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Summary 

A Joint Programme is a collective effort through which two or more United Nations organizations, national partners and civil society actors seek to prepare, implement, monitor and evaluate a set of activities contained within a common work plan or related budget. Joint Programmes seek to maximize strategic and programmatic synergies, avoid duplication and reduce transaction costs between the different contributions of development actors for the purposes of increasing overall programme effectiveness. 

UNDP Afghanistan has been implementing a Joint-UN Programme on Youth since 2007 with major focus on education, health and employment creation. Setting up a National Youth Volunteer Scheme and Youth Councils, increase the capacity of the Deputy Minister Office for Youth (at central and provincial level) and involvement of Youth organizations are among the major activities. In this context, UNDP Afghanistan is interested in learning from experiences from other Country Offices in joint programming on youth. In particular:  

1.
In your experience, was joint programming useful to obtain a wider impact? What lessons have you learned to increase impact? 

2.
Was the setting up of a youth Policy a preliminary step, or a result of, the activities with and for youth? If you were operating in the context of a youth policy, how did you use it? 

3.
What are your experiences in partnering with Ministries of Youth? 

4.
What is your experience with management arrangements? Which funding modalities you used? In case a MA or AA has been set up which have been the advantage/disadvantages of this choice?

Network members responded to a query from UNDP Afghanistan, which is seeking to enhance ongoing joint initiatives in the youth education, health and employment sectors. The experiences of Joint Programming on Youth in Kyrgyzstan, Lesotho, Honduras, Kosovo and Mauritius reveal a series of valuable lessons, policy implications, recommendations for collaborating with governments, and insights into the management of funding and programme oversight. 

Enhancing Impact through Joint Programming

The principle question of the query pertained to whether Joint Programming widens impact in a Youth programme context and the lessons learned in this regard.  In terms of widening impact, joint programmes can:

Create the opportunity for United Nations agencies not directly involved as implementing partners to create linkages to their own programmes and projects. An example included the possibility of UNFPA linking its ‘Healthy Lifestyle’ initiative targeting young people to the joint programme in Kyrgyzstan.

As a joint programme, there is natural harmonization with development priorities of the government through embedding the joint programme into the CCA, UNDAF and CPAP processes and results matrix.

Key lessons from joint programming included:

Experience from youth employment initiatives in Lesotho suggests that integration of partners from the UN system with government ministries minimised programmatic duplication.

Joint programmes created the opportunity to incorporate partner-specific expertise and competencies not otherwise available to implementing agencies acting independently.

Clarifying roles and responsibilities during the process of formulating a programme is critical, and enhances ownership and commitment.

Joint Programming on youth provides an opportunity for the involvement of youth in the programmes and projects of the United Nations system, including the prospect of expanded volunteer participation. 

The experience of UNICEF suggests that a major challenge to joint programming for Youth is for National Partners, UN agencies, and other partners to find the right mix of professional programming competencies – technical, managerial, and programme communication amongst others – to transform priorities into action through the Annual Work Plan process.

Enabling Youth Policy and Legislation

Youth policy and legislation creates both opportunities and challenges.  Youth policy needs to be devised with the understanding that young people are not a homogeneous group and that there are two interrelated approaches: (1) Development for Youth, where programs are initiated to support young people; and (2) Youth in Development, where youth are recognized as a rich resource for contributing to development practice. Best practices in youth policy and legislation tend to unite these two modes. National Youth policies typically fall into one of two categories:

1.       Top-Down: where Youth policies already exist, but are dictated with limited involvement from Youth themselves or the civil organizations that support them.

2.       Bottom-Up: A participatory approach where the views of Youth and associated institutions are incorporated into the formulation of policy and legislation.

The approach adopted will always be context specific. In the cases of Kyrgyzstan, Bosnia-Herzegovina, Lesotho, Honduras, Kosovo and Mauritius, the UN and partner organizations are focused upon assisting governments in the adoption of the latter approach. 

Common challenges and opportunities for enabling bottom-up Youth Policy and Legislation development included:

The capacity of Youth Departments or Ministries to implement.

The length of the process for consultation with Youth groups.

The number of stages involved in the development of Youth policy.  In the case of Kyrgyzstan, this involved a process from producing a green paper to a white paper, then to parliamentary legislation.

