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Introduction

This manual, Secondly: strategy, is the result 
of a project carried out by the School for Leaders 
Foundation as part of the strategic partnership 
in the youth sector, which forms part of the Eras-
mus+ Program.  

The following three Polish community organi-
zations which are run by the alumni of the pro-
grams of the School for Leaders are the partners 
of the project: 
1. Polonia Nova Cultural Association from Hun-

gary, 
2. ProjektPolska.is from Iceland and 
3. Polish Cultural Festival Association from Scot-

land.

The project “Leaders in a minority organi-
zation. Raising the operating standards of the 
organizations that work on behalf of the mobili-
zation of the young representatives of the Polish 
community” was aimed to reinforce the potential 
of the Polish community organizations that act on 
behalf of the civil education of the young repre-
sentatives	of	the	Polish	community	abroad	(aged	
18-30)	in	the	EU	countries.	In	the	first	place,	they	
were partner organizations. In the second place, 
they will be all Polish community organizations 
that we present in this manual.

Similarly	to	the	first	manual	of	this	cycle,	First: 
diagnosis,	this	publication	was	also	financed	with	
the funds of the European Commission as part 
of the Erasmus+ Program. However, its content 
reflects	only	the	opinions	of	the	authors	and	the	
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European Commission or the National Agency 
(Foundation	for	the	Development	of	the	System	
of	Education)	is	not	responsible	for	any	use	of	
information presented within the manual. This 
publication is a result of many months of work of 
four partner organizations, starting from March 
2016.

That's when the training session was held, 
which was dedicated to the methods of strategic 
planning and the construction of the strategy of 
development of a Polish community organization, 
with	special	regard	to	the	specifics	of	work	with	
young people. During the training session 20 peo-
ple from 4 partner organizations prepared to run 
strategic planning with regard to youth policy. 
The comments and the cases collected during the 
training session and within the following months 
of hard work of the particular partner organiza-
tions in the area the strategy, additionally sup-
ported with the knowledge of the FSL experts, 
were used to create this publication. The manual 
is to be an accessible and practical guide on how 
to create the strategy of development of a Polish 
community organization, with special regard to 
the	group	of	youth.	In	the	manual	you	will	find	
the particular stages through which an organi-
zation that creates the strategy may go in their 
entirety or of which they may choose the most 
interesting elements. We encourage you to get 
familiar with the publication and to use it in your 
everyday practice in your own organizations. 
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Polish diaspora in the countries of the  
European Union

The Polish diaspora in the countries 
of the European Union is an interesting-
ly complex topic and as such it deserves 
multi-volume publications. Such pub-
lications would at least offer a chance 
to capture to some extent the diverse 
character of this environment and all the 
issues related with it.  My goal is to draw 
the picture of the Polish diaspora in the 
European Union, which may provide a 
basis for the further part of this manual. 
It is thus the introduction to the de-
scription of the methodology of strategy 
creation by the organizations that aim to 
support the youth originating from the 
diaspora community. 

To a large extent, I will base my con-
clusions on the experience gained during 
nearly eight years of cooperation with 
the leaders of the Polish communities 
all over the world. During this time I 
had an opportunity to get to know many 
valuable people who tirelessly dedicate 
their time and energy to such issues as 
the improvement of the quality of life of 
the Polish diaspora, the retention of the 
Polish identity and the promotion of Po-
land in the countries of their residence. 
As part of my work, I have cooperated 
with numerous institutions and organi-
zations that deal with supporting and 

researching the Polish community and 
the Poles who live abroad – the Ministry 
of	Foreign	Affairs,	the	Senate	Office,	the	
diplomatic posts, the universities and 
the Polish non-government organiza-
tions.  The most important partners were 
the representatives of a few hundred of 
Polish community organizations that are 
active within a few dozen countries in 
the world. 

Those experiences gave me an oppor-
tunity to get familiar with and to under-
stand the diverse perspectives on the 
Polish community issues. And, though 
my knowledge is still not complete, I will 
do	my	best	to	fulfil	the	task	described	
above in a possibly synthesized and clear 
way.

The number and the 
characteristics of the 
members of Polish diaspora in 
the European Union

According to the different estimates, 
the number of the members of Polish 
diaspora amounts to between 18 to 20 
million people. It means that about one 
third of the people who identify them-
selves as individuals of Polish origin live 

Polish diaspora 
in the countries of 
the European Union
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The Polish diaspora that lives within 
the European Union makes a very diverse 
group. That's why I decided to apply the 
term diaspora instead of Polish commu-
nity	or	Poles	abroad	(both	of	which	terms	
in	my	view	do	not	reflect	this	diversity).	
Starting from the period and the factors 
that contributed to the fact that the par-
ticular groups found themselves outside 
of Poland and applying far reaching sim-
plifications,	I	would	like	to	distinguish	
four basic groups within the Polish dias-
pora that lives within EU:
1. Poles abroad – the individuals who 

have never made a decision to leave 
Poland. They found themselves out-
side the country due to the shift of the 
borders. Within the European Union 
they are mainly Polish minorities who 
live within the territory of Lithuania 
and Czech Republic. 
Those are the circles that actively 
fight	for	the	rights	of	the	Polish	mi-
nority in their countries of residence, 
such as keeping the knowledge of the 
Polish language and culture. They are 
also	active	in	local	governments	(in	
Lithuania)	and	in	the	politics	on	the	
national level. They run institutions 
and organizations that have been op-
erating for years and deal with many 
aspects of the functioning of the Pol-
ish minority. 
The representatives of this group have 
different attitudes to their current 

identity. For example, during my co-
operation with the Polish communi-
ties in Lithuania I had an opportunity 
to work both with the Polish commu-
nity	leaders	defining	themselves	as	
Poles who live in Lithuania, those who 
considered themselves the individuals 
of Lithuanian citizenship and Polish 
nationality, and those who would call 
themselves Lithuanian citizens of Pol-
ish roots.

2. Polish community – the individu-
als	who,	often	under	the	influence	of	
political or economic situation, would 
decide to leave Poland and to settle 
down for good in another country. 
In this group I include the individu-
als who emigrated before the system 
transformation in Poland and before 
the access of Poland to the European 
Union. The members of the Polish 
community are normally well-rooted 
and	self-sufficient	in	their	countries	
of residence. The representatives 
of the community often make the 
second, the third or even the older 
generation of Polish origin. Within 
the European Union the Polish com-
munity lives above all in the countries 
of	the	Western	Europe	(though	you	
may	also	find	the	Polish	community	
concentrations, not necessarily nu-
merous, in other countries of the Eu-
ropean	Union).	The	Polish	community	
has often well established structures 

abroad. According to the data collected by the 
Ministry of Foreign Affairs of Poland at the end of 
2012 nearly 5 million from among this group live 
within	the	European	Union	(excluding	Poland).		

The Polish diaspora in the countries of the European 
Union

Acc. “Atlas polskiej obecności za granicą” (Atlas of Polish presence 
abroad) published on the website of the Ministry of Foreign Affairs of Poland

Austria 80 K

Belgium 90 K

Czech Republic 130 K

Denmark 34 K

France 1 M

Greece 13 K

Spain 85 K

Holland 180 K

Ireland 150 K

Iceland 10 K

Lithuania 200 K

Latvia 46 K

Germany 2 M

Norway 77 K

Romania 2 K

Sweden 110 K

Hungary 6 K

United Kingdom 580 K

Italy 109 K
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for which the main goal is to keep the 
Polish identity, to promote the Polish 
culture and to develop the coopera-
tion within the particular groups of 
professionals	(e.g.	among	the	doctors	
or	the	engineers	of	Polish	origin).	

3. The Poles who live abroad – I use 
this term to describe the individuals 
who decided to change their place of 
residence after the access of Poland to 
the European Union taking the advan-
tage of the new opportunities related 
with the free movement of people, the 
funds to cover the costs of education 
abroad or the opening of the markets. 
Those opportunities created space for 
easier development of their profes-
sional career or for the search of bet-
ter income abroad. The individuals 
from this group would normally not 
leave with the intention of staying in 
a new country forever and sometimes 
they would change their country of 
residence a couple of times. With 
time some of them came back or are 
still planning to come back to Po-
land,	some	decided	to	stay	(by	tak-
ing the citizenship or buying a house 
or	a	flat),	some	are	still	conducting	
inner dialogue with themselves. By 
settling down in a new country, the 
Poles would normally have to face the 
need to start the new life, which was 
related with taking the jobs below 
their	qualifications	and	adapting	to	

the new reality. This group lives above 
all in the countries that were attrac-
tive in terms of offered remuneration 
and career opportunities, that is the 
countries of the old European Union. 
The organizations related with the 
Poles who live abroad have the wid-
est reach that includes both the aid 
organizations that support the new-
comers from Poland and from other 
countries, the organizations that take 
care of education in Polish language 
and of retaining the Polish identity 
and the organizations that promote 
the Polish culture – both among the 
recipients who are not related with 
the Polish minority, the organizations 
of Polish professionals, etc.

4. The individuals who leave to visit 
or to join their partners who live in 
another country – we could regard 
this group as part of the groups de-
scribed above. However, in spite of the 
fact that this group is not too numer-
ous, I decided to dedicate a separate 
description to them due to the large 
impact that they have on the shaping 
of the Polish community activity with 
regard to education and the retention 
of Polish identity. The individuals 
who decide to leave in order to visit 
or to join their partners may count on 
more support in terms of board than 
the average migrants but it is often 
related with a sudden immersion into 

the foreign culture with which their 
partners are related.  Working with 
the Polish community environments, 
particularly	in	France	and	Italy	(which	
doesn't mean that this phenomenon 
is	limited	only	to	those	countries),	I	
got to know many people who after 
the initial cultural shock started to 
search actively for other Poles and to 
engage or even to initiate the activi-
ties resulting from the need to retain 
their identity and the identity of their 
children. We can't ignore the impact 
of this group on the development of 
the Polish schools and the organiza-
tions that promote the Polish culture 
where the Polish diaspora is not very 
numerous. 

The support of the youth by 
the organizations of the Polish 
diaspora in the European 
Union 

The organizations related with the 
Polish diaspora in the European Un-
ion	address	a	significant	part	of	their	
activities	towards	the	youth	(accord-
ing	to	the	definition	accepted	as	part	of	
the Erasmus+ Program this term cov-
ers	the	people	aged	between	13	to	30).	
It results from the age structure of the 
group described above as the Poles who 
live	abroad,	who	make	a	significant	

part of the citizens of Polish origin who 
live within EU. The vast majority of the 
Poles who made the decision to change 
the country of their residence within 
the last 13 years are the individuals in 
the	productive	age	(18-44),	that	is	the	
people	who	match	the	definition	of	the	
youth, who have children or who will 
soon	match	that	definition.	Additionally,	
within the last decade many representa-
tives of the Polish diaspora in the Eu-
ropean Union decided to have children 
(e.	g.	according	to	the	data	of	the	British	
Office	for	National	Statistics	the	Poles	
make the group of the highest natural 
growth in the United Kingdom out of the 
non-British	nationalities).	The	children	
of Polish origin who were born outside of 
Poland will naturally become the ben-
eficiaries	of	the	activities	of	the	Polish	
diaspora organizations.   

The scope of the activities of the Pol-
ish diaspora organizations that address 
their activities to the youth is very broad. 
Of course, certain problems that these 
organizations are trying to solve are 
common for all the concentrations of the 
Polish diaspora in Europe. For example, 
the issue of retaining the national iden-
tity, particularly in the second and the 
younger generations or the gap between 
the willingness to assimilate with the 
society in their countries of residence 
and to retain the Polish identity. How-
ever, even this issue will have different 
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meaning for the families with children 
that emigrated after the opening the EU 
labour markets and for the young Polish 
artists abroad, who want to retain the 
Polish element in their work and to at-
tract a wider group of people to it. This 
meaning will also be different for the 
soldiers of the Anders' Army, who live 
in the United Kingdom and try to make 
their grandchildren interested in the 
Polish heritage.  

The youth that makes the Polish dias-
pora in the particular countries of the EU 
has diverse needs. The following factors 
will have impact on shaping them: 

•	 The place of residence – the prob-
lems concerning the whole society 
of which the diaspora became the 
part; 

•	 The local policy towards the immi-
grants – as part of which the im-
migrants are perceived as valuable 
input or a burden for the particular 
country.  

•	 The scope of support provided by 
the country of residence – which 
covers the social policy of the par-
ticular country and the existence or 
the scope of the mechanisms that 
support the integration of the im-
migrants;

•	 The openness of the given society 
– including the existing extent of 
cultural and ethnic diversity;

•	 The image that Poland and the 

Poles have in the given country; 
•	 The level of integration of the Pol-

ish diaspora in the particular place 
– the existence, the number, the 
scope of activities and the level of 
professionalization of the Polish 
community organizations, includ-
ing other institutions, e. g. Polish 
schools, Polish parishes, informal 
support groups, etc. 

The needs of the young Polish dias-
pora in Scotland will be different, as the 
country has developed mechanisms of 
social help and the NGOs are treated as 
necessary and are used to implement 
the government policy – both on the 
local and the national level. The Polish 
diaspora is multi generational and the 
war migrants, who found employment 
as lawyers and doctors, were originally 
responsible for the creation of the ste-
reotypes on the Poles. The Scottish gov-
ernment has a relatively friendly attitude 
towards the national minorities. On the 
other hand, the current government 
of the United Kingdom is responsible 
for the creation of the hostile attitude 
towards the immigrants and the main-
tenance	of	the	free	flow	of	people	is	
questionable.  

The situation is different in Iceland 
where	Poles	were	a	significant	group	of	
migrants in terms of numbers, becoming 
one of the initiators of the discussions 
dedicated to the issue of immigration. 

The Icelandic public administration was 
not ready to create the mechanisms of 
integration for the minority groups that 
became part of the society that had been 
homogeneous in ethnic terms. 

The situation is even more different 
in Hungary, where the regulations as-
sume the creation of local minority gov-
ernments	financed	by	the	state.	However,	
the	influence	of	the	NGOs	is	limited	by	
the policy of the current government.   

The necessity to meet different needs, 
as well as the placement of the activities 
within the context of the given country 
and society, leads to the situation where 
one of the key challenges that the diaspora 
organizations that work with the youth 
have to face is to carry out meticulous 
diagnosis of the needs and to create a well-
thought strategy of activities of the partic-
ular organization based on this diagnosis. 

