
The Cserehát Programme
	For the support of sustainable social, environmental and economic growth, as well as for the reduction and reversal of mutually-enhancing regional isolation and social exclusion processes in Cserehát. 
This complex development programme is aimed at joint, coordinated and targeted action to improve human resources development; to enhance the social capital, self-help and community support, public services and local community initiatives; to create and mobilize the internal resources of the local economy; and to improve accessibility of the settlements and access of the population to services, thus helping the social integration of this region.
Expected results:
With a view to economic development and social cohesion, the programme will improve the quality of life of the population living in disadvantaged areas and reduce regional inequalities and social exclusion. More efficient support and concentration of resources will lead to more successful development.
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1. Executive summary
The Ministry of Youth, Family, Social Affairs and Equal Opportunities set itself the task of develop a model programme for tackling, through means of coordinated social policy, multiple ethnic, social and territorial disadvantages observed on a micro-regional level. This is how the Cserehát Programme was born, targeting the cooperation and mobilization of local, micro-regional, regional, national (governmental) and international – financial and human – resources which, for the duration of the programme (2005-2007) and after, will implement integrated and sustainable development.
The Cserehát Programme started with preliminary preparations in February 2004, during the course of which researchers spoke with Cserehát residents, to local government officers, to the leaders of minority self-governments, doctors, district nurses and teachers. During the preparations for the programme, government agencies, economic, social, sectoral-professional, municipal, civil society and scientific organizations as well as partner organizations commented on it; experts’ documents, local development ideas and complex spatial development targets with a social policy view as supported by the Ministry of Equal Opportunities, as well as UNDP proposals, were synthesized. Besides the present programme document, an additional document regulating the implementation of the programme will also be prepared.
The programme is in line with the spatial development goals of the government programme, which aims to ensure that welfare is shared by an increasing number of people regardless of where they live in Hungary. There is only one Hungary, with smaller towns and villages made up of equal constituents. All citizens of Hungary are equal, regardless of their place of residence. For this reason, the development of all municipalities is important for the Government of the Republic of Hungary. In order to enable complete coordination with the government programme, the model programme is closely related to overarching governmental and sectoral strategies. (Employment Action Plan, the National Action Plan of social cohesion etc.).

The reason behind the programme is that despite the substantial input of resources into spatial development, the outcomes of recent years show that the majority of disadvantaged regions have not been able to improve their situation in a lasting manner. The spatial development support policy has not been able to prevent the growth of territorial inequalities. Starting from the national level, through the various regions and within the various counties, substantial inequalities have emerged, which are now most salient at the micro-regional level. 

As a consequence of the above processes there is a need for the development of new programmes both in terms of organizational frameworks and with respect to the relevant goals, in order to rectify the substantial social/economic inequalities and unequal opportunities in the long run. The most severe territorial, social, economic, infrastructural and ethnic types of disadvantages are apparent in the disadvantaged regions in multiple forms and they cover very large areas. Developing such areas and reducing disadvantages is accordingly complex and requires an integrated solution. 
2. The evolution of the Cserehát Programme 
2.1.  Justification of and the need for the programme 
No matter how paradoxical, the exclusion of the micro-region in the new political system created in the 1990s has been aggravated by liberalization. Earlier disadvantages make it impossible to advance under rules that seemingly provide equal opportunities – only the rules are the same, the underlying conditions are not. The opening up of national borders, including the Hungarian-Slovak border, and the speed of this process also negatively influenced the development of the area.
Within spatial development policy, the cyclic nature of the changes in the equalizing (fairness) and competitiveness (efficiency) goals, tending towards the latter, comprise one of the obstacles to economic and political convergence. Other problems are the lack of financial as well as human resources, inadequate infrastructure, and not least, the application scheme through which one can get hold of the support through competition, but it cannot be replaced by any other ways of local participation, thus hurting the chances of the most disadvantaged regions.
Despite the substantial input of resources into spatial development, the outcomes of recent years show that the majority of disadvantaged regions have not been able to improve their situation in a lasting manner. The spatial development support policy has not been able to prevent the growth of territorial inequalities. Starting from a national level, through the various regions and within the various counties, substantial inequalities have evolved, which are now most salient at the micro-regional level.

As a consequence of the above processes, there is a need for the development of new programmes both in terms of organizational frameworks and in respect of the relevant goals, in order to rectify the substantial social/economic inequalities and unequal opportunities in the long run. The most severe territorial, social, economic, infrastructural and ethnically-based disadvantages are manifest in the disadvantaged regions in multiple forms and they cover very large areas. A typical case in point is the impoverished Cserehát region. Developing such areas and reducing such disadvantages is accordingly complex and requires an integrated solution.

The programme is in line with the spatial development goals of the government programme, which aims to ensure that welfare is shared by an increasing number of people regardless of where they live in Hungary. There is only one Hungary, with smaller towns and villages being equal constituents. All citizens of Hungary are equal, regardless of their place of residence. For this reason, the development of all municipalities is important for the Government of the Republic of Hungary. In order to enable complete coordination with the government programme the model programme is closely related to the overarching governmental and sectoral strategies. (Employment Action Plan, the National Action Plan of social cohesion, and the evolving goals defined in the National Development Plan Concept currently under way).
2.2.  Background
In order to do the groundwork that will serve as the basis of the programme, the Government Office for Equal Opportunities set up a task force for preparations. Groundwork was completed between 20 February 2004 and 31 March 2004. The task force issued strategic proposals based on this work, which in turn became the basis for the programme document. Professional reconciliation within the public administration system, processing of the comments and proposals sent, and development of concepts on how to continue with the programme, were completed by May 31, 2004. 
The shortcomings revealed through input from the different ministries and the finalized concept were dealt with; for this purpose additional research (complex programme-supplementing research, a survey to establish equal opportunities for women, and research on how to integrate the region into the information society was conducted between 1 June 2004 and 31 August 2004.
Simultaneously, talks with the United Nations Development Programme were taking place to define possible areas of cooperation, with a special focus on cross-border cooperation. As a result of the preparatory negotiations the Government Office for Equal Opportunities and UNDP signed a Memorandum of Understanding and a Cost-Sharing Agreement on 4 October 2004  with the goal of increasing the resources within the frameworks of cooperation with a recognized international organization and to make use of that organization’s substantive expertise and programme-implementation capacities.
The preparation of the second version of the programme document – in which supplementary research findings were also employed – and its reconciliation within public administration was conducted between 4 October 2004 and 10 December 2004. UNDP criteria also had to be taken into consideration in preparing the programme document. Local consultations took place in four locations on December 7-8-9, 2004 (Encs, Edelény, Szendrő, Homrogd).
3. Situation analysis
3.1.  Macroprocesses determining the development of the region
The processes taking place over the past century and a half – belated modernization, border changes due to the Trianon Peace Treaty, forced industrialization in the 1950s, the settlement policy of the 70s, and finally measures unsuited to reducing regional differences and inequalities – have all excluded Cserehát and similar regions in Hungary from the mainstream of development. This is particularly true of areas where small villages are predominant and which have no functional towns, where severe social disadvantages are reproduced.

In the late modernization period, which started in Hungary after the 1870’s, the regions made up of small villages, which were not capable of attracting manufacturing industry and which were not suitable for industrialized agricultural practices – regions like Cserehát – fell increasingly behind other parts of the country. The landowners of the region wanted to stick to cereal production even though this region was never really suitable for such purposes.

As a result of these factors, and because the west-east railway line in Cserehát was never built and much of the forest in the region was decimated, the fate of the region had already been sealed by the beginning of the modern age.
This situation was aggravated by the borders defined by the Trianon Peace Treaty, which cut off access to traditional markets and industrial/service/cultural centres, which could have offered jobs. 
The development of these border areas was not desirable either in terms of economic development or politically. The subordinated, secondary role of agriculture to industry and the general neglect of rural areas in the 1950s, and especially later in the 1970s, coupled with the open and determined opposition to small municipalities, deprived people living in Cserehát – and in similar border regions dominated by small villages – of the possibility of growth and development, forcing those unwilling to accept these circumstances to leave their homeland. 

The National Municipality Network Development Concept adopted in 1972, and the county-based action plan based on this concept, openly categorized municipalities with populations below 3,000 as destined for extinction and it forced young people to leave their homeland in Cserehát. Small municipalities were stripped of their functions, and became incapable of any growth or development that would have required own resources. In the hierarchic system of allocation of development funds, such municipalities had no access to subsidies.

