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A FEW WORDS ABOUT THE PROJECT

Change management is a very important concept in the private and sometimes governmental
sector. Youth organizations should also be able to efficiently and effectively manage the change.
It represents the right approach to transitioning individuals, teams, and organizations to a
desired future state.

The international network Youth for Exchange and Understanding (YEU) realized a Training
Course on Change Management in Youth NGOs, funded by the Erasmus Plus program, and
implemented in Belgium at the beginning of December 2015. The aim of the pro{'ect was to
build the capacities of youth organizations to deal with low youth participation, develop a vision
about it and manage the transitions towards it successfully.

Low youth participation, in fact, is recently becoming more and more evident. Usually, as an
indicator of the low youth participation, the young wvoters’ turnout is used (which indeed
becomes worse every year). However, low youth participation does not appear only when
voting, but it becomes part of all aspects of the democratic life and especially in the everyday
life of the youth NGOs. The response of young people to calls for volunteers or participants is
sometimes relatively low. Still, the most striking phenomenon is the lack of participation in
decision making positions in the youth organizations. The last elections of European Youth
Forum, hardly reached 13 candidates for 12 positions while last YEU elections faced similar
situation. Moreover, some of the YEU member organizations face difficulties to change
generations in their board because there is no interest from the younger generation to
involved. It seems that the interest of young people to take the lead or the responsibility has
dropped significantly down and this embeds apparently a lot of threats.

For these reasons, the Training Course "Change management in youth NGOs" targeted youth
workers and 'mutﬁ leaders active in YEU member organizations. These are people who work
dir?]ctl‘n_.rhwith young people, who manage the youth organizations and are in leading positions
within them.

Objectives

v To explore the existing situation regarding low youth participation
v To understand the concept of change management and its elements as
a way fo foster youth participation

v To develop skills related to change management

' To cultivate a positive attitude and motivation to put the gained
knowledge and skills in practise

' To develop a publication with tips and techniques related to change
management

v'To develop organizational action plans
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A FEW WORDS ABOUT YEU

YEU, Youth for Exchange and Understanding is an International Non-Governmental Youth
Organization established in 1986 and member of the European Youth Forum in Brussels as an
INGYO. YEU looks forward to increase tolerance and awareness between different countries,

cultures and ftraditions, and to promote a greater level of comprehension through the
development of various youth activities.

The main aim of YEU is to promaote peace, unders,tandin%] and co-operation between the young
people of the world, in a spirit of respect for human rights. YEU is a non-profit making youth
organization independent of all political affiliation, run by young people for young people by
means of a democratic structure. Visit our website for more details about YEU: http://www.yeu-
international.org

since 1986
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Needs and aspirations

Mia Kellmer Pringle - Theory of Needs*
According to this theory each young person has a right to...

Love and Security

This is pmbab(!r the most im]lmrtant need as it provides the basis for all later relationships. On it
depends the development of the personality - the ability to care and respond to affection. A

continuous, reliable, loving relationship first within the family unit, then with a growing number
of others can meet this need. It can give the individual a sense of worthwhileness and of a
coherent personal identity.

Expe iences
This is always good for

young ambitious people to
challenge themselves, to
enrich their knowledge

New experiences are a fundamental requirement for
mental growth. In early life it is largely through play ! :
and language that the child explores the world and and improve skills. New
learns to cope with it. experiences means
development.
In adolescence another form of play is important
this time the experiments with different kinds o
role” girlfriend/ boyfriend/worker/leader. Language
remains a crucial factor in intellectual growth and it
helps in learning to reason, to think and in making
relationships.

* The Needs of Children, 1975
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If you want a person
to be more
productive, give
them praise and let
them know they are
going in the right
direction

Praise and Recognition

Growing up requires a tremendous amount of learning emotional,
social and intellectual. Consequently strong incentives are
necessary for the individual to continue through the difficulties
and conflicts s/he will inevitably encounter. The most effective
incentives are praise and recognition sustained over time.

Giving young people
responsibility is a big
motivational factor because
they are empowered and
have influence on the
decision

This need is met by allowing the child to gain personal =
independence, firstly through learning to look after him/herself
in matters of everyday care and then through a ﬁradual

extension of responsibility over other areas until s/he has the
freedom and ability to decide on his/her own actions and,
indeed, to be able to accept responsibility for others.

