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SUMMARY
1. This evaluation and report are the result of the Contract concluded between UNICEF Belgrade Office and International Consultant, Prof. Đuka Stakić, Penn State University, SAD. The report is based on activities undertaken during December 2005. (12/1 -12/30/05), and includes evaluation of the UNICEF/Sida Project „Children’s Chance for Change“ (CCC) implemented in Serbia and Montenegro (hereinafter: SCG) in the period 2003. to 2006.  

2. Main task of this evaluation and report is to provide UNICEF and its network of partners with expert support in accomplishing the CCC Project objectives through: evaluation of the progress made so far, assessment of  maturity of pilot projects developed within the project and meant to serve as program models; consideration of possibilities and suggestions for further project promotion.
3. Methodology applied in preparing this report comprised: 

· Reading, analysis of and discussions about the set of documents related to Project preparation and initiation, reports on the progress of the project’s „products“, discussions on all relevant issues with project managers, leaders and participants, Committee members, children, high Government officials and NGO managers; 

· This scenario enabled a great deal to be done „on the fly and on the spot“, and also to verify the degree of accord with the remarks and acceptability of the suggestions.

4. The evaluation was carried out and the report written by an international consultant, who, being an expatriate enjoys reputation of an expert in the field of juvenile justice, which created the atmosphere of mutual trust, respect and professionalism. 

5. The results were presented on several levels, including: „direct“ feedback after each segment; draft report and feedback immediately after the evaluation made at the Committee meeting, held on December 22nd, 2005; formal written report; set of four separate, detailed reports for sub-project managers and conference call with the Committee members after detailed analysis of the completed report, which provided the whole procedure with the quality of extended expert consultations.

6. Constraints. Broadly-based and flexible assignment, relatively short time for numerous analysis, meetings and discussions, leaving the feeling that insufficient attention was paid to those who asked for and deserved more attention, while the attractive character of the project represented constant threat for the consultant’s neutral position, who hardly managed to resist the impulse to get directly involved. 

7. The CCC project was initiated and implemented at time of dramatic changes going on in the State Union of Serbia and Montenegro, during democratic transition process, and after 15 years of economic crisis and social disorganization. The project was derived from the Study of the state and problems of juvenile justice in SCG, which detected numerous weaknesses of the system and provided guidelines for its promotion and reforms. The project is the expression of efforts to provide assistance to the democratic Government of SCG on their way to social democratization and meeting requirements set for European integrations, focused on promotion of rights and well being of children in conflict with the law, by creating and establishing a juvenile justice system, based on modern concepts of theory and practice in line with  international standards.
8. Soon after being initiated, and acting under the conditions of grave economic and turbulent political situation, relatively neglected juvenile justice system and growing and complex needs of CCL and at risk of support and assistance, the CCC project attracted attention of professional and wider community. It was presented as inspirer initiator and originator, to become the leader of a combination of complex reform activities focused on promotion of children in conflict with the law and children at risk in SCG. The project reaction was consistent and it enjoyed the grapes of „partnership for changes“, primarily of the SCG Government, UNICEF and Sida, and a network of NGOs. The most reputable experts and social and political figures of GO and NGO sector were included in the project activities through the work of Juvenile Justice Committee of the Ministry of Justice of the Government of Republic of Serbia.
9. The Project is derived from a highly competent study of previous state of juvenile justice, tackles very important social problems, offers logical, conceptually coherent, methodologically based and organizationally well established plan and strategies for essential promotion of the juvenile justice area. The Project is well designed, relies on modern methodology of action research, and according to all formal methodological criteria, deserves high merits. 

10. The Project’s objectives are to promote comprehensive and multidisciplinary reform of juvenile justice in SCG in order to secure better protection and promotion of rights of CCL and at risk, and through changes introduced in all key points of the system, including: presentation, interpretation and advocacy of  new ideas, concepts and solutions; development of policies, legal, administrative regulations; building competence of juvenile justice professionals; development of system of institutions, services and programs focused on alternative and community based programs. The four mentioned project activities then got their concrete form through definition of specific tasks and were made operational by definition of basic implementation strategies and directions, which makes the Project coherent and harmonized .
11.  Activities of this three-year project are spread throughout the State Union of SCG, with slightly better results achieved in Serbia, and certain misbalance within the map of project activities, with respect to under-  representation of Vojvodina province. Selection of pilot projects localities and programs was a brave and intelligent decision. Key motto of the Project team was to search for the key points and system elements that needed change,  and at the same time possible to change.
12. The Project as a whole made significant achievements and improvements in all four project components, with respect to a) fundamental improvement of legal and administrative JJ regulations; re-conceptualization of JJ (by presenting and introducing new concepts and solutions); transformation (establishment) of key system institutions; methodological refinement of the program and practice of work with children in conflict with the law and at risk; improvement of activity coordination within the juvenile justice field, and raising hopes and enthusiasm for introducing reforms and changes. Though these changes are not evenly distributed, they are more or less, present in all activities and localities defined by the project. Having compared the state of juvenile justice before and after this two-year period of project activities, it is my estimate that these are rather revolutionary than reformative changes and achievements. The system of juvenile justice has improved in quality.
13. The list of formal and methodological Project qualities is impressive: good preparation, draft and development-oriented project setting and management, imprint into broader social context; partnership for changes; modern conceptual-methodological basis; strategy of synchronous triggering of “top-to-bottom” and “bottom-to-top” changes; good balance between segments and the whole, and also between various project activities; and its main achievements (consistent promotion of the rights of children; introduction of new concepts and adequate methodology of work; cultural sensitivity; exemplary modeling of participatory methodology; harmonization of legal, ethic and professional program aspects; orientation towards the positive, growth and development; building professional competence; openness for exchange of experience and criticism, and participation of children in conflict with the law). These qualities are good indicators of the overall Project’s value and potential.
14. The last year of the three-year period is ahead of the project and it is difficult to comment on unconditional and final flaws and weaknesses that could not be compensated by the end of the term. Instead of that, dilemmas and challenges are extracted in order to draw attention to the Project team. These challenges include: certain lack of fresh and more specific analysis and assessments and more precise and measurable criteria for evaluating success; lack of precise activity plans for each project activity; certain development disharmony, actualization and spreading of the project and its activities; challenges of efficient team collaboration within dynamic and complex Project; certain semantic dissonance; suffocating the project’s action potential by unpredictable personal changes in the relevant ministries; sharpening of discrepancies in quality of services and respect for the  hierarchy of children’s needs, and finally, dilemmas related to receptiveness for new challenges and preserving the project’s  integrity and coherence.
15. With respect to general suggestions for further project development, it seems that attention should be directed primarily to: 

· Further advancement of laws, sub-laws, administrative procedures and protocol-methodological procedures; 

· Enhanced work of the Committee; 

· Ensuring that work with children in conflict with the law and at risk is based on ethical principles;

· Synergy of legal-ethical-organizational-professional-methodological aspects and dimensions of the programmes and activities; 

· Setting the  ideal system (network) of institutions, departments, and services;

· Re-conceptualization and de-ideologization of places, importance, and role of all components of the continuum of CCL protection; 

· Development of strategies and programmes for juveniles with serious, chronic and/or dangerous anti-social behaviour; 

· Improvement of general, primarily material conditions in the institutions and programmes; 

· Further refinement and accenting of program strategies and modalities;

· More intensive exposition of professionals and programs to different practice, experiences and building of professional competence; 

· Improvement of safety issues and interventions in crisis situations; 

· Establishing of association of parents of children in conflict with the law; 

· Modifications of and amendments to the education programme in line with the achieved and projection for further Project development; 

· Building strategy for incorporation of subjects related to rights of CCL into regular curricula of adequate university institutions; 

· Preparation and proper documentation of proposals for Project continuation for another three-year period. It is obvious, namely, that this Project did not only bring evident improvements to the JJ system, but at the same time initiated a number of new issues and opened possibilities for introducing  profound changes that go deeper into the subject matter and last longer. Logical conclusion is that the Project should be continued in order to secure that the achieved results get well grounded and deeply rooted, i.e. woven into the practice of direct work with CCL, their families, and local communities.
16. This Project, as any other good project, has brought to surface some lessons that might be interesting and useful for other similar projects. These lessons suggest the following strategies: 
· To strive to initiate prompt changes of key system points subjected to change in order to raise hope for changes and enhance motivation for reform work; 
· To set  and present the Project in a way that all  the parties involved can clearly comprehend its advantages; 
· The best option is to “graft” new onto the old, than destroy everything and build  from the ground up; 
· To strive to achieve as much as possible, continuously maintaining and improving partnership relations and their possibilities to accept and carry out changes; 
· To rely not only on “changeable” (political) but also on stable (professional) and neutral partners, with partnership for changes and under instable political conditions; 

· The Project team should have capacity to grow together with the very Project achievements and changes; 
· „Good is always good“, the best solutions should be found for key project activities, and that strategy will bring multiple benefits; 
· In participatory work on new models of practice, strategies for resolving dilemmas related to possible cases of violation of child’s rights  in presence of the Project team members, should be worked out.