The exclusion of the region did not end in the 1990’s, when other types of dependencies came to the fore. The Northern Hungary Region has become – both by Hungarian and European standards – one of the most disadvantaged regions, and here just as in the South Transdanubia region, ghetto-like zones evolved that are unable to catch up on their own and develop. 

Disadvantages that had evolved in the past make it impossible to advance in a system that insists on equal opportunities and equal treatment for all regions. The opening of the national borders, including the Hungarian-Slovak border, and the speed of this process has also negatively influenced development.

3.2. The geographical limits of the programme:
The venue for the programme is the micro-region in Borsod-Abaúj-Zemplén County known as Cserehát In the demarcation of the Cserehát Programme area, the optimal concurrence of five factors must be examined:

a) It should be homogenous in terms of equal opportunities,

b) It should focus on the main problem area, 

c) It should form a functional whole and should contain the local centres as well in order to ensure the applicability of the requirements of integrated development,

d) It should have a regional identity, involving local parties
e) It should be made up of complete administrative units to ensure easier governmental communication.

The following region evolves from the five factors:


[image: image1]
The area bordered by the Cserehát, the Hernád and the Bódva rivers, by the southern borders of the Encs and Szikszó micro-regions and by the Slovak national border that includes the Encs micro-region (excluding the 11 villages of Zemplén county around Gönc), as well as most of the Edelény and Szikszó micro-regions, some 100 settlements. The population is nearly 91, 000.
3.3. The environment 

Perhaps it is a paradox, but the strength of Cserehát, which is disadvantaged in all respects, lies in its backwardness. Its exclusion from modernization resulted in economic destruction, out-migration, and infrastructural and intellectual backlog, but it also made the preservation of natural and cultural assets possible. 

The region’s geographical composition is diverse, divided by water flows into four different, yet complementary, surface, water, soil and climate features, and one finds diverse flora and fauna in each micro-region accordingly. 

The most renown of the micro-landscapes is the Aggtelek Karst, and the most well-known natural treasures are the stalactite caves. The Aggtelek and Slovak karst caves to be found in the geographically unified area cleaved by national borders were put by the UNESCO on its list of World Natural and Cultural Heritage in 1995. Beside the general significance of the area, its biological, geological, paleontological and archeological values are also important.

Agriculture and the possibility to form larger settlements are characteristic of the Bódva and the Hernád valleys. The valleys of the Bódva and Hernád rivers, which flow from Slovakia, provide an excellent natural transportation route between the flat and hilly areas as well as between the two countries. The bench terraces of the two rivers offer the best possible and most favorable soils with good water management, good nourishment content and due to the favorable topographical conditions they are relatively erosion-free; they also offer the opportunity for irrigation.

The Rakacai reservoir, at 3km one of the largest artificial reservoirs in the country, with an average depth of 3m and containing some five million cubic metres of water, was made by damming the water of the Rakaca in 1958-63. The area around the artificial lake has developed into a resort since then, and could become a real “paradise” for anglers and water-sport lovers after the necessary infrastructure is built. 

The region, with the exception of the Szalonnai Mountains, is not very rich in minerals. The thick and loose tertiary deposit in the basin (sand, clay and pebbles) filling up the Cserehát hills, which have over time developed as an accumulating basin, is used in the region as construction material, especially in the southern areas. 

In summary we could say that the value of the region’s natural resources and flora and fauna do not lie in unique geographical formations nor in rare species, but rather in the diversity that has been preserved in this tiny area despite human activities to transform the environment. This is one of the major values and assets of the area and this can become the major attraction of this land. Tourism potential is limited by the area’s rundown condition and the lack of infrastructure and organization.

3.4. Transportation

One of the major features of the area is the bad condition of public roads. The deteriorated road quality and the seemingly irrational road network provide unfavorable conditions for possible investors. Besides the road problem there are either no sidewalks/pavements in the villages, or they are in need of urgent repair. 

One of the factors hindering the development of the Cserehát-Hernád-Bódva area is the lack of a railway connection with Torna. The railway border crossing is a fundamental interest for both Slovakia and Hungary. The distance between the Hidvégrakodó loading station and Turňa nad Bodvou (Torna) station is 3.4 km. On the Hungarian side the railway is built, on the Slovakian side it is totally neglected.

The evolution of cross-border relations is hindered by border-crossing problems. The road crossing point at Tornyosnémeti and the railway crossing point at Hidasnémeti have the necessary infrastructure. The road crossing point at Tornannádaska has limited opening hours and no international status. It is closed to trucks that are over 3.5 tonnes in weight. This restriction of cargo transportation does not make the development of trade relations possible between these regions which share a common history but lie on different sides of the border. The limited opening hours also hinder employment on the other side. The Buzita (Buzica) border crossing station is not in operation. Operating it would make the re-establishment of personal and cultural relations easier. The opening of this crossing point is further delayed by the unsuitable condition of the access roads.

The number of dead-end settlements is significant due to the road routes and the lack of connecting roads. The lack of east-west connecting roads is also a problem because the huge detours increase the road distance among settlements, affecting transportation unfavorably. Public transport in the river valleys is not suitable for settlements which are outside of the main transportation corridor; the expectations of the population there are not met. In the interior, due to the lack of railways, only bus transportation exists. Due to out-migration and increased unemployment, the number of passengers is decreasing. This coupled with the large distances between settlements and the number of dead-end villages make the running of the Borsod Volán company a loss-making enterprise. The public transport company reacted to reduced demand by reducing the frequency of buses. The infrequent buses reduce the chances of the few employed people to get to work, makes the situation of school children difficult and hinders access to “town” services, thus making personal administration, shopping, health and social care difficult. Due to the long distances, fares are very high. Since the schedule of the buses is not always adapted to the railway schedules in the river valleys, the result is long hours of travel. 

One of the most widespread solutions for dealing with the problems arising from the shortcomings of public transportation is the village caretaker system. Frequent use of the caretaker’s mini-buses and the bad road conditions mean these vehicles wear out quickly, and their more frequent replacement would be justified. 

3.5. Population of the region

Only a small proportion of the settlements in this region have relatively stable populations. Small villages with aging and fast-declining populations that are struggling with social exclusion are typical in the region. A significant part of the population struggling with social exclusion is Roma. The Roma population is estimated at 16,000, increasing by 2,700, nearly 20 percent, in the 1994-2004 period. There are 16 settlements in the region where the proportion of Roma is over 50 percent; there are also 24 settlements in the region where there are no Roma at all – however, these villages are mostly the ones with aged and declining populations. 

The level of qualification and education in Cserehát is well under the national average, and the health status of the population continues to deteriorate. Due to the increase in the aging and excluded population the development potential of the region is continuously diminishing. 

3.3.  Public education 

Taking the education institutions one by one we can say that the typical situation is that most of the village kindergartens/nursery schools have not been able to keep up with the increasing number of children, and with respect to general elementary school education, in half of the villages there is no longer any school. The biggest challenge in the region in this area is segregation in the schools, and in some villages of Cserehát there is no longer any alternative. The very crowded kindergartens and schools can provide day care only as far as supervision is concerned, they are unable to provide special development and catch-up training. Girls are especially at a disadvantage in education. There is no popular college or alternative education system for youth who are not successful in traditional schools. Adult education goes on mostly in the form of employment programmes.

3.4.  Employment 

As for jobs and employment, the employment rate in Cserehát is extremely low even by Hungarian standards. Setting aside the personal strategy of fleeing into early retirement, 15 percent of the active population capable of work is long-term unemployed, and its negative effects have already evolved in this region, too. 

The local economy does not provide the population with a high income. In the villages in the interior of Cserehát, practically the only people who have a job work in the local municipality, in the school, at the post office--that is, in the institutions that serve residents.

According to the labor centres, the present employment policy tools are not sufficient to prevent the further decline of the disadvantaged regions. The lack of enterprises/businesses and the agricultural and industrial work done are disproportional, which contributes to the fact that there is no stable economic structure that could be the sound foundation for future development. Other important factors are: low competitiveness of businesses, financial problems of the local municipalities, and difficulties in accessing government subsidies. There are no community enterprises; there have been attempts to enhance the social economy but they proved to be insufficient to satisfy needs and increase employment potential. 

The situation of persons living with disabilities is especially difficult. Persons living with disabilities make up 6 percent of the population, and most of them became disabled some time in the course of their lives. Most of the disabled are women. The number of inactive people among the disabled increased more significantly than among the general population, and there are regional disadvantages here, too.

3.5.  Infrastructure and the local economy 

A significant obstacle to the development of the region is the lack of infrastructure, poor roads, and the lack of public utilities, which all negatively impact business competitiveness. 

