilerle olan iliskilerimiz ¢ok iyidir.
Uyelerimiz, partnerlerimiz ve hak sahiplerimizle diizenli ve seffaf bir sekilde
iletisim kurariz.
Yeni Gyelerimizden, hak sahiplerimizden ve ilgili partnerlerimizden geri dénis
alabilmek icin; misyonumuzu ne kadar iyi yaptigimiz ve yeni aktivitilerle ilgili
fikir alisverisleri icin siklikla danismanlik yapariz.
Hak sahiplerimiz, Gyelerimiz, partnerlerimiz ve gonillilerimiz yaptigimiz isten
gurur duyar ve yaptigimiz islerin kalitesinden bahseder.
Orgiitimiiz her yil; partnerlerimiz, hak sahiplerimiz, Uyelerimiz ve diger 6nemli
paydaslarimizla iliskiyi derinlestirir ve devamhhligini saglar.

7. Teknoloji ve Altyapi

Gosterge: EVET | HAYIR | BELKI
Kullandigimiz arag, ekipman ve sirecler yiksek kaliteli performans saglamaya
uygun ve yeterlidir.

Fiziksel c¢alisma alani, calisanlari yapmasi gereken seyler ve islerin
tamamlanmasi icin yeterlidir.

Fiziksel calisma alaninin yerlesimi; iyi bir konumda yer almaktadir.
Orgiitiin isleri icin dnemli olan bilginin toplanmasi, takip edilmesi ve
raporlanmasi icin sistemler ve siiregler vardir.
Calisma alani, engelli insanlarin ulasabilecegi ve olanak saglayan bir yerdir.

islerin tamamlanmasi icin yeterli malzemeye sahibiz.

islerin tamamlanmasi icin gerekli altyapiya sahibiz.(internet, fotokopi,faks,
telefon, vs...)

8. Finansal Gozetim ve Yonetim
Gosterge: EVET | HAYIR | BELKI

Orgiitiimiiz, dogru bir sekilde uygulanan yazili finansal kanunlar ve prosediirlere
sahiptir.

Orgiitimiiz, diizenli olarak takip edilen ve yénetime raporlan bir yillik biitceye
sahiptir.

ilgili calisanlar ve ydnetim tarafindan kullanilan anlasiimis
finansal sistemlerimiz vardir.

Finansal sistemlerimiz kalifiye muhasebeciler ya da ilgili
profesyoneller tarafindan denetlenmistir.

Finansal yonetim sistemlerimiz; birden fazla kisinin gozden
geciriebilecegi; i¢c kontrol mekanizmalarina sahiptir.

Yonetim hesaplarimiz, yetkili dis denetimciler tarafindan
dizenli olarak incelenir. Geride kalan 3 yilda dikate deger bir

Orgiitimiiz, bir sonraki sene icin gerekli olan paranin nereden
gelecegini bilir.




Orgiitimiiz, bagis toplama stratejisine sahiptir ve bu strateji
icinde herkesin roli bellidir.

Farkli kaynaklardan bagislar toplariz.

Finansman teklifleri gelistirirken, kendi yonetim bltcemizi
gercekci bir sekilde belirleriz ve dahil olan bitiin katma

Aktiviteleri gerceklestirmek icin aldigimiz para, misyon ve
vizyonumuza ulasmak icin en dnemli seydir.

9. Orgiitsel Yenilenme

Gosterge:

EVET

HAYIR

BELKi

Orgiitimiiz, liderlikte yasanan bir degisimi yonetebilir ve liderimiz ayrildiktan
sonra neler yapacagimizi biliriz.

Calisanlarimizi ve gonullilerimizi, profesyonel gelisim icin cesaretlendiririz.

Biitlin calisanlarimizin katkilarini hatirlar, uygun bir sekilde onlara tesekkiir
ederiz.

Orgiitimiiz, is hayati/giinlik hayat dengesini ayarlayacak sekilde bazi acik
haklar ve pratikler olusturmustur. Boylece kisiler daha efektif ve motive edilmis
olarak uzun siire boyunca calisabilir.

Birlikte ne kadar iyi calisip, is akisi icerisinde birbirimize yardimci oldugumuzu ya
da is yikimizi hafifletmemizi birbirimize diizenli olarak yansitiriz.

Potansiyel yeni destekgileri, calisanlari, Uyeleri ve gonullileri; ¢alismalarimiza
dahil etmek (izere bir ¢calisma stratejimiz vardir.
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Introduction

Guide « La gestion organisationnelle pour les organisations de jeunesse a I'échelle nationale » a été développé dans le
cadre du Projet Stratégique « La participation de Honeycomb dans les organisations de jeunesse a I'échelle nationale ».

Le but de ce guide est de motiver les jeunes pour travailler avec les organisations de jeunnesse, ainsi permettre aux jeunes
de donner leur mot dans la société. Nous espérons que cela inspire votre travail dans la période a venir.///Nous espérons
gue ce guide permettra d'inspirer votre travail dans la période a venir.

Centre pour Interculturel Dialogue
Kumanovo, Novembre 2015
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Avec le soutien du programme Erasmus + le programme de |I' Union européenne

Le soutien de la production de cette publication par La Commission européenne et I'Agence nationale de la Macédoine
pour Erasmus + ne constitue pas I'approbation du contenu, qui reflete uniquement les opinions des auteurs. La Commission

et I'Agence nationale de la Macédoine pour Erasmus + ne peuvent pas étre tenus pour responsables de I'usage qui pourrait
étre fait des informations qu'ils sont.



A propos du projet

Le projet « La participation de Honeycomb dans les organisations de jeunesse a I'échelle nationale » adresse I'un
des problemes clés dans |'organisation de la jeunesse au niveau national, et qui est I'aspect d'une participation
véritable, efficace et significative, la qualité de gestion et le rayonnement.

Le projet se déroule du 1% janvier 2010 au 31 décembre 2015 et comprend 4 associations partenaires (CID
Macédoine, CIM Horyzonty Pologne, TOG Turquie et Out-of-the-box Belgique).

L'innovation de ce le projet découle de sa propre thématiqu. Dans le programme passé (Les jeunes en action),
mais aussi actuellement dans Erasmus, nombreuses associations de jeunesse sont enregistrées comme
organismes avec une structure nationale. Cela signifie qu'elles travaillent avec des jeunes dans les différents
domaines et que les jeunes ont le droit a la voix haute (Parole aux jeunes) dans leurs activités. Cependant, la
capacité des organisations de jeunesse pour gérer efficacement a l'échelle nationale n’a jamais été abordée dans
aucun programme ou dans la recherche, et le besoin en est d'une grande importance.

Le projet pose les questions / problemes suivants :

1. Comment gérer démocratiquement les organisations de jeunesse et des clubs dans différentes villes et
combien est-il important de fusionner au niveau national?

2. Comment assurer la participation active et la relation entre les jeunes des régions rurales et éloignées du
secrétariat central de I'organisation ?

3. Comment aborder la politique de la jeunesse et de quelle fagon s'assurer des échanges européens
efficaces et de coopération entre les clubs de jeunesse locaux et le secrétariat national de la jeunesse?

4. Est-ce que des clubs de jeunesse locaux offrent suffisamment d'espace pour les stratégies et les capacités
pratiques de développement?

Le projet découle du grand besoin des organisations de jeunesse qui travaillent au niveau national, et qui est la
nécessité d'accroitre l'efficacité de leur travail et de I'espace pour une participation réelle et significative. Il est
important d'aborder des questions telles que la participation démocratique dans les organisations de jeunesse
au niveau national avant de fournir la qualité accrue du travail dans le secteur de la jeunesse. CID a créé un
réseau national des clubs de jeunes, qui visent a améliorer le travail dans leurs pays. Le cas est le méme avec les
autres organisations partenaires dans leurs pays.

Ainsi le principal objectif du projet est de renforcer la capacité et la durabilité des organisations de jeunesse a
travers le développement des compétences de leur leadership et de gestion des structures démocratiques pour
les opérations a I'échelle nationale.

Les objectifs du projet sont les suivants:

® Pour développer une compréhension commune des concepts liés au leadership démocratique
dans les organisations de jeunesse au niveau national tels que: la démocratie, la participation et
le leadership, la société civile, les droits humains et de la citoyenneté.

®*  Pour sensibiliser les participants et de fournir un espace de réflexion de la valeur des
organisations / structures de jeunesse a savoir leur réle et leur influence en tant que leaders
démocratiques dans la société.

* Pour développer la capacité des participants a établir un lien entre le travail de leur organisation
avec les politiques de la jeunesse et fournir récents résultats de recherche (études) au niveau
national de gestion des organisations de jeunesse.



®* Pour développer la compréhension des participants et la connaissance des différentes formes de
participation des jeunes a travers des organisations de jeunesse et de leur applicabilité pour la
gestion des organisations de jeunesse au niveau national.

* Pour définir et développer les compétences en leadership et civiques ainsi que des compétences
de gestion concernés (gestion des conflits, la sensibilisation, la motivation, le leadership partagé,
la prise de décisions, la responsabilisation, la planification stratégique, la gestion des
ressources).

® Pour aider les participants d'analyser et a développer davantage leurs processus et mécanismes
internes a l'organisation afin de renforcer leur travail en tant qu'une organisation de jeunesse au
niveau national.

Malgré la tendance a produire un changement dans le travail international des organisations de jeunesse, les
résultats du projet comprennent la question de publication de recherche et la publication du travail de jeunesse
dans l'organisation nationale de la jeunesse en mettant I'accent sur la gestion organisationnelle.

LES PARTENAIRES DU PROJET
CIM Horyzonty est une organisation de jeunesse, membre
du réseau international appelé Jeunesse pour I'échange et la 0
compréhension. Comme YEU international, Horyzonty vise a Q H O RYZ O
promouvoir la compréhension et la coopération @ CENTRUM INICJATYW MLODZIEZOWYCH
interculturelle au travers de projets locaux et internationaux
impliquant des jeunes de différentes origines culturelles et sociales, ainsi que la promotion du volontariat et la
participation des jeunes a travers des échanges de jeunes, des projets éducatifs a long terme et des cours de

formation. L'organisation travaille au niveau régional dans la région de Grande-Pologne offrant des services
dans des endroits différents.

Toplum Goéniilliileri Vakfi (TOG — Community Volunteers Foundation) a été
fondée en Décembre 2002. La Fondation contribue au développement personnel
des jeunes en les encourageant a participer a des projets de responsabilité
sociale en tant que bénévoles. Chaque année, la Fondation soutient la
réalisation de plus de 1000 projets et activités mises en ceuvre par environ
40.000 jeunes dans plus de 120 clubs universitaires. TOG forme des formateurs
qui mettent en ceuvre des pairs a des formations sur des sujets tels que le
bénévolat, la gestion de projet, les droits humains, les droits sociaux, la santé reproductive, la littératie en santé
organisationnelle et la gestion par les pairs, offre face a face soutien aux clubs d'étudiants universitaires en
fonction de leurs besoins, offre des possibilités de bourses d'études et des stages pour les jeunes, crée un
environnement d'apprentissage qui augmente la mobilité des jeunes, qui a son tour soutient l'apprentissage
d'autres jeunes et organisations de jeunesse, elle enquéte et contact également les intervenants pour accroitre la
sensibilisation sur les besoins des étudiants a l'université publique.

TOPLUM
GONULLULERI

Out of the Box International est une organisation d'experts a but non
lucratif oeuvrant dans le domaine de la prestation de formation et de
sensibilisation des projets. Elle est un fournisseur de services pour les
organisations internationales de jeunesse basée a Bruxelles et aussi elle
est listée dans les experts des organisations de la société commune de
I'Union européenne et le Conseil de I'Europe dans le domaine de la
jeunesse. Out of the Box est mit en ceuvre de divers projets de consultation visant a renforcer la démocratie.
Elle dispose d'un ensemble d'experts et propose des critiques de la politique, du développement du projet et de
|'évaluation des fonctions des structures de jeunesse et des citoyens.

I NTERNATIONA | =———




Des activités

Le projet se réfere aux questions clés d’organisations de jeunesse au niveau national, donc, I'aspect réel de la
participation effective et significative, la qualité d’organisation et la sensibilisation.

Les activités qui ont facilité la réalisation des objectifs comprennent la réalisation d'une étude a I'échelle
européenne, une conférence pour la présentation et la dissémination des résultats, ainsi que des activités
éducatives sous une forme de cours de formation et autres formes d’activités.