The strategy in the activity 
of the diaspora organizations

The diaspora organizations are most 
often created to meet the immediate 
needs of the minority communities re-
lated with the factors described above. 
They are often the result of the social 
initiative of one or a group of people 
who want to solve the particular prob-
lem or search for the sense of belonging 
or for the bonds with their countries of 

origin. The impulse might be the lack of 
the access by the children to the lessons 
of the Polish language, the willingness 
to present the work of the Polish artist 
to the wider public or simply the need to 
organize an event where one will be able 
to meet the individuals who speak Pol-
ish. The creation of such an organization 
(sometimes	never	registered	officially)	is	
rarely accompanied by a reliable local di-
agnosis of the migrant community – the 
diagnosis	that	would	enable	to	define	
consciously the goals and the strategy 
for action and development in the long 
perspective.  

Many organizations notice the conse-
quence of not taking those steps at the 
following stage of activity. For example, 
the execution of a successful project that 
integrates the particular migrant com-
munity leads to revealing much bigger 
need of the members of the community. 
The organizers of the project start to be 
perceived as the leaders of the whole 
community. They are expected to solve 
all its problems. It happens that the 
leaders of the organizations decide to 
take the responsibility for their problems 
in spite of the lack of the appropriately 
strong organizational foundations. Thus 
they are often forced to carry out the 
tasks that go beyond their possibilities 
while they could have avoided it by refer-
ring	to	the	clearly	specified	vision	con-
cerning the scope of their activity. 
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In other cases, as a consequence of 
the	lack	of	a	clearly	defined	strategy,	at	a	
certain stage of existence of the organi-
zation the differences appear with regard 
to	defining	the	vision	and	the	goals	and	
the way of functioning of the organiza-
tion among its members. For example, 
after carrying out a couple of spontane-
ous projects part of the team starts to 
lean towards the professionalization and 
the creation of a permanent structure 
of the organization in order to extend 
the scope of its activity.   Others prefer 
a less formal working mode that brings 
less responsibility and limitations. The 
lack of a common vision of the organiza-
tion often becomes the source of serious 
conflicts	and	even	of	the	breakdown	of	
partnerships of many years.

The lack of the strategy for the de-
velopment of the organization also re-
sults in the fact that the organization 
becomes vulnerable to such phenomena 
as	the	flight	of	activists-volunteers.	At	
a certain stage the initial enthusiasm of 
the members starts to run out and they 
can notice the lack of taking conscious 
actions to build engagement or to ac-
quire new people for the organization.   

Organizations often lack the stable 
financing	strategy	that	would	enable	
the leaders to focus on the management 
of the organization without the neces-
sity to undertake the second job to earn 
a living. It often results in the leader's 

burnout and the loss of willingness to 
continue the activity. The withdraw of 
the	leader	(also	for	other	reasons,	such	
as forming a family or changing the pro-
fessional	status)	in	the	situation	where	
the organization doesn't have any strat-
egy of succession, leads in consequence 
to the breakdown and the waste of the 
social capital built by the organization.   

The observation of many valuable 
organizations and leaders that go through 
the processes described above became to 
a large extent an inspiration to organize 
the project of which this manual forms 
part. I hope that the instructions included 
in the manual will be useful and that in 
the future they will enable the readers to 
avoid the black scenarios described above. 

With the limited formulation of this 
manual I made an attempt to elaborate 
the list of selected facts and my own 
observations with regard to the individu-
als who admit to their Polish roots and 
who live within the European Union. The 
above	text	is	not	a	scientific	publica-
tion; it contains many generalizations 
and	simplifications	that	do	not	aim	to	
deprive the Polish community organiza-
tions and the whole Polish diaspora of 
its rich and diverse character. The only 
goal	is	to	fit	this	publication	in	a	couple	
of pages. 

 
Magdalena Mazur  
Responsible for the Polish community programs 
of the School for Leaders in 2008–2015
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Section I.  
Preparation What is commonly thought 

of a strategy?

A couple of years ago the word “strat-
egy” would make me quiver. It would 
hide many uncertainties and presump-
tions of a large amount of work, the 
analysis of diverse documents and the 
review of reports. Currently, when run-
ning training sessions and providing 
strategic consulting for the organiza-
tions I often meet with the same way of 
perceiving the topic. At the same time, I 
can see that this attitude, which I know 
from my personal experience, is chang-
ing as the organizations more often 
guide themselves by the intuitive will 
to create and implement the particular 
strategy and they are searching for sup-
port of specialists in this regard.  

Without any doubt, all the suspicions 
concerning the strategy – including the 
fact that it is a complex and time-con-
suming process that requires reaching to 
the archive of the run activities, accom-
plished projects and acquired partners 
– are right. The decision on the creation 
of the strategy for organization develop-
ment may be a thrilling experience as it 
is a very serious challenge. 

In this publication I will try in the 
first	place	to	answer	the	following	ques-
tions: what is a strategy?, why should we 
create it?, what elements does the strat-
egy for the development of an organiza-
tion consists of. I will show you where to 
start. You will receive guidelines: what 
you should focus on and what stages of 
strategy elaboration can be ignored. In a 
couple of places I will provide you with 
examples to illustrate what I think. I 
believe that this publication will be in-
teresting for you and that it will help you 
to achieve success, similar to the suc-
cess achieved by the Polish community 
organizations that I cooperated with as 
part of the preparation of this publica-
tion.  
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Strategy – who needs it? 

A strategy is a process that consists of 
a few elements related to one another. 
Generally speaking, the strategy is cre-
ated in order to set the direction of ac-
tion for the organization or to change its 
internal structure, and above all to im-
plement the ideas and the projects that 
may be used to reach the goals for which 
the organization was created.  

At the beginning, it is worth stopping 
for a moment and asking ourselves the 
following questions: Why do we need a 
strategy?	What	are	the	real	profits	that	
it gives us? The organizations often as-
sume that if they work with the project 
method, have an agenda of applications, 
create the schedules and the budget, 
they don't need the strategy. It is impor-
tant to obtain the grant that on one hand 
enables to carry out the activities and on 
the other hand enables the organization 
to survive another period; sometimes 
the grant is the only guarantee of the 
employment of the permanent members. 
The continuous realization of the pro-
jects	is	the	fulfilment	of	the	internal	im-
perative	of	the	organization	members	(to	
act)	but	this	is	a	short-term	strategy	and	
in the long term it leads to the employ-
ees' burnout. In the NGO circles, which 
are to help to bring social changes and 
undergo continuous changes, where the 
internal	structure	fluctuates	and	there	
is	no	stable	long-term	financing,	it	is	
necessary to have a backbone on which 
the organization could lean and build its 
activities. That's what the strategy is.

As a well-set compass which enables 
to stick to the course that has been taken 
in spite of winds and storms, the strategy 
helps to overcome internal and external 
obstacles	(that	do	not	depend	on	us).				

You probably know from your own 
organizations such situations as the one 
when the leader is leaving, the mem-
bers are not engaging enough in the 
activities, the projects that require large 
amounts of energy or the complex reali-
zation of the project undertaken by the 
same people, from writing the applica-
tion to its settlement. The additional 
difficulties,	which	don't	depend	on	you,	
that may have impact on the course 
taken by the organization are e. g. the 
new grant competitions, the change of 
the competition topics, the competitive-
ness between the organizations.

I'm sure that many of you feel that 
the organization management is a con-
tinuous adaptation towards the chang-
ing conditions both outside and inside 
the institution. Some organizations 
must also complete other tasks, e. g. the 
Polish	community	organizations	fulfil	
representative functions.  Whether they 
want it or not, they are perceived as the 
representations of the Poles abroad. The 
challenges that the organizations have 
to face require perseverance, a dedicated 
team, courage, the willingness to act and 
to change or the skill to solve the prob-
lems. 

It is important that the activities of 
our organization are not isolated from 
the real needs of the group for which it 
operates. It often happens that around 
the goal that has been clearly set at the 
beginning an organization is formed 
which follows the former path, copies 
the projects and the schemes of action. 
For example, the association that organ-
izes the lessons of Polish language for 
the children and wants to promote the 
love for the language should adapt the 
forms of reaching the target group and 
adjust to its changing needs, values and 
interests.	I	described	the	specifics	of	the	
implementation of the strategy with 
regard to the youth in the last chapter of 
this publication.
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When you are thinking of taking part 
in the grant competition or are wonder-
ing how to meet the competition criteria 
(usually	there	are	a	couple	of	areas	to	
choose),	you	won't	have	to	start	to	think	
from the beginning but you will reach 
for the elaborated strategy and you will 
adjust the possibility to receive grant to 
the planned areas of activities. 

With the strategy you are not only a 
flag	in	the	wind.	On	the	contrary,	as	an	
organization that has a well-thought 
plan of action you will be a stable and 
strong ally in the eyes of the potential 
partners you.  

The strategy has also impact on the 
internal stability of the organization. 
The clearly set goal and the agreed plan 
of development contribute to the larger 
sense of empowerment of its members. 
And it translates into establishing new 
partnerships and undertaking the activi-
ties on a large scale. So, lets' sum up.

The strategy of an organization:
•	 Is a tool for rational management 

of the organization;
•	 It enables to plan activities in the 

particular period;
•	 It builds a clear image of the or-

ganization;
•	 It provides a clear plan of activities 

that is an answer to the diagnosed 
needs of the society. 

A well-written strategy enables the 
organization:

•	 To run the evaluation and to verify 
on a current basis the relation of 
the assumptions to the effects, the 
effectiveness; 

•	 To	define	the	organizations'	strong	
and weak points, to estimate 
chances and threats in the activity;

•	 To identify the partners and to 
initiate the cooperation between 
other organizations, institutions;

•	 To plan the budget and its realiza-
tion';

•	 To address the existing policy of 
the Ministry of Foreign Affairs, the 
Embassies, etc. 

In many organizations the “promo-
tion of the Polish culture” forms part of 
their statute. Imagine the following situ-
ation. In 2016 we will celebrate the 100th 
anniversary of the death and the 170th 
anniversary of the birth of Henryk Sienk-
iewicz. By submitting the applications in 
2015 your organization proposed to cre-
ate a cycle of literary evenings dedicated 
to the writer's work with lectures, con-
certs and performances. That's all beau-
tiful! However, at this point it’s worth 
answering at least three questions. Why, 
what for and for whom are you doing it 
(who	will	it	serve)?		

 Why are you doing it?  Is it because it 
is a chance to obtain the grant for such 
activities? Or is it because you’ve been 
dreaming of organizing a theatre per-
formance? And maybe any of you wants 
to promote a friend who is a pianist and 
who will play as part of your project for 
a preferential rate?   

 What are you doing it for?  Are you 
organizing an artistic event in order not 
to “fall out of the market” of the organi-
zations that operate within “your area” 
(that	is	due	to	the	competition	between	
the	organizations)?		Maybe	you	are	try-
ing to meet the expectations of a Polish 
diplomatic post? Or maybe it is just the 
right thing to do; after all it is a Sienkie-
wicz's year?

 Who will it serve?  Look back and 
try	to	think	whether	the	beneficiaries	of	
your activities changed within the last 
year and whether you managed to reach 
new groups within the last two years. It 
happens more often that the young peo-
ple aged between 18 and 35 join the Pol-
ish community abroad. The mobilization 
of	the	young	people	(aged	13-35)	is	very	
difficult	and	complex.	The	individuals	
who represent the particular age groups 
that we may distinguish in this group 
have their individualized needs, interests 
and forms of spending free time. That's 
why it's so important that the activities 
of your organization translate into the 
needs of your recipients. I encourage 
you to research the needs of your tar-
get group and then to create the plan of 
activities for the next years based on the 
diagnosis.  

When you obtain the funds from the 
funders, the strategy gives you stabil-
ity and it reinforces the recognition of 
your organization. Instead of adjusting 
the expectations, and often to the me-
ticulous orders, you may plan the activi-
ties with the funder or invite him/her to 
co-organize the project. You stop being 
an	ordinary	grant	beneficiary	and	you	
become a partner. It is much easier to 
talk to the organization that knows what 
they want.
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How to start writing the 
strategy  

First: diagnosis. This is the title of the 
previous manual in this series and I can't 
imagine a better expression. The elabo-
ration of the strategy should be preceded 
by a careful analysis and diagnosis of the 
environment for which you act. If you 
didn't see this publication of my col-
league, I encourage you to get familiar 
with it before you pass to the next step 
with me.  

The conclusions that you will make 
will be a valuable source of information 
for the future activities of your organi-
zation. In this publication we will focus 
together on getting to know your organi-
zation,	defining	its	values,	as	well	as	its	
strong and weak points. We will search 
for and identify the allies and potential 
partners, and we will indicate the chal-
lenges. We will also dedicate some time 
to individual work that will enable us to 
define	the	scope	of	activities	that	give	
you satisfaction and opportunity for 
development. Strategic planning, step by 
step, at the end of which we will elabo-
rate a document, will help you in the 
further development of your organiza-
tion, as well as in planning and modify-
ing your plans and projects.  

When planning strategically don't 
forget that you won't be able to carry it 
out on your own or you won't do it fast, 
either.	However,	first	think	whether	it	is	
a good moment for your organization. If 
many things are happening at the same 
time	(e.	g.	the	lack	of	financial	liquidity,	
the	conflicted	team),	I	don't	encourage	
you to elaborate the strategy, as it won't 
solve	the	conflicts.	Before	you	start,	it	is	
worth solving the internal problems of 
the organization. 

The second situation when it's worth 
refraining from creating the strategy is 
when the leaders or the employees of the 
organization don't want to engage in the 
planning process. All the members of the 
institution work on achieving the strate-
gic goals. That's why without a common 
engagement the strategy will be just a 
dead document. 

 

Four elements of strategic 
planning

Strategic planning is a process which 
covers different activities, such as col-
lecting and analysing the data, the dis-
cussions, decision making, undertaking 
the commitments with regard to other 
organizations. At the end of the whole 
process we will elaborate a document 
called strategy, strategy of development, 
strategic plan. However, the process isn't 
over yet.  

The next stage is the implementation 
of the elaborated strategy for develop-
ment. The analysis and the evaluation 
of the particular activities, drawing the 
conclusions and reviewing the strategies 
based on them – it is a continuous and 
dynamic process. It's a lot of work, that's 
true. Let me remind you, however, why 
it’s worth to create a strategic document: 
it increases the organisation's reliability; 
it builds a positive image in the society, 
among the partners, the funders and the 
donors.  