The income situation of the businesses in the service sector is worsened by the fact that the internal market is unable to sustain the enterprises. The reason is not the lack of demand, but weak purchasing power. Even in tourism, appropriate real estate with the necessary infrastructure is just nonexistent, and there is no coordinated regional marketing or a single tourism programme. As this is not in place, tourism is unable to become the leading, pulling sector providing income in the region.

Considering the characteristics of the region, if the correct product structure is developed, if regional products are introduced and a wide-ranging marketing scheme is implemented, income sources in the region could be increased.

Regional tourism is increasing all the time, but in spite of the World Heritage status of Aggtelek, it cannot yet be a regional tourism product. Because of the lack of accommodation, there are not enough points of display and supplementary services.

3.6.  Social and health services

Regarding social services and health care, the limited access to health and social services and the lack of infrastructure, the distance from the point of service, the uncoordinated nature of access-supporting systems, the ghetto-like residential blocks, the lack of knowledge on the forms of care and of formal and informal knowledge on the use of such care, as well as the mechanisms burdening the Roma and excluding them, are all problems.

Taking the major social services into account we can say that in a high number of the settlements in the region, 37 to be specific, there are no social meal programmes.  Home care is organized only in one-third of the villages.
The first elements of the village caretaker service, which has been functioning for the past ten years, were developed in Cserehát. Currently 81 villages have village caretakers, meaning that only 9 villages are left where there could be such a service according to regulations, but there none is provided.

Family help services exist only in towns/cities, child welfare services exist in all settlements. There is an old peoples’ club in 25 settlements, but there is no institution in the region for the temporary accommodation of the elderly, nor for children and families.  

In a region with multiple social disadvantages that reproduce themselves, even the most basic social services are not present--there are very few institutions, and basically they are run without the necessary professionals. Thus the lack of the necessary professional help increases the disadvantages of those living here and social services function wastefully, with low efficiency and effectiveness.

3.7.  Exclusion from the information society

As the traditional services and institutions are in the process of being terminated or discontinued in the analyzed small settlements, leading these places into the age of digital solutions will be quite a difficult exercise. There are fairly big differences among the individual settlements with regards to the level of equipment of the public institutions, and the acceptance of the use and application of IT tools. 

The first important problem is the very restricted access to the Internet. At present, the biggest obstacle in the way of development is the lack of broadband networks. There are institutional ADSL customers only in three settlements, there is a general fear of information technology among those working in public administration, some opposition is also perceivable, and there is a huge information gap.  There is a tremendous lack of community points of access and human resources in the studied region (there are altogether only seven public buildings with public Internet connections). Every fourth schoolchild lacks computers. Among the three micro-regions, public cultural institutions in the Encs and Edelény micro-regions in particular are in terrible condition. 

3.8. Challenges and break-out points

The most important assets of the region are the natural features, the traditional local products, the cultural heritage, and the social values, as well as the cultural diversity.
However, the richness of Cserehát in natural and cultural assets remains mere potential for the time being. Although there are efforts to collect and process medical herbs, to implement certain forms of organic farming and to us natural resources, the exploitation of agricultural potential, sometimes with total disregard to ecological conditions, remains an issue. Though certain development has taken place in Cserehát in the past few years, these followed mainly short term goals. The fragmented, uncoordinated and sometimes contradictory development projects of local municipalities did not result in the desired advancement.

Moreover, development funds do not reach the region, due to, among other factors, the lack of applying organizations and feasible project ideas, the lack of experts capable of putting a project together and write the application, the lack of procedures for the implementation of the projects, the lack of sufficient capital, and the lack of regular cooperation. The missing service elements of the typical fund-allocating programmes need to be created which could make external development funds accessible for this region as well.

Cross-border relations also play a role in obtaining markets and in easing isolation. Accession to the European Union and the new economic initiatives of the region provide an excellent opportunity to enhance cross-border relations along traditional economic ties. Cross-border relations are also important in expanding markets, in preserving the cultural heritage, and in transferring experiences. The present restriction of border crossing – which are being eliminated – and the low level of cooperation capacities hinder the utilization of economic cooperation opportunities. 

On the whole we can say that the economic situation of the region and social relations hinder development. In order to move towards sustainable development the first step is to prepare a complex, social policy-oriented regional development plan.
The preserved natural and cultural diversity of the Cserehát region is important in the world of globalization. Assets formerly unappreciated as an economic resource have been revalued and filled with market content, giving rise to the opportunity to utilize the yet untapped agricultural, environmental, lifestyle, ethnic and multicultural possibilities and thus increase the added value of the locally-made products. 

However, the distance of the region from the centres of development and potential markets, the increasingly unfavorable demographic composition of the population, poverty and the underdevelopment of infrastructure hinder the exploitation of the available opportunities from the region’s own resources.

A problem for the entire region is that it is considered unattractive by residents, tourists and outside capital. There is also the lack of networks, the lack of efficient and effective interest advocacy and the lack of absorption capacity. On the other hand, the peripheral status of the region due to its location is in the process of elimination due to Hungary and Slovakia’s accession to the European Union. 

Accordingly, the break-out points for the region could be the exploitation of local natural-cultural-economic assets and of the advantages of increased cross-border traffic, and thus manage the factors that slow down local development and help local sustainable development.

4.  SWOT analysis
	STRENGTHS

· Environment: geographical location and position, natural assets with tourism potential.

· Proximity to the border: international relations, connectivity

· Available professional know-how in the different settlements: animal husbandry, land cultivation, fruit production, construction experience, sawmills, forestry, village tourism.

· Government Social Land Programme


	WEAKNESSES

· Environment: natural conditions for agriculture and land cultivation not optimal

· Proximity to the border: disadvantages and lagging behind due to peripheral location.

· Problems due to obsolete professional experience available to certain groups of the population.

· Survival difficulties for those excluded from the social land programme.

· Lack of diploma/degree related qualifications: economist, social worker, mental hygiene professional, district nurse, doctor, speech therapist, cultural organizer, regional developer, agronomist, environment engineer, IT specialist.

· Kindergarten/nursery school: lack of places, therefore children can participate in kindergarten education only from the age of 5. 

· School: severe problem with the school system structure the segregated nature of the schools, insufficient daycare in schools, equipment is rudimentary and poor, buildings need substantial improvement externally and internally.

· Family help and child welfare services lack the necessary number of professionals to do their job.

· Primary health care: doctors and nurses are provided only in areas where the municipality also provides district services. 

· Transportation: not solved in small settlements. (Even school buses do not run everywhere )

· Infrastructure: insufficient number of roads, while others are in terrible condition,. 

· Railways: reduced number of lines.

· Lack of a sewage system.

· Unsolved telecommunication.

· Lack of information.

· Employment: exceptionally high unemployment rate.

· Lack of enterprises/businesses, especially those who would participate in the development of the region. The number of government subsidized enterprises providing temporary jobs is high.

	OPPORTUNITIES

· Due to the model nature of the programme, alternatives to be used arise in the region. 

· Involving local stakeholders and utilization of the opportunities provided by efficient cooperation. 

· Utilization of the “challenge” nature of those participating in the model programme for the development of the region.

· Joining in the application schemes.

· Providing service development and access.
	THREATS

· Threats due to the model nature of the programme: lack of earlier experience, among others.

· Insufficiently attractive conditions: lack of the necessary professionals will remain a problem. 

· Uncertainty in preparing the application to access development funds.

· Without stronger regional stakeholders the sustainability of the launched processes is uncertain. 


The following table shows the SWOT analysis findings based on local round table discussions.

	STRENGTHS 

In the natural environment:
· Saved/preserved natural environment 

· Diverse, interesting landscape, flora and fauna

· High rate of forest areas, rich in game and wild forest fruits.


	WEAKNESSES

In the natural environment: 

· Neglected landscape, unkempt lands

· Polluted water, danger of flooding

· Lack of environmental consciousness

· Assets remain hidden; local values are not being recognized.


	In society:

· Talented young people

· Perceivable wish to change and learn, albeit in a small circle

· New initiatives capable of development 

· Diverse institutional background for development 

· Internal community relations

· Preserved cultural heritage

· Strong family orientation, traditions of foster parenting


	In society:

· Reduction of the population, change in population, out-migration of trained young people.

