HOW
To Make a Local Plan of Action for Children
“Only now, after LPA process, do I realise how little we understood our children and how well we took care of them.”

 Participant in LPA process 
The Local Plan of Action (LPA) for Children is a strategic document whose goal is to create an appropriate environment for children in accordance with the principles set forth in the Convention on the Rights of the Child, World Fit for Children
 and National Plans of Action for Children in Serbia and Montenegro
.

LPA document, prepared in the local community, defines short-term, mid-term and long-term measures and priority actions for the period 2005-2010 in order to create an environment that stimulates the development of children and youth and creates conditions for their active participation in the life and work of the local community. 

LPA for Children is not a goal in itself, but an instrument for exercising the rights of the child and improving the position of children in local communities. LPA is an instrument by means of which it is possible to ensure an equal treatment of all children, and it pays special attention to discovering marginalised groups and ensuring the respect of their rights. 

The Government of the Republic of Serbia adopted the National Plan of Action for Children in February 2004, and the Government of the Republic of Montenegro did the same in April 2004. Accordingly, on the one hand LPAs are based on key principles/components of the National Plan of Action, whereas on the other hand they are coordinated with, i.e. adjusted to the local needs and priorities. 

LPAs are founded on the following key principles/components:

1. Poverty reduction among children;

2. Quality education for all children; 

3. Better health for all children;

4. Improvement of the position and rights of children with special needs; 

5. Protection of the rights of children deprived of parental care; 

6. Protection of children from abuse, neglect, exploitation, and violence; 

7. Ensuring the exercise of civil rights and respect of children’s dignity – all children are equal citizens;

8. Strengthening the country’s capacities for solving children’s problems.

In order to concretise the activities from the National Plan of Action at the local level, in the first year were selected the following cities and municipalities: Kragujevac, Sjenica, Pirot, Bijelo Polje and Bar. The process of making LPAs in these cities lasted from June 2004 till May 2005. 

The stages through which the selected municipalities/cities passed during the preparation of LPAs are as follows:

1. Establishing institutional structures, i.e. LPA team; 

2. Gathering data and preparing the situation analysis;  

3. Initial consultations;  

4. Making a Draft LPA for Children;  

5. Consultations related to the Draft LPA for Children;  

6. Preparing the final version of LPA for Children;  

7. Establishing and maintaining Dev Info database;  

8. Monitoring and assessment of LPA process implementation. 

In June 2004, UNICEF signed a Memorandum of Understanding with these municipalities/cities, thus defining the roles and responsibilities of all partners in this process. During the process of LPA preparation in these municipalities/cities, UNICEF provided the technical assistance in improving LPA teams’ capacities for preparing the situation analysis, conducting research in the field, improving the coordination and harmonisation of LPAs with other national strategies, and it provided the financial support for the envisaged activities.

The Canadian International Development Agency (CIDA) recognised LPA as a concrete contribution to the local sustainable development and, as a partner, it provided some resources for its implementation in the above-mentioned 5 cities.

In the period June 2004 – May 2005, the following results were achieved in the said 5 cities where LPA was being prepared: 


- LPA for Children has been adopted in all the 5 cities/municipalities;


- Certain priority actions envisaged in LPA have been included in these cities’ municipal budgets for 2005;


- Good cooperation has been established among all the relevant institutions dealing with children in the given municipalities/cities;


- Good cooperation has been established between all the relevant local actors (childcare institutions, non-governmental organisations, media, etc) and the local authorities;


-  DevInfo database has been established in all the 5 cities. 

An additional value of LPA process is the fact that the proposed work methodology and experience from Kragujevac, Sjenica, Pirot, Bijelo Polje and Bar may serve as a model for preparing LPAs in other cities and municipalities in Serbia and Montenegro.

What is the purpose of LPA Handbook?

The purpose of LPA Handbook is to present the basic steps in the process of preparing LPA for Children and to explain why these steps are important and how to perform them, as well as what is to be avoided while working on LPA. Furthermore, the Handbook presents valuable experience gained by LPA teams from Kragujevac, Sjenica, Pirot, Bijelo Polje and Bar in the course of their work, as well as their recommendations.

The Handbook is primarily intended for representatives of local authorities and relevant childcare institutions at the local level, i.e. for those who will take the most active part in the process of making LPA for Children. Likewise, it contains instructions on how all those who are interested and willing to participate in LPA process can be involved in it and how they can give their contribution. The explanation of the entire process in the Handbook offers them an opportunity to get actively involved in different stages of LPA process, and to give valuable contribution according to their abilities.

We sincerely hope that the experience and recommendations presented in this Handbook will be of assistance to all those cities and municipalities which will proceed with making LPA for Children in the forthcoming period. 

HOW TO.....  FORM AND MAINTAIN A TEAM
The first question asked with regard to the formation of a team is: “Who forms a team?” There may be several answers to this question, and they depend on the following factors: 1) who is the activity bearer, i.e. who is responsible for their carrying out; 2) who finances the activities; 3) should the team be an expert team or an operative team, and the like. Before a team is formed, it is necessary for the person initiating this process to define the criteria for selecting team members. Depending on the type of problems the local LPA Team wishes to deal with, it is necessary to establish the type of expertise, experience, level of training, motivation and interests needed for a team to operate successfully. Practice has shown that multidisciplinary teams are a basis for achieving success because: they comprehend the complexity of a problem in an easier and more objective manner, i.e. they have a more comprehensive approach; they view problems/risks and potential solutions from different angles and they have better-developed control systems. In order that in the future work there would be no misunderstandings or ambiguities about the selection of members, it is necessary to inform each potential team member, in advance, about the selection criteria. 

The first and basic rule to be applied while forming a team and in its work is openness. From the very beginning, the person forming the team has to give the following information to the team members:

1. reason for gathering the team; 

2. results expected from the team’s work;
3. roles and responsibilities of each team member;
4. approximate deadlines for activity implementation;
5. potential obstacles and risks. 

After all potential team members have been provided with the above-mentioned information, it is desirable for them to exchange their views of their joint work (how it is understood by each of them, what are their respective observations, etc). When they have exchanged their views, they should decide if they wish or do not wish to accept such a role and all that it entails. Only when they have accepted the proposed activities and conditions, it can be said that the team has been formed.

However, when a team is formed it does not mean that it is developed. Developing a team and its efficient functioning requires both time and a certain form of training – the time for people to get to know each other, to start exchanging opinions, to coordinate their activities, to improve their capacities and those of the team, and to work on the reaching of the joint goal. In order that the team could function properly, it is necessary to hold regular working meetings where everybody will be informed about current activities, successes, and problems that team members encounter. Also, misunderstandings between team members should be solved at working meetings. When appearing before others, all team members should have a joint position regarding matters of importance for reaching the goal. 

In each team, there should be a team leader, i.e. someone to coordinate and direct the team’s work. The team leader is responsible for taking care of the implementation of planned activities (fulfilling obligations, meeting deadlines, etc) and for establishing a professional relationship with all team members.
And don’t forget – you should build your authority, not impose it!

Experience gained during LPA process:

LPA teams in Kragujevac, Sjenica, Pirot, Bijelo Polje and Bar consisted of:


1. Municipal Team made up of: 

    
    - Local Coordinator, 

   
    - Assistant Coordinator, 

    
    - Dev Info Coordinator

2. Inter-sectoral Committee consisting of sub-team members from relevant institutions.
Sub-teams within the LPA process are: Sub-teams for Healthcare, Education and Culture, Information Dissemination, Poverty Reduction, for Children Deprived of Parental Care, for Children with Special Needs, Against Child Abuse and Dev Info. 

What is to be avoided when forming a team?
1. It is not good for certain sub-teams to have a disproportionately greater number of members than other sub-teams, because one area may prevail over others;
1. You should not favour certain team members;
2. Solving internal/personal conflicts between team members should not be delayed;
3. An individual/group leader should not make decisions by himself/herself. It is necessary to include all team members in decision-making.