PART I:     INTRODUCTION
Project: “Children’s Chance for Change“
Project Development
The Project was initiated and its foundations laid by UNICEF’s decision (2000) to support the new democratic Government and its efforts  to introduce democratization, changes and reforms into the country. Taking advantage of the new opportunities,  the nature and intensity of UNICEF’s activities transformed from the role of direct supporter of categories of children mostly exposed to risk, into proactive initiator, to become leading initiator, creator and coordinator of the policy, mechanisms and instrument aimed at ensuring lasting promotion of respect of the child’s rights in SCG.

Assessment of the state of Juvenile justice in SCG (2001-2002) is just one of the activities undertaken towards inauguration of the concept and promotion of the practice of respect for the child’s rights. Suggestions resulting from these assessments and findings served as basis for definition of a meaningful set of fresh initiatives and activities, now more precisely focused on promotion of the rights of children at risk and in conflict with the law.

Attention that these initiatives arouse and the way they were received by the professional community and by wider public, resulted in further development and methodological refinement of the original idea. At the same time, inspired  by the progressive social changes, as well as by the activities undertaken by UNICEF,  reform initiatives emerged within the institutions of the juvenile justice system as well. UNICEF’s Child Protection Team recognized the potential of these initiatives in due time, accepted and incorporated them into an integrated suggestion for initiating a three-year project (2003-2006) called „Children’s Chance for Change“, envisioned to bring fundamental reform of the juvenile justice system, aimed at securing lasting respect for the rights of the children at risk and in conflict with the law, in line with international standards and criteria.  

In response to new challenges and taking into account the suggestions made after initial „external evaluation“ of the first stage of Project implementation, the Project’s concept was upgraded, its methodology refined and more clearly focused on development needs of children at risk and in conflict with the law,  along with the development of the continuum of protection, starting from preventive, diversion, alternative and rehabilitative programs, to programs of social reintegration. In spring 2004, the Project got its final form and was launched as joint Project of UNICEF, SIDA and the Government of SCG.

One of the key characteristics of this project is its sensitivity to needs of children in conflict with the law and at risk. This open character and apparent achievement of the Project have already revealed great number of needs critical for children in conflict with the law and at risk,  and issues related to juvenile justice system upgrading, which makes it more than clear that deadlines of this Project need to be extended in order to allow comprehensive, multi-layer, profound and lasting changes of the juvenile justice system as a whole.

Goals and Objectives of the Project
Global objective: the Project “Children’s Chance for Change” has clear ambition to promote „comprehensive and multidisciplinary reform of juvenile justice system in SCG in order to secure better protection and promotion of the rights of children at risk and in conflict with the law“. Focused on children, their rights and continuing well being, the Project is directed toward creating conditions for proper growth and development of children, building material and educational competence of their parents and use and development of local community resources.  

In order to accomplish such a complex and important task, the Project is committed to bring changes and make achievements in four key areas of juvenile justice, trough the following activities:

· To present and promote rights and rights-based practice of protection of children in conflict with the law;

· To improve political, legislative and administrative regulations;

· To build competence of professionals working on prevention and treatment of children in conflict with the law and at risk;

· To build the system of institutions, services and programs for children in conflict with the law and at risk, through community-based alternative programs.

Project Components and Tasks
The Project in its initial form already comprised all four above mentioned components, to be subsequently defined as sub-projects, with some degree of semi-independence, relatively limited field of work, specific assignments and separate methodology. Having that in mind, the Project team specified a special task, i.e. request for preserving the Project’s coherence, which should allow for deep and lasting changes in the juvenile justice system as whole, obtained by collaborated effort. 
Project Structure Overview
Integrally, the Project encompasses the following components and tasks:

· Advocacy: Pointing out the need, and advocating for changes in the JJ system and rights of CCL and at risk.
· Raising awareness of social actors about current neglect and violation of the rights of CCL;

· Lobbying for changes and fundamental reconstruction of the existing laws aimed at better respect of the rights of children;

· Raising awareness of the professionals and students about international standards in JJ area;

· Public presentations of possibilities and benefits of restorative justice, diversion schemes and alternative programmes for CCL and at risk.;

· Ensuring that children at risk and children in conflict with the law are included in the mandate of the Ombudsman’s Office (once established) in Serbia, Vojvodina and Montenegro.

· Development of policies, legal and administrative reform
· Support to development and adoption of an integrated and comprehensive JJ Law and corresponding legal reforms and standards based on child rights. 
· Support to development and adoption of cutting edge international standards of practice in the JJ system;

· Initiating, support to and assistance in development and adoption of an integrated data collection system to record and track the CCL and at risk;

· Initiating, support to and assistance in incorporation of concepts and standards related to the rights of CCL and at risk into curricula of adequate university institutions.
· Building competence of professionals in the JJ system
· Training of professionals of the judiciary, police, social work, institutions and services for prevention and treatment of CCl and at risk in child rights, international ethic and professional standards and practices in treating CCL and at risk;
· Raising knowledge and understanding of child rights with students of corresponding university institutions;

· Training local actors of social care of children in alternative forms of care and treatment of CCL and at risk.
· Development of alternative and preventive community-based social protection programmes 
· Development of “diversion schemes” in local communities and their incorporation into the JJ system;

· Building of rehabilitative, psycho-social programs of care and protection of institutionalized children;

· Development of programs for building pro-social and life skills with institutionalized children; 

· Development of child-centered, family and community based programs and services for CCL and at risk.

Time Dimensions of the Project

The Project was defined as a three-year project (2003-2006), with extension possibility, provided that promising results have been achieved and the need arises for the Project to be finalized, intensified and its results secured as lasting effects. 

Space Dimensions of the Project

Project activities were planned, organized and carried out throughout the territory of the State Union of Serbia and Montenegro, taking into account specific character of social and political situation, legal, organizational, personnel differences and assessed need of the population of children in conflict with the law and at risk.  

Partnerships and Partners

In line with its ambition to introduce essential reform of the juvenile justice system and permanently enhance the respect of the child, UNICEF decided to form a firm partnership for changes. That partnership includes the Government of Serbia and Montenegro, Swedish International Development Agency (SIDA), and UNICEF with the NGO network.

The Project has full support of UNICEF and SIDA.  The role of SIDA is not restricted to funding but also involves considerate follow-up of the Project activities and recommendations in view of its improvement and offering any other assistance and support. Thanks to it, the Project has gained power and stability, and became significantly different when compared with a number of other projects that suffered from unreliable, irregular and insufficient financial support.

By the end of 2004. Ministry of Justice of the Republic of Serbia established a Committee for Juvenile Justice Promotion, which became key partner in the Project.

UNICEF initiated and established partnership relations with a variety of NGOs. The Project thus gained flexibility, versatility and „alternative“ character on one side, while on the other development and growth of NGO actors in this area received the best possible support, which is also a part of the plan for securing better quality services for children in conflict with the law and at risk. 

Every single Project component, its segment or program reflected the strategy „partnership for changes“, consistently and with great care.  In this way  the partnership was incorporated not only in the highest government bodies and representatives of local governments, but among management of institutions, department and programs leaders, and the children themselves – ultimate beneficiaries of all project undertakings.

The Project in its Widest Context

Apart from the series of legal, organizational, moral, methodological and practical dimensions, the Project “Children’s Chance for Change”, also includes wider social dimensions. The Project was established in a concatenation of specific social turbulences with open proactive ambition to  influence these processes by providing support and assistance to the democratic transition and development of civil society in the State Union of Serbia and Montenegro, tracing the way for respect of the rights of all children, including those at risk and in conflict with the law.