· Simultaneous aging and reproduction of severe poverty

· Bad health and mental state of the population, increase in the rate of congenital disabilities

· Problems in socialization 

· High rate of inactive and unemployed people

· Disadvantaged position of women in employment, in education, strong local ties due to traditional family division of labor

· Unequal opportunities of persons living with disabilities in employment, in education and in accessing opportunities

· There are no traditions in enforcing equal opportunities aspects

· Gender equality as an aspect is missing from local regional development programmes.

· Discrimination against the Roma

· Low incomes

· Reduced services

· Disagreement hindering changes and joining of forces, underdeveloped cooperation capacities

· Insufficient numbers of volunteers and NGOs

· Weak community consciousness and cultural traditions

· Insufficient number of minority self-governments 

· Weak interest advocacy and absorption capacity

· Weak solidarity and tolerance among communities

· Unequal allocation of funds 


	In infrastructural conditions:
· Useable, cheap real estate

· Wide ranging system of social institutions 

· Established cross-border cooperation

· Human-scale, small village environment

· Cable TV network in place 


	In infrastructural conditions:

· Transportation and infrastructural isolation

· Problems in power supply

· Undeveloped infrastructure, housing, public services, telecommunication, IT 

· Limits of border crossing

· Obsolete buildings, run down image of the settlements 



	
	In the economy :
· Local business sector not sustainable, low competitiveness of businesses

· Unsuitable product structure not corresponding to demand, low added value

· Lack of experts/professionals

· Lack of own development and investment funds, narrow internal market

· Even limited resources are leaving the region unnecessarily 

	OPPORTUNITIES:

In the environment :
· Stimulation of tourism demand based on environmental and cultural assets 

· Increase in the demand for special products made of natural raw materials 


	THREATS:

In the environment: 

· Regional development plans not taking natural environment into account 

· Lack of recognition of specific natural values

· Lack of capacity to use natural environment in a sustainable manner



	In society:

· Transformation of rural-urban relations

· Improvement in the conditions of participatory democracy

· European models for service organization in networks – service networks based on the best EU practices

· The activities of the churches and of national NGOs has become stronger

· Stronger anti-discrimination and equal opportunities policies


	In society:

· External factors stimulating out-migration of young people getting stronger 

· Reduction of active labour market tools

· Despite national programmes, the issue of gender equality is lost at local level



	In infrastructural conditions:

· Spread of IT technologies 

· Increasing interest in building sustainable livelihoods

· Revaluation of cross-border relations


	In infrastructural conditions:
· Possible future hierarchical administrative structure of Hungary

· Bad transportation routes 

· Underdeveloped infrastructure 

· Obsolete housing

· Slow opening of national boundaries

· Increased quality requirements, stricter EU regulations



	In the economy:

· Building of a knowledge-based society through the spread of IT technologies

· The EU Structural Funds and the Community Initiative funds opened up

· Dynamic development of Miskolc and Kassa (Košice) 

· Development programmes starting on the Slovak side of the border


	In the economy :

· Sticking to the principle of measuring social utility in terms of GDP

· Public service organization with absolute economies of scale 

· Regional policy schemes insensitive to local conditions, single application scheme

· Increase in the difference between subsidies and real cost, long-term lack of local financial resources

· Lack of coordination among the sectors

More difficult access to funds, increased use of the principle of concentration and ‘additionality’  (requirements for co-financing might increase while fiscal decentralization not completed)

· More difficult access to the European food market

· Being forced out of Hungarian markets

· Indifference of external helpers, their weakness, their turning to other regions




5. Vision and Strategy

5.1.  Vision

Cserehát is the home of people who understand nature, protect it and are capable of using its resources, who subsist by producing and providing high added-value products and services, typically live in small villages, under environmentally-friendly, and comfortable conditions on a human scale, show solidarity with each other and are linked to the external world by well-functioning communication channels. 

As the results of the Cserehát Programme and the subsidies provided in the period of 2007-2013, in nine years’ time the region will most probably be characterized by the following features:

· A community prepared for strong, real self-governance.

· Innovative, employable and active people (of working age) and families re-settled  in the villages  that had been deserted.

· No more isolation, internal cohesion, discrimination-free access to basic services.
· Functional local economy based on local social, natural and cultural assets, adapted to an information society, integrated into the regional economy, utilizing internal market opportunities, providing stable income and attracting investments.

· Sustainable utilization of local resources, recognizing their values and preserving them.

· Long-term developments in the Cserehát region based on region-conscious central and regional measures.

5.2.  Basic principles

Supporting the development of one of the most severe cases of regional and social seclusion, Cserehát, in a socially, environmentally and economically sustainable way, and reducing and reversing mutually enhancing regional isolation and social exclusion requires a complex approach with the following underlying principles:

Complexity

· Complex solution for meeting local needs through harmonization of services and their coordination

Partnership

· The criteria and the needs of the public sector, the market and local society are supposed to be equal and to be coordinated;

· They look upon the experience, the cooperation of all the people living in Cserehát as an asset, just as the knowledge of external professionals is, thus multiplying and linking the values of tradition and innovation.
Sustainability

· External finances and subsidies are considered, in terms of local cooperation and external supporters, as the tools of development  and as a capital to be multiplied; 

· They make the development of the economy possible by developments in a sustainable way, both for the environment and society;

· The programme focuses and harmonizes local, regional, national and transborder impacts;
5.3.  Strategic directions

The social reintegration of the excluded population will not take place automatically even with lasting economic growth.

Due to slow economic growth and accession to the European Union, and to the labour market extending beyond the borders and becoming freer, the chances for the socially-excluded population to catch up will deteriorate further.

However, accession to the European Union also offers a break-out point. Cross-border projects with Slovakia – to be implemented within European Union frameworks – can make the involvement of significant amounts of EU funds possible. Such programmes greatly contribute to the prevention of long-term poverty, long-term underdevelopment and exclusion. 

The European Union-related programmes and the 2004-2006 National Development Plan applications schemes by themselves are not sufficient to improve on the situation of the poorest villages. Those concerned are often not informed of the possible grants, in most settlements there is not enough expertise or funds to file a successful application. 

In order to avoid this, developments have to be generated first of all in human resources and in the social capital. Market mechanisms in the backward regions are simply not capable of handling the problem and promoting development automatically. Capital inflow and the creation of the conditions for sustainable growth are also needed for the development of these  areas. 

The most severe regional, social and ethnic-based disadvantages appear in Cserehát in multiple forms and cover a huge, homogeneous ghetto-like area. The region has been falling behind at an accelerated pace in recent decades. Different measures are needed to halt such enormous disadvantages and to help the region catch up. The present institutional conditions are not sufficient for this.

Globalization strategies cannot be implemented in the region because the necessary resources (access, skilled labour, concentrated labour force, internal market of sufficient size, infrastructure, etc.) are available only in a very limited way. Reducing regional disadvantages is possible only if we build upon the special features of the region, starting with the will and commitment of those living there to change.

We can say that the revaluation of the features of Cserehát, which used to be disregarded as an economic asset, provides the opportunity to utilize yet-untapped agricultural, tourism and lifestyle potential. The remoteness of the region from the centres of development and from potential markets, poverty and underdeveloped infrastructure fundamentally hinder the exploitation of opportunities from internal resources, in spite of the modest developments implemented recently.  

The complex development programme acts jointly and in a coordinated way for environment-conscious, sustainable economic development, for the preservation and use of human resources as an asset, for the enhancement of social capital, self-help and community support, public services and local community initiatives, as well as for the accessibility of settlements and for the access of the population to services, thus creating the chance for the social integration of the region. These approaches fit well into the European Union, the UNDP and governmental and ICSSZEM strategic goals, and can be adapted well to plans for the use of European Union development funds. 

The regional and social exclusion processes can be reversed only with coordinated and focused support, and with development of professional, sectoral, inter-sectoral and certain regional institutions. It is important to coordinate and support all the above in the course of implementing the programme. The experience gained from the model programme will have to be made available for other regions as well. 

The comprehensive strategic objective of the programme for the period of 2005-2007 – to use the advantages arising from the local social, natural, cultural and economic values and from the increased easing of border controls for the sake of sustainable local social and economic development.

Enhancing cohesion of the local communities is a priority of the programme objectives and will be fostered through social participation and cooperation in the planning and implementation of the development programmes.

6. Strategic goals and measures

Priorities of the Cserehát Regional Development Model Programme:

· Integration of the region;

· Development of the internal resources, social capital and local human resources of the region that boasts of natural and cultural diversity;

· Involving external funds for the preservation, development and sparing utilization of the assets that exist.