HOW TO..... IDENTIFY POTENTIAL PARTNERS IN THE PROCESS 
In the process of planning and carrying out certain activities, it is necessary for you to realise who are the people that will support you, who are the reserved ones, and who are those who will protest or in some other way be an obstacle to the carrying out of your activities. Partners, whether individuals or other organisations, may facilitate the implementation of activities and overcoming of obstacles, help us in promoting the work and achieved results, ensure greater support for activity implementation, etc.

Taking into consideration that you are preparing the Local Plan of Action in order to improve the standard of living of ALL CHILDREN in your community, it is certain that there will be no openly reserved persons or opponents. Nevertheless, you should be prepared for that. 

After defining the goal, you should make a list of all the persons and organisations that the goal achievement may affect in a positive or negative manner. While preparing this list, together with your associates you should answer the following questions:

1. Who will gain the most if the goal is reached?

2. Who will lose the most if the goal is reached?

3. Why?

4. Who has the formal power to achieve the goal?

5. Who has the informal power to achieve the goal?

In order that you could constantly have before your eyes an image of people you will meet in the process of achieving your goal, the best thing to do is to make a list of potential participants in the process. It could look like this:

	Name of contact point (organisation)
	Contact details (address, phone, e-mail)
	How are they linked to the existing problem?
	How can they contribute to the goal achieving?
	Are they potential partners or opponents?

	
	
	
	
	

	
	
	
	
	

	
	
	
	
	


In the course of time, and according to new circumstances, this list should constantly be revised, i.e. updated with relevant data. 
LPA Teams’ Recommendations:
LPA teams are of the opinion that essential partners in LPA process are, above all, children themselves and their parents, and then educational, healthcare and social welfare institutions, local government, police, justice administration, cultural institutions, media, NGOs, churches, private sector, eminent members of the society (artists, athletes, academicians, etc) and the like.

You should not choose your partners on the basis of:

1. Unverified information on their experience in working with children or on matters related to children and young people;
2. Personal acquaintance alone (without taking into consideration the qualifications of an individual/organisation) or under the influence of commercials and advertising;

3. Pressure from donors, authorities or some third party.
HOW TO.....  BUILD AND MAINTAIN A COALITION 
“From the LPA process I have learned that problems experienced by children are great, and that it is possible to overcome them if the entire local community comes together and tries to solve them.”

Participant in LPA process
After identifying potential partners in reaching your goal, you should contact them and inform them about the initiative you have started. Working in coalition with others is a wise strategy which requires time, patience, and a lot of understanding. Working with others may strengthen and improve your capacities, and work division may contribute to maintaining the motivation and increasing efficiency in implementing LPA activities.

To build a coalition, you should take the following into account:

· Contact different potential partners (even those with whom you have not cooperated before), because different types of people and organisations may have different ideas, solutions and capabilities;
· Try to build a joint vision with potential partners from the start. The vision is much wider than the set goal, and it should present the status you would like to reach in the long run;
· Right from the start, together with you partners you should define formal and informal ways of communication. Bear in mind that people will not remain interested for long if there is no regular exchange of information and ideas.

Characteristics of a Successful Coalition: 


- Includes a great number of people (children and young people);


- Represents diverse population (children and young people of different ages, underprivileged, minorities, etc);

- Enables the exchange of knowledge, ideas and skills;


- There is a clear division of roles and rules of operation are clearly defined;


- Decisions are made in consultation with all coalition partners;


- Partners are both people who operate in the field and those who are able to make decisions of importance for achieving your goal.
In two cases, working in coalition may be difficult. The first is when there is not enough time to include in the work all those who are interested. If you cannot equally involve in your activities everybody at the same time, it is important to regularly inform about your actions those who are not actively included. The second case is when partners within the coalition do not have the same interest, i.e. do not wish the same final result as you do. In that case, it is important to maintain open communication and once again clearly define the goal, roles and responsibilities.

If you want a coalition to last, you should not:
1. question the autonomy and independence of your coalition partner;
2. work “behind the backs” of your coalition partners, i.e. you should not create a coalition within a coalition; 
3. keep relevant information just for yourself or for a narrow circle of partners.
HOW TO.....  INVOLVE AND CONSULT CHILDREN 
“Adults should lose their illusion that they know best what their children need.”
Representative of young people in LPA process
Every child has a right to be involved in all the activities related to children and the community in which they live. Children know best what their problems, needs, priorities, and limitations are. What children need from adults is understanding and support both in expressing their opinions and in the carrying out of their ideas.

Therefore, children need support.

To actively involve children and young people
 in LPA process, you should do the following:

1. At the very beginning of LPA process, you should organise informative and educational meetings/forums in schools, where the following would be explained in more detail, in a manner adapted to children:

     - What is LPA process;


- What is the goal of LPA process;


- What are the stages of LPA process;


- What are the envisaged activities;


- Who participates in LPA process;


- How long does LPA process last;


- How can children and young people get involved in LPA process.

In the organising of these meetings/forums, the following may offer you great help: head teacher, teaching staff, representatives of classes and student parliament. Advertising material, such as informative booklets and leaflets, and articles on LPA process in student newspapers are the best way to inform, educate and interest students in LPA process. Regular informing of young people about LPA process will result in their greater interest in LPA, their greater involvement, and greater inclusion of marginalised groups in the process itself. 

2. After a series of informative and educational meetings, you should organise a series of focus groups
, in which children and young people would be active participants. Focus groups may be organised with children and young people only, and also with representatives of children, relevant institutions, parents, municipality, etc. To actively include young people in the work of focus groups, it is best to organise them in schools, because in that way you create an opportunity for the participation of all those who are interested, and especially marginalised and disadvantaged students. If focus groups are organised outside school, there is a real possibility that such gatherings will be attended only by better students and those who are already active in certain areas relevant for the population of children and young people. Although there presence is very important, it is also significant that those who are less active or successful be also included in LPA process.

The work in focus groups should be focused on:


- identifying the needs of children and young people;


- identifying problems they encounter;


- methods of solving problems children are faced with;


- discussion of various sectoral issues children are interested in;


- proposals and suggestions of young people related to LPA process.

As well as through the work of focus groups, information on the needs of children and young people, their problems, and proposals for their solving can also be gathered through anonymous polls, creative workshops, etc.

3. To actively include young people in LPA process, it is necessary to inform and educate teaching staff on LPA process, as well as on various approaches to the work with young people. At the very beginning of LPA process, teaching staff should be informed about LPA goals, participants in the process, results expected from the process, and their role in stimulating and supporting the initiatives of young people. If possible, teaching staff should receive training in:


- various approaches to/techniques for working with young people;


- stimulating the motivation and activism among young people;


- various forms of self-organising.

After receiving the necessary training, teachers should use the acquired knowledge in everyday work with children and convey it to their students. Following good examples given by their teachers in practice, young people will be able to use the acquired knowledge and experience to stimulate motivation, activism and self-organising of their peers through the work of their classes and student parliaments. 

Teachers should actively participate in meetings and focus groups, encourage the work of young people and offer information on LPA process to all interested students and their parents.

Children and young people should be given an opportunity to get actively involved in all activities within the process of LPA preparation: forming sectoral groups, gathering and analysing data, defining priorities, preparing LPA, consultations, and the like.

Experience gained during LPA process:
“Children are much more competent than we think” is – according to the opinion of LPA teams from Kragujevac, Sjenica, Pirot, Bijelo Polje and Bar – the best starting point for a successful work with children. They believe that it is necessary to do the following in order that children and young people could get more actively involved in LPA process:


- support the forming of a sub-team for children, within the Inter-sectoral Committee, which would consist of representatives of children and young people;


- form sectoral LPA working groups in schools;


- regularly organise joint meetings where adults would have an opportunity to hear the opinions of children and young people; 

- organise regular visits of representatives of young people both to institutions dealing with matters related to young people and to representatives of local authorities.

Likewise, LPA teams recommend that those who are involved in extracurricular activities should also be actively included in the process of gathering information on children’s needs and in the process of preparing LPA.

