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5NGOs and society

INTRODUCTION

T
his manual was developed over a number of years as a result of practical project work in

Central and Eastern Europe. This is a summary of issues, needs, and challenges faced

by non�governmental organizations, which we explored and helped in the course of our coop�

eration there.

Involvement in the non�governmental sector has been expanding rapidly. The level of

involvement ranges from unpaid volunteers and community members to professional managers

and experts. The non�governmental sector is represented by a great variety of organizations �

advocacy and lobby groups, think tanks, campaigners, service and educational organizations,

community groups. Good management skills and knowledge are useful in this sector just as they

are in the public and private sectors. 

This manual will serve as a creative and constructive resource for those who want to see their

organization grow. It can help you in the following ways:

� As a tool to enable grassroots or community groups to start a small practical project

together;

� As a guidebook for people who have just started their own organization and want to

develop their first project proposal;

� NGOs that are running several projects can work towards improvement in manage�

ment qualifications;

� To advise NGOs with rapidly expanding membership on what the policy of the organ�

ization should be and how to provide a place in the organization for their people,

whether staff or volunteers;

� To help organizations which have extended their work to new fields, to adjust their

policy and strategy;

� To help organizations which have decided to start a cooperative project find their way

through a changing environment with all its pressures: partnership working, funding

requirements, organizational culture. Becoming member of a network may lead to

new challenges. 

Generally one can assume that the more active and alive an organization is, the more ques�

tions it has to face! 

The aim of this manual is threefold:

" To provide theory on organizational development and institutional capacity building;

" To give examples on how NGOs function in practice;

" To give guidelines and ideas on how to use this information for one's organization.

The manual gives people working in the NGO sector and involved in the developments of

civil society insight and tools to work on issues related to their organization and to the surround�

ings in which they are working. 

The manual is meant for people who already have some experience with working in the NGO

sector. It will be useful to have some background experience in non�profit organizations and proj�

ect management and organizational capacity building. They can be the NGO leader, board mem�
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ber, and coordinator. Other people, however, can also find inspiring information on coopera�

tive projects, the different roles of people in an organization and project management. You may

be a staff person or a volunteer involved in a small project or a short activity. 

The manual focuses on a number of specific topics: organizational development and insti�

tutional development. Further, it includes information on networking and cooperation, part�

nership development, and cooperation through cooperative initiatives.

This manual does not concentrate on topics like financial management, budgeting, and proj�

ect management, though these topics are briefly mentioned when they are linked with the other

issues already mentioned. 

For this, the manual has been divided into three parts:

1. NGOs, people and structures 

2. Cooperation, partnership and people

3. NGO management and people

Part one describes the internal formation, development and functioning of an organization.

It presents different legal forms and structures, the benefits of well functioning mission and vision,

sets a link between statutory papers and daily functioning of an organization, explains differ�

ent roles of people in an organization and their interactions.

The second part gives an overview of external links and contacts of an organization and pro�

vides practical guidance on how to set up new cooperation. It will help the reader understand

the importance of joint activities and how this fits into the objectives of the organization itself.

Besides that, it provides basic information about terms used in the NGO community and

reviews different forms of cooperation � both formal and informal.

Finally, part three describes essential elements of NGO management, including project cycle,

communication and conflict management, different forms of leadership and their practical impli�

cations.

We have intentionally chosen to provide information based on both theory and practice. This

approach results in several sections in which information was derived from civil society as one

knows it in the countries of the European Union. Several examples and good practices are derived

from EU countries, especially The Netherlands, and also countries like Germany. Other exam�

ples used come from working with NGOs in Central Europe and Eastern Europe. 

Certainly we want to make people aware in specific cases where the differences lie and why

this is so. Nevertheless, we do not aim to give an in�depth analysis of why Eastern Europe and

Ukraine have young civil societies that differ from those of the European Union. 

If you have any comments or questions about this manual, please contact the author team

via w.oostenbrink@milieukontakt.nl.
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PART 1

NGOS, PEOPLE AND STRUCTURES

1.

NGOs and society

1.1 Introduction

It is not easy to provide a full definition of an NGO. It is difficult to be complete due to the

fact that many countries and cultures have their interpretation and sometimes may have addi�

tional requirements. Nevertheless, these three features are always relevant. 

For every NGO, non�governmental and not�for�profit organization the following elements

are applicable:

" Non�profit, not�for�profit 

" Non�governmental 

" Focus on the common good, development of society and welfare benefits.

First, the organization should be non�governmental, thus no links with political parties or

groups. Second, the organization should be not�for�profit and thus not use its financial resources

for personall profit (this is different from having payment for personnel!). Third, the aims and

objectives of the organization need to focus on the betterment of the society or a certain sec�

tor of the society. The activities of the organization should concentrate on activities that con�

tribute to such aims. The three elements are important to have a well functioning NGO accord�

ing to the country's law.

All non�governmental organizations are working for the common good � no matter whether they

strike, publish theory, prepare round tables, hold international camps, make water tests, etc. Some

non�governmental organizations happen to mreet already accepted social needs and they are

beloved by authorities. Others (most of non� governmental organizations) identify needs and work

on them before they are accepted. The extent to which such an organization would be tolerated depends

on democracy traditions in a particular country.

Regarding the connection with political parties, it is not a problem if in practice an NGO

has contacts with a political organization. An NGO may, for instance, receive money from a

political organization, or they may organize a joint seminar. A connection as such does not have

to be an obstacle. What is at stake is the independence of the NGO. The NGO should be able

to have its own mission, strategy and financial policy; there should be no mixture of interests.
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This means that the policy of the organization should be separated from a political group and

that a political party should not be linked with an NGO through specific persons who play an

influential role in both. This also means that a person with a high position or active member�

ship in a political party cannot have a board function in an NGO. Usually in Western Europe,

it is possible and rather common that members of a political party are members (without influ�

ential position) of an NGO.

Non�profit versus not�for�profit organization

In the 70's the_expression "non�governmental" was used to indicate an organization from

the third sector, not being a governmental authority, and not belonging to the private sector of

companies and businesses. Businesses have existed for centuries, as have the governmental organ�

izations which are also meant to work for the public and the common good. Non�governmen�

tal organizations working for the common good, are an additional, new type of organization..

In Central and Eastern Europe, the situation was very different because in fact all organizations

were state organizations. After the fall of the wall, authorities in Eastern Europe permitted organ�

izations other than governmental. This led to the merging of many non�governmental organ�

izations: private enterprises as well as the organizations working for the common good. However,

laws in Eastern Europe did not, and sometimes still do not, foresee a clear distinction between

these two type of "non�governmental" organizations. Recent developments in registration pro�

cedure in Ukraine oversee only two alternative forms of ownership of an organization, which

are private and public. This puts both commercial and non�commercial organizations  in the

same private "box". 

In recent decades, the tendency has been to use the word "not�for�profit" instead of "non�

profit". Not�for�profit stresses that the organization is not aimed at making profits, but that the

organization can strive to develop "income generating activities". Income generating activities

can lead to "profits", money that is left after having paid all costs, including personnel costs. A

better word instead of profit is 'leftovers'. Leftovers should stay within in the organization's budg�

et and can be used for the realization of the organization's aims, i.e. working for the common

good. It is not a real profit, since it cannot be used to provide higher payment to the person�

nel. 

In this sense, leftovers can be used just like external donations for the realization of the orga�

nization's mission, as is provided by NGO laws in many Western European countries. 

As an example of income generating activities, you may think of an NGO selling copies of

a manual, selling T�shirts or training services. Western European NGOs sell materials quite reg�

ularly and use the money as extra income for covering costs, as there is no special taxation on

this income. In Eastern Europe, not�for�profit organizations usually do not do this, since sell�

ing materials is regarded as a commercial activity and thus is highly taxed.

1.2 Tasks and roles of NGOs in society

NGOs can perform different tasks and can have different roles. The work of the NGO

should be based on the mission and vision of the organization. The daily activities of NGOs can

vary in the way they have their position amongst other NGOs, towards officials and government

and towards the public. In order to give you an impression of the types of NGOs, below is a list

of tasks and functions of NGOs: 

" grassroots activities, public oriented actions 

" provision of services 

" campaigns (strategic action planning) 

" raising awareness 

" research 

" lobbying 
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" advocacy (promoting specific interests, gaining recognition) 

" information 

" training and education (NGOs, individuals) 

" support (to other NGOs, groups in society) 

" service (facilitation, support on training, organization and management) 

" financial support, administering funds 

Usually NGOs are busy with a number of tasks simultaneously. The way NGOs perform those

tasks defines the NGOs. On the basis of the tasks performed, one can distinguish a number of

roles that the NGO plays in the society:

" service provider 

" innovator/change agent 

" advocate/ watchdog 

" funds, donor, providing financial resources 

Service providers have a set of products, services that they offer (for payment or for free) to

the public and to other organizations. Innovators and change agents strive to have new exper�

iments, new projects, to do research and to develop new methodologies, in order to introduce

changes into society by showing new patterns of behaviour to communities and the general pub�

lic. Advocate and watchdog organization follow political developments and the political process

in society closely in order to influence decision�making and to influence public opinion. 

The task of providing financial or material resources is usually done by a specific group of

organizations, whose legal form usually is a foundation. Funders and donors can also have func�

tions other than administering funds, and they may also provide service and organize support

activities to other organizations. Some NGOs have more than one role.

2.

Mission and Vision

2.1. Introduction

This chapter explains the role and function of the mission and vision of an NGO. The read�

er will understand why it is necessary for an NGO to have a well functioning mission and vision.

Mission and vision, together with values and principles, are the glue that holds an organi�

zation together. They describe what you are trying to do, where you are headed and how you

want to go about it. Knowing these things helps to keep your organization on track. It gives you

a tool you can always use to measure your present performance and plans against your aspira�

tions. 

The time to formulate mission and vision is at the start of an organization's life, if possible,

and at the first opportunity if the organization is already underway. Mission and vision have its

distinct characteristics and role in organizational life:

Mission is the organization's reason for being, its purpose. The original founders'

intentions: what they wanted to achieve by starting the organization. It says what, in

the end, you want to be remembered for. A mission should be formally stated in writ�

ing and the organization's activities should be consistent with its stated purpose. A

mission must be re�examined and refreshed periodically if an organization is to

remain dynamic. The organization's programs and activities should be revised or dis�

continued in the light of the existing or newly defined mission. In other words, mis�

sion is WHAT you would like to do and WHY you want to do it. 
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After you have decided what and why you would like to do, you might think of a change, that

you would like your particular work to bring to your personal life, the life of a community, other

people, etc. Thus, this is your Vision, which will keep moving forward, even against discour�

aging odds. Vision refers to the category of intentions that are broad, all�inclusive and forward�

thinking. Vision is the most powerful motivator in an organization. If it's vivid and meaning�

ful enough, people can do astounding things to bring it to realization. Vision is a short, succinct,

and inspiring statement of what the organization intends to become and to achieve at some point

in the future, often stated in competitive terms. Vision refers to the category of intentions that

are broad, all�inclusive and forward�thinking.  It is the image that an organization must have

of its goals before it sets out to reach them. It describes aspirations for the future, without spec�

ifying the means that will be used to achieve those desired ends. It is a thought or idea about

what an organization or partnership can and should become at some future time. In other words,

this is WHERE you would like to be. 

Elements of Mission and Vision Statements are often combined to provide a statement of

the organization's purposes, goals and values. However, sometimes the two terms are used

interchangeably.

2.2. Mission and vision statements

Characteristics of a mission statement

" Is short and sharply focused. 

" Is clear and easily understood. 

" Defines why we do what we do; why the organization exists. 

" Does not prescribe means. 

" Is sufficiently broad. 

" Provides direction for doing the right things. 

" Addresses our opportunities. 

" Matches our competence. 

" Inspire our commitment. 

" Says what, in the end, we want to be remembered for.

" Manifests values we support.

Characteristics of a vision statement

" Simple, worthwhile, ongoing. 

" Deals with quality and dedication. 

" Defines what the organization wants to create. 

" Is idealistic and creates meaning. 

" Uses the language of the organization. 

" End�stated, holistic. 

" Unclear how to get there.

" Engages as many senses as possible.

" Stimulates a simple plan of actions.

How to create a mission and vision statement

" Identify what kind of organization you are and what you want to become. 

" Determine what you want to create and what would be worth committing to for the

next decade. 

" Identify what differentiates you from other similar organizations. 
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" Define what the 'right' things to do are. 

" Understand whom you serve, how you serve them and when and where you serve

them.

Steps to help create

a mission and vision statement

" Set up a writing group by identifying key stakeholders in your organization. 

" Adopt criteria for an effective mission and vision statement (see characteristics

above). 

" Review examples of good and bad mission and vision statements. 

" Engage as many senses as possible. There are the five familiar senses that we can use.

Also, it would be good to employ a sense of duty, sense of humour, etc. 

" Gather ideas and suggestions for first drafts. 

" Develop one or more draft statements. 

" Judge initial drafts against criteria and suggest revisions or new options. 

" Develop second drafts. 

" Test whether your vision is practical. You must be able to use it or one part of it to cre�

ate a simple plan of action, which will get your organization or your team going.

" Gain feedback from outside the writing group. 

" Summarize feedback and distribute second drafts and summary to writing group. 

" Make recommendations for final revisions and propose a draft mission statement for

board approval.

Examples of mission statements

WWF

To stop the degradation of the planet's natural environment, and to build a future in which

humans live in harmony with nature, by:

" conserving the world's biological diversity;

" ensuring that the use of renewable natural resources is sustainable;

" promoting the reduction of pollution and wasteful consumption.

Western Hemisphere Shorebird Reserve Network (WHSRN)

To conserve shorebird species and their habitats across the Americas through a network of

key sites. Two critical words in this mission statement are "network" and "sites." WHSRN seeks

to accomplish shorebird conservation by engaging in actions collaboratively, actions that no one

site could undertake on its own, but where a collection of sites�a network�can achieve results.

Similarly, WHSRN emphasizes activities that are site�based rather than trying to be involved

in all aspects of shorebird conservation.

Greenpeace

Greenpeace is an independent, campaigning organization that uses non�violent, creative con�

frontation to expose global environmental problems, and to force solutions that are essential

to a green and peaceful future.

Taiga Rescue Network

To support local struggles and strengthen the cooperation between individuals, NGOs and indige�

nous peoples and nations concerned with the protection, restoration and sustainable use of the

world's boreal forests by means that ensure the integrity of natural processes and dynamics.

Wetlands International

To sustain and restore wetlands, their resources and biodiversity for future generations.
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IUCN

To influence, encourage and assist societies throughout the world to conserve the integrity

and diversity of nature and to ensure that any use of natural resources is equitable and ecolog�

ically sustainable.

Examples of vision statements

WHSRN

Sites in sufficient number, quality, and location are designated and managed to sustain all

native shorebird species and their current populations and distributions throughout the Americas.

IUCN

A just world that values and conserves nature.

SCI

SCI believes that all people are capable of living together with mutual respect and without

recourse to any form of violence to solve conflicts.

Foundation "GreenKIT"

Material, financial and other charity support to programs, projects, initiatives and single actions

aiming at strengthening of environmental NGOs and their communities using ICT as a tool for

development of cooperation.

Mission and Vision Statements are commonly used to 

Internally

" Guide management's thinking on strategic issues, especially during times of signifi�

cant change; 

" Help define performance standards; 

" Inspire employees to work more productively by providing focus and common goals; 

" Guide member decision making; 

" Builds up confidence among members; 

" Help establish a framework for ethical behaviour.

Externally

" Enlist external support; 

" Create closer linkages and better communication with customers, suppliers and

alliance partners; 

" Serve as a public relations tool. 

Ideally, any new project that we would like to launch shall logically translate into actions mis�

sion and vision of the organization. If so, this would prove to potential supporters, donor

organizations, etc. that your organization possesses the necessary background, skills, knowledge

and motivation for completing that particular project.
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3.

Values and principles

3.1 Introduction

Like mission and vision, values and principles are binding elements of an organization. Values

manifest in everything you do as a group, not only your public programs, but also how you oper�

ate. Formulating values provides everyone with guiding lights, a way of choosing among com�

peting priorities and guidelines how people will work together.

First of all, it is useful to make a distinction between  values, principles and  rules.

Values describe the approach and the manner in which we want to work to achieve our

goals. Principles formally state how we want to conduct ourselves in day�to�day work.

A principle is often enforced by rules that affect its boundaries. Rules focus on the spe�

cific, whereas principles refer to the fundamentasl.

3.2. Use of values and principles

Each organization makes use of values and principles, whether they are implicitly used in

discussions, or whether they are explicitly written down and part of the presentation of the organ�

ization.

Using principles and values in an organization can be very helpful. There are several advan�

tages:

" It can help to structure organization's discussions; 

" It helps to constitute the organization's actions; 

" It can be a guide and give directions in matters like making the organization policy

and strategy; 

" It can facilitate decision�making and problem�solving; 

" It can make the character of the organization clear to the outside world; 

" It can give a clear profile to the organization; 

" It can encourage teambuilding

One can distinguish different values and principles

" Democratic values and principles: Democratic values include openness, sharing

information, space for debate, freedom of speech (expression of opinion), freedom of

press, participatory decision�making, right to assemble, search for truth, respect for

different opinions. 

" Values and principles applied in democratic societies: transparency, openness,

accountability, responsiveness. 

" Values and principles of social justice: empowerment, solidarity, sharing resources,

equity, sharing successes, common goals. 

" Values and principles of sustainable development: participation, involvement of dif�

ferent stakeholders to the extent that the effect of decision making will positively

influence people's life, joint decision�making. 

" Values and principles related to the Aarhus convention: Right to access to informa�

tion, Public participation and the Right of access to justice. 
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" Other values and principles, like flexibility, bottom�up approach, shared ownership,

neutrality/objectively, pluralism. 

" Values and principles regarding management and self�sustainability: stability, effi�

ciency, mission driven, independence. 

" Virtues: honesty, unselfishness, respect, decency, morally irreproachable, integrity.

Some examples

of practical use of values and principles

" Values and principles can help in discussions when trying to tackle difficult questions

on which the members have strong different opinions. Should the board follow or

reject the proposal of the director to develop cooperation with an NGO which is sus�

pected of having direct contacts with a political party? 

" Values and principles can help to formulate the explanation of the decision and com�

municate this to the outside world. You may reject the offer of an organization to work

together. How will you communicate this to the organization? What was the reason

for coming to this decision? With reference to values and principles, people will more

readily accept, understand and even appreciate your decisions, preferences and prior�

ities. 

" It can help when designing a project proposal and deciding on the structure of the

project. You may, on the basis of your principles, decide whether you plan to have

seminars in different regions, cities, or only in the place where you are based. 

" It can help you to develop the announcement and procedure to recruit participants

for a seminar. Principles can help as a guideline to develop a set of criteria about how

to select participants. On what basis do you select participants? Do you need skilled

and experienced participants, or is it better to have new people?

3.3. A closer look

into a number of principles

This paragraph gives an insight on how values and principles are used and interpreted in the

work and management of an organization.

Seven principles are elaborated:

a. Openness 

b. Participation 

c. Transparency 

d. Accountability 

e. Neutrality 

f. Pluralism 

g. Democratic decision�making 

This list is not exclusive and we want by no means suggest that those the are most impor�

tant for every organization. These values and principles have been chosen, however, because of

the frequent application in discussions and the debates that are sometimes held on the inter�

pretation of those values and principles and how they are to be applied in practice. 

Values and principles are meant to support discussions, to be used as a constructive tool, and

should not work counterproductively. In addition, we want to show that each value and princi�

ple has its weaknesses and strengths, and that for most values and principles there is a range of

situations in which application of a value or principle may not be wise, useful or constructive.
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Openness

Openness as such can have many connotations. We use the word in many ways, but it is not

always exactly clear what is meant by this word. You may find that there are different levels of

openness, that are applicable to new ideas, as well as to different groups of people who may par�

ticipate in your organization. Openness can refer to:

" welcoming new ideas and new information; 

" being responsive to questions for clarification; 

" showing willingness to explain; 

" inviting guests to a meeting; 

" providing space to people to join the organization; 

" willingness to listen; 

" giving space for new members, taking positions of experienced members; 

" showing readiness to change your mind; 

" giving information to people without asking; 

" willing to change your way of working or to do things in a different, new way; 

" provide a mechanism that outsiders (guests) can become insiders (members); 

" to seek the positive elements in a remark even when the words may sound offensive at

first hearing. 

As you can see, openness can refer to the level of discussion among people. It can refer to

ideas and thoughts, to meetings and to structural issues of organizations. Openness is usually

applied and understood as a positive feature. Nevertheless, applying openness should be seen

and understood in the context and the effects of it. There are limits to how positive openness

can be. 

Applying openness to the maximum may mean:

" anyone can enter a meeting every moment and can leave the same way; 

" anyone can overrule each decision at any time; 

" every newcomer will have the same right as the people who are part of the meeting or

organization; 

" every word spoken and quote made by a person, can be published literally. 

This means that people and organizations should not necessarily strive for the maximum degree

of openness. Openness can only be valued on basis of its effects. 

There are many cases in daily life when an organization will be expected to apply a limited

openness. Some examples: 

" An organization will try to solve an internal conflict by only involving the members

and not make this public (for instance, through faxes and mailing lists). 

" When taking minutes on certain agenda points with personal related issues, it is often

common practise not to mention names of people. In case names are mentioned,

people usually do not minute (negative) qualities of people extensively. 

" Annual meetings are normally only for the members. Guest can come usually only by

invitation. 

" A chairperson of an annual meeting can propose, for instance, to two members who

have an argument inside the plenary  having a private word with them outside the

meeting. In this case, the chairperson chooses to continue the discussion in a less

open way, to identify what the bottlenecks are by inviting the two members to have a

small, informal closed meeting. 

" Whether direct, diplomatic or crude remarks are made during a meeting, the idea is

to write the comments in the minutes in a neutral, reporting style. 

" In case minutes are also to be used for external information, many organizations edit

the minutes and prepare an external version. This external version usually has a more

diplomatic tone, mentions less often specific names of people and can be less direct

regarding criticism or internal issues. 

It is clear that the limited openness in the examples is meant to have a constructive and pos�

itive effect on the discussion and the outcome. 
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Openness and the effect of applying openness have many links with other principles, such

as participation and involvement. For example, if the board of an organization applies open�

ness in the right way, the members will receive the necessary information to understand, to be

involved and to fully participate in decision�making.

Participation

Participation refers to the way people are involved in the organization and its activities. It

includes involvement and engagement of people in the implementation of the work and the deci�

sion making process of the organization. Participation is active involvement and influencing of

processes by way of working together, expressing one's views and contributing to the general cause

and development.

Participation can not be regarded solely as access to information and knowledge. In fact, infor�

mation and knowledge are pre�requisites for effective participation. If people are expected  to

participate actively in a discussion, it is necessary to inform them in advance. This means that

people will need a certain level of knowledge and quantity of information before they can par�

ticipate. 

The key part of any participation of people is to inform them about how, when, and where

they may participate on which topic. For any NGO, it is important to define the rights, duties

and possibilities for individual members and non�members to participate. 

Regarding the participation of people one can distinguish different levels: 

1. Strategy � Level of decision making: decisions on policy and strategy of the organiza�

tion. 

2. Tactics � Level of advice and consultation: designing of methods, project, tactics. 

3. Operation � Level of implementation: execution of activities and preparation of tasks. 

Besides the level of participation, it is also important to address this question: Who are the

people, the stakeholders that are expected to participate? In order for the organization to be

accountable (see principle d.), it is necessary to be clear as to who can be involved in which activ�

ities in your organization. 

In an organizational context, it is not feasible to apply participation to its maximum degree.

Striving for maximum participation could lead to the conclusion that all members should

always be present for every activity and meeting. Thus one may not only have the fifty mem�

bers present at the annual meeting, but the fifty persons may also wish to attend the meeting of

the executive committee. Physically this is in fact not possible, and regarding effectiveness it is

not desirable to have all people present at all activities. The size of effective groups may vary from

5 to 20 people, but usually consists of 7 to 10 persons. This can be reflected in the size of boards,

working groups, committees etc. 

Any organization will have to see how the principle of participation can be applied best.

Participation can refer to different aspects: 

� to involve people in a certain stage of the discussions before decision�making;

� to ask people to give their opinion and advice;

� to give people a role in decision making;

� to involve a selected group of people who represent larger groups.

Participation is connected to openness, involvement, accountability, access to information,

transparency.

Transparency

Transparency means that you show other people how you work and how you plan to work

in the future before you implement activities. Transparency refers to the implementation of activ�

ities as well to the process of decision�making. 

Transparency is not only about "What" information is being disclosed; it is also about "How"

this information is being disclosed. 
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A transparent organization means that there are procedures, rules and mechanisms that can

give structure to the organization's discussion and decision�making. 

Transparency is related to clarity and light; glass is transparent. People can see what is hap�

pening, they can see through. Transparency also has to do with predicting a future that will come

true. In fact transparency means that an organization does what it promises to do, it implements

what was decided up[on. An outsider can easily see how the organization plans to work and can

observe that this happens. The transparent organization is able to set clear expectations of the

people involved: what they can expect, what their rights and duties are, and what their role and

tasks are. Transparency is also used especially in the field of financial management. Transparent

organizations show how the incoming money is spent: transparent bookkeeping and account�

ing mean that it is easy for an outsider to understand how the resources of the organization are

spent. 

Although transparency is used as a positive feature, this does not mean that a maximum of

transparency is always positive. The disadvantages of many rules and procedures which are in

every case exactly being followed can mean that an organization is not able to respond adequate�

ly to changes and new developments. The negative side of high transparency can be (in certain

situations) bureaucracy and rigidity.

The principle of transparency has links with openness, integrity and communication.

Websites Transparency October 2004

http://www.transparencynow.com/truth.htm 

http://www.malwarwick.com/ppt0309_What_Is_Transparency_files/frame.htm

Accountability

The definitions of responsibility and accountability show a great overlap. Since accounta�

bility is more widely used in organization and management, the term accountability is explained

here. Showing responsibility means that you take into consideration the effects of your deci�

sions and the consequences of your actions. Accountability means that you have the charac�

teristic to be responsibile to someone or for your actions. 

According to traditional approaches, only the people within an institution or organization

should be given the right to hold the organization to account. In most cases this means the for�

mal members, for example the governing board. By presenting such a closed and internal view

of accountability, this approach allows an organization to work in a vacuum, disregarding the

effect of its decisions on those external to the institution. Traditional approaches tend to limit

participation to evaluation.

More modern views adopt a far more open and participative approach to accountability. The

right to hold an institution to account is granted to stakeholders: any group or individuals who

can affect or is affected by the achievement of an organization's purpose. By including parties

outside of the institution, stakeholder accountability forces institutions to be more aware of the

impact of their actions on the wider world. In addition, a stakeholder model of accountability

demands from organizations a far more participative approach to accountability. It requires that

stakeholders have the opportunity to influence all stages of decision�making, from setting the

agenda right through to implementation and evaluation. 

Accountability means that you are judging the activities and outcomes of your organization

against the desired goals. There is an obligation to demonstrate that what is given is used con�

scientiously for the agreed purpose.

Being an accountable organization, you are willing to explain why you took certain deci�

sions and why you are doing things the way you do. The accountable organization explains its

work and its working method to its target group and to the public in general. Especially when

things did not work out well or go completely wrong, accountable organizations will take the

initiative to communicate to others who experienced the negative consequences or who suffered

because of your actions. They will also examine their own behaviour and measure the effects. 
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Accountability includes a sense of obligation towards the public. Public accountability for

values means the obligation to be responsive to the values of the public, and to let the values of

the public influence, shape, or guide the values of the organization. 

The principle of accountability is related to openness, transparency, responsibility.

Website Accountability � October 2004

http://www.cna.nl.ca/about/accountability/What_it_Means.asp 

http://www.oneworldtrust.org/htmlGAP/method/accmodel.htm 

http://www.nonprofitethics.com/notes/accountability.html

Neutrality/objectivity

In military terms, neutrality means not participating in a dispute or war. In more general terms,

it can refer to tolerance, a willingness to recognize and respect the beliefs or practices of oth�

ers. In this sense, neutrality can be defined as the position of staying out of any dispute and to

not let oneself be drawn into a conflict. 

Neutrality in civil society is different from having no opinion .There are many NGOs in

Western Europe that maintain a neutral position within the NGO community, but who do active�

ly promote certain values and principles. This includes organizations that advocate certain prin�

ciples and values. One of the key elements of neutrality may be that you advocate certain prin�

ciples and values and express opinions. But it is better not to choose the sides of parties and per�

sons who are not neutral. Although you may link yourself to ideas, you should try to refrain from

connecting to non�neutral people. 

The practical effect of being neutral means that you are accessible and open to all kinds of

people, whether neutral or not,and to communicate and to work with them. Above all, it

means that you can express specific and clear opinions on certain values and principles, but by

doing so you do not inhibit or prevent other people from approaching you. Whatever color you

have, it will not prevent anyone who comes to you , whatever their color, religion or belief, race

etc. Neutrality in the political sense, means that you can work with people who belong to a right�

wing party, or a left�wing group, social democrats, Christian, or liberal. 

Neutrality presumes a set of values and a way of working. It requires a certain way of oper�

ating in civil society. An organization that wants to support only activities of organizations that

sympathize with a right wing political party cannot maintain its neutrality. It would be not be

acceptable, and thus not accessible, for organizations that identify themselves as politically left. 

Neutrality is a principle that can only be confirmed by the outside world. In order to be seen

as neutral, you need to work according to certain rules. In fact, it is something you do, more

than you what you are. 

Neutrality has links with openness, objectiveness, open�mindedness, non�political, plural�

ism, representation, accessibility.

Pluralism

Pluralism means the existence within a society of a variety of ethnic, cultural and religious

groups. Instead of an entire society, this can also be a community or smaller group. Pluralism

usually means more: it refers to the idea that groups with their different backgrounds may have

different ideas and opinions. In a sense, one may also regard the aspect of geographical differ�

ences in a country as pluralism of regions. 

One can easily state that each organization has people from different backgrounds and

with different opinions. That may be true, but the point here is that not every organization wants

to emphasize pluralism as a specific feature that is part of the identity of the organization. In

doing so, it will be good to be aware of the possible assets as well as the hindrances it may cause

when shaping your organization. 

Pluralism in an organization can function best when the existence of different groups is reflect�

ed in the different levels and groups within the organization. In this sense, an organization that
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has built up its identity on the basis of the principle of pluralism needs to see that this plural�

ism is also being reflected in its daily work. 

As an example, an organization that claims to be an organization for both young and eld�

erly people, with activities as well as membership for youth and adults, cannot have only peo�

ple in the board with the age 50 and above. If this is were case, one might wonder whether it would

not be better to create one youth organization (for instance for all people up to the age of 25

years old) and one organization for adults, and perhaps one for elderly people as well. 

Another example: an NGO that pretends to cover activities in the whole country can not have

an annual plan that only concentrates on the southern region. An NGO that wants to be plu�

ralistic needs to have a mechanism to apply pluralism in all levels and departments inside the

organization. 

For an NGO, pluralism can be an asset. It can show that your organization reflects the com�

position of civil society and the different groups society consists of. The organization has the

possibility to easily stay in touch with the developments within society. It will hear and receive

information in different ways, through different channels. It can be considered as a strength on

the assumption that people will share the same values and the mission of the organization. 

Disadvantages of pluralism can be the lack of common values or long processes to reach deci�

sions that are acceptable for all sub�groups. The differences between the groups can easily dom�

inate discussions and overshadow the wish to further build up a common identity as an NGO. 

Pluralism can compete with factors such as like�mindedness and common values.

Democratic decision�making

There are many ways to make decisions democratically. Usually people understand demo�

cratic decision�making as the voice of the people making decisions. People distinguish between

direct and indirect democratic decision�making. Direct democratic decision�making refers, for

instance, to how people in a country directly vote for their president and a referendum where

people can vote on a proposal. As an example of indirect democratic decision�making, one can

think of representatives in the parliament and the government who are making laws on behalf

of the country's citizens. Indirect voting occurs in some countries where, for instance, the provin�

cial (oblast) parliament chosen by the citizens elects the representatives of the first chamber (as

is in the case in the Netherlands). 

This section considers democratic decision�making within the framework of an NGO.

Direct and indirect voting and decision�making can also be found in the NGO world. 

Democracy can be in contrast with flexibility, quick decision making and easy management.

A higher level of democracy can coincide with an increase in bureaucracy, based on rules and

procedures that must be followed. 

NGOs have to find a balance between the needs for effective management, for the ability to

anticipate external developments and opportunities, and the need of the organization to be root�

ed in civil society and linked with its members. 

Democratic ways refers to openness, transparency, involvement, participation.