Etude - L'état actuel d’organisations de jeunesse nationales

L’étude a recueilli des informations qui s’agissent aux plusieurs questions importantes mais pas véritablement
observées. L'étude comprend les phases suivantes :

1. Préparation en ligne de I'enquéte pour I'étude et la création du systeme SPSS pour I'évaluation des résultats
de I'enquéte

2. Réalisation d'enquétes dans tous les pays ou les partenaires sont actifs

3. Application d’auto-évaluation dans les organisations de jeunesse au niveau national

4. Recueil des résultats finaux et conclusions de I’'enquéte

5. 'annonce de bilan - la démocratie dans les organisations de jeunesse nationales et les étapes comprennent
I"amélioration de fonctionnement d’elles mémes

Pendant la premiere phase, chaque partenaire a regu une vue de la structure de base des matériaux d'étude
concernant les jeunes. Les étapes clés de I'étude sont les suivants :

Les données ont été recueillies en ligne et avec l'intervention des équipes de recherche de chaque partenaire
qui avait la tache d'interroger au moins 50 organisations de jeunesse (les deux plates-formes au niveau local et
national)

Les indicateurs et I’'hypotheése ont été mis sur la premiere réunion et I'analyse a été faite sous SPSS (un total de
200 entrées minimum)

* Les partenaires identifient les documents nécessaires et les matériaux qui seront un point de repere de
I'étude (bureau d'analyse ou chaque partenaire fait référence a 5 documents et publications et a 7 a 8 pages
d’étude au moins)

Apres la réalisation de I'étude, deux événements ont été congus pour disséminer les résultats:

Une conférence ou on présente les résultats de I'étude "L'état actuel des organisations de jeunesse au niveau
national."

La conférence était un événement d'une journée, congu pour présenter les résultats de I'étude et la promotion
de la publication de la gestion organisationnelle au niveau national en 2 phases:

| - I'ouverture officielle et la présentation des autres organisations de jeunesse, y compris un panneau destiné
aux organisations de jeunesse et

lI- échange et réseautage dans le format d'un café du monde.

Ateliers pour les résultats de I'étude de I'organisation nationale de la jeunesse

L'atelier a été organisé en Macédoine et a été prévu d’étre un processus d'apprentissage ouvert pour les
organisations de jeunesse. Il se composait de trois sessions avec la participation de 15-20 organisations de
jeunesse.

Matériaux qui sont nécessaires pour travailler avec les jeunes - un Manuel de gestion organisationnelle pour les
organisations de jeunesse a |I'échelle nationale.

Cette publication est un guide professionnel destiné aux personnes qui travaillent avec les jeunes, sous la forme
d'un manuel. Le manuel est une publication thématique écrite par des formateurs de jeunes compétents qui
font partie de ce projet. Concu comme un guide facile destiné aux organisations nationales de jeunesse, qui
contient 40-50 pages de la théorie acquise grace a la gestion des organisations de jeunesse, des exemples
concrets de la fagon d'organiser les organisations nationales de jeunesse et un ensemble de ressources.



Le contenu du manuel est présenté comme suit:

¢ Introduction a la gestion organisationnelle des organisations de jeunesse
e Comment fonder une organisation nationale de jeunesse

® Le processus de prise de décision et les processus démocratiques

e Les politiques internes et la documentation des organisations de jeunesse
e Les activités et les orientations pratiques

Langues: macédonien, albanais, turc, francais, polonais et anglais

Médias: Livre et CD (CD interactif contiendra les mémes informations du livre.)

Le livre a été préparé par une équipe d'experts, y compris des examinateurs externes et
présenté au moins 50 organisations nationales.

Afin de faciliter la création du guide, une réunion de coup d'envoi d'une journée a eu lieu en Macédoine, dans
lequel chaque partenaire a envoyé un délégué a la jeunesse qui a été impliqué dans la création du livre et le CD.
La derniere conférence a eu lieu a Bruxelles afin de dissémination et présentation des résultats finales du livre
concernant le travail de la jeunesse "Le management organisationnel des organisations de jeunesse au niveau
national

La conférence est composée de 3 parties: | - La présentation et |I'ouverture officielle des autres organisations de
jeunesse, y compris un panneau sur l'organisation de la jeunesse, Il - petits ateliers pour expliquer le livre et Il -
échanges et de réseautage au format café dans le monde entier.

Ill. L'événement de multiplication

E1: Formation pour les multiplicateurs de la gouvernance démocratique dans les organisations nationales de
jeunesse

En se déroulant dans tous les pays partenaires nous avons obtenu le principal objectif de la formation donc -
assurer une bonne diffusion du projet dans autres organisations de jeunesse au niveau national; il a réuni
environ 40 participants qui viennent des pays-membres du programme Erasmus PLUS afin de les encourager a
utiliser les résultats du projet. En fournissant le savoir-faire sur la base de leur expérience de I'organisation, les
participants agissaient a la réalisation d'un changement efficace dans la gestion d’organisations de jeunes au
niveau national.

IV. Activités éducatives

Cours de formation sur le leadership consacrés aux jeunes leaders et la participation démocratique au sein des
organisations de jeunesse au niveau national.

Le cours de formation a eu lieu a Poznan, en Pologne, entre 21 et 26 Ao(t 2015, en assemblant 9 participants
venus de toutes les organisations partenaires (Pologne, Macédoine et Turquie). Les résultats de la formation (y
compris les matériels de formation au travail de jeunesse) ont été mis a disposition sous forme d'un rapport et
diffusées auprés des organisations partenaires.

C2: Cours de formation: Modeéle pour une participation active et la gestion démocratique des organisations de
jeunesse et son évaluation

Le cours de formation a eu lieu a Struga, en Macédoine, entre le 29 Septembre et 4 Octobre 2015 .Il y avait neuf
participants, capables de procéder a I'évaluation des modeles de gestion de I'organisation (de la Macédoine, la
Pologne et la Turquie). Les résultats d'évaluation ont été présentés a I'équipe du projet, qui a eu la tache de
travailler sur ['élaboration de recommandations pour I'amélioration de la gestion organisationnelle des
partenaires.

C3: La mobilité de travailleurs de jeunesse

La mobilité des 3 travailleurs de jeunesse visant a créer un rapport de la mobilité (3 rapports de tous les
travailleurs de jeunesse ont été envoyés a leur organisation hotesse). Le but du rapport était de montrer le
fonctionnement des organisations au niveau national en termes de gestion de ['organisation. Apres



I'achévement de toutes les activités de mobilité, les données communes ont étés mis en ligne pour toutes les
organisations impliquées. La mobilité a durée un mois, dans laquelle une personne de la Macédoine a été
envoyée en Belgique, une personne de la Pologne a été envoyée en Turquie et une personne de la Turquie a été
envoyée a la Macédoine.

V. Les activités locales menées par chaque partenaire de la subvention de gestion

-- Réunions au niveau national dans le but de renforcer les capacités des jeunes membres de clubs ou de
sections qui participeraient aux activités au niveau national de I'organisation.

- Réformes de la gestion au niveau national: activités, y compris des changements juridiques, des tests et des
expérimentes de gestion, des réunions d'évaluation et les rapports qui doivent étre mis en place dans le cadre
des réunions des structures exécutifs.

-Conférence de presse sur la présentation de |'étude, organisée a Skopje, Poznan, Istanbul et Bruxelles, y
compris une présentation du projet et une présentation de I'analyse comparative.

-Campagne de promotion en ligne pour augmenter l'importance de |'organisation de la jeunesse dans les
régions et attirer 'attention sur les résultats de la recherche.



Planifier une action pour la création d'un organe consultatif

Pourquoi?

La nécessité de continuation des actions des membres les plus compétents et
les activistes de |'organisation.

Espace qui fera le sentiment d'appartenance des membres qui ont dépassé les
organisations de jeunesse

Un groupe de personnes qui vont guider les nouveaux leaders dans le processus
de la gestion de I'organisation

Espace ou on intégrera les membres ainés (alumni) qui, peut- étre ne veulent pas
étre dans la structure exécutive ou étre bénévoles, mais qui sont encore engagés
dans l'organisation

Quoi?

Mise en place du conseil / Alumni Club - un groupe de personnes qui ont déja été
impliqués dans |'organisation et qui encore veulent a soutenir le développement
de I'organisation.

Offrir de I'espace et de la possibilité pour eux de continuer a étre impliqués dans
la vie de I'organisation.

Pour qui?

Les membres qui ont été actifs dans I'organisation, en particulier ceux qui ont pris
les décisions (les conseils d'administration, bureau exécutif, etc.)

Ceux qui peut-étre n'ont pas le temps libre ou qui ne veulent pas jouer un role
actif dans I'organisation, mais sont toujours intéressés a participer dans une autre
maniere

De la part de qui?

De la parte des structures de gestion actuelles de I'organisation et les
alumni eux-mémes (définir leur réle, leur contribution, des fagons a soutenir
I'organisation, etc.)

Quand Le mieux serait d'ouvrir un appel avant les nouvelles élections qui seront partagés
entre les «alumni» de I'organisation.
Maintenir la connexion avec eux et parmi eux sur une base réguliére, des
réunions annuelles, etc.

Oou Lors des réunions régulieres
Rassemblements
Evénements publics
Rassemblements / événements sociaux non formelles

Comment Comme nous le mentionnons auparavant le mieux est de former un groupe avec

un appel ouvert concernant les membres du conseil consultatif

Conceptualiser des directives claires des travaux du conseil consultatif qui sera
partagé quand l'appel sera développé

C’est important a donner de I'espace au conseil consultatif pour développer ses
fonctions

Commentaire

Cela est la maniére a élever la valeur de |'organisation, le sentiment
d’appartenance et de soutien supplémentaire dans le travail de I'organisation




La planification d'une action pour la préservation de la mémoire d'une organisation

Pourquoi?

Un besoin de préserver la mémoire organisationnelle et d’assurer le transfert du
savoir-faire d’un conseil a I'autre

Quoi?

Mise en place de plusieurs principes formels pour la préservation de la mémoire
organisationnelle, tels que :

- Pour avoir un période de transmission des connaissances et expériences entre
I’ancien et le nouveau conseil (en cette période I'ancien conseil peut transférer
des connaissances et des idées au nouveau conseil afin d'assurer la cohérence

Quelques conseils pour une transition incessant : ne pas élire un nouveau conseil
dans la méme année ou une nouvelle équipe de direction payée est remplacée
(méme année quand un nouveau directeur ou secrétaire général est choisi) ;
motiver toujours un membre du conseil d'aller pour un deuxieme mandat de
partager la mémoire organisationnelle

50 % de changements dans le conseil chaque année pour s’assurer que la moitié
du conseil aura toujours la mémoire organisationnelle, et I'année prochaine sera
remplacée par de nouveaux membres

Tenir de notes peut parfois étre difficile, il est donc préférable d'avoir un blog en
ligne ou le conseil peut partager des informations de maniéere informelle ; des
plates-formes qui peuvent étre utilisés pour cette communication : Yammer,
Trello

Pour qui?

Pour les membres de I'ancien et le nouveau conseil et en particulier pour le
nouveau conseil pour assurer la présentation de quelques points de départ.

De la part de qui?

Par les membres du conseil d'administration (ancien et le nouveau conseil). En
général, il devrait étre coordonné par les présidents du conseil (anciens et
nouveaux) Dans le cas ou Il existe un personnel / secrétariat payé, alors ce devrait
étre leur tache ainsi.

Quand Chaque fois qu'il y a une transition de |'ancien au nouveau conseil
Pour étre préparé a I'avance et mis en ceuvre une fois que I'élection passée

Oou Il peut arriver a I'organisation ; les réunions face- a-face sont préférables
(également Skype, Facebook) ou si il y a un budget autorisé, le transfert peut
contenir des voyages et des réunions ainsi.

Comment -Réunion / réunion du week-end

-Travailler ensemble sur le passage au nouveau conseil les connaissances
déterminées, les objectifs actuels et les objectifs de I’avenir




Programme d'une activité éducative sur la communication

Besoins Une meilleure communication de la mission et de la vision de différents groupes

cibles :

-Les Membres / équipe,

-Les Bénévoles,

-Le public

Sensibilisation des organisations de jeunesse et de visibilité.

But Création et mise en ceuvre de la stratégie de communication pour fournir la
transparence du travail que I'organisation est en train de faire, et de parvenir a
une plus grande sensibilisation.

Objectifs Définir les groupes cibles que vous souhaitez adresser :

- Choisir les meilleurs moyens de la communication pour tous les trois groupes
cibles: les membres, les bénévoles et d'autres personnes,

- Définir les outils de communication et d'apprendre et la maniére d’emploi (des
médias sociaux, des communiqués de presse, des conférences de presse, des
campagnes, un contact face a face etc.)

- Rassembler des idées des personnes de I'organisation,

- Préparation d’un programme/ stratégie de |'action avec un calendrier et des
points de controle (indicateurs),

- Diviser les taches parmi les personnes responsables

Méthodologie

Formation sur la communication
Consultations en ligne et analyse sur la stratégie de communication actuelle

Méthodes

- Consultations en ligne avec les membres de I'organisation afin de définir les
besoins de la communication (informations nécessaires, les outils qui sont
utilisés, etc.)

-Une planification stratégique

-Un jeu de role

-Une récapitulation courte

-Un brainstorming

-Une discussion

-Un travail en groupes thématiques

Exécution

Consultations et recherches en ligne et une formation de deux jours.

La formation devrait étre dirigée par un expert en communication ou un membre
de I'organisation qui a de |'expérience sur le sujet. |l faut créer un groupe spécial,
qui s’occupera de la communication.

La tache principale du groupe est la collecte d'inspiration (peut-étre d'autres
organisations et entreprises ou Internet), en choisissant le meilleur d’eux, la
création de la stratégie sur la communication avec 3 groupes cibles (public,
bénévoles, membres) et de prendre la responsabilité de la mise en ceuvre de la
stratégie.

