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1.  PROJECT DESCRIPTION

1.  Title

Children’s Chance for Change: UNICEF’s Juvenile Justice Reform Initiative (May 2003 – May 2006)

2.  Summary of the Project

This three-year project (from mid-2003 through mid-2006) is designed to promote the rights of children at risk and children in conflict with the law.  To this end, UNICEF will support the Governments of Serbia and Montenegro in their efforts to reform their respective juvenile justice systems and will work closely with the NGO community and juvenile justice professionals.  The project will utilise a child-centred and multidisciplinary approach that reflects the principles of Restorative Justice in keeping with international standards of law and practice as set forth in the United Nations Convention on the Rights of the Child and other fundamental international instruments.  Activities will include reform initiatives in every component of the juvenile justice system: 

· legislation; 

· support to the judiciary, including the training of prosecutors, judges, and defence attorneys;

· police practices in the arrest and detention of children;

· enhancement of social services for children in conflict with the law;  

· the development of alternative community-based care, including diversion measures; and

· improving the care and treatment of children in custody.

3.  Parties

Implementing Organisation

UNICEF Offices in Serbia and Montenegro 

Ms. Ann-Lis Svensson,

Representative

Serbia and Montenegro, including Kosovo and Croatia

Svetozara Markovica 58

11000 Belgrade

Phone:  381-11-360-2100

Fax:  
381-11-360-2199

Recipient Organisations/Partners

UNICEF works with a wide range of local partners and will continue to strengthen its on-going work with many agencies and institutions throughout the course of this programme. The organisations with whom UNICEF will work include: 

1. Child Rights Centre – Belgrade


Nevena Vuckovic Sahovic, President


Ljubomir Pejakovic, Director


Zmaj Jovina 25/5


11000 Belgrade, Serbia and Montenegro

2. Centre for Human Rights in Nis

Ms. Lidija Vuckovic, President

Strhinjica Bana bb

18000 Nis, Serbia and Montenegro

3. The Serbian Council on Children’s Rights 

Deputy Prime Minister Korac

4. Centres for Social Work (select municipalities in Serbia and Montenegro)

5. Correctional and Educational Institutions throughout Serbia and Montenegro

6. Juvenile Prison in Valjevo, Serbia

7. Law Faculties and Universities of Psychology throughout Serbia and Montenegro

8. The Judicial Reform Council (within the Ministry of Justice)

Dusan Protic, Deputy Minister, Ministry of Justice

Nemanjina 22 – 26

11000 Belgrade

Phone:  011-361-6309

9. Centre for the Advanced Training of Judges and Prosecutors (within the Ministry of Justice)

Natasa Rasic, Director

Karadjordjeva 48

11000 Belgrade

Phone: 011-183-250

10. Ministry of Justice of Montenegro

Mr. Zeljko Sturanovic, Minister of Justice

Ms. Branka Lakocevic, Assistant Minister of Justice

11. Center for the Protection of Children’s and Women’s Rights

Mr. Nikola Martinovoc, Attorney at Law

Ms. Tamara Durutovic, Attorney at Law

Novaka Miloseva 37, Podgorica

12. Committee for Human Rights in Montenegro

Mr. Zeljko Tomovic

Stari Aerodrom 2a1, Podgorica

13. Judicial Training Center

Ms. Tea Gorjanc- Prelevic

Vuka Karadzica 33

UNICEF will also continue to work in collaboration with other international organisations, including the Organisation for Security and Co-operation in Europe (presently involved in prison reform), the Council of Europe (active in legislative reforms) and the U. N. High Commissioner for Human Rights (legislative reforms and the Ombudspersons’ initiative) 

4.  Background of the Project 

Early in 2001, the Serbian Government pledged to reform the juvenile justice system as part of its priority programming for membership in the Council of Europe. In Montenegro, the Ministry of Justice entered an agreement with UNICEF in October 2001 pledging to decrease the number of children in conflict with the law who are deprived of liberty.  Since then, both Republics have made some progress in their reform initiatives, but given the political upheaval of the last several years, juvenile justice reform has not been a top priority. Progress has also been hampered by a lack of resources and available expertise. 

As a response to the challenges facing the Government, UNICEF developed a three-year strategy to support reform efforts. As a first step toward providing assistance, UNICEF conducted an in-depth assessment of the country’s juvenile justice system, which included recommendations to relevant Ministries. UNICEF’s assessment report, “Children in Conflict with the Law: Victims of the Transition” (released in January 2002), found that the juvenile justice system had crumbled under a decade of economic sanctions and social upheaval.  Thus, every component of the system was in critical need of reform. In this assessment, UNICEF also identified a range of projects that would address the critical problems within the existing juvenile justice system and began implementation in several of these in 2002.  

