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Implementation protocol - 
Guiding framework for organisations applying the Lead to Succeed programme

This Protocol builds on the experience of the Erasmus+ partners who developed the Lead to Succeed 
(LTS) programme. Its purpose is to support organisations that wish to bring LTS into their own context 
in a way that feels clear, meaningful and realistic.

While the programme’s principles and modules are shared, each organisation will apply them differently 
depending on its mission, resources, and community. The aim here is not to present a single ‘correct’ 
model, but to offer a structure that helps you develop your own approach. The Protocol provides guidance, 
reflective questions, and practical considerations to help ensure that your coaching service stays aligned 
with LTS values: empowerment, inclusivity and the sustainable growth of young changemakers.

Laying the groundwork
Good preparation makes implementation smoother and more intentional. Before you start, take time to 
clarify your organisation’s reasons for engaging with LTS.

\ Which needs or gaps in your current work could LTS address?

\ How does the programme connect with your broader mission and existing services?

A clear purpose helps keep your planning focused and enables both internal and external stakeholders 
to understand the value of the service.

Next, consider which modules or elements of Lead to Succeed are most relevant for your starting phase. 
Some organisations may wish to begin with one or two modules that match their expertise, while others 
may opt for a broader approach. Both approaches are valid— the important thing is that the initial focus 
is manageable and fits your team’s current capacity.

It’s also helpful to set a realistic timeline. Implementation takes time and usually involves learning and 
adjusting as you go. Outlining what you aim to achieve within six months or a year provides a sense of 
direction while still allowing flexibility.

Designing	the	coaching	service
Rather than defining the exact shape of your coaching programme immediately, start by identifying the 
principles that should guide your design. Ask yourself:

\ What type of service model best suits your organisation — e.g. a fixed-term programme with 
clear start and end dates or a more flexible model with continuous enrolment?

\ Will your service focus on individual coaching, group learning or a combination of both?

\ How will you make sure that coachees needs, goals and wellbeing remain at the centre?

\ In what ways can your structure encourage peer learning and reflection?

You may draw inspiration from the models used by the initial partners. Some blended group sessions 
with one-to-one coaching, while others worked with open, modular formats. What matters most is the 
alignment between your goals and the methods you choose.

As you design the structure, think also about the journey of a coachee. How will participants enter the 
programme, orient themselves, engage in sessions, and reflect on their growth? These touchpoints 
shape the overall experience and contribute to the quality of learning and development.
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Example	-	Advocates	Who	Thrive	(Netherlands)
“AWT chose a model that combines group and individual coaching sessions to balance peer learning 
with personal guidance. Each two-month cycle includes three themed group workshops and three 
individual coaching sessions per coachee. The group sessions create space for shared learning and 
inspiration, while the individual sessions provide personalised support, including reflection prompts 
and optional assignments.”

Resourcing and partnerships
For your service to be sustainable, it’s important to align your human, financial and organisational re-
sources. Start by mapping the skills and time available within your team. You may need different roles 

- coaches, facilitators, coordinators, administrative support, safeguarding leads. Clarifying who can take 
on which responsibilities helps avoid overload and strengthens teamwork.

 If gaps appear, consider potential partnerships. Collaborating with youth organisations, mental health 
professionals, or training institutions can enhance the quality and reach of your service. When partnering 
with external experts, ensure clear agreements regarding roles, expectations, compensation and intel-
lectual property.

 From a financial point of view, think beyond short-term funding. Explore funding combinations such as 
grants, sponsorships, organisational budgets or participant contributions that could support the service 
in the long run.

Example	-	Zavod	Odprta	Dlan	(Slovenia)
“ZOD built their service around collaboration with partner organisations. Internal trainers lead work-
shops and provided supervision, while trained partner staff can later facilitate sessions independently 
under ZOD guidance. This approach expands reach while maintaining quality and fit well within exist-
ing projects and funding structures.”

Recruitment and engagement
The success of Lead to Succeed lies in engaging motivated young people. Recruiting coachees who gen-
uinely wish to grow helps create a dynamic and supportive group. Reflect on how you will reach your 
target group (existing networks, partner organisations, youth centres, social media) and what criteria will 
guide your selection where relevant.

Equally important is the onboarding process. A short intake conversation helps clarify expectations and 
ensure the programme is the right fit for each coachee. Once young people join, consistent communica-
tion and a welcoming atmosphere help maintain motivation.

 Encourage coachees to take ownership of their learning journey by setting personal goals, tracking prog-
ress, and sharing reflections with peers and coaches.

Example - Asociación Eo,Eo (Spain)
Eo,Eo recruits participants mainly through their strong partnership with the University of Málaga, 
supported by outreach through youth organisations and volunteers. Short onboarding conversations 
help align expectations, while regular check-ins and a warm community atmosphere keep coachees 
engaged and motivated.”
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Quality, monitoring, and learning
Implementing Lead to Succeed is not a one-off activity but an ongoing learning process. Plan early how 
you will collect and use feedback, both from coachees and from the team delivering the service.

 Feedback can be collected through various methods: short surveys, post-session reflections, informal 
conversations, team debriefs. Before choosing your tools, clarify what you want to understand: the 
coachee experience, relevance of the content, facilitation quality or the overall programme structure. 
This helps ensure feedback is useful rather than generic.

 Create regular moments for internal reflection. These can happen after each programme edition, quar-
terly or after key sessions. Over time, this builds stronger quality and deeper learning within your organ-
isation.

Example	-	Roes	Cooperativa	(Greece)
Roes Cooperativa  integrates continuous quality monitoring into their coaching practice by using short 
Google Forms after each session to gather structured feedback on clarity, relevance and emotional 
experience. Coaches combine these digital reflections with their own observations and a brief internal 
debrief, allowing the team to quickly identify what works well and what needs adjustment. Guided by 
their internal evaluation procedures, the organisation reviews this information regularly to refine ses-
sion flow, update methods and respond to emerging needs.

=

Sustainability and future growth
As your coaching service becomes established, you may want to explore opportunities for growth. This 
might include reaching new groups of youth, expanding module offerings or training additional coaches.

 Before expanding, ensure your foundation is strong - quality assurance, data protection, communication 
and coordination processes should all be reliable. Sustainable growth requires balance: staying true to 
Lead to Succeed values while adapting to your community’s emerging needs.

 Implementation is not a fixed path but an evolving practice. Each organisation contributes not only to 
programme delivery, but also to the collective learning that shapes the future of Lead to Succeed.

Example	-	Liberal	Alternative	Institute	(North	Macedonia)
Liberal Alternative Institute ensures sustainable growth by prioritizing strong foundations before ex-
pansion. They maintain rigorous quality assurance and data protection standards, while fostering 
transparent communication among coaches and participants. Growth strategies include introducing 
modules tailored to emerging youth needs and training additional coaches to uphold programme 
values. Their approach balances innovation with fidelity to Lead to Succeed principles, ensuring that 
every step forward strengthens both the organisation and the wider community.



Manual for Coaches of Young Changemakers:
Guiding Growth, Purpose and Impact

  4

Closing	reflection
This Protocol offers a framework to help you move from concept to practice. Each section represents a 
step in an ongoing journey: from clarifying your purpose, to designing a meaningful structure, to creating 
lasting impact for the young people.

 Approach it as a living process, open to reflection, experimentation, and adjustment. The strength of 
Lead to Succeed lies precisely in its flexibility: a shared foundation that allows every organisation to 
shape the programme in ways that resonate with their mission and the needs of young changemakers.
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