A wave of massive social changes swept over the socialist countries and did not avoid ex-Yugoslavia. These changes opened multiple opportunities for democratization, intensive policies, economic, cultural and other international cooperation, economic prosperity and improvement of human rights and general welfare of the citizens. The countries successors of the SFRY made use of these opportunities in various ways. For Serbia and Montenegro „decade of hope has turned into a decade of misery“(Paul Stabs), and changes have taken regressive course. Profound and prolonged social crisis and social disorganization had slowly penetrated all layers and complete structure of the society, making the position of all vulnerable groups extremely difficult, especially for children, and particularly children with special needs, children in conflict with the law and children in institutions. Natural, development needs and basic rights of children and youth were highly deprived, and their development unmistakably compromised.

The set of these „regressive courses“ that created social scene for development of youth over more than fifteen years, includes the following processes: 

· Restoration of quasi-democratic, centralized, authoritarian and nationalistic system;

· Civil war with incredible number of civilian casualties, genocide activities, destruction of civilization, cultural and religious objects and achievements,

· International economic sanctions that turned the society into a confined environment, with isolated culture;

· Social crisis which acquires characteristics of a lasting, profound social disorganization;

· Complete collapse of economic system, accompanied by galloping inflation, dramatic raise of unemployment and poverty;

· Political instability, tension and conflicts between the growing dissatisfaction of people and the regime, who demonstrated progressive repression, and struggle for power, greatly supported by the army and police. Glaring violation of human rights, rights of the minorities and political opponents;

· Disintegration of traditional value system, followed by Machievalism, cocooned culture, political conformism, religious and national intolerance, intolerance toward diversities in general;

· Growing of organized crime and open ties with government institutions and officers;

· Corruption and direct control and misuse of the police forces and judicial system by the political establishment;

· Atmosphere of personal insecurity and risk, especially for people who advocated for changes;

· Inability to plan and control their own living environment, which  totally discredited parents, who were not capable to manage the family and be examples for their children;

· Appearance of new idols for the young, impersonated by warriors, successful criminals, masters of grey economy, people who “mange” and get fortune over night, etc.

· Pessimism on the general scale, feeling of hopelessness, which inspires young people to assume the motto: “take everything and right away, because tomorrow you may not have it”.

Effects of Social Turmoil to Social Status and Mental Health of Children in Serbia and Montenegro

Proper course and effects of development and socialization of the youth were compromised in many ways under conditions of extended social disorganization. It resulted in growing number of young people in need of support and assistance. “Special” needs of young people grew in complexity and intensity. At the same time social resources and mechanisms for satisfying at least elementary needs of children progressively deteriorated. The circle was complete, and misery sank even deeper. Information and observation of experts kept warning about dramatic increase of asocial and anti-social behaviour, including anxiousness and depressive forms of behaviour, especially PTSD symptoms with children and youth. Family dysfunction and disorganization, conflicts and violence within family, neglect and abuse of children were becoming more obvious. On the other side, possibilities of adequate intervention in the sphere of mental hygiene and social support drastically deteriorated.

Especially dramatic trends were registered with children at risk and in conflict with the law. Juvenile delinquency changed its face in the course of only a couple of years. These changes seem particularly important when evaluating contribution of the  Project “Children’s Chance for Change”:

· Magnitude of juvenile delinquency increased 5-7 times in the first years of the crisis, measured in percentage of juvenile offenders out of the total juvenile population;

· The gravest forms of disorders (murders, rapes, armed robbery) increased at the highest rate;

· Juvenile delinquency lost “spatial characteristics”, and was no more “privilege” of urban population. It was also present in rural environments, previously known as “quiet” areas ;

· Juvenile delinquency lost “time” characteristics in view of the time of the day week, or year;

· Juvenile delinquency spread out on all age groups of youth. The number of children  8 years old or younger, who committed serious offences rose, with over 100 serious offences registered.  On the other hand, first-time offenders of 18, 23 or 25 years old or younger appeared, believed to had overcome the adolescent crisis long time ago;

· Juvenile delinquency used “shortcuts” rather than typical forms of slow adoption of “criminal behaviour”; children below 14, 16 of 16 years old, not showing any typical signs of anti-social behaviour before, turned up as serious offenders;

· Juvenile delinquency very much resembled the adult’s crime, ,with increased number of juveniles committing offences in collaboration with adults;

· Uncontrolled destruction outbursts as trade mark of juvenile delinquency,  to gradually become characteristic for all forms of offences with no exception, often without any visible reason;

· Recidivism, including relapses, court appearances and criminal sanctions were on dramatic rise;

· The structure of juvenile delinquency changed, to include minimum the following subgroups:

· Typical, “classical” cases, familiar to the official services, according to which the existing juvenile justice system was tailored; 

· Retracted (indented) i.e. those who were not supposed to ever become juvenile delinquents under normal circumstances, the real victims of crisis and transition;

· New, cold, calculated, dedicated, almost “professional” offenders, for whom juvenile delinquency had become  lifestyle or vocation;

Juvenile delinquency, with distinct political flavour, reduced to “scotoma”, i.e. negating its existence and  “interpreting” the phenomenon as the effects of external factors, total neglect or suggestion for  “strict pursuit policy and suppressing  the “social evil”.

As explained above, juvenile delinquency changed in scope and character, so that old concepts, organization, strategies and methods of action were no longer applicable. At the same time, Juvenile justice system in SCG was consistently neglected and decomposed, as outlined in the competent and comprehensive analysis and reports (C.Conragan, 2002). The need for deep changes and improvements was inevitable.

Social Conditions Immediately Preceding and Affecting Project Development

The process of opening the door of SCG to international community and the attempts to keep pace with the processes of “European integration”, and meet requirements for EU membership, provides the space for and strengthens the influence of I(NGO). The support of I(NGO),  in particular UNICEF, has substantially changed the configuration of social power between the governmental and non-governmental organizations. General trends, strategies, reform standards are no more the matter of pure political agreement reached by the “internal forces”. They are already precisely defined in corresponding international conventions, documents and recommendations.  The Project demonstrated high degree of expertise in presenting and clarifying the concepts, criteria and standards in most suitable way, also taking into account sensitive cultural aspects, at the same time suggesting the ways and providing support for the projects and their full incorporation.

Contemporary scientific achievements in the area of human evolution, family and society relations clearly indicate the need for creating societies tailored to the basic development needs of children, which should lead to full development of young person’s potentials and result in the best (positive) prevention. Clear conceptual frameworks, verified  models and methods enable and demand social protection for children and youth that is child-centered, family-focused and local community based. That is how development is encouraged, family strengthened and relations of individuals, family and social community harmonized. It is this concept that served as basic motto in creating the Project “Children’s Chance for Change”.

Comprehending the need, launching initiative and accepting the leading role in the juvenile justice reform process in SCG, under these circumstances, is a brave decision, exceptional professional challenge and the real test of knowledge and skills. Focus on children in conflict with the law, marginalized and with no rights, certifies of UNICEF’s sensitivity to demanding needs of those who most desperately need help and support, of which they had been deprived. That investment in conceptualization, formulation and promotion of basic legal, social, political, professional, methodological and ethic standards related to improvement of social position of children in conflict with the law, is an expression of real humanity which helps the unjustly neglected or abused to return from the social AD under the warm protective coat of the society.

As mentioned above, the Project “Children’s Chance to Change” was initiated and developed within the context of general transition of the society, which involves not only the changes in the social, political and economic system, but also reforms in  judicial system, police, social welfare system, education, etc, implemented through a set of meaningful independent projects and initiatives, on all levels and subsystems. The Project could thus be observed as an integral component of a wider wave of changes and reforms, meaning that it has powerfully influenced initiation, the course of events and results of the changes. Consequently, it has to sustain the consequences of the pace and efficiency of overall reform trends and initiatives.

ABOUT THE PROGRESS OF EVALUATION

1. This Report is the result of the Contract concluded by UNICEF Belgrade Office and international consultant, Prof.Đurađ Stakić, Ph.D. It is based on the activities undertaken during December 2005. (December 1st – December 30th 2005), and represents progress evaluation and offers suggestions for improvement of future activities of the Project “Children’s Chance to Change”, prepared for UNICEF Belgrade Office, Juvenile Justice Promotion Team.

