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Evaluation is an essential part of global youth work as
developed by the Global Youth Work Advisory Service and
described in their Global Youth Work Practice and Training
Resource Manual (Hargreaves and Adams: 127-131). But
less is heard about ‘evaluation’ now; the new words are
‘performance management’ with its emphases on
transparency, accountability, outcome-led activity and
evidence. Some youth and community workers are cautious
and sceptical about this. However, global youth workers must
see the positives and the essentials in performance
management. 

Performance management means being clear about:

• the outcomes of the work – the impact on young people; 

• the outputs – the activities they undertake; 

• the inputs – the skills and enthusiasm of staff and young
people themselves, and the resources available. 

Our society has moved from accepting the position ‘Trust
me, I am a doctor’ (or a youth worker) to saying ‘Prove it’.
Hence those of us advocating for global youth work need to
convince youth work practitioners and managers that it is an
essential component in relation to the intended personal
development outcomes and outputs of their services, and that
inputs are available to help.

Performance management is linked to quality assurance,
which involves setting standards and monitoring against
them. The Global Youth Work Manual sets out ten key
principles (see below) but what are the standards for global
youth work? If we want to be taken seriously, then our
principles need to be developed by projects and individuals
into standards with targets. And, if we have standards, then
evaluation will need to include monitoring of them.

Hard on the heels of quality assurance is inspection.
Inspection of youth work will be more frequent and more
consistent than in the past as the external environment of
youth work is in the process of the most dramatic change

seen in decades. The Connexions Strategy and the new
Connexions Service are key to this. ‘Transforming Youth
Work’ sets out the Government’s view of how youth work
and youth services can play their part in building the
Connexions Service.  Its foreword explains that the
Connexions Service ‘provides all young people with the help
and support they need as they make decisions about their
future and develop into young adults. We are interested in all
aspects of a young person’s development as active members
of their local community, potential parents of the future, and
fulfilled individuals and members of the workforce.’ The
latter is significant, as one of the main purposes is to see all
young people aged 16-19 in education, training or work with
a high component of training. 

The extent to which involvement will be voluntary has
been worrying many youth workers. This anxiety will affect
global youth workers too, as we are committed to an agenda
negotiated with young people and beginning with their
experiences. It is up to us to ensure that the interest in young
people as active members of their local community is open
to extension to the global community. We know, but must
convince others, that ‘the local’ by definition involves ‘the
global’. The focus on re-engagement of the disaffected and
the disengaged in the first few years in the Connexions
Service could imply that this aspect of work with young
people is less likely to be fertile ground for the development
of global youth work. But this need not be the case.

Malcolm Wicks, Parliamentary Under-Secretary of State
for Lifelong Learning, in his introduction to ‘Transforming
Youth Work’ underlines the support for the concept of youth
development. He outlines a range of methodologies for this.
All are recognised starting points for global youth work.

Of the four criteria for good youth work defined in
‘Transforming Youth Work’, two are particularly relevant to
global youth work:

• Enables the voice of young people to be heard, including
helping them to influence decision making at various
levels 

• Provides a rich diversity of personal and social
development opportunities and choices to young people. 

Closer still to the approach and values of global youth work
are some of the principles put forward in the National Youth
Agency’s recent document ‘Ethical conduct in youth work’:

• Respect and promote young people’s rights to make
their own decisions and choices, unless the welfare or
legitimate interests of themselves or others are seriously
threatened (principle 2)

• Contribute towards the promotion of social justice for
young people and in society generally, through
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Global youth work:
(1) Starts from young people’s experiences and

encourages their personal, social and political
development;

(3) Is based on an agenda that has been negotiated
with young people;

(5) Encourages an understanding of the world based
on the historical process of globalisation;

(9) Views the peoples and organisations of the North
and South as equal partners for change in a shared
and interdependent world.
(ibid: 15-16)
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encouraging respect for difference and diversity and
challenging discrimination (principle 4).

The two practice principles under principle 4 are central to
global youth work:

• Drawing attention to unjust policies and practices and
actively seeking to change them

• Encouraging young people and other to work together
collectively on issues of common concern.

Many of the criteria in the draft revised inspection
framework for youth work will be familiar to global youth
workers and well within the scope and principles of effective
global youth work. Examples include: the extent to which
young people become self-confident and acquire new
knowledge or skills, and, the extent to which youth workers
encourage young people to participate actively in the
planning and execution of the work.

So, evaluation of global youth work in 2001 and beyond
demands:

• Understanding the Government agenda for youth work 

• Knowing the criteria by which youth work will be
evaluated

• Setting standards for global youth work, both generic
and project specific, and monitoring against them.

Given these, global youth workers will be able to
demonstrate that global youth work, with its promotion of
the values of justice and equity in personal, local and global
relationships and its adherence to key elements of good
practice, has an crucial contribution to make to this twenty-
first century agenda of social inclusion.
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When it comes to measuring effectiveness in a discrete,
time-bound project, with clear outputs and quantifiable
indicators, there is no one, right way.  But those of us
schooled in standard monitoring and evaluation tools can
make a fair stab at it.  When it comes to measuring
effectiveness in terms of organisational learning, the familiar
measurement frameworks are blown wide open.  What is
learning – let alone how do we measure it? Where does it
happen? What is acted on, or changed, as a result of
learning?  Are individual, team and organisational learning
different things, requiring different measures?  Who does the
measuring?  How do we guard against learning becoming
isolated as a process, divorced from action and change? (For
example, we can effectively measure the number and
functioning of action learning sets, say, but what positive
impact have they had?) And even when an organisation has
clearly undergone a culture-shift towards conscious learning
and change, can effectiveness be directly attributed to this?
Finally, why measure effectiveness in this area at all, when to
do it well requires so much time, energy and effort?

The BOND experience in this area would argue that
organisations set on creating a learning culture and practice,
who measure effectiveness with light, manageable tools, at
regular intervals, are not wasting their efforts. We hold that
paying attention to how individuals, teams and organisations
act on lessons from experience, and learn anew, does create
quantitative and qualitative benefits.   

Within the BOND organisational learning programme,
Peter Senge’s ‘fifth discipline’ of systems thinking, has
proved helpful.  This approach argues the need for awareness
of how all parts of an organisation interact in pursuit of its
purpose.  By building a better understanding of
interdependency and change, people can become more
effective at managing these processes and their outcomes.  It
is this systems thinking that makes organisational learning
different from other organisational models.  

This ‘fifth discipline’ brings together four other
disciplines, identified by Senge as essential building blocks
of a learning organisation.  Where these are applied together,
the learning organisation takes shape. In brief, the first four
disciplines are:
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