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Preparation
Including making a successful application

The preparation of 
your group, your 
leaders and your 
application will build 
the foundation for 
your North South 
activity. There are 
many elements you 
need to consider 
when preparing for an 
activity. You also want 
to make a successful 
application for funding. 
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Building Relationships
There are a number of important relationships to manage throughout your project 
and probably the most important are the ones between the leaders/teachers, 
students and organisations. While each group has ideas on themes and aims for 
the project, now that you’re working in partnership you need to bring those visions 
together, make compromises, and find ways to create a shared vision that will 
please all groups. 

This vision should be clear to everybody. For most groups the leaders and teachers will facilitate this process; the 
participants will then gradually take over more decision-making as the project progresses. The level of control 
the leaders or teachers need to exert is, of course, dependent upon the capacity of the young people involved. 
In student teacher placements and other work-based arrangements, relationships often take some time to build; 
structures and decision-making processes within organisations are often quite different and can make relationships 
at a personal level cumbersome.

Introducing exercises on team building and respect within your 
separate groups, and jointly within the partnership, will help develop 
a shared ethos or spirit. It is worth discussing the ‘hard bits’ now 
– will you deal directly or indirectly with issues of difference, conflict 
and sectarianism? Do you have confidence in your own conflict 
resolution skills? Do you know where you might get help or training? 
If not, have a look at the website of your funding programme or 
ask the Programme Co-ordinator. Some programmes provide training 
courses and workshops on conflict resolution, risk assessment and 
other relevant subjects. NcompasS covers these subjects in its training 
course Managing Educational Exchanges.

If you haven’t done so already, make concrete commitments on the basic 
elements of your partnership now, things like how many will participate, 
how often and where, whether to replace participants if they withdraw 
and the age range of participants. Identify the roles and responsibilities 
of all who will be participating, the young people, the leaders or 
teachers and the support staff. Consider formulating a Common Policy 
Agreement. For an example of a Common Policy Agreement see: 
www.ncompass.org If the leaders agree a common policy, then 
the participants can work together to agree a behavioural contract, thus 
making the dynamics of the group easier to manage. You can see an 
example of a behavioural contract at www.ncompass.org

Logistics
Now is also the time to look at the logistics and timing of your project. Compare diaries and figure out the dates 
you are available allowing for holidays, school events, exams and so forth. While it’s important not to lose impetus, 
you should leave yourselves enough time to carry out your project comfortably and allow yourselves a bit of leeway 
to reflect. Matching time availability can be difficult in cross-border projects because term times differ North and 
South. Cross-sectoral activities, between formal educational institutions and youth organisations, can be even more 
challenging. Determine the number of meetings and the number of other events you’ll need and assign provisional 
dates to them. 

Getting Clarity

Remember as well that you may find 

yourself working outside your comfort zone. 

Cross-border work can be a completely 

different context for your group and for 

you. Teachers may find the comparatively 

fluid nature of team working outside the 

classroom difficult, while some youth 

leaders may find it challenging to document 

and report on their activities. These issues 

are worth discussing. Pool your skills and 

think about who should take responsibility 

for each element. Identify missing skills – 

this may be your chance to acquire them, or 

you may want to buy in the skills of others 

who have them.
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Identify what facilities you have and their availability. If your organisation has its own transport, art rooms or theatre, 
determine availability now and discuss their appropriateness. If your project centres on a particular sports facility 
or landmark, find out the hours and arrangements for booking.

Collecting information
Background research is a good starting point for the two groups. The aim of the research should be to collect 
information – but also to inject creativity into your plan. The starting point might be discussion on the main theme(s) of 
the project. Perhaps there is a film or documentary the groups can view to get them going. A visit to a local historical 
landmark might open up some discussion. Library and internet searches can throw up interesting information. You 
might brainstorm for key words or phrases that bring up images or connections you hadn’t considered. There may 
be opportunities to write letters and gather brochures or other documentation from organisations or groups involved 
in your themes. Bear in mind that peace and reconciliation is invariably the main theme of cross-border work, so 
be careful not to get too ambitious when adding additional themes – two is probably the most that can be done 
effectively. Check the specific criteria of the cross-border programme in which you are particularly interested. Some 
projects have even found that the research element of their cross-border activity becomes a significant focus as 
the activity evolves. In some instances it has resulted in highly relevant directories and useful guides as the primary 
outcome of their work.

Keep a lookout for actions that will have local impact. Think about who would be interested in the outcomes and 
who might benefit. Are there ways to use information and communications technologies? Are there ways to create 
lasting outcomes?