2. In line with the obligations undertaken by this Contract, its principal task is to provide support  to UNICEF and network of its partners  in implementation of project assignments, by the end of 2006, through:

· Evaluation of the progress achieved so far (course, development, delays, achievements and challenges) in accomplishing general goals and objectives and special assignments of the Project “Children’s Chance to Change”;

· Search for and consideration of possibilities for further Project development, especially in the area of developing continual protection, innovative and “alternative” (preventive-diversion-rehabilitative-community based) programs;

· Verification of results of the pilot project within the Project “Children’s Chance to Change”, i.e. its potentials in serving as program model for other institutions and services;

· Providing recommendations for further Project enhancement in order to achieve full accomplishment of the set tasks within the scheduled timeframe.

3. The Consultant was asked to pay special attention to the fourth component of the Project “Children’s Chance for Change”: Development of family and community-based care and prevention programmes for children in conflict with the law”, and also to the extent and quality of compliance with the recommendations of previous evaluators in view of accenting social, educational, psychological and rehabilitative dimensions of the programme within the Project.

4. The scope of the Contract assignment is broad and relatively flexible, with emphasis on close cooperation of consultants, Project team and all participants in the Project “Children’s Chance to Change” during implementation of its tasks,  locating dilemmas and setbacks, open exchange of ideas and opinions with respect to finding possibilities and setting path for strategies of process acceleration and intensification of the Project’s effects.

5. The Consultant committed himself to provide the Team with direct feedback and to compose a report, comprising not only comments on the Project’s achievements and weak points, but also suggestions for overcoming detected weaknesses and for highlighting the Project’s potentials and effective results.

6. Methodology (procedure, sources, information collection and analysis) applied in preparing this report is in line with the agreed assignment and specific characters of the broad-based and open Project, such as “Children’s Chance to Change”, and also with the profile of the Consultant’s expertise. Consequently, the process of assembling, analysis and presentation of information was based on the following activities and procedures:

· Reading and assessment of available documentation related to initiating, establishing, implementation and follow-up of Project activities (Supplement No.2).

· Reading and analysis of progress reports submitted to UNCIEF and SIDA (Supplement No.2).

· Reading and analysis of the “products” of  the Project “Children’s Chance to Change” (set of information material, leaflets, methodology instruments, protocols and forms, seminar evaluation results, round table materials, work groups discussions, etc.).

· Intensive and open discussion on all relevant issues related to the Project and its evaluation with the Project managers, members of the Project team on all relevant issues, dilemmas, plans and programmes,

· Intensive and open arguments with the members of the Committee for Juvenile Justice Promotion and with the Project team on possibilities and methods of promoting activities and social promotion of the Committee, and its more powerful role in the course and effects of the Project “Children’s Chance to Change;

· Consideration of opinions on reform activities with representative group of JCIK staff, not directly involved in the activities on institution reform;

· Discussions with children included in Project reform processes and exploration of their perceptions of the Project;

· Interview with high Government officials and NGO representatives in Belgrade and Podgorica.

7. The following procedure was applied during evaluations and meeting: briefing with the UNICEF JJ promotion team, responsible for the Project itself or for the location; meeting with all parties involved in the subproject, focused on development of initiative, formulation of the (sub)project, course, achievements, challenges and future plans of the (sub) project; together with discussions, open questions and direct feedback of the Consultant, highlighting the potentials for overcoming weaknesses, definition of future courses and strategies. With this type of scenario it was possible, as set forth in  the Contract assignment, to achieve a great deal on “as we go”  and “on the spot” basis, and also to check the degree of agreement reached by  the participants with regard to the presented objections, and particularly to evaluate their readiness to accept and carry through the suggestions and propositions.

8. The evaluation process involved three separate sequences. The first step comprised necessary consultations and study of the written materials related to the origins, formulation, development and assessment of the Project progress, with  the “field” work to follow (interview with the actors and “beneficiaries” of project activities, visiting locations), and finally, having provided relevant feedback (oral or written), a report was submitted, and then discussed with the Project team, Managing Board and leaders of separate project activities group.

9. The evaluation and report were facilitated by an international “external consultant”, with valuable international experience and reputation of a leading expert in the field of juvenile delinquents, social work methodology and psychology of the “community”, as a result of his engagement at the University of Belgrade (1971-1995), Fulbright Mission in Belgrade (2002/03) and continuous collaboration with  academic, research, government and non-government institutions in the region. Due to the thorough knowledge of the social conditions, the system, culture and language, and also due to the fact that most experts engaged in project activities are either his ex-students of close associates, the consultant was in position to act as “insider”. It means that all relevant questions were initiated and considered in the open atmosphere, with mutual respect and loyalty of the colleagues and fellow workers. This turned out to be important for evaluating qualitative (latent and hardly measurable) progress, particularly  when speaking of the participant’s readiness to accept objections, suggestions and recommendations.

10. The Consultant enjoyed full support of UNICEF  JJ promotion team, both in Belgrade and Podgorica, as well as of the Committee and leaders of the sub-projects and special project activities, which ensured smooth progress of evaluation process, in-depth exploration of all relevant Project dimensions and open discussion of co-workers on trends and strategies for further Project promotion.

11. The report was prepared in the same spirit of fair professional collaboration, inspired by the liability of all the participants to take this historical opportunity in the best possible way to position the system of social protection of the children in conflict with the law on new,  progressive grounds, relying on clear scientific and theoretical concepts, empirically proved methods, the highest ethical standards and precise legal and other regulations. In view of the stated, and taking into account specific characteristics of the Project itself, the Project assignment and the role of the Consultant, the Project progressed to be presented on several levels, which included: immediate feedback upon each particular meeting and discussion with the (sub) Project teams; draft report and feedback upon each completed evaluation submitted to the Committee;  formal written report; set of four separate, detailed reports for subproject managers; conference call with the Committee and several open individual direct and telephone conversations, exchange of E-mail messages and additional written documents. In this way, the evaluation acquired the perceptive quality, while feedbacks and reports received extended and concrete support and cooperation.

12.  Evaluation process was followed by few “distracting factors” that did not significantly affect the quality and outcome of the evaluation, such as:

· Broad-based and flexible Contract assignment allowed the Consultant to focus on essential issues and problems;  at the same time it opened door to request of participants to be allowed more space and time, and also to requests of those who had not been originally scheduled for interviews to have chance to take part and be heard;

· Over a short period of time, the Consultant interviewed and was interviewed by a great number of government officials, leaders and associates working on a series of project activities in a number of locations throughout SCG (Supplement 1).  For that reason, many of these important discussions remained incomplete, which is the main reason for leaving the doors open for further contacts and cooperation, aimed at initiating issues, clarifying dilemmas, and making the recommendations more specific and functional.

· The quality of the project “Children’s Chance to Change”, enthusiasm and competency of the partners and great number of accomplished results represented constant challenge to my position of a neutral and objective evaluator. Driven by a strong desire to help, and also by the need to take part in such an important and effective Project, I kept struggling against my desire to quit the role of “external” evaluator, and “join the party”. I sincerely hope that it has not affected the sharpness of my professional judgments and compromised the quality of the presented evaluations and recommendations.

· In line with my profile and competencies of a professional expert, this evaluation is mainly focused on theoretical, methodical and ethic dimensions of the Project, emphasizing social, psychological and educational aspects. I have not evaluated pure legal determinants and aspects,  just their implications to organization of the system of institutions and services, and particularly conceptualization, methods and techniques of working with children in conflict with the law.