Ces questions peuvent étre utiles lors de la création de la stratégie (commun a
tous les groupes cibles) :

¢ Quel type d'information peut intéresser ce groupe ?

¢ Quels sont les traits les plus caractéristiques du groupe cible ?

*Quel est la fagcon d’expression le plus efficace pour chaque group ?

¢ Quels moyens de communication sont le plus appropriés pour le groupe ?

¢ Est-ce que la communication sera interne ou externe ?




¢ Quelle est I'information la plus importante que vous souhaitez partager avec le
groupe ? (la liste de priorités)

Evaluation

Evaluation avec les membres du groupe

- Evaluation / suivi de la mise en ceuvre de la stratégie

Vérifier les indicateurs en considérant le calendrier; ils doivent étre mesurables
(si possible nombrables)

par exemple 3 annonces a Facebook chaque semaine

Commentaire

Le lien entre les actions en ligne et hors ligne sont vraiment importants. Ils
doivent se compléter mutuellement.

Choisir le bon outil de communication est essentiel de faire entendre votre
message.

L'organisation doit bien connaitre son idéologie et ses activités / sa stratégie,
avant de faire des activités communicationnelles - savoir bien votre message est
la base pour une bonne communication

Programme d'une activité éducative sur les compétences en leadership des membres comme un facteur de
renfoncer la participation et les initiatives dans le groupe des bénévoles

Besoins Besoin de leaders hautement qualifiés dans |'organisation; Ayant des
leaders motivés, qui peuvent et veulent travailler avec d'autres bénévoles.

But Développer les compétences de leadership des membres comme un facteur
de renfoncer la participation et les initiatives dans le groupe des bénévoles

Objectifs - Introduire des outils et des méthodes de soutenir les bénévoles (coaching,

mentorat, etc.)

- Partager d'expériences sur le leadership,

- Développer les compétences de facilitation et de la communication,

- Améliorer des compétences d'auto-présentation

- Développer des compétences de résolution des conflits et des problemes
- Motiver les jeunes leaders a participer activement a une organisation

Méthodologie

Cours de formation sur la base de I'éducation non formelle

Méthodes

- Pratiquer des présentations en petits groupes,
- Discuter en paires sur les expériences passées,
- Remue-méninges,

- Entrailnement,

- Des conférences et des présentations,

- Simulations,

- tutorat,

- études de cas.

Implémentation

Des formations qui durent 5 jours, congues pour les membres de diverses
organisations liées au tutorat apres la formation.

Choisir les participants ; Ils doivent étre des membres actifs d'organisations
participant a la formation, les leaders potentiels, intéressés a développer
leurs compétences en leadership et désireux de travailler davantage avec les
bénévoles dans leur organisation.

Un processus de réalisation - une sélection basée sur les expériences
précédentes sur le travail avec des bénévoles et des idées pour de
programmes d'avenir (comment ils vont utiliser leurs compétences en
leadership dans le futur). Les formateurs seront responsables de leurs
organisations existantes.




Modules de formation :

Identification des besoins spécifiques des participants et de leurs
organisations en termes de leadership et les participants actifs d'un groupe
de bénévoles

- Présenter des idées qui vont motiver les bénévoles ce que signifie d'étre
une personne active dans l'organisation, la facon d'étre un bon leader, etc.
- Outils et méthodes pour soutenir les bénévoles, le coaching, du mentorat,
de la formation , etc. - Formation sur la facilitation , la communication et les
compétences d'auto- présentation - Formation sur résolution des conflits et
des problemes

Apres la formation, les éducateurs offriront un mentorat pour les
participants. Les mentors d'une organisation travailleront avec les
participants forment les différentes organisations afin d'assurer un autre
point de vue. lls auront des réunions au moins une fois par mois et des
consultations en ligne si nécessaire.

Evaluation

- Des commentaires des participants

-Une enquéte en forme de formulaire d'évaluation,

-Un tutorat de 6 mois (6 réunions, 1 par mois pour vérifier le processus)
(consultations en ligne au cours du processus, si nécessaire) .

Commentaire

La formation doit avoir un effet de diffusion du savoir
en augmentant le nombre des volontaires dans les organisations et devrait
conduire a la motivation a long terme de leaders actifs




Programme d'une activité éducative sur les approches participatives au sein de |'organisation

Besoins

Améliorer les compétences et les capacités des personnes impliquées dans
|'organisation

Garder les bénévoles dans |'organisation, garantir la continuité de leur
travail

Renforcer le sentiment d'appropriation de I'organisation de membres
Accroitre la participation active des bénévoles dans I'organisation

But

Accroitre les compétences de management de |'organisation des membres
du conseil d'une maniére participative
Inclure des bénévoles dans |'organisation

Objectifs

Les membres du conseil devraient de comprendre les besoins et les
perspectives des membres de leur organisation. lls croient qu'il est
avantageux d'assurer un espace pour les idées des membres
d'organisation et de soutenir leurs initiatives. Ils ont les compétences
nécessaires de bénéficier des idées et des initiatives des membres.

Méthodologie

Cours de formation durant un week-end composé d'activités d'éducation
non formelles

Méthodes

- Pratiquer des exercices de réflexion, faire une analyse de |'organisation et
composer une carte de I'empathie

-Partager les meilleures pratiques

- Donner des contribution théorique, présentation des pratiques
efficaces, faire une comparaison avec d'autres organisations et leurs
méthodes

Implémentation

- Participation des principaux décideurs dans I'organisation

- Amener une personne ayant des compétences dans la gestion
stratégique

- Créer un environnement et I'atmosphére plaisant

Evaluation

- Evaluation faite de participants

- Suivre et évaluer des changements mis en ceuvre dans le travail avec les
membres

- Comparaison du nombre d'indicateurs avant et aprés la formation :

1) le nombre de réunions entre le conseil et les membres de |I'organisation
;

2) le nombre de participants au cours des réunions ;

3) le nombre de projets initiés par des gens qui ne sont pas membres du
conseil administratif

Commentaire

La formation pourrait conduire a proposer des changements dans la
gestion de |'organisation et a proposer les moyens / outils utilisés pour
I'inclusion des membres de |'organisation par exemple, la création de
nouveaux groupes de travail, de nouveau canal de communication, plus de
réunion , etc. )




Planification d'une réunion de bienvenue

Pourquoi? - Pour expliquer la mission et la vision aux nouveaux
membres dans |'organisation
- Pour présenter les opportunités qu'offre I'organisation aux
nouveaux membres

Quoi? - Réalisation d'une réunion de bienvenue sous la forme d'un
atelier

Pour qui? Pour les nouveaux membres de |I'organisation et ceux qui

veulent trouver leur place dans |'organisation

De la parte de qui?

L'activité devrait étre menée par des éducateurs de '
organisation.

Quand?

L'activité devrait étre réalisée peu de temps apres le
recrutement annuel et répétée lorsque |'organisation est
confrontée avec un changement dans la structure du
programme, pendant les élections, lors de I'apparition des
nouvelles taches et lors de la préparation d'un nouveau
programme et d'une nouvelle stratégie.

ou?

Dans les propriétés de I'organisation

Comment?

Présentation de |'organisation (quelle est leur mission, la
structure, leur vision etc.)

- Tache de traduire la mission et la vision de I'organisation en
utilisant une promotion, des affiches, des brochures, etc.

- La tache de créer une présentation visuelle de I'idée de
|'organisation

- «Discours d'ascenseur», ou ils présenteront une
organisation a court et son objectif (mission et vision) en 1
minute

- Présentation d'une courte histoire ou un film sur les
opportunités offertes par I'organisation

- La tache de préparer un plan de carriére pour les membres,
avec l'aide des personnes compétentes

- Les personnes sont invités a réfléchir sur leurs expériences
antérieures dans les organisations / projets / activités de
groupe, en les demandant d'identifier les expériences les plus
importantes ainsi que le type de compétences et de
connaissances acquises a travers eux.

Commentaires

Cet exercice est important pour tous les membres qui
participent a I'organisation, dans le but de trouver et de
remplir leur réle dans I'organisation et développer leur
propre potentiel personnel et professionnel, tandis que dans
le méme temps avec leur expertise de contribuer au progres
de l'organisation.




Outil d'auto- évaluation pour le développement organisationnel

Cet outil a comme but a donner une brieve observation du développement organisationnel pour évaluer la
situation actuelle dans leurs organisations. Les principes essentiels sont exacts pour toutes les organisations
bien administrées, indépendamment de leur mission, leur niveau de travail (local ou international) , qu'elles
soient grandes ou petites ou dirigées par du personnel rémunéré (employés), etc.

Qu'est-ce que le développement organisationnel et pourquoi est-il important ?

Le développement organisationnel est le processus par lequel une organisation développe la capacité interne
pour étre le plus efficace dans I'implémentation de sa mission de travailler et se maintenir a long terme. Ce
processus comprend un examen des questions et des processus associés aux 9 piliers fondamentaux de
développement organisationnel :

. Vision et mission

. Structure organisationnelle

. Administration

. Flux d'information et prise de décision

. Gestion de ressources humaines

. Engagement des intervenants et rétention
. Technologie et Infrastructure

. Revue et gestion financiere

. Renouvellement organisationnel
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Le développement organisationnel n'est pas un processus final, au contraire il est continuel et progressive et
doit étre surveillée par le conseil et la gestion de I'organisation. Cela servira comme une assurance que
I'organisation a la capacité de s'adapter aux nouvelles conditions et opportunités, et de prospérer

Le pilier de la vision et de la mission devrait étre la priorité de |'organisation et il est le premier qui doit étre
réglé. Tous les autres piliers sont d'une importance égale dans I'organisation. Les priorités organisationnelles
entre les piliers varierent au cours des différentes étapes de la vie de votre organisation.

Les meilleures approches de développement organisationnel sont de nature holistique. Les organisations ont
besoin de surveiller et changer simultanément chaque pilier, si ile est possible ou nécessaire. Investissements
supplémentaires peuvent étre inévitables dans les zones ou la barriere apparaitra en raison de l'inconséquence
d'un probléme dans les piliers.

Par exemple, si vous n’étes pas capable de montrer au donneur potentiel que vous avez des outils de
management des fonds bien établis, c’est possible que vous ne obteniez de l'argent jusqu'a ce que le probléme
soit résolu.

Cette approche permet a I'organisation de répondre aux besoins de développement organisationnel et de les
sanctionner par le degré d’urgence.

Qui peut utiliser cet outil ?
Tout le monde peut utiliser cet outil, mais le niveau de capacité de faire un changement efficace dans votre

organisation dépendra de la quantité de personnes d'influence que vous avez et la possibilité de convaincre
votre structure de gestion de participer dans ce processus avec vous.



Comment utiliser cet outil?

Vous pouvez:

Compléter I'outil individuellement, selon votre opinion. Cela vous donnera une conception de I'évolution de
votre organisation, vous aider a détecter les blocages existants et d'identifier les domaines ou vous pourriez étre
en mesure d'influencer le changement dans votre role actuel.

e L'approche de votre organisme de gouvernance avec cet outil. Demandez si ce concept est I'objet d'intéresse.

e Si vous faites partie d'un groupe des bénévoles, vous devez obtenir un groupe de décideurs collegues
ensemble, passer par I'outil ensemble et discuter de vos réponses a chacune des sections.

Comment fonctionne cet outil?

Pour chacun des 9 piliers essentiels du développement organisationnel, il ya une liste d'énoncés qui
conceptualisent les meilleures pratiques dans le domaine du développement.

Pour chaque annonce, vous avez trois réponses possibles a choisir:

¢ Oui: En cochant cette case vous indiquez que ce processus, cette systéeme, cette procédure, ce plan ou cette
structure sont déja implémentés dans I'organisation.

¢ Non: En cochant cette case vous indiquez qu'aucun de ce processus, cette systéme, cette procédure, ce plan
ou cette structure est implémenté dans I'organisation.

e Peut-étre: En cochant cette case vous indiquez que il existe un désaccord ou une incertitude des répondants
(par exemple, certaines personnes ont accepté et certains étaient en désaccord sur la bonne réponse, indiquant
gu'on doit clarifier le sujet par une discussion)

Alors qu'est-ce que nous devrons faire apres utilisation de cet outil ?

Cet outil est destiné a susciter une discussion dans votre organisation. Travaillez individuellement ou
collectivement vos résultats. Quel est le point le plus fort de votre organisation ? Quel est le point le plus
faible de votre organisation? En vertu des quels piliers et les indicateurs y avait le plus de confusion ou de
désaccord? Est-ce que les parties ou il y avait de confusion et de désaccord sont juxtaposés avec les certaines
défis que l'organisation a déja confrontée ? Quelles lecons pouvez-vous apporter de I'expérience ci-jointe qui
vous aideront dans les positions actuelles ou futures?

Quels sont les principaux problemes qui devraient étre abordés immédiatement pour améliorer la capacité
de votre organisation a mener son travail? Pour arriver de répondre a cette question cela peu étre tres
simple, par exemple a travers de la discussion qui précisera la facon dont les décisions sont prises et qui le
prends, ou a travers des approches plus complexes telle que I'élaboration d'un plan stratégique.

Consultez les ressources a la fin de ce document de soutien, d'idées et de modéles.

