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A. Background to the consultancy

1. The UN system has been working towards improving
 development programming and programme implementation at country level. Specifically the objectives are 

a) To improve the effectiveness and efficiency of UN support  to enable the realization of national outcomes.

b) To reduce transaction costs for governments, donors and the UN.

c) To strengthen the processes of joint programmes by the UN and governments.

Reforms done

Development of Guidance Note on Joint Programming
Encouraging the different UN agencies to work together in joint programmes

Development and implementation of joint programmes in various developing countries.

Review of joint programme experience as case studies

2. Samoa National Joint Youth Programme (T.A.L.A.V.O.U.)

The Samoa National Youth Policy  (2001-2010) has identified youth as a vulnerable group in Samoan society. Past responses to the needs of youth had been ad hoc, superficial and unsustainable. In 2003, the Government of Samoa (GoS)  invited the UN system in Samoa to be a key partner in addressing youth issues in Samoa through a national integrated and joint youth programme.
 Hence the T.A.L.A.V.O.U programme came into being.

3. The reasons for documenting joint programming experience and to review joint programmes include:

· The need to improve joint programme design and implementation

· To help UN agencies in implementing the Guidance Note on Joint Programming.

4. Reviewing the TALAVOU project implementation.

a) Clarification of the Terms of Reference:

Generally this consultancy is to prepare the in country review of the TALAVOU Programme and the individual terms of reference have been clarified as follows:

· Present a rationale for the Review

· Present a country –specific list of proposed documents to review.

· Identify country-level key  informant participants.

· Develop draft key informant and focus group interview instruments in English 

· Translate key informant and focus group interview instruments.

· Develop a Review Work Plan.

The United Nations Development Group (UNDG) Guidance Note on Joint Programming  makes the distinction between joint programming and joint programmes that “Joint programming is the collective effort through which the UN organizations and national partners work together to prepare, implement monitor and evaluate the activities aimed at effectively and efficiently achieving the Millenium Development Goals (MDGs) and other international commitments arising from UN conferences, summits, conventions and human rights instruments. Through joint programming, common results and the modalities for supporting programme implementation are identified” 
 Joint programming is a process which has 3 distinct parts.

· Planning

· Implementation

· Monitoring, evaluation and reporting.

A joint programme however is “a set of activities contained in a common work plan and related budget, involving two or more UN organizations and (sub) national partners. The work plan and budget will form part of a joint programme document, which will also detail roles and responsibilities of partners in coordinating and managing the joint activities. The joint programme document is signed by all participating organizations and sub national partners.”

In further clarification of the terms of reference, this consultancy then is to provide a plan for the review of the implementation of the TALAVOU programme. However, a review of the implementation of the TALAVOU Project is not possible at this stage because the project is yet to be finalized. It is not yet ready for implementation.

However, it is still possible to examine the status of the TALAVOU Programme at this point, raise some of the issues that are apparent in the light of the Guidance Note on Joint programming and provide some alternative suggestions for consideration. This is the approach that will now be used to fulfil the terms of reference  noted above.

B. Rationale of the Review

1. To examine the status of the TALAVOU as a joint programme, to note activities done and to comment on issues and problems identified.

2. In addition, some suggestions will also be made to improve the process of  planning  for the TALAVOU Programme. 

C. Methodology:

The Guidance Note on joint programmes is used as a reference to evaluate the status of the TALAVOU project. Interviews were carried out with members of the UNCT in Samoa, the UN agencies in Samoa and Fiji and relevant personnel involved in the TALAVOU programme from various ministries of  the Samoa Government. A  list of documents consulted is given in the references. 

The status of the TALAVOU Programme will also be reviewed using the concepts of relevance, efficiency, effectiveness and development impact.

A major constraint to the process of this work was the fact that it was carried out during the season of festivities in December and making contact with most of the relevant personnel was quite difficult. Hence while the intention was to complete this assignment in two weeks, an extension was needed to enable the consultant to interview relevant people. 

D  The Status of the TALAVOU Programme

1. The Draft Concept Paper* of the TALAVOU programme was developed by the Government of Samoa  in May 2003 in collaboration with the office of the UN Resident Coordinator and submitted to the  UNCT by September 2003. The concept paper  was modified after UNICEF discussions in May 2004. It was not until October 2004 that the Concept was endorsed by all the partners concerned thus it took a whole year and more for all partners to agree to the details of the Concept Paper.

