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Learning About us Through Culture




Self evaluation LAUTC
Partner: CJD Frechen - Germany


Thinking of us as association
The CJD is an organization which is involved to help in all social fields of work. In the course of the years the CJD has built up 150 locations in Germany. Also the support of migrants is an important field of work for the CJD. 

The CJD tries in all task areas  to promote the clients also in the leisure time domain. The dealing with art, sports, music or food is therefore important contents. Over the years the CJD has developed  special competences here. So it was obvious; the CJD should be partners in this project.

The European dimension also is for the CJD of high value. The social field of work got bigger and bigger with the EU expansion. The need to help disadvantaged people makes it indispensable to build up partnerships and to form a strong network. It is our desire to learn from other organizations and to pass our experiences on.

The CJD Frechen has much experience in the implementation of cultural events. However, many of the actions carried out only have been perceived little of the public. LAUTC has offered a chance  to draw the attention of a new target group to our work. 

Thinking of us as association II : The impact

Till now, there only was little contact with Migrants at the CJD location in Frechen. The door was therefore opened in a "new" field of work by LAUTC. Participants and employees felt the project very pleasantly and many ideas were born for the future.

The project has contributed very much that natives and migrants have approached each other and worked  on a thing together. The migrants and the natives normally are very rare in the exchange. By the common activity strengths and weaknesses could mutually be discovered.

An important experience for the employees project staff:

The German thoroughness was here and there contrived to the test, however, it has shown that a certain serenity makes many things easier and can have a positive effect in the result. 

Since, till now, migrants were hardly worked with in the CJD - Frechen, the project could sharpen the consciousness of many people newly. The difficulty, to have to "live between the cultures"

got particularly clear through this project.  The project has been judged very well in public.

The CJD could credit a gain in recognition. This got clear particularly by the evaluation of the event with the visitors.

Thinking of us as association II : The event

In our organization it is component of the work to organize and to carry out cultural events. Since I am responsible for this kind of work, there were internally no changes. 

The location for our event has been obvious  because for the program  a stage and technical equipment was necessary. In addition, we had to offer place for approx 150 people. Further argument for the CJD than venue: No rents became required for room or equipment. The season was not convenient for an Open Air event , otherwise this would have been the first choice.

The temporal arrangement arose from the coordination with the partners. To ensure a parcours, we took a vote  as partners under each other, when could a partner carry out  his event. Since we were free in Germany as owners of the venue, we could coordinate our date with our partners.

We had to move our date from January to March once because the preparation time was not sufficient. For this we must coordinate us well with our Greek partner, so that no conflicts with the scheduled time arise . However, this was possible well after some mails.

It is important for the CJD to have a place  in the international work. This primary, strategic aim is for certain the reason for our participation in LAUTC. The successful development of the event has contributed for certain that a more positive attitude  has internally arisen to international projects. 
For sure - for our organization this is an added value, caused to LAUTC. Further through the LAUTC event we got in contact with other organization that are really interested in cooperation. In all probability we will start new projects as a result of our engagement in LAUTC.
But first of all we reached, that some of the African migrants got in contact with natives. Some of them will work on other events and this is the most valuable change. Let's have a look more exactly:

Thinking of us as association III + IV : The target, direct and indirect
The main weakness of our association is, that we are normally not working with migrants. On the other side we have the strengths, that our organisation has really nice rooms and good equipment. That makes us really attractive for people that want to do events or meetings. Further our competence in doing cultural events is really valuable and one of our most important strengths. 
In Frechen there was no chance to find a group of people that are interested to work on a project without getting paid. Even the involving of the responsible persons from the town council did not bring a success. So it was hard for us to find intercultural target, because as I told before, we had no interception points in working with migrants. Finally we found a partner in Cologne called Diakonie. They brought us together with a group of African women which meets every Monday. Involving them in the project was not easy, because most of them are Mothers, had to got to courses or they had to work. 
Further some of them are living to far away from Frechen and so they were not able to arrive that often. But, all of them were very interested in this project.  
We only met three times in the group and in each meeting anyone was missing. So we decided to distribute tasks for all of them and after that Mr. Weißenfels worked as a event coordinator. He phoned the women and put information together. Doing it that way was more comfortable and practicable for the participants. 
Related to the development described above, it was not possible to built up a group in a typical way. All of the participants were involved but everyone had his own responsibility area. Nevertheless the members felt as a group because they were working for the event. When they met they talked about their progress and the problems they had. So there was no special methodology used to built up a group. We did the community mapping but since the group was combined of people with different places of residence (a circle about 30 km around Frechen) it does not make any sense relating to the project. 
It has  pointed out as very valuably to choose actions for the event which the participants are able to do by  themselves. A high identification with the tasks to be done arose from it . The participants themselves were the professionals and could take into account all needs in the planning. 

For the inclusion of the indirect aims  the group chose an effective way: Workshops were offered in which interested people could  joint action together with migrants. Over this way 60 active could be won. In turn these have convinced other people to go to the event. The professionally arranged flyers were another important point for the success of the event and so we finally could welcome 150 people at our event.

The success of our project can be explained by 5 principles:

1. Work together with an organization which has regular contact with a group of migrants. The personal contacts can reduce fears and doubts.

2. Use the personal strengths of the participants and  take the time to find these out. The participants get safety if you use this way.

3. Adapt the mode of operation  to the needs of the participants. A straight structure can disrupt a voluntary cooperation. It is useful to develop the form of the meetings together with the group. 

4. Take over a coordinating function. It is required to bundle information and to make them accessible for everyone who is involved. Use the telephone and  e-mail and summarize all the information in protocols. 
5. It is helpful to work in small steps. Put sub goals which can be reached  by the participants. In that way it is more easy  to reach the "finishing line " ( e.g. the event).

Despite these principles it is necessary that the project manager  also is able to compensate for faults. The project manager is an event manager in the end, too. If you are not able to manage it, you have to find someone with experience in doing events.
Thinking of us as partnership (network dimension)

First. Yes, it was a good project and worth to work on it. The special strength of the partnership lay in the creativity of the members in my opinion. Because every partner has another main emphasis in the work, a great variety of experience and competence could be brought together. The good atmosphere within the team also has contributed that an open and respectful dealing have arisen. The meetings of the team have contributed that difficulties could be eliminated. The mutual interest has provided a new motivation push after every meeting. However, it would have made sense to develop a strategy for the exchange between the meetings so that a higher networking of all partners arises. A monthly e-mail conference at a firm appointment would for example have been possible. The current inter-stand in every country could have been raised for everyone or problems could have been discussed  there. 

It would have been sensible to initiate this exchange by myself, but this idea didn't arise in me during the "hot" phase of the project.

We ought to have exchanged us more about the arrangement of the participant interview in the team. At the meeting in Athens it has stood out that every partner has handled this topic differently. Unfortunately, a uniform strategy has not arisen. The variability in the work with the participants also ought to have been communicated more.

Thinking of us at a European dimension (Lauct as European project)
What strategy adopted as association could be reproduced at a European level?

What strategy adopted as partners could be reproduced at a European level?

The same answer can apply to the two questions :

Due to the differences within the European countries (living conditions,  laws, municipal structures etc.), a variability must be possible in the procedure and methodology.

It is necessary that everyone who is involved does not change the contents and objectives of the respective project. In my opinion, a uniform strategy is hardly possible. The contents and not the way to the objective is important. If the frame is knitted too narrowly in the reference to strategy or methodology, perhaps projects could fail. In the case of LAUTC it was already complicated in the reference to the formation of groups. For example a completely different procedure was required  in Italy than in Germany. The composition  of the group also had to be variable due to different influences.