Information on NGO management,

organizational development from the Internet

NGO manager: E�library

http://www.ngomanager.org/dcd/2_Organizational_Development/Starting_an_NGO/ 

Starting a non�profit organization 

http://www.mapnp.org/library/strt_org/strt_np/strt_np.htm 

Non�profit strategic planning

http://www.authenticityconsulting.com/pubs/SP_gdes/SP_pubs.htm 

Organizational development 

http://fcpage.tripod.com/ 

Role of board

http://nonprofit.about.com/library/weekly/aa021003.htm
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4.

Organizations and their people

4.1. Roles of people in an NGO

NGOs benefit from the engagement of people in their activities. There are, however, differ�

ent levels of engagement and various roles for people involved in an organization. One can think

of members, supporters, activists, volunteers, and sympathizers. 

The roles can be distinguished by the level of engagement in the activities and decision�mak�

ing process as well as by the relationship with the NGO. There are different advantages and ben�

efits oft giving support to an NGO. This paragraph presents information on relations between

an organization and its people, and how important they are for each other.

Many NGOs have people who engage themselves with an NGO and its work. Below is an

overview of how people engage themselves with the organization. The glossary and descriptions

may cast some light on the different names that are used, but at the same time leave space for

questions. As you can easily notice, the different roles show an overlap and are not exclusive.

Due to this overlap, no clear separation between the roles can be made. 

The list must be seen as an attempt to provide an overview of the different choices NGOs

make. The choice on the use of roles within the organization may vary with each organization.

People of the organization decide which roles they prefer and how they want to shape their organ�

ization.

The use of roles can be interpreted as a preferences of the people working in the NGO to

identify themselves with. In this sense, the roles are part of the character of the organization,

its culture and profile. 

Studying the roles in an organization can provide insight as to how people see and under�

stand themselves in their organization, the daily work and management. In general terms, you

can get an idea about the profile and character of the organization by identifying the roles.

4.2. Glossary

Members
Member means a person who is part of a group. In the strict sense of the word, this means

people who are officially accepted as part of an organization. Having membership, according

to the official terms, means that you have certain rights and duties towards the organization.

Members have the possibility to influence the strategy and policy. Members often have a com�

mon background and they share beliefs and philosophy. 

Supporters
Supporters are people who support the NGO, e.g. financially, by voluntary work, lobbying

for the organization, or generally promoting the organization. Usually the supporters feel con�

nected with the organization, but they may not be really part of it. They are not necessarily mem�

bers, and may also be called activists, volunteers, or sympathizers. Some organizations do not

use the word 'member' for the people who are working voluntarily in their organization, because

they are a foundation (and officially cannot have members), and they use the term 'supporter'.

Sympathizers
Sympathizers are people who show sympathy with the activities of the NGO. This may lead

to giving a donation or being a volunteer involved in activities of the NGO. It can also include
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a person who offers to support the organization in other forms, for instance, signing a petition.

A sympathizer does not necessarily have to be member.

Volunteers
Volunteers are people who do work for an organization voluntarily. They contribute by

offering unpaid labor. Voluntary work can include all kinds of tasks, varying from board mem�

bership to offering skills and expertise to the organization, to implementing project activities.

Activists
Activists are people who are active in the organization. As the word implies, emphasis is put

on being active and thus one may assume that the person is also a volunteer. If an organization

has activists, it suggests a stronger tie with the community.

Contributors
With contributor are people who contribute, usually money, for a joint purpose. They pro�

vide a gift or a donation. Many organizations in Western Europe have a large group of private

contributors who support the organization financially with relatively small sums of money. Other

words used are benefactor and donor. The last word can be confusing since it is applied to organ�

izations and private funds whose main function is to donate large sums for the common good

to groups or organizations in civil society. 

It is good to realize that the same people can play different roles in the organization at the

same time. Every organization has its own vocabulary for people connected to the organization.

In other words, the terms as such do not tell whether the person is inside or outside the organ�

ization, internal or externally linked with the organization. Sympathizers and supporters are terms

used for people who usually are not connected with the core of the organization. One may assume

that there is not a very close relationship between the sympathizer and the organization and thus

membership is not expected.

The relationship between the different people engaged and the organization in practice depends

on the organization, its mission, philosophy and structure. It is best to look at the description

of rights and duties for the different (types of) people who are active in the organization.

4.3 Membership

Regarding the members, there are usually different types of membership. You can be a

normal member, or member of a specific body inside the organization, like the board or a com�

mittee. Associations have official open membership. New people can become member of the

association. Members of the association accept being a part of an organization by paying the

membership fee. 

Membership may refer to a person belonging officially to a group. In a broader sense of the

word, membership is used in various ways. For example, people are members of a working group

or coalition. In the world of ICT and virtual communities, people can become a member of a

mailing list or discussion group.

In daily life, people are used to speaking about networks or coalitions and their members.

This does not necessarily mean that the structure is officially registered and that they have offi�

cial membership. There can be an informal procedure for inviting people to join. Generally speak�

ing, this means that you have to certify and check when speaking about members, whether and

to what extent there is a mechanism or procedure for becoming a member and to what extent

this has a formal character. 

Many organizations have a division between newcomers and experienced people who have

been active in the organization for a longer time. For this, they may have different types of mem�

bership: candidate or associate membership and full membership.
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Person with full membership have in general other rights and duties. For example, all mem�

bers have the right to take part in the activities, whereas full members have the right to vote.

4.4. Benefits of members

and supporters

Any organization that discusses the mission and vision will touch upon the issue of having

members, supporters and sympathizers. People will need to address the question of whether it

is good to have members or not. They will discuss whether they may need more or less active

people. Before making decisions on such matters, it can be interesting to study the benefits of

having people engaged with the organization. 

This section wants to show how an organization can benefit from the involvement of peo�

ple. In order to avoid misunderstanding, the two words 'members' and 'supporters' (non�mem�

bers) are used, standing for all kinds of people engaged with the organization. Thus, the term

supporter includes volunteers, activists, and sympathizers.

A s s i g n m e n t:  Please list a number of benefits and advantages (if possible more than
10) for an NGO to have supporters and/or members. 

You can find the answers below in the list with more than 20 possible advantages and ben�

efits for NGOs. 

The benefits of having members and supporters involved in the organization have been

split up into categories, corresponding with the following organizational aspects: 

A. Mission and vision, strategy development 

B. Resources (intelligence, human, material, financial) 

C. Internal communication and commitment 

D. Implementation of activities and achievement of goals 

E. Monitoring and control in the organization 

F. Publicity and promotion 

G. Legitimacy and integrity 

H. Development and change

A. Mission and vision, policy and strategy development

The mission and vision of an organization are developed and decided upon by the people

who are inside the organization. Usually the executive committee members and the director play

an important role in developing the policy of the organization. Later this policy has to be

approved by the board of directors (foundation) or by the general assembly (association). Both

organizations can have other bodies with members, who can play a role in the reviewing the mis�

sion and vision and the development of the policy and the strategy of the organization. This can

be, for instance, an advisory body giving consultation to the general organization, or the exec�

utive committee on mission and vision and development of future strategy.

Benefits

1. Members can carry the organization's vision. 

2. They can help to give direction to the organization. 

3. They reflect the organization's mission and values.
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B. Resources

Resources means everything that an organization can make use of and benefit from. One can

distinguish between "hardware" and "software". Hardware includes financial resources (dona�

tions, financial contributions, membership fees), materials (contribution in kind) such as

paper, second hand equipment, construction materials donated to a project, office space, and

services such as use of a bus during the project. 

Software consists of those things that have to do with information and contacts, people and

organizations. It can refer to information and knowledge on specific issues, contacts with peo�

ple and networks, intelligence.

Benefits

1. They can bring in financial resources through membership fees, donations, and other

financial contributions. 

2. They have their own channels, sources and networks for information, contacts, and

partners (software). They can make use of their own information channels and net�

works for the benefit of the organization 

3. They can bring in resources, materials, sources and finances (hardware).

C. Internal communication and commitment 

Members of the organization can stimulate sound internal communication. Internal com�

munication is the communication among the people working in the organization and others.

Members can help to create team�building and stimulate the social coherence inside the organ�

ization. Members can create commitment to the aim and principles of the organization.

Decisions taken on difficult issues by members will increase the chance of unpopular decisions

being implemented. Members in the organization can encourage openness, freedom of expres�

sion of opinion, and an open�minded organization. 

Benefits

1. Members can help to have sound and open internal communication. 

2. Members can help avoid closed decision�making. 

3. Members can help to apply self�organization of the organization 

4. Members can help the organization with problem�solving.

D. Implementation of activities

Every organization needs to implement activities in order to realize its objectives. People can

act as helpers to implement the activities. The more people an organization has, the easier it is

to execute big tasks and large projects. If your NGO has many people, you can have a larger impact

by reaching a greater target, increasing public groups, influencing more different stakeholders

in your community. The implementation of the activities can include all sorts of people who are

willing to support your organization. 

Benefits

1. They can help you to implement the work 

2. People can help to reduce the workload and carry out tasks.

E. Monitoring and control

It is important for an organization to have monitoring and control. This means that there

is a mechanism that can check whether the organization is acting according to its own aims,

principles, rules and decision�making.
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Members of the organization can help the organization monitor organizational processes

and management. They can see to it that decisions will be implemented. The general assem�

bly can ask the executive committee for clarification, for explanation and correction of certain

actions in case this was done insufficiently or incorrectly. 

Members can stimulate the organization to be consistent, to be truthful and to be account�

able. Members can draw attention to things that are not going smoothly. 

Advisory committees and financial committees can give open and unsolicited advice to the

executive committee and the general assembly on matters regarding organization and project

and financial management. This means that such bodies can play a role in keeping the organ�

ization on the right track, creating objective evidence for outsiders that the organization and man�

agement of the organization is done in a transparent and legitimate way.

Benefits

1. Members can encourage the organization to keep its promises and to implement

(unpopular) decisions once made. 

2. Members can act as a watchdog of the organization and help to correct mistakes. 

3. Members can stimulate the organization to be responsive. 

4. Members can increase the credibility.

F. Publicity and promotion

Publicity and promotion of the organization and the activities are important in order to reach

the target group and stakeholders in society. An organization can make use of people support�

ing their organization by having more publicity. People can act as ambassadors of their organ�

ization, and strengthen the positive image of the organization. Making promotion for the

organization means to attract the attention of new people, and to give the organization a good

image.

Benefits

1. Many people can be involved in activities and thus the organization can create a lot

of publicity. 

2. They can show the public that people are responsive to the NGO's work and activi�

ties. 

3. They can help to spread information and ideas.

G. Legitimacy and integrity

An organization will be able to show that it has reasons for existence when it has support�

ers and members. The more people feel connected, the more the organization can show that

there is a legitimate rationale for their activities. It shows that the NGO is working on matters

that are supported and considered important by at least a part of the population. The members

can show that the organization is working for the common good, and that the vision is support�

ed by those people who have chosen to be part of the organization.

Benefits

1. Members' involvement can give prove that your organization is needed and thus

increase its legitimacy. 

2. External people can obtain information by asking different people about the organi�

zation. 

3. Members can help to combat secrecy and corruption and can help to keep the organ�

ization open (they can avoid decision�making within family organizations). 

4. People from different backgrounds and with different ideas can show that the NGO

reflects various elements of the society.. 
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5. Members can show that the activities are reflected in organizational behaviour. It sup�

ports the slogan, "Practise what you preach". Do yourself those things you want to

teach others.

6. The way you promote your mission and realize your aims externally corresponds with

the way you treat your own people internally. 

7. Higher number of members can attract other people to work for the organization.

H. Development and change

Any organization will need to respond to new developments and changes in society in order

to be relevant, to be useful and to remain attentive to the needs of civil society. Having differ�

ent people involved the work, means that the organization is able to receive information and sig�

nals from different groups of the society. Members can be an instrument towards change and

development.

Benefits

1. People can help to find new partners easier. 

2. A large number of people can attract new people. 

3. Their involvement can prove to funders and stakeholders that your organization is

working for the common good. 

4. They can increase the perception capacity of the organization to identify new oppor�

tunities. Members can be the eyes and the ears of the organization. 

5. New people bring in new ideas. 

6. They can keep the organization open�minded.

Taking a closer look at the eight organizational aspects, you can see that there is a difference

in support of members and non�members. The benefits under especially categories A, C, E, G

and H are organizational aspects that can best, and sometimes only, be provided by real mem�

bers, people who have membership. 

The benefits under categories B, D, F can easily be provided by supporters and sympathiz�

ers. With regard to creating commitment, it may be easier to engage and to keep people com�

mitted if they have certain rights in addition to tasks and duties. 

The need to have members can differ among organizations as well as what the organization

wants from them. This can be reflected in the organizational structure. 

It can be useful to know where the organization especially expects to have benefits from peo�

ple. In order to set the expectations for the organization, it will be important to formulate the

rights and duties of members as well as those of supporters.

5.

Statutes and rules of procedure

5.1. Introduction

When starting up a new organization or when revising your existing organization, it is impor�

tant to develop and to review your mission and vision of the organization. The mission and the

vision for the organization can provide guidance in developing your organizational structure.

Statutes and rules of procedure are only instrumental in the process of organizational devel�

opment. Whereas the statutes may seem to be the key to open the door to legality, the rules of

procedure can be regarded as the vehicle you use to go through civil society. 
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This section explains the two documents. It describes the use and the value of statutes and

rules of procedure. Further, practical examples are being provided to show how it can be used.

Statutes

The statutes are the official document that the NGO needs in order to register. This docu�

ment has to be presented to the notary or the administration in order to become a registered organ�

ization. The articles or statutes have to comply with the law of the country. Another term used

sometimes is "constitution". The statutes form the basic document of the organization.

In case an NGO wants to make change regarding the board, the management, or the way

of voting, this can lead to amendments in the articles of the statutes. If an NGO wants to change

the statutes they have to go to the notary. These actions always imply certain costs. Amendments

to the statutes can only take place after a meeting with the members and when a certain major�

ity has agreed to make the changes.

Rules of procedure

The rules of procedure (ROP) are a document that includes all matters and topics for which

further regulation can be desirable. Other words used for the same document are "Standing Rules",

"Standing Orders", "Internal Regulations" or "Bylaws". It is an internal document for the use

of the internal organization.

Rules of procedure need to be in line with the statutes and cannot be in conflict with the coun�

try's law and the statutes. Usually one article of the statutes refers to the possibility for the organ�

ization to develop Rules of procedure. The ROP is not being presented to the notary or the admin�

istration. This document is usually decided upon by the General Assembly (the annual mem�

bers' meeting).

As a rule of thumb, you can formulate the difference between statutes and rules of proce�

dure in the following way. Statutes usually describe what the organization wants, does, and has.

The rules of procedure answer questions with regard to how the organization wants to organ�

ize activities, how to have its meetings, how to vote, and how to do the management. 

Usually people try to formulate things in the statutes as brief and concise as possible. For

more information and details, the rules of procedure provide the possibility to elaborate the work�

ing methods and the ways of working of the organization. 

Examples of topics that can be described in the ROP are how to obtain membership and mem�

bership rights, how to execute the procedure on voting, explanation of specific terms, commu�

nication issues and reporting documents, responsibilities of board members, task description,

matters of secretariat, and division of responsibilities between board and staff. 

The ROP in a practical sense can be more powerful than the statutes in the daily decision�

making and management of many organizations.

NGOs usually have ROP for several reasons:

" ROP can be used to elaborate specific organizational issues in more detail. 

" When an article in the statutes leads to internal discussion, ROP can help to explain

how the article should be interpreted. 

" Following the country's laws and NGO legislation exactly often does not lead to the

structure that people wish to work in. 

" It is easier to change and adjust ROP than the statutes. 

" In the daily life of an organization, the ROP can help the management and commu�

nication. 

" ROP can help to avoid misunderstanding and internal conflict. 

" ROP can support to implement the decisions made by the organization. 

Any organization may need to change the activities and the organizational structure because

of growth, development, or changing circumstances. This can lead to making changes in the

statutes and the rules of procedures. 
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Usually the general meeting decides on  amendmending the statutes and ROP. Changes in

the ROP can be implemented immediately after the general meeting. It is not necessary to have

changes of the ROP accepted by the notary (as it is in case of changing the statutes) and thus

does not have financial consequences.

The overall conclusion is that it is much easier to change the rules of procedure than the statutes.

There is usually one article in the statutes that refers to the possibility to extend any orga�

nizational matter in the rules of procedure. See some examples of how this is presented.

Example 1: IASFM Association:

http://www.uni�bamberg.de/~ba6ef3/iasfm/statutes.htm 
Article 18: STANDING RULES
1. Standing Rules may be adopted to regulate all matters for which further regulation is
deemed desirable. Standing Rules may not contain any provisions in conflict with the law
or this Charter. 
2. The Standing Rules shall be adopted and amended by the General Meeting. Its verba�
tim text must be made available for inspection by the members at an appropriate loca�
tion five days before the meeting in question until the end of the day on which the meet�
ing is held.
Example 2: European Heat Pump Association EEIG: 

http://www.fiz�karlsruhe.de/hpn/html/Statutes.html 
Article 17 � Rules and Regulations
The rules and regulations of the Association shall be written by the Council and submit�
ted for approval to the Ordinary General Assembly. These rules and regulations are
intended to clarify matters not covered by these statutes, particularly regarding the
organization of the activities of the Association.

5.2. Developing statutes and rules of procedure

If you study different organizations, you can easily find statutes that hardly describe what

is really going on in daily life of the organization. It happens quite often that the written origin

of the organization does not reflect the practice. There can be several reasons for this: 

" The people in the organization changed the way of working and the structure without

amending the statutes officially. 

" People hardly pay attention to the articles in their own statutes. 

" People once developed statutes on the basis of what was required by country's law and

not on the basis of what their organization and members really needed. 

" People used the country's law and NGO legislation only to find out how to get statutes

adopted in the easiest way following the minimum requirements. 

The NGO legislation usually demands a set of common requirements for a structure.

Following this set of requirements accurately however, does not necessarily lead to the best struc�

ture. No law requires rules of procedures; instead,laws usually offer the possibility of creating

ROP.

Obviously, the requirements of the country's laws need to be obeyed and therefore you have

to inform yourself about what is allowed by law. It does not mean that only the NGO laws can

guide you on the development of your organizational structure. It may be wiser to use other guid�

ance on how to structure yourself in addition to the legal requirements,yourself, simply because

in this way you will not miss the opportunities for your own organization. 

The best approach to developing a structure is to think of what kind of structure you really

need in order to achieve your aims and mission and to follow your vision. It can be useful to study

which part of the structure should be described in the statutes and which part can be described

in the rules of procedure. If you develop the rules of procedure parallel to the statutes, it can

help to strengthen the internal organization and the institutionalization of the organization struc�

ture. In fact, it contributes to the sustainability of the organization. 
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People who know what they want will shape their organization on the basis of their own needs

and wishes, and not only by looking at what the authorities require. If you know your mission

and vision, where you come from and what your direction is, the organizational structure can

follow easier as a consequence of this. 

In practice, this can lead to an organizational structure with 

a) some of the statutes, following and complying exactly with the country's law, and 

b) some of the statutes including elements of the organization which are not required by

law and thus do not necessarily have to be written down in the statutes. 

As it is useful to define and describe the organizational structure fully, the question is where

to write down those elements of the structure useful for your organization but which are not

required by law. 

Generally, one can consider two options:

� to integrate them into the statutes;

� to develop rules of procedures.

For practical cases and examples of how organizations have created their statutes and rules of

procedure, you can visit some websites and compare the text of statutes and rules of procedures.

Examples of organizations with statutes and rules of procedure.

The websites are from three international, European organizations in the field of environment
and youth cooperation. They all have statutes and rules of procedures on the website. 
Youth for Development and Cooperation http://www.ydc.nl/ydc_statutes.htm 
Youth for Environment Europe http://www.ecn.cz/yee/Statutes%20of%20YEE.doc 
European Environmental Bureau http://www.eeb.org/about/about.htm

6.

Organizational structures

6.1. Regarding Ukrainian laws and legislation on NGOs

This chapter will focus on two legal forms as used in Western Europe: foundation and asso�

ciation. Most features of these two legal forms can be found in other types of structures. A fed�

eration, for instance, is in fact an association with organizational membership instead of indi�

vidual membership.

What we do want to do is to discuss the various features of a foundation and an association.

As most of these features can also be found in other legal forms, understanding these features

will help to make choices for future structures.

Having said that, we think that it can be useful to briefly present an overview of keywords

and organizational structures as used in Western Europe and in Ukraine.

This will help show the similarities and differences between the two. Ukrainian law and leg�

islation provides for specific non�governmental organizations. To give you an impression, we have

listed the most important ones. This can help in understanding to what extent the information

on Western structured NGOs can be applied to the Ukrainian situation and, if so, in what way.

Like many countries in EECCA region, Ukraine has some specific rules for non�governmen�

tal NGOs.

* An organization needs to be registered by the authorities. This is different from EU

countries, where the notary as juridical power has the authority to decide over the reg�

istration of NGOs. 

* Organizations in Ukraine can be registered at local, regional, national and interna�

tional levels. If your organization is being registered at the national level, you can run
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a national NGO. There are, however, specific requirements and conditions. The

requirement for becoming a national NGOs is that you will have representatives in at

least 50% + 1 of all oblasts (28/29 oblasts, including Kyiv and Crimea region) .

The system of registration in the Netherlands in Western Europe, is quite different from Eastern

Europe. Especially the registration of the different members and representatives usually requires

much more energy, time and expertise in EECCA countries. This can partly be explained by the

lack of clarity in the laws and different interpretations of the laws. 

In Western Europe, the founding members usually have to go to the notary to indicate that they

want to start a new organization. This can be a minimum of three or sometimes two people.

In Ukraine there is more to it. A regional NGO is operational in a region of a number of towns

and cities, meaning again that you need to have a number of representatives inform each place

in which you are active. Representatives not only need to have themselves registered at the local

level; the regional organization as such also needs to register its official address in one partic�

ular place.. 

It should be borne in mind that this chapter will mainly concentrate on structures accord�

ing to Western principles and standards for NGOs.

6.2. Association and Foundation

The definitions presented below are according to the Dutch laws and the legislation on non�

governmental organizations. There are two types of NGOs (non�governmental organizations)

allowed according to  the laws of Netherlands, which are equal or to a great extent similar to

the laws on NGOs in the EU countries:

" Association 

" Foundation

Association

An association is a non�governmental organization that has members. The highest

body of the organization is formed by the members who meet annually at the General

Assembly. The members of the Generally Assembly elect the board, usually called the

Executive Committee (EC). The EC is responsible for the daily management of the

organization between the two consecutive annual meetings of the General Assembly.

Other words (depending on the organization) used instead of the Executive

Committee can be Coordinating Committee, Coordinating Board, Steering Group.

Foundation

A foundation is a non�governmental organization that is ruled by a board. The highest

body of a foundation is the board of directors. A foundation does not have members as

such. The board elects itself, meaning that the board seeks and elects its own members.

Both association and foundation can have staff people. Head of staff usually is a director or

coordinator responsible for the daily management of the organization. 

It should be borne in mind that foundations and funds are not the same. There are many foun�

dations that have funds and provide financial support. Many donors and funders choose for the

legal form of foundation. Generally, organizations that administer a fund and whose main pri�

ority is to provide financial support to projects usually have the legal form of a foundation. Not

all foundations, however, are donors or have funds. There are also foundations that have other

aims and tasks, such as promotion, lobbying, training, providing support.

Difference between association and foundation

The general difference between an association and a foundation is that the association has

an open annual meeting for its members, called the General Assembly (GA), and the founda�
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tion does not. The GA is the highest decision�making body of an association. The GA elects

the members of the board (or executive committee). Usually the association is rather open for

new members.

A foundation does not have a general assembly. Usually there is a board that chooses its own

members at the general meeting. The foundation may have certain procedures that make it less

easy for outsiders to enter and to become a member of the organization. 

Sometimes there are two levels of the board: there is a board of trustees and a board of direc�

tors (called board). The board of trustees is the highest decision�making body of a foundation

and is responsible for an overall policy. The Board of trustees chooses the members for the exec�

utive board (called executive) from its own members. The executive board meets more often than

the board of trustees and is more involved in the daily management of the foundation. 

In the table below you can see the differences and similarities between associations and foun�

dations. In fact an association and a foundation can have similar structures, like a board (exec�

utive board) advisory council, an auditing committee. The great difference is the highest deci�

sion�making body of the association and foundation, respectively the general assembly and the

board of directors.

Table 1. Association and foundation � comparison of general features

Type of NGO Association Foundation

Internal bodies

Structure

Decision making body:

Highest body General Assembly Board of directors

Executive body Executive Committee Executive board

Other bodies: (possible)

Advisory council Possible Regularly, probably

Auditing committee Usually present Possible

Council for dispute Possible

People

Highest staff person Director Director

Support staff Administration, bookkeeping Administration, bookkeeping

Project officers Projects, campaign Projects, campaign

Besides associations and foundations, there can be other types of NGOs. In many countries

in Eastern Europe but also in the Balkans, authorities may distinguish more types of NGOs.

Institutes, for instance, can have a special legal status. 

Besides the statutes and the structure of the organization, there can be more differences

between association and foundation with regard to the type of activities and the role that the

NGO plays in society. 

There can be various reasons for deciding to register an NGO as an association or a founda�

tion. This can be from the point of view of the legislation, management, liability, or taxation. The

issue of sources of income linked with the laws on taxation can influence the decision on what type

of organization you want to be. Usually this mostly depends on the laws of the given country.

There can also be intermediate forms of organizations, in between association and founda�

tion, or combinations of the two legal forms. There are examples of an association which has

developed a fund that is put into a separate foundation. Such examples can be found in Western

Europe as well as in Eastern Europe under the country's law.

6.3. Board and staff

Each organization, whether paid or non�paid, has a number of functions inside its structure.

This section presents the different functions and the tasks of the board and the staff and the dif�

ferences between these two are described. 

This section concentrates on the relationship between board and staff in associations and

foundations. It does not ignore the role of the General Assembly in an association, but since
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the General Assembly usually occurs annually or twice a year, its direct role is less, and empha�

sis is put on the board as the acting body in the daily management.

Board: the board is the general body that is responsible for the policy and daily management

of the organization. Other terms used instead of board can be executive committee, board of direc�

tors, coordinating committee, coordination board, coordinating council, steering committee.

Staff: the staff people include the director and other people in the organization who work for the

organization and receive payment for their work. Other words used instead of director can be coor�

dinator, general coordinator, general manager, and (in certain cases) names like secretary general.

Usually, paid staff enters into the organization when the board has been able to generate income

through obtaining donations, or submitting project applications that include a request for

funding. Without income one cannot have paid staff because there are no financial resources

to pay people.

Board

Every non�governmental organization, be it an association or a foundation, has a board with a num�

ber of functions. These functions are non�paid. The organization does not have contracts with the

board members. In EU countries, one can distinguish the following functions in an organization:

" president 

" treasurer 

" (general) secretary 

" vice�president(s) 

" common member 

The head of the organization board is usually called president. In the Netherlands and

some other countries, s/he uses the less official, or modest sounding name chairperson. 

S/he has the tasks and responsibilities regarding representation, signing certain documents

and chairing meetings. 

The treasurer is responsible for the finances of the organization. This person has the task of

following the financial management and to be responsible for the budget and the accounts of

the organization.

In several countries, there is a separate position of secretary. In some countries the tasks of

the secretary and treasurer are combined into one function. The secretary usually plays a role

in the internal communication of the organization, personnel and administration.

Then, there can be different functions for vice presidents. The names can be specific or gen�

eral. The vice presidents can substitute for the president in case of absence. The vice presidents

can also have specific portfolios and representation tasks.

The size of the board and executive committee is limited. Usually there is a minimum of three

people; the maximum may vary and may go up to nine. The minimum and maximum number

of people is usually mentioned in the statutes. An organization may strive for an odd number

of people so that in case of voting, the decision will lead to a clear decision. Table 1 shows an

overview of the functions of the board members.

Further, after the president, there are usually a few vice presidents or other common mem�

bers. The president, secretary and treasurer have specific tasks related to their position. There

can be a few vice presidents able to substitute the president in case of absence. Further, there can

be board members having a specific responsibilities linked with the organizational field of work.

There are a number of tasks and responsibilities that need to be divided over a number of peo�

ple. The tasks of overall management, including project, financial management and personnel

management are delegated to people. Further, there can be people responsible for internal and

external communication. Finally, an organization usually can have specific subjects, themes and

projects that are part of the core activities of the organization and therefore of main importance.

Responsibilities for such specific projects, for instance a campaign, a representational task to

have a seat in a specific external committee, promotion work, can be delegated to a specific board

member. The tasks of the board mentioned above are done without payment.
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Further, after the president, there are usually a few vice presidents or other common mem�

bers. The president, secretary and treasurer have specific tasks related to their position. There

can be a few vice presidents able to substitute the president in case of absence. Further, there can

be board members having a specific responsibilities linked with the organizational field of work.

There are a number of tasks and responsibilities that need to be divided over a number of peo�

ple. The tasks of overall management, including project, financial management and personnel

management are delegated to people. Further, there can be people responsible for internal and

external communication. Finally, an organization usually can have specific subjects, themes and

projects that are part of the core activities of the organization and therefore of main importance.

Responsibilities for such specific projects, for instance a campaign, a representational task to

have a seat in a specific external committee, promotion work, can be delegated to a specific board

member. The tasks of the board mentioned above are done without payment.

Table 2. Functions of board members

The board can meet between 3 or 4 or even 6 times per year. There are also organizations

where the board meets as often once a month. This generally means that in case of more work,

the board may meets more often and may involve other people on a voluntary basis in the work. 

In case the board has too much of a workload, and the financial sources are available, the

board may decide to add a staff person. Having staff means in fact that the board creates for itself

a new task: namely that of the employer. Beforehand, people were equal in that all were board

members � besides the matters of different board functions. Now, having appointed a staff per�

son as employee, the board has taken up the responsibility of being an employer, including the

legal obligations and duty to communicate with the staff. 

Another tendency is that with a growing number of projects, the board can create more staff

functions. This means that when the workload is increasing (and there is sufficient income), the

board will delegate more daily tasks to the paid staff.

Staff

Paid people are all those who receive payment through the organizational activities and

projects.

This can include these functions:

" the director 

" the manager 

" project coordinator 

" bookkeeper 

" people with short term contracts on specific projects.
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Functions Presence Responsibilities Tasks

1 President

chairperson

required chairing meetings, signing

responsibility, representation

signing documents, agreements,

personnel contracts

2 Treasurer required bookkeeping, accounting,

budgeting

practical work of bookkeeping

can be delegated to project worker

3 Secretary required archive, communication with

personnel/ director

managing personnel, internal

communication, maintenance

archive

4 Vice president

with portfolio

preferable substituting president, port�

folio theme

for instance, following / leading

the working group working on

specific theme

5 Vice president

with a portfolio

preferable portfolio theme/project

6 Board member

portfolio subject

possible portfolio theme/project

7 Board member

portfolio subject

possible portfolio theme/project



Other people who can receive payment for their work are externally recruited people for some

specific temporary or part�time tasks like, for example, an accountant. They are external and

usually not a member of the organization. Further, one can think of other short�term experts,

such as interpretaters, trainers, editors, experts on computer programming. 

In Western Europe one makes a distinction between the real payment for labor activities and

the reimbursement of costs. In an NGO in Western Europe, it is possible that a volunteer, who does

some activities for free, receives reimbursement of travel costs, or some daily subsistence allowance

for the costs incurred during travel. These kinds of people and these types of reimbursement of costs

are not further considered as payment (this matter is not further considered in this text).

General conclusion: whether inside or outside the organization, people who are paid can

usually not be a member of the board of the organization (either association or foundation). 

Table 2 is an overview of some staff functions and their tasks and responsibilities. The num�

ber of paid functions depends on the income of the organization. An organization with one staff

person usually has a coordinator or a director. In case of growth and bigger workload, there can

also be an assistant and/or bookkeepier. When more projects need to be implemented (for which

financial resources are available), other project officers can be recruited.

Table 3: Overview of staff functions and responsibilities and tasks.

Board versus staff

The board and the staff in Western NGOs form two separate bodies. Although they are strictly

separated, in each well�functioning NGO there is strong cooperation between the board and the staff.

The connection between the board and the staff is made by the board and the director

(coordinator). Usually the staff, in the person of the coordinator, has frequent and regular con�

tact with the board. The coordinator gives advises to the board and the coordinator attends the

board meetings.

In many organizations the board meets regularly with the director (or general coordinator).

Sometimes other people with a paid function also attend (part of) the board meetings for cer�

tain agenda topics. 