Agree joint aims, objectives and outcomes
Your group knows what it wants to do and has decided 

who it wants to do it with – so now it’s time to work with 

your partners to get really clear about the joint aim and 

objectives. Look at the application form for your chosen 

programme closely before your first partnership meeting 

just to be sure you are discussing all the issues that need 

clarity at this point.

Ideally, all participants should be brought into this 

discussion; both for creativity and to ensure it is their 

project. Working with your partners at this early stage 

builds shared understanding and closer relationships. You 

will also be equipped to write a clear concise application that 

incorporates everybody’s issues and opinions. 

First, define your project aim. The aim is the overall purpose 

of the project; it is a statement of the main priority of the 

project. A project carried out in 2005 by the Give & Take 

Scheme in Derry and Ballymena had a good example of 

an aim: “To provide young people with the opportunity to 

explore issues around community relations in a safe and 

non-threatening environment. This will involve undertaking 

a number of preparation workshops with the partner group 

and will culminate in a three day residential”. 
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Next, list the objectives of the project, that is, how the aim will be achieved. For the Give & Take scheme, the 
objectives were:

•	 To	encourage	young	people	to	learn	about	other	cultures	and	traditions

•	 To	challenge	stereotypes	and	discrimination

•	 To	promote	equity,	diversity	and	interdependence

•	 To	foster	relations	with	other	young	people

•	 To	have	an	enjoyable	and	memorable	learning	experience

So to recap – the aim says what you want to achieve; the objectives describe how you are going to achieve it. 

Now decide what outcomes you expect. These may include an actual physical object like a mural or a directory, or 
maybe an action, something like a drama or musical piece that can be recorded or taped. Perhaps you will build 
something. For example, the Upper Andersonstown Community Forum built a boat as part of their joint activities, so 
one of their outcomes was the actual boat. Some outcomes will not be so clearly concrete, for instance, participants 
often develop an increased understanding of other cultures, enhanced self-esteem and new friendships. 

Ask yourself: do the outcomes flow naturally from the activity? Are there other possible outcomes? Depending on 
what kind of activity you are doing, your outcomes will be quite different. If you are a student teacher going on a 
placement, you will probably be required to produce a report on your experience. Additional outputs might include 
a journal covering the time you spend doing cross-border teaching practice or shadowing, any lesson plans your 
made and a report from the placement partner. One of your outcomes might even be a different attitude to cross-
border mobility.

Planning
Now that you and your partners are clear about what you are going to do, how you are going to do it and what 
evidence or outcomes will be produced, you are ready to develop a workplan and agree a timeframe.You should 
also decide the number of participants you can include and other details that are needed to determine how much 
funding you need. The planning process brings in a lot of detail and requires constant review.

Workplan and Timeframe
Your Workplan and Timeframe slot together to give you a picture of what should be happening and when it should 

happen. Be realistic when you are agreeing a workplan and timeframe for the project – everything always takes a bit 

more time than you think! Consider your other commitments and plan for extra assistance when you need it. 

Your Workplan will list each action or piece of work that needs to be done. It will include what is to be done, by whom and 

how. So everything you intend to do will be included, and some, like teacher/leader meetings, will appear many times. 

In NcompasS the application form requires an outline of a combined Workplan and Timeframe which, when completed, 

might look something like this:
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Month/Term Activities planned Projected outcomes

Nov.	2006 Preparation/research	in	school	and	youth	group Define	tasks,	scope,	key	areas	for	action

Late	Nov.	2006 Project	meetings	(2)	–	youth	leaders,	teachers	
Discuss	and	agree	common	policies,	risk	assessment,	scope,	
approach

Nov-Dec	2006 Meeting	with	parents
Share	information	on	plans,	consent	forms.	Medical	and	other	
needs	identified.	Releases	for	photographs

Dec.2006
Project	meeting	–	youth	leaders,	teachers	and	participant	
representatives

Detailed	planning	for	activity,	allocation	of	responsibilities

Jan-Feb	2007 Parallel	activities,	written	reports,	pairing	communication	by	e-mail Acquiring	knowledge	of	subject,	building	relationships

March	2007 Joint	facilitated	workshop	in	museum Greater	understanding	of	theme,	build	personal	relationships

End	March	2007 Parallel	creation	of	display	material Art,	text	and	recorded	material	on	theme

April	2007 Final	joint	public	exhibit
Public	dissemination	of	material,	sharing	with	parents,	friends	and	
non-participating	youth	group	members

End	of	May	2007 Final	discussion	and	celebration	in	outdoor	activity	centre
Evaluation,	awards,	celebration,	chance	to	build	future	relation-
ships

Remember to list all your planning meetings in your workplan and schedule them into the timeframe. 
Details of joint activities should be worked out as far as possible: note the numbers attending, gender 
breakdown and age of the participants. Do allow flexibility for improvements and changes as the time 
draws closer.