Young people who were involved in LPA process think that the exchange of ideas and experience between young people from different schools, as well as between young people from municipalities which took part in LPA process is of exceptional importance for stimulating motivation and activism among young people.

What is to be avoided in the work with young people:


1. You should not be too forward;


2. You should not impose your opinion and solutions;


3. You should not promise something unrealistic, i.e. unfeasible;


4. You should not manipulate children, because once the trust is lost, it can never be regained.

HOW TO..... IDENTIFY YOUR WEAKNESSES 
Once you have formed and developed the team and when you have identified coalition partners, you should identify the capacities required for achieving the set goal. Capacities and resources can be divided in three basic groups: 1) technical equipment owned by an organisation; 2) relevant expertise/specialisation and experience; 3) necessary financial resources. In order to have a clear idea what your weaknesses are, i.e. what are the capacities you do not dispose of, the simplest way is to make the following table. 

     Example:

	Capacities needed 
	Capacities owned 
	What is missing

	Technical equipment 
	
	

	Office
	+
	

	Computer, printer
	+
	Internet access

	phone, fax ...... etc.
	+
	

	Personnel
	
	

	Child psychologist 
	+
	

	Sociologist
	+/-
	Sociologist has no experience in working with young people 

	Medical worker
	+
	

	Lawyer 
	+
	

	Database administrator
	- 
	

	Communications expert….etc
	+/-
	We have not established relations with most media 

	Financial resources
	
	

	Resources for  covering costs related to meetings 
	-
	We have resources for refreshments, but not for transport expenses 

	Resources for office supplies, ...... etc.
	+/-
	No resources for fees 


While filling out this table, i.e. defining the necessary capacities, you should give as many details as possible and state even those things that at first glance seem to go without saying (e.g. mention all types of professionals who should deal with matters related to children, or all skills required for reaching the goal – e.g. work on databases, knowledge of a foreign language, etc). It often happens that obstacles to reaching a goal are precisely those little things we do not even think about because their existence goes without saying. 
This table will help you to relatively quickly examine the existing capacities and weaknesses you should work upon. The table may be focused only on your internal capacities/weaknesses, i.e. those of your Team; further, on capacities/weaknesses of the coalition and finally on external capacities/weaknesses. External weaknesses arise as a consequence of socio-economic and socio-political occurrences in the country or at the local level, and most often, your team or coalition are not able to directly influence the elimination of such weaknesses. You should be aware of these weaknesses while defining the goal and results you expect both from yourself and from your partners.  
While defining weaknesses, you should not:
1. be insincere, i.e. be overly proud and not admit the existing weaknesses. Identifying weaknesses helps you reach the goal for children – it is not meant for “uncovering” your defects, but for establishing clearly the problems that will be encountered in achieving the goal;
2. use the openness of coalition partners regarding their weaknesses to achieve your own interests/goals. In this way, in order to reach a small personal goal, you may endanger the motivation, survival of the coalition and eventually the reaching of the goal;
3.  overlook your strong points.
HOW TO..... BUILD THE NECESSARY CAPACITIES 
Having defined your weaknesses related to technical equipment, experts and resources, you should determine:

- who may help you build capacities and how;
- how much time it will take you to build the capacities.
Technical capacities required for starting work are the fastest to build. Building capacities is a process, and it should last not only during LPA preparation, but also during the process of its implementation. Once you acquire skills and knowledge, you will be able to use them and convey them to others, not only in the work with children, but also with other target groups.

The building of the three basic groups of capacities (technical, expert and financial) will be carried out simultaneously, but for the quality of your work and – later on – for achieving the set goal, the most important is, in fact, the building of expert capacities. 

Mechanisms for building expert capacities:

1. Exchange of experience with experts/institutions possessing the necessary knowledge, experience and expertise. Experience should first be exchanged among the members of your team and coalition, and then with other relevant actors. Seminars, conferences, workshops or round tables dealing with children and young people are usually the places where you exchange information, experience and lessons learned;
2. Additional training which – depending on area and topic – may be offered both by relevant institutions (institutions, institutes, faculties, etc) and by trained experts, i.e. trainers (within national and foreign non-governmental organisations, individual experts, etc). Additional technical training may be carried out by attending expert courses/seminars, extension courses, training, etc;  
3. Hiring of experts. Through specific work on certain activities within your project, the hired expert will convey his/her knowledge and experience to your team members who will continue carrying out those activities after the hire period has expired.
Experience of LPA Teams
During LPA process, members of LPA teams in Kragujevac, Sjenica, Pirot, Bijelo Polje and Bar received the training in the following areas: technique of participatory research, writing of communications strategy, computer literacy, creating an action plan, DevInfo database training, training in gathering and analysing statistical data and identifying indicators. 

LPA teams believe that it is very important that trainings should be timed according to the temporal sequence of activities, i.e. that trainings should be held before the activities for whose implementation these capacities are required. Also, it is important to include in the training process the “first people” of the municipality and managers of certain institutions and organisations since it is the best way to explain to them the significance of the entire process and the manner in which certain phenomena are monitored.

According to their experience, additional trainings necessary for implementing LPA process efficiently are: how to work in a team, solving conflicts, strategic planning, various approaches to and techniques in the work with children, writing projects, i.e. project cycle, gathering resources and cooperation with donors, lobbying and advocacy.

How to avoid forgetting what you have learned:
1. With your colleagues from the Team (coalition partners) you should distribute all the technical literature you received at conferences/seminars and during additional training, and you should form a technical “library” which will be available to all who are interested in issues concerning children and young people;
2. Make contact with relevant institutions/individuals and kindly ask them to regularly notify you of new data or published documents (publications, handbooks, etc)
HOW TO...... COMMUNICATE SUCCESSFULLY 
For working on any project, whether independently or as a team member, it is essential to learn how to communicate properly. To cooperate with other people, we use communication in order to tell them what we think, hear what others think, obtain necessary information, exchange experience, etc. 

Here below are the basic principles of communication required for working in a team:

1. Active listening and correct posing of questions;
2. Conversation, and not presentation of one’s ideas and positions;
3. Openness to cooperation.
Some suggestions for efficient communication:

· Listen carefully to others – if they have enough time, they will often tell you everything you need to know;
· Always let the other person talk more than you. Accept this rule: 70% of listening and 30% of talking;
· Ask for an additional explanation if necessary. In this way, not only will you get the necessary information, but you will also show your collocutor that you listen carefully;
· Ask “open” questions that require more extensive answers than a simple YES or NO. Your goal is to obtain as much information from your collocutor as possible;
· Ask you collocutor what s/he thinks or feels about a certain issue or ask for his/her advice;

· At the end of the conversation, make sure you repeat what you have talked about. E.g. “Let me get this straight: You say that.....». This technique will prevent potential future misunderstandings. 

