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1.
executive summary

Background and previous experiences: 
The joint ICEM/IUF project for South East Europe started in 1998 and is due to end in May 2006. Throughout the project, financial support and expertise has been provided by FNV Mondiaal, FNV Bondgenoten, FES, NGG, IGBCE, ICEM IUF and ILO. 

In November 2004 the partners agreed to start the process of evaluating the project. It was agreed that during 2005 an external evaluator would be identified to carry out a formal evaluation of the project. The draft evaluation report, produced by David Sogge, is attached. 

In addition, the project team carried out a preliminary internal evaluation, attached.

The main conclusions and recommendations, consistent between both evaluations are summarized in David’s evaluation report attached. 

Problem analysis:
The problems that are now faced by unions and the project itself have changed during the course of the project period. 

Firstly in relation to the external environment, the issue of getting decent jobs is paramount, more than even settling inter-ethnic quarrels. From the evaluation report David Sogge states:

Most unions, again to varying degrees, suffer from the same organizational weaknesses which can be summarized as:

· Company unionism at enterprise level

· Union rivalries at enterprise and national levels

· Fragmented national union structures

· Weak financial structures and restructuring proposals

· Absence of organizational learning and development

Strategy analysis:
Get to the workplace: project activities will focus on key workplace representatives and workplace action. Particular emphasis will be placed on those activities that support dialogue with employers and government during industrial restructuring and privatisation. 
Union ownership: by establishing an open fund for ‘collaborative’ activities within the project it is hoped that unions will be stimulated to develop their own initiatives in collaboration with unions in the region. Particularly in relation to company or sectoral level work it is important that the unions move away from a servicing/seminar model to using project resources to carry out strategic meetings, research and dialogue with employers where there is potential to do so. 
Less but better: in terms of working practice the strategy is to reduce the volume of seminar based work and increase the level of research, information, communication and use of working groups. This requires more coordination and expertise.

Development objective
· Improved financial, organizational and administrative capacity of the participating unions
· Increased dialogue & negotiations with employers and government
Project Objective
· Adoption of union strategies which respond to the organizational development of each participating union

· Raised leadership skills and awareness of strategic processes and organizational development

· Increased information and expertise on key sectors and companies represented by core affiliates

· Establishment of formal and informal frameworks for dialogue in key sectors and companies

· Establishment of sustainable and dynamic education provision in target unions

· Development of examples of best practice and case studies of organizational change which can be promoted in the region
Expected results

· Establishment and support of Working Groups in the Electric Power, Food & Beverages, Tourism and Chemicals sectors which are coordinated by the affiliates themselves

· Production of sectoral base line studies and projection of future trends for the Energy, Chemicals, Tourism and Food & Beverages sectors for development during the project

· Creation and implementation of organizational strategies within the national executives of target unions in Serbia, Croatia and Macedonia

· Production and use of the Joint GUF Modernization manual in Serbia, Croatia and Macedonia

· Development of 4 national education teams in Albania, Romania,  and Bulgaria which are able to carry out union specific education support to the participating unions

· Production of specific curricula for use in Albania, Romania,  and Bulgaria 
· Up to date database of union structures, negotiations and project impact which informs project development throughout its lifetime.
Indicators

· Increased dues payments to national structures in at least 3 of the participating unions

· Distribution and promotion of strategies throughout union structures through union publications

· Establishment of at least 2 working groups which are maintained by the participating unions themselves

· Broad use and exchange of information about sectors, companies and union education through the project webpage
Activities 

During the 4 years of the project it is anticipated that the following lines of activity will take place. Each year a timetable of activities will be produced and agreed by the project team for approval and funding commitments of FNV and FES. 

· Evaluation & Planning Workshop

· Education Activities

· Start Up fund

· Industrial Activities

· Modernization

· Information, materials & Communication

· Review & Evaluation

2.
General information

National REQUESTING ORGANISATION

Name: FNV Bondgenoten

Address: 

Postal address:
Tel no:
Fax no:
E-mail:
Contact person 1:
Contact person 2:
Website:
Name of Bank:
Address of Bank:
Account no:
International organisation (GUF)

Name: ICEM

Address: 109 Avenue Emile de Beco, 1050 Brussels, Belgium

Postal address:
Tel no: +32 2 6262020
Fax no: +32 6484316
E-mail: info@icem.org; elizabeth.cotton@icem.org; eugene.kuprin@icem.org 
Contact person 1: Elizabeth Cotton, ICEM Education & Programmes Officer
Contact person 2: Eugene Kuprin, ICEM Central & Eastern Europe Officer
Website: www.icem.org
Name of Bank: Banque Coop
Address of Bank: 6-8 Place Longemalle, CH-1024 Geneva, Switzerland
Account no: 145252.31.16.90-0

2.
General information (continuation)

International organisation – REGIONAL LEVEL

Name: 

Address: 

Postal address:
Tel no:
Fax no:
E-mail:
Contact person 1
Contact person 2
Website:
Name of Bank:
Address of Bank:
Account no:
FIELD ORGANISATION – for each participating org

See attached list of participating unions

3.
Statistics 

See attached list of participating unions

4.
PROJECT PROPOSAL

4a.
PROJECT IDENTIFICATION 

ref. Handbook 4.2 till 4.5

Background and previous experiences: 
The joint ICEM/IUF project for South East Europe started in 1998 and is due to end in May 2006. Throughout the project, financial support and expertise has been provided by FNV Mondiaal, FNV Bondgenoten, FES, NGG, IGBCE, ICEM IUF and ILO. 

In November 2004 the partners agreed to start the process of evaluating the project. It was agreed that during 2005 an external evaluator would be identified to carry out a formal evaluation of the project. The draft evaluation report, produced by David Sogge, is attached. 

In addition, the project team carried out a preliminary internal evaluation, attached.