The staff's input into the board meetings is of course of the utmost importance, since the staff

is in daily touch with the work, and experience the organizational problems first. This means

that it is very important for the organization that they report to the board in order to keep the

board well informed. Staff members are seen as the people who can contribute to a large extent

to finding solutions to questions and problems in the organization. They are expected to give

valuable, professional advice to the board members. 

In this way the organization will be able to make better long�term decisions on strategy and

planning.

There is one important difference between the director and the board member at the board

meetings. Although the director � because of his knowledge and experience � is an important

person at the board meetings, he does not have the right to vote in board meetings. There are

several reasons why paid people are not part of the decision�making body. 
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Functions Staff Min. required Responsibilities Tasks

Director /

coordinator

reporting to board, internal

communication, external re�

presentation, staff meetings, ge�

neral management

support staff, human resource

management, fund�raising, public

relations, networking

Financial

officer

support bookkeeping, preparing

accounts and budgets

practical work on bookkeeping,

doing finances

Secretary/

assistant

support administration, archive, pr attendance meetings, office work

Project officer project project implementation project tasks

Project officer project f.i. project

Project officer possible f.i. campaign

Other … possible



First, the people who are involved in the implementation of policy are expected not to be

involved in the decision�making on policy. Second, there can be a mixture of organizational and

individual interests. The staff has an employment contract that has to be signed by the board

(president). If a staff member had the right to vote, it would mean that s/he would be able to

decide over his or her own contract. There would be a conflict between personal interest and

organizational interest. 

Regarding the responsibilities of board and staff, Western European NGO practice can be very

different from the way in which NGOs in Eastern European countries function. This can be

explained by the laws and NGO legislation which define the structure and functioning of an NGO

in a different way. In countries like Russia, Ukraine, Moldova, the head of the organization is

often a president who has a daily job and who is paid (when financial resources are sufficient).

In fact, the president of the board is the same person as the director of the organization. In this

way, the organization can be employer (president) and employee (director) at the same time.

This practice is possible according to the law in these countries. In Western Europe this is

against the law on NGOs.

Differences in practice

In both types of organization, associations and foundations, the members of the board are

not paid and do their work on voluntary basis. As mentioned previously, they can receive reim�

bursement for costs incurred; for example, travel and communication costs. 

Board members are elected by the members. This means that board members are chosen by

a majority of the members. 

Staff people are recruited and selected. The NGO makes a contract with the staff member

for a certain duration. This means that staff people are recruited on the basis of their expertise

and qualifications. 

Organizations, associations and foundations can have various reasons for employing staff:

" to decrease the workload of board members who are non�paid; 

" to delegate the administrative work; 

" to coordinate the activities; 

" to be better approachable for funders and external people; 

" to run projects and campaigns; 

" to safeguard continuity, perhaps sometimes sustainability; 

" to achieve a certain level of professionalism. 

Depending on the size of the activities and the number of projects, the number of employ�

ees can vary from one to several hundreds of people.

6.4. Structures and their bodies

So far we have presented several bodies as part of a foundation and association, i.e. the board

and the staff sections. This paragraph completes the picture. We will summarize the bodies pre�

sented and add a few that  one can usually find in legal forms.

Council of Founders

This council consists of founding members, those people who decided to found the organ�

ization. Foundations may have a council of founders. Founding members in foundations can

have and maintain certain rights. They may meet annually. Usually they are not involved in the

daily management of the organization.

General Assembly

The General Assembly is the annual meeting of members of the association. It is the high�

est decision�making body of an association. Most important topics to be discussed during the
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General Assembly are the activities and financial report of the last year, the planning and the

budget for the next year. Further, the General Assembly elects the members of the Executive

Committee.

There can be specific reasons, usually in cases of a certain emergency, for the General

Assembly to meet more often. For instance, it may happen that there are financial problems,

or mismanagement by some members. Members may be worried about certain developments

and call for a meeting in case a certain minimum of, for instance 7 members, officially call for

a meeting. 

The General Assembly is an important instrument for members to show their appreciation,

approval, and concern about the policy and direction of the organization. They can have direct

influence on the organization through democratic processes like voting and elections.

Board of Trustees, Board of Directors, Executive Committee

These words refer to the board of the organization. Associations usually have the word

Executive Committee or Board. It may not be possible to derive a general rules on this. It can

also depend on the field of work or theme and sector in civil society. 

Board of trustees refers to the board of a foundation that is managing a fund. The board of

an organization usually has a limited number of people, between 3 and 9 members. They may

meet 3 or 4 times a year or monthly. 

Auditing Committee / Financial Auditing Committee

The Financial auditing committee can be seen as a body that protects the accountability and

transparency in financial management. 

This committee has a role regarding finances. The committee may meet once or twice a year.

The general aim of the committee is to check the financial management of the board, the accounts

and the budget. Some committees have more of an evaluating role (checking whether the

treasurer and the board have executed things in the right way), while other committees can have

a role regarding the budget and the financial policy (commenting on the future plans). 

The Auditing Committee is an internal group of the organization, consisting of 2 or 3

members who are usually chosen by the General Assembly. 

Many associations have an auditing committee because they think it is helpful to have a body

of control that can present extra information on the finances and accounts of the organization.

In this sense the organization is examined to determine whether the financial policy is prop�

erly implemented..The Financial committee may give advice and feedback directly to the

board as well as report directly to the General Assembly.

Director/coordinator

Director or coordinator is the highest person in the staff section. Depending on the type of

organization, the nature of the work and the organization's culture, people may use the title of

director, coordinator, general coordinator, or general secretary.

Advisory Committee

The advisory Committee, as the word suggests, gives advice. Both foundations and associ�

ations can have Advisory Committee, though they can vary regarding their nature. An adviso�

ry committee can consist of people and/or organizations with various backgrounds, experience

and expertise relevant to the work of the organization. The character of an advisory commit�

tee can vary. It can be a group of wise people with proven experience recruited from inside the
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organization. Advisory committees can also be composed of people with expertise from differ�

ent sectors and with experience on specific themes. 

The types of members of the advisory committee may vary from beneficiaries (participat�

ing in funding programs), partners (people participating in common projects), like�minded organ�

izations, people from other sectors (potential partners), experts (with a specific issue�related

view), generalists (with a helicopter view on society).

Having an Advisory Committee can help the organization to formalize links with civil soci�

ety. It can help to institutionalize their work and create networks with civil society. 

Foundations may create a group of advisers in order to create official connections with civil

society or the field that the foundation works in. Having an advisory committee consisting of

beneficiaries can help the organization to create commitment for the decisions made by the board,

to distill common opinions and experiences from society. It can help to strengthen the institu�

tionalization of the foundation by gaining direct information from developments in civil soci�

ety and by receiving feedback on the work of the organization. 

Because a foundation does not have members as such, people or organizations in the advi�

sory group may have a role in advising the board of directors of the foundation on various issues.

Working group

A working group is a group of people working on a specific theme. Many associations have

the legal possibilities and provisions to create working groups. The General Assembly usually

makes a decision on the creation of such working groups (some organizations use the word Ad

hoc group to indicate that a group of people will only meet a few times to fulfil their mandate).

The Executive Committee is the body that has the daily management of the working groups. 

What, how and when the working groups meet and what mandate such groups have usual�

ly cannot be found in the statutes. This is all for further elaboration in the rules of procedure.

Working groups can have a temporary nature till the next General Assembly. In case they

become more important, or in other words, if the topic they are working on has long�term rel�

evance for the organization, working groups can have a more permanent nature, and they can

be embedded in the permanent structure of the organization. 

It should be borne in mind that creating a working group has implications for the task divi�

sion of the organization, the management and the budget. 

Working groups can be a tool to increase the commitment of members, to give them oppor�

tunities to influencing the policy of the organization, and to shape the future of the organization.

Colleague Court

A colleague court can play a role in case of disputes over certain decisions taken. These dis�

putes can have to do with issues regarding violations of the rules of the organization or discus�

sion about the interpretation of rules. 

As an example, the board in an association that sometimes decides about membership can,

in case  a member misbehaves, expel the member. The member may feel unfairly treated and

therefore submits a complaint to the colleague court. Other examples can be disagreement about

reimbursement of travel costs or questioning the authority of a decision made by the Executive

Committee. 

The colleague court gives its opinion on how to apply the rules of the organization and how

to interpret the rules in cases and situations which are not clearly described and presented in

the statutes and rules of procedures.

Grants Committee

A grant committee can be found in foundations whose main task is to allocate and to

administer funds. The evaluation and selection of grants can be delegated by the board to the
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director who is ordered to set up a grant committee. The grant committee can consist of people

from various backgrounds from outside the organization and some internal people , such as a few

board members. Staff people can participate to assist and support the grant committee. 

Foundations may establish a grant committees with external people in order to increase the

accountability, engage expertise from beneficiaries in the decision�making process, and to gain

the trust of the NGO community by having transparency in the decision�making process.

Other groups, committees

There are similarities to other types of committees, such as a committee in charge of decid�

ing on requests for financial support from organizations with limited financial capacity in

order to attend a meeting. There can be preparatory teams or committees responsible for the

preparation of a specific event. 

They all have in common that they usually are of a temporary nature. Before the creation

of a group, a decision has to be made by the General Assembly. In some case the General Assembly

may have delegated the work to the board, and the board may have delegated the preparation

and organization of the formation to the coordinator.

6.5. Principles and values applied

in organizational structures

Every organization will have its own specific mission and vision and set of values and prin�

ciples. Many non�governmental organizations claim to be democratic and open, and to have

transparent decision�making. 

In the table below, association and foundation.are compared. The focus is on a principle of

openness and direct democratic values. The ways of direct and indirect voting and decision�mak�

ing can also be found in the NGO community.

Table: A comparison between association and foundation

The general conclusion can be that an association in principle is more open than a founda�

tion. Having presented other elements and bodies that can be part of an organizational struc�

ture, one can not make specific remarks about an association or a foundation. For this, it

Features of the organization Association Foundation

Open membership yes no

Highest decision�making body General Assembly Board of directors

General assembly (GA) yes no

Election of the board by General Assembly self�appointed

Standing for board member open procedure; all members closed procedure, at request

of board; selection

Plans and policy of the organization direct decision�making board of directors

Allocation of board functions a) by election at GA 

b) internal decision of the

board

internal decision

Commissions, committees elected by members appointed by board

Staff appointment (director, coordina�

tor)

Possibilities: 

a) by board 

b) by general assembly

c) delegated to selection

panel.

by board 

delegated to selection panel.
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would be necessary to know more about the set of values and principles and the rules of proce�

dure and guiding documents for the internal organization and management.

How can an organization apply

principles openness and participation?

Within the structure, each organization has space to influence and apply certain principles

of working. In the following, there are a few examples of decisions and actions on how an organ�

ization can influence and therefore change the way of working in the organization.

Changing the number of board members

The size of the board usually varies between 3 and 9 people. Many people think that the size

of the board should be kept small. It gives possibilities to quick decision�making, effective

management, and smaller teams can communicate easier. The disadvantage of a small board

is that in case of missing people, a few people have a lot of influence on the decisions. Boards

consisting of more members include more skills, expertise and experience. Larger boards make

decisions that are more balanced and more thought out. More people bring in knowledge and

can help and check whether things have been overlooked. A disadvantage can be that larger groups

have more difficulties in finding a date to meet.

Small boards can face problems that are inherent to small teams. The following example may

clarify this. The board of a relatively small foundation has a discussion about a fundamental issue.

Board member A is in favor of having a joint project with a large organization. Board member

B is opposed to this, and would rather see cooperation with a smaller organization. Board mem�

ber C sees the advantages and disadvantages of both options.

Board member C and the other two members realize that C has in fact the key position. Based

on simple majority voting, C would have the decisive influence. C does not feel at ease in this

position. In case C chooses to support the opinion of A, B can easily interpret the vote of C as

being against the person B instead of against the proposal, and vice versa. 

The discussion about an organizational matter that people intended to discuss objectively

tends to become a matter of people. Due to the fact that the team is that small, a discussion on

the strategy tends to be subject of personal preferences and sentiments. 

The problem would not have become that huge in a team with five or seven members.

Different people will have their own way of looking at things and will bring in their own point

of view on solutions and options. A larger team can prevent an organizational matter from being

solved on personal terms.

Creating new teams for a specific tasks

Organizations will now and then face new challenges that may need a specific approach.

Forming a new team means in fact that new tasks are created. New teams mean that there will

be new space and opportunities for members to participate in decision�making and in prepar�

ing the policy of the organization. Rather than giving the board the mandate to work on this,

the organization may choose to create a specific team, working group, or ad hoc group. This

can create more openness and commitment of members to contribute to find solutions to the

challenges and to be prepared to implement the solutions.

Organizing open events

The organization can organize events that are open to members and non�members. You may,

for instance, organize a seminar or a conference where 30% of the participants can be from out�

side your organization. Open events can be seen as a kind of openness towards civil society. It

can help the organization to make publicity and recruit new members. It can also help the organ�

ization to learn about itself and how it is perceived by outsiders and external people by receiv�

ing feedback.
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Formulating task and responsibilities of groups

Clear task descriptions and procedures for people and groups can help to make people feel

at ease with their roles. In general, it will contribute to the transparency of the organization. It

can strengthen the role of members who have to accomplish a task and can make them feel at

ease. It can also help other people to set expectations and to know what is happening in their

organization.

6.6. Practical examples

on association and foundation

Usually in Western Europe and Eastern Europe, NGOs, whose main role is to be a funder,

choose to be a foundation (for instance Regional Environmental Centre). In several countries

you can only be a foundation if the NGO wants to allocate annually a high percentage of its

income to other organizations and projects. 

In many countries a foundation can have certain legal advantages; for example, on the tax�

ation of its income. It can also happen that an association is not allowed to perform certain activ�

ities. This can have to do with the rule in several countries in Eastern Europe that associations

can only receive income as a membership fee or as a donation (from funds or from individu�

als). If an association raises a subscription fee for education materials or participation fees for

training, these funds would be highly taxed. 

In case of offering a kind of service (exchange activities, participation in an international pro�

gram, or study visits) an association may not sell this service, but offer a membership to peo�

ple interested. By introducing a membership system for people who want to make use of the serv�

ice, associations can raise membership fees and avoid high taxation by receiving payment for

service. Once having become member of the association, people can be asked to pay for the serv�

ice by giving a donation to the organization, instead of paying a participation fee. 

Not all organizations with many supporters have an association structure. In fact you may

recognize foundations because they intentionally use the word 'supporter' and not member, sim�

ply because of the fact that they are not an association with members. 

Greenpeace International, for instance, is a foundation. That means that there is no General

Assembly that can influence the policy of the organization. In fact, the foundation Greenpeace

International has its policy determined by only a small group of people who are members of the

board. Supporters and sympathizers can express support and sympathy by paying a subscrip�

tion fee for the magazine, making a donation or becoming active in the organization as a vol�

unteer. They do not really pay a membership fee but can make a donation to Greenpeace. The

word 'member' is used in the wider sense of the word; for instance, being member of a mailing

list or discussion group. 

There are exceptional situations that make the organization choose a structure with features

of both foundation and association. In the Netherlands there are organizations (for instance,

on international volunteering) that have chosen the form of a foundation, not because of grant�

making activities, but because of finding a balance between participatory decision�making and

an effective management system. Notwithstanding the less open character and relatively less dem�

ocratic features of a foundation, they have developed rules and procedures for their internal deci�

sion�making that have increased the influence of active people in the organization. 

The reason for this is that the NGO on the one hand has chosen to have guarantees for a sound

and solid system to manage the organization. On the other hand the organization wants to be

in close contact with supporters and activists. In order to safeguard the connection and com�

munication with the active people and supporters, they have developed an additional body, like,

for example, the advisory committee that allows active people to meet annually and to give advice

to the official board on policy and the organization. Such an advisory committee is not obliged

by law, but it has a great and important function in the daily life of the organization. And thus,

the organization shows appreciation for the engagement of active people by giving them space

to influence the policy of the organization.
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Examples of Foundations

� Friedrich Naumann foundation � http://www.fnstusa.org/2002%20Statutes.htm 
� Polish Environmental Partnership Foundation �

http://www.epce.org.pl/ang_1/about_us_ang/about_us_statute.htm 
� GreenPeace Foundation in USA �

http://www.greenpeacefoundation.com/about/gpfaq.cfm 
� GreenPeace International based in Amsterdam �

http://www.greenpeace.org/international_en/

Examples of Associations

� Association of Cities and Regions for Recycling �
http://www.acrr.org/about�us/statutes.htm 

� Youth for Development and Cooperation (YDC) �
http://www.ydc.nl/ydc_statutes.htm 

6.7. Examples

of organizational structures

This paragraph gives a number of practical examples on organizational structures. The

structures can be found in the annexes 1�6. 

1 Bluelink (BL)

2 Regional Environmental Centre Moldova (REC�MD)

3 GreenKit (GK)

4 Polish Green Net (PGN)

5 Service Civil International (SCI) � example of national branch

6 International Association for the Study of Forced Migration (IASFM)

The table below gives an overview of six structures and their organizational features. The exam�

ples have been taken from different sectors: environment, information and communication tech�

nology, peace work and volunteer, and migrant and refugees. The organizations differ in legal

form and structures. The first three are all foundations, the second three are associations.

The nationality of the NGOs differ, they are all nationally based mainly in Central and Eastern

Europe. IASFM is an internationally oriented organization. SCI an international organization

with members in many different countries in Europe and Asia focuses on peace work and

international voluntary service (SVIT�Ukraine is also member of SCI). The structure pre�

sented is a mixture of a few branches at national level. 

GreenKit, SCI, IASFM to a large extent depend on voluntary work and volunteer involve�

ment, where as foundations such as Bluelink and REC�MD are more staff based, not withstand�

ing the involvement of board members, of course, who have a non�paid position. 

The organizations have individual members or organization as members. Some have both,

like IASFM and GreenKit. 

The structures have in common that they all have a board or executive responsible for the

daily management of the organization. Organizations vary when it comes to additional struc�

tures like advisory committee, financial auditing committee, working groups with specific

tasks.

Table: Overview of organisational structures
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BL REC�MD GreenKit PGN SCI IASFM

annex 1 2 3 4 5 6

Foundation x x x

Association x x x
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BL REC�MD GreenKit PGN SCI IASFM

Field environment,

ICT, civil

society

environment,

grant making

environment,

ICT

environment peace move�

ment, volun�

teering

migration

Main
activity

development

and applying

ICT tools.

Administerin

g funds,

donor

Service and

activities in

field of ICT

Lobbying,

advocacy

voluntary

work, train�

ing, educa�

tion.

Lobbying,

conferences

Nationality BG MD UA PL national DE,

ES

international

Staff vs
volunteers
lead

mainly staff,

board of

directors

staff lead

organisation

board and

volunteers

volunteers

and staff

activists, vol�

unteers, some

staff people

activists, vol�

unteers

Members board board of

directors

individual

and organisa�

tional mem�

bership

organisation�

al member�

ship

individual

membership

organization�

al and indi�

vidual mem�

bership
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PART II

COOPERATION,

STRUCTURES AND PEOPLE

1.

Cooperational structures

1.1. Introduction

This chapter will help you to understand the importance of cooperation and how cooper�

ation with other NGOs fits into the objectives of your own organization. It will also help you

to understand the limitations of your outreach as a single NGO. You can find an overview of

different forms of cooperation � both formal and informal � that exist in the NGO communi�

ty.

Cooperation is understood as: 

(1) working together for a shared purpose;

(2) being willing to work together. 

A great deal has been written on the topic of cooperation and networking. Much of this is

based on the assumption that effective cooperation is essential for any organization whether local,

regional, national or international, to allow it to function more efficiently, sustainably, profes�

sionally, and with better outreach. 

It would be fair to stress that the NGO community has a big input of volunteers, people from

the community as unpaid workers and trustees. As such, it requires from all participants not only

special skills and knowledge, but even more skills of social cooperation and coexistence. 

Who is involved in the cooperation and how are they involved? Who gets to be involved in

the decision� making? These are major issues that have to be clarified and agreed upon by all

parties.

1.2. Formal and informal

cooperation

You may belong to more networks then you realize. Some of them may be very loose, and

may not organize regularly meetings but information may be available for you. (For example,

you call NGO activists that you know to find out about outcome of a meeting which you could

not attend). Some of the networks are constituted within a project and put forward a clear objec�
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tive. In any case, networking refers to a process of developing new contacts, building a network

of organizations whose members may be able and willing to help each other. This involves: 

� sharing information

� allocation of resources

� support at meetings

The networks can be either formal or informal, but both can be useful. The formal networks

often evolve from particular needs and wishes of different people and organizations to achieve

common goals, whereas informal ones may develop out of personal contacts and friendships.

Informal cooperation can develop into formal cooperation,and vice versa. 

Informal usually means that there is no official organization registered. Further, there are

no statutes or not many internal guiding rules accompanying the group to structure and to for�

malize the activities. 

Formal can mean different things. It can mean that the initiative has been legalized or that

the organization has been officially registered. Formal can refer to the level of formality, i.e.,

the quality of decision�making based on written documents and official papers. 

1.3. Cooperation

structures

Below you will find an overview of cooperation structures. This paper does not pretend to

be either complete or exclusive, and one can understand the descriptions below as working def�

initions. Obviously in the NGO community, one can find other names and types of structures. 

It should be borne in mind that the structures presented here do not provide direct infor�

mation as to whether the organization is formal or informal, legal and/or registered. The

descriptions below also do not give any indication about legal form the organization has (asso�

ciation or foundation).

Network

A network in the social sphere usually refers to any group that includes NGOs and people

that are somehow connected. The connection may be based on a common philosophy, shar�

ing ideas or the wish for joint actions. During the last decade, 'network' has also been used for

groups of people and organizations that share ideas and work together by means of tools of infor�

mation and communication technology (ICT). 

The cooperation between organizations and individuals can vary from technical coopera�

tion, exchange of information and experience to collaboration at the level of partnership in a

joint project and becoming a member of an organizational structure. 

Networks generally have a rather loose, flexible structure.  The loose character is often

reflected in the criteria for membership, the rights and duties of members, and the relatively easy

access for outsiders. The vision and mission of a network may be rather general, based on

common interests. In addition, the procedures are not well developed, since they are not need�

ed to maintain the network. Examples of European networks are: Action for Solidarity, Equality,

Environment and Development (ASEED), European Youth For Action (EYFA).

Platform

A platform, as the word implies, is a place for organizations and individuals to meet. It is often

based on common interest, ideas, and background. The word platform can refer to a formal struc�

ture as well as to an informal network. In practice, the word 'platform' is used when people want

to share information and experience � internally orientated � as well as promoting and lobby�

ing their work � externally orientated. The level of involvement and participation of the mem�
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bers may vary; the links of the members with the platform can for instance be based on loose

and rather open membership or partnership. Examples in Ukraine are the Green Platform meet�

ings; these meetings are organized by a group of NGOs, without a formal structure or registra�

tion.

Forum

A forum can offer space and a place for discussion and debate, for exchanging opinions and

developing a joint policy. A forum often is externally orientated. It may have members, like an

organization, but it can also have a looser structure, like a network. Often platforms and forums

are used for a similar purpose: both often have a specific message to the outside world and usu�

ally aim to influence policies in a certain field. There are internationally orientated organiza�

tions with 'forum' in their name that operate at European level. Examples: European Youth

Forum, and Pan European Eco�Forum.

Movement

As the word says, it can be a movement and a dynamic, changing group, which is very much

driven by the input and ideas of the individual members. 

A movement can be an organization. Often it refers to a group of organizations, individu�

als and public sharing similar ideas and philosophy. One generally speaks of the environmen�

tal movement. In the 1980s there was a strong anti�nuclear movement in Western Europe. In

the field of human rights, we can think of the movement Charta 1977. A movement usually acts

rather flexibly, which is reflected in its structure and the description of tasks and responsibili�

ties of the members.

Umbrella Organization

An organization refers to a structure in which tasks and responsibilities have been divided

among the members and other different bodies that are a part of the organization. Within the

civil society this usually refers to a non�governmental organization, usually an association or a

foundation (and sometimes a third form of NGO, such as an institute). There are usually dif�

ferent structures like the board of directors, executive committee or general assembly of mem�

bers that decide on the policy and future plans of the organization. An umbrella organization

often unites a number of local NGOs. They are united by a common statute and share the same

general goals. However, the activities of the local NGOs may differ.

Partnership

Partnership is often used to describe different forms of cooperation and collaboration on the

basis of an activity or a project. At the project level, partners are involved in the activities of a

joint project and together define one common purpose for a one�off event with limited dura�

tion (project period from1 to 3 years). A partnership usually includes involvement of all part�

ners in the different stages of a project: the design, development, planning and preparation, imple�

mentation and evaluation of the activities. 

In the process of the development of cooperation partners may express the wish for long�

term partnership. Sometimes organizations speak of strategic partnership.

Coalition

As a rule, a coalition refers to a union of different organizations cooperating for a special pur�

pose and usually for a limited time. Coalitions usually focus on joint activities regarding lob�
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bying and advocacy on policy matters. A coalition sets a clear target and will be looking to extend

the list of its supporters, regarded as members of the coalition. Coalitions can be based on a spe�

cific theme. Usually one can find coalitions in various fields, where organizations want to

lobby jointly for a certain issue. It may be formed within the framework of a specific project.

After the project the coalition may continue its joint work, depending on whether all goals have

been achieved, or whether the coalition may find reasons for renewed cooperation with newly

defined goals.

Thematic Working Group

A thematic working group unites individuals and/or organizations for developing a partic�

ular project. The group members agree on a number of ground�rules compulsory for all mem�

bers. Although the thematic working group has a rather flat structure, it usually appoints a "gate

keeper" who controls entry to the group and a facilitator with the task to facilitating the meet�

ings. It provides space for exchange of information and opinions on a particular topic, elabo�

ration of a joint decision, and is aimed at presenting a final product. 

Diverse backgrounds of members of the thematic working group can be an asset and a chal�

lenge . Once it gives a wide range of different views to the same issue, different language and

different organizational culture areinvolved.

Local Initiative Group

A local initiative group is usually  formed in a physical location and thus consists of local res�

idents united to do a special task for their own benefit. This is usually a grass�roots initiative that

establishes a number of common rules depending on local cultural traditions.   

A local initiative group unites individuals and to a great extent involves local community infor�

mal networking. A local initiative group is both loose and sustainable � once it has realized a par�

ticular joint task, it may take on another immediately or some time later. 

It is interesting to compare different organizational structures in order to identify similari�

ties and differences. The table below provides an overview of organizational structure and  fea�

tures, such as the common form of agreement, the type of cooperation (members) as well as the

general focus of the structure. It should be stressed that the term 'member' is used here in the

wide sense of its meaning. It does not mean that a structure necessarily is registered and has offi�

cial membership.

Table: Overview of organizational structures and features, form of agreement, member�

ship, focus.

Organizational
structures

Common
form of agreement

Cooperation � Members Focus

Network Set of implied rules Organizations, individuals,

(informal) groups

Exchange of information, expe�

rience, encouraging partner�

ships, lobbying; often umbrella

function.

Platform Mission statement Organizations, individuals Provide meeting opportunities,

stimulate new partnerships and

cooperation.

Forum Mission statement Organizations, individuals Provide meeting opportunities,

lobbying and advocacy

Movement Mission statement Organizations, individuals,

informal groups, networks

Dynamism, flexibility, change

through spontaneous actions,

campaigning.
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Conclusions

There are formal and informal types of cooperation. Some cooperative initiatives have a long

history. There are collaborations that get registered only after two or three years. Some coop�

erative initiatives did not register after ten years. In the meantime, they have managed to work

according their own objectives and to implement activities. This shows that non� registered ini�

tiatives can also exist and be active. The fact of not being registered is not a reason in itself for

not having lively cooperation.

The chosen form of cooperation defines relationships among members, communication chan�

nels, and the division of tasks and responsibilities. Further, the form can be influential in cre�

ating the internal culture, such as the personalities of the persons involved � a formal or infor�

mal coordinator or chairperson. 

Whether formal or informal, written documents, such as minutes of meetings, statutes and

standing orders, help people manage their work and to constitute their organizational structure.

1.4. Examples of cooperative structures

(a) Bluelink Information Management Network

Bluelink was established in 2000 as a newly registered NGO to improve communication and

cooperation among environmental NGOs. They began as an informal initiative of eight envi�

ronmental NGOs. In 1998 they applied as collaboration to a funder, with one main applicant.

By being an open, accessible and cooperative, they gained credits and got access to programs

which individually they did not have any possibility to participate in. 

(b) Association of Voluntary Service Organizations

AVSO was registered in 1996 as an NGO based in Brussels. Before then, it was called the

Steering Group of Voluntary Service Organizations and was functioning as a non�registered plat�

Organizational
structures

Common
form of agreement

Cooperation � Members Focus

Umbrella

Organization

Statutes, articles of the

association

Formal membership �

either individuals or organ�

izations (federation)

On basis of constitution

and joint plan of action

realizing objectives.

Partnership Co�operation agree�

ment, memorandum of

understanding, letter of

cooperation

Partners have been clearly

defined, tasks and responsi�

bilities within framework of

project

Joint project implementa�

tion based on common proj�

ect goals. Action orientated,

it may also focus on influ�

encing policy.

Coalition Mission statement,

Memorandum of

Understanding

Partnership

Partners are clearly defined

although their number may

change. Tasks and respon�

sibilities are according to

the project objectives. 

Sets a clear target and tac�

tics and is active for a limit�

ed period of time. If the

target is accomplished or 

not accomplished within a

certain time, the coalition

is dissolved.

Thematic

Working Group

Set of implied rules Partnership of both organi�

zations and individuals.

Partners are clearly defined

Exchange of information

and opinions on a particu�

lar topic aiming at present�

ing a final product.

Local Initiative

Group

Ground�rules accord�

ing to local cultural

traditions

Individuals 

Informal open ended coop�

eration.

Communication and joint

decision�making on actual

issues for local community.
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form of a number of organizations. They had their own formal documents. Funding was

acquired by submitting applications on behalf of one of the members. This was accepted by the

funding institutions, among which was the European Union. 

(c) Annual meetings of environmental organizations in Hungary

There is no formal platform in Hungary that organizes the annual meetings of environmen�

tal organizations. Nevertheless, they meet each year. Task division and fund raising is done by

a group of NGOs working closely together. The funding and donor institutions (including the

Ministry of Environment) have accepted this form of organization. 

(d) Cooperation for Voluntary Service�Bulgaria (CVS�BG)

Initially CVS�BG was the informal cooperation of three environmental organizations in

Bulgaria beginning in 1998. The NGOs had different backgrounds including environment, social

work, and campaigning, but all were committed to the objective of developing voluntary serv�

ice activities. In 2001 CVS�BG began the process of registration and became an official organ�

ization. Between the first cooperative activities and the final registration, CVS�BG developed

written documents, such as  minutes of meetings, internal rules of cooperation, working meth�

ods and an agreement on cooperation among the three members. 

(e) Pan European EcoForum

The Pan European EcoForum, which has been  in charge of carrying the Environment for

Europe process further since 1994, is actually the informal cooperation of international networks

such as European Environmental Bureau, Transport and Environment, WISE, Friends of the

Earth, and nationally and regionally based organizations. Although they are not registered, they

have formulated a general agreement for cooperation. Every year they organize as a platform

one or two meetings in Eastern or Western Europe for 60 to 100 people. They have a rather loose

structure for decision�making and policy formulation,,such as a board, and issue groups work�

ing on specific themes. Each year they develop activities including submitting project applica�

tions to funders such as the European Commission and national governments.

(f). Environment and Health Working Group

This group began in April 2002 as cooperation of five non�governmental organizations that

concerned themselves with the  effect of pollution on the health of adults and children. The group

launched an open subject list that  includes an average of 150 subscribers. It also established basic

rules for cooperation. 

The group prepared a section on the influence of environment contamination on the health

of the population to be included in the "Public Evaluation Of  Environmental Policy In

Ukraine". The findings of the group were presented during the NGO Forum in the framework

of the 5th Ministerial Conference. At that time (May 2003) the group consisted of 19 NGOs.

In December 2003 the Working Group Statute and the Partnership Agreement were approved

during a regional seminar. Later, those documents were made public through e�distribution all

over Ukraine. In 2004 two representatives of the Group attended the Budapest Conference ded�

icated to health issues. That same year a leading NGO, "Ecology.Woman.World", successfully

applied for a network project, which has been implemented. 