The most frequent channels of communication at work are: verbal communication, formal written correspondence and communication via e-mail. Each of these channels has its advantages and disadvantages, but what is recommended is business communication is written communication. By confirming in writing certain conclusions, obligations, recommendations or opinions, no room is left for misunderstanding and erroneous interpretation. 
Experience of LPA Teams
During LPA process, in cooperation with Ces Mecon agency, LPA teams prepared the Inventory of Local Channels of Communication, i.e. a list of all local channels of communication that may be used in LPA process, as well as the Communications Strategy for Preparing LPA for Children. the Communications Strategy prepared by each LPA team consists of the following: introduction; strategy role and goal; strategy challenge; target group; strategic principles of communication of Inter-sectoral Committee; responsibility for communications; means of communication; approximate communications plan of action, monitoring and assessment of application. 
The communications strategies for the application of LPA for Children for Kragujevac, Sjenica, Pirot, Bijelo Polje and Bar may be found at the following Internet addresses: 

Kragujevac:www.kragujevac.org.yu/lpa
Sjenica:www.sjenica-lpa.com
Pirot: www.pirot.org.yu/lpa
Bijelo Polje ?????
Bar: www.bar.cg.yu/lpa
If you wish to successfully communicate with others, it is necessary:
1. not to ask questions that make your collocutor defend himself/herself. “Why?” is too direct and may be upsetting. “What do you mean” or “Could you explain it to me..” is more adequate;
2. not to interrupt your collocutors. Remember what you wanted to add or ask, and say that after your collocutor has finished. This is one of the basic rules of business etiquette.
HOW TO ...... CHAIR EFFICIENT MEETINGS 
Efficient meetings, whether within your Team/coalition or with external actors, are extremely important for a quality implementation of your activities. In order to chair the meeting successfully, it is necessary to perform certain preliminary actions:

1. define the goal of the meeting, i.e. what we expect to achieve by holding the meeting;
2. determine the attendees (taking into account the goal and results), who will chair the meeting and who will take the minutes;
3. prepare the Agenda; 
4. send the Agenda to attendees at least 3-4 days before the meeting;
5. one day before the meeting, check if all the invited persons are coming to the meeting.
At the very beginning of the meeting, it is useful to set the “meeting rules“. The rules are to prevent some circumstances that could negatively influence the meeting efficiency. Usually, these rules are: switching off of mobile phones, non-interruption of other attendees during the meeting, not leaving the premises while the meeting is in progress, no-smoking rule, etc. The chairman of the meeting should react and remind the attendees every time a jointly-set rule is broken. Also, at the very beginning of the meeting, the chairman of the meeting should inform all the attendees about the results achieved after the previous meeting. In this manner, a system of responsibility is established among the team members.
To keep the concentration of attendees at a high level, it is necessary to:

· choose a good meeting chairman who will focus the attendees on the meeting topic;
· hold short meetings, and if a meeting lasts longer than anticipated, it is necessary to take breaks;
· include all the participants in the meeting (not allow certain attendees to be present at the meeting just physically). 

After the meeting, all the attendees should be sent the minutes, which should clearly state the agreed actions and activities that the attendees should work upon in the coming period. 

The meetings should be organised on a regular basis, but not too often, because in the course of time people get tired of attending meetings. Regular informal communication is recommended for the purpose of monitoring the activities (successes and problems) between two meetings. 
To have an efficient meeting, you should avoid:
1. organising a meeting without a clear reason;
2. offering an opportunity to attendees to “get carried away” when speaking and thus not focus on items of the Agenda;
3. holding a meeting which is longer than 45 min. (that is the duration of attendees’ active concentration); 
4. organising a meeting immediately after lunch (the concentration is considerably lower at that time);
5. adjourning a meeting without coming to clear conclusions and without preparing a plan of activities for the future period.
HOW TO..... WORK WITH SELECTED OFFICIALS
In the process of making LPA, one of the necessary steps will surely be the inclusion of certain officials, who should contribute to the achievement of your goal in some way or another. These officials are: municipal president, mayor, someone from the relevant ministry, representatives of interested donors, etc. To reach your goal, it is best to maintain a good and professional relation with officials you contact. Therefore, you should use each formal or informal meeting with them to:
1. build your relationship;
2. gather information;
3. offer information;
4. lobby for the achievement of your goal.
The following section will be dedicated to what you should do before, during and after the conversation with selected officials.
Before the conversation:


- within the team/coalition, you should agree on the most important issues to be presented to officials; 

- you should define specifically what you wish to achieve by a meeting with officials (inform them about your activities, ask for support, ask for resources, etc);

- try and find out what is the general position/opinion of the official regarding the issue of children and young people and if s/he has so far worked (has not worked) on that issue;

- arrive at the meeting on time.
During the conversation:


- be polite and thank them for something (the least you can do is thank them for the time they have set aside to meet you);

- be brief and to the point in your presentation – officials often do not have much time at their disposal;

- listen carefully and identify areas of mutual interest (whether they are specifically related to your project or not);

- make notes (whenever it is possible);

- explain things you do not agree with and politely ask for a comment;

- at the end of the meeting, leave your contact details.
After the meeting:


- inform your team members/coalition members about the meeting results;

- send additional information to the official (if necessary);

- maintain contact with the official and build your relationship.
What you should not do in your work with selected officials:
1. you should not be impolite, nervous and too forward;
2. you should not give incorrect answers (if you do not know the correct ones);
3. you should not discuss several issues at the same time, i.e. you should focus on the most important one;
4. you should not present too much information and not leave enough time to the official to answer to some of the posed questions.
HOW TO..... PLAN TIME 

Even while defining your goal, you should also think about the time it will take to reach your goal. Goals are generally divided into short-term goals (6 months to a year) and long-term ones, i.e. goals you wish to achieve in the following 5-10 years.

Planning time is extremely important both for the purpose of planning activities you will carry out in a certain period and for the purpose of monitoring (un)achieved results. Both for short-term and for long-term planning of time and activities, it is recommended that these plans be made for the initial period of 6 months.
It is necessary for all team members, and those coalition members who will have specific responsibilities for certain activities, to participate in the planning of time for carrying out certain activities.  The plan should be realistic, i.e. feasible, and it should be accepted by all those who have taken part in its making.

While planning your time, you should take the following into account:

1. annual vacations, i.e. recesses, both for team members and for those with whom we should work on the implementation of certain activities (it is common knowledge that July, August and January are “holiday months”);

2. planned or already confirmed local or national elections (this period is favourable for making contacts and distributing information on your work, but it is usually not a good time for implementing specific activities);

3. realistic time – plus a certain risk (potential delay) – required for carrying out certain activities.

To determine which activities you should work on, who is responsible for them and how much time is required, it is best to use the following table:

Example:

	Objective
	Activities 
	Bearers/

Responsible persons
	Time period
	Expected results 

	
	
	
	
	

	
	
	
	
	

	
	
	
	
	


Experience of LPA Teams:

The experience gained during the work of LPA teams is that the optimal duration of LPA process is 10-12 months. If the process lasted shorter some activities would not be carried out well enough, and in case it lasted longer than 12 months we fear that the whole process would “lose direction” and that you could not keep the attention of people participating in LPA process and keep them motivated.

The proposed duration of envisaged stages in LPA process is:

1. establishing institutional structures, i.e. LPA team – 2 months

2. gathering data and making the situation analysis – 2 months

3. initial consultations – 1 month

4. preparing the Draft LPA for Children – 2 months 

5. consultations regarding the Draft LPA for Children – 1.5 months 

6. preparation of the final version of LPA for Children – 2 months 

7. establishing and maintaining of Dev Info database – during the entire LPA process 

8. monitoring and assessment of LPA process implementation  – regular activity 

LPA teams recommend that, while planning the time, special attention be paid to the date of the adoption of the municipal budget. Namely, if you want certain activities from LPA for Children to be supported from the municipal budget, you have to coordinate your activities with the time needed for your request for financing to enter into the procedure of the budget preparation, i.e. to be included in the Agenda related to the budget adoption. If you do not timely adjust your activities to these frameworks, there is a reasonable fear that the activities proposed in LPA could be adopted/financed as late as in the following budget year.   

To make the time plan realistic and feasible, you should avoid:
1. rushing people, because with all our striving and desire to achieve the goal within the shortest timeframe possible, we should know that it takes time to carry out certain activities well;

2. setting approximate time periods – the time needed for implementing certain activities should be determined on the basis experience and consultations with people who have worked on their implementation previously.

HOW TO ..... GATHER DATA AND CONDUCT RESEARCH 

“Statistical data on poverty among children represent a huge and incomprehensible quantity of child suffering.”

Marguerite Yourcenar

Having established your goal, divided the roles within the team and coalition, commenced building the required capacities and planned the time needed for implementing all the stages within the process of LPA preparation, you should collect the data necessary for a realistic examination of the status and position of children in your local community. You also need the gathered data in order that, on the basis of them, you could plan the activities within each of the above-mentioned stages.  