Depending upon the context, leveraging and extending existing national Youth policies and plans may be fruitful. In the case of Lesotho, the National Action Plan on Youth employment – a National priority – proved a useful tool once a positive policy environment had been established.

Designate specific Youth policy outcomes as a precondition of program completeness. 

UNDP Kyrgyzstan adopted a two-tier approach through both a participatory youth policy and at the same time initiating small scale localized projects supporting Youth driven initiatives. This overcomes the possibility of stalling progress should policy development prove a long or cumbersome process. Youth project examples implemented by network members have included the renovation of schools; construction of recreational/sporting facilities; repairing of bath houses; and school feeding projects.

Partnering with Ministries of Youth and Communities

The biggest challenge is building the capacity of the ministry.  Youth ministries are often under-funded.  Strengthening capacity can be done through on the job training, exchange visits to/from other countries, and providing human resources.  The key in UN’s support to capacity building would be to provide strategic guidance rather than performing responsibilities on their behalf.

Where possible, it would be advantageous to link youth programming initiatives with existing youth organizations, and to create youth volunteer corps to ensure sustainability of initiatives after the project life cycle.  UNDP’s experience in Southern Lebanon demonstrates that community-based interventions, with participation by the youth in project formulation, provide a strong incentive for young people to interact and work with each other as activities are directly related to their wellbeing.

Programme Management and Responsibility

In line with UNDP programme management approach, the youth programme in Kyrgyzstan consisted of a project board with the Executive (Head of the Department of Youth), the Chief Supplier (UNDP/UNV) and a Chief beneficiary (selected Key Youth Organizations).  The Project Board provides overall guidance and decision-making.  The project team is headed by a National Project Manager, supported by an international UNV volunteer with skills in youth policy issues and other operations support staff.  The Project implementation Unit should ideally be situated within the Ministry of Youth, if one exists.  NEX should be used where possible.

In Lesotho UNDP is the Managing Agent as it is the lead UN agency for the initiative.  The project is nationally executed by the Ministry of Gender and Youth, Sport and Recreation as the Executing Agency, in close collaboration with other relevant departments and the social partners. Technical support is provided by the ILO, UNICEF and the UNDP. The National Project Coordinator is based at the Ministry and monthly Steering committee meetings are held with the stakeholders of the project. 

Experiences from the field and recommendations within the UNDG Guidance Note on Joint Programming suggest the following should be addressed in relation to the management of Joint Programmes:

Human and financial resource mobilization needs to be coordinated and participating agencies should inform each other of the sources for allocated funds. 

A resource mobilization package should be developed for a given project, and adequate strategic and human resources provided to enact the package.

The division of responsibilities among participating UN organizations and national partners including the coordination and review of programme results must be agreed; and

The decision-making process for managing and implementing a program must be clearly signposted in the joint programme document.

The experience in Lesotho indicates that where UNDP has acted as the Managing Agent under a pooled funding model, this approach has proven advantageous in terms of cost recovery from development partners.

Resources

Comparative Experiences of Joint Programming on Youth

UNDG Database on Joint Programming on Youth

· UN Vietnam

· United Nations Vietnam Youth Theme Group Joint Programme
· United Nations Vietnam Youth Theme Group Joint Programme - Work Plan Document 2007-2008

· An assessment of UNICEF experience in Joint Programming and for other innovative and collaborative approaches, UNICEF

UN Resources on Youth, Conflict and Peacebuilding

Youth and Violent Conflict: Society and Development in Crisis? UNDP Practice Note (2006)

Desk Review of UNDP Youth Programming, UNDP (2007) 

Developing a National Youth Policy: A Programme Review, Liberia, UNDP (2007) 

Employment Generation for Youth: A Programme Review, Kosovo, UNDP (2007)

Youth and Peacebuilding: A Programming Review, Cyprus, UNDP (2007)

National Human Development Reports on Youth, UNDP

International Youth Year: Participation, Development, Peace, UN General Assembly Resolution 40/14 of 18 November 1985

Declaration on the Promotion among Youth of the Ideals of Peace, Mutual Respect and Understanding between Peoples, UN General Assembly Resolution 2037 (XX) of 7 December 1965

MDG Achievement Fund (MDG-F) Thematic Window for Youth, Employment and Migration
ILO Youth Employment Network
UN Resources on Joint Programming

UNDG Resources on Joint Programming
Joint Programmes: Country Experiences and Lessons Learned – 14 Countries, UNDG