(g). Working group on ICT "GreenKIT"

GreenKIT was established in 2003 as a working group that unites the efforts of both indi�

viduals and organizations striving to improve the use of ICT in the community of environmen�

tal NGOs of Ukraine, and to develop a shared virtual communication space. Since

then,,GreenKIT has implemented a number of joint projects and has cooperated with partner

organizations and networks inside and outside Ukraine. In 2005 the group decided to seek for�

mal status and is currently registered.
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(h). Green Platform meetings in Ukraine

Green Platform meetings started within the framework of the "Ukrainian NGO Community

Reaching�Out" program (2002�2005) of the Dutch environmental foundation Milieukontakt

Oost�Europa. The Green Platform aims to encourage new joint initiatives, to exchange expe�

rience and information, to create a friendly communication environment, and to present dif�

ferent points of view.  The Green Platform consists of focus group meetings and plenary dis�

cussions. The average number of participants varies from 70 to 80 people. This NGO event is

also attended by governmental institutions. The hosting organization, preparation team and par�

ticipants are identified on the basis of an open call procedure.  From 2002 to 2005, four Green

Platform meetings took place in Ukraine: in  East (Kharkiv), Centre (Vinnytsya), West (Lviv)

and South (Yevpatoriya). Usually, great attention is paid to local environmental issues and par�

ticipation. 

Websites: 

www.bluelink.info/cvs�bg

www.greenkit.net

www.avi�moldova.net

www.avso.org

www.ecoforum.org

www.greenkit.net 

Other examples of structures on the Internet: 

European Youth Forum www.youthforum.org with reference to many member organizations.

Pan European Eco�Forum www.eco�forum.org

ASEED www.aseed.org 

EYFA www.eyfa.org

Forum of People with Disabilities www.forem.ie

AVSO platform of longer term voluntary service organizations  www.avso.org

Platform of social organizations www.socialplatform.org

Platform Network for European Youth Initiatives www.platformnet.org

Envirolink Network clearing house for environmental information www.envirolink.org

United network www.unitedagainstracism.org

1.5 Partnerships

and membership co�operations

There are many reasons for organizations to develop a partnership or to become a member

of a larger network. Both forms of cooperation, long�term partnerships and membership coop�

eration share a number of principles:

" united forces can lead to better results

" strengthen the organizational capacity

" sharing resources, time and capacity can help to realise aims more effectively

" increasing efficiency

" more effective lobbying and better promotion of the work

" to learn from each other's knowledge and expertise.

There are also a number of differences: 

Motives for cooperation

Members in an organization most likely find each other on the basis of like�mindedness and

a common background. They usually have a common basis for aims and policies. Partners may

have the same background or a very different one. Partners usually seek each other on basis of

reciprocity and joint forces. This means that organization A with a certain weaknesses needs to

compensate and seeks cooperation with organization B, which has certain strengths. 
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Aims and policy

The working relationship of partnership and membership are very different. Membership is

used by organizational structures that have a long�term vision shared by the members. There

is a desire to develop further a common future and common policy. On that basis, members devel�

op joint actions. 

Partners do not always have the same aims and policies; on the contrary. Differences among

partners are meant to complement each other in order to create an added value in  their coop�

eration. 

Duration

Membership is based on long term relationships. Membership is usually defined as indefi�

nite unless the members decide to dissolve the organization. Projects are activities that are based

on organization's mission and strategy. Partnerships are opportunity�driven cooperative efforts

meant to have mutual benefits for the duration of a project. A partnership usually defines its basis

through a common project. 

2. ICT as a tool for co�operation

2.1 Introduction

ICT stands for Information and Communication Technology. It refers to all kinds of elec�

tronic possibilities to exchange of information and to communicate, including website news,

database, e�mail, e�forums, discussions groups, and mailing lists. 

ICT can act as an integrating mechanism, a glue to help people stick together, whether they

are working in the same premises or dispersed far and wide around the country.. Communication

can be instant: the same message can be sent to each and every one of the designated group, all

of whom can respond  instantly. 

People far away or nearby, from Ukraine, neighboring countries, or from other continents,

can develop their own cooperation and communication by means of ICT. People can form their

own groups by means of electronic communication, so�called 'virtual communities'. They

have formed groups on the basis of a common goal, like�mindedness, or joint interests. Virtual

communities can consist of people who know each other very well and meet physically on a reg�

ular basis. There are however also virtual communities whose members seldom or never meet.

They nevertheless have frequent contact by means of ICT. 

2.2. Mailing lists serving

virtual communities

Now and then, people use different words for similar or the same tools. E�mail lists, mail�

ing lists, discussion groups, e�mail groups, electronic mailing lists. 

In this text, we will use the term "mailing list". A mailing list is an e�mail address referring

to a group of e�mail addresses of people who have subscribed to the list. By sending a message

to the mailing list, all members subscribed will receive the message. The advantage is that a sender
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can send information very quickly to a wide audience; the disadvantage is that abuse can lead

to an overflow of e�mails.

Mailing lists can be created by all individuals as well as NGOs. Examples are: 

" an individual activist who wants to communicate with similar minded activists.

" an organization that wants to be able to communicate easily with its members.

" a small grassroots campaign that wants to build interest on a short�term basis with the

NGO community and the wider public.

A mailing list can be used in various ways to help people organize their work and create coop�

eration. Reasons for using mailing lists can be:

� to continue a dialog unfinished from a face�to�face meeting

� to inform people about upcoming events or actions

� to share resources related to organizing events (posters, flyers, creative action ideas,

etc.)

� to seek collaboration on upcoming events

� to discuss news or events pertinent to activism

� to share thoughts and draft papers for developing new ideas and opinions

Each mailing list consists of the following elements: 

" list name

" aims 

" theme

" profile of the members

" criteria for the users

" rules for communication

" working methods

In order to prepare the list, you will need to define the following technicalities:

" signature: can be used for explaining aims, target group, and theme

" heading: specific information, name of the mailing list

" administrator or list owner

" moderator

The mailing list needs to have a name. It will be handy to have a name that refers to the theme

of discussions, the joint aim or the profile of the members. The heading can be used to provide

information by a keyword or abbreviation about the mailing list. Each mailing list can have a

signature, a few lines at the bottom of each messages, indicating the name of the mailing list in

brief, and how to contact the person. There are two people in charge to host the list: the list owner

(or administrator) and the moderator.

The list owner or administrator is responsible for the day�to�day running of the mailing list,

and is your first port of call if you are experiencing any problems. The administrator's email address

is listed on each mailing list's page. The administrator can help you subscribe, unsubscribe or

change some specific features as a user. 

2.3 Tasks of moderator

The moderator's role varies from list to list, but broadly speaking his/her role is to have a well�

functioning mailing list, to keep conversation on track and see to it that the users receive the

information in the right way. Moderators will see each e�mail before it is posted to the mailing

list. The moderator can be the same person as the administrator.

Comparing a mailing list with a normal meeting, the moderator's role matches that of the

chairperson.

The role may include technical tasks as well as facilitation tasks related to the content of the

discussions. 
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a) Technical tasks, amongst others, can be: 

� deciding on the acceptance of e�mails that differ from the maximum size and format

of the message (plain txt, rtf, word) agreed upon.

� the acceptance of new users

� to remind users to apply rules for good email communication (netiquette) and to

address users in case they do not apply the rules

� providing insight to the users who are on the list

� permission to non�users to use the list

b) Facilitation tasks can be:

� to send questions to the lists

� to inform people when certain e�mails are not relevant for the lists

� to send new information, to add new topics

� to disseminate and to forward information on interesting sites, events, articles

� to assign host tools and moderator's responsibilities to other members

It is important to carry out the technical tasks in order to help users make good use of the

mailing lists. Sometimes a mailing list is not used for the original aim and people send their own

announcements to the list. It can be helpful to apply a policy of good communication, includ�

ing using friendly language. Users may sometimes write things which are insulting or provoca�

tive to others. The moderator may need to interfere and contact the person directly. Occasionally

it can be necessary for you as a host to step in and revoke the privileges of that user to post.

The execution of technical tasks can be based on a general policy of rules as defined by the

members of the mailing list. Besides the technical tasks, there are issues on content that may

need moderation. 

A good mailing list will maintain itself. One of the things that keep people coming back to

the mailing list is good, fresh content. Users are generating their own content by continuing their

conversations in the mailing list, but it sometimes helps to be able to provide other content to

them. This can be in the form of links to other appropriate, interesting sites, articles written by

the moderator or other members. 

2.4 Closed and open mailing lists

Besides the various wordings for mailing lists, there are different specifications that charac�

terize the mailing lists. One can distinguish the following features:

" Open vs. closed

" Public vs. private

" Internal vs. external

There is an overlap in meaning, though people do not always exactly mean the same. The

features refer to the users' group, to the information itself, and to the readers. 

Internal vs. external refers to the usage of the lists. An environmental organization may have

an internal list only for its members or, more specifically, a list for board members only. In addi�

tion, the same organization may have an external list for all members, supporters and sympa�

thizers interested in the organization's work. 

Open vs. closed can refer to the accessibility of the lists for users and readers. Open lists are

accessible for all people interested. An open mailing list is usually open to the general public,

and generally this means that you will be able to subscribe and unsubscribe to the mailing list

as you wish. People can easily get access usually through automated subscription. Closed lists

are usually not accessible for outsiders. Some lists are open, though not directly automatical�

ly open, for each person. A closed mailing list is intended for a specific group of people, and

membership will either not be possible, or be restricted, i.e. your request to join the mailing list

will have to be approved by the list owner. There may be certain criteria that have to be met before

getting access to the list. Criteria may vary from technical to specific qualifications. 
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Public vs. private refer to the purpose of the list. Public means that the information is meant

for the public and that all people can subscribe. 

A comparison of different features between open/public and closed/private mailing lists, gives

the following overview.

Table: Overview: general characteristics of closed and open mailing lists

Discussion groups, mailing lists, email lists, internet forums, intranet:. what they all have

in common is that one can distinguish these two types of lists: private/closed versus public/open.

A drawing of the two situations gives the following pictures. 

Characteristics
Type of list

Closed mailing list Open mailing list

number of users limited, usually 5�10�20 can be more than one hundred

Sending by members by all people

receiving by everyone who is on the lists �

members can possibly decide

this themselves

everyone who is on the list

Aims can be clearly defined; tasks ori�

ented

general aim: exchange of infor�

mation

scope / theme defined, specific field more general

quality of discussion focused not focused

rules for the list users can be involved in making

discussion rules

little agreement on rules possible 

profile of users clearly defined not specific

knowledge and contacts among

users

enables to have well�developed

contacts, people know each

other

many people do not know each

other

level of feelings of safety usually high not high

comparison with other medium meeting in a room similarities with  newspaper

level of information high level abundant

Advantage effective communication possi�

ble; high level of discussions,

development proposals

effective to disseminate infor�

mation, less for discussions

Disadvantage limited number of people,

overkill of responses in discus�

sions

no real interaction, more one�

way communication

Accessibility closed open: everyone 

atmosphere to express opinion (more) open limited possibility to express

oneself. 

practical examples small working group of NGOs

/project teams

general list inside NGOs, com�

mon list for NGO community

rules for accessibility can be clear, according to users'

profile.

non�existent; every person ,

open for each NGO who asks.
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Overview with open (public) and closed (private) mailing lists

OPEN/PUBLIC MAILING LIST

CLOSED/PRIVAT MAILING LIST

Also, members of closed/private mailing lists can of course develop communication exter�

nally about their work. They can make another mailing list which they use for general exchange

of information. They may also make use of an existing mailing list to communicate regularly

and inform the public and other NGOs about the outcome and proceedings of their work. 

2.5 Communication among NGOs

and the NGO community

Below we describe the functioning of closed and open mailing lists and how it can serve a

group of NGOs and individuals who are working together on a specific topic. In this paragraph,

"working group" (WG) is being used. This can also be project team, board, initiative, coalition,

discussion group. In other words, any group of people who want to cooperate together on

basis of common goals. 

The working group, for instance a team of eight people, consists of a team based on a com�

mon aim and tasks. They keep frequent and regular communication with each other through

a closed mailing list. Now and then they also meet physically (direct meetings) in order to

exchange ideas and opinions, to have discussions and to take decisions related to long term plan�

ning. In this sense, e�mail discussions do not replace face�to�face communication, but it helps

to prepare meetings and have more effective discussions when people finally meet because the

members are better informed, and have been able to develop their opinions in discussing issues.

The working group has a task with a general benefit for the NGO community. In this sense,

with their work they are expected to serve the NGO community. On the one hand, the NGO

community has the right to know what is done in the WG. On the other hand, the WG can ben�

efit from other, sometimes unknown, resources that are available in the NGO community.

Therefore the NGO community needs to be involved and informed. 

The WG can inform the NGO community through an open mailing list. This list is sepa�

rate from the closed list and is open for all NGOs interested in this issue, including the indi�

vidual members of the WG. Finally, it is also important that the NGOs can meet with the WG

to have more extensive discussions, to have an interaction between the WG and the ideas and

opinions that are present in the NGO community. The direct meetings, such as round tables and
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seminars, provide the opportunity for the WG and the NGO community to meet, exchange opin�

ions and to get directions how and where the WG can further develop its policy and planning. 

The results of the meeting can be communicated again with the whole NGO community inter�

ested in this field by the open mailing lists.

Many working groups with a closed mailing list may have the desire to grow and to increase

their outreach towards the public. They may in fact have a closed list; at the same time, they

want to be open for like�minded people and are interested in having new active members join

the discussion list. 

The question of how to identify (new) members for a closed/private mailing list can be valid

and useful to be addressed. For this, it can be helpful to have a mechanism that supports the

recruitment of new members. 

There are of course more ways and methods to start up a mailing list or to show openness

towards other people outside the list. 

In order to achieve a well�functioning mailing list, one can identify the following steps: 

1. Identify people responsible to initiate the mailing list.

2. Develop a procedure and define criteria.

3. Announcement procedure and criteria for participation.

4. Collect applications of NGOs and individuals

5. Evaluation of applications

6. Selection 

7. Decision

8. Informing 

The mailing list will function better when the aims of the list have been formulated clearly

and communicated to the users. Further, mailing lists with clear goals, procedures and com�

munication rules and "netiquette" increase the success of teams. 

It will be important to assess and to evaluate the functioning of the mailing lists regularly.

Evaluate whether all people actively participate. How many people are really active on the lists

by sending in a contribution and opinions? Many e�mail programs provide the possibility to get

statistics on this. This can help you to evaluate your own teamwork. 

Relevant websites with extensive, relevant information, how�to instructions and useful tips on virtu�

al community building and netiquette:

http://democracygroups.org/mailinglisthowto.html

http://www.fullcirc.com/community/communitytypes.htm

http://www.apc.org

http://www.knowledgeboard.com/community/rules.html

http://www.bellanet.org/itrain/materials_en.cfm

http://groups.yahoo.com/group/onlinefacilitation/

http://www.dgroups.org/help/

http://mmlweb.rutgers.edu/music127/basic/email.htm 

3.

PARTNERSHIP AND PROJECTS

3.1. Introduction

Usually if an organization wants to develop a project, it will investigate possibilities for

fund raising, seek appropriate donors and develop a proposal. The organization will write a proj�
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ect proposal and finally submit the project application to the funder. Then after acceptance by

the donor, the organization is fully responsible for the implementation of the activities and for

reporting to the donors.

A cooperative initiative consisting of more organizations wanting to work together can not

operate in the same way. Fundraising, however, can be an asset for any organization or coop�

erative initiative to reach common goals, to increase the impact of the activities, and to improve

the sustainability of the initiative. 

If they want to submit a project application, they have to tackle various issues. Who should

be the applicant? And how can the organizations present themselves as one, while they are an

informal group, not registered? How can they consideriing themselves as a cooperative initia�

tive, best describe themselves? Do donors foresee such situations? Does the application form

foresee such cases? Can more than one organization be presented as the applicant?

These questions can be important in case a cooperative initiative wants to make steps for�

ward in their cooperation. After all, developing projects and obtaining financial resources

allow people to implement activities and to achieve the objectives of the cooperation. Projects

with financial resources provide new opportunities to have people actively involved in the

activities  

The aim of this chapter is to provide information and ideas on how to develop and imple�

ment the projects of a partnership. 

A project is 'A series of activities and tasks that:

" have a specific objective;

" have to be completed within specification;

" have a fixed beginning and end date;

" have to be executed within financial limits;

" utilize resources.'

First tips and suggestions about how to develop a project of a partnership are described. After

this, we will look into the different phases of project management and see what practical steps

can be taken to reach a solid partnership. We will concentrate on the projects phases linked with

the first steps of partnership development.

3.2 Tips and suggestions how to develop

a project of an cooperative initiative

How can we identify the right partners

for a cooperative initiative? 

A starting point is to ask yourselves why your organizations want to cooperate. Please try to be

as honest as possible and list all answers. Then think of and share what others may do to crush your

wish for cooperation. We will try to identify several preconditions for planning joint activities.

The criteria below can be used to determine how ready organizations are to cooperate:

" There needs to be commitment to the process from senior personnel � director, heads

of council, chief executive, etc.

" Stable internal management and accountability of partner organizations.

" Organisations should distinguish between the aims and objectives of a new co�opera�

tion and of their own. 

" Organizations need to be aware of what they will be able to contribute and bring into

the new cooperation and what they want to keep apart from (and thus not included)

in the cooperation.

These criteria can be helpful also in cases when you may come to the conclusion that a can�

didate may not be the right organization to assume responsibility for the implementation of a
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certain task. It is of utmost importance that you will always try to motivate a rejection, a deci�

sion that has negative consequences for others. 

Needless to say, the organizations have to express the wish to share their ideas and resources

and should want to cooperate in an atmosphere of trust and openness. 

Can we apply if we are not formally registered?

The answer is definitely yes, but the success depends on how the cooperative initiative

operates.

When you and your partners have generally formulated your initiative, the joint approach,

the mission and vision, you can formulate the specific tasks and divide the responsibilities among

the organizations. Having a joint plan of action for cooperation still means that financial

resources have to be sought. A new cooperation is often not immediately seen to be a new legal

entity. The structure of the cooperation may not be defined in details. 

This can lead to new challenges. On the one hand, there can be the demands of donors and

authorities. Donors require that the main applicant be a juridical entity that can bear the full

responsibility for the project. The authorities may refuse to work with organizations without an

official status. This can lead to problems if you want to ask permission from authorities to organ�

ize an activity. Governments in the EECCA region and Central European countries may have

objections when NGOs are having a collaboration of NGOs and presenting themselves as

such, while there is no legal permission for the collaboration. 

On the other hand, there can be demands of the cooperative initiative where all members

express the wish to be involved in the collaborative structure. This wish may not directly match

with the idea of giving full responsibility for the project to one of the members as the main appli�

cant and having all responsibilities. 

In order to make proper arrangements, the initiative can develop and register a new struc�

ture in which the tasks and roles of the different organizations can be clearly defined. Registration

of a new organization can take a lot of time before all members have agreed on official documents,

including statutes and the division of responsibilities and tasks of the structures. Then it can still

take months, even more than a year, before officials approve the request for registration. 

The discussion about registration may also be difficult to complete in a short time, because

members may fear losing influence to the people who will have a position in the board, and because

of the consequences of such cooperation which may in the beginning be not completely clear.

In addition, the original question of how to work effectively together may become overshadowed

by questions like who can be elected for the board, and who will be the president, and where

the new office should be located. In a situation where people try to create a basis for coopera�

tion and seek the positive effects of partnership, starting up the process of registration in an early

stage may lead to a shift from cooperation to discussions about influence and positions. Finally,

the process of registration can be such a long road that before getting the approval of officials,

the feelings and the momentum of cooperation may have been lost.

In this sense, reaching agreement on registration is much more difficult than reaching an agree�

ment on a temporary project (time and money bound) that needs a task division for the duration

of the project. A project can be seen as a try�out where the consequences, risks and challenges can

be estimated easier and better than when a whole new registered structure is being created. 

It will be necessary to show the donor that your informal structure has the capacity, the qual�

ities, and skills to manage such a project successfully. This information needs to be presented

to the donor in a professional and skilful way. 

How to raise funds for a non�registered cooperation?

It is not always necessary to have a legally registered initiative in order to approach donors

for financial resources. In the previous chapter on forms of cooperation, several examples

were provided on how 
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cooperative initiatives consisting of different organizations managed to develop new activ�

ities and approach donors for their ideas.

Donors can be open to support such ideas. Thus, it means that you have to explain how you

will create a management structure that is accountable for its work and how the project will be

managed.

Practical tips:

" Present the project proposal on behalf of the cooperative initiative. 

" Present one organization as main applicant that will be accountable for the overall

coordination and financial management.

" Provide, if required by the donor, a separate bank account on the name of the main

applicant. 

" Create an external document that shows the mission, vision and strategy of the initia�

tive.

" Create a project team that is accountable for the implementation of the work accord�

ing to the project requirements. Show the links between the project team and the

cooperative initiatives.

" Describe the structure of the initiative, working methods and the decision�making of

the initiative.

" Mention names and if possible the functions of people in the project team. 

" Provide official letters of support of the participating organizations that shows com�

mitment to the project with the signature of responsible person.

" Present clear division of responsibilities and task division of the activities in the proj�

ect proposal.

How will the donor look at our approach?

Many donors recognize the benefits of cooperation and the credits of such initiatives.

Generally they will approve exchange and cooperative methods in any project. Specific programs

can indicate that 

cooperation and a joint approach including different organizations in one project is highly

appreciated. More often however, donors do not indicate how this cooperation can take place

in practice and they do not explain how this cooperation can be reflected in the structure of the

application. 

Usually donors make use of specific documents such as Letter of Intent or Support Letter.

These documents are usually meant for other organizations to join in the project as an outside

partner and not as part of one cooperative initiative. This point is extremely important in order

to show the cohesion of the cooperation.

Most application forms do not provide space for innovative projects and approaches that are

different from the normal project application. It may therefore be useful to develop one's own

additional documents on mission and vision of the cooperative initiative and letters of support.

The advantages for funders to support cooperative projects can be: 

" The project implemented by a team of organizations can have a bigger impact greater

than the total of the individual projects of each NGO.

" The NGOs can bring together different expertise and skills and networks.

" The principles of openness, information sharing and participative decision�making

that are needed to manage such cooperative projects, can also have a positive effect

on the outreach of the external results of the project. 

There can be other reasons for donors to support cooperative projects. You may list them in

advance before developing a complete project application and begin communicating with the

donor about your ideas. 

An NGO working group can increase the credits of the cooperation, if they can show results

recently obtained. It can help to convince the donor that the cooperation and the project are

worthy of  their support. 
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Results can be a document on mission and vision of the cooperation, or some published mate�

rials. Additionally, a document on internal rules and working methods can be useful to show that

the working group is creating good practices on meeting and communication. 

Proven cooperative experience can of course be an asset: a well�functioning team of NGOs

has more promise of success in a new project than a group of organizations that has no expe�

rience with partnerships projects. Such experience can be very important when it comes to joint

decision�making, sharing responsibilities, and management of financial resources in projects

of an innovative character. 

How can we create additional support to the project? 

The organizations may look for additional support for the efforts of the NGO cooperation by:

" Asking for support letters from other donors, support organizations, and highly

respected NGOs and experts with whom you have participated in previous projects.

" Adding co�funding to the project by seeking second and third donors.

" Seeking partners from other sectors who are willing to provide assistance to the NGO

cooperation.

These efforts serve different purposes: 

" The donor can observe that the NGO cooperation is gaining recognition and appre�

ciation from other key players in civil society.

" The possibility for successful implementation increases by having more assistance

from different organizations.

" The financial base of the project is strengthened;

" The outreach of the project to civil society can be bigger.

How can we effectively communicate

within the framework of a joint application?

The main applicant having the overall responsibility for the implementation of the project

functions as contact organization with the funder. It will be extremely important to communi�

cate about the project as a joint initiative. The main applicant is expected to speak in terms of

'our initiative' instead of saying 'my organization applied for project funding'. 

The main applicant has to keep participating organizations actively informed on the proceed�

ings and communication with the donor. The organizations of the coordination team are expect�

ed to be actively involved in the project definition and design and further steps of the project. 

The coordination team consisting of the main applicant and three other partner organiza�

tions can make decisions on the coordination and decision�making. This shared decision�mak�

ing can help to create commitment and support from other organizations. It can increase the

quality of decision�making and it can increase the level of objectivity. 

A coordination team can be more effective in communication in decision�making. In case

a decision with negative consequences or disadvantages for other members has to be made, it

can be easier for a team of organizations to obtain acceptance from the members, rather than

having the main applicant making such a decision unilaterally. 

ICT tools such as mailing lists can help to keep people informed. For instance, a closed inter�

nal mailing list for all members of the initiative, a closed, internal mailing list for the coordi�

nation team, and an open, external list for the general public. 

While implementing a project

as an informal initiative, should we register or not? 

This is a question that can not be answered with a simple yes or no. Experience has proven

that some networks and cooperation continue to exist and to work effectively while not being

registered. This can continue over a period of many years. 
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There can be reasons, however, for considering registering sooner or later:

" The initiative is gaining recognition from external organizations, authorities, other

sectors.

" Growth and developments of the initiative create new and higher expectations from

others.

" More organizations would like to become a member of the cooperative initiative.

" A registered organization has more opportunities for institutional development.

" A registered organization has more possibilities to develop new partnerships.

" A formal organization can apply for membership in other networks. 

" Donors may not want to invest larger sums in informal initiatives over a long time 

" A registered organization usually has more legal provisions and tools for management

of projects. 

It can be wise to reserve time and space during any project to discuss questions on registra�

tion. Within the framework of a project, the organization has finances for meetings. People can

discuss what needs to be done and the wishes and needs for registration. 

Definitely, any organization should look ahead for new challenges and for future develop�

ments to come before the finalization of the project. 

3.3 Project management and project phases

The development of a project can be divided into six different project phases. These phas�

es can be found in books on project management. Different wording is used, but in general you

can divide a project into the following phases:

A. initiative phase (project idea, analysis of the situation

B. definition phase (setting goals and objectives)

C. design phase (designing a strategy and methodology)

D. preparation phase (including planning)

E. implementation phase

F. evaluation phase 

These phases are used to structure and define more specifically the different actions to be

taken at a specific moment. In this paragraph we look at the different actions that have to be

taken when a cooperative initiative wants to develop a project.

See below a table with the six project phases, the key questions and in the last column for

each phase, how this has been applied in the case of an cooperative initiative in. The start and

the end of each phase is being described, including a list of internal and external documents that

can go along the implementation of each phase. 

Project phases Key question Applied to an co�operative
A. initiative phase an idea? idea, concept

B. definition phase what? proposal

C. design phase how? application

D. preparation phase how to do it? preparation

E. implementation phase do it execution of project

F. evaluation phase how to maintain evaluation and follow�up

The six phases are further elaborated by defining the start and the end of the phase. It is use�

ful to formulate tangible results � also called milestones. This can be, for instance, specific doc�

uments that describe the achievements thus far and which have to be checked and approved by

other people. It can help you to certify whether the expected results of each phase have been

accomplished. 

Regarding time management, it will be necessary if you develop an overall planning for all

six project phases. In addition, it can be useful to create a specific planning and procedures for

the phase you are in and for the next step you have to make. 
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In order to have a clear plan and good communication, two types of documents have been

distinguished. Internal documents refer to those documents meant for internal use within the

initiative. External documents are papers that can be used to inform other people not yet

involved in the initiative, but whom it is important for the success of the project to inform and

possibly involve. They can be other organizations, stakeholders, and the donor community. 

It can be discussed during each phase and meeting to whom such external documents can

be sent out. 

A: Initiative phase

Start: open invitation and announcement sent to NGOs invited to attend a start�up meeting.

End: report and minutes of the brainstorm meeting. NGOs have expressed the general wish to

work together. During the meeting people have agreed to appoint some NGOs to develop next steps.

Internal documents: 

� Minutes of the meeting, expressing the wish for cooperation.

� General plans and task division.

External documents:

� Short letter of intent, describing the objectives for co�operation.

� A list of NGOs that are interested.

The start can be an initiative of NGOs who meet with each other informally at the invita�

tion of one or two NGOs. It may also be during a conference or seminar. There can be many

situations that can lead to such an initiative. Definitely, a meeting, be it formal or informal, needs

to lead to the formulation of ideas, i.e., you need to keep minutes of your discussions and begin

to define your ideas. Spoken words and intentions only expressed orally will not last. 

There can be some discussion about who can be involved in the coordination. It may need

to be considered whether a decision on co�ordination must have a formal character or whether

it should be done informally. 

It will be useful to create a group of people consisting of 4 or 5 NGOs that agree to meet again.

This means that you have a number of organizations agreeing to follow�up on this. The char�

acter of the meeting may be open, which allows other organizations attending the first meet�

ing also to attend. 

A limiting factor that often plays a role is that in this stage, NGOs do not have specific finan�

cial resources and thus each has to provide its own resources in order to attend such meetings. 

B: Definition phase

Start: a short presentation in writing by the small team, NGO(s) send out call for interest

in joining. 

End: Mission and vision, general target group, and participating NGOs have been defined.

It has been decided who will take responsibility for the next steps regarding fund raising and the

submission of a project proposal. The main partners that will be presented in the project pro�

posal have to be known by now, as well as the time frame for writing the project proposal.

NGOs may need one or two other (smaller) meetings of NGOs interested to further describe

the needs and wishes of the cooperation. The meeting will need to discuss the mission and vision

and the objectives of the cooperative initiative. It will be useful to elaborate on this, and keep

all organizations attending the first meeting involved. 

Finally, the cooperative initiative needs to identify the official partners to be mentioned in

the project proposal. For this, you need partners who want to commit themselves. You will also

need organizations that have the organizational capacity to be able to implement the work they

want to do. It is necessary to have clear statements of organizations involved. On the other hand,

it will be necessary to assess not only the wish of an individual candidate; you also need to ensure

that the organization will be able to provide the right expertise and qualities. 

In order to create an open and inviting character, the small team can send out a general request

for cooperation and taking up specific tasks and responsibilities in the project. It may be desir�
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able to allocate specific tasks also to some organizations that are not in the smaller team design�

ing the project application. 

A procedure and specific criteria can help to identify candidates for partner organizations

and to make a selection of the candidates who express interest in being involved. During a meet�

ing, you can discuss which candidate has the right qualities and expertise for which tasks. 

Internal documents: 

� General correspondence and request for participation and task assignment sent out by

mailing list.

� Minutes of the meeting, expressing the wish for cooperation.

� General planning, procedure and task division.

External documents:

� Document with mission and vision, 

� (Possibly) Background information on the objectives for cooperation.

� A list of NGOs that are interested.

C: Design phase

Start: 3 or 4 main partners having a role in the coordination of the work will discuss the pre�

ceeding and send information to NGOs requesting involvement in specific actions. 

End: Final application submitted to the funders. 

Internal documents: 

� Minutes of the team meeting, expressing the wish for cooperation.

� General plans and task division of the cooperating NGOs having an official role in the

project � according to the application. Planning the steps to be made before submit�

ting the application. 

External documents:

� Application submitted to donor.

� Support letters of cooperating NGOs

� A list of NGOs that are interested (including their respective roles) presented in the

project proposal.

� (Summary of) application sent to the participating NGOs.

It will be necessary to investigate exactly how the project proposal fits into the application.

Naturally, the wishes of the NGOs and the outcome of the meeting has to meet the requirements

of the donors, and thus the project proposal should be in the format required by the funder. 

It may be that there are more than four organizations; for instance, ten different NGOs, all

having presented their candidacy for being partner in the project application. One can, for

instance, distinguish the following roles: 

� main applicant, the NGO that submits the application

� cooperating partners, officially mentioned in the project proposal as sharing respon�

sibility for 

coordination

� organizations interested in having an active role in a specific field: training, develop�

ment of materials, guest speaker on specific topics, hosting an event.

� participating organizations showing interest in the project by having people attending

meetings and trainings.

In the phase of designing the project, you definitely need to know the main applicant and

the partner organizations that will be involved in the coordination. This means that you have

to make a selection and see which candidate can fit in the coordination team and which NGO

can play an additional role. 

For the other tasks you may also identify the organizations. It will, however, not always be

necessary to find all trainers or all hosting organizations during the design phase. With regard

to the management of the project, it can even be an advantage not to decide at this stage which
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organization will host an event. Postponing such a decision will give the coordination team more

flexibility in planning. After the design phase, if the donor grants project application, the coor�

dination team can make these kinds of decisions with more accuracy. 

Instead of allocating all the tasks very specifically and indicating the exact period for an event,

you may provide a general description of what kind of organization will host an event. Instead

of appointing a trainer now, you can describe your expectations and what qualities the trainer

has to have. 

Such descriptions can be made by developing a general profile for hosting an event and a train�

er's profile. In addition, you can describe the general procedure and the criteria you want to apply

for finding such host and trainer in time. For instance, if you are having four training seminars,

you may prefer to have the events in different cities. You may say that the hosts will be select�

ed from the list of partner organizations that are part of the cooperative initiative. Considering

the planning of four events, you may describe the general profile of the locations and venues where

you would like to hold the events. 