During the process of data gathering, you should know that there are various types of data:

1. arranged data that already exist in the system, i.e. databases;

2. data that already exist on file, but have not been entered into databases;

3. data that do not exist in databases, but are significant for monitoring and assessment of activities of children at the local level (parents’ positions, types of extracurricular activities, etc);

4. data for which there are no records, but which are very important for monitoring the situation in the local community (e.g. data on economically disadvantaged categories of children do not exist on file, but they are essential because certain financial resources are set aside for this category of children).

You can obtain the necessary data from:

· Republic Bureau of Statistics and authorised institutions for data gathering –  the Law on statistical research defines who gathers data at the republic level, who provides data, to whom data refer, which characteristics are collected, at which level and at how often;

· Competent local institutions, such as: schools, health centres, social work centres, financial and public service departments within the Municipal Assembly.

Methods of data gathering:

1. censuses;

2. polling;

3. establishing a record, i.e. collecting new data that will, by regular gathering, become standard data sources (data on children with special needs, data on people on welfare, data on minorities, etc).

There are several methods of data collection by polling. These methods are:

·  face to face;

·  phone poll;

·  postal method;

·  Internet poll.

If, at the level of local community, there is a small number of data providers, i.e. institutions that may provide you with necessary data, then you should gather data from all providers. If you have a great number of data providers at the level of local community, you should use a sample. 

A representative sample is based on the previously known probability of choice of each unit in the sample, and thus the conclusion may refer to the entire population. It is important to select a sufficient number of units in a sample in order that the conclusion drawn on the basis the sample could be reliable.

The defining of a sample and its coverage should be performed by an expert in that area.

To conduct a research and gather all the needed data, it is necessary to pass through all the research phases:

1. defining the goal – why data are collected;

2. defining the methodology – selecting a method of data gathering; selection of a sample;

3. securing financial resources for conducting the research 

4. defining research instruments – defining the basic set, i.e. where the sample is selected from, preparing the questionnaire, defining the instructions for pollsters’ work, etc;

5. selection, i.e. sample preparation;

6. training of pollsters;

7. field work (polling);

8. control of pollsters’ work – control is performed by supervisors, i.e. research organisers;

9. questionnaire coding;

10. data entry;

11. logical control of entered data;

12. data processing;

13. writing reports, i.e. Situation analysis;

14. entry of the most important data into DevInfo database.

In order that collected data would be relevant, you should (or what to avoid?):

1. avoid working with an undefined basic set

2. determine a good sample on the basis of which you may draw reliable conclusions 

3. precisely define questions in the questionnaire, on the basis of which you may obtain precise and clear answers 

4. hire experts trained for data gathering 

HOW TO.... USE AND MAINTAIN A DATABASE 

A database system is a very important instrument for monitoring the implementation of action plans. The system should make it possible to store all the relevant data referring to social development indicators in one place, and to easily search information and create reports. Likewise, the system should enable a simple and efficient management of data and their exchange.

At the moment, there are no standardised procedures for data collection at the municipal level. Only the procedures for data gathering for the republic level have been defined, by republic bodies. These data are available with republic bodies and it is possible to obtain them only at a special request. That is why it is necessary to create a complete methodology of the manner of data recording at the local level. It should be standardised for all municipalities so that municipalities could be better compared, and also for data collection for the republic level. This would enable the defining of standard procedures in all municipalities, regardless of the manner of recording, exchange between institutions at the local level, and organising in a unified database.

What is DevInfo?

DevInfo is a computer programme which enables the creation and manipulation of databases related to development indicators. It makes it possible to organise indicators from different areas (healthcare, education, economy, social policy, etc) in one integrated database system, from which all necessary data may be obtained in a quick and simple manner. With the obtained data you may create tables, graphs and maps, which may further be used in various reports and presentations.

The source code of the computer programme DevInfo is owned by UNICEF. Since DevInfo has been approved for global usage, UNICEF does not pose limitations on this database and its usage. It means that DevInfo may be freely used by all users who have the software, without paying the licence. In cooperation with other UN Agencies, governments and partners, UNICEF mobilises all the necessary resources in order to ensure the exercising of the rights of the child and the exchange of all the necessary information.

Due to its capabilities, DevInfo database software has been chosen for monitoring the Millennium Development Goals (MDG) within the UN system. DevInfo system is of strategic significance, and currently it is used in more than 100 countries. It will continue to develop in the future, and it is very important to point out that it will be possible to use databases created in DevInfo programme via Internet as well.

For more information on DevInfo computer programme, please visit the following Internet address: www.DevInfo.org.

Who should use the database?

Primarily, the database should be used by all those who participate in the process of LPA preparation and monitoring of LPA implementation, as follows: decision makers at the municipal level, institutions participating in LPA implementation, and implementation monitoring team.

In addition, the database may also be used by all those who are in any way included in development projects. The correct making of decisions is based on relevant and founded data, and Devinfo database is a very efficient means of utilising such information.

DevInfo database should be used in all the stages of LPA implementation: planning stage, creation of LPA document and LPA implementation monitoring. 

 How to identify indicators?

In general, indicators may be classified into several groups: demographic, economic, social welfare, education, healthcare, environment and public utility provision.

A preliminary set of indicators is defined on the basis of a vision describing what LPA should contain, as well as on the basis of the possibility of data gathering. While creating the preliminary set of indicators, data available at the municipal level are also used (development plans, municipal databases, etc). A precisely defined set of indicators used in the national DevInfo
 database is an excellent framework and starting point for defining local indicators. LPA indicators are developed during the whole process of creating LPA documents.

For the local level, the most important thing is to organise a database with indicators that will follow the basic events relevant for the local level. The database is organised by a person from the team, trained for working on databases. Priorities are defined by the Municipality itself, which makes them more specific through the process of preparing LPA for Children. 

How to monitor and measure results?

In order to successfully monitor the implementation of LPA for Children, it is necessary to build a quality and efficient monitoring system. The most important factors for building a successful system are:

· Precisely defined and efficient set of indicators. It is necessary for indicators to be usable and precisely defined with all their characteristics. Also, LPA for Children has to contain a defined target value which you wish to achieve with an indicator at the end of the monitoring period.

· Precisely defined responsibilities and competence related to data gathering. For each indicator, you have to precisely define who will be responsible for data collection during the monitoring period. For indicators for which there are no data in the system, i.e. in the database, it is necessary to secure resources in the budget by the end of the monitoring process.

· Communication and setting of standards. In order to successfully monitor LPA implementation, all factors should communicate on a regular basis. To all database users, Database Administrator must regularly send updated data and all the necessary information on indicators. Likewise, there must be feedback from database users. Reports on progress in LPA monitoring process are created on the basis of available data. 

Experience of LPA Teams

At the beginning, we said that in Kragujevac, Sjenica, Pirot, Bijelo Polje and Bar, the Municipal Team and the Inter-sectoral Committee were responsible for LPA process implementation. In each city, the Municipal Team consisted of LPA Coordinator, Assistant Coordinator and DevInfo Coordinator. In a letter sent by the Municipality, all important institutions were requested to appoint their representatives (persons with experience in working on data collection and processing) who will become members of DevInfo Working Group. Together with members of his/her team, DevInfo Local Coordinator was responsible for gathering data necessary for creating LPA and monitoring its implementation. 

Representatives of the municipal administration (Information Technology Department and Section for Births, Marriages and Deaths) were also members of DevInfo Working Group. During the entire LPA process, DevInfo Working Group actively cooperated with the Inter-sectoral Committee, and DevInfo Coordinator has to be a member of the Committee as well.

The process of defining indicators for LPA process monitoring was managed by the Inter-sectoral Committee through the work of its sub-teams (healthcare, education, social policy, etc). Members of DevInfo Working Group offered all the necessary technical assistance with the defining of indicators and reported to the Committee about the gathered data. DevInfo Coordinator was responsible for the regular update of data. On the 5th day of each month, s/he sent the updated database to all relevant institutions and s/he published data on the Internet website
.
Also, all the members of the Inter-sectoral Committee should receive DevInfo training.
In order that the database could be useful and easy to use, you should not:

1. collect and enter into the database a great number of data for which there is no secure source and certain reliability; 

2. enter data whose gathering is too expensive, and the information value of the collected data cannot justify the invested resources;

3. gather and enter data if they are not updated on a regular basis.