As a result of UNICEF’s assessment and its ensuing activities, UNICEF has become the leading international agency in supporting the Government’s juvenile justice reform initiative.  In just one year, UNICEF activities have addressed such areas as: advocacy, policy development and legislative reform, capacity building, and alternative community-based care.  This work has primarily been developed in partnership with the Serbian and Montenegrin Ministry of Justice and the Serbian Ministry of Social Affairs, as well as with the inter-Ministerial Council for Children’s Rights in Serbia and the Child Rights Centre – Belgrade.  Some of the activities have included: 

· advocating for and providing technical support to the Serbian Council on Children’s Rights;

· preparing legal reviews and commenting on the Draft Law on Juvenile Justice (as prepared by the Child Rights Centre – Belgrade, in co-operation with the Danish Centre for Human Rights) and on the Serbian Law on the Execution of Penal Sanctions;  

· developing, in partnership with the local professionals, a Diversion Scheme Pilot Project in Nis;

· conducting an interactive workshop with an expert trainer from the Huntercombe Young Offenders Institute in the U. K. and a national psychologist specialising in children with anti-social behaviour, for the correctional officers at the Juvenile Correctional Facility in Krusevac and the Juvenile Prison in Valjevo;

· organising a week-long training session on Victim/Offender Mediation with world-renowned trainer, Ms. Marian Liebmann, for the Working Group members participating in the Diversion Scheme Pilot Project in Nis; and,

· conducting a round-table discussion in Montenegro (in co-operation with the Ministry of Justice and ABA/CEELI) to discuss diversion schemes and alternative sentencing measures. 

Based on the experience gained in the above-mentioned activities, UNICEF is confident that many opportunities for positive change exist.  UNICEF will work to build on the momentum of reform currently underway and will work to ensure that children’s rights and child protection issues are mainstreamed into the existing reform process. UNICEF also plans to work more closely with the Ministries of the Interior on police reform initiatives and with the Ministries of Education, especially for implementation of diversion projects throughout the country.  For implementation of these juvenile justice activities, a range of local NGOs will be engaged and particular attention will be paid to building the capacity of national professionals.  
5.  Project Description

a.  Problem(s) to be solved

The last decade of economic and social erosion in Serbia and Montenegro has caused much distress to the children in this country.  Financial insecurity and family instability have deprived many children of their basic rights. As a result, many have learned to fend for themselves, and the streets are a fast teacher.  Drug use is on the rise and found even in elementary schools. Just to sustain their habits, increasing numbers of children are resorting to criminal behaviour.  Anecdotal evidence points to the fact that the type of criminal behaviour has noticeably changed. Increasing numbers of children are committing more serious crimes, such as murder and misdemeanour murder, robberies ending in death or physical harm, auto theft, fatal traffic accidents, and drug-related crimes. In addition, children’s motives seem to be changing.  Children from poor families are stealing to get the things they don’t have at home whereas others are from “functional” families are stealing only for peer approval.  The age of criminal responsibility in Serbia and Montenegro is fourteen years old, but children even younger are equally vulnerable to life on the streets.  Juvenile justice professionals consistently report an increase in the criminal activity of even quite young children.  

Under these conditions, the juvenile justice system faces significant challenges.  Unfortunately, the system has suffered from ten years of neglect.  Despite the resilience and efforts of the professionals who work with children in conflict with the law, the system is failing to protect and promote these children’s rights. In addition, no independent monitoring and reporting systems exist to effectively determine conditions for children in conflict with the law.  While the media occasionally reports on high profile cases of abuse against children, little is done to remedy these cases or to monitor the numerous daily cases of violations that occur throughout the juvenile justice system.

If child offenders are not effectively helped while they are still children, they will not have the second chance they deserve to set their lives right - they will simply become the country’s adult offenders.  They will drain the country’s very limited resources, hamper community safety, and erode (even further) citizens’ confidence in the criminal justice system.  To avoid this eventuality, UNICEF’s vision is to help focus the Government on rebuilding its juvenile justice system as a fundamental priority. Because the system requires comprehensive restructuring, the Government has a unique opportunity to develop a system in which every component reflects state-of-the-art methodologies and a child-centred approach in the care and treatment of the juvenile offender.    