The next three project phases � preparation, execution and evaluation (D, E, F) � are rele�

vant after the approval of the project application by the donor. Since this chapter does not focus

on this, a brief overview of the beginning and the end of each phase, and the internal and exter�

nal documents needed, follows. 

D: Preparation phase

Start: Inception meeting with main applicant and main partners (3 or 4 people).

End: Planning, time schedule, task lists, preliminary planning of different activities. 

For each activity one can develop a separate preparatory plan that  includes aims, task lists,

deadlines, etc. 

Specific contracts may have to be made between main applicant and the main partners. 

Internal documents: 

� Minutes of the first coordination meeting, expressing the wish for cooperation.

� General plans and task division of the cooperating NGOs having an official role in the

project � according to the application.

� Internal contracts between the main applicant and the other partners.

External documents:

� Agreement (already signed probably).

� Support letters of co�operating NGOs.

� An introduction letter to all NGOs that are presented in the project with information

about the proceedings.

E: Implementation phase

Start: Implementation of activities.

End: Report on the activity, participants' reports.

Each organization responsible for and involved in the execution of activities will have to report

frequently on the progress, preparation and implementation.

There can be various activities all of which will need their individual planning and list of task

division regarding preparation and implementation of the actions. 

Internal documents: 

� Minutes of the coordination meeting, expressing the wish for cooperation.

� Working documents on general plans and task division.

� Internal reporting between the coordinating partners.

External documents:

� Publicity and promotion materials.

� Information letters to public, participating NGOs and individuals. 
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� Separate reports on activities. 

� Interim reports to donor.

F: Evaluation phase

Start: Development of evaluation methods. 

End: The evaluation results need to be reported to the funder. Internally, organization may

want to discuss the ideas for follow�up leading to a document on future plans. 

Internal documents: 

� Evaluation report, including methods, questionnaires and outcome. 

� Overall documents of the organizations on follow�up. 

� Future ideas and planning of the cooperating NGOs including strategic planning.

� Internal contracts between the main applicant and the other partners

External documents:

� Mission and vision document (if necessary, a revised version)

� Final report to the donor. 

� Activity report to be used by all people interested, achievements of the project and

future steps.

The idea of the evaluation phase is to make the project results sustainable and to maintain

what has been developed. This means for the cooperative initiative that follow�up ideas may have

been developed, other issues that came up during this project, but not part of the project, may

feed into new project proposals. 

The structure of the cooperative initiatives is expected to have developed. Perhaps new

partners are willing to join. New topics may have come up and felt as useful to be included in

the scope of the cooperation. This may lead to amendments in the vision and the mission of the

cooperative. New organizations that are interesting in joining can lead to extensions of the coop�

eration. 

3.4 Practice of a joint project

of an NGO initiative

So far, general planning and ideas have been presented on developing a partnership on the

basis of project management principles. This section provides an example of how this may look

like in practice. 

The cooperative initiative consists in total of nine organizations: M, A, B, C, F, G, N, O,

and P. The organizations together (or the group of core organizations � M, A, B, C � who offered

to assume responsibilities to develop a project proposal) have identified M as the main appli�

cant to submit the application. They have formed a team for coordination consisting of four organ�

izations: the main applicant and the organizations A, B and C. Further, the organizations list�

ed other roles and tasks in the project. 

During the definition phase, the organizations F, G, N, O and P have shown different lev�

els of commitment. F and G responded to the call for providing a support letter; they indicat�

ed that they were willing to play an active role in some parts of the project. 

N, O and P have stated that they like to be involved in the project. So far, they have prom�

ised to actively be involved by sending participants (see table below). 

The cooperative recognizes that in a later stage, other organizations not yet part of the ini�

tiative may be interested joining. Therefore, they agreed to reserve space for external organi�

zations. Further, other external people, not from NGOs, who may be able to contribute their

specific expertise to the project, were identified,. Including X, and Y contributes positively to

the quality of the project proposal. 
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Table: Overview of the organizations and their involvement. 

The cooperative initiative has created a 18�month project consisting of four different com�

ponents: two regional meetings (1), four training seminars (2), development of three publici�

ty materials (3) and one general conference (4). 

Organizations distinguished a number of roles in the project: responsible organization and

implementer(s) and expertise. These roles were used by allocating the tasks for each project activ�

ity. 

The coordination team is expected to meet each three months. Further, smaller team meet�

ings can be organized for the preparation and implementation within one component.

The project application has been submitted with the following roles and task division. The

organizations decided to allocate the work during the design phase as much as possible by pre�

senting the following table. 

Table: Overview of the project structure, roles and task division 

Project components

R o l e s 

Main responsi�

bility
Implementaters Expertise

PROJECT MANAGEMENT

Overall coordination and financial management M

Coordination team M, A, B, C Z

ACTIVITIES

Two regional meetings A

� prep team M, A, B, C

� host A, C

� participants co�op. initiative

and external

NGOs

Four training seminars
� coordinator B

� host M, B, F, G

� trainer's input B, C

Code Organization and the tasks Explanation

Cooperative initiative All organization indicated with a letter: M,

A, B, C, F, G, N, O, P.

M Main applicant Organization that officially submits the

application

A, B, C Coordinating partners of the project team Mentioned in the application as part of the

coordination team.

F, G Organizations interested in having an active

role linked to a specific task or activity

(training, hosting).

Organization members of the cooperative

initiative, mentioned in the list of NGOs as

having provided letter of support for the

application.

N, O, P Organization interested in attending meet�

ings and trainings as participant.

Members of the cooperative initiative.

Proved to be less active during definition

and design phase. Mentioned in the list of

NGOs.

External Other organizations. Any organization that has not been

involved in the cooperative initiative, yet,

but who may be interested in joining. 

X, Y, Z External people not from NGOs. Not part of the cooperative initiative, but

supportive; to be included on basis of spe�

cific expertise in the project application.
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This overview is meant as an example. Organizations cooperating can come to other divi�

sions of tasks and responsibilities. It should be clear that it is possible to divide tasks related to

different activities and project components. It would be wise, however, to have one organiza�

tion mainly responsible for an activity, as indicated in the column 'Main responsible' (M, A, B,

C each for one activity). 

Hosting has been divided among organizations from the cooperative initiative, but not only

by the coordination team M, A, B, C. Other organizations F and G have also been offered the

possibility to be involved in the hosting of the training seminars.

X and Y are people, for instance, from authorities who are expected to give a presentation

during the conference. You are also pleased with their involvement because they have a high pro�

file. 

Expert Z on organization and management has skills on management of project teams and

has been asked to be involved in the setting up of the team meetings by attending a few times. 

4. How to make cooperation more alive?

4.1 Introduction

There are many networks and working groups that were established and formed with enthu�

siasm,.Then after a couple of months, or perhaps later, after a year, it seems that the network

or the working group is not really working. Actually, it is not alive at all. What can you do to make

it work? How to make your network more alive? Instead of a network, you may also think of infor�

mal coalitions, a working group of different NGOs, not registered. 

Below you can find an overview of possibilities on how to make the network more alive. Not

every solution is applicable in each situation. Before making radical changes, analyze the rea�

sons why it is not working. This may be the first step to making improvements. In addition, you

need to certify that the (active) members have the same vision and ideas on the bottlenecks and

obstacles that hinder the cooperation and the reasons why the network does not function.

Mission and strategy

1. (Re�)Define your vision and mission and aims and strategy. 

2. Define targets and results (SMART)

Project components

R o l e s 

Main responsi�

bility
Implementaters Expertise

� participants
M, A, B, C, F,

G, N, O, P

Three publications
� coordinator C

� writers M, B, C F, G

Conference M

� prep team M, A, B, C

� hosting NGO M

� guest speaker,Facilitation C A, F, G, X, Y

� participants all NGOs incl.

external
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3. Create unity: invent a nice name (catchy, acronym, abbreviation) for the cooperation.

Try to find something beyond the name of "Working group on a theme", or "Network

on cooperation". 

4. Develop a logo. A logo and name can have a strong impact on the group. It gives a

profile, an image to the group. It helps with team building and creating an identity of

your new group. 

Expectations and wishes, perceptions of members

1. Check whether expectations still match with the circumstances and the current situ�

ation. Analyze whether the cooperation still makes sense after one or two years. 

2. Make the goals clearer: re�formulate your goals. The network may be passive, due to

the fact that there is no clear idea of where to go.

3. Be more specific about the benefits. It can be useful for the members to discuss and

evaluate the network and its achievements. You may come to the conclusion that there

is not that much sense in meeting every three months without an agenda.

4. Organize a session on the expectations of the partners. Many members may expect all

kinds of things, but they are not clear about what is expected from them. 

5. Be clear when certain expectations can not be met.

6. Be selective in choosing partners and know what you can expect from them before

asking them to join the network.

7. Organize a meeting about the reasons why to join, what are the benefits and what the

people can contribute.

Changing the cooperation

1. Quit. Stop the network. In case you are not able to overcome the problems, it may be

best to stop. This does not mean that you have to give up on your ideas. You may

clearly indicate that you want to stop discussions about further cooperation on these

specific issues in this specific setting. It can provide new space for finding new part�

ners.

2. Change partners. You may consider replacing organizations that are not active. It is

more difficult to substitute organizations that have a different point of view on where

the network should go. Changing partners may only work in case the of passive, inac�

tive members. Changing members can be very difficult when the other does not see

him/herself as an obstacle for the cooperation. The question may come up in the case

that the network is divided into two groups: who should stay and who should go?

3. Dare to draw conclusions for yourself when it does not work. Leave the network. 

4. Instead of leaving the network, stay passive and give up your active role. Do not leave

the network, just let it be. Not making  much noise can have the advantage that no

negative sentiments are evoked. 

5. Create a new initiative. If you have a new idea, a new initiative, start a new meeting

and invite only those people you think suitable.

6. Invite new organizations to join. Instead of removing members, you may try to open

up. This means that if you want new organizations to take an active role, there will be

tasks that will shift from old members to new members.

7. In case of non�functioning individuals, you may change the representative of a mem�

ber organization. This could be more difficult then it sounds. Above all, you may have

to check first and try out other methods in order to find out why the representative is

not doing the job well. It can be useful to discuss this within the group, or in a bilat�

eral conversation between the coordinator and the representative. 

If the member organization sending the representative completely disagrees with the opin�

ion of members, it might not lead to results. This may simply lead to the dismissal of the NGO
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as member. Communication orally as well as in writing is important. Be aware that after a warn�

ing (in writing), it is realistic to give the person a second chance. 

Planning and management

1. Make a plan and set clear deadlines. Specify your desired results. 

2. Distinguish and develop different levels of cooperation and participation. Some

NGOs may not have the capacity to be actively involved and meeting every week.

Nevertheless, they may sympathize with the ideas. You may be able to distinguish two

or three categories of involvement:

a) the active organizations, which are involved in the preparation and execution of activ�

ities and development of documents, 

b) the organizations attending meetings, reading documents. Group of active supporters. 

c) organizations that follow things at distance, sympathizers. Their name may be used at

the lists of sympathizers/supporters.

Roles and tasks division

1. Have a new inventory of the goals and the tasks to be done. Create a new task divi�

sion.

2. Formulate the tasks of the members clearly.

3. Change the coordinator. This can be a painful process. In fact nobody likes to loose

face, especially when the person does not see him/herself as the problem, and when

the members themselves are also passive.

4. Shift tasks from one person (coordinator) to another person. Without changing the

coordinator, you can take a look at the list of the tasks of the coordinator. Delegating

some tasks to second and third persons can have the effect of decreasing the pressure

on the coordinator . At the same time, other people will become more involved. This

may lead to better preparation of meetings and finally to better quality of decision

making and execution of activities.

5. Especially when you are the initiator, think of the role of the initiator. Do not expect

immediately that after one meeting all the other organizations will be willing to

assume many responsibilities. Try to find in an early stage some people who are show�

ing interest to take up some tasks. Share responsibilities with them. Keep in touch

with the initiative until you have clear indications that other organizations will be able

to assume responsibilities. Do not give away the initiative to quickly. But, at the same

time, be open and transparent. 

Building confidence and creating commitment: sharing

1. Create commitment: i.e., try to involve a small group of NGOs in the preparation

tasks and future work. It may be wise as initiating NGO to include and involve others

in the first steps. As initiator, however, you may know best where to go in the begin�

ning, It can be useful not to lose momentum and influence on the process at this

stage. On the other hand, you may seduce other organizations by already giving some

tasks to them and by having a preparatory meeting with a couple of NGOs before the

next network meeting.

2. Create ownership. Make people feel needed. Give specific tasks to people. Creating

responsibility can lead to more involvement of people and thus improvement of the

quality of the work.

3. In case people do not feel comfortable with a task, you may be able to create small

groups of two people, an assistant to the first contact person.
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4. Small is beautiful. You may want to think big. But you may start with a small group of

motivated people who you can rely on and who are committed to each other. Later,

after some successes, you can expand. Success attracts people.

5. Reserve time to find out what people's wishes and motivation really are. 

Internal communication and working methods

1. Take minutes of discussions and decisions in the meeting.

2. Formulate the principles and values that you want to use as a guide and as tools for

developing your work. 

3. Develop a membership profile and criteria.

External communication

1. Make an external document, "Statement of intent for cooperation", to communicate

your aims and objectives externally.

2. Create practical successes. This is the best promotion of the use of your network. 

3. Use the name and the logo in publicity. People can feel ownership when outsiders

show that they have heard about your group.
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PART III.

MANAGEMENT AND PEOPLE

1.

Team Building

1.1. Introduction

Managing people is the most challenging and difficult aspect of the manager's job. Each per�

son is unique, and while theories of motivation may be able to predict the behaviour of most

of the people most of the time, they cannot be counted on to predict what an individual will

do in a specific situation. The art of management knows the limitations of the theory and how

to modify predictions when necessary.

Human Resource Management has been defined as the process of "getting the right num�

ber of qualified people into the right job at the right time". It can be defined as the process of

accomplishing project objectives by acquiring, retaining, developing, and properly using human

resources in an organization. The acquisition of skilled, talented, and motivated people is an

important part of Human Resource Management.

This chapter is focused on teamwork, as well as managing human resources as a key for the

success of a modern environmental organisation. 

The need to work in teams is essential in many spheres of life, and every single day we

encounter different teams, such as project teams, task teams, teams in sports, etc.

This chapter includes information about: how to build and understand the key elements of

a strong team; analysis of teamwork and group dynamics; basic communication skills neces�

sary for managing human resources in the team; team development; motivation of team mem�

bers and communication within the team. 

1.2 Elements of a successful team

A team is a collection of people who come together to achieve a clear and compelling com�

mon project goal that they have defined together. Also, TEAM is an acronym: Together

Everybody Achieves More. To the members of a true team, the team's goal is more important

than their own individual pursuits. It's this factor that gives a team its cohesion. Team mem�

bers also cooperate in work planning and they co�ordinate roles. Their work lives are linked togeth�

er and they depend on each other.

The essential elements of a successful team include:  

" Team members share a common goal or goals.

" Team members have individual tasks and roles that help to achieve group goals.
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" Members participate equally in discussion and decision�making, and in sharing the

workload. This builds ownership and mutual respect among team members. 

" Team members co�operate with and respect one another, and tolerate individual dif�

ferences.

" Team members trust each other.

" Honest and open communication is fostered among team members.

" Team members are willing to resolve conflicts quickly. 

" A team is united in its efforts. Individual accomplishments are of secondary impor�

tance.

Team building requires time and practice. To foster a co�operative working relationship among

team members, it is important to remember the following:

" Team members share in achieving the overall goals of the group, thus promoting the

feeling that everyone is responsible for some portion of the work and that everyone

can contribute according to their abilities and knowledge. To the degree feasible, each

team member has a work assignment. Each team member has a clear understanding

of his or her individual responsibilities and the relationship of these individual respon�

sibilities to achieving the group's overall goals. It is important that each member has

willingly accepted or volunteered for those responsibilities.  

" Team members listen actively to all proposed ideas and expressions of feeling.

Discussion and participation by team members is actively encouraged.

" Team members make decisions as openly as possible, explicitly stating assumptions

and reasons for a decision. Whenever possible, seek consensus, accept different points

of view, and attempt to incorporate or to acknowledge differences of opinion, without

pretending they don't exist. 

" To arrive at a well�functioning team, all team members have to invest in reliability,

accountability, respect and trust.  You need to be able to trust others to do what they

are supposed to do in the best possible way. You need to be trustworthy yourself by

doing what you promised to do.

Teamwork requires a different attitude than solitary work. Team members need to work togeth�

er and support one another rather than try to do all of the work or get all the credit themselves.

For example "stars" or celebrities are often unable to work effectively in a group.  The team leader

often plays a guiding or facilitating role in order to allow the team to find and maintain its col�

lective style.  Listed below are suggestions to improve teambuilding within your group.

" Do practical problem�solving regularly; use brainstorming whenever possible. This

stimulates teamwork and reinforces mutual understanding.

" Conflicts within any group are natural. These conflicts need to be managed and

should be worked through to get insight into the underlying dynamics. Conflicts

should therefore be tackled as soon as they become known so that the group can learn

to function more effectively. Conflicting viewpoints need to be aired and areas of

agreement identified.  This helps to promote greater understanding based upon mutu�

al respect.

" Use meetings as an opportunity to practice and underscore teamwork and to promote

good human relations and work habits. 

" If new persons join a team, make a special effort to get them acquainted with what has

been happening and to make them feel welcome. Be sure to make a long�term plan�

ning and work planning part of your team's activities, thus strengthening the aware�

ness of all of the group's goals and objectives and reinforcing team members' sense of

commitment.

" Special attention should also be paid to a person leaving the team. Efforts to keep the

knowledge and information from the person available for the team can be very bene�

ficial. Maintaining good contacts with persons that once were part of the team and

have found interesting jobs will certainly pay off. They might become important parts

of your network. 
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Overview of the key elements of a team vs. the key elements of a group:

1.3 Group dynamics

The process of evolution of the group into a team is known as group dynamics and it is con�

sisted of four stages:

" Forming,

" Storming,

" Norming,

" Performing.

Each of the phases has the following characteristics:

 
Forming  

 
Performing  

 
Storming  

 
Norming 

Key elements of group: Key elements of team:

" May be strangers

" "I" focused individuals

" Lack of compelling goal

" No norms

" Roles loosely linked

" Individual accountabilities

" Collective "We" Focus

" Common goal

" Operates by own set of team norms

" Have linked roles and responsibilities

" Teams seek and gain empowerment

" Focus on problem solving and process improvement

" Shared leadership role

" Debate to make sound decisions

" Open and trusting

1. Forming
— Members unsure;

— Uncertainty;

— Low trust;

— Need direction;

— Commitment low;

— Group skills unrefined;

— Overly dependent on leader.

Main Strategy: Build team spirit and comfort
while providing lots of structure for activities

2. Storming
— Conflict emerges;

— Frustration sets in;

— Animosities develop;

— Cliques form;

— Leader is rejected;

— Power struggles;

— Emotional arguing.

Main strategy: To listen, address conflict, referee assertive�
ly, and resolve issues collaboratively.

3. Norming
— Members "own" the team's problems;

— Conflicts are resolved;

— Power issues are resolved;

— Team norms are redefined;

— Performance problems are corrected;

— Empowerment plans are created.

Main Strategy: To support team improvement
efforts and encourage member empowerment.

4. Performing
— High productivity;

— Conflicts managed by members;

— Commitment to goal high;

— Roles and responsibilities clear;

— Members behave in a facilitative manner;

— Team continuously improves itself;

— Members feel committed and bonded.

Main Strategy: Build agendas together, share facilitation
responsibilities, collaborate, and act as a resource.
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People should have a thorough understanding of their team's task. It is interesting to compare
your view of that task with the views of your colleagues. The entire team needs to have the same
understanding to achieve the goals that have been set.

The team is more effective when individuals are willing to play an active role and are con�

fident enough to sort out problems when they arise, even when it is not specifically the respon�

sibility of any one person to do so.

1.4 Team roles

Being part of a team involves working with all kinds of people. In the best teams, the team

members ARE different (see figure No. 1 � Belbin's Team Roles). People working within a group

or team bring to the group two key things. The first is their competency � specialist knowledge,

qualifications, experience, etc. � which are typically the reasons why they have been hired. These

might include: computer skills; carpentry ability; understanding of production techniques;

typing proficiency; knowledge of health and safety; and an almost infinite array of other things.

Let's call this the "Task" focus. The second is the way they work with and contribute to a group,

thereby enhancing the effectiveness of the group. We'll call this the "Team" focus. 

Obviously the Task focus is concerned with getting the job done. Less obviously, the Team

focus is concerned with how the job gets done.

Some managers make the mistake of choosing people who seem to be the same. Most

teams need people with different technical skills. Team members will also have different per�

sonal and social skills. The manager needs to be aware of the skills of the team members. A team

is more effective when it can draw on a range of different skills and abilities and when individ�

uals recognise their own weaknesses and strengths. 

It is difficult for a team to feel like a team if it never comes together as a team.

A team meeting can be a useful opportunity to:

" Share relevant or important information;

" Address specific problems or issues;

" Review progress/performance;

" Consult / listen;

" Work out a plan of action.

The team environment should be participatory. Everybody should know that if they are

involved in a team meeting, it is important to play an active part in it by:

" Bringing relevant information, such as agenda, minutes, reports, and figures;

" Arriving on time;

" Listening to others and not interrupting;

" Contributing your own thoughts and ideas;

" Sticking to the point;

" Raising issues, but in a non�controversial way.

The team cannot work well without you. You cannot be totally effective without the team.

All members of the team depend on each other. It is the manager's task to create a working envi�

ronment in which everybody feels free to:

" Check what is expected from her/him;

" Clarify his/her role with others;

" Take the initiative;

" Be prepared to accept responsibility;

" Support colleagues;

" Value different qualities and skills in other people;

" Share information;

" Communicate with the team.
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1.5 Motivation

" The word motivation comes from the Latin word 'movere', which means 'to move'.

Numerous definitions are given for term and they usually include notions as aim,

desire, end, impulse, intention, objective, and purpose. These definitions normally

include the three common characteristics of motivation. 

" First, motivation is concerned with what activates human behaviour.

" Second, motivation is concerned with what directs this behaviour toward a particular goal.

" Third, motivation is concerned with how this behaviour is sustained.

" Understanding motivation itself helps the manager to determine what motivates peo�

ple to be more productive. We do a project not only for others, but for ourselves as

well. It is the manager's task to identify what makes people enjoy the project.

Figure No.1 Belbin's Team Roles

Coordinator

CO
Characteristics

Mature, confident, good chairperson; clarifies goals; promotes

decision making; delegates well; recognises where team's

strengths and weaknesses lie and ensures best use is made of

each member's potential.

Tolerable

Weaknesses

Can be seen as manipulative; offloads personal work.

Suggested Task

Allocation

Should be best person to co�ordinate group effort; ensure that

everyone has a useful role and team works towards common and

agreed goal.

Shaper

SH

Characteristics

Challenging, dynamic, thrives on pressure; drive and courage to

overcome obstacles; shapes way in which team effort is applied,

directing attention generally to objectives and priorities; seeks to

impose some shape or pattern on group discussion and on out�

come of group activities.

Tolerable Weaknesses Prone to provocation; offends peoples' feelings.

Suggested Task

Allocation

Should be person best suited to overcome obstacles and opposi�

tion; create a sense of urgency and ensure that talk is turned

into worthwhile action.

Plant

PL
Characteristics

Creative, imaginative, unorthodox; solves difficult problems;

redefines problems; advances new ideas and strategies with spe�

cial attention to major issues and possible breaks in approach to

group problem.

Tolerable Weaknesses Ignores incidentals; too preoccupied to communicate effectively.

Suggested Task

Allocation

Should do most problem solving or be responsible for generat�

ing new strategies or ideas and proposing solutions to rest of

team.

Monitor

Evaluator

ME
Characteristics

Sober, strategic, discerning; sees all options; judges accurately;

analyses problems; evaluates ideas and suggestions so team is

better placed to take balanced decisions. 

Tolerable Weaknesses Lacks drive and ability to inspire others.

Suggested Task

Allocation

Should be responsible for ensuring that all worthwhile options

are considered; needs a key role in planning; an arbiter in event

of controversy.

Resource

Investigator

RI
Characteristics

Extrovert, enthusiastic, communicative; explores opportunities,

develops contacts; explores and reports on ideas, developments

and resources outside group; creates external contacts that may

be useful to team; conducts negotiations.

Tolerable

Weaknesses

Over�optimistic; loses enthusiasm once initial enthusiasm has

passed.

Suggested Task

Allocation

Should be responsible for developing outside contacts and

exploring new opportunities; needs a chance to conduct negoti�

ations but must report back to group. 
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Checklist of an ideal effective team (according to the model by

Woodcock and Francis)

1. Clear, agreed objectives 

This involves: 

� setting objectives and team plans

� clarifying respective team member roles

� agreeing on tolerable differences

� discussing values and reaching consensus on the philosophy of the team

� setting realistic quality standards and reviewing them.

2. Climate of support and trust

In such a climate:

� people ask for and give support

� people spend time together

� people's strengths are built on

� feelings are recognised

� relation�building skills are displayed.

3. Open communication

If lines of communication are open:

� people are open for persuasion

� people talk to one another about issues

� people develop skill at giving and receiving messages in face�to�face communication

� each person's contribution is recognised

� both positive and critical feedback is given.

Team Worker

TW Characteristics

Supports members in their strengths; e.g. building on suggestions,

underpinning members in their shortcomings, improving commu�

nications between members and fostering team spirit generally.

Tolerable Weaknesses Indecisive in crunch situations.

Suggested Task

Allocation

Should play a floating role, using versatile qualities to help with

features of work that others cannot manage.  Should use diplo�

matic skills to overcome conflict. 

Implementer

IMP
Characteristics

Turns concepts and ideas into practical working procedures;

carries out agreed plans systematically and efficiently.

Tolerable Weaknesses Somewhat inflexible. Slow to respond to new possibilities.

Suggested Task

Allocation

Should be appointed organiser, responsible for procedures and

practical steps to be taken once  team reaches significant deci�

sions.

Completer

Finisher

CF
Characteristics

Ensures team is protected as far as possible from mistakes of both

commission and omission; actively searches for aspects of work

that need a more than usual degree of attention; maintains sense

of urgency within team.

Tolerable Weaknesses Inclined to worry unduly. Slow to respond to new possibilities.

Suggested Task

Allocation

Should ensure team's work meets necessary deadlines and con�

forms to highest standards. Responsible for ensuring no inaccu�

racies or errors.

Specialist

SP Characteristics

Feeds technical information into group; translates from general

into technical terms.  Contributes professional viewpoint on

subject under discussion.

Tolerable Weaknesses Contributes on only a narrow front; dwells on technicalities.

Suggested Task

Allocation

Should provide focus on technical issues confronting team;

should provide knowledge and techniques in short supply.



78 PART III. MANAGEMENT AND PEOPLE

4. Constructive conflict

Constructive conflict means that:

� people deal with issues sooner and in the open where appropriate

� use "I", not "you" statements

� useless competition is minimised

� difficulties are seen as normal and are dealt with constructively

� others are actively encouraged to contribute. 

5. Clear procedures

Procedures are needed for:

� structuring and running meetings

� making decisions

�disseminating information

� written communication between partners

� accessing development opportunities and resources 

6. Appropriate leadership

Appropriate leadership requires that:

� the coordinator/manager supplies the leadership the team needs

� the coordinator/manager knows strengths, preferences and weaknesses of the team

� the leader models the philosophy of the team

� the coordinator/manager encourages leadership in other partners.

7. Reviews of progress

Time is spent:

� reassessing task issues � what partners are doing

� considering the process � how partners are doing that.

8. Concern for members development

The following practices will encourage partners: 

� opportunities for everyone identified by coordinator/manager

� partners are looking for opportunities for each other

� recognizing that people will eventually want to move on to their next challenge.

9. Good relationships with other groups

This means that:

� the team can cooperate with other projects, networks, organisations

� the team actively promotes its work

� it is willing to share its learning and experience with others

2. Effective communication within an NGO

2.1. Introduction

Communication is the act or action of transmitting information. Effective communication

is an essential element of everything that a manager does. Every function of management � plan�

ning, organising, staffing, leading, and controlling � requires effective communication skills. For

example, objectives set in the planning process must be communicated and explained to the entire

project team. Communication with the project team and organisation can occur in many

forms, from face�to�face contact involving facial expressions and body movements, to written

communication in the form of memos, letters, reports etc. Managers have to be very good com�

municators. Their message has to be clear. Managers must make certain that their team mem�

bers have understood the message. 
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Communication in a narrow sense can be defined as the art of expressing and exchanging ideas

in speech or writing. In a broader sense communication covers all kinds of verbal and non�ver�

bal transmission of information. Good communication skills provide a foundation for the suc�

cess of the NGO. Communication skills are mostly real eye�openers; the moment you gain insight

into the mechanisms that underlie effective communication, your communications skills will

immediately improve. Communication skills can continuously be developed and refined.

The chapter focuses on interpersonal communication within the NGO as well as within a

team. It includes characteristics of verbal and non�verbal communication, active listening, feed�

back and tips for effective communication. It furthermore includes guidelines and tips on how

to prepare an effective meeting, and the basic principles of leading a conversation.

Effective communication is seeing (noticing), thinking and feeling!

When we talk or when we are silent, when we laugh or make faces, when we are angry � we

are communicating. Communication is a concept that involves every usage of speech, words,

symbols, expression of feelings, thoughts, attitudes, transmitting information, and so on.

Communication is the process of transmitting and receiving messages, signals and informa�

tion, the process of creating something mutual, human interactionon by using words and other

symbolic means.

There are some set prejudices about communication which are widely accepted by many people: 

" Communication is something we all know and good communication is thought to be

obvious;

" Total power of communication against feeling of powerlessness/helplessness;

" We communicate by words only;

" Communication is a conscious and deliberate activity;

" It is possible to completely control our communication.

2.2 Types of communication

Basically there are two types of communication:

" Verbal communication

" Non�verbal communication

Verbal communication 

Verbal communication is the process of mutual transmission of meanings with words in speech

or in writing.

Characteristics of verbal communication:

" Words are the symbolic expression of thoughts.     

" Meaning of the words is (mostly) agreed on.

" Communication makes sense from the verbal context in which words are used.

" Verbal communication is to a large extent under conscious control.

Non�verbal communication

Less than 10% of the impressions we receive from another person is communicated verbal�

ly, i.e., by what he or she says. Nonverbal communication is much more important for success�

ful communication and mutual understanding. Nonverbal communication is mutual transmis�

sion of meanings in direct contact by all means that are not verbal. Facial expression, body move�

ments, tone of voice: all these are ways of communication whose meanings depend on a certain

culture; for example, in certain social groups shaking your head left and right means "yes", but

in some other cultures, this means "no", and tapping on the middle of your forehead with your
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finger might in some cultures mean that the person you are talking about is very cleaver, but in

other cultures it means the very opposite, the person is stupid.

Elements of non�verbal communication:

" Physical characteristics and specifics; 

" Facial expression and body movements;

" Personal space and touch;

" Paralinguistic signals; 

Very often in everyday life, people encounter difficulties in communication � communica�

tion noise:

" Misunderstanding of language used by co�speakers (technical terms, foreign lan�

guage, colloquialisms).

" Co�speakers lack of concentration on conversation (lack of attention, distraction).    

" Prejudice, stereotypes, negative attitudes towards co�speaker (towards origins, race,

religion). 

" Inappropriate expectations from co�speaker (that he or she doesn't like us, they want

to spite us, that they won't understand us).    

" Emotional pressure (preoccupation with problems, jeopardised goals).  

" Social anxiety (co�speakers are introvert, unsure, with low self�esteem, nervous).

" Breaking some rules of communication (intentionally or unintentionally, for exam�

ple, when introduced, when thanking, when interrupted, obtrusiveness, insult). 

" Manipulation games (showing interest but wanting to cause conflict; inviting co�

operation but wanting to dominate and to make decisions).

Elements of effective communication

Active listening

"I could know everything if I kept silent so that I could listen" � Latin proverb. Listening is

the key element for effective communication. Listening opens new horizons. The goal of real

listening is to really understand what the co�speaker is trying to tell us. During this process, the

listener can react, so that he or she can better understand the co�speaker. This is called ACTIVE

LISTENING.

Before we try to explain the term "active listening", it is necessary to say something about

non�listening and how can we recognise it. 

Types of non�listening:

Pseudo (false) listening � the listener shows that he or she is concentrating on the conver�

sation but in reality they are not listening.

Listening on one level � receiving one part of the message (verbal) but the other part is neg�

lected.