The main conclusions and recommendations, consistent between both evaluations are summarized in David’s evaluation as follows:

5.1  Conclusions

The ICEM – IUF South East Europe Project from 1998 to October 2005 reflects the following:

5.1.1 Contexts

Particularly at the project’s outset, affiliates have faced turbulent and largely hostile economic and political environments. These have impeded better social anchoring and stronger means to defend worker interests.  Learning about modern trade unionism was and for many remains an imperative.  However environments internal to many trade unions are increasingly dysfunctional. Yet especially where national economies show signs of revival, some unions have moved to reinvent themselves as vibrant and responsive organisations.  A substantial middle group of unions could go either way.  New trends, not all of them unfavourable, are emerging.  There is growing consensus that these matters are urgent. It may soon be too late to salvage many dysfunctional unions from irrelevance and collapse.

5.1.2 Project Purposes and Approaches

The design crystallized around a limited and feasible set of immediate objectives  largely on the basis of prior ICEM and IUF experience and intuition.  A guiding assumption was that trade union education could serve a number of key initial affiliate needs and ICEM-IUF purposes at modest cost and risk.  At the outset, the design was largely relevant to most contexts and purposes.  It was not sufficient, however, for more ambitious aims such as trade union modernisation. The design was inclusive of all affiliates, weaker and stronger, though at a logical cost of passing up chances of bigger effects with a more limited number of stronger affiliates.  Learning and analysis took quite modest places in the project design.  The design has been consistent with capacity-building policies of FNV and FES.  Methods were not innovative, but wider purposes -- the promotion of a wholly new form of trade unionism –- clearly were.

5.1.3 Patterns of Activity and Management

The project reflects substantial and sustained volumes of work, realised with a good degree of cost-efficiency. Average costs per seminar participant-day compare favourably with similar projects in Eastern Europe. Priority categories of unionists, including women, have been reached.  The project shows sustained efforts to train trainers.  Pedagogies have been adequate if sometimes less than innovative.  The project has gone some way toward meeting demand for educational materials;  information technologies remain to be more fully exploited for educational and networking purposes.   The project’s management structure has been light and flexible. Staff have planned and carried out activities effectively and efficiently thanks to high levels of continuity, professionalism and trust.  Monitoring has been rudimentary.  

5.1.4 Project Effects and Outcomes

The project has contributed to stocks and flows of new knowledge (much of it unrecorded) about trade unionism and its contexts in a fast-changing region.  It has trained a significant number of local educators with essential pedagogical and some organisational capacities.  For a minority of unions these have formed or added to critical masses of skilled persons who, in a limited number of cases, routinely supply basic educational services.  However, project objectives to build self-reliant educational units in affiliated unions have not been realised to the extent hoped and projected.  The project has contributed to wider contacts among unionists and in a number of cases practical cooperation among them.

The project revealed an array of unions across a range of capacities and readiness to complete reform processes.  Roughly one third of all affiliates fall into one of the following categories:

A. unions with steadily improving capacities, including capacities for change and thus effectiveness;

B. unions facing internal and external challenges, and uncertain or untested potentials for change and effectiveness;

C. unions facing internal or external challenges so severe that they have been unable to demonstrate potential for change and effectiveness.

The project has in addition created ICEM-IUF assets upon which continuing and expanded work may be built:  

· Networks among trade unionists within the region and between the region and Western Europe;

· Knowledge of affiliates and much of their internal and external environments;

· Experience in organising training and the training of trainers;

· Trust and confidence of most affiliates and a number of other actors.

5.2 Recommendations

Based on findings presented above, and preliminary discussions of them held in Belgrade on 27-28 September, it is recommended that IUF and ICEM consolidate and build on their achievements by pursuing a revised project that would:

    .1    Work with affiliates on a differentiated basis.

As noted in 5.1.4 above, affiliates show widely differing potentials.  ICEM and IUF should abandon the principle of affiliate inclusion regardless of demonstrated capacities and circumstances.  It can work better on a differentiated basis.   Given the balance of risks and opportunities presented by those in the second category (showing both challenges but potential), those in it may merit intensified attention in the future.   Attention to those in the third (severely challenged) category cannot be justified by potential future results, as those are likely to be difficult to realise;  but attention to them may be justified by ICEM and IUF needs to “keep a finger on the pulse” of these severely challenged cases.

ICEM and IUF should therefore:

a.) Define degrees of intensity of cooperation with affiliates, differentiated on the basis of existing strategic possibilities in their sector or industry, and of demonstrated capacities and interest in making use of external support in pursuit of trade union development.   

b.) For a number of affiliates in strategic sectors, which need to expand memberships and gain other basic strengths, tailored programming involving seminars and other learning instrument may be considered. 

c.) For affiliates with demonstrated capacities, effort may be better concentrated at enterprise and branch levels.

d.) For remaining affiliates, criteria for continuing engagement in future programming should be developed around demonstrated interest and measurable progress toward modernising internal structures and practices.  

     .2   Enhance learning and monitoring dimensions.

Monitoring and learning functions should move closer to the heart of the future project design.  Not academic interest, but better project steering and dissemination of experiences (making possible wider replicability or ‘scaling up’ by others) should be key purposes of improved monitoring and (self-) assessment practice.   Practical instruments and routines of monitoring relevant for projects/ organisations that have to grow organically, often in turbulent environments, should be selected and tested in systematic ways and integrated into regular project routines.  

     .3   Enhance the role of knowledge and policy activism.

a.) Develop a task force to design and steer processes of assembling and analysing information regarding issues relevant to the ‘industrial’ strategies to be developed at enterprise and branch levels. Here a main aim would be to improve effectiveness of strategies by combining local ‘scanning’ with the capture of knowledge about wider trends and actors in economic life, public policy and civil society.  An ICEM-IUF taskforce should develop access to centres of research, forecasting and debate relevant to organised labour and social protection. 

b.) Carry out an analysis of trends in sectors and countries key to the new ‘industrial’ strategies. A main aim would be to improve the timeliness and effectiveness of policy activism (advocacy, campaigning) at regional and international levels.  Issues and objectives for such an analysis could be drawn from draft Terms of Reference recently formulated (ICEM-IUF 2005a), but would focus chiefly on external economic and political/institutional environments for core group affiliates, with particular attention to potential gaps/inconsistencies between EU/IFI policy/institutional templates and regional realties.