HOW TO...... MAKE A SITUATION ANALYSIS 
“LPA process has helped me understand how many children are poor and marginalised and, in general, how many children need our help. “

Participant in LPA Process

When data are gathered and entered into the database, you should proceed with the preparation of the situation analysis. The situation analysis or analysis of the situation gives a survey of the status, i.e. situation at the local community level. The situation is analysed according to various segments:

1. education 

2. healthcare 

3. social welfare 

4. position of children with special needs 

5. position and rights of children deprived of parental care 

6. information dissemination etc.

In the process of preparing the situation analysis should be included the representatives of all relevant institutions at the local level, but, according to need, external consultants may be engaged as well.

The situation analysis is used for:

·  examining the existing status 

·  becoming aware of trends by areas 

·  determining the main indicators influencing the creation of trends by areas

·  becoming aware of the causes of these trends at the local community level

·  defining recommendations for improving the quality of children’s life in the local community 

Experience gained during LPA Process:

The situation analyses prepared by LPA Teams in Kragujevac, Sjenica, Pirot, Bijelo Polje and Bar can be found at the Internet addresses of these LPA Teams
.

Process of preparing the Situation Analysis should not begin:

1. before all the relevant data have been collected

2. if you do not have a clear concept what you wish to achieve with the Situation Analysis 

3. before the structure of chapters within the Situation Analysis has been defined
HOW TO...... SET PRIORITIES 

The goal of LPA for Children is to work – within a clearly defined time period – on the creation of the environment/conditions that will encourage the development of children and young people and their active participation in the work of the local community. Achieving this goal is possible if the work of various services responsible for childcare is synchronised. Unfortunately, this synchronised acting is often impossible due to the lack of capacities (personnel, financial, technical, etc) or due to the fact that it is realistically impossible to deal with all the problems simultaneously. 

Precisely because of that, it is necessary to set priorities, i.e. areas /activities which you should tackle first, in order to create better conditions for carrying out other activities and achieving the goal in general.

A well-defined priority should be:

1. realistic, i.e. feasible;

2. comply with the actual capacities;

3. founded on realistic needs of a certain target group or the community in general;

4. agreed on, i.e. the decision on it should be made, by all (or the majority of) those influenced by the solving of that priority.

In defining priorities, it is extremely important that you bear in mind the budget limitations that may influence its carrying out, but they should not be the basic limiting factor. Budget resources are just one of the sources from which you can obtain resources for achieving your priority. In cooperation with your partners, you can make a list of potential donors and create a plan how to present them your activities and plans and how to ask for their support.

Remember, money is not always the only problem. Often, the lack of motivation, initiative and cooperation, rivalry, mistrust between certain partners/participants in the process and unwillingness to act represent much greater obstacles in your work, than the lack of financial resources.

Priorities should be set on the basis of:


- relevant data from the database, as well as on the basis of data gathered during various researches, meetings and focus groups;


- talks with children, parents and childcare institutions;


- conversations with representatives of local authorities (responsible for childcare and financial resources).

A priority should be set by children, parents, and local government on the basis of researches, focus groups, forums and realistic needs of the local community.

Experience of LPA Teams

Due to the fact that the essence of LPA was not understood, at the beginning people “got off the track” during the identification and selection of goals; they overemphasised the importance of certain areas and segments of the plan, and there were unrealistic ambitions and straying. Through the work at joint meetings and focus groups, examination of the collected data, re-examination of all priorities, and constant accentuation of the significance of goal feasibility, the plans of LPA teams were corrected in the course of time. Thus, the “list of nice wishes” turned into realistically based and jointly agreed priorities.
A priority should not be:

1. “political”, i.e. a priority imposed by certain political parties, which most often serves for “gathering points” during a pre-election campaign. Priorities set in this manner are frequently short-lived, i.e. they often sink into oblivion immediately after the elections;

2. a reflection of personal ambitions of those who are in the position to make decisions; 

3. a reflection of the prevailing of one profession (area of interest) over others. 

HOW TO ...... MAKE A LOCAL PLAN OF ACTION 

On the basis of the realistic status and needs of children within the local community, LPA should define short-term, mid-term and long-term actions whose goal is to improve the quality of children’s life. As it was said at the beginning, LPA for Children is not a goal in itself, but an instrument for exercising children’s rights and improving the position of children in local communities. 

Precisely for that reason, in the preparation of LPA for Children should be included both those that will be most influenced by the proposed activities (children and parents) and all the relevant childcare institutions at the local level. 

Before beginning the preparation of LPA, it is necessary to define the contents of LPA chapters, i.e. to define areas to be processed within LPA. A clearly defined table of contents is of great significance while making LPA because, in a way, it directs the consideration of a certain area/topic and of the proposed activities within these areas.

Most often, the LPA table of contents consists of:

1. Introduction – why you proceeded with preparing LPA, who participated in the process of making LPA, in which time period, etc.

2. Description of the situation in the local community – made on the basis of the Situation Analysis.

3. Priorities of the local community – which result from the process of consultations with all the relevant participants in the process of LPA preparation. Within each priority, the following issues are processed:

a. Current status;

b. Strategic goal;

c. Objectives;

d. Activities;

e. Activity bearers;

f. Financing sources; 

g. Indicators.

4. A table survey of the Plan of Action, where the following should be briefly stated: goal, planned activity, person responsible for its implementation, and timeline.

5. Budget – in which it is stated the amount of financial resources necessary for carrying out the mentioned activities in the planned period.

6. Attachment – the attachment most frequently contains additional statistical or quality data, describing in more detail some of the problems stated in LPA, etc.

After establishing the contents of LPA, together with their coalition partners, team members should define the areas/topics they can process themselves on the basis of the gathered data and experience gained, and for which areas they need assistance of external experts. During the process of LPA preparation, you should make a good division of work among those who are included in the process of the writing of the plan and, for the writing of certain sections, you should hire persons who are the greatest authorities on the given area. 

If all the relevant data have been gathered and if the LPA table of contents has been clearly defined, the process of making a Draft LPA for Children usually lasts about 2 months. After the Draft has been written, it is submitted to all the relevant actors for their comments. Experience has shown that consultations about the Draft LPA usually last 30-45 days, but naturally, this period can be longer – depending on the number of processed topics in LPA, number of consultations/meetings held, number of participants in consultations, etc. After the consultations and after you have collected comments, suggestions and recommendations, you should proceed with preparing the final version of LPA for Children. 

The process of writing LPA for Children (writing of the draft, consultations and writing of the final version) usually lasts about 6 months.

LPA is usually written for a period of 5 years. After that period has elapsed, an assessment of the achieved results is performed. On the basis of the achieved results and the gathered data on the changes that occurred in the local community in the previous period, you should proceed with preparing a new LPA.

Experience gained during LPA process:

LPA teams in Kragujevac, Sjenica, Pirot, Bijelo Polje and Bar defined the following areas, which were processed within their LPAs: 1) poverty reduction among children; 2) improvement of children’s education and culture; 3) children’s health; 4) improvement of the position of children with special needs; 4) position and rights of children deprived of parental care; 5) protection of children from abuse and neglect, and asocial behaviour decrease; 6) information available to children and parents. 

This selection of LPA contents is based on a wide spectre of problems encountered by children in the above-mentioned cities, on the one hand, and the abilities of local governments to contribute to their solving in accordance with their authorisations, on the other hand. 

All the activities mentioned in LPA for Children in these cities should be carried out in the period from 2005 to 2010. 

LPAs for Children prepared in Kragujevac, Sjenica, Pirot, Bijelo Polje and Bar may be found at the Internet addresses of these LPA teams.