Selective listening � only listening to what one is interested in, skipping everything else. 

Selective refusal � concentrating only on topics which one does not want to hear. When this

topic arises in conversation, the listener is simply repressing and rejecting it. 

"Stealing" words � the listener is "listening" so he or she can steal an opportunity to begin speaking.

Defensive listening � the most innocent statements are perceived as attacks to which one reacts

defensively.

"Ambush" listening � listening only so one can attack the co�speaker.  

People tend to think of the listener's role as a passive one of receiving.  However, a good lis�

tener shares responsibility by paying close attention and trying to understand. Good listening

means using your own communication skills to help the speaker communicate the message.  

" Most people are poor listeners.  It has been estimated that we effectively listen only 25

percent of the time.  

" Most people do not listen to understand; they listen with the intent of replying.
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There are 5 levels of listening:

1. Ignoring

2. Pretending

3. Selective listening

4. Attentive listening � words only

5. Empathic listening � meaning

Active listening refers to the listener's attempt to help himself and the co�speaker to better

understand sent and received messages. That is, messages are often imprecise and abstract, but

the speaker is not aware of this. Besides, even he or she can be unsure about what they really

want to say. A basic principle of active listening is to ask sub�questions, and most of all, so�called

indirect questions. That is, direct questions about sensitive and personal topics can provoke dis�

comfort, lead to negative or defensive reactions, distrust, and even to the complete withdraw�

al of the co�speaker and the breaking off of communication. So in complicated situations, when

it is not clear what a certain person wants or feels, we use indirect questions; in other words, we

paraphrase or summarise.

When you are actively listening to the other person, you are sending the following messages:

" I hear your problem.

" I understand how you feel about this problem.

" I will help you think about this problem and help you in trying to find other solutions.

" I believe in you and I believe that you alone can find your own good solution.     

You listen actively when:

" you decide to listen and to direct your attention to other speaker.

" you look into the co�speaker's eyes. You listen.

" you do not interrupt. (You do not ask "why", and you do not say, "Me too...").

" you paraphrase (you start your sentence with, "If I understand you correctly, you ...").

" you summarise by paraphrasing (you do not repeat the co�speaker's words, but rather,

their meaning).

For example: Ivan says, "Marko spilled water on my chair and now he is laughing. I will rip
up his picture."
The teacher paraphrases: "You are angry with Marko because now you have to work on
your picture again. Let's see how you are doing with your picture...."

2.3 Paraphrasing and feedback

Paraphrasing, assumptions, asking supportive questions,

feedback and criticism

Paraphrasing: Paraphrasing consists of summarizing or restating what you have heard, in your

own words, and then asking the speaker if this is what they really meant. 

Paraphrasing allows the speaker to know how well he or she is being understood and pro�

vides a second chance if a message was misperceived the first time. 

Assumptions:  People make assumptions all the time, but your assumptions about other peo�

ple may be wrong or incomplete or perhaps you close your mind to the significance of new infor�

mation from that person. Try to be aware of the conclusions you draw about others and remem�

ber that they are speculations.  Recognize that there might be other conclusions you might draw

from the same information. When an assumption affects the way you interact with a person, you

might want to share the assumption with that person to find out whether it valid.   You can help

to clarify assumptions by simply stating, "I am assuming that ….. � is this a correct assumption?" 

Ask supportive questions:  Questions are a useful technique for getting information to help

you better understands a speaker's message.  It is often up to the listener to ask questions

because the speaker does not know which parts of the message are unclear. Supportive ques�
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tions are generally open�ended, meaning they allow for an unlimited choice of responses

instead of just yes or no. Positively phrased questions, such as, "How could we have managed

this meeting better?", are usually more supportive than negatively phrased ones such as, "What

did we do wrong?"

Feedback and criticism: Feedback is telling another person how you perceive what that per�

son said or did. The most useful feedback describes rather than evaluates and is specific rather

than general.  Criticism is appropriate when another person's behaviour, as you have observed

it, has caused a problem and you are dissatisfied and want change. The process of criticism includes

telling the other person your observation, explaining how you feel about their behaviour and stat�

ing what you want changed and why.  

In brief, feedback should follow these basic rules:

" It should be constructive, rather than destructive;

" It should point towards a sense for improvement, rather than unduly criticizing a neg�

ative point;

" It should point towards future actions, rather than to reflect on past actions;

" It should address specific behaviour, rather than criticizing general character and per�

sonality;

" It should be directed towards action plus change, and not to be passive plus standstill;

It should therefore provide suggestions for future behaviour; 

" It should be geared towards the needs of the receiver, rather than towards the needs of

the sender;

" It should be helpful and not judgmental;

" It should be a dialogue, not a monologue.

In addition, it is desirable that feedback should be:

Descriptive. When we describe our experience, we are giving an opportunity to the other per�

son to learn something about themselves and others. On the contrary, when we are judgmen�

tal or try to interpret something, we will push the person to become defensive.  The description

can be more precise if it is formulated in two steps; this is the situation that I want to talk about

and this is what it does to me.

Formulated in 'I'�messages. When the person giving the feedback uses the I�form to formu�

late the feedback he/she can avoid direct defensive behavior from the receiver. 'I'�messages will

implicitly convey the message that the comments are the personal observations of one person

only and that that person does not necessarily have to be totally right.

Concrete. Applying to a concrete behaviour of the receiver that can be described and not to

the general behaviour of the person.

Constructive and balanced. Taking into consideration the capabilities and needs of the

receiver.

Useful. The feedback should be pointing to behaviour that can be changed. It is not useful

to describe experiences that might frustrate us, but that refer to behaviour that the person sim�

ply can not change, stammering, for example.    

On time. Feedback is more effective if it is directly follows certain behaviour. That is, if less time

goes by between certain behaviour and insight on the effects that this behaviour had on others.

Wanted. Feedback is really effective if the receiver is open to hear it. It is most effective when

the receiver himself is formulating questions that test the effectiveness of certain behaviour.  

Checking. In a team, it is important that the sender and receiver of the feedback can check

the content of the message. This could be done if receiver repeats in his/her own words how he/she

understood a certain message. In this way we avoid misunderstanding, and other members of

the team can participate in this process.  

Of course, in the case of feedback information, besides content, nonverbal signs are very impor�

tant. For example, tone of voice, body position and movements, can affect how the message is

perceived.

One on one: a defensive reaction can more easily be avoided if the feedback is not aired in

front of a group of people, but in a safer one on one situation. If the receiver displays a strong

defensive behavior, it will be better to call for a time�out. Defensive behavior will urge the receiv�

er to start explaining why he/she did the things that you criticize, and they will block hearing

exactly why you would like to see that same behavior changed.
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The major rule for the receiver of the feedback is to listen calmly to what he/she is being told

and to hold back the need to defend himself/herself and to ask for further explanations if

something was misunderstood. This can be done easily if members of the team are open and trust

each other, and they want to be open to changing and understanding.   

Feedback is not only a way to support, but also to provoke and to encourage. Feedback might

shed a light on parts of our person that are invisible to ourselves. Constructive feedback can real�

ly reassure us, since it provides us with helpful information on how our behavior is perceived

by others.  So we can differentiate:

Confirming feedback.The leader of the team or some other member of the group is confirm�

ing that a certain person is on the right track and making progress in achieving his or her goals.  

Corrective feedback. An important person is making a statement that a member of the team

is "wandering" in the attempt to realise a certain goal or in doing a certain activity. 

Corrective feedback should be very carefully formulated. In addition to everything that has

already been said about feedback, it should be based on the following principles: 

" It should be said in a caring spirit and with consideration for the person to whom we

are giving feedback.

" It should be connected with confirming feedback.

" It should be short and direct. 

" It should not be directed to the personal characteristics of the person, but to his or her

behaviour in a concrete case.

" It should be provided in moderation. Overdoing it can only make it more difficult for

the receiver to understand and to process the feedback. 

" A member of the team should be asked to comment on feedback and to expand it

from his/her own perspective.

" A member of the team should be encouraged to find alternative ways of achieving cer�

tain goals. 

It is important to keep in mind that the goal of feedback is not to change the other person,

but to give him or her your impression. 

2.4 Productive meetings

Effective communication can be directly put to the test during meetings within the NGO.

Running an effective meeting takes planning and strong facilitation. A good facilitator is con�

cerned that the objectives of the meeting get accomplished, that the discussion keeps moving

towards accomplishing these objectives, and that participants do not get stuck arguing or telling

irrelevant stories, and that decisions are actually reached.  The facilitator has a crucial and

demanding role, including directing the flow of discussion, resolving roadblocks, summarising

points, keeping the discussion on track, capturing ideas and digressions, and keeping the spir�

it positive and productive. A well�trained facilitator can make a major difference in helping to

achieve a productive meeting.

An effective meeting is one in which the participants feel good about themselves, and group

members openly share ideas and concerns, work together constructively and positively, arriving

at a result that is clear to all and leave the meeting feeling fulfilled and glad to be part of the group.

Some factors that contribute to an effective meeting are listed below:

Plan 

" Make sure there is a need for the meeting.

" Prepare an agenda (seek input from others as needed). 

" Arrange for the right people to be at the meeting. 

" Start on time! 

b. Inform 

" Distribute the agenda at least one day in advance. 
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" Send out background materials that people need in order to be prepared

" Clearly communicate the intent of each agenda item, for example, discussion or deci�

sion; don't just list headings. 

" Ensure that the people who are supposed to be there know about the meeting. 

" Ensure that people know what information they are expected to provide during the

meeting.

c. Prepare 

" Put agenda items in a logical order.

" Allocate appropriate time for each agenda item.   

" Indicate the goal for each agenda item; discussion or decision. 

" Organize the material to be presented. 

" Record ideas on a flipchart so information can be saved.

d. Structure/Control 

" Have a clear purpose for the meeting and stick to it! 

" Establish ground rules for the meeting, such as no interrupting speakers or no side

conservations during the meeting.

" Use a timekeeper to keep on the meeting on schedule. 

" Have the recorder periodically summarize information and decisions. 

e. Summarize and Record 

" Designate someone to record ideas and decisions. 

" Make sure the recorder understands what to record and how to record it. 

" Document decisions and actions as soon as they are made. 

" Prepare and distribute minutes of the meeting as soon as possible after the meeting.

" Approving the minutes should be the first item on the agenda of the next meeting. Assembling

a 'Things�to�do' list, clearly mentioning who will do what and when, to be reviewed at the

start of the next meeting, will greatly enhance the effectiveness of the meeting.

Meeting Tips:

" Review the minutes from the previous meeting. Check any agreements or decisions

that were made. Go through the 'Things�to�do' list and check if the actions that were

agreed upon during the last meeting have been taken.  

" Evaluate the meeting when the meeting is over. Analyze what went well and what did�

n't, and how to improve the next meeting. 

" Write the topics being discussed on a blackboard or on flipchart so that participants

can keep track of what is being discussed. 

" Don't let the end of the meeting deadline push the group into a poor decision. The

"lets just make the decision and get out of here" mentality often results in a poor deci�

sion. It's better to take an extended break.

" Arrange the furniture so that everybody can see each other, e.g. semi�circle or circle.

" Ask if there are any amendments to the agenda that has been sent out.  Assign times for each

agenda item. Ask someone to act as timekeeper to make sure the agenda stays on track.

" At the end of the meeting, the facilitator summarizes any decisions that were made,

actions to be taken next, and who will do what steps within what timeframe. All this

information will be assembled in a 'Things�to�do' list, to be reviewed at the start of the

next meeting.

Principles of leading conversation

Avoid asking WHY questions! 
Generally people don't have an answer to WHY.

This question in general provokes all kinds of defensiveness, rationalisation or incorrect list�

ing of reasons.  

Use the questions WHAT and HOW and they will help in:
" Defining the situation better (How do you see this situation?).

" Breaking the problem into smaller pieces (What hurts you in this situation?).   

" Redefining problems (What is really the problem in this situation? Can you define it

in another way?).
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" Finding out personal expectations (What do you expect from yourself in this situa�

tion? How would you like to solve this situation?).

" Evaluation of readiness to get personally involved (What are your real possibilities in

this situation?).

" Recognition of personal responsibility for the problem (How does this situation and

its solution depend on you and on your behaviour?). 

" Realisation of other ways one can look at this situation (How are others looking at this

situation? What would someone whom you highly respect say in this situation?). 

Changing statements into questions
Encourage the co�speaker to change statements connected with a situation or problem

into questions. (Everybody expects me to adjust to this situation. What does it mean for you to

adjust to this situation? What would you gain and what would you lose?)

Breaking the problem into smaller pieces 

Everything said leads to breaking the problem down into smaller pieces. This could also be

done with direct a question. (Can you break this problem into a couple of smaller sub�problems?)

Sharing personal or other people's experiences

We can pass on personal experiences or the experiences of other people in similar situations.

We can leave this for the end of the conversation and use I�sentences, as a personal story, not

as an example or rule. Do not use phrases like, IT SHOULD HAVE, IT COULD HAVE, IT

WOULD BE BETTER IF…

3. Participative decision�making

3.1. Introduction

Participative decision�making means a way of decision making that involves the participa�

tion of people who are needed to implement the decisions. Extending the concept of democ�

racy to the workspace, participative management techniques assume that people should have

the opportunity to have input into the decisions that affect their lives. Participative decision mak�

ing is consistent with values of democratic decision making, but it complies with the econom�

ic approach having a competitive advantage. 

There are several positive reasons for using participative decision making:

� From the economic perspective there is cost�effectiveness: lower costs, higher produc�

tivity, and a higher quality of products and service. An organisation can respond more

quickly to the outside world, such as the needs of clients and changes in society. 

� From the human interest perspective, people can be more motivated and have a

greater sense of organisational commitment. 

� From the organisational perspective there are several advantages to have participative

decision making: front�line employees, people in the field are closer to the necessary

information. The more organisational information is shared with employees, the

greater will be their ability to make decisions that are in the interest of the entire

organisation. Involvement of people will lead to decisions and proposals that are real�

istic and appropriate for the organisation.

3.2 Leadership styles

The level of participative decision making coincides with its complementary factor, that of

leadership. 

In groups and teams where one person has specific responsibilities regarding management

and coordination, one can usually find different levels of participatory decision�making and thus

involvement of the members of the group in the decision making process. 
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One can distinguish a whole range of decision�making strategies in the management of an

organisation:

1. Leader makes decision and announces it.

2. Leader 'sells' the decision.

3. Leader presents ideas and invites questions.

4. Leader presents tentative decision subject to change.

5. Leader presents problem, gets suggestions, and makes decision.

6. Leader defines limits, asks group to make decision.

7. Leader permits subordinates to function within limits defined by superior.

The strategies depend on two approaches:

� control�oriented: focus on use of authority by leader

� involvement�oriented: focus on freedom of the subordinate, the team member

The choice of management approach needs to be made in context: socio�cultural values, the nature

of the work force, the type of product being produced, the organisation's external environment.

Having leadership over a group means that the leader has assumed responsibility for leading

as well as having an agreement with the group members that they have given the authority to the

leader to lead. On the basis of the decision�making strategies, one can derive different leader�

ship styles. 

" Authoritarian leadership: the leader takes full responsibility for the decision and does

not share this responsibility. The leader takes the decision as well as decides on how to

collect information and how to decide. It is also up to him whom he wants to ask for

advice, and how he communicates with the people about the decision. People play a

role in providing information, but not in discussing the solutions.

" Consultative leadership: The leader presents the problem or question to the group and

discusses this individually or in a group meeting. The leader collects ideas and sugges�

tions and finally makes a decision that may or may not reflect the opinion of the group.

The leader communicates individually or collectively with the people. This choice is

made by the leader. 

" Democratic leadership: Decision�making is in fact done by the group. The leader

shares the problem with the group members. The group discusses the ideas and gener�

ates solutions. The idea is to reach an agreement within the group. The leader's role is

like that of a chairperson who coordinates the discussion. The leader accepts the

group's preference. 

Generally leadership behaviour, skills and knowledge need to meet the expectations of the

group members and the requirements of a situation. Any good leader shall encourage positive

developments and make people feel that they are part of the group. 

3.3 Forms of decision making

This section presents the advantages and disadvantages of different forms of decision mak�

ing. Each form can have its own advantages and drawbacks in a given situation. Additionally, there

will be exercises to invite you to make your own judgement on when you would choose for a cer�

tain form of decision�making. 

The forms of decision making are presented from the point of view of the group of people who

are expected to take the decision. Each group of people working together will need to take deci�

sions. As you will notice, it is not always that obvious to have all decisions taken by all people.

There are various ways to develop a procedure or mechanism to give the task to make a decision

to a selected group of people, or even to one person. 

The starting point of group decision making, is that there is a group of people who have some�

thing in common to work on a joint topic/activity. In fact there is no hierarchy (yet), and no divi�

sion of tasks and responsibilities has been made among the group members. 

The form of decision�making to be applied depends on the following factors: 

" the required quality or rationality of the decision 

" the necessity of full group acceptance or commitment to the final decision
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" the time available to make the decision

Questions to guide your group when discussing the form of decision making

In order to help you and your group in choosing what can be the best way to come to a deci�

sion, here is a list of questions to guide you; 

1. Is there a requirement for quality such that one solution is likely to be more rational

than another?

2. Is there sufficient information available to make a high�quality decision?

3. Has the problem been clearly structured? 

4. Is acceptance of the decision by the group members critical to effective implementation?

5. Do all group members share the same common goals to be attained in solving this

problem?

6. Is it likely that a conflict among the group members may arise when choosing solu�

tions that are strongly preferred by a part of the group? 

7. Is the nature of the problem relevant for discussion by the full group?

8. Are there other issues related to the questions that can contribute to an appropriate

solution by dealing with them synchronically?

Factors that can influence the choice of the form of decision making

" the type of decision that needs to be made (main importance�minor importance)

" the usefulness of involvement of people

" the time needed for the decision�making process and time available

" the authority of the initiative taking person/body

" the expectations of the group and the internal structure of the group

" the needs of the people who will be involved in the implementation for guidelines 

" the complexity of the matter/issue

" the quality of the result needed

Given the different factors that can be of influence, there are many ways to make decisions.

Each form of decision�making has its own advantages and disadvantages. The specific method

may vary and depend on the topic, the situation, the nature of the problem, the character of the

group, the culture, etc. Below is an overview of six different forms of decision�making. 

Majority of votes

Majority of votes means that each member can vote, and the proposal that has half plus one

of all votes will be accepted. Voting needs to be preceded by correct formulation of the prob�

lem and proposals. 

Lottery

The decision is not made by the members. The decision is left to chance. This can be done,

for instance, by drawing a number, tossing a coin to decide where to have the next meeting, who

can be the representative to attend a meeting. 

Advantages Disadvantages

Fast method There can be internal factions that can inhibit members to function within

the group.

Clear outcome The method is mainly applicable to rather simple questions and decisions.

Everyone is involved in

the decision making

Minority opinions are eliminated, which may decrease the motivation to

implement the decision.

Advantages Disadvantages

The method is very fast. Contradictions among members within the group are being eliminated.

The chance to win is equal

for every one.

The commitment of the members to implement the decision can be

quite low. 

The method is neutral. The method can be used only on small scale. 

No energy lost on very sin�

cere contradictions and dif�

ferent opinions. 

The method does not lead to an increase in  learning capacity of the

group on problem solving. In the future, the next case will lead to the

same dilemma. 

Saving emotions in case of

big divides in positions. 

People admit that they cannot come to a rational conclusion and in

fact give up on it.
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Uniformity

Uniformity means that people decide by choosing the option on which every one is willing

to vote. This method is in fact a combination of 1) with the prerequisite that everyone before�

hand expresses his or her willingness to vote on the proposal. If not, this means that the pro�

posal first has to be amended in order to make it acceptable for all people to vote on it. 

Delegation

One person or a few group members receive the authority from the full group to take a deci�

sion on behalf of the group. Different criteria can be applied to identify the people; this can be

expertise, experience, and others. 

Authority

Authority means that the decision is made by the person(s) who usually has most power and

influence. This can be the formal leader, or someone who exerts power without having the offi�

cial appointment by others. This method is related to method 4) delegation.

Consensus

Consensus means that all members understand the decision and are prepared to support and to

implement it, because everyone agrees that this is the best proposal of all options and alternatives.

Consensus is not the same as 3. uniformity. Consensus can be reached if there is an open com�

munication and an atmosphere of reciprocal acceptance and equal opportunity for people to

express themselves and to influence the decision�making process.

Advantages Disadvantages

It encourages the creativity of the members. It can be extremely time�consuming. 

The decision has high quality. It can be applied only under certain circumstances. 

The readiness to implement is high. Long discussions may lead to drop�outs. 

All relevant information available is being

used.

It is not applicable within a group that has not devel�

oped certain social rules. 

Advantages Disadvantages

Quick decision making is possible The commitment of the members is usually small. 

The process is centralized. Not everyone may know exactly what the conse�

quences of the decision are. 

If the person with authority is skilled, many group

members can feel involved and encouraged.

There is a chance of conflicts about influence

within the group.

The decisions are often unclear. 

Advantages Disadvantages

Quick decision making is possible The probability of low commitment of members during

implementation.

There is a greater chance for a decision

with higher quality. 

Opinions of minorities are not considered. 

It can help the group to focus on other

important questions. 

The group is dependent on the delegation. 

The members with most influence may tend to overesti�

mate their expertise. 

Advantages Disadvantages

The group will be united. The method is time�consuming. 

It provides a common base for the group. Some members may be pushed to compromise.

Every member is actively involved in deci�

sion� making. 

The method can have a crippling effect on the group,

because it can demand a lot energy and much (men�

tal) effort. 

It helps people to formulate different options.

People will focus more on the strengths than

on the weaknesses. 
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Practical examples

In order to give you some ideas about practical cases of decision�making and to which top�

ics and situations such forms can be applied, find an overview in the table below. It needs to be

stressed that these are examples that come from practise. It does not mean that these examples

can be used as strict rules. Moreover, some organisations may prefer form 1 in situation A, while

others give preference to form 2 in the same situation. 

Table: Forms of decision�making and situations when to be applied

EXERCISE A: Deciding on internal rules
You may have your own meetings in your organisation. Many people apply certain rules.
Sometimes organisations have formulated those rules very explicitly. Many people have
their own understanding and assumptions about such rules regarding meetings and
communication. Do you know which rules you apply? 
A i m : to agree on the rules that we will apply to ourselves; to share and find out common values.
T i m e : 30 minutes  
D e s c r i p t i o n : working groups of 5�6 participants. Each group is told to collect rules
and write them on paper. Then see if they also agree on a common set of ground rules. 
Q u e s t i o n s :
1) How will we work in our organisation? 
2) How will we relate to the other groups?
3) What are our roles and responsibilities?

Form of decision making Practical situation, topics

Majority of votes a) election of board members

b) plan of action, new strategy 

c) admittance of new, common members

Lottery a) choosing a venue for a next meeting out of two offers from different

members

b) decision on which candidate can attend external meeting

Uniformity a) changing statutes of the organisation � having various alternatives

b) creating a new structure

c) representation done by a person while there are four candidates

Discussions and selection till there are two candidates; then election of

the preferred one 

d) choosing a logo of out of different variants

Delegation a) an organisation seeking an accommodation, delegating this to a mem�

ber organisation

b) a subgroup preparing a proposal for a new campaign 

c) an individual member visiting a funder and negotiate on project

d) inviting a small team to prepare a strategy paper to be presented at full

meeting

Authority a) an experienced person visiting an external meeting and formulating his

own mandate

b) a person with expertise deciding on where to submit the project application

c) task to prepare a logo to designer

Consensus a) choosing a venue out of two offers from the members

b) directions of work of the organisation, new strategy

Advantages Disadvantages

The willingness to cooperate increases. The method can lead to conflicts within an unprepared

group.

It strengthens teambuilding. It demands an openness and willingness to listen.

High learning effect: social skills of the

group are challenged. 

People need to put their own ideas into perspectives

and be receptive to others. 

The problem�solving capacity of the group

increases.

People tend to postpone and delay and call for a next

meeting.
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4) To whom are we accountable? 
5) What tasks will we perform? 
6) How will we communicate with each other? 
7) Who else will we need to communicate with � and about what?    

EXERCISE B: Decision for or by working groups
A i m : to practice and try benefits of any decision making practice. 
M e t h o d : interactive discussion in small groups.
M a t e r i a l s : 4 flipchart papers, 8 markers, 3 envelopes, 3 sets of cards with situations. 
T i m e : 60 minutes
D e s c r i p t i o n : participants are small working groups of 7 or 8 people. Each group
receives a case to solve. The cases are designed in such a way that each of them could
be best solved by applying one method. 
Reference is made to the table with the 6 forms of decision�making. For this exercise,
choose one of the four forms of decision�making: (1) majority of votes, (2) lottery, (4)
delegation, (6) consensus. The groups will report back. Evaluate by presenting plenary
q u e s t i o n s to (a) members of presenting group, (b) other groups: 
" How did you feel?
" Which method(s) was/were chosen? (Please choose preferably one method. You
may indicate two; if so, then try to prioritise). 
" How effective was the chosen method with regard to the situation?

An example of a case study: 

An invitation for attending an important international meeting

There is funding available for only one person to attend the meeting. Your organisation has

four people who are willing to participate: (a) the new but extremely motivated person, (b) the

experienced person, who does not have a good command of English, (c) the person who has

no strong skills on sharing enthusiasm and motivation with others but who will report in writ�

ing sufficiently afterwards, (d) the experienced person with good experience of participation in

international events, but too busy to attend their own organisational meetings. 

3.4 Leading a discussion towards a decision

This paragraph gives an example how to structure a discussion and decision�making step by

step during a meeting. 

1. Introduction of the agenda points by the chairperson (time reserved, nature of the

issue).

2. Introduction of the theme by the expert, someone who has special expertise and

knowledge on this topic and who has prepared the topic.

3. Round for questions for clarification: participants can raise questions.

4. Answers to the questions by the person.

5. Round for discussion. Session for participants to express opinion on the topic. 

6. Possible replies of the person to comments and criticism,

7. Summarising of the discussion by the chairperson,

8. Presentation of proposal to make a decision; explanation of the decision making pro�

cedure.

9. Voting, to make a decision by voting, not always necessarily if general approval is

reached by the meeting.

10.Decision, outcome of voting, conclusion presented by the chairperson. Results of the

voting, or the final summary with the statement that the meeting agrees on the pro�

posal formulated. 
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Often in many meetings, (1) and (2) are done by the chairperson. It can be useful, howev�

er, to ask someone else to introduce the topic in more depth and to present the question(s) to

be discussed as well as the possible answers.

In practise, (3) can be mixed with (2) and the people often interrupt when they have a ques�

tion. It can be useful to let the speaker first finish the presentation and then ask for questions

for clarification. 

In order to structure the discussion and to assure that all people present have the same under�

standing of the discussion and the problem presented, it can be useful to separate the questions

and remarks that are part of the discussion on opinions and points of view (5), from the ques�

tions have been risen because of misunderstanding and need for clarification (3 and 4).

Therefore, the questions for clarification should precede the questions and remarks or

opinions. Also, when a person wants to ask a question for clarification and also express his/her

opinion, the latter should wait until the next round (5).

The speaker can answer each specific question separately or with the help of the chairper�

son first collect all questions for clarification (3, 4). The advantage of the latter is that the speak�

er can possibly structure and categorise the questions and therefore present the answers more

consistently (4). 

After the round for clarification, the discussion can begin. Again a chairperson who feels

responsible for timekeeping, may suggest having a round of collecting points for discussion and

comments first (5), before going into discussion. If many people want to speak up, the chair�

person may give each one in turn the floor. One may want to distinguish the opinions of the pre�

senter from those of the rest of the group. Members of the meeting and the speaker can inter�

changeably speak and comment. 

The chairperson will summarize the outcome of the discussion (7). After this the chairper�

son can propose a procedure to come to a final decision (8). Voting (9) is not always necessary.

In many cases the chairperson can ask for approval of the meeting, or general consensus.

Sometimes a request is made by a member to include some comments, or take notice of an addi�

tional remark. The chairperson finally formulates the decision (10).

3.5 Conflict resolution

What is a conflict?

A quote from Gordon Lippitt: 

" The goal of organizational leadership is not to eliminate conflict, but to use it.

" Conflicts are a predictable social phenomenon and should be channeled to useful

purposes.

Observations: 

" Dying communities and organizations avoid conflicts or work on them in ways that

destroy relationships.

" Successful communities and organizations anticipate conflicts and work on them in

ways that keep relationships intact.

Positive aspects of conflicts

" Problems addressed / action taken

" Conflict resolved

" Better long�term relationships

" Stimulates creativity

" Personal / professional growth

" Strengthens democracy (participatory decision making)
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" Change for "common good"

" Can live with solution

" Leadership emerges

" Community / organizational growth

Negative aspects of conflicts

" No results

" Little shared decision�making 

" Little creativity

" Destroys relationships

" Destruction of democracy

" No sense of "we"

" Someone wins � someone looses

" Unwillingness to work together

" Expensive litigation

" Community decline

" Leadership declines

" Loss of self�esteem

We want to concentrate on the positive aspects of conflict in order to maintain sustainable

relationships.

In essence, we emphasize the positive aspects of conflicts because we want to sustain the rela�

tionship with the other group or party. We do not know what the future holds for the parties in

dispute. They may need each other's support or help later on.

3.6 Conflict management strategies

Five different conflict management strategies and when to use them are described below.

Avoiding and accommodating are based on no confrontation. Collaborating and compromis�

ing are the two strategies that are based on cooperation and solution�oriented. Competing is a

control�oriented approach. 

Competing

Having the wish to control. Seeking confrontation. Low level of cooperativeness. High

level of assertiveness: willingness to seek solutions that meet your own needs and concerns. 

Descriptive: people work to achieve their own ideas. People fall back on authority and

making use of rules. It leads to win�loose situations, in which one party becomes the

winner and the other the loser. It can limit creativity and stops the exploration of new

ideas.

When to use:
1. When quick, decisive action is vital.

2. On important issues when unpopular actions need to be implemented.

3. On issues vital to the organisation's welfare, and when you know you are right.

4. Against people who take advantage of non�competitive behaviour.

Collaborating

Seeking cooperation. Orientated towards finding solutions. High level of assertiveness: will�

ingness to seek solutions that meet your own needs and concerns. 
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Description: People are concerned both with the interests and goals of their own and

with those of the other party. There is no underlying assumption of a fixed resource

that will force everyone to give up something in order to gain something else. The

interaction is based on the assumption that by studying the problem creatively, a solu�

tion can be found that makes everyone a winner and leaves everyone better off. This

strategy has great advantages with respect to cohesion and morale. The disadvantage

is that it can be time�consuming. Above all, it may not work when the conflict involves

a difference in values.

When to use:

1. To find an integrative solution when both sets of concerns are too important to be

compromised.

2. When your objective is to learn.

3. To merge insights from people with different perspectives.

4. To gain commitment by incorporating concerns into a consensus.

5. To work through feelings that have interfered with the relationship.

Compromising

Seeking cooperation. Orienting towards finding solutions. Try to find a balance between meet�

ing one's own needs, reaching one's own aims and seeking the benefits and values of other's opin�

ions and concerns. Giving and taking. 

Description: People are concerned not only with their own interests and goals, but

also with those of the other party. This usually leads to negotiation during which par�

ties give something up in order to gain something else. The disadvantage is that peo�

ple often stress what they had to give up to get what they wanted.

When to use:

1. When goals are important, but not worth the effort or potential disruption of more

assertive modes.

2. When opponents with equal power are committed to mutually exclusive goals.

3. To achieve temporary settlements of complex issues.

4. To arrive at expedient solutions under time pressure.

5. As a backup when collaboration or competition is unsuccessful.

Avoiding

Non�confrontational; low level of cooperation; having a low level of assertiveness and to seek solu�

tions that meet your own needs and concerns. Ignoring/neglecting one's own needs and concerns.

Descriptive: the individual recognises the problem, the existence of a conflict, but

does not wish to confront the issues of the conflict. People neither try to reach their

own goals nor work to satisfy the other party's goals. 

When to use:

1. When an issue is trivial, or when other important issues are more pressing.

2. When you perceive no chance of satisfying your concerns.

3. When potential disruption exceeds the benefits of resolution.

4. To let people cool down and regain perspective.

5. When gathering information is preferable to an immediate decision.

6. When others can resolve the conflict more effectively.

7. When issues seems to be tangential or symptomatic of other issues.
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Accommodating

Non�confrontational; high level of cooperation. Having a low level of assertiveness and not

seeking solutions that meet the person's own needs and concerns.