     .4   Sustain and improve educational efforts.

a.) Continue professionalisation and motivation of local educators. Capacities of local trainers associated with the present project represent assets to be retained. Their capacities might be kept fresh or enhanced through (i) seminars responding to needs for further conceptual and comparative case understandings of trade union pedagogy, and responding to needs to link training/education with action;  (ii) greater emphasis on self-activation among educators, by way of regular experience-sharing meetings, intensified use of a dedicated website (on which basis a printed periodic newsletter should be produced in appropriate languages), intensive use of outside specialists, and perhaps other initiatives, such as a compilation of case studies and activist “do’s and don’t” lessons emerging.

b.) Seek ways to make education units affordable and sustainable.  Closer study about the feasibility of different models for education services may be worthwhile.  To this end there might be convened a ‘toward self-reliant education services’ workshop. Here participants would bring to the table basic findings about trends in their (or others’) affiliates’ demands for educational services and their costs, how costs are met, or might be reduced or output enhanced with the same resources. Worth debating at such a workshop would be trade union education through Internet-based distance learning;  a short paper summarising distance education experiences, advantages and disadvantages, costs &c should be commissioned.

     .5   Promote affiliate interchange for learning and solidarity.

a.) Develop further practical measures to promote learning and solidarity through exchange visits in the region or other forms of learning-through-concrete-cases.

b.) Improve mutual learning and solidarity among affiliates by boosting their access to and use of information technologies -- especially Internet-based. This implies an expanded information-brokering function at the Zagreb office, as well as encouragement to affiliates routinely to provide items to be shared.  After surveying needs and wishes, a web- and print-based newsletter with space for inter-action and affiliate input should be published on a regular basis.    

     .6   Explore and design a sub-component of support for organisational development (o.d.).

Expertise in trade union development should be engaged in support of those unions willing and able to benefit from such interventions.  There could be undertaken a study of needs, potentials and feasibility for the provision of organisational development services (diagnosis, strategy development, coaching, change management &c.) among those unions seen to be both needing advice and ready to reform themselves on the basis of advice. This study might also help identify local organisational consultants capable of tackling trade union o.d. needs, or of forming o.d. specialists, recruited from among the project’s trade union educators, to form a project-linked team specialised in these services.

The Future

Future activity for IUF/ICEM will need to be closely tied to the recommendations of the External Evaluation. In summary the project team considers the following as important considerations for future activity:

Getting to the Workplace

Probably the most important evaluative comment in the report is that the original project ”design centred on the ’seminar room’, but rarely on the ’workplace canteen’ or the ’factory gate’. Given the organizational dynamics and economic reform in the region it is crucial that this new project provides a more targetted and flexible design to allow project partners to target key workplaces. This means providing much greater attention to workplace needs, moving away from a seminar focus and devoting more expertise and staff time to responding to urgent and practical needs of key workplaces. 

In the first instance the project will have to make an initial assessment about which key companies should be targetted. The criteria will include companies with proactive shopstewards, economic sustainability of the workplace, imanent restructuring/privatization, MNC investment, strategic imporance to affiliated federations. 

Differentiation

Accept there is a difference between the unions and start focusing on their needs. An internal evaluation of participating unions has been undertaken by the project management team. Unions are assessed on the basis of:

· Participation in the project

· Organizational capacity and reforms (membership fee structure/allocation, education programmes, qualification of personnel)

· Bargaining Power

· Potential for future activity and action

Targetting Education

From this and other evaluations in the region it is clear that education activities, although necessary, are not sufficient to bring about organizational development. In some cases the use of seminars and basic education has had limited effect while in others it has stimulated an organizational shift. On the basis of the internal evaluation of how unions have been able to develop people and systems of education during the 8 years of the project it is proposed that development of educational teams and curriculum development is targetted at only those unions and countries where there is still a need and also demonstrable potential for sustainable education provision. Focus of training should be to develop educational teams, curricula and dynamic exchange moving away from providing basic trade union education. 

Organizational Development/Modernization

In a small number of cases unions in the region are taking steps at internal reform. Where unions have a clear will and interest in modernization the project will provide technical and personnel to develop a greater understanding of union modernization for unions in the region. Again, an internal evaluation has taken place to identify those unions that are both willing and also demonstrably committed to organizational change.

Industrial and Sectoral Focus

The project needs to explicitly address the issue of economic development and industrial restructuring. The primary interest of workers in IUF and ICEM sectors in the region is protecting and developing jobs. Economies in the region are undergoing profound and complex changes which the unions are well positioned to address. What we see is a profound weakness of unions to initiate and use dialogue and negotiations with management. 

Change in working practices

Although the use of seminars continues to be an accepted and useful way to deliver education and promote cooperation, this new project will focus more heavily on expertise and coordination. In the case of Organizational Development, activities are primarily not seminar-based. In the case of industrial/sectoral/policy level activities the proposal is to encourage unions to establish working groups and cross boarder collaboration – rather than attending seminars. 

Information & Communication

A much greater use of research, bulletins and email communication needs to be made by the project. Research, particularly in relation to industrial developments needs to be carried out, with the cooperation of FES, by the project partners for specific sectors. This research should be used to support working groups and cross boarder sectoral activities. See attached outline of proposed research. 

Education Materials, particularly on Modernization and future curriculum development will need to be circulated and translations supported.

In terms of the webpage it is proposed that a quarterly Ebulletin is produced by the project team outlining sectoral and union developments in the region. 