What you should not do while preparing the draft plan of action:

1. you should not speed up the process of writing and consultations, because in that way you influence the quality of LPA

2. you should not adjust the activities stated in LPA to the interests of, e.g. local authorities or donors, because you do not solve the actual problems of your local community in that way, but you fulfil the  wishes of potential financers, on a short-term basis. 

HOW TO ...... CHECK THE QUALITY OF A PLAN OF ACTION, i.e. ……………..…..CONDUCT CONSULTATIONS 

When the Draft LPA for Children has been written, before its final adoption it should be presented for public discussion. Although representatives of relevant childcare institutions were involved in the making of LPA for Children, LPA team is obliged to present the proposed activities to all those who are interested, within the local community, and in that way enable them to state their comments and proposals. Consultations are a kind of an external evaluation of the work you have done up to that moment, and they can help you note your omissions, elaborate certain segments, and thus improve the quality of LPA for Children.

The Draft LPA should be examined and discussed by: 

1. children and parents, i.e. those who are influenced the most by the proposed activities;

2. expert public;

3. representatives of local authorities (responsible for childcare and budget resources);

4. representatives of non-governmental organisations, i.e. those who have experience in working on the same or similar activities;

5. potential donors (those who already support similar activities or those who plan to do so in the future);

6. representatives of the media.

Prerequisites for successful consultations:


- sufficient time for preparing and holding consultations;


- timely informing of the public about the beginning of consultations;


- publishing of the Draft LPA for Children (through the media, by publishing the Draft on the Internet website, by printing a certain number of copies to be made available to the public usually in the responsible department in the Municipal building, by sending the Draft LPA to all the relevant institutions, etc);


- beginning the consultations 10-15 days after the Draft LPA has been published and forwarded. In that way, all those who wish to participate in the consultations will have enough time to read the Draft and give their constructive comments.

In addition to the proposed activities, the Draft LPA for Children should contain the information on all who participated in preparing the Draft, in which period, on the basis of which data certain activities were proposed, with whom the consultations were held, who were your partners and the like. By stating these data, you will eliminate potential ambiguities, offer explanations of certain proposed activities, and in that manner you will have more time for commenting essential issues in LPA for Children.

After the consultations, you should send feedback, i.e. you should inform the public (through the media, by writing a letter to relevant institutions, by putting up a notice on the notice board in the Municipal Building, etc) about the comments which were adopted, and explain why certain comments were left out of the final version. In that way, besides expressing your gratitude for the proposed comments, at the same time you establish better communication and trust with the interested partners and the local community in general. In this manner, you also spread the number of potential partners in LPA implementation. 
Consultations may be held through:

1. public discussions, round tables, meetings;

2. polls in schools and among citizens;

3. polls in relevant institutions;

4. focus groups (with various target groups – children, parents, media, NGOs, experts, etc);

5. Internet poll.

The actual time necessary for preparing and carrying out consultations is 1-2 months.

Consultations should not be:

1. pro forma, i.e. organised without a real wish/need to discuss and potentially adopt comments and suggestions;

2. conducted only among like-minded people;

3. must not lack the true participation of children.

HOW TO ...... OVERCOME PROBLEMS 

In everyday work, especially teamwork, it is normal to encounter certain problems. They may help you examine certain circumstances more clearly and thus assist you in your work, but also they may endanger, to a lesser or greater extent, the carrying out of future activities and achievement of the goal in general. However, regardless of their effect, it is of exceptional importance to realise in time that a problem exists. The easiest way to solve a problem is while it is small, and its early detection is one of the best mechanisms for its quick elimination.

In each work, there are two kinds of problems:

1. internal;

2. external.

Internal problems are those that appear within a team. Organising regular working meetings is the best way to recognise and solve internal problems. Within each working meeting, you should plan the time dedicated to discussion of problems and potential solutions. The prerequisites for being successful in this approach are openness and sincerity of each team member, as well as a sincere wish to solve the problem. A mediator for solving internal problems may be the team leader or a team member, but if their mediation has not given the desired results, you may call for help a neutral party, i.e. an expert chosen by all the parties “in dispute” – somebody with experience and credibility (e.g. UNICEF, local non-governmental organisation, etc).

The following may prevent the appearance of internal problems:

· clearly-defined work description and responsibility of each team member;

· clearly defined hierarchy within the team;

· building of capacities (training) in the area of “Conflict Solving Strategy”.

External problems are those that arise and exist outside the competence of people in charge of LPA process, and they usually appear due to socio-economic circumstances in the country, shifts in politics/disagreements, but also due to circumstances at the local level. Frequently, LPA Team cannot influence these problems. However, regardless of that, it is in the position to do the following:


- realistically examine the situation and estimate which factors may influence LPA process;


- carry out consultations with partners and establish what kind of support it can count on in the coming period;


- define the internal “defence strategy”, i.e. plan of activities, with regard to potential dangers and offered assistance, in case external circumstances start endangering LPA process seriously. In this situation, assistance of coalition partners may be of great significance.

During periods when you have to face your problems, the most important thing is the motivation of team members and their perseverance in striving to carry out the targeted goal. There will always be problems, and as one sociologist said a long time ago, “we have to understand that we do not change the world by moving mountains, but by rolling stones”. 

Experience of Kragujevac and Sjenica:

Kragujevac and Sjenica are cities where LPA process “survived” without any problems the local elections, i.e. the structural change of municipal authorities resulting from political changes. This, relatively frequent, external problem – which is usually manifested in the rejection of new authorities to continue working on something which the former authorities commenced – could have been a big problem in LPA process. It could have been, but it was not! What the politicians in Kragujevac and Sjenica realised on time and what they applied is that political fighting ends when the elections finish, and that after their coming to power, expertise should come first, not politics. Accepting all the positive things that the previous authorities initiated or did up to that moment is the way to do a good deed for the local community, but at the same time to continue holding the gained position. This “recipe” is much easier to apply in smaller communities, because putting work, and not your own interests, in the first place is the best recipe for continuing your life in the same, relatively small, environment. It is equally important how skilled the new political leader is to recognise the significance of certain actions and continue hiring those people who have, up to that moment, successfully worked on their planning and implementation. 

What hinders the solving of problems:

1. partiality of mediators; 

2. intolerance of team members; 

3. putting personal interests above the general ones. 

HOW TO...... EVALUATE YOUR ACTIONS 

The evaluation of your efforts is the basis of your success. Evaluation should not be made only at the end of the process, but also during the process of LPA preparation, because that is when you can correct the mistakes in the best way, and make up for the omissions. Presenting your success will help you stay motivated, and facing your omissions will stimulate you to think more seriously about “What next?”

The evaluation may be public, internal and external. The public evaluation (e.g. previously stated consultations with the public) of your efforts is a good method to create trust and responsibility in the eyes of your partners and the public. 

The internal evaluation is usually made by the Team Leader and it can be carried out through/by:

1. anonymous filling out of an evaluation questionnaire;

2. interviewing each team member;

3. joint discussion.

The external evaluation is generally made by donors themselves or hired experts. Some donors require monthly evaluations, but in practice evaluations are normally performed in the middle or at the end of the process.

What should be avoided during an evaluation:

1. giving incorrect or incomplete answers that may create a wrong picture of LPA process. It should be in your interest to reveal defects in order to improve further LPA process, and not to cover up information for the sake of “embellishing” the process and its results;

2. giving vague answers, if questions are not clearly defined. 

HOW TO ...... CELEBRATE SUCCESS 

Although we all like celebrating our success in some way, it often happens that we fail to celebrate the achieved results due to the lack of time, other obligations and deadlines which we have to meet, or simply due to poor organisation. 

To avoid this in the future, you should remember why it is important to celebrate a success:

1. because celebrating a success is a good motivation for further work;

2. because, by celebrating their success, people establish better communication and thus deepen their relationship;

3. because you have finished a big job and you deserve to celebrate your success.

