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· Workshop 13/10/06,14.00 – 16.00 by Kathy Schroeder & Ann Hendriks

Steering Inclusion:  Developing an Inclusion Strategy

Working together with National Agencies and project promoters to develop inclusion strategies in their organisation
During this Inclusion Forum we have devoted a lot of time to discussing the new Draft Inclusion Strategy for the Youth in Action programme put forward by the European Commission. In the past YOUTH programme, National Agencies were asked to document their own inclusion strategies on national level. This has resulted in varying levels of success. In the new programme, Agencies will be asked to be more thorough and to work out their national-level strategies in more detail.  

This is a concern because past experience has shown that many Agencies don’t know what should be included in a strategy nor how such a strategy should be presented or evaluated. Many people are intimidated by the word “strategy” and don’t know where to begin. So the SALTO Inclusion Resource Centre decided to respond to this need by producing a new booklet in the “Inclusion for All” series. The booklet will present tips and advice on strategy development.    

However, no one body can achieve inclusion on its own. In order for their strategy to be effective, National Agencies will need to work closely with their partners, those organisations working for inclusion and running projects on local and national level.  Therefore this workshop is a first step in bringing Agencies and organisations together in order to start a reflection on developing inclusion strategies with actors in the youth field.  The outcome of this workshop will be used as the basis for further development of the strategy booklet. 

For the purposes of this workshop, “strategy” was seen as being made up of four phases:  

Phase 1 – Make an analysis

Phase 2 – Make a plan
Phase 3 – Take action (and manage it)

Phase 4 – Evaluate the results

Discussion  

The workshop participants were divided into small groups (each group a mix of representatives from National Agencies and organisations) and were asked to answer the following questions:  

1. What steps need to be taken to develop an inclusion strategy? (Analysis and Planning phases)

2. What steps need to be taken to implement that strategy? (Action and Evaluation phases)

3. What steps need to be taken to help NAs and organisations develop a common vision and commitment?
4. Are there still questions that need to be answered? 

Results  

1.  Steps in the Analysis and Planning phases

Analysis

· Do your research 

· Carry out a data analysis 

· Define the stakeholders

· Bring stakeholders together. Create a diverse group (e.g. high and low levels of experience, small/large organisations, familiar/unfamiliar with YOUTH programme, etc.)

· Hold discussions and collect feedback from the youth and their organisations (by means of meetings, final reports…) 

· Get input from “experts”

· Consider academic support during this phase 

· Communicate directly with people involved in projects, especially with those groups who have not been reached yet

· Analyse your long-term projects

· Go “to the field” to speak with different actors.  

· Ensure that all the materials / strategies that exist are publicized

· Identify possible synergies and/or links with national policies

· Know your existing resources 

As you move from the Analysis to the Planning phase:  

· communicate and debate the analysis and needs for the future within the team and/or organisation

· ask yourself: how are you going to measure the results of your strategy?  Define quantitative and qualitative indicators in advance

A key point: an inclusion strategy needs to be seen as integral part of your mission statement… NOT as a separate island

Planning 

· Define the needs and the target groups

· Map out your instruments / tools, partners and your capacity 

· Ensure the participation of young people, organisations, other actors in the process

2.  Steps in the Action and Evaluation phases:  

Action

· Make decisions based on recommendations

· Implement those decisions

· Consider launching a pilot project

· Foster “innovative” approaches

· NAs can play an important role by taking the first steps (raising awareness, campaigning, etc.)

As you enter the Action phase: 

· it is essential to be continuously open for adaptations, changes, etc.  

· be ready to evaluate your strategy regularly during the action phase.  Renew and adapt the strategy based on your experiences.  

Evaluation

· See evaluation as an integral part all through the process

· Adopt a long-term approach 

3.  Steps to help NAs and organisations develop a common vision and commitment?

4.  Questions that need to be answered?

The small groups did not have enough time to respond to these questions.  

Summary

The time allocated for this workshop was unfortunately too short to allow the participants to respond to each of the four questions. Nonetheless the participants came up with some excellent and thought-provoking results.  

It is interesting to note that while many people recognize the need for an inclusion strategy and while it is (relatively) easy to outline the theory behind developing that strategy (e.g. define your stakeholders, carry out a data analysis, involve the young people, etc.), it is much less clear exactly how this should be done in practice. How does one do a data analysis? How, when, where should the young people be “involved”? This issue of “how” is possibly the most serious obstacle facing National Agencies and organisations in the strategy-making process at this time. The gap between theory and practice will need to be worked through in more detail during the development of the new strategy booklet. 

Others

Key points raised during the small group discussions:   

· Remember that your strategy should be a global guideline for your work in inclusion. It should neither be too general nor too specific. If your strategy has been developed properly, you should be able to apply it to most situations, even though the specific problems you are facing may change over the short-term.   

· When developing an inclusion strategy it is essential to involve the young people.  Make the strategy with them, not for them. This applies to all phases (analysis, planning, action, evaluation). 

· The word “strategy” implies that you should be making something big (i.e. a ten-year plan, involving hundreds of people…) This is not necessarily the case. There is no sense to launch a strategy that is too big to be realized. Sometimes small is beautiful. Start with a small strategy that leads to reachable goals and grow from there. 

Report by: Kathy Schroeder
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