In addition, the project office will maintain a database of union information – both organizational, educational and sectoral. Template to be developed in consultation with the proejct management team. 

Project Coordination, Expertise & Management

This way of working implies a lower level of activities but with greater emphasis on research, information and preparation of events. This requires the following project inputs:

· Higher level of project staff at the level of education, coordination and information

· Clear criteria for external experts from the region and Western Europe

· Higher level of project management, monitoring and evaluation.

Participation analysis:
During the period 1998-2005 the project has been open to all affiliates in the region. 

” [The project] sought to spread activities/resources in roughly equivalent ways and amounts across a region of strongly divergent economic trends, socio-political cohesion, sizes and forms of labour markets and degrees of trade union maturity.  Allocating project resources in these ways –- that is, not according to demonstrated union potential, prospective growth of key industries, accession to the EU, &c. –- suggests that the project tended de facto toward a norm of ‘bet on the weak’. Such a tendency usually won’t match the ‘bet on the strong’ norm pursued by capitalist enterprise, the unions’ chief adversary.  In this sense the design has been vulnerable to costs of opportunities not seized, particularly in the more dynamic economies of the region. Nevertheless, the project’s ‘even-handed’ design is consistent with aims to promote inclusion, solidarity and the possible emergence of learning and support systems for the ‘weaker’ by the ‘stronger’ within the region.”

This was a necessary approach to establish open and fair relationships between the project participants, however this approach has evident weaknesses. Primarily, it does not allow the project to respond to workplace issues or key industrial issues that unions must address in order to survive.

The recommendation is that, on the basis of an internal evaluation, specific ‘core’ unions be identified to carry out the main themes of the project. In the case of non-core affiliates communication and information will be maintained, but inclusion in project activities will be assessed on the basis of their capacity to exploit them. 

Problem analysis:
The problems that are now faced by unions and the project itself have changed during the course of the project period. 

Firstly in relation to the external environment, the issue of getting decent jobs is paramount, more than even settling inter-ethnic quarrels. From the evaluation report David Sogge states:

“In the former Yugoslavia alone, extraordinary forms of capitalism are appearing:   ‘corporatist co-determination’ in Slovenia, ‘tycoon capitalism’ in Croatia, ‘colonial capitalism’ in Bosnia-Herzegovina and Kosovo, ‘gangster capitalism’ in Serbia-Montenegro, and a ‘sultanist system of institutionalised corruption’ in Macedonia
. In sum, countries are in transition but along different paths.  All show ugly undersides.”

At an industrial level all unions are confronted with the same factors, to varying degrees:

· Lack of decent jobs and future sectoral opportunities

· Lack of clear and useable sectoral and company information

· Lack of transparency and unified union responses to privatisation and restructuring

· Immediate challenge posed by the introduction of contract and agency labour

· Lack of union negotiating power and strategy in relation to new management of enterprises
Secondly in relation to union organizations, most unions face major challenges in terms of their ability to perform effectively. In the evaluation report David Sogge highlights three main weakness that we can observe in how unions are functioning. These weaknesses are:

· Lack of vision, sense of purpose and identity

· Low performance towards stakeholders

· Isolation and poor collaboration
Most unions, again to varying degrees, suffer from the same organizational weaknesses which can be summarized as:

· Company unionism at enterprise level

· Union rivalries at enterprise and national levels

· Fragmented national union structures

· Weak financial structures and restructuring proposals

· Absence of organizational learning and development

Gender analysis:
The numbers of women participating in project activities has been recorded from the outset and a 30% quota set for project activities. Women’s participation in the project has increased steadily with the 30% target being exceeded, particularly in relation to education and developing educators.

What has not been done is to map women workers and membership on a sectoral basis. This will be necessary during the research stage of the project. It is proposed that the 30% quota be continued during the new project cycle and that the proposed education & curriculum development team look at the potential for developing courses specifically on gender and equal opportunities.
4.
PROJECT PROPOSAL (continuation)
4a.
PROJECT IDENTIFICATION (continuation)

ref. Handbook § 4.5 - § 4.8

Objectives analysis:
The overall objective of the project is to better position target unions in negotiating the industrial and workplace changes that are underway. The project aims to support this objective by improving knowledge and skills in the three broad areas of Sectoral and Company Dialogue, union modernization and education provision.

During the annual evaluation and planning meeting, November 2005, the Project’s evolution was agreed as follows:
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Target Groups:

The target groups for each line of activity are as follows:

a) Modernization:

Participating unions will be those that are willing to enter into the process with a view to making concrete structural changes at Congress level. Each GUF has nominated participating unions on the basis of the following criteria:

· Willingness of union leadership to dedicate time and resources to organizational change

· Capacity of union decision makers to organize meetings and ongoing work at executive level to develop and implement strategies

· Willingness of union leadership to allow full participation of union decision makers in the process of developing those strategies

· Willingness of union leadership to participate in multi-union and multi-GUF training and activities throughout the project

Proposed that activities target the following unions:

· Croatia: PPDIV, SSUTH, EKN

· Macedonia: Agrosindikat, Civil Engineering, SMER

· Serbia: GS PUT Nezavisnost, GS HNER Nezavisnost, EPS Power Union

Further training will be targeted for key decision makers within each union plus education staff who would be able to facilitate future Strategic Management events. It is a criteria of the project that where leadership are asked to participate in activities no substitutes will be accepted. It is crucial to the project process that decision makers attend activities, mandated to make decisions where appropriate. 

b) Sectoral/Industrial Activities

Although sectoral activities will be open to all relevant unions, priority will be given to those unions who are able to carry out collective bargaining and negotiations. Participants will be made up of:

· Union negotiators

· Key branch leaders

· National Coordinators

On the basis of the internal evaluation it is proposed that sectoral activities prioritize the following unions:

· Electric Power/Energy Sector: EPS Serbia, GS HNER Nezavisnost, SMER Macedonia, EKN Croatia, Energy RS, NFE Bulgaria
· Food & Beverages: Independent TU of Agriculture, Food, Tobacco of Montenegro, GS PUT Nezavisnost, Agrosindikat Macedonia, PPDIV

· Chemicals: EKN Croatia, SGNIK Croatia, GS HNER Nezavisnost, Chemistry & Non-Metals FBIH,  Podkrepa Chemicals, NLF Chemistry & Industry

· Tourism: GS PUT Nezavisnost, SSUTH, 

· EU Accession: Bulgaria, Romania, Croatia

· Contract & Agency Labour: Croatia & Serbia

c) Educational Development

Participating unions have been selected on the basis of capacity to build national teams of educators who are able to further develop union curricula and education provision within their own unions.