Other Useful Resources

Youth and Conflict: Challenges and Opportunities for Peace-Building, Wilson Center (2006)

Youth and Conflict: A Toolkit for Intervention, USAID (2005)

Youth Participation in Decision Making: Angola Research Paper, Agency for Co-operation and Research in Development (2007)

Youth as Social and Political Agents: Issues in Post-Settlement Peace Building, Kroc Institute (2001)

Youth in the Northern Caucasus: From Risk to Opportunity Environmentally and Socially Sustainable Development, World Bank (2006)

The Impact of Armed Conflict on Male Youth in Mindanao, Philippines, World Bank (2006) 

Fearing Africa’s Young Men: the Case of Rwanda, World Bank (2006)

Youth Peacebuilding Initiative, programme from the International Rescue Committee

From the Network Archives

E-Discussion: Youth Programming for Conflict Prevention and Recovery (2007)

Consolidated Reply: Youth Attitudes to Peacebuilding, Community Building and Reconciliation / Burundi (November 2007)

Consolidated Reply: Youth programmes in crisis & post-conflict settings/comparative experiences (March 2004)

Consolidated Reply: UN Joint Programme Experiences in Area-based Development / Serbia  (April 2008)

Original Query

Query: Joint-Programming on Youth / Afghanistan / Comparative Experiences

Requested by Ilaria Carpen, UNDP Afghanistan

Dear All,

UNDP Afghanistan has been implementing a Joint-UN Programme on Youth since 2007 with major focus on education, health and employment creation. Setting up a National Youth Volunteer Scheme and Youth Councils, increase the capacity of the Deputy Minister Office for Youth (at central and provincial level) and involvement of Youth organizations are among the major activities. 

In this context we would be interested in learning from experiences from other Country Offices in joint programming on youth. In particular: 

1.
In your experience, was joint programming useful to obtain a wider impact? What lessons have you learned to increase impact? 

2.
Was the setting up of a youth Policy a preliminary step, or a result of, the activities with and for youth? If you were operating in the context of a youth policy, how did you use it? 

3.
What are your experiences in partnering with Ministries of Youth? 

4.
What is your experience with management arrangements? Which funding modalities you used? In case a MA or AA has been set up which have been the advantage/disadvantages of this choice?

Any document you might have (project document, MoUs, evaluation) and be willing to share would be extremely useful for us.

Looking forward to hearing from you.

Best Regards,

Ilaria 

Individual Contributions in Full 

Kwabena Asante-Ntiamoah, UNV Bonn wrote:

Hi Ilaria,

You have raised valuable questions on youth related issues, that is very much in line with what UNV and UNDP together with development partners, especially Governments have been addressing. The topic is rich and UNV has a lot to share with colleagues on the net, which may also benefit a similar posting by the UNDP CO in Uzbekistan. I have attempted to share some food for thoughts and lessons learned through UNV's interventions. 

Please find below your queries with corresponding responses as below:

1. In your experience, was joint programming useful to obtain a wider impact? What lessons have you learned to increase impact? 

The UNV Programme has been involved in joint and collaborative youth programmes/projects with UNDP, UNICEF and ILO in countries, such as Kyrgyzstan, Bosnia & Herzegovina, Ukraine and South Africa. For the purpose of this discussions Kyrgyzstan will be the focus, as I have been involved in the formulation and implementation of the project "UNV-UNDP support to Integrated Youth programme for Development and Peace in Kyrgyzstan: Through Policy into Practice". 

The wider impact and lessons learned are:

As a joint programme it is embedded into the UNDAF and CPAP, which naturally fits into the development priorities of the Government of Kyrgyzstan.

It creates opportunity for UN agencies not directly involved as implementing partners to create linkages to their programmes/projects. For example UNFPA could link its "Healthy Life Style" initiative targeting young people to the programme.

An important lesson learned is that it creates opportunity for young people to be involved in the projects and programmes of the UN system and opportunity to volunteer under these initiatives.

2. Was the setting up of a youth Policy a preliminary step, or a result of, the activities with and for youth? If you were operating in the context of a youth policy, how did you use it? 

Youth Policy and Legislation is one area that creates both opportunity and challenges. Youth Policy needs to be understood within the broader context that young people are not a homogeneous group and that there are two interlinked approaches: a) Development for Youth, that is, where development partners initiate projects/programmes to support young people; and b) Youth in Development, that is, where the youth are recognised as a rich development resource to contribute to development. In this regard policies should merge these two approaches. 