Consulter I'outil souvent pour suivre les progrés et s'assurer qu'aucune zone centrale du développement
organisationnel n'est négligé.



Evaluez votre organisation a l'aide de I'outil d'auto-évaluation:

1. Vision et mission

INDICATEUR

oul

NON

PEUT
ETRE

La vision de notre organisation est complete et décrit exactement comment le
monde pourrait ressembler si nous réussissons a la mettre en ceuvre.

La mission de notre organisation décrit exactement comment nous allons
réaliser notre vision et nos valeurs.

Notre personnel et le conseil d'administration sont familiers avec notre mission
et vision, et sont profondément engagés a |'objectif de notre organisation.

Lorsque nous développons un nouveau plan de long terme ou plan stratégique,
nous passons en revue notre vision et mission pour s'assurer qu'il soit toujours
pertinent.

Lors de la planification de nouvelles activités, nous revenons toujours a la
mission et la vision de I'organisation. Nous I'utilisons comme un point de
référence pour nous aider a décider ce que nous allons faire et, encore plus
important, ce que nous ne ferons pas.

Lorsque nous communiquons avec les personnes en dehors de notre
organisation, notre message refléte a la mission et a la vision de |'organisation.

Nous avons des moyens pour évaluer et mesurer le succes de notre mission.

Nous révisons notre vision et mission chaque année pour s'assurer qu'elles
soient toujours d'actualité, étant donné les changements significatifs dans
notre environnement de travail (par exemple les changements politiques, le
travail d'autres organisations).

2. Structure organisationnelle

INDICATEUR

oul

NON

PEUT
ETRE

Une description de poste de travail avec des responsabilités clairement définis
et des rapports spécifiés est approuvée pour toutes les positions qu'elles aient
été contractuelles ou bénévoles.

Notre organisation comprend des conditions de travail adéquates et
sécuritaires et des attentes claires et documentées concernant le
comportement acceptable des employés et I'attitude spécifique a I'égard de
I'intimidation.

Notre organisation a entrepris et documenté les principes de fonctionnement
et les valeurs qui guident nos activités quotidiennes (par ex. La participation, la
transparence, |'égalité des sexes, etc.).

Les responsabilités de gestion dans notre organisation sont claires. Nous
savons exactement qui est responsable de la gestion financiére, les ressources
humaines, la planification, la collecte de fonds, etc.

Les structures, systémes et processus de notre organisation sont définies d'une
maniére qui facilite notre travail (par ex. Distribution de la charge de travail, la
coordination des taches, prise de décision, la collecte d'informations, etc.).




3. Administration

INDICATEUR

oul

NON

PEUT
ETRE

Notre organisation a des leaders forts avec une vision claire pour
I'organisation qui inspirent nos employés et bénévoles.

Notre organisation a un statut Iégal dans le/les pays ou elle agit.

Notre organisation respecte toutes les obligations |égales (par exemple. Les
rapports annuels définitifs pour le gouvernement ou les bailleurs de fonds,
des audits financiers dans le cas échéant, le respect de droit de I'emploi,
etc.).

Notre organisation a un conseil d'administration en fonctionnement ou de
corps de gouvernance équivalent qui fournit une surveillance efficace et une
direction stratégique.

Notre organisation a une politique qui régit le conseil d'administration, qui
couvre des questions telles que la composition du conseil d'administration,
les compétences, les procédures, la durée du mandat, la diversité, etc.

Les membres du conseil recoivent |'orientation de notre organisation et leur
role.

La relation de travail entre le personnel et le conseil est positive, productive
et en respectant mutuellement les différences entre les deux réles.

4. Flux d'information et prise de décision

INDICATEUR

oul

NON

PEUT
ETRE

Les processus de prise de décision et qui possede le pouvoir de prendre des
décisions dans notre organisation sont claires pour toutes les parties
concernées, et fonctionnent bien.

Nous avons des moyens efficaces pour assurer la bonne communication
entre les personnes de notre organisation, donc tout le monde a acces a
I'information dont il en a besoin pour effectuer son travail correctement (par
ex. des réunions du personnel, e-mail etc.).

Nous avons les moyens efficaces pour gérer l'information qui vient dans
notre Organisation, afin que les personnes aient ce qu'il soit nécessaire pour
leur travail, mais ne soient pas dépassés (par exemple fichiers partagés,
bases de données, Internet).

Nous avons identifié les porte-parole publics de notre organisation, et tout le
monde comprend et respecte ces roles.

Nous avons des processus et des systémes en place pour s'assurer que nous
avons le droit des informations nécessaires pour prendre des décisions.

Nous sommes en mesure de prendre des décisions importantes en temps
opportun d'accroitre les possibilités et réduire les risques.




5. Gestion de ressources humaines

INDICATEUR oul NON PEUT
ETRE

Notre organisation a une politique de gestion des ressources humaines

gu'elle est documentée et approuvée par une autorité comme l'instance

dirigeante de I'organisation.

Nos politiques et nos ressources humaines coincident avec la législation de la

juridiction en vertu de laquelle elle opére notre organisation.

Nos politiques de gestion des ressources humaines sont régulierement revus

et ajustés si nécessaire.

Notre organisation dispose d'un processus formel en place pour examiner les

besoins du personnel sur une base annuelle, ce qui conduit a un plan pour

répondre a ces besoins.

Recrutement et sélection pour les postes rémunérés ou non est une grace,

objectif, processus cohérent et documenté.

Tous les nouveaux employés ou bénévoles qui ont étés regus sur une

position dans notre organisation ont signé un accord qui a nommé la relation

de travail entre I'individu et I'organisation, y compris le salaire, les avantages

sociaux et les heures de travail.

Tout employé et / ou bénévole a une description de poste claire et regoit une

orientation compléte sur notre organisation et son role.

Nous passons en revue les performances et la charge de travail des employés

et des bénévoles et fournissons une rétroaction réguliere.

Nous n'avons eu aucun probleme sérieux avec le personnel dans les 3

derniéres années (par exemple. Licenciement, litiges, postes vacants a long

terme, etc.).

Nous nous occupons efficacement des conflits au sein de notre organisation

qguand ils surviennent.

Les employés et les bénévoles ont les compétences et le soutien nécessaires

pour étre efficaces dans leurs roles.

6. Engagement des intervenants et rétention

INDICATEUR oul NON PEUT

ETRE

Nous avons de bonnes relations de travail avec les personnes de I'extérieur
de notre organisation avec qui nous collaborons plus étroitement avec (par
exemple, les bénéficiaires des programmes, membres, donateurs,
partenaires)

Nous communiquons régulierement et de maniére transparente avec nos
membres, nos clients et les partenaires du programme.

Nous consultons souvent avec nos membres, les bénéficiaires de notre
programme et les partenaires concernés sur la fagcon dont nous mettons en
ceuvre notre mission et de nouvelles idées pour les programmes et activités.




Les utilisateurs de notre programme, les membres, les partenaires et les
bénévoles sont fiers d'étre impliqués dans notre organisation et font la
dissémination de nos valeurs sans reseve.

Chaque année, notre organisation soutient et approfondit nos relations avec
partenaires, les bénéficiaires du programme, les membres et les autres
parties prenantes clés.

7. Technologie et infrastructure

INDICATEUR

Ooul

NON

PEUT
ETRE

Les outils, les équipements et les processus que nous utilisons sont
appropriés et adéquats pour nous fournir des performances de haute
qualité.

L'espace de travail physique (hors site ou sur site) peut accueillir le travail qui
doit étre fait et les personnes qui I'effectuent.

L'apparence physique de I'espace de travail permet une meilleure
coordination et |'exécution des taches.

Il existe des systémes et des processus en place pour recueillir, enregistrer et
faire rapport sur l'information qui est importante pour le travail de
I'organisation.

L'espace de travail est accessible et favorable aux personnes handicapées.

Il'y a des fournitures adéquates disponibles pour le travail qui doit étre fait.

Nous avons une infrastructure adéquate (acces Internet, des téléphones, des
imprimantes et des bureaux) pour soutenir le travail qui doit étre fait.

8. Revue et gestion financiéere

INDICATEUR

oul

NON

PEUT
ETRE

Notre organisation a écrit les politiques et procédures financieres qui sont
utilisés de de maniere appropriée (par exemple, la budgétisation,
I'autorisation de dépenses, les achats, la signature des cheques).

Notre organisation a un budget annuel que nous surveillons régulierement et
rapportons a notre organisme de gouvernance.

Nous avons un systéme financier qui est comprit et utilisé par le personnel et
I'administration concernés (par ex. Contréle de la performance en termes de
budget et de Il'adaptation, la planification et le suivi de la circulation des
fonds, détournement de fonds, etc.).

Nos systémes de gestion financiere sont supervisés par un comptable qualifié
ou d'autres professionnels compétents.

Nos systémes de gestion financiere comprennent des controles internes pour
veiller a ce que plus d'une personne soit impliquée dans la surveillance
financiere.

Les comptes de notre organisation sont régulierement examinés par un




expert externe et aucun probléme n'a été trouvée dans les trois dernieres
années.

Notre organisation connait en avance la plus part des ressources financiers
de I'organisation pour I'année a venir.

Notre organisation a une stratégie de collecte de fonds ou stratégie de
revenu, et tout le monde et tout le monde est conscient de son role dans son
exécution.

Nous recevons des revenus provenant de sources multiples (Par ex.
donateurs administratives ou institutionnelles, la vente de produits ou de
services, les dons individuels, des événements spéciaux, etc.).

Lorsque nous développons des propositions de financement, nous avons
inclus un montant réaliste pour nos propres colts administratifs, et
comprennent la valeur des contributions non-cash / en nature que nous
recevons (par exemple heures de bénévolat, don de matériel ou de I'espace).

L'argent que nous recevons est consacré a des activités qui nous semblent les
plus importants pour réaliser notre vision et de la mission.

9. Renouvellement organisationnel

INDICATEUR

Ooul

NON

PEUT
ETRE

Notre organisation a pris en compte le changement de direction, et nous
savons ce que nous ferions si notre chef a quitté I'organisation .

Nous encourageons le développement professionnel au sein de notre
personnel et des bénévoles.

Avec une gratitude appropriée nous reconnaissons les contributions de
I'ensemble des employés et des bénévoles.

Notre organisation a établi des politiques et des pratiques qui prennent en
charge et de concilier le travail et la vie de ces employés pour étre efficace et
motivé dans le long terme.

Nous réfléchissons régulierement sur la fagcon dont nous travaillons
ensemble et faire des ajustements en fonction de la charge de travail.

Nous avons mise en place une planification stratégique pour engager de
nouveaux supporters, le personnel, les membres et les bénévoles dans notre
travail.
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Pakiet szkoleniowy " Zarzadzanie organziacjg dla podmiotéw mtodziezowych dziatgcych na poziomie
krajowym " zostat opracowany w ramach Projektu Strategicznego “Honeycomb of Participation in
National Level Youth Organizations”
Pakiet szkoleniowy ma na celu zmotywowanie do wiekszej pracy z mtodziezag w temacie demokracji w
ramach organizacji mtodziezowych, tak, by wiecej mtodych ludzi miato swoj gtos w spoteczenstwie.
Mamy nadzieje, ze pakiet ten bedzie inspiracjg dla Waszej pracy w najblizszym czasie.

Center for Intercultural Dialogue

Kumanovo, Listopad 2015
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Dzieki wsparciu programu Erasmus + Unii Europejskiej

Wsparcie Komisji Europejskiej i Macedonskiej Narodowej Agencji Programu Erasmus + w powstaniu
tej publikacji nie stanowi poparcia dla jej tresci, ktére odzwierciedlajg jedynie poglady autordw.
Komisja i Macedonska Krajowa Agencja Programu Erasmus + nie ponosi odpowiedzialnosci za

jakiekolwiek wykorzystanie znajdujacych sie w niej tresci.



O projekcie

Projekt " Honeycomb of Participation in National Level Youth Organizations " zajmuje sie jednym z
kluczowych zagadnien w organizowaniu sie mtfodziezy na szczeblu krajowym: aspektem realnego i
znaczacego uczestnictwa, zarzadzania jakoscig i zwiekszania zasiegu dziatan.

Projekt trwat od stycznia do grudnia 2015 roku angazujac czterech partneréw CID Macedonia. Centrum
Inicjatyw Mtodziezowych Horyzonty, TOG Turcja i Out of the Box International Belgia,

Innowacyjnos¢ projektu zawiera sie samym jego temacie. W poprzednim programie (Mfodziez w
Dziataniu), ale réwniez w biezagcym Erasmus Plus, wiele organizacji mtodziezowych okresla sie jako
struktury na poziomie krajowym. Oznacza to, ze pracujg z mtodziezg pochodzacych z réznych obszaréw
i ze mtodziez ma gtos w kwestii ich dziatalnosci. Jednak temat zdolnosci organizacji mtodziezowych, by
uruchomi¢ efektywne zarzadzanie krajowa organizacja mfodziezowa nigdy nie zostat szczegdtowo
podjety w zadnym programie lub badaniu i jest to wyraZnie konieczne.