That's why it is important that the 
strategy isn't a dead document. The 
engagement of the people and their ef-
fort shouldn't be wasted and the ideas 
shouldn't be shelved. The plan should be 
implemented and regularly revised. The 
strategy may cover periods of different 
length. However, it usually covers two to 
three	years.	The	broader	time	horizon	(e.	
g.	three	years'	long)	makes	it	possible	to	
run a couple of evaluations, it enables to 
retain the engagement in the team and, 
what's more important, it gives a big-
ger opportunity to observe the changes 
taking place in the organization and 
above all in the environment on behalf 
of which you act.     

The creation of the strategy is a pro-
cess that consists of a sequence of ac-
tions that lead to the creation of a target 
strategy and its implementation. In 
this respect we need: time, space and 
people, as well as materials and docu-
ments. 
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How to prepare to the creation of the 
strategy1:

1  Source: Planowanie strategiczne, Fundacja Rozwoju 
Społeczeństwa Obywatelskiego, Program Akademii 

The first (I) meeting

The	first	meeting	should	be	dedicated	
to the idea of creating the strategy for 
development in your organization. As 
initiators, present the stages that you 
have to go through. Agree on time and 
place.

Focus on the expectations, the oppor-
tunities and the threats. The individuals 
who have read the manual already know 
what strategy is about. Now, in the team 
define	your	common	definition	of	strat-
egy and the process of its creation. Next, 
make a brainstorming to decide what 
your expectations towards the strategy 
are. What changes are you expecting as a 
result of its implementation? And what's 
more important, how will you know that 
the process of strategic planning has 
achieved the set goal? 

 Time 
•	Define	how	much	time	you	want	to	

dedicate to the process of strategy 
planning.

•	Create the schedule of meetings.  

 Space 
•	Choose creative a friendly space. 

 People 
•	Choose appropriate people from the 
team	(from	within	the	organization	
and	outside).

•	Decide who would be responsible for 
what in the planning process.

•	 Inform everybody about your deci-
sion and the methods of work.

 Materials and documents 
Collect the materials and the docu-

ments to which you have access:  
•	The conclusions from the previous 

projects, the list of the submitted ap-
plications;

•	The diagnosis of the needs of your 
environment – the one on the behalf 
of which you act;

•	The previous strategy, if you have it.
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Stage II (team work)
Discuss together on the forum and analyse the 
results of your individual work. 
Make	the	profit	and	loss	account:	what	can	
you gain or lose by implementing the strategic 
management in your organization. Write down 
the	results	on	the	flipchart.	It	is	important	that	
the voices are heard and taken into account. 
Building engagement requires openness to the 
opinions of the organization members. This, 
in turn, ensures better understanding of the 
process	and	it	has	a	positive	influence	on	the	
execution. 
Getting to know the expected advantages will 
have a positive impact on the team's motiva-
tion. Looking at the potential losses makes it 
possible to prepare to potential disappoint-
ments and it soothes the sense of discomfort 
related. e. g. with the necessity to reject some-
body's	flagship	project	on	behalf	of	the	others.				

What external circumstances contributed to starting 
this process? E. g. the development of the organiza-
tion, my thoughts, my internal motivation, the need 
for change, etc. 

What must happen so that I admit that the 
process developed according to my expecta-
tions? 

What external conditions contributed to 
starting the work? E. g. the development and 
the achievements of other organizations, the 
lack of grant, etc. 

What are my expectations? What problems may I encounter during the 
process of creating the strategy in my or-
ganization? 

How will I know that the process of strategy 
creation was a success? 

What	results	do	I	expect	after	finishing	the	
process of strategy planning?

What made me undertake the work on the 
strategy? 

I propose two tasks. 

 Task 1. Strategic opening balance 

Start making the balance by working individu-
ally and then discuss the results on the forum 
and elaborate the conclusions. 

Stage I (individual work)  
Think about your personal motivation, poten-
tial advantages and losses, as well as about the 
risk related with the work on the strategy of 
your organization. 

Profit			 																			Loss
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 Task 2. The form and the scope of your organization 

Based on the second task, which consists of 
thinking about the form and the scope of the 
created strategy, you will be able to agree on 
and to plan the methods of work, the form that 
the strategic document is to take and the time 
horizon that the strategy should cover.    

I also recommend starting with individual work 
this time.

Stage 1 (individual work)
Answer the following questions: 
What form would I like the strategy to have for 
my organization? How many details should the 
strategy include? Is it to be for example:
•	 An extensive guide to the strategy of the 

organization, which contains the goals, the 
exact schedule and the estimated budget for 
the whole period that the strategy covers? 

•	 The extended document that contains the 
goals and the targets of the strategy without 
the schedule and the budget? 

•	 The main thoughts and the agreed direction 
of	actions	written	down	on	the	flipchart	(the	
possibility of hanging it in the place where 
everybody	can	see	it)?	

•	 The info graphic that shows the next steps?
•	 Another	method	(which	one?)

Why the form chosen by you works well? 

What time horizon should your organization 
apply? 

  6–12 months
  1–2 years
  2 years
  3 years 
  4 years and more
  Other

Why is such a time horizon the best one to plan 
the strategy of your organization?

How often should the strategy be evaluated and 
modified?	As	I	mentioned,	the	strategy	is	a	doc-
ument that is to be reviewed and then changed 
based on the conclusions from the revision. It is 
important that you plan how often you want to 
have this review carried out? 

Stage 2 (team work)
Have a look at one another's expectations 
related with the process of the strategy crea-
tion. Elaborate the compromise solution. The 
agreement on the scope of strategy planning, as 
well as recognising the needs and the possibili-
ties of all the team members, will become the 
foundation of your further work. What's more, 
if only some of the employees/team members 
(e.	g.	only	the	board,	the	management,	or	the	
delegated	people)	will	take	part	in	the	further	
work on the strategy, such an agreement on the 
guidelines	of	work	during	the	first	meeting	will	
give them greater legitimacy to continue the 
process in the narrower group.   

During	the	first	meeting	you	should	also	decide	
on the number, the frequency and the length 
of working meetings. Maybe you will manage 
to organize one common weekend? And maybe 
you will plan a cycle of consecutive meetings 
within short periods of time? Before every 
meeting a plan should be made and the expec-
tations should be written down, as well as the 
assumed results. Such activity orders the works 
and	enables	to	carry	out	efficiently	the	ones	
that follow. 
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 Task 3. Team for strategy  2

Look at the questions and write down the an-
swers on a sheet of paper. Next, collect the re-
sults	in	the	form	of	one	table	(the	model	below)	
and agree on one approach.  
•	 Who will coordinate the process of strategy 

creation?
•	 Who will coordinate the process of strategy 

implementation?
•	 Who will participate in the process of strat-

egy creation?  Assign straight away the roles 
to the particular people, e. g. Hania – the spe-
cialist for text edition or the person to whom 
you may entrust the elaboration of the target 
document.

2  The tasks number 1, 2, 3 are inspired by the publica-
tion of A. Witek-Crabb Warsztat stratega. Zbiór narzędzi dla 
trenerów i wykładowców zarządzania strategicznego, Wolters 
Kluwers, Warsaw 2013. 

At the very beginning write down all the people 
related with the organization and choose who 
will participate in the particular stages of strat-
egy creation and implementation.
Below	you	will	find	the	table	that	may	be	use-
ful when collecting the conclusions. Adjust it to 
your needs. 

Team for strategy 

The creation of the strategy by one or 
two people is pointless. It is necessary to 
have more people and to enable coop-
eration between them. Think about who 
is to work directly on the creation of the 
strategy of your organization. The an-
swers that are usually given include: the 
board, the president, the narrow group 
of people who got the idea to create the 
strategy. Such an assumption my lead to 
failure. The strategy created by the pres-
ident and the team will be carried out by 
the organization members who – if they 
didn't have an opportunity to express 
their opinions or were not engaged in its 
creation – may have little motivation to 
fulfil	the	guidelines	that	are	unknown	to	
them.   

The team that will take part in the 
strategic planning should consist of the 
individuals of diverse experience and 
skills. It is worth considering the good 
and the bad sides of the models of par-
ticipation in the strategic management. 

If you decide to have a small work-
ing team, the decision makers will prob-
ably be the members of the board. Then 
the employees will take the roles of the 
managers of the activities elaborated by 
the board. The smaller number of the 
participants will result in the more ef-
fective	flow	of	the	whole	process	of	plan-
ning. However, there is no guarantee 

that the whole organization will be will-
ing to implement the determined strat-
egy. The lack of the real involvement of 
the	colleagues	can	be	a	significant	dif-
ficulty	in	the	future.	What's	more,	the	
problem that I often have to face is the 
lack of proper understanding on the 
side of the management of the situation 
of the organization employees and the 
prevailing mood. Too narrow selection of 
the team may lead to the situation where 
you will lose the chance to get familiar 
with interesting ideas, observations and 
uncommon solutions. 

On the other hand, the creation of a 
team that is too large and covers almost 
all the members of the organization may 
significantly	extend	the	whole	process.	
In such case it is worth assigning the 
role of the facilitator or the moderator of 
the	particular	discussions	(e.	g.	monitor-
ing	the	collection	of	conclusions)	to	at	
least one person. Including the members 
of the organization into the process of 
strategic	planning	may	bring	significant	
advantages, such as increasing the sense 
of responsibility and the reinforcement 
of the engagement during the execution 
of the particular stages and projects. 

The below task may be helpful in 
determining whom to engage into the 
process of the creation and the imple-
mentation of the strategy. 

Stages

Individuals responsible for the particular stages

Board Team Recipients of 
the activities Others:

Process planning

Analysis of  
organization

Analysis of the organi-
zation environment

Mission, vision, values
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Summing	up,	during	the	first	meet-
ing you met, you agreed on the goal of 
the strategy for your organization, you 
determined the system in which it is 
to be created and the form that it is to 
take.  You all collected and got familiar 
with the conclusions for the diagnosis 
of your environment/community/group 
of recipients of your activities. The 
time has come for you to look as a team 
at your organization and to research 
its potential, its possibilities and the 
strength. 
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In this chapter we are going to carry 
out a precise analysis of your organiza-
tion.	We	will	define	the	driving	forces	
and the motivations of its members. 

We will look at the resources and the 
needs of the organization, that is we are 
going	to	research	the	potential	(material	
and	non-material)	of	the	organization	
and	we	will	define	the	chances	or	the	
threats to its development.3 

 

3  Source: Planowanie strategiczne, Fundacja Rozwoju 
Społeczeństwa Obywatelskiego, Program Akademii Jakości 
Projektu, część 5, Analiza Potrzeb, FRSE, Warsaw.

Section II.  
Analysis of 
organization 
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Driving forces

The driving forces of the organization 
are:

 The values  on which the organiza-
tion is based in its activity.

 The resources  – both material and 
non-material ones.

 The exclusiveness , uniqueness of 
the organization – the factors that 
distinguish your organization from 
among of other organizations that are 
active within your area. In the case 
of Polish community organizations it 
is naturally the activity addressed to 
the Poles. Or the differentiators of the 
activity, when - similarly to Hungary - 
more Polish community organizations 
are active within your community. 

The values of the organization  
The values of the organization are in-

cluded in the code of conduct that guides 
the organization.  The values enable us to 
define	what	is	important	for	us,	on	behalf	
of “what” we act. The collection of values 
is our treasure for which we may reach 
every moment, when we lack motivation, 
inspiration, strength, etc. 

 Task 4. Treasury of values 

Mark the coins with values of your organiza-
tion. If there are not enough coins, draw more. 
When	defining	the	value	you	may	find	the	fol-
lowing questions helpful:  
•	 What is important for you as an organiza-

tion? 
•	 How do you operate as an organization? 
•	 How do you act towards your partners/com-

petition?  
•	 What approach do you represent as an or-

ganization? 
•	 How do you treat the society on behalf of 

which you act? 
 

Next, collect all the values on one page. Divide 
them into a few groups and name each of them 
with one word. In this way you will obtain the 
treasury of the values that you – as an organi-
zation – believe in. 
 

As an inspiration, I paste here the result of this 
task as part of the work on the strategy in the 
Copernicus Centre of Science4: 

4  http://www.kopernik.org.pl/o-centrum/misja-wizja-i-
wartosci/.

Values: 

science

We think critically and we encourage others 
to do the same.
We develop the science.
We cooperate with the scientists.
We	search	for	inspiration	in	the	scientific	
findings	and	the	methods	of	the	scientists'	
work.

responsibility

We keep promises.
We take the responsibility for our actions.
We respect our visitors.
We feel responsible for the changes that 
take place around us and we encourage the 
others to do the same.

freedom

We have courage to believe.
We experiment, we fail and succeed.
We are in favour of the freedom of choice 
and open mind.
We respect the differences between the 
humans.

trust and cooperation

We create the space for dialogue.
We establish partnership and cooperation.
We encourage you to co-create and to par-
ticipate in our activities.

http://www.kopernik.org.pl/o-centrum/misja-wizja-i-wartosci/
http://www.kopernik.org.pl/o-centrum/misja-wizja-i-wartosci/
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 Task 5. Associations – values  5

Take the sheet of paper and complete the sen-
tence following your imagination. 

 

E. g.:
For me my an organization is like a locomotive, 
robust, reliable, etc. 
Or:
For me my an organization is like the Noah's Ark 
as similarly to Noah we fish out the kids from the 
poor families and we send them to the dry land: 
thanks to our extra classes and the teachers' care 
the kids may gain good education. 

5  K. Blanchard, M. O'Connor, Zarządzanie przez 
wartości, MT Biznes, Warszawa 2015.

As many activities of the organization, espe-
cially the Polish community ones are addressed 
to the youth, it is worth searching for the key 
words or the images that they could identify 
with. 

Remember: the values are to be like the com-
pass at the moment of hesitation or doubt. But 
be careful so that they do not become a limita-
tion for you. If you focus too much on them, for 
example you will start checking every activity 
in	terms	of	the	values	that	you	believe	in	(Is	
this activity in accordance with the values? Is it 
fulfilling	them	good	enough?),	then	instead	of	
acting you will remain in suspension. 

Resources  
Another force driving the organiza-

tion are the resources, both material and 
non-material ones.  
 