Often there are two broad scenarios, in terms of youth polices: a) scenario one is a country where there are existing youth policies, but in developing these policies the voices of young people and their organisations were not involved and consulted (this is the Top-Down Approach). A typical example is the current Youth Policy in Kyrgyzstan. The second scenario, is where young people and youth organisations have been involved in a participatory approach in the formulation of the policies (Bottom-Up). This is the approach UNDP, UNV and partners are supporting the Government of Kyrgyzstan to explore. The challenges are the capacity of the Youth Department and the lengthy processes of consultation with youth groups and stages of developing policies. In the case of Kyrgyzstan, it stretches from a green paper to a white paper and eventually a policy adopted by parliament. The Youth Policy is currently at the white paper stage. 

One approach which UNDP CO and UNV in Bosnia Herzegovina adopted was to place a national UNV volunteer with experience in policies on youth to support the Prime Minister's Office to move forward with the drafting of Youth Policies. This approach was evaluated as extremely successful (refer to the attached BiH IYP Final Evaluation Report). In this context the capacity development of the Office of the Deputy Minister for Youth in Afghanistan is critical. 

Through Policy Into Action

UNDP CO Kyrgyzstan and UNV deliberately used a two pronged approach: pursue putting in place a participatory youth policy and at the same time initiate small scale projects and initiatives supporting young people, as well as young people forming Youth Initiative Groups (YIGs) in their communities through volunteering to support local projects, such as renovation of schools, repairing of bath house and construction of recreational/sports facilities. This two tier approach is strategic as its demonstrates what young people can contribute in their communities and a gradual recognition by the Government may facilitate in putting place appropriate policies to support the youth. The approach prevents having the project come to stagnation if the formulation of the youth policy becomes a lengthy process.

3.  What are your experiences in partnering with Ministries of Youth? 

The main challenge has been, capacity, capacity, capacity. In the case of Kyrgyzstan this is a Department and not a Ministry. In most countries the Youth Ministries tend to be under funded. In this regard, the Kyrgyzstan approach was to strengthen the capacity of the Department of Youth through on the job training and exchange visits to other countries. An important lesson learned is that prior to formulating a youth initiative there is the need to undertake a critical capacity assessment and resources within the Ministry or Department. 

Important Pointers:

Where visible link youth programme/project initiatives to existing youth organisations

Explore creating a National Youth Volunteer Corps or Modality to contribute to peace and development. This approach is effective after the life span of the project, which is usually 2-3 years.

 In the face of the weak capacity of the Ministry of Youth systematically continue to support them to take the lead and provide guidance than taking the sole responsibility to perform their roles and responsibilities on their behalf as this undermines capacity development.

Develop a resource mobilisation package within the project and ensure there is a strategy and human resource to operationalise this package.

4.       What is your experience with management arrangements? Which funding modalities you used? In case a MA or AA has been set up which have been the advantage/disadvantages of this choice? 

UNDP and UNV approach in Kyrgyzstan has been to place national ownership as a priority. In line with UNDP programme management approach there is a project board with the Executive (Head of the Department of Youth), the Chief Supplier (UNDP/UNV) and Chief beneficiary (selected Key Youth Organisations). The Head of the Youth Department is the Project Director, however to ensure transparency and accountability with the internal framework of UNV/UNDP, the Project Board provides overall guidance and decision making. In terms of the implementation arrangement and the issue of capacity a project team headed by a National Project Manager, supported by an international UNV volunteer with skills in youth policy issues and support staff provide operational support. Ideally, in a country with capacity in the Ministry of Youth, there shouldn't be a Project implementation Unit outside the Ministry but be an integral part of this entity. The implementation modality for the Kyrgyzstan project is the NEX with funding from UNDP and UNV.

5. Documentation: 

Any document you might have (project document, MoUs, evaluation) and be willing to share would be extremely useful for us.

Attachments:

The attachments of the project document on Integrated Youth programme in Kyrgyzstan and the final evaluation in Bosnia and Herzegovina could not be transmitted due to the volume. This will be sent direct to you on request.