Participation
While school groups usually include a whole class of students, youth groups may have to select those who will 
participate. It is crucial that a method for selection is agreed early on and that those not participating are still made 
aware of the activity as it proceeds. The number of participants that can be included may be determined by the 
capacity of your transport, your venue, and the extent of adult assistance available plus participants’ commitment 
to the project.

Before the actual main activity, plan plenty of opportunities for the participants to become familiar with each other, 
either through short visits to each other’s base or through shared activities at an off-site location. If this is not feasible, 
regular video conferencing or even e-mail or letters will help participants get to know each other better. Some 
groups set up a ‘buddy’ system that pairs off participants across the two groups; they carry out shared activities in 
parallel and communicate with each other about them.

Participants can agree a title for their project at this stage. The Upper Andersonstown project participants eventually 
decided to call their project Building a Boat because it was the most substantial physical outcome of their 
project.

What is the project timetable and workplan? 
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Child Protection
Review the child protection requirements of your school or organisation. Both 
partners should be undertaking a risk assessment as it is always considered good 
practice to do so. 

Bear in mind that, when working with a group from Northern Ireland, risk assessment is mandatory as part of 
child protection legislation, so if you do not have any knowledge in this area, it is likely that your partners will. 
NcompasS recommends that child protection standards should be followed as set out in the publication, Child 
Safety and Youth Exchange Programmes: guidelines for good practice. It provides a good summary of the issues 
and checklists for risk assessment and emergency procedures. There is also an excellent template for a parental 
consent form that includes declarations of medical, diet or other special needs as well as obtaining emergency 
contact details. Copies are available from Leargas, the Youth Council for Northern Ireland, or you can download 
the main text from: www.youth.ie/download/child_safety.pdf

When assessing risk, remember to list and consider each activity that will be undertaken. If you feel you need 
further skills in this area, consider taking a workshop or short course. Check websites: www.nsec.info and www.
ncompass.org for current listings. Examples of photography consent forms and a guide for determining when 
consents are needed are available at www.ncompass.org. Depending on your plans, you may need to include 
trial runs to your proposed venues so that you know how long the trip takes, where to take rest stops and how 
the facilities are actually arranged. You may need to carry out a risk assessment on the venue, in addition to the 
broader elements of risk. For an excellent real example of a risk assessment see www.ncompass.org Consider 
bringing a few participants along on trial runs too so they contribute their opinions and ideas. Remember to list all 
the activities to be undertaken on the Parental Consent Form.

Budget
Are extra materials or costs involved for items like videos or printing? Have you priced them or found a way to fund 
them in another way? If you need to bring in an external partner for parts of the project (musicians, filmmakers, 
specialist craft trainers) be sure to integrate details of their participation and costs into the work plan and your 
application. Look at your plans for transport very closely to be sure all the costs have been included. There are often 
extra insurance costs for cross-border transport. Decide who will be responsible for managing the budget and plan 
a system for monitoring costs and collecting receipts within your own organisation.

Communication and Evaluation
To be effective, communication and evaluation should be planned and acted upon from the beginning. Both 
continue throughout the lifetime of the cross-border activity or exchange. Communication begins when cross-border 
work is first discussed and includes not only communication within your group or class, but with other groups, 
the school or youth club, parents, families, local communities and perhaps even further. It is the means by which 
the final outcomes are disseminated when the project nears completion. Regular communication with parents is 
essential. Plan for it now, not just to seek consent, but also to bring them into the spirit of cross-border work and to 
share the outcomes at the end. 

Evaluation is the process of finding out what is happening or has happened during the cross-border activity, from 
beginning to end. It includes monitoring activity and also asking regularly what is working and what is not so you 
can make changes to improve it. At the end, by looking at your outcomes and comparing them to your original 
objectives, you will develop an idea of the impact your activity has had. 



��

You need to plan communication and evaluation processes now. Look at the Follow-up section to see examples of 
communications that you might want to include. Also look at the section Evaluation to be sure you understand what 
it is and what you need to plan to do for effective evaluation. Both communication and evaluation must be given 
regular attention throughout your activity – you will need the information they provide to make your activity work 
well and to draw conclusions in your final report. 

A Planning Checklist is provided in this pack – have a look at it now. Return to it regularly over the course of 
your activity.