  Task 6. The box of resources 

Search for and collect all the resources of the 
organization. Divide them into 4 categories: 

1 
The objects and the equipment that you 
own: the	office,	the	computer,	the	board,	
the camera, etc. 

3 
The experience: the accomplished pro-
jects, the submitted applications, the elabo-
rated class scenarios, etc.

2 
The people: the members of the organiza-
tion, the team of permanent employees, the 
collaborators, the volunteers, the partners, 
the sponsors, etc

4
The funds: the grants, the membership 
fees, the donations, the barters and the 
sponsors. 

For me my an 
organization is 

because
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Space is also resource [Hu]

Polonia Nova is the only one of the 
three organizations that has its own 
premises. The premises are situated in 
a beautiful, pre-war tenement house 
in Budapest. When you enter the 
house, you move back in time to an-
other epoch. High ceilings, decorated 
with the stuccoes and the plafonds. 
Large, two wing, wooden windows. A 
chimney in the living room. Every-
thing brings an unusual atmosphere to 
this place, which makes it a good spot 
for meetings dedicated to literature, 
the discussions after the movie shows, 
the concerts and the lectures. The as-
set of the place – apart from the ar-
chitecture and its atmosphere – is its 
localization. It is situated in the cen-
tre of the city, next to the pedestrian 
zone, only a couple of steps from the 
Polish Institute. The localization fa-
vours the visits and it makes this place 
an important point on the map of the 
Polish community in Hungary.  

At this point I would like to give 
some advice to the Polonia Nova or-
ganization: Be careful so that the 
precious resource that your place is 
does not determine the activities run 
by you; so that it doesn't discourage 
some people from visiting you. If your 
recipients are young people, the styl-
ishness or the sophistication of your 
premises may intimidate them. You 
may lower this barrier by organizing 
such outdoor events as the ones that 
will enable the young Polish commu-
nity to get to know you, to get used to 
you and with time to settle down in 
your office. It may happen that they 
will take care of this space with you, as 
it will become the place for your com-
mon meetings. With time and after 
your consent, they may start to organ-
ize the event that meets their needs. 

Exclusiveness/uniqueness of the organization

 Task 7. Differentiators  

Search together for the activities or the features 
that	are	specific	of	your	organization.	What	
distinguishes you from the others? 

It may be, for example the localization – you 
are situated in an old and charming tenement 
house that draws the people's attention with 
its architecture and history. It may be a unique 
group of recipients, e. g. you are the only ones 
who reach to the youth on a large scale or you 
run the workshops for all the age groups. The 
factor that is particularly important in the 
process of strategy construction is the selected 
group of people on behalf of which you act, 
which distinguishes you. 

You may notice your uniqueness in the estab-
lished partnerships with the institutions or the 
companies. Take a look at the words that are 
often used in the applications to convince the 
funder that the task/funds should be granted to 
your organization.  

I also encourage you to focus on the projects 
that	you	are	carrying	out	when	defining	your	
organization's	uniqueness.	Is	there	any	flagship	
activity that is your original idea? It will be your 
asset.	We	will	first	have	a	look	at	the	organiza-
tion environment, that is the stakeholders. 
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The uniqueness of the Polish community organizations

Every Polish community organiza-
tion that I had the pleasure to work 
with has a different feature that makes 
it unique. Each of them is active in the 
country of different specifics and this 
translates into the area of its activity. 
Thus, the Polish community in Iceland 
is currently one of the largest national 
minorities, where the immigration 
took place within the last 20 years. 
The history of the Polish presence in 
Scotland is definitely longer and it has 
a multi generational character, though 
the situation has been changing since 
2004 when the new immigrants from 
Poland started to flow into the coun-
try. Finally, in Hungary the majority 
of the Polish minority are the people 
who have been living there for gen-
erations and the common history of 
the Polish and the Hungarian nation 
has a large impact on the situation of 
the Poles who live there. Many Polish 
community activities may take place 
in Hungary both in Polish and in Hun-
garian language.

Organization environment  

An important part of the diagnosis 
is the organization environment, that 
is the analysis of the stakeholders. Our 
goal is to get familiar with and to identi-
fy	the	important	people	who	have	influ-
ence on the organization's activities.

Since the moment when it was cre-
ated every organization has been gath-
ering people, establishing partnerships 
and taking care of cooperation. The more 
projects it has accomplished, the faster it 
grows and the wider the scope of its im-
pact is, which translates into the devel-
opment of the network of stakeholders, 
both inside and outside the organization. 
The internal stakeholders are: the board, 
the team and the volunteers. I use the 
term the external stakeholders when I 
talk	about	the	beneficiaries,	the	recipi-
ents of the activities, the collaborators, 

the sympathisers, the sponsors, the me-
dia, the other NGOs and the public insti-
tutions.  

The	skill	to	define	the	stakeholders	
and to assign them the importance, as 
well as the elaboration of the scope of 
cooperation with them are extremely 
important elements of the strategy crea-
tion. It is worth turning to the stake-
holders when we are planning to submit 
the application – their advice and ideas 
may turn out to be extremely valuable. 
Obtaining the approval and the engage-
ment from the side of the stakeholders 
may result in obtaining more funds for 
the	realization	of	the	project	(new	spon-
sors).	

By getting to know your sponsors 
better you may learn how to anticipate 
the reactions of your partners and how 
to build communication with them in 
order to gain their permanent support. It 
is also worth using the appropriate com-
munication channels, such as a news-
letter	(you	have	to	ask	yourselves	about	
the	frequency	and	the	length).	There	are	
also people who prefer to be contacted 
by phone while others prefer to meet 
personally. You may carry out this kind 
of analysis based on the observation and 
direct questions. It is very important for 
you	to	maintain	good	and	efficient	con-
tact with your stakeholders. 
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 Task 8. Map of stakeholders  

Elaborate the map of stakeholders – write down 
all of them, discuss the ones that are worth the 
attention and then choose the methods of co-
operation and communication. The elaboration 
of	the	map	will	help	you	to	define	adequately	
the priorities and to neutralize the potential 
misunderstandings.  
Write down – everybody on their own – on 
separate sheets of paper all the stakehold-
ers in your organization. Those are the people 
on	whom	your	organization	has	influence	and	
those	who	have	influence	on	the	organization,	
from whom you are somehow dependent. It is 
worth	to	indicate	the	influential	people	from	

the particular organizations and communities, 
by	first	name	and	the	surname	as	in	the	end	you	
are in touch with the particular representatives 
of the institutions. 
After you have collected all the answers, you 
will probably have a very large list in front of 
you. It's time to put it in order. Let's divide your 
stakeholders into 4 groups according to the fol-
lowing	variables:	big/small	potential	influence	
on your organization and small/large interest in 
your activities. 

Place the particular people next to the diagram.

The next step involves the poetisation: placing 
them on the graph below.
For example, the founder of your organization 
has	a	large	influence	on	it	and	he	or	she	is	also	
interested in it – you will place him or her in 
the top right corner of the graph. In the mean-
time, the family of one of you may be interested 
in	your	organization	but	it	has	a	small	influence	
on it – place them in the bottom right corner. 

What is the aim of it? By placing the particular 
people	on	the	graph	you	immediately	define	
the way of cooperation with them. You read the 
graph in the following way:

1. Large influence – it is a group of people 
with whom you should closely cooperate. You 
should stay in touch with them on a regular 
and continuous basis. The satisfaction of this 
group should be very important for you. 

2. Large influence and large interest – it 
is a group of people with whom it is worth 
maintaining good relationships and contact. 
However, you shouldn't bother them too 
much with the communications sent by your 
organization. 

3. Small influence and large interest – al-
though this group doesn't have the real power 
over your organization, it is worth sustain-
ing their interest and staying in touch with 
them on a regular basis. It is worth asking 
for advice and suggestions. It is possible that 
somebody from this group will propose an 
interesting idea or a solution of a problem.

4. Small influence and small interest – it is 
a group that it is worth informing but you 
should do it sporadically.

When your map is ready, you should understand 
the interest of the most important stakeholders 
and elaborate the scenarios of cooperation with 
the particular groups and individuals. 
Have a look at their needs and the strong sides 
so that you can engage them into the activities 
of your organization according to their predis-
positions. Think and elaborate the way of com-
municating	with	them	(meetings,	emails,	phone	
calls).	
Below	you	will	find	the	list	of	questions	that	
may turn out useful when working on the last 
step.	I	took	it	from	the	Mind	Tools	Team	(www.
mindtools.com).	

1. What is the motivation of the stakeholders to 
act on behalf of your organization? 

2. What information might they need from you?
3. What can they gain by cooperating with your 

organization?
4. Can your organization threaten their posi-

tion?

It	is	worth	finding	the	answer	to	those	ques-
tions as part of direct conversation. The meet-
ing will be a good beginning to build the 
relationships and the mutual trust. 

The knowledge that you gain may be placed on 
the	graph	to	ultimately	define	who	is	where.	By	
planning the contact and the cooperation with 
the particular stakeholders you may think about 
the activities that should be performed in order 
to gain more support from your supporters and 
about the ways of gaining your critics’ favour.

Interest
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The model of the construction of relationships with the 
funders  [Sc]

The Polish Cultural Festival Associ-
ation (PCFA), which is active in Edin-
burgh, lives from the grants for social 
and cultural activities, which are dis-
tributed in Scotland by the foundation 
and other non-profit organizations. 
In 2013 , on one occasion it was sup-
ported by the Heritage Lottery Fund 
– the fund which donates the money 
to the organizations that perform the 
activities related with the protection 
of heritage on a large scale. Since the 
accomplishment of the project the 
PCFA has been staying in touch with 
the funder via Twitter and Facebook, 
presenting their achievements, among 
others. When the members of the 
PCFA decided during the process of 
the strategy creation that they wanted 
to organize the project related with 
the common Polish and Scottish herit-
age, they reached for this contact. First 
they reminded the coordinator of the 
HLF of the project from 2013. “«Pol-
ish Scottish Heritage» consisted of the 
work of volunteers who would docu-
ment the history of the people who 
live in Scotland and who somehow 
contributed to the creation of the Pol-
ish-Scottish relationships. The project 

provided the opportunity of integra-
tion not only between the Poles and 
the Scots, but also between the people 
from different generations, which was 
in accordance with the goals of PCFA 
and HLF. The large engagement of the 
Polish community contributed to the 
opinion that the Poles are one of the 
most active minority groups in Edin-
burgh”. During the conversation the 
representative of the Heritage Lottery 
Fund invited the PCFA to speak about 
the “Polish-Scottish Heritage” during 
the briefing workshops for the organi-
zations and the minority groups. The 
organization agreed to it. 

In May a workshop was held dur-
ing which the PCFA was presented as a 
model to other minorities in Scotland. 
It improved its prestige and reliability. 
The preparations to the presentation 
reinforced the cooperation and the 
mutual trust between the PCFA and 
HLF. After the workshop (not before – 
sic!) the PCFA prepared the initial plan 
of the continuation of the project that 
the HLF boasted about. The funder ap-
proved the plan and promised to cover 
a large part of the expenses. Thanks to 
the role of the PCFA as a model, many 

organizations that were taking part in 
the workshop wanted to establish the 
cooperation on the new project. 

PCFA seized the opportunity. They 
could already be sure of a partial pro-
ject funding. However, among their 
strategic goals there were also such 
goals as: the professionalization, the 
development	(of	the	organization	and	
its	members),	as	well	as	ensuring	the	
permanent sources of funds. They de-
cided to submit the application for the 
Transition Grant, which would enable 
them to identify the weak sides and to 
redirect the organization to the right 
course with the specially prepared 
mentoring program that is run by the 
experts of the Heritage Lottery Fund. 

That's the history of building re-
lationships with the partner in 2016. 
However, the PCFA worked for this suc-
cess for 8 years. The members of the or-
ganization put a lot of energy not only 
in the activities themselves but also in 
informing about them in an adequate 
way. Every project had its own website. 
And, every project was perfectly settled 
and described. Due to this fact, 8 years 
later the PCFA has a rich portfolio and 
the extended network of contacts with 

numerous stakeholders and funders 
with whom they stay in touch by email 
or personally. The members of the au-
thorities of the association also delib-
erately take part in training programs, 
seminars and informal meetings. They 
“tend to be” where they can easily 
establish partnerships and search for 
allies. 

“At the end of October one of the 
members of the PCFA took part in the 
event organized with Creative Scotland, 
the organization that supported the 
Scottish government in the elaboration 
of the strategy of work with the youth 
by means of art. On this occasion they 
found out that different activities and 
projects were undertaken but they did 
not manage to engage the participants 
of the national minorities, including 
the Poles, into any of them. Therefore 
we know that our activities are really 
necessary. We may connect the Polish 
minority and the Scots”. 
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Me in my organization

Organization is about the people. It 
is an entity that operates with the peo-
ple and for the people. In the previous 
chapters we researched your organiza-
tion: your resources, your team and your 
stakeholders. The next part of the pub-
lication will be dedicated to each of you, 
the entity, the person, your individuality 
and uniqueness. I think that it’s worth 
focusing on it as all of us have their own 
needs and expectations. It is very impor-
tant	that	they	are	satisfied.	That's	why	I	
propose you taking a short journey with 
the aim to get to know all your passions, 
strong sides and skills, as well as to de-
fine	what	makes	you	happy	when	you	
work at your organization, what moti-
vates you to be active and what brings 
you satisfaction.  

Have you ever wondered what 

attracted you to your organization? The 
Polish community organizations often 
act based on the voluntary work of its 
members. When I was starting to work 
with	them	(training	the	name,	Budapest,	
the	date)	I	asked	myself	the	question,	
what makes the young people who work 
full time and have families dedicate their 
time to the Polish community organi-
zation? I admired those who were able 
to	find	time	and	willingness	to	perform	
activities that didn't bring them any 
profits.	I	was	wondering	what	their	inner	
motivation was. It’s worth asking your-
self this question. 

If you have a closer look at your indi-
vidual motivations at the moment of the 
strategy creation, it will help you to get 
involved more deeply, to better use your 
talents and to build the real plan and not 
the plan that is far away from your ex-
pectations and possibilities. 

So, at the beginning I propose the 
sentence that you already know:

 Task 9. Your private treasury  

The same way you were assigning the denomi-
nations to the coins in the treasury of values of 
your	organization,	try	to	define	the	values	that	
you try to follow. Assign the values to the coins 
and put them into your treasury. If you work 
together in the room, use post-its as coins. You 
will	probably	find	such	words	on	them	as	love,	
family, freedom, honesty, etc.  