William Glasser - Choice Theory*

According to that theory each young individual deserves

This is similar to Maslow's physiological and safety level. They are basic needs
which are of little interest unless they are threatened.

This is similar to Maslow's belonging need and recognises how important it is
for us as a tribal species to be accepted by our peers.

This maps to some extent to Maslow's esteem need, although the power
element focuses on our ability to achieve our goals (which is perhaps a lower-
level control need).

Freedom is the ability to do what we want, to have free choice. It is
connected with procedural justice where we seek fair play.

Freedom

* Choice Theory, 1998
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In my opinion, a lot of the
schemes of people’s needs are
similar, like William Glasser's
theory and the Maslow’s pyramid.
However, Glasser's includes an
important element we have to
remember while working with the
ouna people - I

'Fun’ is an interestin
ultimate goal. When a
else is satisfied, we just

gas Cyndi Lauper sang)
want to have fun'.

—Q—

Parficipation
About the Ladder

Sociologist Roger Hart wrote a book called Children's Participation: The Theory And Practice Of
Involving Young Citizens In Community Development And Environmental Care, for UNICEF in
1997. This groundbreaking work put the work of }’GUH# people and adults around the world in
the context of a global movement for participation, offering needed guidance and criticism of
many efforts. The ‘ladder of Children's Participation’ also called the 'Ladder of Youth
Pardticipatic}n’ is one of many significant tools from the book. The 'Ladder” has 8 different ‘rungs’
or degrees.

The 8 Degrees of Participation are as follows.

Manipulation. Happens where adults use young s
people to support causes and pretend that the causes /— s
are inspired by young people. :
9 Decoration. Happens when young people are used to The first, second and third
help or "bolster" a cause in a relatively indirect way, degrees are actually forms of
although adults do not pretend that the cause is non-participation while the
inspired by young people. . degrees from four onwards are
) : A actually degrees of
9 Manipulation. Happens where adults use \ participation.
young people to support causes and :

pretend that the causes are inspired by
young people.
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0 Assigned but informed. This is where

young people are assigned a specific
role and informed about how and
why they are being involved.

9 Consulted and informed. Happens

when young people give advice on
prcéiects or programmes designed
and run by adults. The young people
are informed about how their input
will be used and the outcomes of the
decisions made by adults.

@ Adult-initiated, shared decisions with young people.
Occurs when projects or programmes are initiated by
adults but the decision-making is shared with the young

people.

o Young people-initiated and directed. This step is when
young people initiate and direct a project or programme.
Adults are involved only in a supportive role.

Young people-initiated, shared decisions with adults. This happens when projects or
programmes are initiated by young people and decision-making is shared between young
people and adults. These projects empower young people while at the same time enabling
them to access and learn from the life experience and expertise of adults.

The degrees of 4, 5 and 6
seem to be loosely defined,
leaving a lot for the reader
to imagine and interpret and
fill in the gaps.

There is a debate concerning the ﬂositi:)n of the 7th
and Bth degree of participation. They currently show
young people-initiated, shared decisions with adults as
the top form é&) of young people's participation,
preceded immediately by young people-initiated and
directed (??. This is @ somewhat controversial issue for
many people working with and around young people.

We think that the
position of the degrees
is correct because
sharing decision making
makes fora healthier
community.

Essentially, the debate is which of these levels of
Bgrticipati::}n is actually the most meaningful? Man

lieve that shared decision making is most beneficia
to both young people and adults. Others believe that
young people are most empowered when they are
making decisions without the influence of adults.

Most often, this doesn't exclude adults but reduces
their role to that of sup‘:éﬁort. Both arguments have
merit; ultimately, it is up the each group to determine
which form of decision-making st fits with the
group's' needs.

@© 2008. Adam Fletcher, The Freechild Project
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YEU International - Publication




Change management in youth NGOs

—

After being acquainted with
this definition I changed my
attitude towards the notion of
participation. Participation

correlates with decision-
making process.