The unions selected are:

· Albania: TUFAFCWA, FSPISh, SPMMSH, SPKSH

· Romania: all unions with the exception of Petrom

· Bulgaria: all unions 

Criteria for training participants are as follows:

· Ability and willingness of educators to carry out union education at local level in the future
· 30% quota set for women
· 30% quota set for unionists under the age of 35 years old
· Ability and willingness of union leadership to support the work of these educators in terms of time, funding and reallocation of work
Strategy analysis:
Get to the workplace: project activities will focus on key workplace representatives and workplace action. Particular emphasis will be placed on those activities that support dialogue with employers and government during industrial restructuring and privatisation. 
Union ownership: by establishing an open fund for ‘collaborative’ activities within the project it is hoped that unions will be stimulated to develop their own initiatives in collaboration with unions in the region. Particularly in relation to company or sectoral level work it is important that the unions move away from a servicing/seminar model to using project resources to carry out strategic meetings, research and dialogue with employers where there is potential to do so. 
Less but better: in terms of working practice the strategy is to reduce the volume of seminar based work and increase the level of research, information, communication and use of working groups. This requires more coordination and expertise.

4.
PROJECT PROPOSAL (continuation)
4B.
strategy for project Intervention

ref. Handbook § 5.1

Development objective
· Improved financial, organizational and administrative capacity of the participating unions
· Increased dialogue & negotiations with employers and government
Project Objective
· Adoption of union strategies which respond to the organizational development of each participating union

· Raised leadership skills and awareness of strategic processes and organizational development

· Increased information and expertise on key sectors and companies represented by core affiliates

· Establishment of formal and informal frameworks for dialogue in key sectors and companies

· Establishment of sustainable and dynamic education provision in target unions

· Development of examples of best practice and case studies of organizational change which can be promoted in the region
Expected results

· Establishment and support of Working Groups in the Electric Power, Food & Beverages, Tourism and Chemicals sectors which are coordinated by the affiliates themselves

· Production of sectoral base line studies and projection of future trends for the Energy, Chemicals, Tourism and Food & Beverages sectors for development during the project

· Production and use of the Joint GUF Modernization manual in Serbia, Croatia and Macedonia

· Development of 4 national education teams in Albania, Romania and Bulgaria which are able to carry out union specific education support to the participating unions

· Production of specific curricula for use in Albania, Romania and Bulgaria
· Up to date database of union structures, negotiations and project impact which informs project development throughout its lifetime.
Indicators

· Increased dues payments to national structures in at least 3 of the participating unions

· Distribution and promotion of strategies throughout union structures through union publications

· Establishment of at least 2 working groups which are maintained by the participating unions themselves 

· Broad use and exchange of information about sectors, companies and union education through the project webpage
Sources of Verification

· Affiliates database developed through the project

· Union own publications

· Evaluation reports for each activity prepared by the project coordinator/tutors

· Project review and evaluation meetings

· Correspondence between affiliates and IUF/ICEM industrial staff

Assumptions

The implementation of the project rests on a number of key assumptions. These are:

· Establishment of sufficient levels of expertise in the region and Western Europe

· Maintenance of existing federation structures during the project period

· Sufficient interest and intent of affiliates to set up and maintain working groups

· Timely communication from affiliates in relation to restructuring and privatisation which allows the project office/ICEM/IUF to respond effectively
Activities 

During the 4 years of the project it is anticipated that the following lines of activity will take place. Each year a timetable of activities will be produced and agreed by the project team for approval and funding commitments of FNV and FES. 

1. Evaluation & Planning Workshop

It is anticipated that before this new project starts there will have been an evaluation carried out in the region, presenting the evaluation report and the initial proposal for this new project. It is anticipated that the evaluation report will have been circulated amongst affiliates and a short project summary circulated. If funds allow, it is hoped that a joint evaluation and planning workshop can be held for key unions that have been active in the project.

This workshop will be held in May 2006 in the region with the participation of all all project partners.

2. Education Activities
In Albania, Romania and Bulgaria teams of educators will be identified, using existing trained tutors. The focus of the project activities will be to:

· Finalize and further develop skilled educators in each country (estimated 25 tutors per country)

· Carry out curriculum development activities at national level providing each union with the skills to continuously develop union curricula

· Develop a dynamic exchange between educators using email and the project website – exchanging materials, advice and support to new tutors

Each year, the following activities will take place:

· Training Trainers Seminars: 2 workshops per country. Total 8 seminars 

· Curriculum Development Seminars: 1 workshop per country. Total 4 seminars 

· Regional Educators’ Conference: 1 conference to take place in 2009

Training and coordination will be carried out by the Education Coordinator.

2. Start Up fund

The project will initiate a small start up fund for the planning meeting in May 2006 and for educators to carry out local training courses, where the resources cannot be found by the union themselves. The fund will primarily support the national education teams to pilot and develop their skills and union courses in the workplace.