EVALUATION OF DRAFT PROJECT “CHILDREN’S CHANCE TO CHANGE”

1. The Contract assignment was not originally focused on evaluation of formal conceptual and methodological Project assumptions. Still, it seems appropriate to include these issues into the analysis for at least two reasons. Firstly, the Project has solid methodology grounds and such an analysis will not harm it; secondly, it will be the easier way to show the source of possible objections to and suggestions for the Project itself and for improvement of its activities;

2.  The Project, as mentioned earlier, contains not only worthy analysis of the situation but also remarkable assessment, discussion and argumentation for the selected strategies, choice of locations and programmes, implemented methodology and programme activities implementation plan. However,  certain disagreement does exist between the focus of previous analysis (legal-organizational-social dimension of the situations) and selected Project activity course (legal-organizational-social-psychological). This remark is of formal nature, considering that in preparing a review of program activities, no “omission” or failure was registered that could possibly refer to lack of analysis of conceptual and methodological issues of the previous situation. Obviously, these aspects are so prominent and required no special analysis; or they are so well interrelated with the determinants of the situations addressed in the previous analysis, to be easily considered their expected and logic consequence;

3. 
Competent analysis of the previous status was logically followed by another competent analysis of the key problems and aspects in the Project’s focus, such as objectives of changes. Particularly impressive is argumentation of the choices and explanation of the methods leading to the selected approaches and activities which should produce real effects on the problems, changes and implementation methodology. This makes (Draft) Project well grounded, argumentative, and convincing, and with internal logic. The preceding analysis leads to logical project activities schedule, with clearly set priorities, logic and feasible plans, followed by concrete realization of goals and objectives and operational tasks for each project component, and for specific project activities;
4. The Project is supported by well prepared and precise materials of the consultation process, establishment and definition of partnership relations among key leaders and actors of the juvenile justice, in addition to project activities taken on all levels. Firm partnership relations, with clearly specified, simple and defined “limits”, expectations and obligations, represent one of the advantages of this Project, promising to take it safely into the final stage of the three-year period, and also to open doors for its further upgrading and intensifying through cooperation;

5. (Draft) Project is evidently well grounded in terms of its methodology and organization, thus making a solid base for management of Project activities and accomplishment of its goals and objectives. Main advantage and challenge of such a draft is its openness and flexibility, with attributes of a living organism in close interaction with the originating environment, for which it has been programmed and where it produces effects. At the same time it bears hidden risks of loosing direction, dispersing, and partiality.

6. 
From the theoretical point of view, the Project does not explicitly discuss and document basic theoretical orientation or the cause.  Objectively, it was difficult to attain, having in mind that this is a multidisciplinary Project, hence based on eclectic theoretical and conceptual framework. It is clear though that the Project is grounded on modern concepts emanating from the theory of development and humanistic perception of a human being, his behaviour, and the evolution perceived through growth and development;  the concept of restorative justice; rights of the child and high ethical standard; necessity to approach, the procedures, methods and techniques are all based on the rights and empirical proofs, etc. It is obvious that these concepts, though coming from rather remote scientific and professional fields, and advocated by consultants who did not communicate directly, are characterized by high degree of congruence, i.e. conceptual and methodological accord, which provides the Project as a hole  with the attribute of coherence.

8. In addition, the Project’s methodological orientation is not directly and explicitly emphasized but it is nevertheless clear that methodology of research through action has been taken for its framework, which I have to point out, is in complete accord with my preferences in similar undertakings. May I point out once again that it is this methodological framework that enables the Project to live and be developed, in accordance with its own achievements and consequent changes in the surrounding environment. It comes out that the Project is at the same time outcome and generator of changes. The Project is strongly oriented towards “assistance to self-assistance”, and as far as can I see, one day when it withdraws, the activities will go on smoothly performed by the actors who have gained competency to act by themselves in the meantime.

9. Is the Project SMART (Specific, Measurable, Adequate, Relevant, Time  determined)? 


Undoubtedly, the Project has tackled a very important problem, which had not only been inadequately set up, but as mentioned earlier, had been neglected and mismanaged. At the same time, that problem, together with the sub-problems in focus of the subprograms, represent a backbone of a juvenile justice system, and as a consequence their remodeling bears the potential of the most profound and lasting changes.  Not only was the Project undertaken at the right time, in the right place, but the time needed for implementation of legal and organizational changes in the JJ system was adequately measured. If we were to make a more specific evaluation, we could debate that the assignments were not precisely defined, which resulted in the lack of objectively measurable criteria. This is the moment when qualitative criteria brings into focus the evaluator’s competence of an expert, who, thanks to his skill to “read between the lines”, good knowledge of the  region and the specific locality, is capable to either compensate or compromise the lack of measurable criteria. It is my sincere hope that even if I did not manage to shed light on it, at least I did not cause confusion with the Project team activities, or anxiety with the Donor and organizer of the project activities

9. 
Project activities were not only effectively scheduled but performed according to the plan and programme, and in line with the anticipated methodology.  This method included fair feedback evaluation of each Project activity, which enabled the Project team to have direct feedback right an assignment is completed. At the same time, the participants were in position to witness real follow-up, evaluation and review of the programme activities on all levels and for all activities, particularly when working with people, especially children. Reports on the achieved progress were regularly prepared within the Project and sent to partners, with an external evaluation prepared for SIDA and the Government of Sweden. All these analysis, together with this evaluation, demonstrate that the Project activities are in accordance with the schedule, and that the achieved results are expected. Some of them were completed ahead of time and on higher quality level than expected.

10. In keeping with these analysis and evaluations, and also with the changes imposed by the changing environment which is the Project’s venue, amendments to and modifications of the Project were applied with good reason and in adequate manner. These changes follow the logic of the “deepness” of the undertaking, tending to follow the path leading to changes in macro-social scene, social policy, legislation, the system of institution and services, management, models, methods and techniques of direct work with children in conflict with the law. I personally, am very glad to see that suggestions for taking this path have come from SIDA evaluator, which assures  me that the actions will not be discontinued on half-way or 2/3 of the way, and that after expiry of the initial three-year period the program for working with children in conflict with the law will be continued, its methodology refined and its quality improved.

11. The Project was created to “cover” and be carried out throughout the territory of the State Union of SCG. There is no other way of reforming the JJ system as a whole. The Project, i.e. UNICEF’s JJ Team demonstrated high degree of professionalism and research bravery for choosing several controversial locations in SCG (Niš, JCIK, Bijelo Polje). The results have confirmed in the best possible way that these brave decisions were also wise ones. Still, two problems deserve an argument.  First, the processes do not progress at the same pace and does not produce the same results throughout SCG. As much as it is understandable that these differences are more or less direct consequence of different socio-political climate, certain degree of frustration is notable with the child protection team of the UNICEF Podgorica Office. It is my deep conviction, based on the information collected during my stay in Montenegro that the Child Protection Team performed in a highly professional way, choosing the best possible strategies (support-confrontation-support), which safeguards their position and presents them as a serious, competent, reliable and trustworthy partner, both at present and in the future. The fact that outstanding results were achieved by establishing victim/offender mediation service in Bijelo Polje, speaks for itself. It also confirms that it is not the matter of “standard omission” but the result of “external circumstances”. The other problem is related to Vojvodina, which is somehow left out, in view of magnitude of overall project activities.  Though it is understandable that changes which take place in the territory of “Central Serbia’ will easily be transferred to Vojvodina region, should the Project be extended to another three-year cycle, an obligation remains for the Project team to prepare “pilot” programs for the territory of Vojvodina.

12. I believe that Donor, as well as the project Managing Board are most interested to know whether “Pilot projects” are progressing to obtain maturity by the end of the three-year period, and how feasible it is that they really serve as program models for other institutions, programmes and services within the system. Shortly, my impression is that it is quite feasible. Not only that I believe that these pilot programmes could be used in the institutions of JJ system, but am also assured that with some necessary changes and amendments, they will enrich “methodological market”, including growing heterogeneous NGO network.

13. UNICEF and SIDA have secured human resources for the Project on all levels and in due time. A number of notable foreign experts left their mark on the Project and provided guidelines. On the other hand, several excellent local experts with thorough knowledge of the needs and potentials of the JJ system in SCG provided the balance and “grounding” for the Project. Throughout the continuum of the Project, human resources were characterized by compatibility of foreign and local experts, “theoreticians”, research workers and practitioners; politicians, management and “clinic” staff. The Project is still open for experts ready to contribute to implementation of the next cycle of Project assignments.  Owing to all this the Project has acquired the quality of   multidisciplinary, competent and multi-layer networked Project; this features however tend to cause occasional problems in mutual understanding.

14. The Project and its supporting activities are completely funded and sustained by SIDA. Project team takes strict care that the funds are used for activities defined and stipulated by the Contract, primarily taking into account the fact that social status of children in conflict with the law need to be improved as urgent as possible, in the best possible way and with lasting effect. Still, having in mind the long-lasting tradition of budget financing based on the  art of “wangling”  the funds, it would we wise for the Project team to be more rigorous when it comes to the question of financing, tending to develop the logic of “cost benefit” analysis with all Project actors.