Making a successful application

The application forms for each programme are different, but the information they are looking for is very similar. It 
may seem obvious, but do answer every question in the application as fully as you can. Add extra pages if you 
need to. If you’re not sure what is expected in a section, ask the Programme Co-ordinators; they want to help you 
to put in a good application. They often host events that give detailed guidance on what they are looking for, what 
is included and things that aren’t covered (such as capital equipment or substitution costs). If you haven’t done 
this kind of project work before you may find some of the jargon confusing. You are not alone; so feel free to ask 
questions.

Find out what the deadlines 

are and plan ahead – leave 

yourself plenty of time to 

gather all the information 

you need. Depending 

upon the programme you 

are applying for, you 

may be putting in a joint 

application, or each partner 

may apply separately 

– this all requires careful 

communication. 
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Fitting your activity to programme criteria
Most funding programmes accept applications whether typed or hand-written – as long as they are legible. The 
actual content of your application is much more important. Become familiar with the programme objectives, and 
be sure that your proposed project actually fits them. Once it fits, then you must be sure that what you write on your 
application describes how your project fits the programme objectives. So, if a programme objective, for instance, 
is to use sport as a means of building cross-border teamwork, then your application should contain actions that 
specifically describe sports activities if you wish to succeed. Similarly, if the programme criterion says that there 
should be a gender balance in participants, then you should ensure that your application shows evidence that you 
will fulfil that criterion. Sometimes there is a list of desired objectives, but not all may be required in each application 
– so for instance, programmes for peace and reconciliation are often also concerned with disadvantage, disability, 
and social exclusion; they may also be looking for innovation and the use of ICTs. Your application is unlikely to 
fulfil all of these needs but, if you fulfil the key objectives and some subsidiary ones, your chances of being funded 
will probably be improved. 

Costs
Your application will be for a specific sum of money to complete your cross-border activity. The application form 
will probably provide cost headings to guide you. Be as accurate as you can on costs, they should reflect the 
actual costs you will incur. Make allowances for currency differences and changing exchange rates. Some costs 
may not be eligible, so check the guidelines carefully before you complete your budget. Some programmes may 
expect your organisation to provide matching funding or in-kind support for the project. Secure approval within 
your organisation before proceeding too far with the application. Remember that once an application is approved 
there may be some flexibility between cost headings, but changes will have to be negotiated with the programme 
funders, and they may be refused. 

If you’ve never made an application before, consider getting somebody who is experienced to read it over and talk 
you through it before you submit it. Check that you have attached all the supporting documentation and obtained 
all the necessary signatures; it will usually require the signature of the applicant as well as somebody senior in your 
school or youth group, often a legal representative of the organisation. Send it in before the deadline. Once you 
have sent in your application you may be asked additional questions or further details may be needed. If you’re 
not clear what is needed, be sure to phone and ask. The co-ordinators will be pleased to help. Do answer their 
queries as soon as you can. 
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�Spend�plenty�of�time�and�energy�on�planning�before�the�actual�exchange�takes�
place

The clarity and completeness of your planning are probably the most important factors in determining the success 
of your activity. It is never misspent time.

“The amount of time my partner and I spent on planning and preparation paid dividends” 

Example

Kingscourt Youthreach and Alternative Education Centre (South East Education and Library Board) met a number 
of times before agreeing on a shared project for youth involved in ‘second chance’ education. They held four 
meetings before the actual exchange, including two separate day trips for the joint participants to get to know 
each other. It was felt that “great benefit” came from the four months of preparation and planning that took place 
before the actual exchange.

Use�the�supports�provided�by�the�individual�cross-border�programmes�(contact�
seminars,�information�events,�training�courses�and�personal�support)

Feedback shows that most project leaders who attended events organised by NcompasS found them to be very 
useful and they thought highly of them.

“The [contact] seminar was where the decision to go was made. Very informative – completely new to the 
school”

“…Particularly useful were the [training course] workshops on health and safety, child protection and conflict 
resolution”.

Make�early�efforts�to�establish�a�healthy�ethos,�to�develop�a�common�policy�
agreement,�and�to�agree�a�behavioural�contract.

Leaders or teachers who prepared participants through teamwork, conflict resolution and respectfulness had a 
head start on establishing a good ethos in the partnership. Many leaders develop common policy agreements for 
their projects. We recommend that participants create their own behavioural contracts with guidance from leaders 
and teachers. There are practical advantages to having agreed behavioural norms of course, but making these 
contracts themselves is also a huge step in personal responsibility for many young people.

Examples of behavioural contract are available on the website www.ncompass.org

“Raised self-esteem – students matured over life of the project”

“The young people on our project had to really behave and treat people with respect and this was a big thing 
as they have huge behavioural difficulties”

Leaders�and�teachers�control�much�of�the�planning�process�in�the�beginning,�but�
the�aim�is�to�gradually�build�the�capacity�of�the�participants�to�carry�out�much�of�
the�project�work�for�themselves.