Five principles for associations in terms of structure and organization:
1. Guarantee that the local project manager and the coaches have sufficient time for the task.
2. The competences of the employees must be regulated clearly.
3. The staff should be able to speak and to write in English.
4. The staff must be sociable and creative.
5. The organization should know a lot about migrants in the work  or have reliable and well-informed partners with whom can be cooperated.

Five principles for associations in terms of recruitment:

1. It makes sense to have the qualification profile clearly before the search for

           
participants. In the case of LAUTC participants were needed, who are ready to    


lend much time for a voluntarily culture project.


They had to be ready to take responsibility and to have an affinity with the topic. 
It therefore makes sense to work with groups which already care  for  regular contact 
and which knows each other. It makes the work more difficult to compile a group 
newly.
2. Provide the chances of the project to the foreground without concealing the effort to be done.
3. Take the needs of interested participants into consideration. However, make clear, that you need reliable people who want to take responsibility together.
4. To win people  for working on a project, the essential contents must be summarized understandably. Best written and in a nice layout.
5. The usage of different media can be a useful factor. (e.g. advertisements in Newspapers, Internet blogs, radio…)

Five principles for associations in terms of construction and organization of intercultural events:

1. Before you select an appointment, study the local calendars of events to prevent competition events.

2. Do not economize at the costs  for advertising measures. Flyers or posters should be designed professional so that they are perceived.

3. Take care that a pleasant Atmosphere results for the event at the location. Decoration and arrangement of seats must be planned well in the front-end. Notice the contents of the program.
4. Make sure that you can provide the technical prerequisites for the program contents. Bad technology can destroy the best presentation.

5. Favorable, good catering and drinks always provides many Visitors. Do not forget to point out to this in the advertising.

Conclusion
1. Relevance

In principle, the common design of cultural events by migrants and natives offer good possibilities for a better  integration. By the intensive cooperation  the involved get to know themselves better and can learn the respective strengths and weaknesses. 

Particularly the immigrants have the chance to show, that they have special abilities of which other can profit. This leads to an increased Self-confidence and weakens the language barrier. A dialog which can contribute to a better understanding arises from this exchange.

2. Effectiveness

Despite some problems, it can be noticed  for the German group that the immigrants involved in the project had a more intensive exchange with Germans and have surrendered to ideas for new cooperation.

Some of the participants have taken the initiative and maintain contacts independently. In addition, two new working projects which would have never been initiated without LAUTC have arisen. 

The planning conversations still are well under way, so there is no outcome yet.

3. Efficiency

In my opinion  the effort to be done for LAUTC was underestimated totally. The participants partly felt overtaxed with the tasks. A special problem represented the take-over of responsibility. At the planning of the personnel resources this must be taken into account.  Frequently a more active work than planned was required by the employees. 

At the budget planning more money would have been supposed to be spent for the visit of the different events by participants. On the one hand, the participants of the five countries could have stimulated themselves mutually, on the other hand, the dimension of the parcours would have taken more effect.

4. Impact
I have partly already answered this point under 1. and 2. To be able to evaluate a long-term effect of the project, however, another year should be waited. Generally till now the expected effects have come true  . 

I could not watch any broader unexpected consequences. (see 1. and 2.) 

5. Sustainability

LAUTC has put a good foundation so that durable integration and intercultural dialog can work. Everyone in Germany who was involved, shows a high interest in a further engagement. But nobody is able to take on the coordination. The arising costs also cannot be taken privately. To built up a foundation or the acquisition of sponsors can be done only in a professional way. The relations arisen after the project are not stable yet. Further projects should be initiated to achieve a lasting effect. It is required that first concepts are developed further. The projects resulting can not work without personnel and financial support yet.

This means an employee  who works on all the points mentioned above would have to be financed for a restricted period. I believe that a culture organization which is independently and self-supporting could be built up on this way after one or two years. So, based on LAUTC, a lasting effect could be guaranteed.
Frechen, 26. May 2009

Michael Weißenfels
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