Which of your individual values are you follow-
ing in your organization? Have a look at the 
organization treasury. Are any of those values 
in line with your personal values? This compar-
ison	is	an	important	moment	of	self-reflection	
as it enables to better understand why I am 
active and why I want to act on behalf of my 
organization.  

One of the motivations of the members of the 
organization may be the desire to develop. Let's 
focus on it.
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 Task 10. The wheel of competencies  

The	aim	of	this	task	is	to	define	your	individual	
skills – both the real and the potential ones. 
During the task you will go through differ-
ent areas of your organization where you may 
develop your personal competencies that are 
important for you. 

Below	you	will	find	the	wheel	of	competencies	
that is used in coaching and is also often called 
the wheel of self-awareness.   

Two wheels of competencies 
The wheel is divided into 8 parts. Write down 
one competency in each part. Next, using the 
scale from 0 to 10, mark on which level this 

competency	is	developed	(you	may	mark	the	
whole	area).	I	encourage	you	to	look	at	your-
selves slowly and honestly. This part is an indi-
vidual work that is only for you and it is to help 
you	to	define	the	scope	of	the	activities	that	are	
interesting for you within your organization. 
Once you have completed your wheel, reach 
for the second one and try to think on which 
level you would like to have minimally 5 of the 
same competencies within the next 6 months 

and what 3 new competencies would you like to 
gain	(also	mark	the	level	of	engagement).		
The	aim	of	this	task	is	to	define	the	chance	of	
your personal development in the organiza-
tion and to discover the skills that you have 
and which are well seen in your organization. It 
will	enable	you	to	define	the	scope	of	works	in	
which you want and can engage in your organi-
zation.  
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 Task 12. I like…/ don't ask me… 

I also encourage you to share the acquired 
knowledge at the end of this stage, of course in 
the extent that you feel comfortable with. The 
best	idea	would	be	to	put	it	on	the	flipchart.	
The sentences that might also be useful: 

 Task 11. 7 questions to yourself 

The next tool to check the motivation is the 
self-assessment questionnaire6 of the member 
of the organization – the method that, similarly 
to the competencies, is used in coaching, in the 
human resources departments, etc. The aim of 
the questionnaire is to check the level of satis-
faction	with	the	work	and	enables	to	define	the	
ways of further development. 

 

6  M. Kukowska, Przepis na wolontariat, Narodowe Cen-
trum Kultury, Warszawa, 2016 rok.

The above individual work is very important. It 
helps each of us to realize what competencies 
and skills we have and it enables us to visualize 
the area related with the personal development. 
 

What is your position in your organization? 
Enter one option. 

In your view what are the most important 
obligations on your position?  

What activities have you been particularly 
proud of within the last half-year?

What are the activities and the tasks that you 
don't like doing?

What activities didn't come out the way you 
expected them to within the last half year? 

What should happen, what can be done so 
that your level of satisfaction with the work 
can increase? 

What activities, tasks do you like accom-
plishing/undertaking? 

i like doing

i feel good in such tasks as

i don't like

don't ask me for
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The development of the organization depends on the 
strength of its employees [Sc]

Joanna, Lidka, Katarzyna, Dobrawa 
and Paweł from Edinburgh started to 
write the strategy of the Polish Cul-
tural Festival Association at the mo-
ment of frustration and uncertainty. 
On one hand the association ran many 
recognizable activities on the profes-
sional level and all the members of the 
organization were strongly motivated 
to act. On the other hand, the level of 
energy in the team had been decreas-
ing for a longer time. The team wasn't 
actually sure whether they wanted to 
continue to work the following year. 
Something had to change. The ques-
tion was: what? 

During the strategic planning 
they realized that they always make 
a a huge effort but they don't re-
ceive much in return. The analysis 
of the accomplished projects showed 
clearly that every time the organiza-
tion would make 120 per cent of the 
norm. The plan assumed certain ac-
tivities and expenses and at the end 
it would turn out that they had done 
(and spent) more. The members of the 
PCFA knew where this was coming 
from: on one hand the strong motiva-
tion and the willingness to fulfil the 

task in the right way and on the other 
hand the decreased level of energy in 
the team, the burnout of its members 
resulting from the lack of the perma-
nent source of financing and the con-
tinuous voluntary work. The members 
of the PCFA realized that they were 
wasting their great ideas and neces-
sary activities. Instead of adding more 
activities to the ones that had already 
been planned out of the goodness of 
heart, they could obtain new grants. 
Thus they discovered the source of 
frustration. 

They knew what to do.
First, Joanna, Lidka, Katarzyna, Do-

brawa and Paweł admitted that their 
personal motivation is the key to the 
development of the organization. They 
decided to wonder what would have 
to change so that they could feel sat-
isfied with their activity in the PCFA. 
They started with looking at the val-
ues – those that each of them uses in 
his or her own life, as well as the val-
ues of the organization – to determine 
whether they overlap to the proper 
extent and, if necessary, whether  
they had to modify them. It was also 
important for them to define their  

 
 
 
competencies	and	ambitions	(the	task:	
the	wheel	of	competencies)	and	to	fill	
in the self-assessment questionnaire.

Secondly, they decided that they 
wanted to focus their efforts on a larger 
project. After the precise analysis of 
the conclusion from the diagnosis they 
decided that it would be supportive for 
the project and for the documentation 
of the Polish and Scottish relationships 
if they founded the so-called Polish 
Scottish Historical Associations. They 
have chosen this activity as it gave 
them not only the opportunity of the 
integration of Polish and Scottish com-
munity but also of cooperation between 
different generations within the Polish 
community, something that they really 
cared about. The members of the PCFA 
also wanted to make it a project that 
would	significantly	reinforce	the	posi-
tion of the Polish community in Scot-
land. It was supported by the fact that 
it created the space for the volunteer-
ing	work	(and	in	consequence	for	gain-
ing	new	members).	 
 
 
 
 

 
 

Thirdly, they decided to make their 
possibilities real according to the rule: 
cut your coat according to your cloth. 
When splitting the tasks they took care 
of the viability of schedules. Everybody 
set exactly how much time they could 
and wanted to dedicate to the activ-
ity in PCFA. The association director 
– Joanna, did the same as she realized 
that her motivation was strong enough 
so that she could fully focus on the de-
velopment of the association. She gave 
up a permanent, paid job. And, instead 
she engaged in the accomplishment of 
the goals and the mission of the as-
sociation. Addressing the activities 
towards the youth required at least one 
person who would permanently dedi-
cate her time to the organization. At 
the same time, she committed to inten-
sively search for the funds so that she 
could	fulfil	the	assumed	goals	in	the	
near future and to ensure means to live 
for herself and for other employees of 
the organization. “My unemployment is 
not so unemployed. A lot of work!!”
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How to translate the 
conclusions from the 
diagnosis into the strategy

Some of the readers might want to 
jump straight to using the conclusions 
from the diagnosis of the environment 
(the	manual	First: diagnosis)	to	create	
the strategy. I dedicate this chapter es-
pecially to them. And I encourage those 
of you who have gone through the earlier 
stages to read the next chapter.  

With this chapter you will elaborate 
the strategic and operational goals of the 
organization. For that you will be able to 
use the conclusions from the diagnosis 
and the experiences from the projects 
accomplished by you.

You decided to make effort that is to 
elaborate the strategy of the develop-
ment of your organization for the next 
couple of years. It's a brave step that 
will bring the changes in your organiza-
tion, your way of thinking and activities. 
A well-prepared strategy includes the 
conclusions from the diagnosis of the 
society/community for which you work. 
That's why the task number 13 will be 
our next step.
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 Task 13. From the conclusions to the recommendations 

The aim of this task is to take a look at the 
conclusions and to run a critical analysis of the 
previous projects and activities.
Prepare	a	sheet	of	paper	or	a	flipchart	and	di-
vide it into 4 parts, complete it accordingly:   

I
Conclusions from the 
diagnosis

II
Projects

III
Results/scores

IV
Recommendations

Here you should write 
down the expecta-
tions of the group 
researched by you.  

E. g. in the case of 
Hungary – more inte-
gration evenings. 

Here you should 
enter the names of 
the projects that you 
accomplished and 
submitted for evalua-
tion and diagnosis.  

The project "evening 
with culture".

Project... 

In this box you 
should enter the 
answer to the ques-
tion: do the projects 
that are being carried 
out (column II) meet 
the diagnosed needs 
(column I).  

The conclusions, that 
is what modifications 
should be made, the 
new solutions etc.  

The table will only be useful if you complete 
it in an honest and reliable way. For example, 
the conclusion from the diagnosis in the Pol-
ish	community	organization	in	Hungary	(“more	
integration	evenings”)	should	be	understood	
as the need of organizing informal meetings in 
the group of peers.   The project “evening with 
culture”,	which	has	a	formal	character	(meet-
ings with the well known musicians, writers, the 
lectures	and	the	conversations)	didn't	meet	the	
need of the participants who took part in the 
research, which should be noted in the column 
III. In the recommendations it is worth writing 
the following guidelines: to change the charac-
ter of half of the meetings for the integration 
evenings. Those interested may initiate the ac-
tions themselves: board games, dancing, the  

 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
rivalry in the form of a game, etc. The second 
half of the evenings will be organized the same 
way as until now.  

As you can see the results from the table may 
have a large impact on the planned strategy. At 
this moment there may be resistance against 
the changes. It is important to refrain from 
stretching the results of the diagnosis and 
evaluation, to honestly complete the table and 
to create the real recommendations.

It is worth using the results of the SWOT analy-
sis, as well as the analysis of the resources and 
the potential of the organization in such a way 
that the elaboration of the recommendations 
is based on the real possibilities. For example, 
if it results from the analysis that it would be a 
good	idea	to	organize	a	urban	field	game,	think	
whether you have a person who would develop 
the mechanics and the conception of the game, 
if	you	have	a	sufficient	number	of	volunteers,	
if you are sure that at the same time another 
event is not being held that could interrupt the 
game. Those activities may seem too meticu-
lous but they facilitate the work and planning.  
If it results from the diagnosis that the or-
ganization is not very well recognized in the 
community, it is worth reaching for the map of 
stakeholders and elaborating the plan of pro-
motion and image creation. The Polish commu-
nity	organizations	have	their	websites,	profiles	
on Facebook, accounts on Instagram or News-
letters. Maybe among your internal stakehold-
ers there are people who are talented painters/
artists whom you could make responsible for 
the preparation of the graphic design of the 
materials, as well as the people who could write 
or edit the texts written for you. Turn to the ex-
ternal stakeholders who can help you with little 
effort in the promotion: ask them to send the 
newsletter or to share the post. 

Another method that may turn our useful in 
defining	what	projects	are	to	be	developed	is	
the BCG Matrix. Created by the Boston Con-
sulting Group in 1969, the matrix is still being 
applied in the companies and organizations as 
a method to assess the possibilities of develop-
ment,	to	define	the	potential	or	the	position	
with regard to the competition. Here we might 
indicate two basic goals of using the matrix in 
the strategic planning: deciding which projects 
are worth keeping and which should be left in 
the	specified	time	horizon;	bringing	the	ideas	
which have not been implemented and which 
suit the strategy to light.  



Secondly: strategy Secondly: strategy62 63Section II Analysis of organizationSection II Analysis of organization

 Task 14. Star, little piggy or ball? 

Four categories: stars, question marks, piggy 
banks and balls on legs. Those are the identify-
ing signs of the BCG matrix7, and at the same 
time they are the four boxes where each of the 
activities carried out by you should be written 
down. The BCG matrix is constructed based on 
two variables: the increase of the activities in 
the	environment	(which	is	equivalent	to	the	
number	of	the	projects	accomplished	by	you)	
and	the	relative	share	“in	the	market”	(it's	a	list	
which shows how many activities you organize 
comparing	to	other	organizations).	

7  Source: https://mfiles.pl/pl/index.php/Macierz_BCG 
and Fundacja Rozwoju Społeczeństwa Obywatelskiego, 
Program Akademii Jakości Projektu, część 5, Analiza Potrzeb, 
FRSE, Warsaw.

In	order	to	find	out	what	the	share	in	the	en-
vironment is in the activities related with the 
cooperation with the NGO organizations com-
paring to other organizations, it is worth to 
reach to the statistics, to establish the contact 
with other organizations, to enquire at the of-
fice	or	in	the	ministries.	The	variable	informs	
you about your competitiveness. The increase 
in the environment: to what extent the organi-
zation increases the number of the activities 
that are being carried out.   

If	you	experience	difficulties	with	adjusting	
some of the activities, try to look at them again 
critically.  Try to go back in your memory and 
answer the question: how many people ap-
peared, how much it cost you and what results 
it brought. The below questions may help you 
in deciding where to enter the particular pro-
ject. 
•	 Is this activity popular? How many people 

participate in those activities, is anybody new 
coming? 

•	 Is	it	a	flagship	activity	of	your	organization?	
Is it the largest success?

•	 Does this project bring new solutions? It is 
worth going back to the issue of uniqueness 
and	the	attempt	of	defining	the	needs	of	the	
environment for which you act? 

•	 Does	the	project	have	stable	financing?	

After assigning the projects to the particular 
groups you should take a look at the results and 
think together about the following issues:
•	 In which categories do you have most and in 

which the least activities?
•	 In which direction and in what way will each 

activity be developed by you within the next 
and	the	following	years	(it's	worth	remember-
ing about the change of trends, the needs of 
your	target	group)?	

The work with the matrix on a different level 
than in the case of the elaboration of the con-
clusions	from	the	diagnosis	enables	to	define	
precisely in what direction and with with pro-
jects and activities it is worth planning the 
strategy of the development in your organiza-
tion. It enables to map the activities that bring 
the	benefits	and	the	prestige	to	the	organiza-
tion and to avoid keeping and copying the 
projects the form of which is not attractive any 
more and which do not meet the needs of your 
target group.  
  
Below	you	will	find	the	table	that	shows	how	to	
deal with the particular activities:

Stars – you reinforce. How to do it?

Piggy banks – take care of and develop 
using the ideas from the poll of the 
question marks.  

Question marks – choose e. g. 3 that 
you decide to carry out and that meet 
the diagnosed needs. 

Balls on legs – give up, close. 