“Participation in the democratic life of any community is
about more than voting or standing for election,
although these are important elements. Participation and
active citizenship is about having the right, the means,
the space and the opportunity and where necessary the
support to participate in and influence decisions and
engaging in actions and activities so as to contribute to
building a better society.”

European Charter on the Participation of
Young People in Local and Regional Life

R

v Implicit right to participate

/' It is not dependent on local or regional authorities

v It is a fundamental right

v/ Active in promoting their rights

v Influencing local decisions by consultations or voting

 Activities, projects or organisations should promote rights

v' In all areas of life - not only civil or political rights, but also social, economic or cultural
ones.

I consider that mixed models
are very efficient in youth
organizations but the
combination of them should
be relevant to the
organization’s aim as well as
the resources available at the

moment.

v Physical space to meet

v/ Spend time or to organise own activities

' Internet used more and more as a space for exchanging views or even setting up
projects with others

v/ Not only about physical space

' Participate within the institutional framework of policy makin

v "t'::rudng_pe-:)ple's views, recommendations and conclusions should have a real impact
on decisions

+/ Basic needs like food or shelter are not met

+ May feel isolated or left out of society

' Focus on obtaining missing resources instead
of participating

+ Ensure basic needs are met

v Sufficient social security, education, housing,

' Health care, transportation, know-how and
access to technology.
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If you create  an
opportunity  for  young
people but they are not
aware of how to make use
of it, then it means you
didn't really create it

5Need to be provided with the opportunity to do

JAcces.s to information on how to get involved

JWhat opportunities are available and where

JMake informed decisions about their involvement
Decision-making processes and systems need to be youth-friendly

$5pace for young people within these processes and structures

W Way organised and way they work should be understandable
Having sufficient time and supportive structures

+ Involvement not as efficient as it could be

' Access to various forms of support

 financial, moral and institutional support

v Persc}naf, organisational or at local community level

' Local authorities should provide adequate financial support to cover expenses and structural

 Costs moral support and advice

By a person referred to in the revised charter as a guarantor, youth worker or other
professional

+ Institution or community to support and recognise importance and contribution of youth
participation
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Curriculum Development Model*

A progressive model of young people’s involvement

___________________________________________ Stage 7. Lead

®Young people take full responsibility
®Independence achieved

_____________________________________ Stage 6. Organise

@Young people begin to demand a share in the
process and take responsibility
@ Some group work is led by the young people

all Stage 5. Be Involved

@Young geaple begin to start doing things and taking
responsibilities

@®Young people begin to take part in the planning and
running of the group

.You(rj'ug people start to recognise their own interests and
needs

................... Stage 4. Take Part

®Youth work o?lamme deueloped to meet the expressed and
identified needs of young people

@ Activities are developed around their interests and needs

® Introduce the concept of participation

Se\,\l-“q Stage 3. Socialise/Regular Contact

®Young people begin to express their own opinions, test ideas and seek
responses

®Reqgular youth work/club sessions/workshops take place with individuals and
small groups

®Building of trust continues

---------- Stage 2. Meet Again
2 q @® Youth workers and young people are in contact and engage with each other

® Meeting regularly and learning names
@ First steps of trust begin through sharing
Stage 1. Information and Opportunity
@ Information and opportunity are made available to young people
@ Relationship level — just beginning
@ Young people are dependent

* John Huskins 1995 (Adapted)
** Mark Smith 1980
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Stage 1. It is easy to find
young people who wil be
interested to get involved in
\rour activities. Just think a
ittle about where you will
probably find them. It can be
a high school, university or
even a street corner.

Stage 3. In order to have
a satisfying level of young
people’s involvement, it's
vital to do promotion. As
an economist, I think it is
very similar to the case
when we promote the
product in business.

Stage 4. In order to do
‘selling’  properly, it is
important to identify young
people’s needs and interests as
well as to work towards their
satisfaction along with gettinﬁ
them involved in yout
activities.

Stage 6. When young people
are involved in  project
organization they get an
opportunity to develop their
leadership, management,
communication and other
skills. That is why, it is so
important to include them in
he participation.