b.  Overall objective

The overall objective of this project is to promote the comprehensive and multi-disciplinary reform of the juvenile justice systems in Serbia and Montenegro in order to better protect the rights of the children at risk and children in conflict with the law.  This will be done by providing the respective Republic Governments with assistance in their juvenile justice reform efforts in the following areas: 1) advocacy, 2) policy development and related legislative and administrative reforms, 3) capacity building, and 4) the development of alternative community-based care and prevention programmes.  UNICEF will also work to ensure that there these activities are effectively linked to each other so as to strengthen the overall impact of the project.

c.  Project objectives

Project objectives in the four areas of activity include the following:

Advocacy

· To assist in the development and adoption of a comprehensive juvenile justice code;

· To assist in the development and adoption of legislation that better promotes and protects the rights of children in conflict with the law by promoting professional debates and public awareness campaigns;

· To increase the knowledge of juvenile justice professionals and law and psychology students regarding international standards in juvenile justice by providing relevant materials in the local language;

· To ensure that children at risk and children in conflict with the law are included in the mandate of the Ombudsman’s Office (once established);

Policy Development and Related Legislative and 

Administrative Reforms

· To increase police awareness of international procedures and codes of conduct in the arrest and detention of children in conflict with the law by providing relevant materials in the local language;

· To develop a data collection system in Nis to accurately and uniformly record and track children through the social welfare and legal systems;

· To raise public awareness in Nis regarding the Diversion Scheme Pilot Project in order to encourage community participation on mediation teams;

Capacity Building

· To train prosecutors, judges, and attorneys working with children in conflict with the law regarding the implementation of relevant legislative reforms and current, effective standards of practice;

· To train the Ministry of Interior trainers in the international standards used in cases involving juvenile offenders;

· To train the teachers at the police colleges and the professors at the Police University to provide a standard course in the handling of juvenile offenders;

· To train correctional officers in the use of child-centred techniques in the supervision of children in custody;

· To train education officers at institutions housing child offenders with access to state-of-the-art methodologies used in the care and treatment of juveniles in custody;

· To train managers at institutions housing child offenders and associated education and correctional officers in the uniform implementation of institution policies and procedures;

Development of Alternative Community-Based Care and 

Prevention Programmes

· To incorporate the use of diversion measures (an alternative to legal proceedings) as a standard method of care for children in conflict with the law;

· To provide psycho-social care to children living in institutions in order to assist in their effective rehabilitation; and,

· To work closely with institution professionals in order to develop leave-care programmes that will give children the skills needed to return to their communities.

d.  Target group (Participants/Partners)

The primary target group in this project will be the children of Serbia and Montenegro who are in conflict with the law or who run the risk of offending.  By improving the standards of care and treatment for these children, their rights will be increasingly respected with the chance to redirect their lives onto a new and positive path. 

Professionals in all disciplines related to the care and treatment of children in conflict with the law and children at risk will be participants in the project: the judiciary, the police, the Centres for Social Work, psychologists, social workers, pedagogues, special pedagogues, and law and psychology professors and students.  Selective communities throughout Serbia and Montenegro will also benefit from the project as local citizens learn more about juvenile justice and volunteer in project activities.

e.  Results

UNICEF will continue and/or develop strategic partnerships with Republic Ministries, judicial bodies, national NGOs, local community organisations, international organisations, UN agencies and international experts in the implementation of planned activities.  UNICEF will also work closely with the inter-Ministerial Council on Children’s Rights and will include the participation of youth in its project activities.

The expected results of this project are the following:

Advocacy

· Legislation will reflect international standards of law and practice entitling children to a higher standard of care and treatment;

· Juvenile justice professionals and law and psychology students will have knowledge and understanding in up-to-date procedures and practice in juvenile justice; 

· Juvenile justice professionals will have increased access to information in their local language;

· Children at risk and children in conflict with the law will gain visibility in the public and political agenda through the work of the Ombudsman’s Office.

Policy Development and Related Legislative and Administrative Reforms

· Police officers will have increased awareness in international standards in the arrest and detention of children;

· Accurate records will be available in Nis to effectively track children’s progress through the social welfare and legal systems; and,

· Citizens will better understand the Diversion Scheme Pilot Project in Nis and will be encouraged to volunteer as mediators for the project.

Capacity Building

· Prosecutors, judges, and lawyers will have increased knowledge in the practical application of newly adopted laws and of current, effective standards of practice;

· Police working in the field and police recruits and officers will have increased knowledge regarding the international standards used in cases involving juvenile offenders;

· Correctional officers will have the practical tools needed to apply a child-centred approach when working with children in custody;

· Educational officers will have knowledge regarding the latest methodologies used in the care and treatment of children in custody; and

· Institution managers and education and correctional officers will uniformly implement institution policies and procedures.