Projekt porusza nastepujgce zagadnienia:

1. Jak zarzadza¢ demokratycznie organizacjami i klubami mtodziezowymi w réznych miastach i tgczy¢
je na poziomie krajowym w znaczacy sposéb

2. Jak zapewni¢ aktywne uczestnictwo i powigzanie mtodych ludzi z obszaréw wiejskich i odlegtych, z
gtéwnym sekretariatem organizacji

3. Jak podejmowac temat polityki miodziezowej oraz zapewni¢ skuteczng europejskg wspotprace
miedzy mtodziezg z lokalnych klubow i sekretariatdéw miodziezy na szczeblu krajowym

4. Czy lokalne kluby mtodziezowe dajg wystarczajgcy przestrzen dla praktycznej realizacji strategii i
rozwoju kompetencji

Projekt zbudowany jest wokot wielkiej potrzeby organizacji mtodziezowych dziatajacych na poziomie
krajowym — co zrobi¢ aby ich praca byta skuteczna i aby zapewniata miejsce dla prawdziwego i
znaczacego uczestnictwa. Wazne jest, aby podejmowad takie kwestie jak demokratyczne uczestnictwo
w organizacjach mtodziezowych na szczeblu krajowym, zanim bedzie sie w stanie zwiekszy¢ jakos¢
pracy z mtodziezg. CID réwniez tworzy krajowg sie¢ klubow mtodziezowych majaca na celu zwiekszenie
jakosci ich pracy w oddziatach w catym kraju. To samo dzieje sie w krajach partnerskich.

Tak wiec gtéwnym celem projektu jest wzmocnienie potencjatu i trwatosci organizacji mtodziezowych
poprzez rozwoj kompetencji ich demokratycznego przywddztwa i struktury zarzadzania dla dziatan na
poziomie krajowym.

Cele projektu sg nastepujace:

- Wypracowanie wspolnego rozumienia poje¢ zwigzanych z demokratycznym przywddztwem w
organizacjach mifodziezowych na poziomie krajowym, takich jak: demokracja, uczestnictwo i
przywodztwo, spoteczenstwo obywatelskie, prawa cztowieka i obywatelstwo

- Zwiekszenie Swiadomosci uczestnikdw i zapewnienie przestrzeni do refleksji nad wartoscig
mtodziezowych organizacji/struktur - ich roli i wptywu jako demokratycznych przywddcow w
spoteczenstwie

- Rozwiniecie zdolnosci uczestnikow do odnoszenia pracy ich organizacji do polityki mtodziezowej i
dostarczenie im aktualnych badan na temat zarzadzania organizacjami mtodziezowymi na poziomie
krajowym

- rozwiniecie wiedzy uczestnikdw i znajomosci réznych form uczestnictwa mtodziezy poprzez
organizacje mfodziezowe, oraz ich zastosowanie w zarzgdzaniu organizacjami miodziezowymi na
poziomie krajowym



- okresdlenie i rozwiniecie kompetencji przywddczych i obywatelskich, a takze odpowiednich
umiejetnosci zarzadzania (zarzadzanie konfliktami, rzecznictwo, motywacja, wspdlne przywddztwo,
podejmowanie decyzji, planowanie strategiczne, zarzadzanie zasobami)

- Wspieranie uczestnikdw w analizie i dalszym rozwoju proceséw i mechanizmoéw wewnetrznych
organizacji w celu wzmocnienia ich pracy jako organizacji mfodziezowych na poziomie krajowym

Partnerzy projektu

Centrum Inicjatyw Mtodziezowych Horyzonty (CIM Horyzonty) to organizacja mtodziezowa, cztonek
miedzynarodowej sieci o nazwie Youth for Exchange and Understanding International (YEU
International). Podobnie jak YEU International Horyzonty majg na celu promowanie porozumienia
miedzykulturowego i wspotpracy poprzez realizacje lokalnych i miedzynarodowych projektéw z
udziatem mfodych ludzi z réznych $rodowisk kulturowych i spotecznych, a takie promowanie
wolontariatu i uczestnictwa mtodziezy poprzez wymiany mitodziezy, dtugoterminowe projekty
edukacyjne i szkolenia. Organizacja dziata na poziomie regionalnym w regionie wielkopolskim
realizujac tez dziatania w catym kraju.

Toplum Gondllileri Vakfi (TOG — Community Volunteers Foudnation) zostata zatozona w grudniu 2002
roku Fundacja przyczynia sie do rozwoju osobistego mtodych ludzi, zachecajac ich do uczestnictwa w
projektach z zakresu odpowiedzialnosci spotecznej jako wolontariusze. Kazdego roku Fundacja wspiera
realizacje ponad 1000 projektéw i dziatan realizowanych przez okoto 40.000 mtodych ludzi w ponad
120 klubach uniwersyteckich. TOG szkoli trenerdw, ktorzy realizujg szkolenia na tematy takie jak
wolontariat, zarzadzanie projektami, prawa cztowieka, prawa socjalne, zdrowie reprodukcyjne,
Swiadomosc¢ zdrowotna i zarzadzanie organizacja, oferuje wsparcie akademickich klubach studenckich,
w zaleznosci od potrzeb, zapewnia mozliwosci stypendialne i staze dla mtodych ludzi, tworzy warunki
do nauki, ktore zwiekszajg mobilnos¢ mtodziezy, ktéra z kolei wspiera uczenie sie od innych mtodych
ludzi i organizacji mtodziezowych, bada i wspétpracuje z wszystkimi zainteresowanymi stronami w celu
zwiekszenia Swiadomosci na temat potrzeb studentéw w sferze publicznej.

Out of the Box International, jest ekspercka organizacjg non-profit dziatajgca w dziedzinie Swiadczenia
projektéw szkoleniowych i wspierajacych. Jest dostawcy ustug dla miedzynarodowych organizacji
miodziezowych z siedzibg w Brukseli, a takze znajduje sie na liscie organizacji eksperckich Wspdlnego
Partnerstwa Unii Europejskiej i Rady Europy w Dziedzinie Mtodziezy. Out of the Box realizuje rézne
projekty doradcze zmierzajace do zwiekszenia demokracji. Posiada szereg ekspertdéw i oferuje opinie
polityczne, rozwoj projektow i ocene funkcji struktur mtodziezowych i obywatelskich.

Dziatania w projekcie

Projekt zajmuje sie jednym z kluczowych zagadnien w organizowaniu sie miodziezy na szczeblu
krajowym: aspektem realnego i znaczgcego uczestnictwa, zarzadzania jakoscig i zwiekszania zasiegu
dziatan. Dziatania, ktére prowadzity do osiaggniecia celéw obejmowaty wykonanie badania na skale
europejska, konferencje prezentujgcg i upowszechniajgcg rezultaty projektu, a takze dziatania
edukacyjne w formie szkolen i mobilnosci.

Badanie State-of-Play of National Level Youth Organisations (Stan organizacji mtodziezowych
dziatajacych na szczeblu krajowym)



Badanie zebrato informacje na temat kilku kwestii, ktére sg wazne i nigdy dotad nie byty
badane. Skfadato sie ono z nastepujacych faz:

1: Przygotowanie ankiety online do badania i stworzenia systemu SPSS dla oceny wynikéw
badan;

2: Prowadzenie badan we wszystkich krajach, w ktérych dziatajg partnerzy;

3: Przeprowadzenie kwestionariusza samooceny w organizacjach mtodziezowych na poziomie
krajowym;

4: Ostateczne wyniki i wnioski z badania;

5: Publikacja na temat stanu demokracji w organizacjach mfodziezowych dziatajagcych na
szczeblu krajowym oraz krokédw do poprawy poziomu zarzadzania w krajowych organizacji
mtodziezowych.

Kazdy partner na etapie przygotowania otrzymat zarys podstawowych ram dla badan i
materiaty do pracy z mtodzieza. Kluczowe etapy badan:

e Dane zostaty zebrane online i podczas spotkan zespotéw badawczych kazdego z partneréw,
ktory miat za zadanie przeprowadzi¢ wywiad z co najmniej 50 organizacjami mfodziezowymi
(zaréwno platformami na poziomie lokalnym jak i krajowym)

e Hipoteza i wskazniki zostaty ustalone na pierwszym spotkaniu, a analize przeprowadzono w
SPSS (w sumie 200 pozycji)

e Partnerzy zidentyfikowali potrzebne dokumenty i materiaty jako punkt odniesienia dla
badania (analiza dostepnych dokumentéw, gdzie kazdy PARTNER odwotat sie do co najmniej 5
dokumentéw i publikacji w badaniu liczagcym minimum 7-8 stron)

Po realizacji badania przewidziano dwa wydarzenia majace na celu rozpowszechniania
wynikow:

Konferencja prezentujgca wyniki badania (Stan organizacji mtodziezowych dziatajagcych na
poziomie krajowym)

Konferencja byfta jednodniowym wydarzeniem majacym na celu zaprezentowanie wynikéw
badan oraz promocje publikacji na temat zarzadzania organizacjami na szczeblu krajowym.
Skfadata sie ona z dwdch czesci:

| - prezentacja i oficjalne otwarcie dla innych organizacji mtodziezowych, w tym panel na temat
organizowania sie mfodziezy

Il — wymiana informacji i tworzenie sieci w formie world cafe (kawiarenka $wiatowa).

Warsztaty na temat wynikdw badan organizowania sie mtodziezy na poziomie krajowym

Warsztaty odbyty sie w Macedonii i zostaty zaprojektowane jako otwarty proces uczenia sie dla
organizacji miodziezowych. Skfadaty sie 3 sesji z udziatem 15-20 krajowych organizacji
mtodziezowych.



Materiat dla pracownikow mtodziezowych - Zestaw szkoleniowy Zarzadzanie organziacjg dla
podmiotow mtodziezowych dziatacych na szczeblu krajowym

Jest to profesjonalny poradnik dla pracownikéw miodziezowych w postaci zestawu
szkoleniowego (training kit). Zestaw szkoleniowy jest publikacjg tematyczng napisang przez
doswiadczonych trenerow mtodziezowych, ktorzy brali udziat w projekcie. Zostat
zaprojektowany, jako fatwy w uzyciu przewodnik dla organizacji mtodziezowych na szczeblu
krajowym, zawierajacy 40-50 stron wiedzy teoretycznej na temat zarzadzania organizacjami
miodziezowymi, cze$¢ praktyczng jak zarzadzac organizacja mtodziezowg na szczeblu krajowym
oraz zestaw niezbednych srodkéw.

Zawartos$¢ przewodnika obejmuje:

e Wprowadzenie do zarzgdzania organizacjg w organizacjach mtodziezowych
e Jak zatozy¢ organizacje mtodziezowg dziatajgca na poziomie krajowym

* podejmowanie decyzji i procesy demokratyczne

e polityki wewnetrzne i dokumenty organizacji mtodziezowych

e moduty praktyczne i wytyczne

Jezyki: macedonski, albanski, turecki, francuski, polski i angielski

Media: Ksigzka i CD (Te same informacje sg zawarte w interaktywnym CD)

Ksigzka zostata przygotowana przez zespdt ekspertéow, w tym recenzentdw zewnetrznych i
zaprezentowana w co najmniej 50 organizacjach krajowego szczebla.

W stworzeniu poradnika pomogto, catodniowe spotkanie inaugurujgce w Macedonii, na ktdre
kazdy z partnerow wystat jednego pracownika mtodziezowego, zaangazowanego w tworzenie
ksigzki i ptyty CD.

W celach rozpowszechnienia rezultatéw projektu, finatowa konferencyjna prezentujgca
publikacje "Zarzadzanie organziacjg dla podmiotdw mtodziezowych dziatagcych na poziomie
krajowym" odbyfa sie w Brukseli, aby przedstawi¢ wyniki projektu zawarte w publikacji do pracy
z mtodziezg na temat zarzgdzania organizacjami na szczeblu krajowym.

Skfadata sie ona z 3 czesci:

| — prezentacji i oficjalnego otwarcie dla innych organizacji mtodziezowych, w tym panelu na
temat organizowania sie mtodziezy

Il - krétkiego warsztatu, na temat tego w jaki sposéb korzystac z publikacji

[l = wymiany informacji i tworzenia sieci w formie world cafe (kawiarenki $wiatowa)

Dziatania upowszechniajgce rezultaty projektu

E1l: warsztaty dla multiplikatorow demokratycznego zarzadzania w krajowych organizacjach
mtodziezowych

Gtéwnym celem warsztatéw byto zapewnienie wtasciwego rozpowszechniania projektu dla
innych organizacji mtodziezowych na szczeblu krajowym. Warsztaty miaty miejsce we
wszystkich krajach partnerskich, zgromadzity okoto 40 uczestnikow z krajow uczestniczacych w
programie Erasmus Plus, aby zacheci¢ ich do korzystania z rezultatow projektu, poprzez
przekazanie wiedzy i umiejetnosci, w oparciu o ich doswiadczenia organizacyjne, tak aby
skutecznie mogli pracowali nad wprowadzaniem zmian w zarzadzaniu organizacjami
miodziezowymi na szczeblu krajowym.




Dziatania edukacyjne

C1: Szkolenie dla lideréw mtodziezowych na temat demokratycznego przywédztwa oraz
uczestnictwa w organizacjach mfodziezowych dziatajgcych na szczeblu krajowym

Szkolenie odbyto sie w Poznaniu, w dniach 21-26 sierpnia 2015 r. Uczestniczyfo w nim 9
uczestnikdw z 3 organizacji partnerskich ( z Polski, Macedonii i Turcji). Rezultaty szkolenia (w
postaci materiatéw szkoleniowych do pracy z mtodziezg) zostaty udostepnione w formie
raportu i rozestane do organizacji partnerskich.