Sta?(e i ‘Spectatinﬁ' for the youth
workers is the highest level of
participation for the young people.
Youth workers/leaders, managers and
organization leaders have to be able
to take a step back and to give space
for the young people and their

ambitions to take the ‘floor’. What is
more, it has to be done at the right
time, if it is pushed too soon and the
young people are not ready they will
probably fail.
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Organization Managment

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 unigue
structure to suit its specific national or international purposes. Whatever the structure there
should be conscious awareness of it.

The 4 types of structure:

4 The Project Structure

Project structures are designed to be fluid and respond fo
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
roject activities. Its main reason is to create an environment that
osters 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
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 I have used project structures
on various levels and is not centralized: decisions are a couple of times in my NGO
taken mainly in the sense of covering the projects’needs. and it turned out to be really

helpful in terms of
concentrating people's
attention on planning and
implementation of a particular

The downside of the ﬁroject 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 "sperformance.
Because the decisions are specific for certain pmi'ects, 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.
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9 The Network Structure

The network structure is used for bringing together various - i
organisations that have common visions, goals or needs

under a common framework. It is sometimes called “an Q
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.

3 The Hierarchical Structuré

As one of the fraditional 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 ::E:‘ alienation is high, causing a lack of interest in participation in employees and other
members.
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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 staft 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 beingL 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 gualitative.

The flat structure model is
the most appropriate for
small and medium size
youth organizations
because it ensures more
possibilities to be involved
in the decision-making
DOCesses.

In practice it is almost impossible to find an
organization with a purely hierarchical, flat or
any other kind of structure. In most
organisations the elements are often combined,
each organisation changing and adapting its
focus to different 'structures’ according to the
needs of the moment. This provides the best
functioning structure that can meet each
organization requirements.

I consider that mixed models
are very efficient in youth
organizations but the
combination of them should
be relevant to the
organization’s aim as well as
the resources available at the
AL nt-
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Change management
+— @ —

Change Management is the process, the tools, and the techniques with which to
manage the ‘human-side’ of change in order to achieve a required organizational
outcome. A good result in Change Management is the result of a well planned

strategy.

Change Management can be separated info three distinct
steps. The first step is "Planning Change’, the second step is | The desired change
‘Managinﬁ Change’, and the third steR is 'Reinforcing Change”. §| also has to be
Each of these steps is divided into multiple sub-steps. realistic, otherwise it

might fail at any of

‘Planning Change’ begins with identifying a need or an issue the first stages.

which requires change and the specifying of what that change
should actually be. From this point it is important to define a
general Change Management strategy. To do this properly you
need to set-up and prepare a team with whom you can create
a suitable strategy. After you have assembled a team that is
ready and willing to bring about the desired change, the
appropriate resources need to be compiled.

No matter what the
plan for change
management or how
motivated the team,
resources remain a
key element.

After having developed a general strategy, you need to develop a
detailed process with which to manage and enact the planned
transition. The second step is therefore ‘Managing Change. To do
this the change team must develop a number of change
management plans and strategies.

In order to create a detailed plan, it is important o be aware of
any previously known problems experienced within the
organization while planning for the change. Once the detailed
plans have been made, the implementation of the changes need
to take place.

Once the changes have been enacted, it is necessary fo ensure that the changes stick.
‘Reinforcing Change’ involves three sub-steps; the first of which is to 'collect feedback’ on the
change and on the process of the change that occurred. Once the feedback has been
gathered, the second sub-step is to properly analyze it and 'diagnose any gaps’ or problems
related to the change.

17
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organization is faced | that has been implemented. The third sub-step is to take an
with resistance from

(-’ Every change in the Analysis will highlight any resistance that is challenging the change

\  the people involved

\_ it

After the awareness, there has to be an ingrained 'Desire’
to suggmt and bring into practice the change. Once this

en achieved, there should be a foundation of
‘Knowledge' on how to enact the planned change. With
this knowledge you then have the ‘Abilih{l to implement
the required skills and behaviours within the organization.
Once this change has been enacted fully, the change
feam must use technigues of 'Reinforcement’ in order to
sustain the change through any and all resistance that

has

appears.

