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“Crafting the Strategy...”

fmagine trying to set up a system to star? youth work all over again. Given a budget bt
no youth stracteeres fo work with, bow to develop the conditions needed o et up voush

preogremmes, quality youth exchanges and initiatives® Reet desoribes the challenges she

bas been facing in implementing the Youib For Enurope programme in Edonia

Strategies are both plans for the
future and patterns from the past

While serascpy 5 a woed that 5 wsually assocanesd
with the futere, its Ak b ke . i lsi el
A Werbygeaard once observed, Ble i lved foraand
bt mnclerstoond hackeant

Wer the era of uniformation, Edong was niofe of
deus bt wath no voudh stnectures.  Even though the
enthaskrsm was still there, the now business-minded
wlabe '-IrJI:L'].;'.'duJ ol conasler vouth work i iing 2
ity ans o il n.'h||~rn|,'r.1 Tewbay, after u.;g.!ll
vedrs, we aan s 3 slight mive towands actions
undermaken i order oo butld ap 3 sate weah polacy
which is novertheles o ally sificient 1o be able
10 impdement European vouth [HURRETmS Elat
neved 2 solid infrasinactene. . . I other wonds while
inecgrating the Youth For Euroge programm imo
1B Exgomnian yosgth woeks i s Boecaime evident that
given the neadsty, thene was much that had tobe do
i ekt oo sccoeplish the fdeal, Al obwdousdy thag
was wihal we wire stining fof

Assesament of the smtion requiced 2 thorough
bk it the mewds a5 well 3s the resoainees available 2
hoxczl, resgionad amel magional kevel whoch coukd e ol
g o the |n||'|l|_'n'-,:1rJ'.||-e| of the YFE progremme
Besides others, we discovened ihe bcks in suman
resourcgs (bck of competenoe i vouth worlk and
imterrational peopet mamagensent), which woukl

banve: begome: 20 insuperable obeiacke if ignoned

Ganven these nedsons, we dooded o ofgansse 1he
training of s well o the “messongers of the
prgramimie. The main warget growps mhemifiod wene:
YFE traimcrs anad
PECETE Persanns and soung poogie | proeo groups)
with an inbendicn o nealee 2 YFE poosoct

TFE regional pis-ilenatiors

Effective strategies develop
in all kinds of strange ways

Effectne stftoges cin shaom ap in the stransesi
praces andl develop through the most anexpeceol
mcanes, There o o “one best wan®™ 10 mse strabciy
l.u-p,u.ﬂh'l: it has anything 1o o with husnman minds
Char stralegy with regands (o training the potiouler

target growps ovodved more of s while we
prroceeden, Having sl that, the concrele "!'\'I'|'nrJ.-"..1 n
were novnbeles put in perspoctne and canchelh

prban gl

A miwel ol e plpliberte - W cart ailies

TR

Thie fullermeng elaboranes on the pexsons and means
o (uar BCTHS abong the way

First we fkgured that even though Esponta bs 2 rather
sl oty (45,257 sq. km) with resonally few
pele Bvimg here {1ASC0), we would sl bove o
ongranad oar grig inoander 1o ncach the remiolest aneas
The answer was the croathon of 3 etwork of Youth
Fisr B regional co-ondsutons. Given the profile
of 1he [u,wlﬂn: i Eh nctwork 38 well as chesr
unfamitizsiey with the programme or whas o had 1o
offer, we docrdal 1o offer 2 eraming oouarse

The ain of rreririmg the reorsd cosdlingplors wis
tir ghve them 3 deop inssghe o the hackgroand,
cotenl, actions et of the programme and mecesan
bl and knembedpe 10 ermuene that the dednbution
o infinrmecgin about Vaosath For Esnope as wiell x ibse
!.:,ur:hll.!. ¢ and albdce abwil (WOl MNANT T
reaches both organised and mmorgansed vouth
groups at kool bevel