PART II:      FINDINGS

A.    Major Project Achievements

In some cases, and for reasons completely out of control and responsibility of a Project team, many basically good projects, with exceptional formal and methodological characteristics, do not bring the projected and desired results. In the course of the first two thirds of its cycle,  The Project “Children’s Chance for Change” has obtained several very important, impressive achievements.  Each particular achievement is so meaningful for improvement of overall JJ system in SCG, and for promotion of the rights of children in conflict with the law, that it justifies the funds, efforts, time, intellectual and other investments. These achievements, as I see them, include:

1. Legislation Promotion

Taking into account the quality and innovative solutions offered, the adoption of the “Law on Juvenile Criminal Offenders and Criminal Protection of Juveniles” represents a historical turning point and qualitative breakthrough of the  criminal and legal legislation in Serbia. Not only that this means realization of the long-lasting wish of contemporary lawyers, criminologists, social workers, special pedagogues and other experts dealing with social care of children and youth in conflict with the law, but it has also brought Serbia, at least in this aspect,  in line with the modern European states. The way this group of local experts, in collaboration with UNICEF’s foreign consultants, managed to set up the concept, formulate and promote this Law, is an example of an exceptional dedicated work, belief in the right idea, persistency and skill to find the best paths for carrying the Project through, despite of the prevailing turbulent political atmosphere. At the same time, progressive spirit of the new Law was neither disturbed nor mollified. 

The Law has already got flattering reviews by highly competent foreign experts. It is my firm belief that not only the team that was most responsible for this Project, but all others involved, will get their place of honour in the history of JJ development in Serbia.

Enacting the law, already completed education of judges, prosecutors, Centres for Social Work, and initiating its implementation (January 2006.), naturally direct the priority focus to enacting of corresponding by-laws, which should make the provisions of the Law more concrete and operational, and secure that the spirit of the Law gets instilled into direct practice on all level, from the Criminal Sanctions Law, to the Regulations and Guidelines.

This achievement is by no means diminished by the fact that the same has not yet been done in Montenegro. The consultants of the UNICEF Podgorica Office did their best under the circumstances. In addition, during our discussions at the Ministry of Justice of Montenegro, we got firm assurances from the Ministry about their definite dedication to prepare and enact a similar law in Montenegro, as soon as their social conditions allow it. It means that social climate has changed and the necessity of such a reform accepted. 

2. Juvenile Justice Re-Conceptualization

Any major political, statutory or educational and therapeutic intervention has its conceptual-theoretical-value cause, not necessarily visible or clearly defined. One-sided change of statutory and administrative regulations, without intensifying the changes of attitudes, the value systems, outlooks and convictions of those committed to implement the changes, is possible but still pointless and inefficient. By representing and explaining new concepts, the Project „Children’s chance for Change“ has systematically dispelled deep-rooted and conventional intellectual conformism, prejudices and stereotypes. Wider intellectual, conceptual framework (delimited by the concept of restorative justice, humanistic and developing perception of youth offending, positive and health-oriented, searching for alternatives, preventive and rehabilitative child-centered intervention, promotion of the rights of children in conflict with the law, diversion schemes, victim/offender mediation) has found its direct expression in the new law, reorganization of services and reconceptualization of preventive practice and treatment of children in conflict with the law.

As a result of overall Project activities, previous attitudes and beliefs according to which juvenile offending was treated as an unacceptable and socially dangerous phenomenon, advocating for decisive measures which should ensure social protection by means of “suppressing and eradicating the destructive phenomenon“, have fundamentally and definitely changed.  New conceptual framework strongly accented more complex and more appropriate schemes, with the most effective social protection achieved through protection of (the rights) of children in conflict with the law, protection of victims and safeguarding and improving community welfare. Individual, family and social needs, interests and rights are now in reciprocal and compatible state of relation.

It was fascinating to witness the degree of concord and satisfaction of the experts with the new upgraded conceptual framework, and also how deep it penetrated into direct practice to become an integral part of the approach. It is also encouraging that these concepts have „crossed the Rubicon“ and changed the attitudes of experts, even when working in areas not related to children in conflict with the law.  

During my Fulbright mission in Belgrade (2002/03) I was in position to witness misunderstanding, resistance and suspicion of the attendees of the first training seminars, round tables and discussions. Today, only three years later, these new concepts have become basis of most experts’ discussions and analysis on all Project levels,  components and locations. It is very inspiring in view of securing further expansion of and persistency on the reconceptualization.

3. Transformation of Institutions

The changes already implemented in JCIK, the most important Serbian institution for execution of criminal sanctions against juveniles also look like a little miracle. For many years in the past, JCIK was considered bastion of authoritarinism, strict discipline, isolation and depressiveness. Today, the institution is the centre of most vivid and important activities in the sphere of reconceptualization of their own social mission, carried out through work reorganization and fundamental innovative, methodological reconstructions. JCIK has left the door wide open for new ideas and programmes, tending at the same time to represent themselves as an institution which has plenty to offer to the local community. Using the language of system orientation, it could be said that JCIK has transformed from a „closed“ into „open“ system, openly communicating with the environment, including international professional community. Only two years ago, it was simply impossible to imagine, and dozen years ago, it was even punishable. The changes going on in internal organization of the institution, conception and work methodology, have already inspired changes, and the visible results could undoubtedly be transplanted to other institutions and services within and out of the system. Similar large and encouraging changes are talking place in the Institution for Education of Youth in Belgrade, and improvement is also evident in the Institution for Education of Youth in Podgorica.

These changes have already created foundation for definite improvement of overall system of institutions and services for children in conflict with the law, in two directions:

· By raising quality and efficiency of services provided in the institutions and

· By encouraging and creating series of transitional forms on the way of building continuum of protection.

(Form and importance of these changes will be discussed in more details in separate section of this Report, which JCIK obviously deserves in many ways).

4.  Methodological Refinement

It is of high importance that from the very start, the Project has not involved just  conceptual, statutory and organizational changes, but insisted on introduction of modern recognized and empirically certified methods and techniques. Victim/offender mediation, participatory methodology, intensive treatment program, BM, cognitive behavioural approach and especially methodology  that includes mobile outreach teams, are just few examples of this innovative methodology. My impression is that some of these solutions have already been deeply rooted, and enriched the offer in the methodology market, so that quality of protection of rights and interests of the children in conflict with the law will be satisfied in more efficient and better quality manner than it was before. All the above mentioned methodology solutions bear the sign of theoretical concept that they have derived from. At the same time, they are so flexible and capable of surviving without any theoretical backup, that it makes them additionally functional, resilient and change-resistant. Introduction to and assurance of transparent advantages of these innovative methods have created confidence in innovations, and also brought about the atmosphere of creative search for most adequate innovative solutions in all areas of work with children in conflict with the law, which ensures continuum of the process of methodological enhancement and refinement. It is essential, however, that these methodological solutions, do not offer just better treatments in the future but also bring comfort and better efficiency for children presently treated in the criminal sanctions institutions.

5. Organization

Establishment of inter-sectoral Committee for JJ promotion, commissioned to „bring the standards applied in the Republic of Serbia in conformity with the standards of modern European countries“ have created grounds for exceptionally important organizational improvement. The Committee has also filled in the gap that had existed in the JJ system for many years – the need for coordination of various activities focused on prevention and treatment of children in conflict with the law. Acting as an open forum, the Committee succeeded to get together multidisciplinary and multi-sectoral team of reputable experts in the JJ area, to be verified as counseling body of the Ministry of Justice and the Government,  and Managing Board of the Children’s Chance for Change“ Project. The Committee has already presented itself as a body competent to initiate, coordinate, guide, evaluate and attest overall activities in the area of  prevention and treatment of children in conflict with the law.  Potential power and scope of this Committee largely excel its original embryo, its social impact growing along with the Project, promoting other related initiatives and further self-organizing activities of the Committee itself.  If the Committee follows the traced path, it will soon become the focal point for creating and pursuing the policy of social protection of children in conflict with the law in Serbia.
6. Spirit of Changes

My impression is that the most powerful achievement of the Project is probably the „spirit of changes“, evident in every step, each document and discussion with any Project actor or assistant, from Government officials to experts involved in practical work with institutionalized children. Immediate result of all individual Project achievements and the fact that it has grown and developed, is the climate of optimism that for many years in the past was missed by the professionals and children. The hope that changes are possible, is now present in places where it could have never been expected, which is a result of the fact that „little miracles“ have already become integral part of daily life, and also „if they could do it ...“ Enthusiasm  that goes along with the success  disperses obsolete concepts powerfully and irrevocably, and unmask non-ethical and inefficient practice, breaks resistance, reluctance and keeping away from changes. Especially encouraging for me was the fact that the most suspicious ones are now looking for an opportunity to „join the party“ and become part of the progress and reforms.  And finally, the changes that have already taken place, and the achievements as well, open new questions, define new creative challenges. In addition, the changes cause positive „collateral“ effects, i.e. they raise hope in changes, indicate the paths of action and bring changes into the state of spirit in closely related areas, which means that changes not originally planned by the Project are being initiated. It is my firm belief that once the „die is cast“, and with such a rich harvest, nothing will again be the same in the JJ in SCG.