6.1  The goals of the Cserehát regional Development Model Programme 

Mission Statement:

“Cserehát is the home of people who are in contact with each other and the rest of the world; protect the rich natural and human diversity of the region, show solidarity to each other, make high added value products and are supported by qualified public services.”
6.2  Objectives and priorities of the Cserehát Regional Development Model Programme

	Objectives

	1. To enhance social and community participation 


	2. Building vertical and regional partnerships 


	3. Developing human and financial resources, creating equal opportunities
	4. Implementation of  integrated development programmes

	Priorities

	1.1 Involvement of external Coaches for mobilization of disadvantaged groups


	2.1 Financial support to micro-projects based on local partnership
	3.1 Establishment of the Cserehat Resource Center for Social Development 

 
	4.1. Joint promotion and support of integrated local development 



	1.2 Supporting community initiatives with involvement of disadvantaged groups

	2.2 Strengthening local partnership for integrating local development ideas into regional planning
	3.2. Planning and managing local development projects to serve social equal opportunities 
	4.2. Joint promotion to development of public services

	1.3 Widening local participation in decision-making, enhancing interest in advocacy for disadvantaged groups

	2.3 Strengthening 
regional, cross border and inter-sectoral coordination toward multiplying development of the Cserehat region  
	3.3. Programme and project generation
	4.3. National coordination and conveyance to transfer and multiply the Cserehat Programme experiences 


Expected outcome: 

As the result of the programme the expected outcomes are: 

· Taken into consideration equally the economic development and social cohesion criteria; 

· Improved the quality of life of local communities, especially disadvantaged groups

· Diminished regional inequalities 

· Made available internal and external development resources more efficient through integration

6.3  Measures planned for reaching the targeted goals 

Objective 1: To enhance social and community participation

In the frame of this objective, the target of the program is to develop community, neighborhood and voluntary programmes for the sake of local social integration by mobilizing stakeholders and involving them in decision-making processes.

The support system consisting of external experts (Coaches) helps to mobilize the resources that are inherent, but hidden in local communities; and provides permanent professional assistance for implementation of development processes. 

The aim of this objective goes through the entire process of the whole Cserehat Regional Model Programme. 

Objective 1/ Priority 1.1: Involvement of external coaches for mobilization of disadvantaged groups 
The program provides an external Coach in each micro-region of the Cserehat region. The Coaches mobilize and facilitate disadvantaged groups by providing them professional support and follow their development ideas from discovering to implementation. Detailed description of their activities and all expected activities and outputs will be defined in TOR-s. The Coaches will operate during the entire period of the programme.
Activities and outputs 

	Activity 
	Output

	1.1.1 Selecting coaches
	Built working team

	1.1.2 Organizing and facilitating roundtables and interviews in each community with participation of local stakeholders and focus groups; 
	Built contacts with all local stakeholder groups; Mapped local partners and problems;

	1.1.3 Organizing and facilitating community participation trainings
	Transferred knowledge, experience and organizational capacity from outside into the Cserehat region 

	1.1.4 Facilitating to local interest groups for increasing their organizational level; network; and action plan
	

	1.1.5 Supervision over pilot project preparation and implementation

 
	

	1.1.6 Liaison among project stakeholders and reporting

	Strengthened partnership between stakeholders of the Cserehat region; Summarized lessons learned


Objective 1 / Priority 1.2:  Support of community initiatives with the involvement of disadvantaged groups
Activities and Outputs 
	Activity 
	Output

	1.2.1 Local capacity building trainings on participation and partnership as tools of local development with participation of the focus groups; Implementation of pilot projects
	Increased participation, partnership and development capacity; Prepared local development action plans; Experienced local partners; Motivated target groups;

	1.2.2 Strengthening local institutional capacity by trainings
	Established/strengthened organization and networking; 


Objective 1 / Priority 1.3: Widening local participation in decision-making, enhancing interest in advocacy for disadvantaged groups
Activities and Outputs

	Activity 
	Output

	1.2.1 Local communication and negotiation training 
	Built partnership between local decision makers and local communities 

	1.3.2 Preparing communication plans and projects
	Built communication capacity; Designed communication plans and projects 

	1.3.3 Developing institutional set up for local participation
	Strengthened participation in local decision making


Objective 2: Building vertical and regional partnerships 

The integrated development to be implemented within the regional model programme will take place in cross-sectoral, inter-professional partnerships and cross border cooperation. In the period of planning and implementation, cooperation is continuous in developing the sectoral strategic plans and programmes linked up to the National Development Plan.

Objective 2 / Priority 2.1: Financial support to micro-projects based on local partnership 

The Programme provides direct financial support to small model-projects based on local partnership that were generated and facilitated in the frame, and are related to the aim of the whole Programme, including assistance in preparing applications.

Activities and Outputs
	Activity 
	Output

	2.1.1 Preparation of micro-project grant scheme and launching of the call for proposals
	Finalized and disseminated calls for proposals 

	
	

	2.1.2 Evaluation of proposals
	Selected projects for funding

	2.1.3 Project implementation focused on 

- Strengthening local community initiatives;

- Developing new communication channels 

- Making information equally available 

- Improve their availability and develop public services
	Lessons learned on project implementation

Strengthened partnership and local democracy

Increased participation and innovation

Increased quality of life

	2.1.4 Following of the project implementation, evaluation of the scheme
	Feedback to the programme management circle


Objective 2 / Priority 2.2: Strengthening local partnership for integrating local development ideas into regional planning 

For development of horizontal and vertical partnership in the region, the Programme supports the continuous collection and conveyance of local, micro-regional development ideas generated by communities and create opportunity to harmonize the bottom up and top-down development ideas and strategies in the region.

Activities and outputs

	Activity 
	Output

	2.2.1 Local - regional round-tables and workshops
	Collected development ideas, exchanged experiences and strengthened networking on regional level


Objective 2 / Priority 2.3: Strengthening regional, cross border and inter-sectoral coordination toward multiplying development of the Cserehat region  

The Programme contributes to the integration of the Cserehat’s development aims into different development plans, in their preparation phase, on cross-sectoral, inter-regional and trans-frontier strategies for increasing accessibility of future external funds.  

Activities and outputs

	Activity 
	Output

	2.3.1 Regional, transfrontier and inter-sectoral round-tables, workshops 
	Transferred development experiences; Multiplied development initiatives in the region; Strengthened transfrontier and EU cooperation of the Cserehat region; Representation of the regional needs in sectoral development planning, decision-making and processes.   

	2.3.2 Participation of locals on related round-tables, workshops and conferences 
	


Objective 3: Developing human and financial resources, creating equal opportunities 

Objective 3 / Priority 3.1: Establishment of the Cserehat Resource Center for Social Development 

In order to enhance local capacity and to support local social development ideas the Cserehat Resource Center for Social Development (Cserehat RCSD) will be established. The Resources Center facilitates and supports all local initiatives and activities in the frame of the Programme during the entire period of the programme.

Activities and outputs

	Activity 
	Output

	3.1.1 Local workshop on social development needs based on results of mapped partners and problems by Coaches 
	Clarified local-regional expectations related to the Center; Harmonized ideas on targets of its functions

	3.1.2 Preparing 3-year action plan for the Resource Center 
	Detailed priorities, designed activities of the Center

	3.1.3 Selection of the staff


	Established staff

	3.1.4 Purchasing office supplies


	Established working conditions


Objective 3 / Priority 3.2: Planning and managing local development projects to serve social equal opportunities

Based on discovered local ideas the Cserehat RCSD assists in project designing, preparing applications and managing projects. The center provides consultation and expert services for catching up of the most disadvantaged local communities (“Social Land” Programme, “Biztos Kezdet” – “Sure Start” Programme, different other employment and training programmes).

Activities and outputs
	Activity 
	Output

	3.2.1 Providing information and networking; advisory and management services; Preparation and implementation of local development projects
	Continually made problem perception and discovered project ideas; Strengthened local-regional networks; Professionally designed projects and applications; 

	
	Successfully managed local projects; Developed project management capacity of locals;


Objective 3 / Priority 3.3: Programme and project generation

The Cserehat RCSD facilitates programme and large-project generation in the regions to make the Cserehat be able to access external resources/funds for implementation of integrated social development programmes and provides professional support for putting the development ideas into the form application and to find partners.
Activities and outputs

	Activity 
	Output

	3.3.1 Providing assistance in generation, elaboration and adaptation of programmes and large projects and applications;

Finding partners, building up PPP channels.
	Discovered programme ideas and mapped local resources; Professionally elaborated programmes and large projects; Mapped and accessed external funds; Mapped and connected external partners; Built PPP


Objective 4: Implementation of integrated development programmes 

Objective 4 / Priority 4.1: Joint promotion and support of integrated local development 

The Programme provides support to formulate development ideas for the social integration of the region, and to prepare applications. These projects are aimed at easing social and regional exclusion, as well as at the development of environment conscious, community based enterprises that stimulate the local economy and contribute to the development of knowledge society. The Programme provides self-contribution in order to get external funds and attract PPP. 