Description: people try to achieve the goals of the group and to satisfy the other party's con�

cern, without paying attention to their own needs and wishes. The advantage is that it preservers

harmony and avoids disruption. Accommodating can lead to lack of creativity and stops the explo�

ration of new ideas. 

When to use:

1. When you find you are wrong � to allow a better position to be heard, to learn, and to

show your reasonableness.

2. When issues are more important to others than to you � to satisfy others and maintain

cooperation.

3. To build social credits for later issues.

4. To minimise loss when you are outmatched and loosing.

5. When harmony and stability are especially important.

6. To allow people to develop by learning from mistakes. 

Figure: when to use the five conflict management approaches

4. WORKING WITH VOLUNTEERS

4.1. Introduction

This chapter describes briefly the different aspects of voluntary work and volunteer organ�

isation. Although British and American English people sometimes distinguish between volun�

tary organizations and volunteer organizations, no such distinction made here.

The chapter contains the following topics: characteristics of volunteer work, types of organ�

isation, why volunteers are important for volunteer organizations, the motivation of the volun�

teers, and, how volunteers appreciate the work. How NGOs can make arrangements with vol�

unteers, differences between staff and volunteers, conditions for NGOs to work with volunteers

and different strategies for volunteer organizations. Finally, some tips on how to keep a volun�

teer.
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Characteristics of voluntary work 

" The activities are for the benefit of other people and society. 

" The people who do the work are not paid.

" There is an organizational structure; within its framework the activities are per�

formed.

The fact that the activities are intended to benefit other individuals or groups in society dis�

tinguishes a volunteer organization or NGO with volunteers from all other types of associations

and clubs, for instance sport, hobby clubs. 

Other principles applied to volunteering

" In principle it should be accessible to everyone.

" It concerns work that is different from the work done by the staff.

" In principle, volunteers can stay as long as they want.

Types of volunteer organisation

On the basis of the role and position of volunteers in the organisation, one can distinguish

three types:

" Volunteer�governed are organizations in which the goals and policies are formatted by

volunteers in the board of the organizations. The preparation and implementation of

policy as well as carrying out the primary activities (for instance, projects, manage�

ment) are done by staff. 

" In volunteer�supported organizations, primary activities are done by paid personnel.

Volunteers perform only (valuable) support roles.

" In volunteer�run organisations, policies and goals are prepared, set and implemented

by volunteers who also perform the primary activities. Sometimes these volunteers are

supported by paid staff. The staff in such organisation often has a mayor role in the

continuity of activities (following projects), the maintenance of contacts (for

instance, sponsors and funders) and management of the office.

Volunteers are important for volunteer organization because: 

" Volunteers can have an exemplary role in the surroundings they are part of. 

" Local volunteers can function as the eyes and ears of the organization to signal prob�

lems in a preliminary stage.

" They are the legitimacy for a professional organization.

" They contribute to the level of democracy of society.

" They have a representative function at local level.

" They maintain the capacity for an organisation to mobilise.

" They help the organization grow. 

" They have an information function: they help to inform the local people.

Motivation of the volunteer to join an environmental NGO

" Concern, worry regarding the environment

" need for contact(s), communication

" Fascination with nature

" Involvement with the surroundings, the place where one lives

" Need for information and knowledge, skills of study and NGO work

" Desire to teach others

" To bring people in contact with nature

" Idealism

" Failing authorities, lack of policy

" Learning English

" Making use of computer and internet, developing computer skills 
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" No work, time left over

Remarks

The volunteer's motivation does not always (completely) match the aims of the organiza�

tion 

In the volunteer policy of an organization, a common basis needs to be found; if not, vol�

unteers will develop activities that do not fit the aims of the organization. Or, the organization

will expect the volunteers to carry out activities they do not want to perform. 

How do people appreciate volunteer work?

" If it is pleasant work

" Whether you can develop new contacts, social contacts

" If the work is effective

" Whether you can become active

" The possibility to apply your principles

" Whether you can learn new things, gain experiences, improve your skills

4.2 Making arrangements with volunteers 

Volunteer organizations can make different types of arrangements with their volunteers. A

list of arrangements follows, each with a short description. 

Oral agreement

Commonly used, but orally agreed arrangements can easily lead to misunderstandings.

Internal guidelines

Guidelines can be useful for several procedures, such as how to welcome a new volunteer.

What does a new volunteer need to know? These things can be written down in such a way that

others can use them as a guide to informing new volunteers.

Decision 

At meetings, staff meetings, board meetings, official decisions on the position of a person

can be made. It will help to confirm the tasks, responsibilities of the person for a certain job,

and time period. 

Correspondence 

Through correspondence between board/staff and the volunteer, an agreement can be

reached about the role and task of the volunteer. 

Regulations

Agreements with volunteers can become part of the common procedures of the organiza�

tion. A way to formulate certain rules and procedures in an organization is to have a (annual)

meeting (also called an assembly) deciding officially on such regulations. After a decision of the

assembly, such rules become part of the internal regulations. The internal regulations (or stand�

ing orders) are often a practical elaboration of the statutes (constitution) of the organization.

Internal regulations deal with HOW questions and are often derived from WHAT questions (dealt

with by the constitution).

Agreement / Contract

Usually contracts or financial agreements are juridical arrangements between employer

and employee. A contract can also be helpful for the volunteer and the NGO in cases in which

agreements are made about specific conditions, such as a fee, reward, use of equipment,

responsibilities in projects. 
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Examples of arrangements/procedures:

1. How to welcome a volunteer? How to instruct a volunteer? Develop set of tasks for

members and experienced volunteers to welcome new people.

2. Common procedures for meetings, communication among groups, working in the

office.

3. Standing orders / internal regulations vs. statutes / constitutions.

4. Volunteers' Agreement, including the expectations of the volunteer and the NGO,

matters concerning support, availability, tasks, motivation, skills to be applied, skills

to be acquired, what to learn.

5. Offices rules, valid for all volunteers working in the office. Opening hours, time for

meetings, use of computer, use of computer for internet/printer. Availability. 

Staff and volunteers

Similarities

" Both are often very dedicated to the work. 

" Both often can bring extensive experience useful for the organization. 

" Both are valuable for doing the job, each having his or her own external contacts. 

" Both in their own way can help to promotion the organization and the activities to cit�

izens.

Differences

" Staff got the position in the organisation on basis of their qualities and motivation.   

" The staff is usually educated somewhere outside the organization to do specific work. 

" The volunteer often has better insight and more direct experience with grass�roots

activities in their own organizations and with other NGOs. (This point is not always

valid.)

" For staff, the work is their duty. There is a binding contract. 

" For staff, the work can be routine; for volunteers, the work often means variety, a

change from daily activities. 

" The volunteer may be not an expert in the field in which the organisation works; he or

she often brings in a lot of experience from different areas. 

" The staff is paid; volunteers only receive reimbursement of costs. 

Remarks

Voluntary work is time�limited. Be aware that everything can always be done twice as long

and better if you had more money, more people. Set your priorities well, based on realistic esti�

mates and expectations. 

Specific knowledge may not be present in the organization. Find someone who can do it.

Do not try to do everything yourself. It does not serve any project well.

Personal preferences and circumstances easily influence the time a volunteer wants to dedicate.

Volunteers come because they are motivated. The question is, how can you motivate volun�

teers or keep volunteers motivated? 

4.3 Volunteer policy of NGOs

Conditions for NGO to work with volunteers

1. To make a clear choice 

2. To give a volunteer a place in the organization



98 PART III. MANAGEMENT AND PEOPLE

3. To develop a policy on volunteers

4. To involve volunteers in the development of policy

5. Individual support: guidance, coaching

6. Training and education to improve skills and qualities of people

7. Communication between volunteers and the organization

8. Appraisal 

To make a clear choice 

It is important for an NGO to discuss internally why your NGOs should make use of and

involve volunteers in the work of your organization. There are NGOs that hardly make use of

volunteers in their activities. There may be a board in which volunteers have a place, while the

work itself is carried out by paid people. 

You may discuss what kind of consequences it will have for the activities, the outreach, the

budget, the skills and qualifications of the staff people. Working with volunteers will have its impact

on the character of the organization, the working style, the results and the atmosphere among

people. 

To give a volunteer a place in the organization

When you decide as an organization that volunteers are important for your work and the NGO,

give them a place in your organization. Many voluntary work and volunteer organizations have

statutes in which the role, tasks, responsibilities of the volunteers and their duties and their rights

are described. 

To develop a policy on volunteers

A policy on volunteers and volunteering means that the NGO tries to formulate their vision

on volunteering in a document that is officially part of the general working methods of the organ�

ization. 

To involve volunteer in the development of policy

In order to show that your NGO is seriously involving volunteers in the work, try to define

a place for volunteers. Volunteers need to know if and how they can influence the policy of the

organization. Are they invited only to carry out activities, or can they be involved in the prepa�

ration and organization of activities?

Individual support: guidance, coaching

Volunteers need guidance and support in order to find their place in the organization. Staff

people need to realize that this takes time. It is therefore important that the organization has

staff people or experienced volunteers who are frequently present to provide information and

instructions. 

Training and education to improve skills and qualities of people

For staff as well as for volunteers, the NGO will be able to improve the quality of the work

when it provides training and education. This can involve issues concerning knowledge about

their own organization, knowledge about the working area, how to deal with the public, con�

flict management, organizing activities. 

Communication between volunteer and the organization

A lot of misunderstanding and, even worse, conflicts arise due to lack of communication. People

are unclear about what they expect and unaware of what the organization expects from them.

Oral explanation, instructions in writing, briefing, and working meetings are different ways

to communicate with volunteers. Also, a newsletter can help to keep people informed about proj�

ects, external activities and decisions of the board. 
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Appraisal

As an NGO it is important to show that you appreciate the work of the volunteers. Besides

evaluation and analyses it is important to give appraisal to the volunteers. Volunteers are only

working because they are motivated. The challenge for the NGO is to keep them motivated. 

Disagreements and conflicts

In case of disagreement between a volunteer or member and the organization or among dif�

ferent people in the organization, it would be good to have information in writing. Usually an

organization has certain documents that can guide people in a conflict situation. When a con�

flict occurs, it will be useful to turn back to the situation when there was consensus and com�

pare both situations. 

You can discuss, for instance, the volunteer agreement that describes the role and tasks of

the volunteer. You can also discuss what facilities the organization offers to the volunteer and

whether the expectations have been met. 

The organization often has different documents, such as statutes and guidelines (standing

orders), minutes of board meetings and annual meetings, in which plans have been decided. These

documents can be used as tools and guidelines about what should be done and how to act. 

In case of different opinions between the board and a group of volunteers, between paid staff

and volunteers, or among volunteers, it will always be useful to see how the conflicts or the dif�

ferences of opinion can be resolved. 

Just as important as solving a problem is the question of how to prevent them in the future.

For this, the organization may look to its own policy, written documents, such as statutes and

guidelines, and see whether additional instructions can help the organization develop the

working relationship with volunteers. 

How to keep a volunteer? 

Finally, some recommendations about how to get rid of a volunteer. Organizations that want

to develop and attract volunteers in their work should of course take the opposite of the recom�

mendations…

TOP 10 HOW TO LOOSE A VOLUNTEER?

1. The organization never reacts, sends a message or a makes a phone call, until the

moment when the organization badly needs help.

2. The volunteer does not receive any preparation.

3. The organization informs, after an activity, what went wrong, without asking the vol�

unteers for their opinion.

4. Volunteers do not receive any thanks.

5. Volunteers are treated like children, or not clever people are not able to have their own

opinion and do not understand the structure and decision making in the organization.

6. The organization cannot avoid the impression that a lot of money is being spent care�

lessly

7. The success of the activity is explained by the involvement of funders, authorities,

sponsors, while the volunteers are never mentioned.

8. Volunteers do not receive any reimbursement of costs incurred for the project.

9. During cocktails and official external representation events, board members only

have conversation with staff and officials from funds and authorities, while ignoring

the volunteers.

10.In an interview, the president talks about all successes and success factors, but leaves

out all people involved who are not paid.
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5. PROJECT MANAGEMENT

5.1. Introduction

This chapter deals with the basic elements and steps of project cycle management as a cru�

cial element in the successful operation of NGOs. This knowledge will aid NGOs in planning

and organizing projects, mobilizing people, and coordinating activities.

A project is 'a series of activities and tasks that:

" have a specific objective;

" have to be completed within specification;

" have a fixed beginning and end dates;

" have to be executed within financial limits;

" utilizes resources.'

The way in which projects are planned and carried out follows a sequence, beginning with

an analysis of the situation; developing the goals and objectives of the project; developing a man�

agement plan; and implementation and reporting. The project cycle provides a structure to ensure

that stakeholders are consulted and relevant information is available, so that informed decisions

can be made at key stages in the life of a project.

The basic purpose for initiating a project is to accomplish certain preset goals. The reason

for organizing the task as a project is to focus the responsibility and authority for the accom�

plishment of the goals on an individual or small group.

Actual experience with project management indicates that the majority of organizations should

make better use of its previous experience, exercise better control, and be more customer�oriented.

Many definitions of project management exist. Some definitions stress that it is a relative�

ly simple tool that can help us to establish the factors that affect the success of the operation.

Some of them highlight the aspect of planning, organizing, and mobilizing people and resources

for a given purpose, and some definitions will explain that it is the process undertaken by one

or more individuals to coordinate the activities of others, etc. 

One explanation of project management that is useful for environmental NGOs is that it is

crucial for the successful operation of NGOs if they want to plan and organize their projects,

mobilize people, and coordinate activities. Project management also contributes to the success�

ful implementation of the NGO's annual program.

Technical skills, human skills, computer skills, and conceptual skills are all needed for suc�

cessful project management. The specific combination of skills required depends on the level

of management and the kind of projects the NGO needs to manage.

Success of the project depends on several factors:

" Proper planning;

" Participation of the project team in the planning;

" Extent to which the project addresses real problems;

" Extent to which the organizational structure suits the project team;

" The degree to which the target group is involved from the start; 

" A competent and motivated project team; and

" Other factors. 

Each project includes the five factors: time, finances, quality, information and organization.

These factors need to be managed. It is important to define these five factors for each phase of

the project.

" Time management is used in order to see to it that project activities are implemented

on schedule in order achieve the project result in time. 

" Financial management is applied in order to have financially effective (efficient) execution

of all project activities in order to have a project result that is economically acceptable.

" Quality management is needed to guarantee that the project activities are being

implemented in an effective way in order to have project results.

" Information management is necessary to implement the project activities in a consis�

tent way in order to achieve results that are replicable. 
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" Organization management is needed to enable implementation of project activities by

the people responsible so that the project results will be formally accepted and create

new ownership.

5.2 Process of project management 

There are many suggested processes for successful project management. One of the process�

es that is easily applicable for NGOs is the following: (refer to Figure No.1).

Figure No. 1 Process of project management

Analysis of the situation: initiative phase

Needs analysis reminds us that no matter how wonderful our ideas may be, how important

and crucial our role may seem, nothing makes sense if it is not needed. (See Figure No.2)

Questions that can help in the

process of the analysis of the situa�

tion:

� What are the needs of the pop�

ulation and the region?

� What are the priorities?

� What is the target group

affected by the priority problem?

� What is the social situation of

the target group? 

� What are the economic condi�

tions?

� What is the political situation

in the target region?
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Figure No.2 Analysis of the situation

Needs analysis should be realized by answering the following questions:

" Why this project is needed? Are the communities' needs reflected in it?

" What are the opportunities for the project?

" Does the community want the project? 

" Is someone else doing it?

" What is innovative in it?

" What is the project going to change?

" Does the project involve the broader public and key persons?

Goals and objectives � definition phase

From the needs analysis, we know why this project is important. Now is it time to identify

what your project is for. What should the project achieve? Why does the project exist? In this

phase, we have to decide what the goals and the objectives of the project are.

The goals are much wider than the objectives. The goals do not include dates, methods, or

the activities of the project; they will be dealt with in other sections.

The goals should not change during the project. Changing the goals means changing the proj�

ect as a whole. The goal is not fully achieved with the project, but the project makes only one

step closer to the achievement of the goal.

The objectives are more concrete than the goal. The objectives are to be fully achieved by

the project activities. In this order, the objectives have to incorporate in their definition the

SMART rule:

Specific

Measurable

Achievable

Realistic

Time�bound

The more abstract the goals and objectives are, the more difficult it is to measure performance.

Project managers need to discuss the goals and objectives with the project team, the target

group, and project partners. Objectives must be understandable and acceptable to those who will

help achieving them.

Strategy/Methodology � designing phase

The choice of one or more strategies will usually be made after the project goals and objec�

tives have been decided upon. 

Strategy identification involves:

a. Identification of the different possible ways to achieve the project goals and objectives.

b. Determining that your target group understands the process you propose to them.

The methodology should ensure that results are available at the best moment.

Methodologies have to be concerned with a global approach and concepts. The working meth�

ods are the way that we are going to do the activities to pursue concrete objectives or steps. It

is very important that other people or partners understand the methodology and the strategy of

the project. 

The most important elements to take into account when we talk about methodology are:

Coherence. The different components of the project have to make sense as a whole, and

have to respect the framework provided by goals and objectives.

Consistency. Despite the flexibility that makes the project a "living" entity, what we do has

to be consistent with what we stand for or what we state as being our values. 

Effectiveness. Whatever you decide to undertake in the form of concrete activities must

strive for effectiveness.
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Planning � preparation phase

Why do we plan?

" Planning enables the NGO to accomplish goals rather than to just accept whatever

will happen in the future. 

" By having a plan, the organization commits itself to "making things happen". 

" You have a framework and clearly defined direction that guides and supports the man�

agement of the organization.

" Planning provides resources for activities involving NGO members from all NGO

teams.

" Improves the quality of the plans; good suggestions can come from different levels of

the organization. 

" Planning has positive effects on NGO functioning. 

Critical Path (CP) and Point of No Return (PONR).

When planning activities one can categorize the activities into two types:

" sequential activities

" flexible activities

Sequential activities

Activities have to be executed in a certain sequence are called sequential activities. The frame�

work of your planning has to be based on sequential activities, since they define the time you

need and the way you have to develop your plans. 

Flexible activities

These activities vary in character and do not directly influence the time needed to carry out

the sequential activities. They do not directly influence planning. 

When planning the sequential activities, the so�called Critical Path becomes clear. The Critical

Path is the minimum time needed for those activities that have to be done in a certain order.

Thus, you can not save time by doing those activities all at once, simply because you can only

execute them step by step, one after another. For example, you can not invite people for a meet�

ing before having had a preparatory meeting. You can only send an invitation after having devel�

oped the program and dates. 

Producing a booklet will have to follow the steps like: collecting materials, writing, editing,

layout, printing. These steps are not interchangeable and are thus sequential activities. What can

be considered flexible activities, for instance, are making the design and finding a print shop.

These flexible activities can be done right at the beginning of the project; they can also be done

in the middle of the project, without influencing the total project time required. As long as these

actions are not delayed until the final stage, these activities are flexible. Definitely, if you wait

until all other activities have been executed, these flexible activities will have become the

Critical Path. 

Projects are usually processes of change. One of the characteristics of projects, and especial�

ly of new activities within a project, is that things may go wrong. Unforeseen circumstances may

lead into a direction not planned. It may be so that the project will not lead to the results you

are aiming at. Good planning will allow you to make necessary changes in time and to stop or

switch back as late as possible. The moment that you are not able to stop or to switch back is

called the Point of No Return. Conditions that play a role in deciding the point of no return can

be safety, expenditures, time, feasibility. It is important to discuss and decide on the point of no

return beforehand and to evaluate afterwards whether the point of no return was chosen in the

best way, and whether extra resources, input of people and time were well spent.

Types of planning;

" Key managerial Planning Issues (see Figure No.3)

" Time frame of planned activities (see Figure No.4)
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Figure No.3 Key managerial Planning Issues

Figure No.4 Time frame of planned activities

Implementing the project

After planning, it's time to convert the Project Plan into an operating timetable. The sched�

uling function is more important than the ongoing operations themselves. A detailed schedule

can also serve as a key input in establishing monitoring and control systems for the project.

Typically, the schedule is based on the previously determined action plan and/or work break�

down structure. 

" It is a consistent framework for planning, scheduling, monitoring, and controlling the

project.

" It denotes the times when specific individuals must be available for work on a given

task.

" It determines the dates on which tasks may be started � or must be started � if the proj�

ect is to stay on schedule.

" It illustrates which tasks must be coordinated to avoid resource or timing conflicts.

It is useful to have a chart with information about the project on the management table. (See

Figure No.5)
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The key questions that need answers

Goals and
objectives

1. What is the goal and what are the objectives?
2. What is the importance of each objective?
3. What is the interconnection among the objectives?
4. What is the deadline for each goal?
5. Method of evaluation of the objectives?
6. Responsible person for each objective.

Activities 1. Which are the activities for achieving each objective?
2. What information do we have for each activity?
3. Which is the most appropriate technique for projection of the imple�

mentation of each activity in the future? 
4. When should each activity be implemented?
5. Responsible person for each activity?

Resources 1. What are the required resources for a successful implementation of
each activity?

2. Which of these resources do we have and which don't we  have?
3. What is the connection among the different resources?
4. What are the costs for each resource?
5. What budgeting techniques shall we use?
6. Responsible person for Budget Planning?

Impleme�
ntation

1. What are the target groups?
2. What are the project team and structure that can best implement the

activities?
3. What policy statements are necessary to implement the overall plan?
4. To what extent are the policy statements comprehensive, flexible,

coordinative, ethical, and clearly written?
5. What are the necessary steps to implement each activity?
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Figure no. 5: Implementing the project

Monitoring and Evaluation � Evaluation phase

Why do we monitor the projects?

" To measure progress;

" To collect information;

" To collect input for reports; 

" To look at costs and benefits;

" To solve problems (not to criticize or to blame anyone);

To help the project team see where they are going and if they need to make any changes,

project management has the task of establishing sufficient controls over the project to ensure

that it stays on track towards the achievement of its objectives. This is done by monitoring (inter�

nal). Monitoring is the systematic and continuous collection, analysis and use of information

for management control and decision�making. Implementation is a continuous learning process

in which the experience gathered is analyzed and fed back into planning and updated imple�

mentation approaches.

Project monitoring is an integral part of day�to�day management. It provides information

by which management can identify and solve implementation problems and assess progress. 

The following basic issues need to be monitored regularly: 

" Which Activities are underway and what progress has been made (e.g., at weekly

intervals)? 

" At what rate are means being used and costs incurred in relation to progress? 

" Are the desired Results being achieved? 

" To what extent are these Results furthering the Project Purpose? 

" What changes in the project environment have occurred? Do the Assumptions still

hold true? 

Project monitoring checks how the objectives are met, and analyses the changes in the

project environment, including key stakeholder groups, local strategies and policies. If

progress falls short, corrective action has to be taken. 

Evaluation of the project implementation

Evaluation is an assessment, as systematic and objective as possible, of an ongoing or

completed project, program or policy, its design, implementation, and results. The

aim is to determine the relevance and fulfillment of objectives, developmental effi�

ciency, effectiveness, impact, and sustainability. 

An evaluation can be done during implementation ("mid�term"), at its end ("final evalua�

tion") or afterwards ("ex post evaluation"), either to help steer the project or to draw lessons to

be applied to future projects and programming. 

Evaluations can take place: 

1. when the project is still underway: such interim evaluation is usually undertaken at

mid�term (mid�term evaluation), to review progress and propose alterations to proj�

ect design during the remaining period of the project; 

Which activity needs

to be done
How

By

Whom
When Where Results Indicators

Budget

foreseen

1. 

2.

3.

4. 

5. 

6. (etc.)
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2. at the end of a project (final or end�of�project evaluation), to document the resources

used, results, and progress towards objectives. The objective is to generate lessons

about the project that can be used to improve future designs; 

3. a number of years after completion, often focusing on impact.

Reporting

External function

External function: reporting is a tool that keeps the donor informed about the progress

of the project. Reporting allows the donor to assess the way the project is being man�

aged during implementation and in the light of the agreements. The donor of the proj�

ect has to be informed about the progress of the project, compared to the original plan. 

Internal function

Internal function: reporting also helps project management. It is a form of monitoring the

project, and in that sense can be used as a management tool. Reports will contribute to the trans�

parency of the project and can be used as a moment of reflecting on the bigger picture in

which the project activities are taking place. It helps to reflect on the implementation of the proj�

ect and to suggest corrective actions if needed. Progress reports should be an analysis of proj�

ect activities, including financial expenditures for the past months with regard to the objectives

and output structure of the project document and budget. Reporting involves early identifica�

tion and analysis of factors affecting the planned progress and achievement of the project's goals,

and being aware of any additional measures taken by the project management to implement the

agreement made. 

Most of the time, reporting is also related to liquidity planning and fund requests. The finan�

cial report gives an indication of expenditures during the reporting period and provides a plan

for expenditures during the coming period. Based on this, the fund flow of the project can be

established and requests for funds can be forwarded to the donor.

The following information should be addressed in a narrative report:

1. Introduction. Significant developments in the reporting period.

2. Objectives and planned activities for the period. 

3. Description of the activities that were executed.

4. Were the objectives and the activities of the project achieved? 

5. Did you meet any bottlenecks and/or problems? (If so, why? What was done to deal

with them?)

6. Were you able to carry out the activities according to schedule? (If not, why? What

was done to adapt the activities? )

7. Has the target group been reached?

8. Copies or samples of every material produced during the course of the project, like

posters, leaflets, study reports, newspaper articles, publications, training lessons and

programs, etc.

9. Objectives and planned activities for the next period.

10.Specific recommendations for any action necessary to ensure that the project achieves

its objectives.

Financial reports should give an overview of expenditures that have occurred during the report�

ing period. These expenditures should be shown in relation to the plan. In addition, an expla�

nation should be given about any deviations from the budget. The financial report should

clearly and accurately show the expenditures and use of funds during the reporting period. The

presentation should include a clear breakdown of costs by budget lines as used in the approved

budget. Financial reports should address the following information:

" An account of the progress made towards the achievement of the project objective. 

" An overview of expenditures during the reporting period.
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" An explanation of any deviation from the budget and links to actual progress.

" An overview of the budget required for financial activities and expected output over

the next 12 months.

Important:

ў Narrative reports and financial reports are linked.

Project management should make sure that the progress and financial reports are combined

and that they are always submitted on time and at the same time.
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Annex 1:

Structure of BlueLink

Name of the organization: BlueLink Information Network
Goal: BlueLink aims to create a free forum for exchange of information in order to support

sustainable development, democracy and civil society.

Type of organization: Foundation

Structure drawing (blocks indicate compartments and arrows indicate relations)

Type of membership: Founder organizations and three individual founders of BlueLink.

Compartment 1: Council of the Founders (CF)

Role: The highest decision�making body in BL Foundation.

Rights towards other compartments:

� Each member of the Council of the Founders has the right of one vote;

� Each Founder has control functions with respect to the operation of the Executive

Board concerning realization of the Foundation's objectives and the proper manage�

ment of its property;

� Each Founder has the right at any time to ask the Executive Board to provide data

with respect to any issue that concerns the Foundation. 

Obligations towards other compartments:

� To amend and supplement the statute;

� To annul decisions of the Executive Board that contradict the law, the statute, or any

other internal act that regulate the foundation's activity;

� To take decisions for transformation and termination of the Foundation;

� To pass the Foundation's budget;

� To accept the report of the activity of the Executive Board;

� To accept the annual report of the Executive Board concerning the Foundation's

activity;

� To elect and relieve members of the Executive Board;
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� To take decisions for formal associations.

Number of people, division of tasks:

The initial Founders of BlueLink � 8 NGOs and 3 individuals. They elect from among them�

selves the members of the Executive Board.

Tenure period: Unlimited.

Appointed/dismissed by:

The Council of Founders was appointed with BlueLInk's registration. It can be dismissed

only in case the Foundation is terminated. The Foundation can be terminated by a decision of

the Council of the Founders.

Frequency of meeting: 

The Council of the Founders shall sit at least once a year. The meetings of the Council of

the Founders shall be summoned by the Executive Board, upon its own initiative, or upon request

of 1/3 of the members of the Council of the Founders.

Compartment 2: Executive Board

Role: Executive body of BL Foundation.

Rights towards other compartments:

� The Executive Board /the Chairman of the Executive Board/ can appoint an

Executive Manager(s) to manage the Foundation. 

� The Executive Board can authorize any third persons for specific actions, and for this

purpose a special Power of Attorney should be drawn up.

� Liquidation of Foundation shall be performed by the Executive Board, or by a person

specified by the Executive Board.

Obligations towards other compartments (function, tasks):

� To pass a minimal year budget � by 2/3 of the votes of the members present; 

� To determine the general directions in development � by 2/3 of the votes of all mem�

bers; 

� To approve and pass the Foundation's internal regulations � by 2/3 of the votes of all

members; 

� To pass other kinds of internal acts concerning the Foundation; 

� To organize and manage the Foundation's activities; 

� To manage the Foundation; 

� To assign expert committees with respect to the Foundation's objectives; 

� To dispose of the Foundation's property � by 2/3 of the votes of all members; 

� Take decisions for formal associations when the Council of the Founders does not

preside;

� To appoint an Executive Director to manage the Foundation;

� To appoint and relieve employees of the Foundation and a treasurer provided that no

Executive Manager is appointed.

The number of people, division of tasks:

The Executive Board shall consist of 3 to 5 persons who may not be members of the

Foundation's Council of the Founders. 

The Executive Board shall elect a Chairman from among its members who shall repre�

sent the Foundation before any kind of state authorities, organizations and other third

persons. 

� The Chairman shall report to the Executive Board. 

� The Chairman shall appoint and relieve employees of the Foundation and a treasur�

er, provided that no Executive Manager is appointed.

� The Chairman can select the Executive Manager.

Tenure period: 

3 years; the members of the Executive Board are not limited from re�election after expira�

tion of the term they have been elected for. 

Appointed/ dismissed by:

The Council of the Founders elects the Executive Board.
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Frequency of meeting: 

The Executive Board shall sit at least once in three months. Meetings shall be open for mem�

bers of the Council of the Founders and invited third persons.

Compartment 3: Executive Director (ED).

Role: Daily Management of the foundation.

Rights towards other compartments:
� All relations of other compartments with the Executive Director shall are settled by a

written agreement, in which the rights, obligations and remuneration of the ED are

specified.

Obligations towards other compartments:
� The Executive Director reports to the Executive Board

� The Executive Director appoints and relieves employees of the Foundation, as well as

a treasurer. 

The number of people, division of tasks:

One or several persons depending on the needs.

Tenure period: According to a contract.

Appointed/ dismissed by: The Executive Board appoints and dismisses the Executive Director.

Frequency of meeting: The Executive Director conducts staff meetings once a week.

Compartment 4: Steering Group (SG).

Role: Advisory.

Rights towards other compartments:

� Advises on the decisions of Council of the Founders, the Executive Board and the

Executive Director.

Obligations towards other compartments:
� To assure more publicity and transparency of BlueLink activities;

� To participate in other compartments' meetings and activities when invited.

The number of people, division of tasks:

SG currently consists of 12 people and is open to any NGOs willing to participate in it, after

approval from other SG members.

Tenure period: Unlimited.

Appointed/ dismissed by: Initially appointed by the Council of the Founders and has an infor�

mal status. 

Frequency of meeting:
On request � at least once a year.
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Annex 2:

Structure of REC Moldova

Name of the organization: Regional Environmental Centre � Moldova
Goal: The REC aims to increase public participation in the environmental decision�mak�

ing process. It assists in solving environmental problems in Moldova and neighboring countries

through the promotion of cooperation between NGOs, governmental bodies, local communi�

ties, the business sector and all other environmental stakeholders at both national and region�

al levels.

Type of organization: Foundation. 

Structure drawing (blocks indicating compartments + arrows indicating relations)

Type of membership:  Representatives of the Ministry of Environment (The Minister), business and

academic institutions, environmental NGO sector (3 people).

Compartment 1: Board of Directors (BD)

The role of the compartment: 

Governing and executive body of REC Moldova.

Rights towards other compartments:

� The Chairman of the Board of Directors and the Executive Director shall represent

the REC Moldova on the International Co�ordinating Committee (ICC).

� The Board shall elect a Chairman from among its members, by a majority vote.

Functions and tasks:
� To make broad policy decisions for REC Moldova;

� To establish the Organizational and Operational Regulations for the Centre and over�

see the implementation of these regulations;

� To oversee the financial management of REC Moldova and its activities;

� To approve in writing the annual budget and work plan of REC Moldova;

� To publish an annual report, including an income and expenditure statement for the

previous year;

� To appoint the Executive Director;
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� To develop an organizational structure and staffing procedures for the Centre;

� To approve a grants program and appoint an independent grants committee that has

open and transparent procedures;

� To play an active role in fundraising;

� To provide the Advisory Council with information to enable it to review and assess the

REC's activities;

� To represent REC Moldova nationally, regionally and internationally.