Development of Alternative Community-Based Care and Prevention Programmes

· Children in Nis will have an improved chance to heal through access to mediation services;

· Children will be provided with psycho-social services that help in their rehabilitation; and,

· Children in institutions will benefit from leave-care practices that promote their reintegration.

f.  Implementation of the project

This project will utilise a comprehensive and multi-disciplinary approach in implementing all activities. The project is “comprehensive” in that it provides reform activities in each component of the juvenile justice system - legislation, the police, the Centres for Social Work, the judiciary, and institutions housing children in conflict with the law.  The project is “multi-disciplinary” in that it will involve all the professions working with children in conflict with the law, such as: prosecutors, judges, lawyers, social workers, educators, psychologists, pedagogues, special pedagogues, police officers, institution staff, correctional officers, and the children themselves. UNICEF will implement its activities in partnership with local NGOs and community organisations, national and international experts, international organisations and other UN agencies.

A strong emphasis of the project will be placed on building the capacity of the professionals working with children at risk and children in conflict with the law.  In order to ensure the sustainability of the project, a priority will be given to training of trainers whenever possible.  Where it is not possible to increase the capacity of existing trainers, professionals will receive direct training.  With this increased capacity, professionals will be better equipped to implement current methodologies in the care and treatment of children in conflict with the law.  They will also be able to incorporate new systems into their routine practices.  Further, relevant material will be incorporated into university and training centres curricula.

Specific project activities in the four main areas of concentration are as follows:

Advocacy

· A juvenile justice expert will be hired to provide technical assistance to the Serbian Council for Children’s Rights, to the Juvenile Justice Working Group within the Ministry of Justice and to the Ministry of Justice in Montenegro.  The expert will assist in the reform of all legislation relevant to children in conflict with the law and children at risk, will lobby Members of Parliament, and facilitate public debates to promote the adoption of child-centred legislation.

· Educational seminars will be provided to students at the Law Faculties in Serbia and Montenegro to promote students’ understanding of the international standards of law and practice in the area of juvenile justice, including education in Restorative Justice. 

· A comprehensive package of international instruments on juvenile justice will be prepared and published (in Serbian) and distributed to all juvenile justice professionals and law faculties throughout Serbia and Montenegro.

· Technical support will be provided to the Ombudsman’s Office to increase awareness regarding children at risk and children in conflict with the law. 

Policy Development and Related Legislative and 

Administrative Reforms
· A handbook and quick-reference card will be drafted and disseminated to all police officers throughout Serbia and Montenegro.  These user-friendly tools will set forth the internationally accepted police policies and procedures used in the arrest and detention of children in conflict with the law. 

· A statistical analysis of juvenile crime in Nis and in Podgorica will be conducted and will include the mapping of current practices in data collection and classification.  Thereafter, a pilot data collection system in both municipalities will be designed and developed to unify and link data from among the police stations, the prosecutors’ offices, the courts, the Centres for Social Work, and the institutions housing children in conflict with the law. 

Capacity Building
· Periodic seminars in Serbia and Montenegro will be provided to prosecutors, judges, and attorneys whenever new or amended laws relevant to the adjudication of cases involving juvenile offenders are adopted.  A foreign study tour is also anticipated for a select group from the judiciary.

· In co-operation with the OSCE Law Enforcement Programme, a training of trainers programme covering the proper handling of juvenile offenders will be offered to the Serbian Ministry of Interior trainers who are responsible for providing training to field officers throughout Serbia.

· In co-operation with the OSCE Law Enforcement Programme, a training of teachers at the Police College (in Serbia and in Montenegro) and of professors at the Police University in Serbia (including a recommended standard curriculum) will be provided in order to provide recruits and officers with standardised education in the international policies and procedures applied to juvenile offenders.

· A comprehensive training programme will be developed and delivered to the correctional officers working at the Juvenile Correctional Institution in Krusevac and the Juvenile Prison in Valjevo.  This programme will help to ensure that all officers receive adequate training in the child-centred approach to supervising children in custody. A train-the-trainers programme will also be included.  A standard curriculum for all new correctional officers will be developed and offered through the correctional officer training school, which is expected to be operational some time in 2004.

· Training in the state-of-the-art care and treatment of juveniles in custody will be provided to the educational officers at the Juvenile Correctional Institution in Krusevac and the Juvenile Prison in Valjevo.  

· Joint training seminars for institution managers and education and correctional officers in Krusevac and Valjevo will be provided to help improve communication and co-operation among all staff and to unify the policies and procedures used when working with juveniles in custody.  A foreign study tour is also anticipated for this select group of staff at the Correctional Institution in Krusevac.