There is a lot creative work and mo-
ments of frustrating work behind you. 
Now let's stop for a moment as we will 
have to go through the revision / crea-
tion of the mission and the vision of the 
organization. In other words, it is time to 
have a rest.

The share in the environment comparing to other organizations

High Low

Increase in 
the environ-
ment

High Stars – hit projects that make 
the organization recognizable. 
They are always success. How 
many projects of this kind do you 
have? What kind of projects are 
they?

Question marks – new, not yet 
accomplished projects that with 
the funds may become the stars 
in the long-term perspective. 
How many projects of this kind 
do you have? What kind of pro-
jects are they?

Low Piggy banks – solid, reliable 
projects that ensure the finan-
cial stability in the organization.  
How many projects of this kind 
do you have? What kind of pro-
jects are they?

Balls on legs – the projects that 
are being executed out of a habit, 
which nobody has the cour-
age to close or to change. How 
many projects of this kind do you 
have? What kind of projects are 
they?

https://mfiles.pl/pl/index.php/Macierz_BCG


Secondly: strategy Secondly: strategy64 65Section II Analysis of organizationSection II Analysis of organization

When the diagnosis brings unpleasant surprise [Hu]

Polonia Nova (PN) has been active within 
the Polish community in Hungary since 
2007. It was founded by the people who have 
been living in Hungary for a long time, those 
with shorter record, as well as those who 
were born in this country on Danube. Its 
flagship activities are as follows: activities 
as part of the Polonia Nova Open University, 
film shows, workshops, exhibitions, historic 
urban games, educational meetings for the 
families. In one word: the high culture.

The PN decided to carry out the diag-
nosis of the needs of its environment. It 
turned out that the people whom it was 
possible to reach by means of in-depth in-
terviews expect a little bit different program 
offer from the Polish community associa-
tions, e. g. the organization of meetings in 
informal circumstances so that it is possible 
to get to know one another better (board 
games, evenings with Polish “pierogi”).  

Both the Board of the Polonia Nova 
Association and the young project coordi-
nators (Milena, Kamila and Ola), have an 
impression that the PN should be more 
open to the Polish community youth (in the 
school and student age), as well as to the 
new members of the Polish community –  
e. g. the people who settled down in Hun-
gary due to the professional work or life 
companions. In particular, the three young 
girls approached the strategic planning with 
enthusiasm. “This need was also born out  

 
of the feeling that the team can and wants to 
do more and to make it possible it was neces-
sary to create the plan”.

However, their initiative appeared in 
difficult times. The organization was un-
dergoing changes, including the ones in 
the human resources; some of the mem-
bers were on maternity leaves.  Everybody 
worked as volunteers and it was difficult 
to expect full disposition and engagement  
One could sense the tension in the air, 
which resulted from the conclusion from 
the diagnosis, which clearly suggested the 
necessity to implement changes in the pro-
gram and even – in some cases – to modify 
the course of actions in a more significant 
way as it didn't overlap with the main goals 
and the association's profile. There is noth-
ing strange in that. Changes naturally meet 
with resistance.

However, they decided to give the chance 
to the potential changes. If you say “a” – by 
carrying out the diagnosis of needs, you 
should say “b” – to start the analysis of the 
organization. However, there had to be hot 
discussion between the people unwilling 
to make any compromises and those who 
wanted to have a closer look at the feedback 
received during the diagnosis.  

The project coordinators prepared the 
first meeting, during which they shared 
the knowledge gained at the training ses-
sion in the creation of the strategy for an 

organization and they would try to convince 
the participants of the necessity of verifica-
tion of the previous one. They also agreed 
on the schedule of works. Next the coor-
dinators analysed again the results of the 
diagnosis. The carried out a SWOT analysis 
(they defined the strong and the weak sides, 
the chances and the threats). They mapped 
the personal and financial resources of the 
organization. They specified what programs 
in PN are exceptional and had a look at the 
previous achievements. They discussed the 
possible course of promotion – in the diag-
nosis a conclusion appeared that Polonia 
Nova, the same as any other Polish commu-
nity organization is not too well recogniz-
able among the young Poles who live in this 
country. With regard to the above they de-
cided to create the base of knowledge about 
the Polish community in Hungary, which 
could be used to reach the largest group of 
Poles possible. 

Milena, Ola and Kamila knew they didn't 
have too many materials. Three months 
ahead they planned the second meeting of 
the interested members of PN, as well as of 
external advisers, the representatives of the 
so called young Polish community in Hun-
gary who knew very well their environment. 
They planned the whole day for the work-
shops. They called them the “Laboratory of 
ideas and good advice”. 

They prepared carefully to the meet-
ing: they worked on the creation of a 
group of external advisers with whom the 

organization could cooperate at further 
stages, especially with regard to the imple-
mentation of the programs for the Polish 
community youth. The meeting was run ac-
cording to the plans of the coordinators: the 
new advisers were found – the external or-
ganizations. They agreed on the third work-
shop meeting during which the members of 
the PN – taking the advice of the external 
advisers – created the main body of the mis-
sion, the vision, the goals and the actions. 
Everybody agreed that it was necessary to 
gain volunteers from among the representa-
tives of the younger generation of Poles and 
to build the brand of the organization. At 
this stage more members of the organiza-
tion placed their confidence in the group.

With this example we can see that (1) 
the diagnosis can be difficult to accept, 
though the analysis of the organization that 
follows it enables to calm the moods and 
to adjust the strategy in a positive way for 
everybody (for the stakeholders, the organi-
zation and its members). That's why it is 
necessary to go through the whole process 
and not to get discouraged. (2) It is worth 
inviting the external specialists as advisers 
to the process of strategy planning. (3) It is 
also worth noticing the following: building 
trust to the group that initiates the strategic 
planning in the organization by means of 
methodical work, the extensive inclusion of 
other organization members while not try-
ing to burden them with meticulous work 
when they are not yet sure of the idea.
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Elaboration of the mission 
and the vision

A mission is a dream of a better world 
that we want to build. The mission is 
like a small piece of radioactive material 
that if submitted to the right processes 
will be able to generate unimaginable 
amounts of energy and to change the 
world8.

Mission is a representation of the vi-
sion	of	the	organization.	It	defines	the	
relevance of its existence and the activ-
ity, its goal and the values that guide it. 
The mission enables to create the code 
of conduct, it leads to a strong sense 
of identity among the members of the 
organization and it builds the sense of 
community. This, in turn, increases the 

8  Podręcznik zarządzania NGO. Siła współpracy. 
Strategia organizacji, red. W. Wciseł, s. 4, Warsaw 2015.

motivation and engagement and con-
tributes to the creation of the sense of 
responsibility for the commonly run 
activities and the development of the 
organization. 

A well-formulated mission helped 
many organizations in their dynamic 
development. In 2007 Ingvar Kamprad, 
the founder of IKEA, expressed the mis-
sion of his company in the Testament of 
Furniture Dealer in the following way: 
The creation of a better life everyday for 
many people by offering them a wide range 
of well designed, functional home design 
articles at such low prices that as many 
people as possible could afford them. The 
consistent implementation of the above 
mission enabled the IKEA network to 
dominate the furnishing market. A simi-
lar situation takes place in the case of 
Google – their policy often meets with 
controversies but the mission clearly de-
fines	the	goal	and	the	advantages	related	
to it: Our mission is to order the world 
information resources so that they become 
widely available and useful. The mission 
is the basic element of building the ex-
ternal communication of the organiza-
tion. 

 

 Task 15. Reflection on the mission 

Think and try to answer the following ques-
tions individually or in small groups:
•	 Why does an organization exist?
•	 What does the organization operate for?
•	 What needs does it meet?
•	 What's the most important aspect of your 

activity? What inspires you?
•	 With regard to whom do you feel responsi-

ble? Who is your work useful for?
•	 What problems do you want to solve?
•	 Why is what your organization does impor-

tant?
•	 What does your organization bring to the 

surrounding world?

And a few questions that serve to check your 
inner motivation and the acceptance of the 
elaborated mission: 
•	 Can you see your place with regard to the 

realization of this mission?
•	 Would you like to work for an organization 

that would have such a mission?

The mission should be:
•	 Possibly short – one sentence, it may be a 

dependent clause. 
•	 Positive – recalling the good that you do as 

an organization. 
•	 Clear – expressed in a clear and understand-

able language for everybody.
•	 Authentic	–	reflecting	the	real	activity	of	the	

organization.

The mission of your organization: 

If we were to describe the mission as a voca-
tion, a force gripping and motivating to work, 
the	vision	should	be	defined	as	the	image	of	the	
future to which the work is to bring us closer. 
All the managers who built huge companies out of 
small undertakings, must have been visionaries. 
The social and economic history knows many of 
such visionaries9. One of them was the founder 
of the Coca-Cola global concern. It had a fol-
lowing motto: Coca-Cola – within the reach of 
every human being on Earth. 
The vision not only indicates the path but it 
often is an intuitive imagination of internal 
ambitions, aspirations and dreams of the mem-
bers of the organization. The vision is always 
presented in present tense, probably to under-
line that it is something achievable. The vision 
can be formulated with the help of the values 
that	you	have	defined	previously	and	by	means	
of	metaphors	that	define	the	organization	(“my	
organization	is	for	me	like...”).	

9  Podręcznik zarządzania NGO. Siła współpracy. 
Strategia organizacji, red. W. Wciseł, s. 5, Warsaw 2015.
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 Task 16. Symbolic animal 

Imagine that your organization may be charac-
terized symbolically by comparing to different 
objects, animals or phenomena. What animal 
would your organization be?

Next think in groups:
•	 What features of the described animal does 

your organization have?
•	 What makes it different?
•	 What makes it effective?

 Task 17. Illustrate your dream 

Relax. Think about your needs, desires and 
dreams. And now imagine yourself and your or-
ganization within a year, two, three or four form 
now. Every participant should have an opportu-
nity to present freely their vision – it is worth 
preparing pencils, markers, ball-pens, post-its 
and sheets of paper of different format. 
 

When dreaming you need to ask more precise 
questions, e. g.:  
•	 What will the change that you want to in-

troduce as a Polish community organization 
consist of? 

•	 What will the world, your organization, your 
environment and the Polish community look 
like before this change is implemented?

•	 What is the difference between the organiza-
tion that you know today and the organiza-
tion from your vision?

•	 Can you see your place in this vision?

Write down the vision of the organization in 
one or a couple of sentences that will describe 
what future you would like to create.
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The roots of strategy and its 
3 components  

Sun Zi, the Chinese philosopher who 
lived in the 6th century before Christ, 
created the oldest strategy elaboration 
that we know. As you might guess, it was 
dedicated to the war. 13 chapters of The 
Art of War proves that in the ancient 
times there was a division between the 
tactics and the long-term strategy. The 
successors of Sun Zi followed his path.  

The most famous of the modern strat-
egists, the Prussian general Claus von 
Clausewitz, in his book from 1831 enti-
tled “On war” distinguished between the 
war strategy, the tactics and the opera-
tions.  

With time the strategic planning 
evolved and it was moved to the big 
industry and next to the politics where 
it became a common practice in public 
institutions,	offices	and	NGOs.	In	the	
case of the latter ones the person who 
contributed to the success of the strat-
egy was Peter Drucker, who in the NGO 
sector is known as “the Pope of manage-
ment”.  

All the strategists that were men-
tioned indicated three strategy compo-
nents: 

1. strategic goals – those will be our 
long-term goals;

2. tactical activities – – in the case 
of NGO it will be the elaboration of 
the plan of activities for the whole 
year;

3. operational goals – they meticu-
lously describe the stages of the 
realization of the tactical activi-
ties. 

In order to explain the difference be-
tween those three components, I will use 
the	illustration	from	the	battlefield.

Section III.  
Building strategy
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Somewhere on the hill, in the disguised trench there is a 
general who will be the main commander responsible for leading 
the great battle. The general is equipped with special binoculars, 
maps and intelligence information concerning the potential of 
the enemy and he has a thorough knowledge of the battlefield. 
First he gets familiar with all the information, he analyses the 
area, checks it for the possible threats, he tries to see the chanc-
es, and he evaluates the strong and the weak sides of his army 
and the army of the enemy. As a result, based on the analyses he 
elaborates the strategy of leading the battle and winning it. The 
elements of the strategy are the tactical actions. So, he is plan-
ning: one of the bridges must be blown up, another one must 
be saved at all price, they must gain the tower and make the 
defence line of the river. He coordinates the tactical operations 
in time (that is his plan has the dates and the times set). He 
elaborates the tactical plan together with the officers of middle 
level. Next the officers and the sergeants elaborate the opera-
tional plans of achieving the particular tactical goals, for exam-
ple of blowing up the bridge at the particular time. They assign 
the tasks to the particular soldiers form the brigade, who will 
perform this operation. When all the plans are ready, they can 
start to implement them, that is to start the battle. The achieve-
ment of success still depends on many factors (the strategy may 
prove to be inadequate, the general might have assessed the 
situation wrong, the officers or the soldiers will fulfil their tasks 
in a wrong way, the army equipment may break down etc.). A 
good strategy increases the chance of success. Without strategy 
the chances to win the battle are close to zero. In other words, 
the better the strategy and the tactical or operational plans, the 
bigger the chance to achieve success. The illustration from the 
battlefield reflects the situation of every organization. The rules 
of action are analogical10.

10  Podręcznik zarządzania NGO. Siła współpracy. Strategia organizacji,  
red. W. Wciseł, s. 10, Warsaw 2015.

Types of strategy11

When working with NGOs, institu-
tions	and	companies	we	often	find	the	
specific	types	of	strategy.	Have	a	look	at	
them;	maybe	you	will	find	that	some	of	
them meet your needs with regard to the 
strategic planning?   

•	 The strategy of uniqueness – you 
run the activity that not other or-
ganization in your region is running. 

•	 The targeted strategy – you ad-
dress the activities towards the 
particular	group	of	beneficiaries	(e.	
g. institution that helps children 
with	autism).

•	 Strategy of quality – you do eve-
rything that that other organiza-
tions do. However, a high quality of 
activity is what distinguishes you 
from	others.	It	is	quite	a	difficult	
strategy in the situation when the 
competition is high and the envi-
ronment is unfavourable as it does 
not only involve being the best but 
also creating the perception in the 
environment that it is like that. It 
requires a specialist and unique 
knowledge. 