The Project Coordinator  will manage and administrate this fund, paying due attention to ensuring fair distribution of resources across the participating unions. 
3. Industrial Activities

There are primarily 4 lines of action under this heading:

a) Research

Initial baseline research for the Electric Power, Oil/Petrochemicals, Chemicals, Food & Beverages, Tourism sectors will be produced, with the asssitance of FES experts. This initial research will in most cases be a compilation of existing research outlining the current status, ownership structure, privatization/restructuring process and also trends in relation to future jobs and investment (see attached outline). 

This research will then be used to inform sectoral activities.

The project office will then carry out research on which unions are currently organizing workers in these sectors and compile detailed information on union membership, structures, contact details and activities. This information will be compiled through questionnaires and interviews by the project team.

b) Sectoral Workshops

1 workshop for each sector per year: Total 16 

Objectives: 

· Accurate research

· Union responses

· Initiation of dialogue and negotiations with employers/Government

· Exchange of expertise particularly in relation to EU and Western Europe

c) Privatization, Restructuring & Contract and Agency Labour Activities

2 workshops each year: Total 8

Objectives

· Accurate research

· Union responses

· Initiation of dialogue and negotiations with employers/Government

· Exchange of expertise particularly in relation to EU and Western Europe

d) Working Groups

This is a less defined area of work. It is hoped that during the sectoral and thematic conferences unions can be encouraged to set up their own working groups. Attached here is a potential framework for working groups which the ICEM is initiating with its electric power affiliates in Serbia.

The capacity for the project to support the logistical costs and information needs of affiliates that are willing to work collaboratively and to target particular sectors/employers is important. 

This budget line will be effective for 2 years – if not utilised by affilates then it will be terminated in 2008.

3. Modernization

9 unions have been selected from Serbia, Croatia and Macedonia to pilot modernization activities within the project. Using the Modernization Manual produced by Richard Croucher, the unions will be asked to participate and develop the following lines of activity.

Awareness Raising Seminars: during the first 2 years of the project national awareness raising seminars will take place in each country (2 per country). These seminars aim to introduce the concept of union modernization and to promote development proceses within each union. These seminars will be carried out by Dr Richard Croucher (Serbia and Croatia only) and Mato Lalic.

Union Specific Activities: Unions will be asked to debate the issue of modernization within their own structures and, where possible, set up leadership level working groups to develop organizational development strategies within their formal structures. These activities will be supported by the project through expertise and facilitation. Unions are expected to carry out their own activities from their own funds – requesting where necessary technical input and facilitation from Mato Lalic.

A budget line has been reserved for local travel and coordination time as well as translation of the Modernization Manual into local languages. 

4. Information, materials & Communication

Union Database: basic union and education information to be put onto a database and maintained by the Information Assistant.
Webpage 

Project webpage to be established to support the work of the education teams and working groups. Research and materials to be posted onto the website.

Quarterly ebulletins – 1 page updates of the project, union action and developments in the region to be produced in English with online free translation facilities.
Online Egroups

Project office will establish Egroups for the National Education Teams and any Working Groups that are established during the project. The project office will monitor the communication and exchange between the participants of each group and seek to increase the use of email and regular communication between the groups. 

Sectoral Research

Baseline studies to be produced following the attached terms of reference for:

· Oil & Petrochemicals sector

· Electric Power

· Chemicals

· Tourism

· Food & Beverages

These research papers will be produced in Croation and other languages if funding can be secured.

The research will be developed over time by the sectoral workshops and working groups established during the project period.
Educational Materials: 

· Modernization Manual: translated and produced in 3 languages

· Educators to post their materials on the website for use by other unions

· Quarterly Ebulletins to educators in the region to remind them of the website and work of educators in the region, from any organization

5. Review & Evaluation

One mid-term review workshop will be held with the key unions and project partners in 2007.

A final evaluation workshop will take place with key unions and project partners in 2010.

The project coordinators will facilitate these workshops, based on annual evaluation reports prepared during the project. 
 4.
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4 C 
Institutional Framework                                                                                      

ref. Handbook  § 5.1 (end)

Institutional Framework

Project Coordination

The overall project will require a higher degree of coordination and administration than previous project cycles. It is proposed that three full time positions are maintained throughout the project.

a) Senior Coordinator

The senior coordinator will be responsible for the following:

· Overall management and coordination of the project office, education coordinator and information assistant

· Developing and carrying out modernization activities and support to target unions, with the support of Richard Croucher during the first year of the project

· Developing and coordinating sectoral activities and providing direct support to any working groups established through the project, with the support of the Project mangement team and identified experts

· Analysing 6 monthly project reports and union database and making proposals for future project action

· Maintaining monthly contact with the Project Management Team and alerting members to any immediate action/problems that the project is encountering

· Overseeing annual budgeting for project activities

b) Education Coordinator

The education coordinator will be responsible for the following:

· Identifying and training national education teams

· Carrying out tutor training and curriculum development courses

· Providing information and support to the Education Egroups

· Developing project educational materials and information for the project Website

· Logistics for educational activities carried out within the project

· Maintaining daily contact with tutors developed through this project and responding to requests for educational support

· Alerting the Senior Coordinator and Project Management Team to any difficulties in implementing the project

· Providing written monthy reports to the Senior Coordinator of all activities and actions undertaken within the project

· Ensuring that educational activities are organized according to budget

c) Information Assistant

The information assistant will be responsible for the following:. 

· Maintaining regular update of the union database and carrying out interviews with unions on request

· Maintaining regular updates of the project website

· Coordinating production of the Ebulletin and maintaining mailing lists

· Coordinating translation and production of any project materials and research throughout the project

· Logistical and administrative support for project activities under the direction of the Senior Coordinator

· Providing financial reports and coordinating 6 monthly activities reports to the Project Management Team

Project Management Team

In order to implement the project, a Project management Team will be established, responsible for the day to day coordination of the project.  This group is responsible for alerting the project advisory team to any forseen difficulties or changes to the project. The group will also be responsible for ensuring that all necessary arrangements and support to technical resource people is given. They will also ensure participation and support of their affiliates throughout the project. This team will communicate mainly through email using German and English as the working languages. The Project Management Team will be made up of the Project Coordinators and Information Assistant, Wolfgang Weinz, Elizabeth Cotton and Eugene Kuprin. 