Activities and outputs
	Activity 
	Output

	4.1.1 Supporting project elaboration and providing self-contribution to implementation of innovative large projects on community initiatives; information- and sustainable employment development; and social economic development

	Covered self-contribution for providing equal financial opportunities for the region to access external development funds 

	4.1.2 Supporting project elaboration and providing self-contribution on infrastructural development aimed at easing segregation in the region
	Improved quality of life of the disadvantaged local groups

	4.1.3 Supporting project elaboration and providing self-contribution on environment-conscious development 
	Aided sustainable use of natural resources of the region 


Objective 4 / Priority 4.2: Joint promotion to development of public services 

The Programme provides contribution to development of multifunctional district public service centers that are adapted to needs, that make up for missing public services, and increase the quality of the public services, as well as the support of mobile services promote access.

Activities and outputs
	Activity 
	Output

	4.2.1 Increasing quality and access to existing public services
	Developed quality of life

	4.2.2 Developing new, innovative public service capacities
	Found and developed new potentials and funds for integrated services and their networks 

	4.2.3 Developing public-private partnership in public service
	


Objective 4 / Priority 4.3: National coordination and conveyance to transfer and multiply the Cserehat Programme experiences 

The continuous communication between the National Programme Office and the Cserehat Resource Center for Social Development will link the development ideas generated in the region to the governmental planning processes.

Activities and outputs
	Activity 
	Output

	4.3.1 Closing conference
	Transferred and multiplied development experiences to other disadvantaged regions; Representation of the regional needs in national development planning, decision-making and processes.   

	4.3.2 Dissemination of experiences from the Programme
	


6. Implementation of the programme 
6.1.  Implementation of the programme, the time frame and the resources
The implementation of the programme in the first period – 2005-2007 – as stipulated during the preparation talks, is being implemented according to the provisions laid out in the Cost-Sharing Agreement signed on 4 October 2004 by the Government Office for Equal Opportunities that can be considered as a precursor of the Ministry of Youth, Family and Social Affairs and Equal Opportunities, and UNDP. Cooperation with UNDP makes it possible to initiate the launching of a similar programme in Slovakia as well. As a result, the staff of UNDP indicated that they were working on a similar (a mirror image) programme on the other side of the border as well. The Cserehát Programme Document (2005-2007), which is being prepared, gives an overview of the economic and social situation in the region and includes a strategy built on the situation analysis, and the possibilities for involving development funds.
The Cserehát Programme  (2005-2007) will be implemented through an application scheme. There is HUF 450 million (US $ 2,635,930 at an exchange rate of 1 USD = 190.2 HUF on 9 November 2004) available for the implementation of the programme in the 2005-2007 phase. The funds have been transferred by the Ministry in compliance with the Cost-Sharing Agreement signed with UNDP to the bank account designated by UNDP. UNDP deducted 6.5 percent of this amount for technical costs. At the same time, as corresponds to the cost sharing agreement, UNDP supported the programme with an amount of US$ 300,000, more than HUF 57 million, thus the total amount available for the programme activities is HUF 477,734 million.
The budget available for the Cserehát Programme can provide an initial funding for starting the necessary processes. The goal of the Ministry is to give priority to the Cserehát Programme in the 2nd National Development Plan (2007-20013). It will serve as a model of a social-policy-oriented, regional-development experiment. Efforts started already in 2005 in order to achieve these goals.
The Miskolc section of MTA RKK (Regional Research Centre of the Hungarian Academy of Sciences) prepared a situation analysis, and according to these calculations an amount that is many times over the currently available sum will be needed in these five years so that real, long-term change happens in the region. In the course of the overall development of the region further external funding is of vital importance.
6.2.  The structure of the programme 
The conditions for the operative implementation of the programme – including the procedures guiding the application scheme, the conditions for support, criteria for financial and conceptual project oversight – will be developed in supplementary programme documents before the project execution. 

6.3.  The system of programme implementation 
In order to have a transparent system, programme implementation will be developed in consultation with UNDP. Institutional conditions will guarantee that the planned measures be implemented in the widest possible scale involving all stakeholders. 

Elements of the implementation system 
· Steering Committee  (Ellenőrző Bizottság)

· Executing Agency (Irányító Hatóság)

· Implementing Agency (Lebonyolító Szervezet)

[image: image2]
            : Direction of supervision
            : Direction of reporting
The leaders and members of the different organizations are appointed by ICSSZEM (Ministry of Youth, Family and Social Affairs and Equal Opportunities) in line with the Cost Sharing Agreement, in consultation with UNDP. The costs of the Implementing Agency shall be borne by UNDP from operational costs.
6.3.1. Steering Committee – Ellenőrző Bizottság

The Steering Committee of the Cserehát Model Programme had been set up before the programme was launched. The Steering Committee is responsible for the supervision and execution of the programme, and for assessing how the Executing Agency handles the funds. The Steering Committee shall work out its own procedures and reconcile them with the Executing Agency. The Steering Committee shall meet at least four times a year and will conduct the following activities: 
· amend the programme document as needed, amend and approve the supplementary programme document, including the physical and financial indicators used for monitoring support and funds,

· within six months after the approval of the support, it will weigh and approve the criteria for selecting the activities that can be funded based on the different measures;
· audit the work done to implement the specific goals of the support;

· study the results of the programme with special emphasis on the implementation of the goals set for the different measures;

· review and approves the half-year, annual and final reports;

· file proposals on the amendment or review of the support to the Executing Agency that will make reaching the Cserehát Programme goals possible, or the further development of the control, including the financial control of the programme,

· approve, in the form of a communication action plan, the measures for providing information serving the transparency and openness of the programme.

Composition of the Steering Committee:

All the stakeholders who play an important role in the successful implementation of the Cserehát Programme and in spreading and disseminating the results will be on the Steering Committee. The composition of the Steering Committee will be decided through consultation with the partners participating in the implementation. The Chairman of the Steering Committee will be the permanent/administrative state secretary. However, when the Committee is being set up, consideration should be given to the functionality, and participating organizations should be invited as well. The Steering Committee is a key controlling and decision-making body, in which the Ministry has the majority. 

Members of the Steering Committee:

· a representative appointed by  UNDP;
· two representatives of ICSSZEM;
· a representative of the Northern Hungary Regional Development Council;
· a representative of the Cserehát region;
· and the National Project director as the secretary of the Committee.

6.3.2. Executing Agency – Irányító Hatóság

Based on consultations carried out with UNDP, the agency responsible for implementation shall appoint a National Project Director (NPD) who, as a responsible director for the implementation will, on behalf of the government, support the implementation of the Cserehát Programme and will be responsible for reaching its objectives. 

The Executive Agency headed by the National Project Director (NPD) will be responsible for the efficient and professional management and for the implementation of the Cserehát Model Programme. The Executive Agency should try, in the course of implementation of the programme, to achieve the highest possible economic and social benefit for the given areas
In the Cserehát Programme, the Executive Agency will have to establish tight cooperation with the partner ministries and other agencies involved in the programme. It is important that the Executive Agency be able to stimulate the local partners to approach the programme with a strategic attitude, to build contacts/networks with the experts of the different sectoral ministries that they wish to involve in the programme. The Executive Agency has to make sure that the strategic management of the programme be in harmony with the present and future political visions of the government. 
6.3.3.  Implementing Agency - Lebonyolító Szervezet

The staff of the Implementing Agency will have to be selected through the selection procedure on the basis of open tender. The Evaluation Committee responsible for the selection will be composed of the representatives of the ICSSZEM and of UNDP, the first having a two-thirds vote as against one-third for the latter. The job of the Implementing Agency is to tightly cooperate with UNDP and with the Ministry in achieving the goals of the programme. It will be responsible for the most effective implementation of the Cserehát Programme and for carrying out all tasks in line with UNDP criteria. Staff members will work in an office set up jointly by the ICSSZEM and UNDP. The office of Implementing Agency will be set up at the National Family and Social Policy Institute that is the subsidiary organisation to ICSSZEM.
In the course of the application process, the ICSSZEM, jointly with UNDP, will appoint a National Project Manager (NPM) after the staff members of the Implementing Agency are selected. The National Project Manager will work in cooperation with the National Project Director (NPD). 