B.  Positive Aspects of the Project

1. Good Starting Ground

The Project has grown out of a thorough and comprehensive assessment of the state of JJ in SCG (C.Conragan, 2002). The assessment emphasized multiple controversies and weaknesses of the JJ system in a concise and systematic way, also pointing out to the problems (especially those related to blatant neglect and abuse of child rights) that lacked sensitivity and real understanding in the previous period.  Even more important is the skill of the evaluator to recognize the identified problems as development challenges, indicating at the same time to possible methods for their overcoming and improvement. The assessment provided conceptual and empirical starting grounds for this Project, suggested the ways out, clearly modeling the approach focused on solutions, instead of providing typical meaningful analysis with pure problem identification.

2. Convincing Argumentation

Starting from the results achieved by the Assessment mentioned above, the Project team prepared broad-based, serious and logic arguments, demonstrating good sides   of the suggested project, and stressing its  suitability under present conditions.  This especially refers to the choice of Project focus and strategy, which did seem controversial to those who were unfamiliar with the situation. Ideas like: piloting the concept of restorative justice, diversion schemes and victim/offender mediation in the city of Niš, and not in Belgrade; focus on thorough transformation of JCIK institution, known as the authoritarian bastion, oriented toward enforcement, isolation and repression; pointing out  de-institutionalization and alternative forms development as long-term primary task; opening the possibility of developing the program of mobile outreach team within NVO, meant to enhance connections and raise quality of work in the (empty) space between the children and families on one side and system components on the other, etc, has appeared to be not only  brave  but also fully justified and efficient solution. In addition, the Project is focused on children that obviously suffer the greatest pressure of transition and most evident deprivation of their development needs and basic rights.

3. Well-measured Prediction

It is this profound understanding of the course and pace of social changes that enabled the Project team to see clearly what IS but also to predict further course of events. Integration of external and internal experts’ analysis about international standards and assessment of the course and pace of social changes and reforms, allowed the Project team to clearly define what SHOULD BE, but also to make a real judgment of what COULD BE achieved, and especially HOW it should be achieved. The Project thus  managed to direct its forces to those factors that seem critical, crucial, bear changing potentials and promise to be of lasting character. 

4. Incorporation in the Wider Social Context

UNICEF, i.e. the Project “Children’s Chance for Change”, took advantage of the „favourable wind“ in the best way,  and strongly supported general social  changes in SCG. As the new democratic Government assumed power, the character of UNICEF’s engagement in SCG has changed in quality, and from aid provider to the most endangered category of citizens and children (stricken by the war) this organization has grown into a proactive initiator and partner in the process of profound social democratization and humanization. The Project team demonstrated ability to perceive  „the right moment“, flexibility to make use of the opportunity in the most efficient way, altering substantially focus and method of work, wisdom to monitor, encourage, assist and explain integral „reform courses and projects“, and competence to become inspirer, driving force  and leader of revolutionary changes and reforms in the field of rights of children and JJ reform.

The Project „Children’s Chance for Change“ is thus both the expression and initiator of fundamental social reforms at the same time. 

5. Partnership

One of the Project values that deserve mentioning, whether evaluating the Project itself or any of its components, is dedication to close, firm and equal partnership demonstrated by all the parties involved.  Partnership is not only built into the grounds of key Project documents, but this trend has been developed with care on all levels, from the state, republic, regional and local communities, to institutions participating in the Project.  It gives to the Project stability and promises long life of changes it pleads for. Special characteristic of the Project managing method is that it is open and ready for progressive upgrading and intensified partnership relations, due to which partnership in the developed form looks much more valuable and compact than in the beginning.

6. Adequate Methodology

It is evident that the Project follows action research logics and methodology. This methodology, as applied with the Project  “Children’s Chance for Change”, is characterized by efforts to clearly define long-term goals and objectives, main strategies and components (subprojects),  make precise list of goals and operational tasks of subprojects, based on thorough assessment of the needs and potentials, leaving the Project open for amendments and upgrading. The Project “Children’s Chance for Change” has potentials of a living project organism, capable of adapting to new positive and negative challenges (within and outside the Project’s body) in order to initiate fast changes in points where it is really feasible. Acting in the environment where gross changes and turnarounds still represent part of the Project’s everyday life, it seems that the Project has chosen the best solution for development through changes (of environment) and changing through development, always and repeatedly looking for a solution among three options   IS-SHOULD-COULD. The role of the Project team, Managing Board, consultants, and Project evaluator himself is as complex as it is responsible and challenging, having in mind that it constantly faces dynamic, complex (multi-layer, multi-dimensional, multi-sectoral and multi-component) living organism of the Project, being in reciprocal relation with the social community being changed, and with which it undergoes through changes and development.

7. 2 X 2 Strategy

In line with the  specified goals and objectives, Project team sleeted strategy which enables implementation of decisive, comprehensive and intensified Project in all critical points and components of the JJ system. As it is the Project’s ambition to carry through changes both along vertical dimension (from the immediate practice to value and statutory regulations) and horizontal dimension (from better care to creating conditions for a better care) dimension, the Project team opted for a complex but consistent strategy, that I named 2x2 strategy.  The strategy of „vertical changes“ includes two-way changes: „from top to bottom“, starting from changing macro-social scene (value, statutory, organizational changes) towards direct practice, but also from the practice itself (introduction of modern, methodologically refined and empirically confirmed approaches) towards reorganization of services, institutions and institutes.  The other segment of the strategy refers to the Project’s ambition to initiate, prepare and carry out changes (reforms) of permanent nature, to create necessary conditions for better respect and promotion of the rights of children in conflict with the law. These changes always require plenty of time, and in their early stages it is neither possible to see where they exactly lead, nor their potential beneficiaries feel any direct enhancements or improvements. Taking into account primarily the well being of children in conflict with the law, Project team had decided to initiate and promote changes and improvements whenever possible, right away and here,  in order to relieve the pains of children whose rights are being neglected, compromised or violated, children with no spare childhood, i.e. no possibility to wait for the great reform wheel  to move on so that they can feel benefits of the „long-range’ changes. By insisting on harmonized improvement plan along the vertical (top to bottom and vice versa) and horizontal („immediate help and creating conditions“) line, in my opinion the Project „Children’s Chance for Change“ demonstrated high degree of professionalism and ethics, creating long-range conditions but also helping those who are in trouble. Namely, I do not believe in projects which improve conditions, but neglect the pain and sufferings of those who should benefit from that improvement. Right at the time when this evaluation is being prepared, these two complementary approaches and four paths of changes are approaching their point of intersection, so that primary task of the Project team during the  time remaining till the end of the (first) three-year period, will be to assemble results and see that they are mutually refined and improved in both directions and all four paths.

8. The Project as a Complex System of Interrelated Segments

Principal intention of the Project “Children’s Chance for Change” is expressed in the formulation „comprehensive and multidisciplinary“. Project team managed to satisfy this requirement by defining and developing a holistic system project with recognizable identity, spirit and integrity, thus securing the boundaries, integrity and specific character of each set of components, subprojects as its integral parts.  It is inevitable that Project segments are delimited and indigenous, thus ensuring that the edge of each subproject is sharpened and changes generated, as concrete and profound as possible. Integrity is essential for preserving the main objective, and preventing the subprojects to get lost, driven by current inspirations, and thus got stuck in the dead points of ephemeral and accidental or to become so independent to compromise development of other components by pointing out their own, ending up in partialization and compromising the general idea and goal of the mission. Harmonization of the whole and its components represents key advantage of the Project and at the same time its most important challenge, which should be taken into account when the Project reaches  any breaking point in the course of its development.