Project Advisory Team

The Project Advisory team will be responsible for monitoring project activities and to ensure participation and support of their organisations throughout the project. The team will also be asked to. This team will carry out at least one annual review and monitoring visit to the region. This project advisory team will be made up of nominated representatives from:

· ICEM

· IUF

· FNV Mondiaal & FNV Bondgenoten

· FES 

· IGBCE

· NGG

On an administrative level one of the IUF will be the contracting party with FNV Mondiaal and takes the ultimate responsibility for ensuring 6 monthly reporting to all funding organizations, annual auditing of the project finances and for ensuring good communication with the funding organizations. 

Technical Support

The technical training on strategic management will be provided by Dr Richard Croucher, Cranfield University UK, given his expertise and experience of working with unions in Eastern Europe. Richard will work closely with Mato Lalic to ensure that after the first 18 months of the project sufficient knowledge and materials are provided for the unions to initiate processes of organizational change. 

Additional expertise from partner organizations will be identified to support the following levels of activity:

· Sectoral activities

· Privatization & Restructuring

· Contract & Agency Labour

During the initial planning stage of the project core capacities and areas of needed expertise will be identified and partner organizations requested to identify staff with the relevant expertise. 

Research expertise to develop sectoral analyses will be requested from the IUF/ICEM sectoral staff in cooperation with FES local offices.

4.
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4 d. 
Input, Budget, Work plan and Timetable 

ref. Handbook  § 5.2
Inputs: Overview

NGG, FNV Bondgenoten and IGBCE inputs to be discussed at the May review workshop

Detailed level budget 

See attached

Budget summary

See attached
Work plan and timetable

	2006
	
	
	
	
	M
	J
	J
	A
	S
	O
	N
	D

	Evaluation & Planning Workshop
	
	
	
	
	
	
	
	
	
	
	
	

	Training Trainers x 4
	
	
	
	
	
	
	
	
	
	
	
	

	Start Up Fund/Local workshops
	
	
	
	
	
	
	
	
	
	
	
	

	Industrial Research
	
	
	
	
	
	
	
	
	
	
	
	

	Database/website/bulletins
	
	
	
	
	
	
	
	
	
	
	
	

	Sectoral Workshops x 4
	
	
	
	
	
	
	
	
	
	
	
	

	Working Groups
	
	
	
	
	
	
	
	
	
	
	
	

	Modernization Seminars x 3
	
	
	
	
	
	
	
	
	
	
	
	

	Production of Modernization Manual
	
	
	
	
	
	
	
	
	
	
	
	

	
	
	
	
	
	
	
	
	
	
	
	
	

	2007
	J
	F
	M
	A
	M
	J
	J
	A
	S
	O
	N
	D

	Training Trainers x 4
	
	
	
	
	
	
	
	
	
	
	
	

	Curriculum Development x 2
	
	
	
	
	
	
	
	
	
	
	
	

	Start Up Fund/Local workshops
	
	
	
	
	
	
	
	
	
	
	
	

	Database/website/bulletins
	
	
	
	
	
	
	
	
	
	
	
	

	Sectoral Workshops x 4
	
	
	
	
	
	
	
	
	
	
	
	

	Privatization/CAL workshops x 2
	
	
	
	
	
	
	
	
	
	
	
	

	Working Groups
	
	
	
	
	
	
	
	
	
	
	
	

	Modernization Seminars x 3
	
	
	
	
	
	
	
	
	
	
	
	

	Production of Education Materials
	
	
	
	
	
	
	
	
	
	
	
	

	Review Workshop
	
	
	
	
	
	
	
	
	
	
	
	

	2008
	J
	F
	M
	A
	M
	J
	J
	A
	S
	O
	N
	D

	Curriculum Development x 2
	
	
	
	
	
	
	
	
	
	
	
	

	Start Up Fund/Local workshops
	
	
	
	
	
	
	
	
	
	
	
	

	Database/website/bulletins
	
	
	
	
	
	
	
	
	
	
	
	

	Sectoral Workshops x 4
	
	
	
	
	
	
	
	
	
	
	
	

	Privatization/CAL workshops x 2
	
	
	
	
	
	
	
	
	
	
	
	

	Working Groups
	
	
	
	
	
	
	
	
	
	
	
	

	Modernization Seminars 
	
	
	
	
	
	
	
	
	
	
	
	

	
	
	
	
	
	
	
	
	
	
	
	
	

	
	
	
	
	
	
	
	
	
	
	
	
	

	
	
	
	
	
	
	
	
	
	
	
	
	

	2009
	J
	F
	M
	A
	M
	J
	J
	A
	S
	O
	N
	D

	Start Up Fund/Local workshops
	
	
	
	
	
	
	
	
	
	
	
	

	Regional Educators Workshop
	
	
	
	
	
	
	
	
	
	
	
	

	Database/website/bulletins
	
	
	
	
	
	
	
	
	
	
	
	

	Sectoral Workshops x 4
	
	
	
	
	
	
	
	
	
	
	
	

	Privatization/CAL workshops x 2
	
	
	
	
	
	
	
	
	
	
	
	

	Working Groups
	
	
	
	
	
	
	
	
	
	
	
	

	Modernization Seminars 
	
	
	
	
	
	
	
	
	
	
	
	

	
	
	
	
	
	
	
	
	
	
	
	
	

	
	
	
	
	
	
	
	
	
	
	
	
	

	
	
	
	
	
	
	
	
	
	
	
	
	

	2010
	J
	F
	M
	A
	
	
	
	
	
	
	
	

	Database/website/bulletins
	
	
	
	
	
	
	
	
	
	
	
	