11 This text is an adaptation of: http://poradnik.ngo.pl/
strategie-dla-organizacji-pozarzadowych and of the publica-
tion of the Foundation for the Development of Civil Society, Po-
zaformalna Akademia Jakości Projektu, cz. 5 Analiza Potrzeb, 
FRSE, Warsaw. 

 
 
 
 
 
 
 
 

•	 The strategy of social change 
– undertaking the activities with 
the aim to introduce permanent 
changes, e. g. engaging in the poli-
tics, creating coalitions on behalf 
of change with other organizations 
and institutions. 

•	 The strategy of copying – you 
perform activities that are to copy 
their results. In other words: you 
reach other associations, organi-
zations and foundations that pass 
your mission and vision forward. 

•	 The strategy of profitable mis-
sion – the aim of such a strategy is 
to earn the funds for the organiza-
tion's activity.

http://poradnik.ngo.pl/strategie-dla-organizacji-pozarzadowych
http://poradnik.ngo.pl/strategie-dla-organizacji-pozarzadowych
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The function of strategic goals – the 
long-term ones and the goals set for the 
next year – are the operational goals, 
that is the activities that you undertake 
to carry out the strategy of the organiza-
tion. To a large extent they overlap with 
the assumptions but the operational 
goals additionally:

•	 Are focused on the results and not 
only	on	the	activities	(this	assump-
tion is very helpful when planning 
the	evaluation);

•	 Are short, consist of stages and 
clearly	defined	schedule	of	activi-
ties; 

•	 Are assigned for realization to the 
particular people and groups. 

In the task 10 we checked your indi-
vidual skills. Here it’s worth reaching 
for the wheel of competencies to divide 
wisely the activities according to the 
predispositions	of	the	people	(this	is	
how the culture of work organization is 
created).

It is worth using the SMART analysis 
when determining whether the goal has 
been formulated right. It is both the ab-
breviation	and	the	word	that	defines	a	
clever and bright person. SMART refers 
to	the	five	traits	that	the	correctly	set	
goal should have. 

The goal should be:

Specified  
A	good	goal	must	specified.	

Measurable  
The goal must be measurable. 
When forming the strategy think 
whether it is possible to present its 
results using the numbers. 

Attractive  
The goal should be attractive, it 
must draw the attention. It is worth 
asking yourself a question: why do I 
want to achieve this goal? What will 
it give me? What will I get instead? 
Ask your selves whether the goals 
are attractive for you and whether 
they motivate you. 

Realistic 
The goal must be set within the 
reality of your organization and it 
must be compatible with its possi-
bilities and resources.  

Timely  
The	goal	must	be	defined	in	time.	
Set the period in which you would 
like to achieve the particular opera-
tional goals. 

It doesn't say anywhere that in the 
case of each Polish community strategy 
the strategy of uniqueness must be un-
dertaken. It happens that there are many 
Polish community organizations within 
the	particular	area	(such	as	Budapest);	
then you may apply the targeted strat-
egy. Or, as in the case of Iceland, the 
strategy of quality.

The strategies that are worth imple-
menting	are	above	all	brave	(they	have	a	
bit	of	visionary	and	even	madness),	they	
go beyond schemes and propose new 
solutions. Regardless of which path you 
decide to follow, you must remember 
that it is closely related with the process 
of implementation that sometimes be-
comes an obstacle impossible to over-
come. If there is no good execution, the 
huge amount of work, the new ideas, the 
elaborated vision and mission and the 
elaborated plans will be wasted. That's 
why	it	is	necessary	to	define	the	strategic	
and operational goals in order to over-
come the barrier. 

 

Be SMART. Goal setting

Let's get back to the three compo-
nents of the strategy. Our task will be 
to set the goals according to the deter-
mined order: 
1. The long-term goals,
2. The goals for the next year,
3. The	operational	goals	(activities).

When setting the goals you should re-
member that the correctly set strategic/
long-term goal:

•	 Concerns the organization as a 
whole;

•	 Results form the mission/vision 
and is related with it;

•	 Clearly	defines	the	course	of	activi-
ties;

•	 Is focused on the results;
•	 Is coherent with other strategic 

goals – the common denomina-
tor may be the development of the 
organization;  

•	 Is realistic and achievable.

S

M

A

R

T
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 Task 18. From goal to action 

Decide what your strategic goals are. Refer to 
the mission and the vision of your organiza-
tion. Set yourselves the goals the achievement 
of	which	will	be	equivalent	to	the	fulfilment	of	
your vision. There should be no more strategic 
goals	than	five	and	no	less	than	two.	Instead	of	
throwing everything into one sack you should 
divide the goals into smaller parts. That will 
enable you to avoid the improvisation and ad 
hoc actions. It is worth setting minimally two 
goals in your organization. We should be real-
ists,	so	there	should	be	no	more	goals	than	five.	
Besides, during the evaluation and monitoring 
of the strategy some of the assumptions and in 
consequence	the	goals	may	be	modified.	That's	
why you should set them with moderation. If 
we limit their number, they will all be a clear 
and motivating course indicators and not an 
obstacle or a burden. 

Derive the operational goals from each of the 
strategic goals. The diagnosis of the environ-
ment, the SWOT analysis, the analysis of organ-
ization	(driving	forces,	stakeholders)	will	help	
you to formulate them. 

Adjust the best available methods to each of 
the operational goals. Use the map of resources 
and recall your individual competencies. 

Write down the actions in detail. The conclu-
sions from the diagnosis may be helpful here. 
With a calendar in your hand create the sched-
ule for the next year.

Make sure that the planned activities re in ac-
cordance with your goals. For each of the goals 
prepare the annual indicators for their imple-
mentation. For example, the goal “acquiring 
the new members and partners” could have the 
following indicator: 10 people more work on 
permanent projects, the representatives of 2 
institutions come to our Christmas meeting. 

Agree on the operational details of the actions:
•	 Who will be responsible for the realization of 
the	particular	tasks	(the	goal	has	been	speci-
fied	and	it	is	attractive)?	

•	 How much time does the achievement take 
(realistic	and	timely	goal)?	Verify	your	plans,	
holidays and time possibilities.

•	 How will you know that you have achieved 
the	set	goals	(realistic	and	measurable	goal)? 
 
 

 

mission

operational 
goals

strategic goals
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It is worth being flexible when the circumstances change 
[Is]

Zespół Projekt:Polska.is (PP.is) was 
happy with its results after the work-
shops in the area of strategic planning. 
Aleksandra, Tomek, Alicja, Leszek and 
Karolina felt that they really achieved 
a lot. After the March workshop the 
Easter came, and later the holiday sea-
son started (in Iceland it starts already 
at the beginning of May and it lasts till 
the end of September). With regard to 
the above, though all the team mem-
bers were engaged in the creation of 
the strategy and had large hopes in 
this respect, it was difficult for them 
to gather through those months. The 
following meetings dedicated to the 
elaboration of the strategic plan were 
held according to the plan. Hover, 
there was always somebody missing. 

In the meantime, the external cir-
cumstances changed dramatically. In 
June Europe was surprised with the 
declaration of the United Kingdom 
which decide to leave the European 
Union. As a consequence, many Poles 
who live in England and Ireland felt 
that their life situation was threat-
ened and they started to be interested 
in Iceland as a potential destination 
fro emigration. PP.is knew about it, 
among others, from the group “Poles 

in Iceland” which was once created by 
Tomek on Facebook, and which served 
as a research tool at the beginning of 
the process of building the strategy. 
Since June the number of those inter-
ested in this group increased rapidly. 
Also, the questions that appeared 
there, such as the ones concerning 
the living conditions in Iceland (how 
much the bread costs, how to find the 
apartment, where to search for job, 
what the benefits ar for the moth-
ers with children) pointed to the fact 
some of the Poles were likely to move 
from the United Kingdom to Iceland.  

The situation of the particular 
members of  Projekt:Polska.is also 
changed. Aleksandra started to work 
on a much more engaging position. 
Tomek decided to run in the elections 
to the Icelandic Parliament, so he had 
to dedicate all his free time and energy 
to the campaign instead of working in 
the organization. The life of the other 
members also changed: they moved, 
their children were born, the new op-
portunities appeared in their personal 
and professional lives. 

They clearly discussed those chang-
es at the end of September when they 
met for the first time all together. 

They accepted them and decided to 
adjust the plans to the reality. 

The main goal was to plan the 
strategy in the face of the changing 
Polish community population in Ice-
land. They became more determined 
to connect Poland and Iceland in the 
cultural sphere. The members of the 
Projekt:Polska.is knew their strong 
sides. They knew that they could com-
municate effectively only via internet 
and that they were able to create the 
community with the help of the on-
line tools. They decided to reduce the 
number of cultural events so that they 
could inform the others about the ex-
isting ones and to create the platform 
for new tools. They decided that they 
would share their expert knowledge 
with the Poles on the island, that they 
would provide them with information 
on the possibilities of obtaining the 
grants for cultural, artistic and educa-
tional events, as well as on the devel-
opment of their own businesses. “We 
will build the info graphics and the 
website adjusted to the needs of those 
who feel that they have energy and 
who want to use the niche but lack the 
expert knowledge  or the right  con-
tacts, etc.”  

There was also a clear division of 
work in the team in accordance with 
the competencies of the members 
and their possibilities: a subteam was 
selected to work with business, a few 
people started to work on the finan-
cial plan and a few others decided to 
elaborate the clear and coherent pro-
motion materials adjusted to the new 
activities of the organization. 

It often happens that at the mo-
ment of the strategy creation we are 
not able to anticipate the future inci-
dents. Projekt:Polska.is couldn't an-
ticipate the Brexit in March or many 
complications in the personal lives of 
the team members. The thing on which 
we can have influence is our reaction. 
We need to adjust to the changing 
circumstances. Paradoxically, the stra-
tegic plan is elaborated in such a way 
that it is possible to change it. 
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Strategic document

Write down the effects of work from 
your meetings in the document. You 
will be able to reach for it within some 
time	to	recall	the	findings	made	or	to	
check	how	you	are	fulfilling	them.	Below	
you	will	find	the	proposed	structure	
of the strategic document, taken from 
the resources of the Foundation for 
Development of Civil Society.

The above points may be published 
on the website and shared to all those 
interested. I also recommend consulting 

them with the most important 
stakeholders. You may organize a 
meeting dedicated especially to the 
strategy or present the ideas to those 
interested on the occasion of another 
event	(activity).	It	is	important	to	
discuss them as a whole and to listen 
to the comments. On this occasion you 
will present from the good side as an 
organization that is open to the society. 

Section IV.  
What's next?

Chapter Contents

Introduction/mission
If you decide for an introduction, it should contain a short description of the docu-
ment	and	the	context	of	its	creation	(the	circumstances	and	the	time).	Also,	write	
down what you are handing to the readers, why and what kind of document it is. 

Mission/vision Previously set mission and vision.

The description of 
the previous activity

It is the place for a short description of your organisation, the team, the actions 
and the history.

The anticipated 
trends in your  
environment

Here you should describe to what needs of the environment you want to react 
with the actions scheduled for the nearest years.

Strategic directions
Here you should write down what directions you are going to take as part of your 
organization	with	regard	to	the	changes	(trends)	that	take	place	in	your	organi-
zation. 

Strategic goals Present shortly your strategic goals. You may also describe in a few words what 
methods you plan to use to achieve them. 

Implications In this part you sum up the above points, that is you describe the results of the 
desired change that you want to achieve with your activities.

Financial  
implications

A short description of how you want to fund your actions, what you will do to 
obtain the funds for the realization of your strategy for development.
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First, enter the strategic goal, next the 
operational one to which the below table 
will apply.

Strategic goal: 

Operational goal:

As a form of evaluation of the strat-
egy choose – optimally in quarter in-
tervals – the meetings of the team for 
strategy, during which you will be able 
to have a look together at the previous 
activities and to compare the data with 
the previous periods. Such meetings are 
very important, so it is worth reserving 
at least one day for them and to collect 
all the schedules elaborated by you, as 
well as the goals, the assumptions and 
the indicators. 

The implementation of the 
plan  

It is the time for starting up. Your 
strategic	plan	defines	the	course,	the	
character of activities and the time ho-
rizon. In order to implement those as-
sumptions you need:

To elaborate a meticulous, short-term 
plan in which you will indicate the ap-
propriate people to carry out the activi-
ties diagnosed by you. To specify the 
time horizon for the following tasks and 
to assign the appropriate operational 
and strategic goals. You perform a simi-
lar activity by elaborating the schedule 
of the project, so I know that you can 
easily manage to do it. Remember to use 
the knowledge that you have gained with 
regard to the stakeholders, as well as the 
individual skills and preferences of the 
members of the organization and the 
mission. 

Evaluation

The aim of the evaluation is to per-
form self-control, that is to check wheth-
er the assumptions, the plans and the 
activities work; whether they bring the 
intended result; whether they meet the 
real needs and challenges. 

The strategic plan, though elaborated 
for 2-3 years is not a “holy document”. 
All the contrary; the whole effort that 
you have made so far will help you to 
perform the following activities in an 
efficient	manner	and	to	verify	the	plans.	
You need to regularly monitor the strat-
egy, the mission and the goals and to 
change them if necessary. 

If the short-term plan elaborated by 
you is well prepared, you won't have any 
problems	with	monitoring.	The	“ę”	Asso-
ciation of Creative Initiatives in its pub-
lication Strategia rozwoju. Zrób to sam. 11 
kroków do strategii rozwoju domu kultury 
proposes a very simple and useful table 
that you may modify according to your 
needs. 

Activity/
Program

Indicators 
for imple-
mentation

The person responsible/
cooperation

Schedule Sources of funding: 
local, european and 
other



Secondly: strategy Secondly: strategy84 85Section V The specifics of a strategy…Section V The specifics of a strategy…

The	aim	of	the	of	„Liderzy	w orga-
nizacji	mniejszościowej.	Podnoszenie	
standardów	działania	organizacji	pra-
cujących	na	rzecz	aktywizacji	młodych	
przedstawicieli	środowisk	polonijnych”,	,	
project as part of which this manual was 
created was to increase the potential of 
Polish community organizations that 
are active in the area of civil education 
among young representatives of the Pol-
ish	community	(aged	between	18	and	35)	
in the countries of the European Union 
and to elaborate the new tools to in-
crease the civil activity of young people. 
The members of the Polish community 
organizations with whom I worked are 
the individuals engaged in different kind 
of activities. During the training ses-
sion the question was raised on how to 
mobilize the “young Polish community” 
or the people who change their place of 
residence due to the economic or family 
immigration. Those might be the people 
who search for work, leave to study/take 
an internship, the youth at the school 
age and the people who want to reunite 
with their family or partners. The crea-
tion of the strategy of the Polish com-
munity organization based on the real 
participation of the youth is a serious 
challenge.