2. On Friday 30 July 2004, the Principles of Cooperation (POC) document between the GoS and the UN Agencies was signed.

3. On Friday 22 October 2004, the Preparatory Assistance Phase* of the TALAVOU Project was signed with three distinct linked outputs:

· The establishment of the programme implementation unit (PIU)

· The recruitment of programme related personnel

· The finalization of the TALAVOU project document

According to the Preparatory Assistance (PA) project document,
 “it is a product of more than 12 months of consultation between the UNRC/UNDP Samoa CVO with the Government of Samoa in 2003 and 2004.” Funding for the PA was provided fully by UNDP with in-kind costs provided by the GoS.

3.1 Establishment of the Programme Implementation Unit (PIU) and recruitment of personnel.

The PIU is now established in the Ministry of Women, Community and Social Development (MWCSD) in which the Division for Youth was relocated as part of public sector reform carried out in recent years.

The Assistant CEO for the Division for Youth (DFY) is the program manager with all the personnel within the division now engaged in the TALAVOU Programme. According to the ACEO-DFY
, “initially there were going to be two people seconded from the division into the program. Now all DFY personnel are involved.” In, fact in the Strategic Plan  2005-2008 of the Divison of Youth, the three objectives of the TALAVOU programme have been incorporated.
 Effectively, the Division of Youth has clarified for itself a key role in the implementation of the TALAVOU programme as the following indicates.

· To serve as a key partner in the implementation, monitoring and evaluation of the TALAVOU Programme.

· To oversee and sustain the operations of the PIU of the TALAVOU Programme.

3.2 Finalisation of the TALAVOU Project document

By November 2005, the Draft Project Document of the TALAVOU Programme was ready. However, to date, this document is yet to be finalised and with all 23 partners yet to sign it. The latter is made up of  9 government ministries, 7  UN agencies and 7 Non Government organizations.

The three documents given above comprise the full documentation of the TALAVOU programme to date and they reflect certain shortfalls in achieving the milestones set out in the Preparatory Assistance Phase 1 project document. 

There seems to be inherent difficulties already in the operationalisation of the goals of the TALAVOU as a joint programme.

E.  Programme Strategy

The programme according to the draft programme document is 

“ to improve the quality of life of the Samoan population of young people  (12-29). To achieve this goal the programme has  four components which have been analysed into Outputs and Sub-programmes. Local and UN agencies partnerships have also been identified for each sub-programme.

1.  Relevance of sub-programmes identified

Relevance implies a programme that is meaningful, recognized, applicable and useful to a person’s life. Essentially the goals, objectives and sub programmes identified for the TALAVOU programme are applicable to the needs of youth in Samoa. 

The focus on life skills, nutrition and a balanced diet, prevention of suicide and reproductive health to enable self worth improvement is a balanced framework that should enable the development of the latter. The focus on self employment and entrepreneurship development for the income generation/livelihood opportunities component has incorporated current programmes already operational such as the  US Peace Corps and FAO Future Farmers of Samoa project. 

The skills formation component however is not yet fully developed

The component on programme management and coordination is on track with the establishment of the steering committee, the technical advisory group and the Programme implementation unit.

2 Effectiveness and Efficiency of the programme

In essence the planning of the TALAVOU programme has brought about an ideal joint programme on paper. “The TALAVOU joint programme is an excellent initiative which is relevant for project planning and coordination.” (UNFPA, Suva). “The TALAVOU joint programme is a system designed to bring everyone together and avoid duplication.” (UNESCO, Apia). However, there is also a perception that  TALAVOU is forcing the bringing together of some projects without prior discussions (FAO, Samoa).

The fact that the UN agencies have agreed to incorporate current and on going specific agency projects  into TALAVOU shows a commitment to the idea of joint programmes. This  means that there is an acknowledgement of  the efficiencies obtained when there is no duplication of effort and no overlapping activities. This means that funds will be saved and the impact of effort will be determined. However it must be noted that effectiveness and efficiency of the TALAVOU programme cannot be determined at this stage. These come with ‘maturity’ as partners become attuned to each others modes of operation (UNICEF, Suva). 

3  Development Impact

Until the programme is fully developed and all activities become operational, the development impact of this program cannot be assessed. Inbuilt monitoring and evaluation however, would provide the required information continuously to enable the determination of development impact. The fourth component on program management and coordination needs to address this in a rigorous way in the output on programme monitoring and reporting.  

F. Constraints to the achievement of goals and objectives of the TALAVOU  joint youth programme

1. Funding Modalities 

“A joint programme is a set of activities contained in a common work plan and related budget involving two or more UN agencies and (sub-national partners )”
 Furthermore “UN organizations are expected to allocate available resources to joint programmes.”
 