Choer 3 periodl of time 2 nepwork of 19 people, whao
were motivaicd o work woluntanly as progremme
reghonal oo-onlinasons, was put wgether. Dhning
198 a2 frve-phosod vraming ooarse was onganisad in
oigler B e them the miossany competenoe e
p-,-rl'uml fheir taskes 25 regiomal co-onlinaioes

Begarding the pocessine 1o be able 1o “walk of your
v Epenenoy” andl L-l'-|,'|r|||;: m ming the 't|'-|.'-|.|!'i: 16
of the YFE prosgramme, it was aba impostant oo
cmsure that the people m the nemork b an
mecrnattnal  cxpenienie  (shor awby sl
mbemational training. pedner finding seminarg 2 2

coemphemrsniary chement 1o 3 nasoral 1rinmng

To be perfecily hongst here wefe Hmes over the
penol, whale carmeng out the raming. when we
the ALY - LT |‘=.|..'..r.!-|.\J b the dircotion the I.|-'.l|!a;-
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wete lakimg, Lilkee, for exampde, the expooaiions we had iowands this
netwark changed {ihe uncaplsnable delay of the mowoek 1o sian
I'ulu.1||.m-1|:|.|:1 practc) arll e were !ullp‘n ||l.'r||l:|'.|'l-|:|'!|1r.'d 1o the
progremme and aba o the overall dims of the netwock, Things ane
il abwanys what they seem o what vow wand them o be | guess, 2nd
therctore fleadhadiey amd the alshizy so change the course of things is
importand, Al in 2l even though the peoceis was hanl, the end resull
is sl 3 swcoms, for at this poing we hae 3 network of people in
Extonga, wha kneey the peograsmime incsde out 2md are able and willing
by puad e cifoet im0 the “messengers telks,

As 1o resudis, owell, - all menshers of the network hove officided at
st anfioemation acates. The most frogquent staning point bos
been an enformation scssion fof kocal and eegonal vimalh workers fhat
boes b enabded the co-ondinalons B creale neocssany coneact in the
respetive Bokl. Also aricles in kocal newspapers, infiormation acons
fi bowcal vomineg, people and counselbng of spocific profects have boen
orgnted

Horvings the nerwork in pear, which now conaemd the pan of informing and
coscaivselling of the e groups we sene Bood with the mood for poople
alde b CETY out irEning o oo apods ol hove D iy math
b ernaationnad Co-ogweraion im the youth fekd

The iz was o form amd roe 2 beam of 5 rances, whes wonakd
thereafier be able o prepare, nm and evaluare Jifferent pes of
trainirg aCtivities in the yuth work ficld at national level, with spoecal
anlcminod oy inermatioaad youth work. The way 1w g abost it at tha
peong was o plin an B oy iraingng course together with Lands,
Lithuands and Skovends, which increased the dhallenge of the whole
activiey. Clesly the imindng nevidal some somows woek pat ingo it
therefore also professional wrancrs wore sked o Gy oal the
trainang. The particpents sclectod were all vouh workers aho had
experience in intemational youth wiek. The consent of the raining
comcemtrabed on dsfferemt aspens conooming the analysss of the role
of the trainey within intermatonal youth work, the specificiey of the
trainéng within an interowltural conted, skall trining for iriners 25
wiell 2 special aspocts of the Youth For Europe programma:,

In auar everyelay work wee can feef the relief which has nesulted from
the siscoess of this eraining with regands 10 the feam of trainers 2nd
resource poopile, whom we we whonever we have an upcoming
traingng or mfoemation soménar. The  memsonal  lingusstic
|'|'q1;.||'|.1|.|:‘u:i.:l. ol the weeess b erabls the Baonan Youth For
Europe Agency io camy oab aciivibies. in Bussin which, grven the
sciual situation im Estonia ioday, s the main Linguage of
appronamately 400 of the populaton