Participants, or a small group, are often party to planning meetings and in some instances are brought along 
on ‘dry run’ visits to venues where the exchange will take place. Their feedback can then be incorporated into 
decision-making processes from very early in the project. Older or more experienced participants often take 
responsibility for the majority of the planning processes, leaving the teachers or leaders to manage finances, 
capture evidence of the experience and write the final reports.
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Example

The	Building a Boat project carried out by Upper Andersonstown Community Forum found that it was not feasible 
to have the participants at the planning meetings, so instead, they were kept up to date with all the meetings 
and invited to put suggestions into an ‘Idea Box’. These suggestions were brought to all the planning meetings 
and changes were made on the basis of this input. In this instance additional activities were undertaken at the 
Carlingford Adventure Centre to suit the desires of the participants. This was possible as a result of feedback 
during planning and also through flexibility during the main exchange event. 

“One of the most successful aspects of the planning process was the inclusion of the students. The participants 
specifically designed the programme. Activities were discussed and decided upon democratically. The process 
encouraged a sense of ownership and responsibility among the group towards the project.”

Meet�the�parents�of�your�participants�early�in�the�planning�process�to�bring�them�
on�board�and�maintain�communication�throughout

Parents usually welcome cross-border activities, but sometimes they are fearful for their children, especially if the 
parents themselves have not traveled across the border. So the more information parents are given the more likely 
they are to support the activity. Give parents contact phone numbers and details of the planned activities. Send 
consent forms and questionnaires in plenty of time. You may get practical support from some parents. There have 
also been cross-community projects where parents participated along with their children. If parents decide they 
do not want their children to participate, be sure they are included at your final closing event to see the work the 
young people did.

“ The parents of the children participated in a number of sessions and wished to use the historical and community 
learning to further their own learning…”

Example

Drumnamoe and Dromore Nursery Schools had worked previously in cross-community projects but, although the 
children and staff who participated developed close relationships, the parents did not. In their latest joint project 
under NcompasS, computer and internet training sessions were provided for parent and child groups from both 
communities. As the parents were already comfortable enough about their child’s participation and they were 
learning a skill that interested them, it was easier for them to travel into areas they had never been to and to build 
relationships that cross the communities.

Include�members�of�participant�organisations,�stakeholders�and�the�broader�
community�wherever�possible.

The natural outflow of North South activity into the broader community is invariably a bonus for everybody. 
While it cannot be forced, recognizing opportunities and taking them has worked well for others.

“Parents became involved with the planning and prepared a barbeque for the visiting schools. The community 
became more aware of what is happening within the school”

Carry�out�a�risk�assessment�and�review�it�regularly.

The depth of your risk assessment will be determined by the scope of your project, how long you will be 
away, where you will be and what activities will be undertaken. Your risk assessment should be stored safely 
and securely with other key documents. An example of a quite simple risk assessment from a project is shown 
opposite; it contains all the core elements. A more in-depth assessment might be appropriate where the group is 
older and there are gender or other issues.
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Risk Assessment

Checklist	for	children:
•	Do	I	know	my	address	and	phone	number	should	I	get	separated	from	the	group?

•	Do	my	parents	know	where	I	am	spending	the	Exchange	Visit?

•	Do	I	know	who	the	leaders	are?

•	Do	my	parents	know	what	activities	I	will	be	doing?

•	Do	I	have	any	questions	or	concerns?

Checklist	for	the	leaders:
•	Are	all	group	members	briefed	about	their	responsibilities	and	agree	a	code	of	conduct	during	our	visit?

•	Do	we	have	the	knowledge	and	skills	to	ensure	the	safety	of	the	children	inour	care?

•	Do	we	have	the	original	consent	forms	and	insurance	documentation	on	record	and	do	we	have	copies	with	us

•	Can	we	identify	ourselves	if	needed?

•	Have	we	someone	in	our	organization	who	can	be	contacted	in	case	of	emergency?

•	Is	the	bus	driver	fully	insured	and	responsible	(known	approved	primary	and	secondary	school	driver)

•	Does	the	bus	company	have	a	vehicle	available	with	seatbelts?

•	Elected	mobile	telephone	number	to	be	used	only	if	necessary	carried	by	chosen	leader.	Given	to	parents.

•	Sufficient	funds	to	deal	with	emergency,	chosen	leader.

•	The	appropriate	insurance	cover	for	travel	to	Northern	Ireland/Ireland

•	A	list	of	contact	details	for	all	parents/guardians.

•	Arrangements	made	that	children	do	not	carry	large	amounts	of	money	with	them.