There are three major forms of resistance that can present
themselves to any change team that attempts to enact a
change within an organization: Intellectual, Personal, and
Cultural Resistance. Intellectual Resistance takes the form
of people resisting the desired change with arguments
based on intellectual reasons or arguments. Personal
Resistance takes the form of people resisting the desired
change with arguments based on personal preferences.
Cultural Resistance to change
customs, local or regional
with the proposed/desired c

Such as when people
think that the proposed
ideas are not going to
work, or that they
conflict with the ideals of
the organization.

-

that could possibly conflict
ange.

.-"..
#

objections seriously by implementing corrective actions. When all o
these sub-steps have been taken, be sure to celebrate the successful
implementation of the Elan and praise the change team and other
people involved during the change management process.

People that are affected by changes tend to have different reactions
to them. In order to prevent any blowback during the Change
Management, change teams can increase their own understanding
of this by adopting the ADKAR scheme. ADKAR stands for:
Awareness, Desire, Knowledge, Ability, and Reinforcement. For
change to be initiated, there has to be an 'Awareness’ for the need
to change.

The degrees of 4, 5 and 6
seem to be loosely defined,
leaving a lot for the reader
to imagine and interpret
and fill in the gaps.

is based on cultural

Once these forms of resistance have been understood and
the ADKAR scheme has been taken into account, [fJIﬂI'IS for
change management can be implemented with the foresight
required to prevent any serious problems with the change
team's ideas.

This allows for a holistic implementation of any chant_?le
management. Leaving out any of the ADKAR facets might
cause a number of problems during or after the change has

=  been implemented.

Materials used from: www.prosci.com
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Strategies
«— @ —
Strategy Outline

Team Hovsep, Alex{Skopje), Arman

Organisation Name + background

Armenian Progressive Youth NGO — since 2009 the principles of its activities are legality,
voluntary, equality of rights, self-governing, publicity.

v/ More funding for empowerment of activities on local level
v/ More cooperation with national governing bodies and raising inclusion of young people in
decision-making process

General aim and objectives

|

thus to provide better level of their inclusion in the society

To support young people by providing them with appropriate skills and by giving
them with space to work voluntary on professional

Creation of a new department within NGO structure called "External Relations” group which is
going to be responsible for representation of NGO while co-operating with different organizations,
governing bodies, etc.

Change Management siep by step strategy

ADKAR model of planning is suitable to create a strategy

m To widen the sphere of and to improve NGO's activities, to attract more young people,

A — To implementation of a meeting which will bring together the president, board members,
senior volunteers, representatives of all existing volunteering groups. To present them the
content and the purpose of change, and why it is important.
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D — To share with them the best practices of other NGOs that are successfully using the proposed
model. Involving new ambitious young people, full of energy, and motivate them by explaining
the opportunities to develop a big network and make their CVs more competitive.

K & A — To outsource a specialist, trainer to organize trainings and workshops for newly created
group members, so that they will be able to handle group activities.

R — To analyse continuously strong and weak points of the performance of new group.

To sum up, all this above mentioned steps is going to reguire us around one month.

Resources needed

v Trainer with experience in external relations
' One person responsible for creation of an application form in order to choose good team

members
Reinforce strategy Sustainability

v/ To ask for feedbacks from everybody involved in change process. To analyze them and use in

further improvement.
' To understand what kind of resistance appeared. To try to examine the roots of it and come to

a compromise.
v To evaluate systematically the results of team’s work. Praise them often, celebrate their

SLUCCess.
Resources needed

To have an effective and productive (project based structured) group with 5 people, having a
good team spirit, the ability to represent NGO in order to protect young people’s rights and get
support in their initiatives.
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Conclusion

Change Management, a very important concept for youth organizations, includes the following
components that were examined; as mentioned previously in the publication: needs and
aspirations, models of participation, organizational management, change management strategy
etc.. The concept of change management is more complicated and complex than it seems at first
sight; it requires a conscious understanding of the difference between change management and
project management in order not to create any confusion.

Change management is closely related to the issue of youth participation. All around the world,
youth organizations are facing the #mblem of low youth participation. Change management,
with the associated strategies, can offer possible solutions in order to deal with this problem. By

taking the ADKAR strategies into account, many possible problems and resistances to cange can
be circumvented.

We hope that this publication can be a usuful tool for you to make the change that you need in

your organizaition.
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