Implementing Agency will work as a separate management body. It will consist of the following staff: 1 project manager, 2 assistants. The wages of the management will be paid from the funds of the project in the form of implementation fee. The planned budget for the Implementing Agency is HUF 29,02 million, out of which HUF 27 million are the salaries of the staff and the balance will be used to cover the overhead expenses of the agency. Supply of furniture and computer equipment could be also covered by this budget.

The Implementing Agency is responsible for a number of functions that are related to the day-to-day management of the project. The Implementing Agency shall act under the supervision of the Executive Agency, and shall act, as requested by the Executive Agency, in the relationship with the final beneficiaries. Even after the delegation of tasks it is the Executive Agency that is responsible for the implementation of the Cserehát Programme.
The Implementing Agency will have to carry out operative control tasks in the course of implementation of the programme. The control and supervision system of the Implementing Agency will have to include the following:

· reporting to the Executive Agency on the performance of the tasks and tools used – including the control and supervision system, the financial, the physical and process indicators, information needed for the audit, and information related to irregularities;
· an efficient system guaranteeing that tasks are carried out in the right way; 

· the exact definition of operative management, control and payment functions, a clear allocation and corresponding separation because this is the only way to guarantee well- grounded financial processes.
The Implementing Agency as the responsible body for implementation will have a separate bank account for the purposes of programme implementation. The National Project Director and the person appointed by UNDP shall review and approve every three months the budget for the given quarter that includes the expected costs that make up the budget. Within 15 days of reconciliation with UNDP, UNDP shall transfer the amount due to the bank account of the Implementing Agency. Payments can be made after the sums are approved by the project manager and the financial manager of the Implementing Agency. 
	Steering Committee 

(Ellenőrző Bizottság)
	Executing Agency

(Irányító Hatóság)
	Implementing Agency 

(Lebonyolító Szervezet)

	Strategic control and decision-making body 
	Responsible for the efficient and professional management and implementation of the programme 
	Carries out tasks as requested by the Executive Agency (payments, monitoring)

	Set up before the implementation of the programme 
	A National Project Director is to be appointed to head this body
	- Set up for carrying out operative tasks
- Location for the National Project Manager

	At least four times a year it discusses the implementation and results of the programme 
	Decisions related to the strategic, macro and regional issues, representation of the programme; 
	The Project Manager carries out the daily operative tasks.

	Roles:

· responsible for the supervision of the model programme and assesses how the Executive Agency handles the funds
· Amends the programme documents and supplementary programme documents, as well as the physical and financial indicators as needed
· Approves the criteria for the selection of the programmes to be financed based on the measures, within six month after the approval of the support
· Audits the work done to implement the specific goals of the support 
· Studies the results of the implementation of the programme and the implementation of the goals set for the different measures 
· Reviews and approves the mid-year, annual and final reports 
· Decides on proposals for the amendment or review of the programme
· Approves the communication action plan.
	Roles:

· The Project Director is responsible for the implementation of the programme in general,
· cooperates with the partner ministries and the agencies involved in the programme,
· encourages relations/networks with the experts from different sectoral organizations
· takes care that the strategic management of the programme is in harmony with the policy of the government

· Supervises the Implementing Agency 
· Every three months the Project Director reviews the project’s implementation on the basis of the progress reports, with his approval they are sent to the Steering Committee for consideration

· Undertake mid-year and annual reviews the implementation of the programme 
· Prepares the agenda for the Steering Committee meetings

· Provides advice concerning the management of the project and the staff
	Roles:

· Cooperates with UNDP and the Ministry for the implementation of the programme 
· Has to set up a separate management within the body for this purpose, in the form of an application scheme (one project manager and two assistants)
· Encourages local partners to share their attitudes about the programme

· Prepares the database of performance indicators, prepares quarterly, semi-annual and annual summary reports on the findings of the professional and financial audits.
· The project manager organizes and supervises directly the local-level financial and professional evaluations based on a pre-defined work plan that had been approved by the National Project Director. 



6.4.  Criteria and methods of support
A multi-tier grant scheme will be prepared that:
· provide direct support for implementing small budget development ideas, and
· provide funds for the implementation of development projects requiring a significant amount of funding,

· while supporting, with the help of local, external and independent experts, provide the formulation of local interests by the stakeholders, as well as the formation of partnerships.

Invitations for the application scheme and related documents will be drawn up. The Implementing Agency will be selected for the actual implementation of the action whose role is to administer technical and financial implementation of the grant scheme. The first call for proposals is expected in the autumn 2005. After conclusion of the selection process the first payments to the beneficiaries will be made most probably in the first quarter of 2006.
6.4.1.  Range of beneficiaries 
The range of beneficiaries who can be supported through the grant scheme: 

The following organizations with Hungarian HQ, operating in the Cserehát region, or planning to implement activities therein: 

· social organizations (excluding political parties and trade unions);

· public bodies;

· foundations; public foundations;
· organizations of public benefit;
· non governmental organisations;
· churches; church-run institutions;

· local governments and institutions maintained by them;

· local municipal associations and institutions maintained by them;
· profit-oriented organizations, individual entrepreneurs, who operate in the area of providing community and public services;

· and those that declare specifically in their Deeds of Association and By-laws the goals set out in the call for proposals.
7. sustainability
The sustainability of the programme is basically guaranteed by including the above goals in the micro-regional, regional and national development ideas and concepts. Thus one of the guarantees of the sustainability of the programme is the integration of the development activities in the development policies of the Northern Hungary Region, of ICSSZEM and the related ministries. 
Further guarantee could be if the specific goals of the programme document fit well into the goals defined in the National Action Plan for Social Cohesion document and to the Northern Hungary Region development policy goals, as well as to the 2nd National Development Plan that is being drawn up.
As for the period after closing the programme after 2007, funding the projects supported in the Cserehát Programme will be financed via the operative programmes as corresponds to compliance with the above fitting points. The above funds can be supplemented – even during the implementation of the programme – by funds and subsidies coming from the internal programmes of the Ministry, and from other Hungarian and international application funds. 

The basis for sustainability is guaranteed by the continuous provision of development services in the micro-region, and by the support of the existing small- and micro-regional development systems and by the people living in the micro-region. 

For the success of the programme, the organizational background needed for the elaboration of the programme should be built in 2005 based on existing human resources, organization capacity and institutions in the micro-region. This will be the basis for the development projects which – in compliance with the set goals – can be supported and long-term results can be achieved by launching them.
9. FINANCIAL MANAGEMENT AND REPORTING 
Financial Accountability

The Executing Agent is responsible for the management of all UNDP resources allocated to a nationally executed programme or project. In this capacity, the Government is accountable to UNDP for the entirety of UNDP programming resources under its management.

The Executing Agent is responsible for maintaining an accounting system that contains records and controls sufficient to ensure the accuracy and reliability of project financial information and reporting. The accounting system must also ensure that the receipt and disbursement of UNDP funds is properly identified and that budgetary categories approved are not exceeded.

The system of accounting and/or record-keeping must track the advances received and disbursed, expenditure records by implementing agents and direct payments made by UNDP. The accounting system maintained by the Executing Agent must also be kept current.

The Executing Agent must maintain an inventory recording the acquisition and disposition of property and equipment used. This inventory contains information on all property and equipment, whether purchased directly by the executing agent from funds advanced to it by UNDP or purchased by others (implementing agent, contractor) on behalf of the Executing Agent.

The UNDP RBEC Country Support Team will maintain an internal control system designed to ensure that the UNDP Senior Regional Co-ordinator can adequately monitor the financial activity and budget of the Project. He is accountable to the UNDP Administrator and is responsible for the financial monitoring of the Project, for ensuring proper use of UNDP funds and for providing advances of funds based on appropriate financial reporting.

Advances of Funds

The standard way of funding for the Project is through quarterly advances delivered by the UNDP RBEC to the Executing Agent. Monthly advances may be provided if local conditions warrant. In order to ensure optimum use of UNDP resources, advances are based on a forecast of quarterly or monthly expenditures, in accordance with the Project workplan. Advances must not exceed funds required for the next quarter.

All requests for advances are submitted to the UNDP RBEC by the Executing Agent through the Financial Report. 

At least each quarter, the Executing Agent prepares the Financial Report in the current advanced to record the current quarter period expenditures against any previous advances, to calculate the remaining advance and to request the advance for the next quarter based on the Project budget. 