C2: Szkolenie: Model aktywnego uczestnictwa i demokratycznego zarzadzania organizacjami
mtodziezowych i ich ocena

Szkolenie odbyto sie w Strudze w Macedonii, w dniach 29 wrzesnia - 4 pazdziernika 2015 roku.
Wozieto w nim udziat 9 uczestnikdw, ktéry przeprowadzili ocene modeli zarzadzania
organizacjami (z Macedonii, Polski i Turcji). Sprawozdania z oceny zostaty dostarczone
zespotowi projektowemu, ktéry miat za zadanie opracowac¢ rekomendacje dla poprawy
zarzadzania organizacjami.

C3: Mobilnosci pracownikéw mtodziezowych

Mobilnosci trzech pracownikéw mtodziezowych miaty na celu stworzenie raportu mobilnosci (3
raporty od wszystkich zaangazowanych pracownikéw mtodziezowych wystanych do organizacji
goszczacych). Raport koncentruje sie na pokazaniu w jaki sposdb organizacja dziatajgca na
szczeblu krajowym dziata w zakresie zarzadzania organizacja. Po zakonczeniu wszystkich dziatan
zwigzanych z mobilnoscig, dane opracowane w ich trakcie zostaty udostepnione online dla
wszystkich zainteresowanych organizacji. Kazda mobilno$¢ trwata miesigc, podczas ktdrego
jedna osoba z Macedonii zostata wystana do Belgii, jedna z Polski do Turcji i jedna z Turcji do
Macedonii.

Dziatania lokalne prowadzone przez kazdego partnera

-- Spotkania na szczeblu krajowym majgce na celu budowanie zdolnosci cztonkéw klubow
miodziezowych i sekcji do udziatu w pracach krajowego poziomu organizacji.

- Reformy zarzadzania na szczeblu krajowym: dziatania takie jak zmiany prawne, testowanie
réznych sposobdw zarzadzania, spotkania ewaluacyjne i sprawozdawczos¢, ktére powinny by¢
wprowadzone w strukture organdw zarzadzajacych organizacjami.

-- rozwoj strony internetowej i innych materiatéw promocyjnych (dtugopisy i ulotki), majacych
na celu przedstawienie projektu innym organizacjom mfodziezowych na szczeblu krajowym.

- Konferencja prasowa poswiecona prezentacji badania, zorganizowana w Skopje, Poznaniu,
Stambule i Brukseli, w tym prezentacji projektu i prezentacji analizy poréwnawcze;.

-Kampania promujgca projekt online, majgca na calu zwrdcenie uwagi na znaczenie
organizowania sie mtodziezy na szczeblu regionalnym i zwrécenie uwagi na wyniki badan.



Dzialania edukacjyne

Planowanie dziatan dla stworzenia Grupy Doradczej

Po co?

Potrzeba kontynuacji pracy najbardziej doswiadczonych cztonkoéw i dziataczy
organizacji.

Stworzenie przestrzen, ktora zwiekszy poczucie przynaleznosci ,starszych”
cztonkdéw organizacji mtodziezowych.

Stworzenie grupy ludzi, ktéra bedzie doradzaé "nowym liderom" w
zarzadzaniu organizacjq

Stworzenie przestrzeni dla wtgczenia cztonkdéw "absolwentow", ktérzy by¢
moze nie chcg by¢ w organach wykonawczych, ale nadal sg zaangazowani w
organizacje

Co?

Stworzenie ciata doradczego/ klubu absolwentéw - grupy oséb, ktdre byty
zaangazowane w organizacje i nadal sg gotowi wspierac jej dalszy rozwo;j.
Stworzenie im przestrzen i mozliwos¢ by nadal byli wigczeni w zycie
organizacji.

Dla kogo?

Dla cztonkdw, ktdrzy byli aktywni w organizacji, zwtaszcza tych, ktérzy petnili
role decyzyjne (Zarzad, Komisja Rewizyjna etc)

Dla tych, ktdrzy nie majg czasu lub checi podjecia aktywnej roli w organizacji,
ale nadal sg zainteresowani udziatem w inny sposdb.

Kto?

Obecne struktury zarzagdzania w organizacji
Sami ,absolwenci” (okreslajacy swoja role, swoj wktad, sposoby, jak moga
wspierac organizacje, itp)

Kiedy?

Najlepiej bytoby stworzyé zaproszenie przed nowymi wyborami, ktére bedzie
skierowanie do "absolwentéw" organizacji.
Utrzymywanie z nimi i pomiedzy nimi kontaktu, coroczne spotkania, itp.

Gdzie?

Podczas regularnych spotkan, publicznych wydarzen, nieformalnych zebran

Jak?

Jak wspomniano wczesniej, najlepiej stworzy¢ otwarte zaproszenie dla
cztonkéw do udziatu w grupie doradcze;j.

Opracowac jasne wytyczne pracy grupy doradczej, ktéra zostang
udostepnione wraz z zaproszeniem

Stworzy¢ przestrzen dla pierwszej rady doradczej aby sama uksztattowata
swdj sposdb dziatania

Komentarze:

Ustanowienie Rady moze przynies¢ wartos¢ dodang organizacji, zwiekszy¢
poczucie przynaleznosci starszych cztonkéw i da¢ dodatkowe wsparcie w
dziataniach organizacji.




Planowanie dziatan dla stworzenia pamieci instytucjonalnej organizacji

Po co

Aby zachowa¢ pamieci instytucjonalng organizacji i zapewnic¢ transfer wiedzy
pomiedzy zmieniajgcymi sie wiadzami.

Co?

Ustanowienie kilka formalnych zasad zachowania pamieci w zarzadzie,
takich jak:

- Zapewnienie czasu na przekazywana wtadzy pomiedzy starym i nowym
zarzadem (w tym okresie stary zarzgd moze przekazac wiedze i pomysty
nowemu w celu zapewnienia spdjnosci)

Kilka porad dla ptynnego przejscia pomiedzy nowymi wtadzami:

Nie wybierajcie nowego zarzagdu w tym samym roku, kiedy zmieniajg sie
zatrudnieni pracownicy biura ( np. w tym samym roku, w ktérym wybierany
jest nowy Dyrektor Biura lub Sekretarz Generalny). Zawsze starajcie sie
zmotywowac jednego cztonka zarzadu, do ubiegania sie o drugg kadencje,
aby mogt przekazac¢ dalej pamiec organizacyjna

- Zmiana potowy zarzadu rocznie (w celu zapewnienia, ze zawsze potowa
zarzadu kontynuuje mandat, a druga potowa jest nowa, nastepnie w
kolejnym roku nastepuje ponowna zmiana)

- Prowadzenie sprawozdan ze spotkan czasem moze by¢ trudne, wiec mozna
stworzy¢ wspolny zarzagdowy blog online, gdzie cztonkowie zarzagdu moga
pisac co chcg (lub tworzy¢ sprawozdania ze spotkan w bardziej nieformalny
sposob). Platformy warte wyprébowania: Skamla¢, Trello

Dla kogo?

Dla cztonkdéw zarzadu (starych i nowych) ale szczegdlnie dla nowego zarzadu,
aby upewnic sie, ze maja kilka punktow wyjsciowych.

Kto?

Cztonkowie zarzadu (stary i nowy zarzad). Proces powinien by¢
koordynowany przez prezeséw zarzagdow (starych i nowych)

W przypadku, gdy organizacja posiada optacanych pracownikéw / sekretariat
powinno by¢ to réwniez ich zadanie.

Kiedy?

Za kazdym razem gdy nastepuje zmiana zarzadu
Przygotowad sie z wyprzedzeniem i zaczg¢ realizacje dziatan od razu po
wyborach.

Gdzie?

Moze mie¢ miejsce w organizacji; najlepiej spotkania twarzg w twarz (takze
Skype, Facebook).

Jak?

Spotkanie/spotkanie weekendowe
Pracujac razem nad przekazaniem nowemu zarzgdowi tego co zostato
zrobione, co jest w trakcie realizacji i jakie byty plany na przysztos¢




Planowanie dziatania edukacyjnego w zakresie komunikaciji

Potrzeby

Lepsza komunikacja misji i wizji réznym grupom docelowym:
- Cztonkowie / zespdt,

- Wolontariusze zwigzane z organizacjg

- spoteczenstwo

Promocja organizacji mfodziezowej i poprawa jej widocznosci.

Cel gtéwny

Stworzenie i wdrozenie strategii komunikacji, aby zapewni¢ widocznos¢
pracy, ktorg organizacja wykonuje i 0siggnac szerszy zasieg.

Cele szczeg6towe

- Okreslenie grup docelowych, do ktérych chcecie dotrzec

- Wybor najlepszych sposobéw komunikacji dla trzech grup docelowych:
cztonkdw, wolontariuszy i innych osob,

- Zdefiniowanie narzedzi komunikacji i nauczenie sie, jak korzystac z tych
narzedzi (media spotecznosciowe, komunikaty prasowe, konferencje
prasowe, kampanie, podejscie typu peer-to-peer, itd)

- Zebranie pomystow od ludzi z organizacji,

- Stworzenie planu/strategii dziatania z osig czasu i wskaznikami

- Podziat zadan pomiedzy osobami odpowiedzialnymi

Metodologia

Szkolenie z komunikacji
Konsultacje on-line / + badanie, analiza aktualnej strategii komunikacyjnej

Metody

- Konsultacje on-line z ludZmi z organizacji okreslajace potrzeby w zakresie
komunikacji (potrzebne informacje, jakie narzedzia s3 uzywane, etc.)

- Planowanie strategiczne

- Odgrywanie rél

- Elevator speech (prezentacja windowa)

- Burza mdzgéw

- Dyskusja

- Praca w grupach tematycznych

Realziacja

Konsultacje on-line i 2-dniowe szkolenie.

Szkolenie powinno by¢ prowadzone przez eksperta od komunikacji lub
cztonka organizacji, ktéry ma doswiadczenie w tej kwestii. Nalezy utworzy¢
specjalng grupe robocza, ktdra zajmie sie komunikacjg. Gtdwnym zadaniem
grupy jest zbieranie inspiracji (by¢ moze z innych organizacji i firm lub
Internetu), wybierajgc najlepsze z nich, tworzeniu strategii w zakresie
komunikacji dla 3 grup docelowych (spoteczerstwa, wolontariuszy
zwigzanych z organizacja i cztonkdéw) i wdrazanie strategii.

Podczas dyskusji te pytania moga by¢ przydatne przy tworzeniu strategii
(wspdlne dla wszystkich grup docelowych):
e Jakie informacje mogg by¢ interesujace dla tej grupy?




e Jakie sg najbardziej charakterystyczne cechy grupy docelowej?

* Jaka baza danych/rejestr moze nam pomédc w dotarciu do grupy?

e Jakie kanaty komunikacji sg odpowiednie dla grupy?

e Czy informacja powinna by¢ wewnetrzna czy zewnetrzna?

e Jakie sg najwazniejsze informacje, ktdrymi chcesz sie podzieli¢ z grupa?
(lista priorytetéw)

Ewaluacja - Oceny uczestestnikow ze szkolenia

- Ocena / monitorowanie realizacji strategii; Sprawdzanie wskaznikéw
wedtug osi czasu. Wskazniki powinny by¢ mierzalne (mozliwe do
policzenia), na przyktad 3 posty na Facebooku tygodniowo.

Komentarze: Wazny jest zwigzek pomiedzy dziataniami online i offline. Powinny one sie
wzajemnie uzupetniac.

Wybdr odpowiedniego narzedzia komunikacji jest niezbedny, aby Wasze
przeslanie byto styszalne,

Organizacja musi wiedzie¢ za czym sie opowiada, zna¢ swoje dziatania i
polityki, przed podjeciem dziatan komunikacyjnych — wiedza dotyczaca
Waszego przestania jest podstawg dobrej komunikacji.

Planowanie dziatania edukacyjnego na temat umiejetnosci przywodczych cztonkow
jako czynnika zwiekszenia zaangaZowania i inicjatywy w grupie wolontariuszy
wspotpracujacych z organizacja

Potrzeby Miec¢ wysoko wykwalifikowanych lideréw w organizacji.
Mie¢ zmotywowanych lideréw, ktérzy moga i chcg pracowac z innymi
wolontariuszami.

Cel gtéwny Rozwiniecie umiejetnosci przywddczych cztonkdw jako czynnik zwiekszenia
zaangazowania i inicjatywy w grupie wolontariuszy.

Cele szczegdtowe | - wprowadzenie narzedzi i metod wspierania wolontariuszy (coaching,
mentoring, etc.)