 Cheers,

Kwabena Asante-Ntiamoah 

Kwabena Asante-Ntiamoah

Programme Specialist, 

United Nations Volunteers Programme

Hermann-Enhers-Str. 10

53113 Bonn, Germany

Tel:+49-228-815-2121
Fax: +49-228-815-2000

Skype: kwabena1010

Charu Bist, UNDP Lesotho wrote:

Dear colleagues,

UNDP Lesotho has been managing a Joint UN project on Youth employment from 2006. Here are our experiences and answers to the queries raised.

1. In your experience, was joint programming useful to obtain a wider impact? What lessons have you learned to increase impact? 

Joint programming was extremely useful to ensure an integrated approach to youth employment in Lesotho. The partners are ILO, UNICEF and Commonwealth Youth programme through the Ministry of Youth. It ensured that there was no duplication of efforts and each Organization’s expertise was utilized for a specific outcome.  

2. Was the setting up of a youth Policy a preliminary step, or a result of, the activities with and for youth? If you were operating in the context of a youth policy, how did you use it? 

Working on an enabling policy environment for promotion of youth employment was a preliminary outcome of the project, as we considered it necessary for youth employment promotion. Within that, depending on the national context, you can focus on the priority of the country, which in Lesotho’s case was the National Action Plan on Youth employment as work had been initiated on the Youth Policy.

3. What are your experiences in partnering with Ministries of Youth? 

The project is implemented through the Ministry of Youth without whose involvement it is difficult to obtain national ownership and a sustainable outcome. The Ministry is highly cooperative and views youth employment as a tool towards poverty reduction for Lesotho. They have transferred their resources through the UNDP too and there is high level commitment on this issue and the project.

4.  What is your experience with management arrangements? Which funding modalities you used? In case a MA or AA has been set up which have been the advantage/disadvantages of this choice?

UNDP is the Managing Agent of the joint programme and the pooled fund modality is used. This has been advantageous for UNDP as we are the lead UN agency for this project. We earn cost recovery fees from the other donors too. The project is nationally executed by the Ministry of Gender and Youth, Sport and Recreation as the Executing Agency, in close collaboration with the Ministry of Employment and Labour, the youth organizations and other relevant departments and the social partners. Technical support is provided by the ILO, UNICEF and the UNDP. The National Project Coordinator is  based at the Ministry and monthly Steering committee meetings are held with the stakeholders of the project. 

For any further information, please feel free to contact us at the Lesotho Office.

Charu Bist

Policy Analyst

UNDP Lesotho

Phone: +266 22313790

Fax: +266 22310042

José Bendito, UNDP/BRSP New York wrote:

Dear Ilaria,

I strongly recommend you to look at the MDG Achievement Fund website (http://www.undp.org/mdgf/youth.shtml). The fund had a thematic window on Youth, Employment and Migration with concept notes, etc. You might also want to contact the secretariat for further information.

Best regards,

José M. Bendito
Donor Relations Adviser

Division for Resources Mobilization / BP

United Nations Development Programme

One United Nations Plaza, New York, NY 10019

Tel.: +1-212-906-6376

Fax: +1-212-906-6577

Email: jose.bendito@undp.org 
http://www.undp.org/

Jorge Ramos, UNDP Honduras wrote:

Dear Ilaria:

In Honduras UNFPA, UNICEF and PAHO have been developing a Joint Program on Youth.  It has been an important experience in our country.

The program was established following a decision of UN to work together in this important issue in the country and to continue a work initiated in 2000 UNFPA and UNICEF with the alliance at local level of Youth Program.

The emphasis of the program has been in: i) the develop of mechanisms of participation of youth;  ii) the establishment of one inter-institutional alliance of youth and adolescence in Honduras; iii) the support to design of public police of youth in the country; iii) develop of action to prevent violence against youth; technical assistant to the National Institute of Youth in Honduras; training process.

I am attaching the following documents: Annual Report 2006; Report to June 2007 and Systematization of the Joint Program. I apologize all the documents are in Spanish. 

I hope this information could be useful for you.

Regards form Honduras

Jorge 

This Consolidated Reply is based on exchange and communication by members of the Crisis Prevention and Recovery Practice Network and reflects personal views of network Members.  The views expressed here do not necessarily reflect those of UNDP.

Contact: cprp-net@groups.undp.org 

Visit the CPR Practice Workspace: http://practices.undp.org/cpr
Visit the CPN Archives at http://cpn.undg.org   (Login: cpn@groups.undp.org Password: cpn2008)

How to seek one-on-one expert advice: http://www.undg.org/?P=558 