The request for advance in the Financial Report specifies the cash required for the next quarter in two components: 

(a) Outstanding obligations. Outstanding obligations are any inputs that have been contracted for and are received, en route or in progress, but for which a check has not yet been written. Only obligations that will be paid in the next quarter are included ; and

(b) Planned expenditures. Planned expenditures are the new inputs that will be procured and paid for during the next quarter.  

The Executing Agent submits the signed Financial Report, to the UNDP RBEC within 15 days after the end of the quarter. Where possible, a diskette or Email containing the Financial Report electronic files is submitted with the Financial Report.

Advances of funds will be made by the UNDP RBEC only on the basis of the completed and signed Financial Report containing the details of the expenditures made against the previous quarter advance. UNDP RBEC will, upon receipt of the Financial Report, verify that resources are available in the budget and ensure that the amount requested does not exceed the amount of funds reasonably required to cover disbursements for the next three months. 

UNDP does not make advances of funds to an implementing agent, other than a United Nations agency. Funds required by an implementing agent are provided to them directly by the Executing Agent from their advanced funds or through the form of a Request for Direct Payment. 

Normally, a separate bank account for the receipt and distribution of UNDP funds by the Executing Agent is required. Where the Government has confirmed in writing that local conditions prohibit the opening of a separate bank account, the UNDP Senior Regional Co-ordinator may approve the utilisation of a consolidated central bank account provided that the use of UNDP funds can be easily traced and audited.

Any unutilised advance of funds at the end of the Project is to be credited to UNDP programme funds, in order to clear the Operating Fund Account at UNDP headquarters, and any interest earned is recorded as miscellaneous income through a UNDP Government Inter-Office Voucher (IOV).

Direct Payments

UNDP may be requested by the Executing Agent to make direct payments to other parties for goods and services provided to the Project. When UNDP makes a payment on behalf of an executing agent, the latter must forward to the UNDP country office a standard form “Request for direct payment”, duly completed and signed by the executing agent. Original documents are kept by the executing agent. Documentation of payment by the country office (inter-office vouchers, disbursement vouchers, copies of cheques, and other documents) must be made available to the executing agent by UNDP. 

Financial Reporting

The Executing Agent must submit the Financial Report to the UNDP RBEC RC no later than 15 days after the end of the quarter. The Financial Report presents quarterly expenditures; separate monthly totals are no longer required. If more frequent advances are given, the Financial Report must be submitted each time with the next request for advance. In other words, each Financial Report principally represents expenditures relating to a single advance with any ending balance re-valued at the current exchange rate. 

Any funds transferred by the Executing Agent to an implementing agent are considered as expenditures and are recorded against the appropriate budget lines. The Executing Agent is responsible for ensuring the performance of the implementing agents on all contracts and agreements.

The Financial Report is produced in both the currency advanced and US dollars to facilitate communication and the reconciliation of budgets, disbursements and outstanding balances between the executing agent and UNDP.

The calculation of foreign exchange gain/loss is part of the Financial Report. The UNDP country office advises the executing agent of the UNDP exchange rates at the beginning and end of every quarter and the exchange rate used for advances of funds. When expenditures are made in local currency during the quarter, these are converted into US dollars at the United Nations rate at the date of the advance (usually the exchange rate in effect at the beginning of the quarter). Any outstanding advances at the end of the quarter are re-valued at the end-of-quarter rate and the foreign exchange gain/loss is calculated. 

The submission by the Executing Agent of the Financial Report at least every quarter is mandatory. If the UNDP RBEC RC does not receive the Financial Report from the Executing Agent within 15 days of the end of the quarter, it ensures follow up with the executing agent. If an advance is outstanding for two quarters and either the Financial Report is not received or the Financial Report reflects no spending against the advance, the UNDP Senior Regional Co-ordinator will follow up with the Executing Agent. The Project implementation strategy must be reviewed to decide on measures to be taken to solve any difficulties with execution or implementation. The UNDP Senior Regional Co-ordinator will also inform UNDP headquarters (Country Programme Accounting) of all decisions taken.

Upon receipt of the Financial Report, the UNDP RBEC RC reviews it and verifies the exchange rates. If required, corrections are made by the executing agent and then returned to the UNDP RBEC RC. The report is then sent to the Country Programme Accounting Section at UNDP headquarters, where it is recorded.

All payments made by UNDP RBEC RC for the Project are recorded on a UNDP-GOVT IOV and forwarded to the UNDP Country Programme Accounting Section each month. These payments include both advances made to the Executing Agent and direct payments made by the UNDP RBEC RC.

10. AUDIT REQUIREMENTS

Objective of Audit

All nationally executed programmes and projects must be audited once in their lifetime, at a minimum. The government co-ordinating authority, in consultation with the UNDP REBC Regional Centre (RC), draws up an annual plan by November. The audit plan lists the programmes and projects scheduled to be audited on that given year, considering whether the programme or project has previously been audited, the volume of funds, number of programmes and projects, workload, among other things. The Office of Audit and Performance Review (OAPR) is kept informed about audit plans. 

The objective of the audit is to provide the UNDP Administrator with the assurance that UNDP resources are being managed in accordance with:

(a) The financial regulations, rules, practices and procedures prescribed for the programme or project 

(b) The PSD or the project document and workplans, including activities, management and implementation arrangements, monitoring, evaluation, and reporting provisions

(c) The requirements for execution in the areas of management, administration and finance.

Scope of Audit

The audit of nationally executed programmes or projects must cover, but may not necessarily be limited to, the following:

(a) Assessment of the rate of delivery

(b) Financial accounting, monitoring and reporting 

(c) Management systems for recording, documenting and reporting on resources utilisation 

(d) Equipment use and management, and 

(e) Management structure, including the adequacy of appropriate internal control and record-keeping mechanisms.

The audit must confirm and certify that:

(a) The disbursements are made in accordance with the activities and budgets of the programme support or project document 

(b) The disbursements are supported by adequate documentation 

(c) The financial reports are fairly and accurately presented  

(d) An appropriate management structure, internal controls and record-keeping systems are maintained

(e) The Executing Agent and the UNDP RBEC RC have undertaken and have prepared reports for monitoring and evaluation of the substantive activities and of the management systems of the programme/project, and 

(f) The procurement, use, control and disposal of non-expendable equipment are in accordance with the Government’s or UNDP requirements.

The audit is normally carried out at the level where the original documentation is held. It shall cover the funds channelled through the government by advances of funds.

The Audit Process

The audit must be conducted in conformity with generally accepted common auditing standards and in accordance with the professional judgment of the auditor. The standards applied are normally referred to in the audit report.

The audit may use for information the standards and terms of reference established for the United Nations Board of Auditors. (See the UNDP Financial Regulations and Rules: Article XVII and XII and Information Annex).

The audit is normally conducted by the legally recognised auditor of the Government. However, in instances when such arrangements are not feasible, the audit may carried out by a commercial auditor engaged by the executing agent. The audit authority must be mentioned in the PSD or project document. It is the Executing Agent’s responsibility to identify and appoint the auditing body, to ensure that the audit is performed in accordance with generally accepted common auditing standards and to ensure that the report, duly reviewed and responded to, reach UNDP Headquarters (OAPR) via the UNDP RBEC RC by 30 April of the following year of the audit.

UNDP Senior Regional Co-ordinator may exceptionally approve the use of the programme or project funds for audit costs if the audit is carried out by a commercial auditor. In that case, adequate financial provision for the audit must be included in the programme or project budget. 

The UNDP RBEC RC will organise briefings with the auditors before the audit exercise and upon the completion of the audit. The briefings must occur even if the auditors have prior experience of auditing UNDP programmes or projects.

The findings of the draft audit report must be discussed in detail with the Executing Agent, including the Project Management staff, the government co-ordinating authority and the UNDP Senior Regional Co-ordinator. Their comments are included in the final report. 

The Executing Agent is the recipient of the final audit report. The Executing Agent forwards it to the UNDP Senior Regional Co-ordinator. The UNDP RBEC RC reviews the audit report from its perspective and forwards the report to UNDP headquarters. The audit report is to reach UNDP headquarters (Office of Audit and Performance Review) no later than 30th April to enable the United Nations Board of Auditors to comment on the report and incorporate their comments in their report to the General Assembly and the Executive Board of UNDP. The executing agent also shares the audit report with the government co-ordinating authority and other concerned parties, as appropriate.

The “UNDP Procedures for National Execution” provides guidance on the audit process, such as the audit plan, standard terms of reference and contract for the auditor, standard outline audit report, as well as issues and documentation to assist the audit.
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