- Dzielenie sie doswiadczeniami na temat przywddztwa,

- Rozwijanie umiejetnosci utatwiajgce i komunikacyjnych,

- Doskonalenie umiejetnosci autoprezentacji,

- Rozwijanie umiejetnosci zarzgdzania konfliktami i rozwigzywania probleméw
- Motywowanie mtodych lideréw do aktywnego udziatu w organizacji

Metodologia Szkolenie oparte na metodologii edukacji pozaformalnej

Metody - Cwiczenie prezentacji w matych grupach,

- Rozmowy w parach na temat doswiadczen z przesztosci,
- Burza mdzgoéw,

- Coaching,

- Wyktady i prezentacje,

- Symulacje,




- Tutoring
- Studium przypadku

Realizacja

5-dnionwe szkolenie przeznaczone dla cztonkdéw réznych organizacji
pofaczone z tutoringiem po szkoleniu

Wybdr uczestnikow; Powinny oni by¢ aktywnymi cztonkami organizacji,
potencjalnymi liderami, zainteresowanymi rozwijaniem swoich umiejetnosci
przywodczych i chetnymi do dalszej pracy z wolontariuszami w organizacji.
Proces aplikacji - wybor na podstawie wczesniejszych doswiadczen w pracy z
wolontariuszami i plandw na przysztos¢ (jak beda wykorzystywac swoje
umiejetnosci przywddcze w przysztosci). Trenerzy powinni by¢ aktywnymi
liderami w swoich organizacjach

Moduty szkolenia:

Zbadanie potrzeb uczestnikdw i ich organizacji dotyczacych przywddztwa i
aktywnego uczestnictwa wolontariuszy

- Dzielenie sie pomystami jak motywowac wolontariuszy, co to znaczy byc¢
osobg aktywng w organizacji, jak by¢ dobrym liderem, itd.

- Narzedzia i metody w celu wsparcia wolontariuszy, coaching, mentoring,
szkolenia, itd.

- Szkolenie w zakresie facyilitacji, komunikacji i umiejetnosci autoprezentacji
- Szkolenie w zakresie umiejetnosci zarzagdzania konfliktem i rozwigzywania
problemoéw

Po zakonczeniu szkolenia, trenerzy beda oferowac¢ doradztwo dla
uczestnikdw. Mentorzy z jednej organizacji beda pracowac z uczestnikami z
drugiej, aby zapewnié inny punkt widzenia. Spotkania powinny sie odbywac co
najmniej raz w miesigcu + konsultacje on-line, w razie potrzeby.

Ewaluacja

- Informacja zwrotna of uczestnikow

- Ankiety ewaluacyjne,

-pétroczny tutoring (6 spotkan, raz w miesigcu) (konsultacje on-line w trakcie
procesu w razie potrzeby).

Komentarze:

Szkolenie powinno zapewni¢ efekt mnoznikowy poprzez zwiekszenie liczby
wolontariuszy w organizacjach i powinno prowadzi¢ do dfugotrwatego
wzrostu motywacji aktywnych lideréw




Planowanie dzialania edukacyjnego na temat aktywnego uczestnictwa w organizacji

Potrzeby Zwiekszenie kompetencji i zdolnosci ludzi zaangazowanych w organizacje
Utrzymanie wolontariuszy w organizacji, zapewnienie ciggtosci ich pracy
Wzmacnianie poczucia wtasnosci organizacji przez cztonkow

Zwiekszenie aktywnego udziatu wolontariuszy w organizacji

Cel gtéwny Zwiekszenie kompetencji cztonkéw zarzagdu w prowadzeniu organizacji w
sposdb zapewniajgcy wysoki poziom uczestnictwa
Skuteczniejsze wiaczanie wolontariuszy w dziatania organizacji

Cele szczegdtowe | Cztonkowie zarzadu rozumiejg potrzeby i perspektywy cztonkdw ich
organizacji

Uwazaja, ze opfacalne jest, aby zapewnic¢ przestrzen dla realizacji pomystéw
cztonkdw organizacji oraz dla wspierania ich inicjatyw

Majg umiejetnosci do wykorzystywania pomystéw i inicjatyw cztonkdéw
organizacji

Metodologia Weekendowe szkolenie sktadajgce sie z zaje¢ prowadzonych meotdologig
edukacji pozaformalnej

Metody ¢wiczenia - analiza organizacji, mapa mysli

Wymiany najlepszych praktyk

Wktad teoretyczny, prezentacja dobrych praktyk, poréwnanie z innymi
organizacjami i ich metodami

Realizacja Udziat decydentow w organizacji

Szkolenie prowadzi osoba majgce wiedze z zakresu zarzadzania
strategicznego

Tworzenie bezpiecznego srodowiska / atmosfery

Evwaluacja - - Ocena z uczestnikami

- - Ocena / monitorowanie realizacji planowanych zmian w pracy z
cztonkami; Poréwnanie wskaznikow przed i po treningu:
1) liczba spotkan zarzadu i cztonkédw organizacji;
2) liczba uczestnikéw podczas posiedzen;
3) liczba projektéw inicjowanych przez ludzi, ktérzy nie sa w
zarzadzie

Komentarze: Szkolenie moze doprowadzi¢ do zaproponowania pewnych zmian w
zarzadzaniu organizacjg i wdrozenia nowych sposobéw / narzedzi uzywanych
do wiaczania cztonkdw w dziatania organizacji (na przyktad, tworzac nowe
grupy robocze, nowe kanaty komunikacji, wiecej spotkan, itp.)




Planowanie spotkania powitalnego

Po co?

Aby wyjasni¢, misje i wizje organizacji nowym cztonkom
Aby zaprezentowac mozliwosci rozwoju jakie dostarcza organizacja

Co?

Spotkanie powitalne i krétki warsztat

Dla kogo?

Dla nowych cztonkdéw organizacji i tych, ktdrzy chca znalezé w niej swoje
miejsce

Kto?

Wewnetrzni trenerzy w organizacji

Kiedy?

Wkroétce po corocznej rekrutacji,

Powtarzajac, gdy organizacja stoi w obliczu zmian (w strukturze / programie /
po wyborach), kiedy przybywajg nowe zadania, przygotowujgc nowy program
/ strategie na przysztosc¢

Gdzie?

W siedzibie organizacji

Jak?

-Prezentacja organizacji (misja, wizja, struktury, plan pracy, itd.)

-Zadanie: Przettumaczcie misje i wizje organizacji na materiaty promocyjne,
plakaty, itp

-Zadanie: Stwodrzcie zdjecie / obraz pokazujacy idee organizacji

- Zadanie: "Windowa prezentacja (elevator speech) podczas, ktdrej trzeba
przedstawic organizacje i jej cel (Misja i wizja) w czasie 1 minut

- Zadanie: napiszcie wtasny "plan kariery" w organizacji z pomocy
doswiadczonej osoby

- Uczestnicy zastanawiajq sie nad ich wczes$niejszymi doswiadczeniami w
organizacji / projektami / dziataniami grupowymi oraz okreslaja to, co byto dla
nich wazne i co z tego wyniesli

Komentarze:

To ¢wiczenie jest bardzo wazne dla wszystkich cztonkéw zaangazowanych w
organizacje, w celu znalezienia i lepszego spetniania swojej roli w organizacji i
rozwoju wtasnego potencjatu osobistego i zawodowego, jednoczesnie
uzywajgc swojego doswiadczenia i wiedzy, do rozwoju organizacji.




Rozwdj organizacyjny Narzedzie samooceny

Wprowadzenie

Celem tego narzedzia jest zapewnienie krotkiego przegladu rozwoju organizacyjnego w celu oceny
aktualnego stanu organizacji. Te podstawowe zasady sa prawdziwe dla wszystkich dobrze dziatajacych
organizacji, niezaleznie od ich misji, migdzynarodowego lub lokalnego charakteru, wielkosci,
zarzadzania przez oplacanych pracownikow czy tez wolontariuszy itd.

Co to jest rozw0j organizacyjny i dlaczego jest wazny?

Rozwoj organizacyjny jest procesem, w ramach ktérego organizacja rozwija zdolnosci wewnetrzne, aby
by¢ jak najbardziej skuteczng w wypetianiu swojej misj, i by¢ w stanie dziata¢ i utrzymac si¢ przez
dhugi okres czasu. Obejmuje ono spojrzenie na kwestie i procesy zwigzane z nastgpujacymi 9
podstawowymi filarami rozwoju organizacyjnego:

1. Wizja i misja

. Struktura organizacyjna

. Zarzadzanie

. Przeptyw informacji i podejmowanie decyzji

. Zarzadzanie ludzmi

. Zaangazowanie interesariuszy i jego utrzymanie

. Technologia i infrastruktura

. Nadzor finansowy i zarzadzanie

9. Zmiana organizacyjna
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Rozwdj organizacyjny nigdy si¢ nie konczy- jest to proces zachodzacy ciagle, ewolucyjny i
intencjonalny, ktory musi by¢ regularnie prowadzony przez organ kierujacy i kadre zarzadzajaca
organizacja. Zapewnienia on zdolno$¢ organizacji do przystosowywania si¢ do nowych warunkow i
mozliwosci, a takze rozwoju.

Filar wizji 1 misji powinien by¢ priorytetem dla organizacji i by¢ brany pod uwage w pierwszej
kolejnosci. Wszystkie pozostate filary maja rdwne znaczenie dla zdrowia organizacji. Wasze priorytety
organizacyjne beda si¢ przesuwac w czasie w miare réznych faz zywotno$ci organizacji.

Najlepsze podejscia do rozwoju organizacyjnego sa holistyczne w swej naturze. Organizacje powinny
jednoczesnie monitorowac i osiggac dalsza poprawe w kazdym filarze, gdzie to mozliwe. Dodatkowe
inwestycje moga by¢ potrzebne w obszarach, ktdre moga tworzy¢ przeszkode dla dziatalnos$ci
organizacji, jesli kadra nie zajmie si¢ danym filarem. Na przyktad, jesli nie mozecie wykazaé
potencjalnemu sponsorowi, ze jeste$cie w sanie zarzagdza¢ funduszami, to najprawdopodobniej nie
otrzymacie dofinansowania, dopoki kwestia ta nie zostanie podjeta. Takie podej$cie pozwala organizacji
na elastyczno$¢ w odpowiadaniu na potrzeby zwigzane z rozwojem organizacyjnym w miar¢ ich
powstawania i odnoszenie si¢ do najbardziej palgcych kwestii.

Dla kogo jest to narzedzie?

Kazdy moze korzysta¢ z tego narzg¢dzia, ale poziom zdolnos$ci do skutecznego wprowadzania zmian w
organizacji zalezy od tego jak duzg masz moc sprawcza w organizacji i czy jeste§ w stanie przekonac
kierownictwo i/ lub kadr¢ zarzadzajaca do udziatu w procesie z razem toba.



Jak korzysta¢ z tego narzedzia?

Mozesz:

* Wypehi¢ narzedzie indywidualnie dla wlasnego uczenia si¢. Da Ci to poczucie na jakim poziomie
rozwoju jest Twoja organizacja, pomagajac wykry¢ istniejgce blokady i okresli¢ obszary, na poprawe,
ktérych by¢ moze jestes w stanie wplyna¢ w ramach aktualnie petnionej roli.

* Zaprezentowac to narzedzie swojemu zarzagdowi badz pracownikom biura. Zapytaj, czy jest to co$ co
byliby zainteresowani zrobié, lub czy mogag Ci¢ wesprze¢ w facylitowaniu rozmowy na ten temat w
ramach organizacji.

» Jesli jeste$ czeScig grupy wolontariuszy lub klubu, mozesz zebra¢ grupe kolegow i razem z nimi
przej$¢ przez narzgdzie dyskutujac na temat swoich odpowiedzi z kazdego z tematow.

Jak to dziala?

Dla kazdego z 9 podstawowych filaréw rozwoju organizacyjnego, dostepna jest lista zdan okreslajacych
najlepsze praktyki w danym obszarze rozwoju.

Dla kazdego rachunku, masz trzy mozliwe odpowiedzi do wyboru:

* Tak: Zaznaczenie tego pola oznacza, ze istnieje zgoda, Ze ten proces, system, procedura, plan lub
struktura jest obecna w organizacji.

* Nie: Zaznaczenie tego pola oznacza, ze istnieje zgoda, ze tego procesu, systemu, procedury, planu lub
struktury nie jest obecna w organizacji

* Moze: Zaznaczenie tego pola wskazuje na niezgodg¢ lub niepewno$¢ respondentdow (np niektorzy
ludzie zgodzili si¢, a niektorzy nie, co wskazuje, ze dalsze rozmowa wyjasniajaca powinna mie¢
miejsce).

Co dalej po zastosowania narzedzia?

To narzedzie ma na celu wywotaé dyskusje w Waszej organizacji. Zastandéwcie si¢ indywidualnie lub
zbiorowo nad Waszymi wynikami. Jakie sg silne strony w organizacji? Jakie sg stabsze obszary? W
ramach ktorego filaru i wskaznikow bylo najwiecej niezrozumienia lub brak zgody? Czy filary, gdzie
jest wigcej zamieszania i niezgody zgadzaja si¢ z niektérymi wyzwaniami z jakimi organizacja si¢
zmaga? Jakie wnioski mozna wyciagna¢ z wynikow, ktore pomoga Ci na obecnym lub przysztym
stanowisku?