� The Board shall appoint an independent auditor to conduct annual financial audits of

REC Moldova. Additional audits may be authorised by the Board.

Number of people, division of tasks:
The Board of Directors shall consist of either seven (7) or nine (9) members appointed from

the following representative groups:

� government (one/two);

� private sector/academic institutions (one);

� non�governmental organizations (three/four);

� bilateral and multirateral sponsors (two).

At the moment the Board has 7 members: 3 NGOs representatives, one member from each

founding signatory, and one member from both the academic and the business community.

Tenure period: Board members shall serve for a period of three years, renewable once.

Appointing and dismissing new members: 

� The initial Board members shall be appointed by the Signatories.

� All Board members, with the exception of the initial Board, shall be appointed by the

Board and can also be dissmissed by the Board.

Compartment 2: Advisory Council (AC)

Role (managerial, executive, advisory, etc.)

Advisory body to the Board of Directors.

Rights towards other compartments:

� At the request of the Board of Directors, AC can support REC Moldova through such

activities as fundraising, public relations, technical assistance and policy recommen�

dations.

� The Advisory Council shall establish rules regarding its own functioning and the oper�

ating procedures in agreement with the Board of Directors.

Function and tasks: 

" The Advisory Council shall give opinions, on the basis of regular information, which

shall include copies of reports and Minutes provided by the Board of Directors

� on the activities of the REC Moldova and their impact, 

� and on the needs of the region. 

" It shall liaise through its President with the Chairman of the Board and the Executive

Director of the Centre.

" The Advisory Council shall elect a President from among its members, by a majority

vote. The President shall not be entitled to vote.

The number of people, division of tasks:

The Advisory Council shall consist of not fewer than 20 and not more than 30 members. The

membership shall compromise the following:

� state representatives (seven/nine);

� non�governmental representatives (six/ten);

� sponsor country and organizations (three/four);

� independent members: form the academinc, business community and other individ�

uals selected based on their knowledge and experience (four/seven).

At the moment the AC consists of 20 members from the academic, business, NGO,

Governmental and donor community.

Tenure period: Members of the Advisory Council shall serve a term of three years, which may

be renewed.
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Appointed/ dismissed by:

� Initially, the Chairman of the Board together with the Executive Director shall con�

sider nominations for all representative appointments, with the exception of the spon�

sor countries and organizations.

� Once a President of the Advisory Council is elected, he or she shall, along with the

Executive Director, consider all nominations when identifying future members of the

Advisory Council.

� The representative from the environmental sector is elected at the Forum of environ�

mental NGOs.

Frequency of meeting: When needed.

Compartment 3: Executive director 

Role (managerial, executive, advisory, etc.)

Executive.

Rights towards other compartments: 

Function and tasks: 

� Responsible for the day�to�day implementation of the REC work programs in accor�

dance with the policies and guidelines established by the Board.

� The Executive Director shall not be entitled to vote.

The number of people, division of tasks: 

Tenure period: The appointment of the Executive Director shall be for a term of three

years, with an initial trial period of six months, and renewable once by mutual agreement with

the Board.

Appointed/ dismissed by: The Board of Directors shall have the power to appoint and dis�

miss an Executive Director.

Compartment 4: Grants Committee.

Role (managerial, executive, advisory, etc.)

Evaluation of project proposals.

Rights towards other compartments: 

Function and tasks:

Evaluates the bids that are submitted within the Cooperation with NGOs and Local Partners

Program.

The number of people, division of tasks. Right now there are 8 people from the academic sec�

tor, NGO and government.

Tenure period: Members are chosen for each program grant session

Appointed/ dismissed by: The Grants Committee Members are chosen at each program ses�

sion by the Board of Directors that appeal to a list of experts in the field.

Frequency of meeting: As needed.

Other remarks:

Structure drawing available on the website http://rec.md/en/struct.htm  as well as the legal

status of REC Moldova http://rec.md/en/statut.htm.
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Annex 3:

Structure of GreenKIT

Name of the organization: Foundation "GreenKIT".

Goal: GreenKIT aims to develop use of ICT among environmental non�governmental

organizations and their communities and to promote cooperation among them.

Type of organization: Foundation

Structure drawing (blocks indicate compartments and arrows indicate relations)

Type of membership: Founders of GreenKIT, individuals and organizations.

Compartment 1: Founders.

Role: Founders and members of GreenKIT have equal rights

Rights towards other compartments:

� Each member or founding member has the right of one vote;

� Each member or founding member can discuss and vote on any decision concerned

with the operation of the organization;

� Each member or founding member can propose agenda items for the Annual meet�

ing; 

� Each member or founding member has the right at any time to ask for and to receive

any information about  any issue that concerns the Foundation. 

Obligations towards other compartments:

� To meet requirements of the statute and decisions of the Annual meeting. 

Number of people, division of tasks:

The initial Founders of GreenKIT and 2 NGO representatives elect among themselves the

members of the Executive Board.

Tenure period: Unlimited.

Appointed/dismissed by:

The Founders were appointed with the GreenKIT registration. They can be dismissed only

in case the Foundation is terminated. The Foundation can be terminated by a decision of the
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Annual meeting. New members are accepted on the basis of written application and approval

of the Annual meeting or the Board in a period between Annual meetings. 

Compartment 2: Executive Board.

Rights towards other compartments:

� The Executive Board decides on current and future activities of the Foundation. 

� The Executive Board ensures implementation of the decisions of the Annual meeting.

Obligations towards other compartments (function, tasks):

� To organize and manage the Foundation's activity; 

� To manage the Foundation; 

� To appoint an Executive Director to manage the Foundation and to monitor his/her

activities;

� To appoint and relieve employees of the Foundation and a treasurer, provided that no

Executive Manager is appointed;

� To call for the next NGO Annual meeting, decide on participants, receive decisions

and recommendations of the Annual meeting.

The number of people, division of tasks:

The Executive Board shall consist of 3 to 5 persons. 

The Executive Board shall elect a Chairman from among its members who shall represent

the Foundation before any kind of state authorities, organizations and other third persons. 

� The Chairman shall report to the Executive Board. 

� The Chairman shall appoint and relieve employees of the Foundation and a treasur�

er, provided that no Executive Manager is appointed.

� The Chairman can select the Executive Manager.

Appointed/ dismissed by:

The Annual meeting elects the Executive Board

Frequency of meeting: 

The Executive Board shall sit 3�4 times a year. 

Compartment 3: Supervisory Board.

Role: Supervision.

Rights towards other compartments:

� To receve any documents relating to financial activities of the Foundation;

� To request written reports from staff members;

� To bring to the Annual meeting any issues related to the completed examinations;

� To monitor completion of statute requirements and decisions of the Annual meeting. 

Obligations towards other compartments:

� The Supervisory Board reports on the completed examinations to the Annual meet�

ing. 

� The Executive Director appoints and relieves employees of the Foundation, as well as

a treasurer. 

The number of people, division of tasks:

3�5 people.

Tenure period: Unlimited.

Appointed/ dismissed by: The Annual meeting elect and can re�elect the Supervisory

Committee.

Frequency of meeting: Upon particular needs but at least once a year.

Compartment 3: Executive Director (ED).

Role: Daily Management of the foundation.

Rights towards other compartments:

� All relations of other compartments with the Executive Director shall be settled by a

written agreement, in which the rights, obligations and remuneration of the ED are

specified.

Obligations towards other compartments:
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� The Executive Director reports to the Executive Board;

� The Executive Director appoints and retrieves employees of the Foundation, as well

as a treasurer;

� The Executive Director organizes Annual meeting;

� The Executive Director manages property and finances of the Foundation.

The number of people, division of tasks:

The Executive Director, together with a Co�ordination Group, sets up a Management team

of the Foundation.

Tenure period: 1 year.

Appointed/ dismissed by: The Executive Board appoints and dismisses the Executive

Director.

Frequency of meeting: Not specified.

Compartment 4: Thematic Working Groups (projects).

Role: Completion of specific projects.

Rights towards other compartments:

� To develop and implement particular projects;

� To have its own Coordinator in the Management team.

Obligations towards other compartments:

� To act on the basis of ToR developed by the Coordinator and adopted by the

Executive Director;

� To report to the Management team.

The number of people, division of tasks:

Open to any NGOs willing to participate, after approval of the Management Team.

Tenure period: Unlimited.

Appointed/ dismissed by: Appointed by the Executive Director. 

Frequency of meeting: 

Upon actual needs and Group Intetrnal Rules And Procedures.
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Annex 4:

Structure of Polish Green Net

Name of the organization: Polish Green Net (PGN).

Goal: The goal of the PGN is to support sustainable development through partnership, coop�

eration and participation, as well as contributing to the improvement of the natural environ�

ment, propagation and realization of the initiatives with regard to environmental protection.  

Type of organization: Association

Structure drawing (blocks indicating compartments + arrows indicating relations)

Type of membership: individual and organization.

a) General Members � an organization or individual that does not work for profit and

obeys all the rules of association.

b) Supporting members � individuals who declare financial or logistical help and sign the

declaration of acceptance by the PGN association.

Obligations:

� Members are represented by individuals who are authorized to represent their own

organizations in line with their statutes.

General Members have the right:

� To take active or passive part in voting for the authorities of the association; 

� To take part in yearly General Assembly Gathering and to have voting rights regard�

ing making decisions of the PGN association (each member has one vote);

� To submit proposals/comments regarding the activities of the PGN association;

� To take part in the meetings of the board.

� use the properties of the PGN association in line with the set rules

Supporting members have the right:

� To advise the work of PGN association;

� To take part in yearly General Assembly Gathering but only as an observer.

Compartment 1: General Assembly (GA).

Role: (managerial, executive, advisory, etc.)

The highest decision�making body in PGN association.

Rights towards other compartments:

� Passes the association statutes and make changes to them;
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� Specifies priorities of the activities of association;

� Passes the regulations of the executive bodies of the association;

� Passes the content�related and financial reports presented by Board by individual

members;

� Chooses/dismisses the members of the Board, Appeal Committee and the Colleague

Court;

� Chooses/dismisses the members;

� Makes decision about the liquidation of the association;

� Makes decisions about joining national and international organizations by associa�

tion.

Function and tasks:

� Responsible for general policy and decision�making.

The number of people, division of tasks:

� Members can have responsibilities in given compartments of the association.

Tenure period: 

Compartment 2: Board.

Role: (managerial, executive, advisory, etc.)

Executive body responsible for the daily managerial tasks between the meetings of the GA.

Rights towards other compartments:

Appoints the representative to national or international meetings to which the associations

have been invited.

Function and tasks:

� Obeying the rules and statutes of the association;

� Coordinating the activities of the association according to the approved rules;

� Submitting quarterly written reports of its activities to the members of the association

(at least two weeks before the meeting of General Assembly);

� Compiling the budget of association and financial reports;

� Calling and preparing meetings of General Assembly and Special General Assembly; 

� Disseminating the information inside and outside of the association.

The number of people, division of tasks:

3 to 5 persons, president, secretary, treasurer, etc.

Tenure period: 3 years.

Appointed/ dismissed by: 

� Chosen by GA;

� (GA directly appoints the president of the Board as well);

A board member can be dismissed by the General Assembly with a majority of 2/3 votes, with

the presence of at least half of the authorized voters.

Frequency of meeting: 3�4 times/year

Compartment 3: Appeal Committee (AC)

Role (managerial, executive, advisory, etc.)

It is an internal body controlling the activities of the association

Rights towards other compartments:

� AC members can take part in board meetings as advisors and can propose activities

to the board;

� AC members have an insight into all the content�related and financial documentation

of the association.

Function and tasks:

� To control the work of the Board according to the Statutes of the association and the

resolutions of GA;

� To endorse the budget to the GA;

� To endorse  the reports from the activities of the Board to the GA; 

� To conclude to the GA on all the issues connected to the activities of association;
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� To endorse the proposal to GA on the liquidation of the association.

� Members of the AC cannot be the members of the Board, or be related to any of the

Board members or be employed by a Board member.

The number of people, division of tasks:

Consists of 3 members appointed by the GA for the tenure of 3 years.

Tenure period:  3 years (no more than one member of AC can be chosen again for the next

tenure).

Appointed/ dismissed by: 

� Is chosen by the GA; 

� AC members can be dismissed by the GA with a majority of 2/3 of the votes and the

presence of at least half of the members with the right to vote.

Frequency of meeting: �

Compartment 4: Colleague Court (CC)

Role: (legislative, executive, advisory, etc.)

It is an internal body of the association, having right to settle disputes within the association.

Detailed rules regarding the Court activities are specified by the GA.

Rights towards other compartments: 

The CC can act upon requests. 

Function and tasks:

� To decide on the issues related to the violation of the rules of the Statutes;

� To decide on and settle the conflicts among the members of the association or

between the member and the authorities of the association;

� To submit a report on its activities to the GA;

� To ascertain that the decisions of the authorities of the Board conform to the Statutes;

� To set an organizational penalty of rebuke or reprimand to the members of associa�

tion.

Number of people, division of tasks:

3 members. The first meeting of the CC takes place during the first meeting of the GA, when

they choose the chairman and its deputy.

Tenure period: 3 years.

Appointed/dismissed by: 

Chosen by the GA.

Frequency of meeting/gathering: 

When necessary.
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Annex 5:

Structure of Service Civil International

The structure below in fact is composed on a number of structures from nationally based SCI

branches (SCI�D, SCI�RO, Utilapu�HU, SCI�Madrid); from different structures specific

elements have been taken in order to show the role and relevance of the organ and the relation�

ships between various bodies.

Name of the organization: Service Civil International

Service Civil International (SCI) is the branch of the international peace organization

working on international voluntary service, peace education and international understanding.

Type of organization: Association.

Structure drawing (blocks indicating compartments + arrows indicating relations)

Type of membership: Individual membership.

Membership is open to any person willing to contribute to the objectives and activities of the

organization.

Usually there are two (a,b), and sometimes or three (a,b,c), types of memberships:

a) full membership; full right including voting right;

b) associate membership; candidate member, no voting right;

c) honorary membership; for people who played special role for the organisation.

Compartment 1: General Assembly (GA)

The role of the compartment: 
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The GA shall be convoked by 

� � usually the Executive Committee (EC)

� or in specific cases by members (a minimum number of members will be required).

Rights towards other compartments:

� The GA elects EC members;

� Admittance to the GA shall be open to all the association's non�suspended members

and EC members; 

� The GA will decide on the admittance of persons other than those mentioned above; 

� During the resolution of the GA the Association may be dissolved;

� During the GA the members appoint an Auditing Committee chosen from among the

common members. 

Functions and tasks: 

� Adaptation of resolutions during GA. 

� Approval on the activity reports and accounts. 

� Approval of the plan of action and budget for the next year. 

Number of people, division of tasks:

Members, open to all the association's non�suspended members and EC members. 

Tenure period: If not dismissed, membership time unlimited.

Appointing/ dismissing of new members: 

� The expulsion from membership is determined by the GA on the advice of the EC. 

Compartment 2: Executive Committee (EC) (or board)

Role (managerial, executive, advisory, etc.)

Management and representation of the association.

Rights towards other compartments:

� The EC can propose candidates for the EC.

� The EC may form and discontinue one or more committees.

� The EC will meet usually between 3�10 times/year. Usually often as required under

the Charter or when requested by the President or a majority of the EC.

Function and tasks:

� Planning and organizing the Association's activities;

� Making and maintaining contact with other relevant international organizations; 

� Providing the members with information; 

� Keeping a register of members; 

� Raising finances, acquiring subsidies and contributions from international organiza�

tions and other institutions whose objectives and means are not in conflict with those

of the Association; 

� Keeping records of the financial position of the Association and everything concern�

ing its activities, in accordance with the requirements arising from these activities,

and to keep the accounts, documents and other data carriers in such a way that the

rights and obligations of the Association are recognizable at all times.

� The EC must present its annual report on the course of the Association's business and

the policy conducted to the GA within six months of the end of the official year.

� The EC is obliged to provide the AC with all information it may desire, to show cash

and values on request and to provide the books and documents of the Association for

inspection.

The number of people, division of tasks:

The Executive Committee usually consist of a minimum of 3 members, can have approxi�

mately 5�7 members and even 9 members. One EC member may hold more than one position. 

The EC have a number of special tasks allocated to specific functions: 

Usually these functions are: 

� president, 

� vice�president, 

� treasurer, 



124 ANNEXES to Part I 

� Further the EC may have the special function of general secretary. 

� In addition other portfolio can be allocated to special EC members. This can be: vol�

unteer support, regional or thematic working groups. 

Tenure period: 2 years for each member. The retiring member may be re�appointed imme�

diately no more than twice.

Appointed/ dismissed by:

� The GA elects the EC members. The GA shall designate the positions of president,

secretary and treasurer. 

� In certain cases, some functions of the EC are divided amongst the EC members after

the GA election.

Compartment 3: Auditing Committee (AC).

This body is not present in all associations. Sometimes the AC is required by law only in case

the organisation has a budget and accounts higher than a specific amount (set by law). 

A Role (managerial, executive, advisory, etc.)

Financial auditing.

B Rights towards other compartments: 

At the request of AC, the EC is obliged to provide the committee with all relevant informa�

tion, to show cash and values on request and to give the books and documents of the Association

for inspection. 

Function and tasks:

� The AC examines the documents submitted by the EC to the GA (Annual Report,

budget for the coming official year).

� The AC shall report on its findings to the GA.

The number of people, division of tasks:

At least 2 people.

Tenure period: 1 or 2 years. 

Appointed/ dismissed by: 

� The GA shall appoint out of the common members a AC of at least 2 persons who

may not be EC members.

Compartment 4: Working groups (WG).

Role (managerial, executive, advisory, etc.)

Many SCI associations have working groups. These bodies are sometimes mentioned in the

statutes, sometimes only defined in the rules of procedures or other internal guidelines.

Role: policy development, contribution to development of working fields of the association.

Rights towards other compartments: 

The WG has a certain autonomy. The WG has the duty to provide information to the EC

and the office. WG are accountable to the GA. The EC will decide on the budget and WG sup�

port from EC and the office.

Function and tasks:

� Thematic oriented or regionally based.

� The WG appoints own contact person for the EC.

� The WG has to develop the work of the association in specific field.

� Themes can be: human right, long term volunteering, East�West cooperation, peace

education. 

The number of people, division of tasks:

WGs usually consists of 3�10 people.

Tenure period: 1 or 2 years. 

Appointed/ dismissed by: 

� The GA shall decide on the formation and the mandate of the WG. 

� The EC decides on the budget of the WG.

Compartment 5: Staff / Office 

Role (managerial, executive, advisory, etc.)
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Many associations have appointed staff people. The staff people are working at the office of

the organisation. The possibility to employ staff is usually mentioned in the statutes. Working

relationships can be elaborated in the rules of procedures. 

The highest officer is called (general) coordinator or executive director. 

Role of the staff: daily management, coordination, project and financial management. 

Rights towards other compartments: 

The coordinator and the office keeps reqular communication with the EC and the volun�

teer WGs. Usually the staff, or the coordinator attends the EC meetings. The staff is expected

to provide the EC with all relevant information. The staff shall report on the office activities to

the EC. 

Function and tasks:

The coordinator (director) and other staff people can have specific tasks as formulated in

their task description. 

� Volunteer recruitment, promotion, pr

� Support to WG and EC;

� Fundraising;

� Management of projects.

The number of people, division of tasks:

Staff people can vary from 1�more than 10 people. 

Tenure period: usually depending on the task description or the function. 

Appointed/ dismissed by: 

� Appointment is done by the EC. 

� Dismissal can occur after termination of contract or in some other specific cases. 

Additional remarks:

There are several documents available for the internal organisation and management:

� Association statutes; 

� Rules and regulations; usually this documents being mentioned in one of the articles

of the statutes

� Guidelines for working groups. 
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Annex 6:

International Association

for the Study of Forced Migration

Name of the organization: International Association for the Study of Forced Migration

(IASFM).

Goal: The Association promotes and increases the scientific knowledge of forced migration

and advances understanding of appropriate and effective practices concerning forced migration.

Type of organization: Association

Structure drawing (blocks indicating compartments + arrows indicating relations)

Type of membership: individual membership

� Membership is open to scholars, field workers and other individuals who work in the

area of the Study of Forced Migration and who are willing to contribute to the objec�

tives and activities of the IASFM.

Compartment 1: General Meeting (GM).

The role of the compartment: 

The General Meeting shall be convoked by the Executive Committee (EC).

Rights towards other compartments:

� The GM can dismiss an EC member any time under specific conditions.

� Admittance to the GM shall be open to all the association's non�suspended members

and EC members. 

The GM will decide on the admittance of persons other than those mentioned above. 

� During the resolution of the GM the Association may be dissolved.

� The GM designates the position of the treasurer.

� During the International Conference the GM appoints Financial Audit Committee

selected from the common members. 

Functions and tasks: 

� Adoption of resolutions during Annual General Meeting.

Number of people, division of tasks:

Members, open to all the association's non�suspended members and ECmembers. 

Tenure period: If not dismissed, membership time unlimited.

Appointing/ dismissing of new members: 
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� The expulsion from membership is done by the GM on the advice of the EC. This will

occur when the member acts in conflict with the articles of association, the rules or

decisions of the association or prejudices the association in an unreasonable way.

Compartment 2: Executive Committee (EC).

Role (managerial, executive, advisory, etc.)

Management and representation of the association.

Rights towards other compartments:

� The EC can propose candidates for the EC.

� The EC may form and discontinue one or more committees. 

� The EC will meet as often as required under the Charter or when requested by the

President or a majority of the EC, but in any case during the International

Conference. 

� The EC can resolve without GM, provided all members have approved the proposals

in writing. Resolutions shall be taken by the absolute majority of the votes cast.

� Resolutions may only be adopted at a meeting at which at least 2 EC members (or if there

are more members, at least half the members) are present or represented. An EC mem�

ber may be represented at a meeting by a co�member with authorization in writing.

Function and tasks:

� Planning and organizing the Association's activities;

� Making and maintaining contact with other relevant international organizations; 

� Providing the members with information; 

� Keeping a register of members; 

� Raising finances, acquiring subsidies and contributions from international organiza�

tions and other institutions whose objectives and means are not in conflict with those

of the Association; 

� Keeping records of the financial position of the Association and everything concern�

ing its activities, in accordance with the requirements arising from these activities,

and to keep the accounts, documents and other data carriers in such a way that the

rights and obligations of the Association are recognizable at all times.

� The EC must present its annual report on the course of the Association's business and

the policy conducted to the General Meeting within six months of the end of the offi�

cial year.

� The EC is obliged to provide the FAC with all information it may desire, to show cash

and values on request and to make the books and documents of the Association avail�

able for inspection.

The number of people, division of tasks:

The Executive Committee shall consist of at least 3 members but no more than 7. One EC

member may hold more than one position. 

Right now there are 5 people: president, vice�president/treasurer, secretary, EC member for

program affairs and EC member for conference venue.

Tenure period: 2 years for each member. The retiring member may be re�appointed imme�

diately no more than twice.

Appointed/ dismissed by:

� The GM elects the EC members. The GM shall designate the positions of president,

secretary and treasurer. 

The number of members shall be determined by the GM, but must be no less than 3.

� An EC member will cease to function as such by:

a. submitting a written resignation;

b. the loss of the free disposal over his/her own assets;

c. periodic retirement;

d. dismissal by the GM.
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Compartment 3: Financial Audit Committee (FAC).

Role (managerial, executive, advisory, etc.)

Financial auditing

Rights towards other compartments: 

At the request of FAC, the  EC is obliged to provide the committee with all information it

may desire, to show cash and values on request and to give the books and documents of the

Association for inspection. The treasurer sends the entire document directly to the EC, and there�

fore FAC has insight into them as well. 

Function and tasks: 

� The FAC examines the documents submitted by EC to the GM (Annual Report,

budget for the coming official year).

� The FAC shall report on its findings to the GM.

The number of people, division of tasks:

At least 2 people.

Tenure period: 2 years.

Appointed/ dismissed by: 

� The GM shall, during the International Conference, appoint out of the common

members an FAC of at least 2 persons who are not EC members.

Additional remarks:

There are two documents available:

� IASFM Association statutes and rules; 

� Rules of the Association � Art. 18 of Association statutes and rules refer to this docu�

ment (it specifies in more detail the membership, functions and competence of the

EC and FAC as well as the treasurer's responsibilities).
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ANNEX 7:

ABSOLUTE MAJORITY AND SIMPLE MAJORITY

This annex gives information and examples on how to calculate absolute and simple major�

ity on basis of practical examples.

Definitions:

guaranteed majority: the majority has been quantified beforehand as mentioned in the

constitution; more than a specific number of votes, f.e. more than 2/3 of all the members.

absolute majority: number of votes in favour is larger than the total of the number of

votes against and the number of abstentions. All members who voted are included.

This means that possibly non�valid votes (by ballot) are also counted.

simple majority: the number of votes in favour is bigger than the number of votes

against. The simple majority is only decided by the votes in favour and by the votes

against. Non valid votes and abstentions are not included in the calculation.

quorum: a fixed minimum number of members allowed which has to be present at the

meeting to be able to have a vote on a proposal. A quorum is mentioned in the constitution.

F: the number of votes in favour.

A: the number of votes against.

AB: the number of abstentions; this means voting but not having chosen in favour or against.

N: the number of non valid votes; f.ex. vote by ballot: form which has been wrongly filled

in. This is counted as abstention.

TM: the total number of members present at the meeting, allowed to vote.

NV: the members who do not want to vote.

TV: the total number of votes.

The total number of votes it has to be defined before the voting takes place. It might hap�

pen that an organisation which has the right to vote, does not want to vote. Therefore, one has

to ask how many organisations will vote on the proposal. 

Thus: TV = TM � NV

Or: TV = F + A + AB + N

AM: the absolute majority is more than the half of alt the votes. 

According the rule:      AM > 1/2 * TV.

SM: the simple majority is more than the half of the number of votes in favour and the number of 

votes against.

According the rule:      SM > 1/2 * (A+F).

Example A

� An organisation has 26 members which are allowed to vote.

� 25 members are present at the General Assembly.

� 2 members do not want to make a vote.

� At the meeting there is a vote by ballot.

� Outcome of the voting: 13 votes in favour; 6 votes against; 3 abstentions; 1 form shows

irregularities.

Overview

TM = 25 NV = 2

TV = 25 � 2 = 23 F = 13

A = 6 AB = 3

N = 1
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Results

AM = 1/2 * 23 = 11.5; F > AM, there is an absolute majority to accept the proposal.

SM = 1/2 * (13 + 6) = 8,5; F > SM, there is a simple majority to accept the proposal.

Example B

� An organisation has 26 members which are allowed to vote.

� 25 members are present at the General Assembly.

� 2 members do not want to make a vote; 23 members have made their vote.

� At the meeting there is a vote by ballot.

� Outcome of the voting: 9 votes in favour: 8 votes against; 5 abstentions; 1 form shows

irregularities.

Overview

Results

AM = 1/2 * 23 = 11,5; F < AM, there is not an absolute majority to accept the proposal.

SM = 1/2 * (9 + 8) = 8,5; F>  SM, there is a simple majority to accept the proposal.

TM = 25 NV = 2

TV = 25 � 2 = 23 F = 9

A = 8 AB = 5

N = 1
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ANNEX 8:

CHECKLIST FOR STARTING

A NEW ORGANISATION

Each NGO needs to discuss and tackle many questions before it can get registered. Below

you can find a list of questions categorised according to different sections on content, policy,

structure, etc. 

Content, and aims

1. What are the aims and mission?

2. What is your vision on the organisation

3. What will be the name of the organisation? What does your name mean? Does it

relate to your mission and target group?

4. What is the target group, field of work? Specific groups in society, youth, environmen�

tal, human rights, social, etc.

Policy, strategy and principles of working

1. What is your scope, area you want to work in?

2. What are your values and principles of working?

3. How does your organisation show that they are a democratic, not�for�profit organi�

sation? How do you apply your values and principles? How can members have influ�

ence on the running and policy of the organisation? 

4. What type of organisation does your NGO wants to be registered; (level of adminis�

tration: local, regional, or national)?

5. What types of activities do you want to organise? What kind of "services" and "prod�

ucts" will the organisation offer to civil society? 

6. What types of income for the organisation do you expect? What legal possibilities are

there available?

7. What should be the role of founding members?

Structure

1. How is the structure of the organisation? Foundation or association? Or federation (it

is that the members of the federation are not individual people, but organisations)

2. What type of membership: individual membership (association) vs organisations as

member (usually federation). 

3. What is the profile of a member? What are the criteria for the membership?

4. What is the relationship between the heart of the organisation and the target group? 

5. Does the organisation wants to have members, sympathisers, activists? How will they

be involved in the organisation?

6. How can the target group be able to influence the policy of the organisation? 

7. How can you create a clear distinction of responsibilities between the board and

members (non�paid) vs the management (paid people)?

8. What can be the task division between individual board members? 

9. What should be the responsibilities and task division of the staff?

10.How to develop statutes and the rules of procedure?
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Executive committee

1. Who can be on this body? What should be the profile of these people?

2. How will there be decision making? Consensus, simple/absolute majority?

3. Do you want to have a board at distance (meeting a few times each years and decision

making) or do you want to have a more active board, who meets more often, and

works closely together with the people who implement activities?

4. How can you develop a clear task division for finances, chairing meetings, coordina�

tion and secretary work?

5. What should be the power and the mandate of the board and power of the possible

members?

Staff people � coordinator

1. How can the people identify a people for the coordination work? 

2. Will there be financial resources available for the board and the coordinator? 

Office

1. Where will be the official address of the office. 

2. Where will it be officially registered organisation? 

Cooperation and partnerships

1. How does the organisation want to seek closer cooperation with other organisations?

2. Will the organisation seek specific cooperation or membership with international net�

works? 

3. Does the organisation want to have partnerships? What are the criteria for finding

partners? 

Some technical steps identified to start an organisation

1. Who can be the founding members? Who will decide on who can be founding mem�

bers? 

2. How can you identify best the people who will be involved in the founding of the

organisation?

3. How can you develop a procedure and planning on making statutes and rules of pro�

cedure?
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ANNEX 9:

TASKS OF THE MEMBERS

OF THE EXECUTIVE COMMITTEE (EC)

This information was taken from the Executive Committee (EC) of the Alliance of European

Voluntary Service organisations (Rules of procedures). 

All EC�members

� taking ad hoc tasks decided in the EC.

� representation, and writing reports about it.

� follow at least one particular matter from the Plan of Action, ensure its progression

and its

� consideration by the EC and act as link with non EC members involved with the point

of Plan of action.

� participating in the EC meetings.

� prepare the EC meetings.

� keeping contact with an ad hoc group.

� collecting the proposals for constitutional changes.

� looking for new members.

� controlling and correcting the minutes of the General Assembly.

� conferring with hosting organisations on preparation of events.

President

� responsible for the representation of the organisation.

� act as a link between EC members, between EC meetings, between members

� prepare agenda of the meetings.

� chair the EC meetings (this can also be done if agreed by members at rotation basis.)

� chair the General Assembly.

� responsible for the annual President's Report.

� responsible for the invitations of the EC meetings.

� reminding members to find topics for conferences, asking for hosting organisations

answering membership applications.

� responsible for the up�dating the constitution ensure that the plan of action is imple�

mented 

� ensure coherence with constitution and orientation texts.

� responsible for the Annual Report of the organisation

General Secretary

� write and spread the minutes of the EC meetings (this may be delegated to staff)

� maintain contacts with and distribute information to the members (staff).

� prepare circular letters about leader training and summer helps.

� co�ordinate external relations activities.

� responsible for the annual General Secretary's Report.

� keep an up to date list with addresses of EC members and partners organisations.

� keep the archive up to date.

� carry out or co�ordinate registers and official documents: activity reports and divers

reports.

Tasks of the secretary may be delegated to the staff. 

Treasurer
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� responsible for the day to day finances of the organisation.

� give financial reports at EC meetings.

� doing the accounts (part of implementing tasks can be delegated to bookkeeper and

the general coordinator).

� supervise and sign the application for funding of the organisation's activities.

� write the annual Financial Report.

� administer the provisional and real budget implementation of the budget.

� administer the membership fees.

� control all applications in name of the organisation.

� keeping up to date information about funding possibilities.

� propose (short and mid term) financial policies.

OTHER MEMBERS

� Vice�president (s)

� replacing the president during absence.

� have a special portfolio and be responsible for one or more tasks which are important

for the organisation. 

� learning about the functioning of the EC and the organisation.

� taking responsibility for matters not covered by other members.

� writing minutes of the EC meetings.

� responsible for the execution of the annual statistical report.
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