The strategy of the Polish commu-
nity	organization	(and	not	only)	towards	
the	youth	has	its	own	specifics.	Before	
creating it you need to ask yourselves 
a question on what stands behind the 
expression “engagement of the youth” 
(according	to	the	guideline	approved	by	
the European Union the term “youth” 
defines	the	group	aged	between	13	and	
35, which means that it is formed by the 
individuals of different level of develop-
ment	and	very	diverse	needs).	Whether	
it is about the participation in the events 
that you organize or about the coop-
eration with your organization and the 
engagement in the activities on behalf of 
the	society	(in	this	case	of	Polish	com-
munity).

In order to invite the youth to par-
ticipate you need to answer the ques-
tion: what should they take part in? The 
previous chapters of this publication 
were a form of invitation to create the 
strategy, to build the short or long-term 
plan	of	action,	to	define	the	priorities	
and the values of your organization. I 
believe that thanks to your work on the 
strategy of your organization the answer 
to this question won’t be a problem for 
you. Look at the mission and the vision. 
The previously set mission and vision. 
Look at the goals that you have set. Now 

Section V.  
The specifics of a 
strategy towards 
the youth in the 
Polish community 
organizations
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let's think about the forms of participa-
tion and engagement of young people. 
The participation in your projects should 
beneficial,	motivating	and	developing	for	
the Polish community youth. 

How to achieve it? When searching 
for the answer I reached for the models 
of youth mobilization discussed in the 
publications.	The	first	of	them	is	the	
ladder of participation – the model of 
different degrees of participation of the 
youth elaborated by Roger Hart12. Let's 
pass level by level up. 

12   Source: „Uczestnictwo młodzieży”, Pakiet Edukacyjny 
Pozaformalnej Akademii Jakości Projektu, część 1, Fundacja 
Rozwoju Systemu Edukacji, Program „Młodzież w działaniu”.

The	first	three	levels	(1–3)	are	the	ac-
tions that apparently engage the young 
people;	the	following	five	(4-8)	define	
the real participation of the youth. The 
Hart's ladder assumes the development 
of the participation, i. e.  the possibil-
ity to climb increasingly higher levels of 
engagement. 

Some of the researchers claim that 
not all the people have to be engaged the 
same way in order to feel the satisfaction 
of	their	actions	(not	all	of	them	want	to	
engage actively, to take the responsibil-
ity, to run their own projects or to act on 
the	level	6–7).	“From	the	perspective	of	
supporting the participation the most 
important thing is to ensure the Pol-
ish community youth such possibilities 
to gain experiences, to develop and to 
learn, that will enable them to develop 
on a personal and a social level regard-
less of the level of participation”. 

8 
level

The youth initiative, decisions made in partnership: The projects are pro-
posed, initiated by the youth and the decisions are made together with the 
members of the organization. Those are the activities that provide the sense 
of empowerment and responsibility towards your recipients, they engage 
them strongly into the activities of your organization, which brings fruits in 
the future. 

7 
level

Youth initiative and management:  The young people are the originators and 
the executors of the project. Your organization only plays the supportive role, 
e. g. it makes its premises available.  

6 
level

The initiative of the organization, the decisions taken with the youth: You 
undertake the projects and the programs but then you all decide together 
whether you are going to carry them out. 

5 
level

Consultations and informing: The youth plays the role of consultants, they es-
timate the projects proposed by you. You may carry out this step by presenting 
e. g. your ideas as part of the strategy and order the voting by internet.   

4 
level

Assigning the tasks and informing: The youth in your organization is as-
signed the particular tasks. 

3 
level

Participation for show: Apparently, the young people are invited to cooperate 
but their voice is not really taken into account when planning the actions. 

2 
level

“Decoration”: The image of the young people is used but they are not offered 
a real co-participation in the organization works instead. 

1 
level

Manipulation: Young people are used exclusively with reference to their 
needs	in	the	justification	of	the	project,	not	engaging	them	in	the	activities.	
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In the publications dedicated to the 
engagement of the youth the model of 
participation by Harry Shier is also dis-
cussed13. It consists of running a survey 
within the organization with regard to 
the readiness, the possibilities and the 
commitments of the organization in 
the context of the strategy of participa-
tion of young people. The answers to 
the below questions will help you during 
the evaluation of the strategy and when 
planning the next actions. And above all 
they will enable you to compare the lev-
els of engagement of the youth: the one 
that you represent currently and the one 
that you would like to achieve.  

13  Source: http://www.dobrezycie.org/publikacje/party-
cypacja-mlodziezy. 

The questions defining the organi-
zation's readiness
•	Are you ready to undertake actions 

that enable you to carry out the partic-
ular level of engagement of the youth?

•	Are you willing to listen, to support the 
youth with regard to expressing their 
views and to take them into account?

•	Where inside of you does the boundary 
of engagement of the youth run? 

•	Are you ready to include the youth into 
the process of decision making and 
into the management of the organiza-
tion?

Questions defining the possibilities 
in the organization:
•	Does your organization/institution 

create the youth the possibility to par-
ticipate in its activities?

•	Do you undertake any appropriate ac-
tivities/introduce the methods of work 
that enable the youth to participate in 
your activities? 

•	Have you implemented any changes in 
your existing procedures and do you cre-
ate any new procedures that enable the 
youth to participate in your activities?

The questions defining the organi-
zation's readiness:
•	Does your organization/institution have 

elaborated standards that guarantee the 
youth the possibility to participate?

•	To what extent can the youth count 
with the fact that they will not only be 
heard but also included in the process 
of decision making and into the man-
agement of the organization? 

•	What particular solutions accepted in 
your organization give the young peo-
ple the guarantee that they will in fact 
be included?

As	numerous	publications	show	(see	
the	bibliography),	there	are	many	forms	
of engaging and including young peo-
ple into the activities of the organiza-
tion. The most important thing for you 
is to remember about your recipients 
and about yourselves, to research your 
real needs and the needs of your target 
group, and to build the strategy based on 
this data, which will bring you a lot satis-
faction and joy. 

One final word
Dear readers! Thank you for your will-

ingness to get familiar with this publica-
tion. I believe that you found here some 
inspiring information, tools and ways of 
developing your organization. I would 
like to recommend you the positions 
mentioned in the bibliography, which 
were valuable help for me when writing 
this text.   

http://www.dobrezycie.org/publikacje/partycypacja-mlodziezy
http://www.dobrezycie.org/publikacje/partycypacja-mlodziezy
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Annex – exercises, 
useful tools

Annex – exercises, useful tools

In this manual I often encourage you to carry 
out brainstorming. However, it raises the question 
as to how to deal with so many generated ideas 
and	how	to	make	selection?	Below	you	will	find	
a few ways and additional tools that you can use 
during the process of strategy planning. 

Grouping
You have a huge amount of post-its in front 

of	you.	Can	you	find	any	leitmotiv	in	them?	For	
example, you carried out the brainstorming dedi-
cated to what the strategy is for you. It is worth 
having a look at the slogans and to group them 
into separate categories. And when you have done 
that, think about the names you can give to the 
particular groups. Write down the results. 

Investing
Another way to select information, which 

works well when using the brainstorming method. 
Each member of the team receives virtual 100$ to 
invest them in 3 chosen projects in the selected 
amounts, e. g. 10$, 30$ or 60$. Next we all count 
which project gathered the largest capital. I rec-
ommend you to use here post-its in three differ-
ent	colours	(e.	g.	the	lowest	denomination	on	the	
blue slips, the middle one on the green slips and 
the	highest	one	on	the	yellow	slips).	Don't	forget	
to write the amount on the slip. 
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A funnel of ideas
It's my favourite tool. I got familiar with it dur-

ing the workshops dedicated to Design Thinking. 
As in a funnel, we reject the ideas by throwing 
them	to	the	first	layer	of	the	funnel.	Put	here	all	
your ideas. Then move the ones that do not meet 
your goals form the upper layer to the lower one. 

The funnel of ideas may be used when elabo-
rating the operational goals for strategic goals. It 
may happen that the list of goals is very long, so 
it is worth removing some of them and think the 
issues over in the particular stages.  

Put here all your ideas 
Graphics with post-its 

Next move the ones that meet your 
assumptions from the upper 

to the lower layer.
It results from the mission

From among the 
 doable choose  

the most 
interesting 

ones

The project/WOW activity 
that attracts you most

Choose those that according to 
your analyses, resources and 

needs with regard to the  
employees’ development  

are doable
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Elevator pitch
Short, interesting, on the subject. The method 

comes form the world of business and it was born 
in California. It is a form of short presentation of 
an idea, which lasts 30 to 60 seconds, that is the 
amount of time in which we usually pass a couple 
of	floors	by	lift	up	or	down.	In	this	way	you	may	
practice presenting the activities, the mission and 
the project assumptions. You may use this tool 
while your team is working or during the meeting 
with the stakeholders. The most important thing 
is that after a 1-minute speech you will be able to 
gather the suggestions that interest you most and 
to get familiar with the reactions of the other peo-
ple. The feedback from your listeners is a valuable 
source of knowledge on what was lacking, what 
wasn't clear enough and what was interesting and 
intriguing.

When	getting	ready	to	the	presentation,	define	
the following: 

•	 What problem do you want to solve? /What 
need of your audience do you want to meet?

•	 Who has this problem? 
•	 What is the solution? How will it work? 
•	 What advantages will your audience get? 

What will change in their lives? You may 
reach to the mission or present the vision 
after the change. 

Below	you	will	find	the	template	that	you	may	
use. I recommend you to check the method in 
your	group	first	and	then	to	use	it	when	elaborat-
ing your communication with the environment.   

What problem are you solving?

Who has this problem?

What is the solution?

What are the advantages for  
your audience?
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Project Managers

The School for Leaders Foundation is an institution 
that takes care of the quality of public life in Poland and 
among the Poles abroad. For 20 years we have been working 
on behalf of the conscious development, based on the lead-
ership values. We search for and support the leaders from 
non-government organizations, local government institu-
tions and parties or political organizations. We believe that 
the individuals who have leadership skills and lead the oth-
ers are the driving force of change. 

The foundation is the place for meetings and dialogue. 
The participants of our programs are the people of different 
political and social options. The confrontation with a differ-
ent point of view is one of the tools of the School: it helps 
to build the culture of discussion based on respect and it 
reinforces the awareness of one's own system of values and 
identity that originates from it.

The participation in the programs of the Foundation is 
a powerful development experience and for many Alumni 
it becomes the turning point in their public careers. The 
School for Leaders gives them the tools to make change and 
to have impact; it deepens the level of their self-awareness 
and creates the possibilities for further development. 

Thanks to the engagement of the donors the basic pro-
grams of the Foundation have been free for many years. The 
School for Leaders offers programs and services adjusted 
individually	to	the	needs	of	the	clients.	The	profit	from	the	
economic activity is entirely assigned to the statutory goals 
of the organization.

The Polonia Nova Cultural Association has been op-
erating since 2007. One of the main goals of the association 
is to promote the Polish culture and science and alternative 
education, including the education of adults, to support the 
animation of the Polish community cultural movement in 
Hungary and to perform activities on behalf of the integra-
tion of the Polish cultural centres and Polish community 
organizations in the world.  

Since the very beginning the Polonia Nova Asociation 
has put emphasis on the mobilization of the Polish youth 
that lives in Hungary and has Polish roots. We encourage 
them to take active part in the Polish community life by 
searching for new forms of activities that are attractive for 
young people, strengthen their bonds with Poland, develop 
their knowledge on the history and the contemporary Pol-
ish culture and at the same time provide an opportunity 
to develop their own creativity and form the future Polish 
community activists. We actively encourage the young Poles 
in Hungary not to be passive recipients of the association 
projects but to participate in the planning process and to 
coordinate the events. 
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Projekt:Polska.is (PP.is)	is	an	association	that	was	cre-
ated from the initiative of a few dozen Poles related with 
Iceland. PP.is, as a platform that gathers people who want to 
build a cultural dialogue between Iceland and Poland, aims 
to act on the behalf of the community of both nations.

Currently PP.is is the largest non-government organiza-
tion of foreign origin on the island. For this reason we pre-
sent not only the largest minority group but also the rest 
of the immigrants. With regard to the above we address our 
activities to all the groups.

We cooperate closely with the HOLA association that 
gathers the Spanish-speaking individuals in Iceland and the 
W. O. M. E. N. association that gathers women of foreign 
origin. 

Polish Cultural Festival Association The organization 
is a social enterprise that has been operating in Scotland 
since 2008. It promotes the integration of Polish community 
in Scotland, as well as the equality and the diversity. It car-
ries out its goals through numerous education and cultural 
activities that are addressed to all the age groups. The un-
dertakings are run in English or Polish and English, depend-
ing on the type of the project and the recipients; they are 
adjusted and scheduled, taking account of the needs of the 
local communities. The organization consists of the profes-
sionals who have experience in the development of the edu-
cation programs and in running social and cultural projects 
with the team of volunteers. 

In the recent years our activity focused around: 
•	 The construction of the social capital of the Poles and 

other national/ethnic minorities that live within Scot-
land by offering them the possibility to work on social 
and cultural projects.  Our projects enabled many peo-
ple to gain new skills and experiences – they improved 
the situation of the participants on the labour market 
and helped to create a network of contacts useful in the 
personal	and	professional	life	(altogether,	60	volunteers	
from many countries took part in a two year Polish 
Scottish Heritage project; they gained the skills of run-
ning, recording and editing the podcasts and helped in 
the organization of cultural events as part of the festi-
val).	

•	 The construction of an intercultural dialogue between 
Poland, Scotland and national minorities. We estab-
lished cooperation with many organizations that per-
form activities on behalf of national minorities, such as:  
Edinburgh and Lothians Regional Equality Council, Fife 
Migrants Forum, The Welcoming, Volunteer Centre Ed-
inburgh, Edinburgh Voluntary Organisations' Council.

•	 The development of education programs for children 
and	youth	that	promote	multiculturalism	(our	educa-
tion program was presented to the Polish Saturday 
schools and it starts to be presented in the public 
schools).	
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