Development of Alternative Community-Based Care and 

Prevention Programmes

· A diversion scheme pilot project will be developed and implemented in Nis and in Podgorica in order to incorporate the use of diversion measures for children in conflict with the law as an alternative to legal proceedings.  The support of the relevant Government Ministries, the Municipal Councils, and the Centres for Social Work will be enlisted to implement this activity.  This activity will involve the range of professionals who work with children in conflict with the law in both municipalities.

· The children in custody at the Juvenile Correctional Institution in Krusevac and the Juvenile Prison in Valjevo will be provided with psycho-social services and leave-care practices to assist in their effective rehabilitation and readjustment once they leave the institutions. 

Monitoring and Evaluation

UNICEF will develop a results-based management matrix in order to clearly identify inputs, expected outputs, outcomes and impact of the activities in each activity area, as well as for the overall programme. Results will be defined on a yearly, as well as on a three-year basis, and monitoring will be complimented with a mid-term, as well as a final evaluation. Appropriate and “smart” indicators will be developed in collaboration with project partners and particular attention will be paid to the knowledge, attitudes and practices (KAP) methodology in determining the impact of the teaching provided during the various training workshops. 

g.  Plan for phasing out of foreign assistance

In addition to increasing the capacity of trainers in existing training schools to carry on the work of skill development, UNICEF will work to secure strategic partnerships, as well as the necessary commitment and funds from Government and Municipalities in order to ensure the continuation of specific activities.  This commitment will be built into the project activities from the outset in order to strengthen the sustainability. To secure this commitment, UNICEF will require partners to sign official agreements/MOUs that set forth all roles and responsibilities.   

II.  RISK ANALYSIS

1.  Preconditions for the successful implementation of the project

Assuming that the political and economic situation remains stable, the primary precondition for the successful implementation of the project will be the good will and co-operation of the relevant Government Ministries - Justice, Social Affairs, Education and the Interior in the respective state governments of Serbia and of Montenegro.   Without these Ministries’ endorsements, several components of the project may face difficulties in moving forward. The support and good co-operation that UNICEF has enjoyed from the Ministries thus far gives us sufficient confidence that these risks can be mitigated.  

The interest in reforming the juvenile justice system to reflect international standards of law and practice on the part of both Republic government’s is considerable, especially given recent events in the country and as compliance is essential for membership in the European Union. 

2.  Analysis of the project’s outcome as economically sound and sustainable

The development of a results-based management framework will ensure UNICEF’s ability to measure the outcome of this project.  As has been stated, the combination of strengthening national capacity while ensuring governmental buy-in to different activities will ensure a strong level of sustainability.  In addition to emphasising the national capacity of local community groups and professionals, UNICEF will promote the establishment of rights-based foundations upon which all practices and procedures will be built. In summary, the activities in this project will focus on bringing all laws, procedures, and practices in line with international standards in juvenile justice and in building the capacity of existing systems and professionals.  Once international funding is no longer available, the laws, systems, and capacity will be firmly in place and running effectively.  

Once a juvenile justice system is running efficiently, Serbia and Montenegro should find that fewer children are entering the criminal justice system and more children are growing up as healthy, contributing members of society.  Thus, the demands on the various institutions working with children in conflict with the law, such as the Centres for Social Work, the courts, and the educational and correctional institutions, will decrease and the existing systems easier to maintain.   

3.  What other factors or conflicts of interest may hinder or substantially delay the implementation of the project?

The variable political climate in Serbia and Montenegro means that certain positions within key Ministries may be subject to change.  In the coming 3 years, restructuring of different Ministries and the justice system could hinder or substantially delay project implementation.  

4.  Has sufficient attention been paid to the roles and needs of both women and men?

All children who may be prone to entering into conflict with the law will benefit from this project.  Anecdotal evidence indicates that boys are being convicted more frequently than girls, but a gender analysis will be carried out when designing all training materials and courses in order to ensure that any differences between boys and girls are addressed.  

Women and men figure into the project when activities involve juvenile justice professionals.  The balance of professionals may be somewhat skewed toward women since a significant number of the professionals working in child psychology or social work are women.  Men involved in juvenile justice are often the judges and prosecutors and those working at the institutions housing children in conflict with the law.  Gender analyses will be undertaken when designing training workshops in order to be sensitive to the different needs of boys and girls in conflict with the law, as well as to the gendered nature of the broader juvenile justice profession.

5.  What will the environmental impact of the project be?

N/A

6.  Describe possible other negative side effects of the project, if any.

N/A
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