You should celebrate your success with your associates, partners, family, etc. The celebration may be small and symbolic (within your team) or public – covered by the media and attended by a number of people who have helped you in various manners in the process of LPA preparation. Considering that your devotion to and work on LPA process were sincere and public, such should also be the celebration of your success. 
HOW TO...... CONTINUE WORKING SUCCESSFULLY 

“The real work has only just begun – after we have prepared LPA for Children. Its implementation is the most important and the most specific part of the entire LPA process”.

Participant in LPA process 
Only when the preparation of LPA for Children has finished, when it has been adopted by municipal authorities and when financial resources have been secured for some of the proposed activities, the real work at the local community level is about to begin. 

So far, a great number of strategies, plans of action, proposals, and recommendations have been written in Serbia and Montenegro. A certain number of people have been included in their preparation, there were local initiatives, consultations were held with various social actors, resources have been invested, etc. Unfortunately, experience has shown that the greatest part of the work finished precisely after these documents were written. Without a clear vision where to go further, without motivation to continue in that direction, without secured financial resources, and with frequent change of authorities, laws and regulations or something else, the implementation of activities envisaged in these documents occurred rarely, or not to an extent necessary for enabling these activities to cause a change in the society. 

Therefore, during the entire process of preparing LPA for Children, you should bear in mind that, in order to achieve the set goal, the most important phase is the one that comes after LPA preparation. The most important thing is implementation, i.e. concretisation of envisaged activities. In order to achieve that, it is necessary for you to lobby for and promote the activities envisaged in LPA. In that way, on the one hand you will exert pressure on people on whom the implementation of LPA activities depends, and on the other hand you will influence those working on the preparation of other plans of action and strategies at the national and local levels to set the satisfying of children’s needs and improvement of the quality of their life as one of their goals/priorities.
Many circumstances may influence the delay or non-implementation of LPA, but whether the implementation will really happen depends only on your persistence and determination. And remember – everything you do, you do for your CHILDREN. They need it and they deserve it!

****

In the following section are presented the thoughts, proposals and recommendations of LPA teams from Kragujevac, Sjenica, Pirot, Bijelo Polje and Bar concerning how to:

1. institutionalise the implementation of LPA for Children;

2. gather the necessary resources for the carrying out of LPA activities;

3. improve consultations with children and young people;

4. institutionalise DevInfo database.

Institutionalisation of the implementation of LPA for Children 

The work on the implementation of LPA for Children should be institutionalised through a permanent working body, whose activities would be financed from municipal budgets. The said working body (e.g. LPA team, Centre for Child Rights, etc) would be responsible for:


-   monitoring the implementation of LPA for Children;


-   coordination with other sections/departments within the Municipality, regarding the implementation of LPA for Children;


-   monitoring the work of DevInfo Working Group;


-   reporting on results achieved during LPA implementation; 


-   early detection and elimination of problems arisen during LPA implementation;


-   mediation between the local government and other bearers of activities from LPA;


-   maintaining contacts with other participants in LPA process (children, parents, relevant institutions, local community);


-   proposing amendments to LPA based on consultations with participants in LPA process;   


-   maintaining contacts and exchanging experience with UNICEF and other LPA teams in Serbia and Montenegro; 


-   linking with the Council for the Rights of the Child of Serbia and the Child Rights Committee of Montenegro. 

Gathering resources for LPA implementation  

The necessary resources for implementing LPA for Children can be obtained from several sources. We shall state just a few:


a)  from the Republic budget, i.e. relevant institutions whose activities are financed from the Republic budget. In cooperation with Council for the Rights of the Child of Serbia and the Child Rights Committee of Montenegro and relevant institutions, it is necessary to determine activities for whose implementation you can obtain their support (e.g.: it is possible to open a counselling centre for young people within a hospital, etc). In that way, you will institutionalise the work on these activities, i.e. in time they will become compulsory (and therefore financed) activities of the given institution. Also, you will secure the necessary working premises, trained staff and other necessary capacities. Taking into account that it is necessary to have an approval of Republic bodies in order to include new activities in the work of existing institutions and their financing, it is possible that the process of institutionalising activities from LPA will take some time. Do not get discouraged because of that, this may be a “slow” process, but it is the most sustainable in the long run.


b) from the municipal budget. Asking for financial help from local authorities is an extremely important segment of the work on the making and implementation of LPA. Namely, if you want certain activities from LPA for Children to be supported from the municipal budget, it is necessary to inform the responsible people from the Municipality on time and include them in the process of preparing LPA and then to lobby for the financing of certain activities. Your request for financing should enter in the budget preparation procedure on time, i.e. it should be included in the Agenda related to the budget adoption. Considering that local budgets are limited and that they are spent on satisfying various needs of the local community, this manner of financing LPA activities is (especially if it is a question of greater financial resources) often not sufficient. Nevertheless, any support from local authorities is vital and it represents a good basis for future cooperation.


c) from non-governmental organisations (NGOs). Since they have a long experience in the work in the local community, representatives of NGOs are “natural” partners in LPA implementation. They are quite flexible in their work, and a number of their activities support the implementation of LPA for Children. However, this financing source is not dependable in the long run. It depends on the financial resources NGOs gather from various donors, and considering that foreign donations in Serbia and Montenegro are gradually decreasing, it is not realistic to expect that this form of financing will ensure long-term continuity in the implementation of LPA activities. Notwithstanding, experience, motivation and willingness of NGO representatives to get involved in LPA implementation are very significant, and may be of great importance for lobbying for and promoting LPA activities. 

Consultations and work with children and young people 

In order to continue the cooperation with young people during the process of LPA implementation as well, it is necessary to:

· support the forming of sectoral groups for young people in schools and to hold regular meetings, focus groups and workshops;

· support the forming of groups, in schools, for support of marginalised children (poor children, children from rural areas, minorities, etc) in order that their problems and needs could become more visible and that people would work on their fulfilling;

· establish constant communication between representatives of local authorities and schools;

· organise regular meetings with representatives of children, relevant institutions, teachers, parents and representatives of authorities;

· include representatives of children and young people in the lobbying for and promoting of LPA; 

· include representatives of children and young people in the monitoring of LPA implementation; 

· appoint a “child ambassador” for the local community;

· organise the socialising and exchange of experience between schools and municipalities participating in LPA preparation.

Institutionalisation of DevInfo Database 

It is necessary to work on the institutionalisation of DevInfo database by:


- forming a section which will be responsible for the constant monitoring and alteration of data, on the basis of data that all participants from the local community will be obliged to send them on a monthly basis;


- amending the Law on local government, and thus legally institutionalise the use of DevInfo database in all public services founded by the Republic, i.e. local government, and dealing with the relevant areas. 

� UN Special Session for Children, 2002


� www......


� According to the UN Convention on the Rights of the Child  ”children are people under 18”.


� Focus groups are the most commonly used method in quality research, where the goal is to learn as much as possible about the attitudes, beliefs, motivation, and behaviour of a certain target group (e.g. young people, old people, medical workers, representatives of local authorities, etc). The optimum number of respondents in a focus group is 8 to 10.





� www.... INTERNET ADDRESS??????


� www....


� Kragujevac:� HYPERLINK "http://www.kragujevac.org.yu/lpa" \t "_blank" �www.kragujevac.org.yu/lpa� , Sjenica:� HYPERLINK "http://www.sjenica-lpa.com" \t "_blank" �www.sjenica-lpa.com� , Pirot: � HYPERLINK "http://www.pirot.org.yu/lpa" \t "_blank" �www.pirot.org.yu/lpa�, Bijelo Polje ????? , Bar: www.bar.cg.yu/lpa





� Kragujevac:� HYPERLINK "http://www.kragujevac.org.yu/lpa" \t "_blank" �www.kragujevac.org.yu/lpa� , Sjenica:� HYPERLINK "http://www.sjenica-lpa.com" \t "_blank" �www.sjenica-lpa.com� , Pirot: � HYPERLINK "http://www.pirot.org.yu/lpa" \t "_blank" �www.pirot.org.yu/lpa�, Bijelo Polje ????? , Bar: www.bar.cg.yu/lpa
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