“There are three fund management options for joint programmes a) parallel b) pooled  c) pass through funding. The decision to select one or a combination should be based  on how to achieve the most effective, efficient and timely implementation and to reduce transaction cost for national partners, donors and the UN.”

In the draft TALAVOU Project document, 4 UN agencies have allocated funds to the programme under parallel funding only (UNFPA, UNICEF, WHO, FAO), one has funds allocated under pooled funding as well as parallel funding (UNESCO) and only one (UNDP)has allocated all funds under pooled funding.

According to the nationals, this state of affairs is holding up any progress in finalizing the project document as funding commitment to specific activities are available only on paper and not in reality. In  particular the project implementation unit (PIU) is placed in an invidious position where they are never sure whether funding would be available for activities or not.  To a certain extent this also shows a lack of commitment of some UN agencies to the programme particularly as they continue to implement activities separately without recourse to the TALAVOU programme.

According to UN personnel interviewed it is not easy to identify and commit funding to the joint programme when already funding committed by their agency was in the context of a specific agency project to be executed with a specific national partner. In which case there would not be an obligation by the specific agency to report to the joint programme for the utilization of such funds. Another UN personnel commented that since the planning for  the TALAVOU  programme was done before he joined the UN,  he is having difficulty seeing how  his project would  re-allocate funds to it. There was also a feeling from one UN agency representative that  his project was approved before the TALAVOU programme  and should not be asked to contribute funds to it. Obviously, UN staff need to be fully oriented to on going joint programmes as new staff join the various UN agencies involved.

One UN agency representative was emphatic that his project for the targeted youth is not easily integrated into TALAVOU. From these comments it is apparent that there is already lacking a firm financial commitment by the UN agencies to the TALAVOU project. These difficulties need to be sorted out collaboratively between the UN agencies  so that they ‘could speak with one voice’ in discussions with the GoS.

2. Common Reporting Formats for the TALAVOU Programme

The comment was made several times that each UN agency had it s own funding cycle, reporting processes and mechanisms and it was difficult to make these into one common format in a joint programme. Operational details for parallel fund management for joint programmes provided in the Guidance Note militate against the development of a common reporting format in a joint programme. However, it is the opinion of most people interviewed  that there must be one reporting format for all TALAVOU activities for effective delivery of programme activities.

3. Many partners

All UN agencies representatives interviewed have had previous experience in joint programmes not only in the Pacific but also in Samoa. However, many of these projects have had a few partners with at least two UN agencies involved together with the national partner. The fact that TALAVOU has  9 government ministries, 7  UN agencies and 7 Non Government organizations involved makes it critical that each of the partners involved is quite clear about their role, responsibilities and tasks in the operations of the project. This is to avoid duplication or tensions between partners. The management of a project with 23 participating partners would be quite challenging. 

4. Relationship between lead agency and other agencies

The Guidance Note on Joint Programming is emphatic that all UN agencies who are involved in a joint programme must agree on a lead agency whose functions would be the coordination of all inputs particularly where there is pooled funding. While the lead agency might be the driving force behind a joint programme, the lead agency must gurantee recognition and visibility to the other UN agencies involved. This was the experience of UNFPA, Suva in the joint programme on Adolescent Reproductive Health in which SPC was the lead agency supported by UNFPA and UNICEF.  This requirement assumes close collaboration and cooperation between all agencies. In the TALAVOU project UNDP is the lead agency working closely with the GoS.

UN agencies must also be mindful that in the joint programme, the UN should strive to ‘speak with one voice’ (UNFPA, Suva) while being cognizant of the views of the national or regional stakeholders.

5. Joint programmes are difficult to manage 

WHO Apia makes the point that joint programming is difficult with agencies having different mandates, funding modalities, and funding cycles. Management of the TALAVOU programme therefore must ensure that there is no loss of identity (WHO,Apia), no threat to the current staff in terms of loss of job (UNICEF, Suva), no additional burden to agency staff who become involved in a joint programme. 

6. Capacity building 

Already the PIU has acknowledged the support that the Preparatory Assistance- Phase 1  has provided to enable Division of Youth staff to develop their capacity to be effective in the TALAVOU project implementation. UNDP Apia is confident that the DFY already has the capacity to implement the TALAVOU programme. Capacity building must continue to be part and parcel of this programme in order to ensure sustainability after the life of the programme.  

G Summary: 

I.  Status of the TALAVOU Programme.

1. The TALAVOU programme is a joint programme which was designed to address the needs of youth identified in the Samoa National Youth Policy 2001-2010. and in order for Samoa to achieve the Millennium Development Goals.