	Working Groups
	
	
	
	
	
	
	
	
	
	
	
	

	Modernization Seminars 
	
	
	
	
	
	
	
	
	
	
	
	

	Evaluation Seminar
	
	
	
	
	
	
	
	
	
	
	
	

	
	
	
	
	
	
	
	
	
	
	
	
	

	
	
	
	
	
	
	
	
	
	
	
	
	

	
	
	
	
	
	
	
	
	
	
	
	
	

	
	
	
	
	
	
	
	
	
	
	
	
	

	
	
	
	
	
	
	
	
	
	
	
	
	

	
	
	
	
	
	
	
	
	
	
	
	
	


4.
PROJECT PROPOSAL (continuation)
4 E. 
Monitoring and Evaluation

ref. Handbook § 5.3

Monitoring 

Every 3 months the union database will be updated, based on the tutor reports for that period. With the assistance of the Information Assistant this database will be reviewed every 6 months by the Senior Coordinator, for analysis and presentation to the Project Management Team

Every 6 months the project coordinators will prepare a summary of activities and impact of the project for discussion within the project management team. A financial summary will also be produced at that time. In the main part, this level of evaluation will take place through email.

Annually the project teams will aim to meet and review project activities. A key objective of these annual evaluations will be to assess the added value of the project. This will be based on the Project Management Team’s own evaluation of the project, based on visits to national and local activities and discussions with participants and tutors. A key role of the project coordinators is to ensure that the activities themselves can be linked to current developments at local level. 

For all training activities the participants will be asked to complete short evaluation forms which will be submitted by the local tutors along with their own evaluation of the training. It will be the responsibility of the project coordinator to monitor these evaluations and discuss necessary changes with union leadership as the project progresses.

The Project Advisory Team  will be asked to carry out annual monitoring of the project either through monitoring visits or meetings with the project management teams. 

In addition there will be a mid-term review and evaluation workshop held in 2007 attended by key affiliates and the project partners. 
Evaluation

The Project management and Advisory Teams will make an evaluation of the  programme during the second half of 2009 based on the regular reports and reviews of the project. A full evaluation report will be prepared in January 2010 by the project coordinators to be reviewed by the project coordination and advisory teams and presented at the final evaluation workshop. This final evaluation workshop will act as both an evaluation and planning workshop for each GUF to consider future action. 

Annex:

	Project Planning Matrix
	 
	Assumptions


	Assumptions

· Establishment of sufficient levels of expertise in the region and Western Europe

· Maintenance of existing federation structures during the project period

· Sufficient interest and intent of affiliates to set up and maintain working groups

· Timely communication from affiliates in relation to restructuring and privatisation which allows the project office/ICEM/IUF to respond effectively
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· Establishment of sufficient levels of expertise in the region and Western Europe

· Maintenance of existing federation structures during the project period

· Sufficient interest and intent of affiliates to set up and maintain working groups

· Timely communication from affiliates in relation to restructuring and privatisation which allows the project office/ICEM/IUF to respond effectively


	
	
	Sources of Verification


	Sources of Verification

· Affiliates database developed through the project

· Union own publications

· Minutes of executive committee meetings

· Evaluation reports for each activity prepared by the project coordinator/tutors

· Project review and evaluation meetings

· Correspondence between affiliates and IUF/ICEM industrial staff


	Sources of Verification

· Affiliates database developed through the project

· Union own publications

· Minutes of executive committee meetings

· Evaluation reports for each activity prepared by the project coordinator/tutors

· Project review and evaluation meetings

· Correspondence between affiliates and IUF/ICEM industrial staff



	
	
	Indicators


	Indicators

· Adoption of new proposals for dues paying structures and financial administration for the participating unions congresses in 2006-2010

· Increased dues payments to national structures in at least 3 of the participating unions

· Distribution and promotion of strategies throughout union structures through union publications

· Establishment of at least 2 working groups which are maintained by the participating unions themselves

· Broad use and exchange of information about sectors, companies and union education through the project webpage

	Indicators

· Adoption of new proposals for dues paying structures and financial administration for the participating unions congresses in 2006-2010

· Increased dues payments to national structures in at least 3 of the participating unions

· Distribution and promotion of strategies throughout union structures through union publications

· Establishment of at least 2 working groups which are maintained by the participating unions themselves

· Broad use and exchange of information about sectors, companies and union education through the project webpage


	
	Project Title: 
	Development Objective

· Improved financial, organizational and administrative capacity of the participating unions
· Increased dialogue & negotiations with employers and government

	Project Objective

· Adoption of union strategies which respond to the organizational development of each participating union

· Raised leadership skills and awareness of strategic processes and organizational development

· Increased information and expertise on key sectors and companies represented by core affiliates

· Establishment of formal and informal frameworks for dialogue in key sectors and companies

· Establishment of sustainable and dynamic education provision in target unions

· Development of examples of best practice and case studies of organizational change which can be promoted in the region

	Expected Results

· Establishment and support of Working Groups in the Electric Power, Food & Beverages and Chemicals sectors which are coordinated by the affiliates themselves

· Production of sectoral base line studies and projection of future trends for the Energy, Chemicals, Tourism and Food & Beverages sectors for development during the project

· Creation and implementation of organizational strategies within the national executives of target unions in Serbia, Croatia and Macedonia

· Production and use of the Joint GUF Modernization manual in Serbia, Croatia and Macedonia

· Development of 4 national education teams in Albania, Romania, Serbia and Macedonia which are able to carry out union specific education support to the participating unions

· Production of specific curricula for use in Albania, Romania, Serbia and Macedonia
· Up to date database of union structures, negotiations and project impact which informs project development throughout its lifetime.



� The numbers in this section of the Application Form refer to the corresponding planning elements in the Handbook of Participatory Project Planning part 2. If other planning methods have been used to compile the information asked for in the Application form, then this should be indicated in the application.
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