The gomerstone of the overll rraming stacgy & nevertheless
recriniiey of your peaple (younh gronps) wis by e (utertion o
revtlise o VFE progeve, The nevd of it Iovame appanent 2fer some time
of existence of the YFE programme in Estond, whene we s the
mocl fer 3 prosecn dowdopment iminang for upirgansed  youth
groups whis hald me support fom a youth sorker nig from an
LTS W

Exch wmairing {ihree 1smes 3 year) imohes approsimacehy 30 voung
povge fromn 10 s 15 peogeots. The maost ssgaificant thang abo 1his
Eramnirg; is that i85 bevn structured so that it gives the opponunisy o
go throagh all the phases of 2 concrete progect which the young
porpie take along tm 2 forrm of 30 idea (sometames i can be mone than

an idea). Puring the course of the raining they can devebop the ides
kb0 4 concrebe actkon and firally subenit the progect For fundeng
Progect development also indudes the important aspeces tha
snngtimes get ket on the way while the project grougs pet oo much
caught up by managemend detasds and do nod poy enough attention
the conpent of the prent. Such aspeos are: oaliucd preparsion,
Conmamanieatn, beam works aoive panicipation of all the pamicipanas,

ek FrageTeenE, ot

The nratiung b poocal oo b sufficer in oo ways: first of 20l thene ane
abwirys prosocts being subrmised fr the ne deadline and sooomd, and
in M7y nEEy AR imporant, Ehay sham |,,|1u]:13.' i |:r.|r|:||,-n|u.pj.1r
dbeadication {ormmership) io the progect by vung poople themschins

Has the investment paid off ?

As we =iy in Estonid “Panem on seal, ke med o obe!” jthe grass b
s groeeer o the ciher side) amd o we aolal scoondingl, e
winakl niever b sagisfed] amd oven hinder the posiie et of owr
wik. For im b skt -|u;1'|||||,l ol the YFE [NURFIMme (g i
Estonk amdl the even shorer period when it has been possablie 1o
submil 3 peogelt, we hive seen a4 big change in the qualioy of
|r|1rt1:|..h'.in|,;l't;|] “u.ﬂl'l c:l.l.'lunm' '|E|.|11.'-|_I\. i wedl 38 II'H.' vndh vutidine
projecis. The bigest of theie changes is the iransdomation from
international youwth canap wpe of aoivities 0 themsise youth
cvihanges where the educasomnl, panncrshap and - methodolegacal
P b Been 1',1.|1:f|.|||1.' ||!'r|:l.|;|.}_h1 throuzgh arud ||h.||||-|,1!

Thee change has been the nesul of the suppon system inothe Swm ol
erasning we bave orcabpd. We have scaliseed that i mog given ihe
ponsibifity t0 neflect on why and how the things ane done with regands
tr 2 YFE project, poopile do not always huve the tme or do not
cosbder i soch am impomant pan of the soooss of 3 proea’s
Em plemsenLation

What about the strategy?

Tovuncaved some of the confusion - and move away from the arulioad
complexity wie have piled anound the striogv-making process - we
nevd oo get beck oo some baser concepis. The maost basee of all s the
aneimate conmotion botween thoughl and acoon, That is the key o
cralt, and so abso to the crafting of Sron.

Whike 0 b cerasly anse that many imersded straepges are il
woaicrral, 1 Bobeve ehat the pl':ﬂ!lcﬂl et s o m'|'|l'l|:g.th'r:| that.
in the detinction we make in the first place betwoen fmnukison and
inuplemeniaimn, the common ssumpiion that thousght mast be
tnclependent of (and provede) action. Suze, peoprde couhl be smamer
« Pl et oy oy CONCETVINGE SMANET sErsUes. Sounclimes they can bz
smugter 80 alkow thear stregies o develop gradually, through the
OfEAREIoN’s Aons and oypenenos. Sman siRicpcs appecae
that they canno always by sman crough o think through cvenahing
in achanoe
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