2. The TALAVOU programme was designed to be a national integrated and joint youth programme between the Government of Samoa, UN agencies and specific non Government organizations.

3. The Concept Paper for the TALAVOU programe was developed by the Government of Samoa in collaboration with UNDP by March2003 and was then submitted to the UN Country team for discussion in May 2003. This process took over a year.

4. An important aspect of the joint programming process was the development, agreement and signing of the Principles of Cooperation  between partners in October 2004.

5. The first phase of the TALAVOU programme was the preparatory assistance project phase 1 which was funded mainly by UNDP with in kind funding from the Government of Samoa.

6. This preparatory phase included the setting up of the programme implementation unit which is already done, the recruitment of the programme staff which is aalso achieved and the design and development of the project document. The project document however, is yet to be finalized before the programme moves to the second phase which will be Implementation.

II.. Review using the evaluation criteria of relevance, efficiency, effectiveness, development impact.

1. A full review of the TALAVOU project should be done at the implementation stage which is in the future. This assignment however, has used the criteria of relevance to examine the programme components and  the sub programmes identified in terms of their relevance to the needs identified in the Samoa Youth Policy. Overall the TALAVOU Joint youth programe is relevant  to the needs of youth in Samoa.

2. The TALAVOU programme is not yet at a stage where a full review can be carried out.

III.  Review of the status of the TALAVOU programme in terms of  the UNDG Guidance Note for Joint programming.

1. Seven UN agencies have agreed to be partners with the Government of Samoa in the planning, financing, and technical cooperation in the execution of the TALAVOU programme. So far, only UNICEF and UNDP have provided funds for pooled funding. UNFPA, UNICEF, WHO and FAO have agreed to provide funds for parallel funding only. UNESCO also has funds for parallel funding.

2. Progress to date is hampered by the uncertainties that relate to the availability of  funds for project activities and the uncertain ‘real’ commitment by the UN agencies /partners. Administrative and financial procedures need to be made less complex. Funding modalities and reporting formats must also be finalized and clarified so that all partners know and understand their roles and responsibilities in the programe.

3. The project document must be finalised by the end of January so that the programme does not lose further time. Already it is behind by six months. 

4. Firm commitment must be made to UNDP as the lead agency (of the UN agencies) to work closely with the Government of Samoa in the implementation of the TALAVOU programme. 

JOINT PROGRAMME REVIEW

UN SAMOA

At a Glance: Samoa Joint Young People’s Programme
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Country/Area:			Samoa





Thematic Area:			Youth Development





Programme 


Objectives:	The overall goal of the integrated joint young people’s program is to improve the quality of life of the Samoan population of young people (12-29).  To achieve this goal, the objectives for the four programme components include:


Self-worth Improvement


To improve the self-worth of Samoan young people through education and building the long-term physical and psychological capacity of young people.


Skills Formation


To foster flexible and inclusive learning environments conducive to school retention, skills formation and career choice for young people in formal and informal education by 2009.


Income Generation/Livelihood Opportunities


To increase employment and income generation opportunities for urban and rural young people in formal and non-formal sectors by 2009


Program Management and Coordination


Facilitate collaboration and cooperation between donor agencies, government ministries, businesses, NGOs, churches and villages in programme delivery


Harness the support of donors and the UN agencies in their areas of specialization and promote sharing of knowledge and skills


Promote a joint programme approach among UN agencies in Samoa





Target Beneficiaries:		Selected vulnerable youth of Samoa





Funding Modality:		Pooled and Parallel





MA/AA:				Office of the Resident Coordinator





Participating UN 		FAO, UNDP, UNESCO, UNFPA, UNICEF, WHO, WMO


Orgs. Progs. Funds


and Specialized Agencies





Participating 			Ministry of Women, Community and Social Development, Ministry of Education,


National 			Sports and Culture, Ministry of Health, Ministry of Commerce Industry and 


Organisations	Labour, Ministry of Justice and Courts Administration, Ministry of Police Fire and Prisons, Ministry of Natural Resource and Environment, Samoa Umbrella for Non-government Organizations (SUNGO), Small Business Enterprise Cooperation (SBEC), Nuanua o le Alofa, Young Entrepreneurs Association, National Council of Youth Directors, Samoa School of Music, Faataua le Ola (FLO), Young People Representatives





Total Budget			





Funding Received		USD$887,982.00





Funded by (donors)	FAO, UNDP, UNESCO, UNFPA, UNICEF, WHO, WMO & Government of Samoa (in kind contribution)





JP Start Date			October 2004
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