Jakie sg najpilniejsze kwestie, ktore nalezy rozwigza¢ w celu natychmiastowego zwigkszenia zdolnosci
organizacji w wykonywaniu swojej pracy? Znalezienie odpowiedzi na to pytanie moze by¢ bardzo
proste np. poprzez rozmowy wyjasniajace, jak podejmowane sa decyzje i kto je podejmuje lub bardziej
skomplikowane jak opracowanie planu strategicznego.

Zapoznajcie si¢ ze zrédtami na koncu dokumentu

Wracajcie do narzedzia czgsto aby $ledzi¢ postepy i zapewnié, ze zaden z kluczowych obszaréw
r0ZWOoju organizacyjnego nie jest pomijany.



1/ Wizja i misja

WSKAZNIK: TAK NIE | MOZE

Wizja naszej organizacji opisuje doktadnie to, jak wygladaé bedzie Swiat
gdy uda nam sie osiggnac nasze cele, i jest powszechnie rozumiana.

Misja naszej organizacji opisuje dokfadnie, jak chcemy zrealizowac¢ nasza
wizje i jakimi kierujemy sie wartosciami

Nasi pracownicy i cztonkowie zarzadu znajg naszg wizje i misje i s
gteboko zaangazowani w realizacje celu istnienia naszej organizacji

Podczas opracowywania nowej dtugoterminowej strategii, sprawdzamy
ponownie naszg wizje i misje, aby upewnié sie, ze sg nadal aktualne.

Gdy planujemy nowe dziatania, odnosimy sie do wizji i misji naszej
organizacji. Uzywamy ich jako punktu odniesienia, aby zdecydowac, co
bedziemy robi¢, a co wazniejsze, czego nie bedziemy robic.

Kiedy komunikujemy sie z ludZzmi spoza naszej organizacji, nasz przekaz
odzwierciedla naszg wizje i misje.

Mamy sposoby oceny i pomiaru, tego czy realizujemy naszg misje.

Co roku sprawdzamy naszg wizje i misje, aby upewnié sie, ze wciaz
sg aktualne, biorac pod uwage wszelkie istotne zmiany w naszym
srodowisku pracy (np. zmiany polityczne, dziatania innych
organizacji).

2. Struktura organizacyjna

WSKAZNIK: TAK NIE | MOZE

Istnieje zatwierdzony opis pracy z jasnym wykazem obowigzkéw i
sposobami raportowania dla wszystkich stanowisk w organizacji,
obojetnie czy sg one ptatne czy opieraja sie na wolontariacie

Nasza organizacja zapewnia zdrowe $Srodowisko pracy. Obejmuje to
odpowiednie i bezpieczne warunki pracy oraz wyraznie
udokumentowane oczekiwania dotyczacych dopuszczalnego
zachowania pracownikéw i przeciwdziatania molestowaniu

Nasza organizacja posiada udokumentowane zasady dziaftania i wartosci
ktére kierujg nasza codzienng praca (np. dotyczace uczestnictwa,
przejrzystosci, rownosci kobiet i mezczyzn).

Podziat obowigzkéw w zakresie zarzadzania jest jasny. Wiemy, kto jest
odpowiedzialny za zarzadzanie finansami, zasobami ludzkimi,
planowanie, pozyskiwanie funduszy itp.

Struktury, systemy i procesy w naszej organizacji sg skonfigurowane w
taki sposob, ze utatwiajg nasza prace (np. podziat zadan miedzy,
pracownikami, koordynacja pracy, podejmowanie decyzji, zbierania
informacii).




3. Zarzadzanie

WSKAZNIK: TAK NIE | MOZE

Nasza organizacja ma silnych lideréw z jasng wizja
organizacji, ktoérzy inspirujg naszych pracownikéw i
wolontariuszy.

Nasza organizacja posiada osobowos¢ prawng w kraju (lub krajach),
w ktédrym prowadzi dziatalnos¢.

Nasza organizacja wypetnia swoje zobowigzania prawne (np.
wypetnia coroczne sprawozdania dla rzadow i podmiotéw
finansujacych, w razie potrzeby podlega audytom finansowym,
przestrzega odpowiednich przepiséw prawa pracy).

Nasza organizacja posiada funkcjonujgcy zarzad lub
odpowiadajgcy mu organ zarzadzajacy, ktéry zapewnia skuteczny
nadzor i kierownictwo strategiczne.

Nasza organizacja posiada polityke, ktéra wyznacza ramy dla zarzadu,
ktéra obejmuje takie zagadnienia, jak sktad zarzadu, wymagane
umiejetnosci, proces rekrutacji, dtugosci kadencji, réznorodnosg, itd.

Nowi cztonkowie zarzgdu sg wprowadzeni w naszg organizacje i jej

Stosunki robocze miedzy naszymi pracownikami, a zarzadem s3
pozytywne, wydajne i szanujace roznice miedzy obiema rolami.

4. Przeplyw informacji i podejmowanie decyzji

WSKAZNIK: TAK NIE | MOZE

Procesy decyzyjne i to kto ma prawo do podejmowania jakich decyzji
W haszej organizacji sg jasne dla wszystkich zaangazowanych i dobrze
funkcjonuija.

Mamy skuteczne sposoby komunikacji dla 0s6b w naszej organizacji,
aby porozumiewali sie miedzy soba, wiec kazdy ma dostep do
informacji, ktérych potrzebuje, aby wykonywac¢ swojg prace (np.
spotkania personelu, sprawozdania, maile).

Mamy skuteczne sposoby zarzadzania informacjami, ktére
przychodzg do naszej Organizacji, wiec ludzie majg to, czego
potrzebujg, ale nie sg nimi przyttoczeni (np. udostepnione pliki, bazy
danych, Internet).

Mamy wyznaczone osoby do wypowiadania sie w imieniu organizacji w
kontaktach z otoczeniem zewnetrznym, i kazdy w organizacji rozumie i
szanuje ich role.

Mamy procesy i systemy zapewniajace, ze mamy odpowiednie
informacje niezbedne do podejmowania decyzji.

JesteSmy w stanie podejmowac wazne decyzje w odpowiednim czasie w
celu wykorzystania szans i minimalizacji ryzyka.




5. Zarzadzanie ludzmi

WSKAZNIK: TAK NIE | MOZE

Nasza organizacja posiada polityke zarzadzania zasobami ludzkimi, ktéra
jest udokumentowana i zostata zatwierdzona przez wtasciwy organ, taki
jak zarzad organizacji.

Nasze zasady zarzadzania zasobami ludzkimi s zgodne z
prawodawstwem naszego kraju

Nasze zasady zarzadzania zasobami ludzkimi sg weryfikowane na
biezaco i w razie potrzeby korygowane.

Nasza organizacja posiada sformalizowany proces przegladu potrzeb
pracownikdw w ujeciu rocznym, co przekfada sie na plan zaspokojenia
tych potrzeb.

Rekrutacja i selekcja na ptatne lub bezptatne stanowisko jest.
obiektywnym, spdjnym i udokumentowanym procesem.

Wszyscy nowi pracownicy lub wolontariusze, ktérym oferowane jest
stanowisko w naszej organizacji, podpisujg umowe lub porozumienie
zawierajgce wymogi wspofpracy miedzy jednostka, a organizacjg, w
tym wynagrodzenie, Swiadczenia i godziny pracy.

Wszyscy pracownicy i / lub wolontariusze majg jasny opis swoich
stanowisk i zostajg wprowadzeni w naszg organizacje i swojg role w
niej

Sprawdzamy prace wszystkich pracownikéw i wolontariuszy oraz
regularne udzielamy informacji zwrotnej

Nie mielismy zadnych powaznych probleméw kadrowych w ciggu
ostatnich trzech lat (np. zwolnien, sporéw prawnych, dtugotrwatych
wakatow).

Skutecznie radzimy sobie z konfliktami w naszej organizacji gdy sie
pojawiaja.

Pracownicy i wolontariusze posiadajg odpowiednie umiejetnosci i
otrzymujg wsparcie, ktérego potrzebuja, aby skutecznie realizowa¢ swoje
zadania




6. Zaangazowanie interesariuszy i jego utrzymanie

WSKAZNIK: TAK NIE | MOZE

Mamy dobre relacje z ludZzmi spoza naszej organizacji, z ktoérymi
najblizej wspétpracujemy (np. beneficjenci dziatan, cztonkowie,
sponsorzy, partnerzy)

Regularnie i transparentnie komunikujemy sie z naszymi cztonkami,
beneficjentami i partnerami naszych dziatan.

Czesto konsultujemy sie z naszymi cztonkami, beneficjentami dziatan i
odpowiednimi partnerami uzyskujac informacje zwrotng o tym jak
dobrze realizujemy naszg misji oraz pomysty na nowe projekty lub
dziafania.

Beneficjenci naszych dziatan, cztonkowie, partnerzy i wolontariusze s3
dumni ze wspotpracy z naszg organizacja i mowig dobrze o wartosci
naszej pracy.

Kazdego roku nasza organizacja podtrzymuje i pogtebia relacje z
partnerami, beneficjentami dziatan, cztonkami i innymi kluczowymi
interesariuszami.

7. Technologia i infrastruktura

WSKAZNIK: TAK NIE | MOZE

Narzedzia, sprzet i procesy stosowane obecnie sg odpowiednie i
wystarczajace do wykonywania wysokiej jakosci pracy.

Miejsce pracy (zdalne lub stacjonarne) jest odpowiednie dla pracy, ktéra
trzeba wykonac i ludzi, ktérzy maja ja zrobid.

Miejsce pracy pozwala na najlepszg koordynacje i realizacje zadan.

Istniejg systemy i procesy w celu gromadzenia, $ledzenia i
raportowania informacji, ktére sg istotne dla pracy organizacji.

Miejsce pracy jest dostepne i sprzyja osobom niepetnosprawnym.

Dostepne sg odpowiednie materiaty do prac, ktére nalezy wykonad.

Istnieje odpowiednia infrastruktura (dostep do internetu, telefon, ksero),
aby wspierac dziatania, ktére muszg by¢ wykonane.




8. Nadzor finansowy i zarzadzanie

WSKAZNIK: TAK NIE MOZE

Nasza organizacja posiada zapisane polityki i procedury finansowe,
ktére sg odpowiednio wykorzystywane (np. budzetowanie,
autoryzacja wydatkow, zakupdéw, podpisy).

Nasza organizacja posiada roczny budzet, ktéry monitorujemy i
regularnie raportujemy naszemu organowi zarzgdzajacemu.

Mamy systemy finansowe, ktore sg rozumiane i wykorzystywane przez
odpowiednich pracownikéw i kadre zarzadzajacy (np.. monitorowanie
wynikéw budzetu i dokonywanie korekt, planowanie i monitorowanie
przeptywu srodkow pienieznych, alokacji naktadéw).

Nasze systemy zarzadzania finansowego s3 nadzorowane przez
wykwalifikowanego ksiegowego lub innych odpowiednich specjalistéw.

Nasze systemy zarzgdzania finansowego obejmujg kontrole wewnetrzne
w celu zapewnienia, ze wiecej niz jedna osoba bierze udziat w nadzorze
finansowym.

Rachunki naszej organizacji s3 okresowo badane przez akredytowany
zewnetrzny organu rachunkowy i zadne istotne problemy nie zaistniaty
W ciggu ostatnich trzech lat.

Wiemy, skad bedzie pochodzi¢ wiekszos¢ pieniedzy, ktérych nasza
organizacja bedzie potrzebowaé w przysztym roku.

Nasza organizacja posiada strategie pozyskiwania funduszy lub
generowania przychodéw i dla kazdego jest jasne, jaka role odgrywa w jej
wykonaniu.

Otrzymujemy przychody z réznych zrédet (np. rzadu i darczyncéw
instytucjonalnych, sprzedazy produktéw lub ustug, sktadek
cztonkowskich, darowizn, specjalnych wydarzen jak zbidrek).

Podczas opracowywania propozycji finansowania, bierzemy pod
uwage realne kwoty na nasze wtasne koszty administracyjne i
wigczamy réwniez warto$¢ wktadu niepienieznego/materialnego,
ktéry otrzymujemy (np. godziny pracy wolontariuszy, sprzet lub
wynajem pomieszczen).

Pienigdze, ktére otrzymujemy przeznaczamy na dziatania, ktére uwazamy
za najwazniejsze dla realizacji naszej wizji i misji.

9. Zmiana organizacyjna

WSKAZNIK: TAK NIE | MOZE

Wiemy jak zorganizowac zmiane przywddztwa, i wiemy, co zrobi¢, gdyby
nasz lider opuscit organizacje.

Zachecamy do rozwoju zawodowego naszych pracownikow i
wolontariuszy.




Uznajemy wkfad wszystkich pracownikow i wolontariuszy i
odpowiednio ich doceniamy.

Nasza organizacja ustanowita jasne zasady i praktyki, ktore wspieraja
pracownikow w zakresie rownowagi miedzy praca a zyciem tak, ze
ludzie mogg by¢ skuteczni i sg zmotywowani do dziatania na swoich
pozycjach przez diugi czas. Regularnie zastanawiamy sie, jak dobrze
pracujemy razem i dokonujemy niezbednych korekt aby pracowac¢
bardziej wydajnie.

Mamy opracowang strategie w celu angazowania potencjalnych
nowych zwolennikow, pracownikéw, cztonkéw i wolontariuszy w
nasze dziatania.
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