9. Interrelation with  Social Reforms and Projects

As indicated before, the Project has established solid, direct and indirect bonds with the reform course in SCG, and also with  variety of tangent projects in the area of social protection of children and youth, education, criminal law, institutional system reform and services dealing with children and youth, etc. These bonds allow the projects not to get duplicated, masked by one another or to interfere with each other, so that limited resources are directed to points and issues not tackled by other system segments and their reform projects. Good insight into the adjacent activities enabled the Project team to navigate the Project carefully, thus avoiding social turbulences, and to invest resources, energy and time into projects with feasible possibility to originate changes, and to leave aside or modify the strategy in case of problems and initiatives for which, according to the judgment of the political structure „the political climate is not yet ripe.“ This is how UNICEF and this Project remain „into play“, by initiating, pointing to the advantages of the Program and reforms, offering support and assistance but not crossing the Rubicon of cultural boundaries of the right to self determination

10. Recognition of the Rights of Children in Conflict with the Law Consistently Promoted and Enhanced

The Project was consistently, systematically and efficiently, on the whole and each particular component, segment or aspect, inspired and held by the idea of promotion and improvement of protection of the rights  and well being of children in conflict with the law. „Discovery“ of the rights of children in conflict with the law, pointing to examples and consequences of violation of these rights, has already brought changes in the minds of most professionals dealing with social work, judiciary, great deal of police staff and public in general. Rights of children in conflict with the law and their parents, have become subjects of professional and public debates and a central criterion for evaluating specific initiatives, actions, programmers and interventions.

11. Introduction of New Concepts, Organizational and Methodological Forms (Consistent Promotion of Restorative Justice, De-Institutionalization and Decentralization)

The Project was grounded on the principles of re-conceptualization and improvement of rules, organization and functions of JJ by incorporating a range of “alternative” (restorative justice and diversion schemes), organizational (“decentralization and de-institutionalization) and methodlogical (victim/offender mediation, participatory methodology, intensive treatment program, BM, Cognitive Behavioural approach) concepts and forms. Activities leading to evident project achievements created conditions, and also ambition to procede a step further and, by integrating all these modalities and results of other reform projects (especially “Transformation of institutions”), build a ontinuuim of protection, i.e. integrated system of child-centered family-focused and community based institutions and services for work with CCL. This idea is present in all project activities and segments, resulting in considerable change of public awareness in this area, thus opening perspectives for new concepts, approaches and activities in the interest of children, their families and the community.

12. Cultural Sensitivity
The CCC Project was greatly inspired by the idea of harmonization with international professional standards and ethical values within a short period, which would help get over the effects of fifteen-year isolation and fifty years of ideological and value tradition of socialism. This process is frequently carried out by following the principles of cultural imperialism, rude and inconsiderate imposition of templates, solutions and values, not taking into account specific features of the social being and mentality of the nation, where such “advanced” values have to be applied. This practice of brutal imposition of “intellectual and value technology” is known as Emik-approach, which actually advocates assimilation and not culturalization. This project is a shining example of Emik-approach applied under favourable circumstances (selection of outstanding foreign experts and their collaborative work with local experts and professionals), based on peculiarities of the local culture in the process of evaluating approaches and orientations, in search of the modes to integrate that culture (culturalization) within wider (European) community, not loosing its own identity.
13. Exemplary Modelling and Participatory Methodology
The Project clearly opted for promotion of participatory methodology as a prerequisite of democratization and instrument of promoting the opportunity for children to exercise their rights, especially the right to self-determination. In addition, this very methodology and approach were applied in a series of Project activities, where they were directly implemented and modeled, which, due to evident conceptual-practical congruence  (harmony of words and deeds), resulted in accepting the methodology by participants in their everyday work. 
14. Harmonization of Legal, Ethical and Professional Aspects
The Project clearly and consistently demonstrates the importance of the need to hold together and progressively harmonize conceptual, legal, ethical and professional Program aspects, methodological approaches and procedures, in order to secure a conceptually clean practice, relying on the law, nurturing the highest ethical standards and offering most advanced methodological solutions. It seems that precisely the period ahead of us will additionally test the readiness of all parities in the multidisciplinary Project team, by learning from each other and mutually harmonizing criteria and standards, to model the unity of differences they want to install into the system and practice.

15. OrientationTowards the Positive, Growth and Development
From the very start, the Project was inspired by the idea of searching for solutions, improvement of the present status and creating conditions for further development of JJ system in SCG. It should be emphasized  that in line with UNICEF’s mission, Project team clearly pointed out that changes should be looked for and implemented by introducing policies, programmes, methods and techniques, by searching for possibilities of correcting variations, relying on strengths and looking for support, obstacle removal, creating conditions for growth, stimulating development of CCL. By choosing this basically humanistic orientation, based on the assumption that all people carry healthy development potentials, and that the “assisting professions” are committed  to recognize, support these potentials and enable their  articulation and actualization, the Project made a clear definition of ideal JJ system function: to promote conditions for respect of the rights and development of children, to make their families better and harmonize relations in the (local) community.  Having this in mind, I am free to propose the Project’s  change of name in its second turn (2006-2009), into “Children’s Change for Growth and Development” or at least “Children’s Chance for Growth and Change”.
16. Building Professional Competence
Capacity building, naturally represents one of key project’s footholds. It is also natural that activities on competence building were performed in several cycles, by following a vertically progressive spiral curve. It is very important to mention that training, without exception, encompassed all three key components of professional competence: knowledge, attitudes and skills, through education, training and practice supervision. This method ensured direct relation of the newly acquired knowledge and well trained skills, and what is more important, integration of supervision mechanisms into the education process, which enabled further supervision and upgrading of  knowledge and skills in accordance with development and growth of the discipline and professionals. What is most important, the quality of the trainers’ education has reached a degree which provides for further process building and growth.
17. Receptivity  for Exchange of Experiences and Criticism
The CCC Project demonstrated transparency from its very beginning, by organizing and supporting public debates and experts round tables, aimed not only at testing ideas and suggestions but also verifying the Project’s idea, conception and management. In addition, and in accordance with the plan, the Project consistently adhered to the plan of internal and external progress evaluations, and also readiness to take into considerations remarks, subsequently used for Project upgrading and development. The Project was presented to the international professional public in Budapest (at the European Restorative Justice Forum) and in Dubrovnik (IUC School of Theory and Practice of Social work). Discussions held with the Project team and members of the Project Management board and subproject reform groups assured me that transparency, i.e. readiness to accept exchange of ideas and experiences as well as criticism, has become modus vivendi of this Project on all its levels.

18. Participation of Children in Conflict with the Law
I would like to put special emphasis to, and to express my pleasure with the fact that the Project did not exclude those it is primarily meant for, children at risk and in conflict with the law. Interviews with several groups of children included in various programs assured me that:

· The children know, and are informed about the activities and what they bring;

· They have their own attitudes about the changes, including some quite reasonable remarks about the level and quality of information and possibility of making their own contribution; 

· They support the changes wholeheartedly;

· They would like the process of changes to be accelerated and the pilot program urgently extended so that it includes all children treated by these programmes, and enjoy the benefit of changes.

C. Weaknesses – Project Challenges
Mutinous evaluation of the Project and its achievements was not the objective of this assessment. Still, many Project advantages and disadvantages have come to the surface during discussions and analysis of Project tasks and activities.  The remarks, i.e. “weaknesses” outlined in this document should be taken as collegiate warning  about challenges  the Project is already facing or might face in the last third of this cycle. Consideration of the grounds of these objections will allow the Project team to judge which one of them deserves full attention, so that measures can be taken to draw maximum benefit from this already successfully managed Project. 
1.   Continuous Need for Fresher and More Concrete Analysis and Predictions
The CCC Project  was initiated as a result of an exceptional study of the state and problems of JJ in SCG, and was accepted as a project due to the fact that it was supported by well grounded arguments for introducing changes, and methods for their achievement. If we tried to split hairs, we could raise two issues with relation to the validity of empirical ground of the Project as a whole. First, with due respect for the quality and functionality of starting points provided by the study and the arguments, it can be noted that the study falls under “cross section” studies focused on legal-procedural-organizational aspects of the JJ system analysis, and that, almost exclusively, from the position of respect for the rights of children in conflict with the law. The study did not make deeper analysis of phenomenal and etiologic dimensions of juvenile offending, systematic (quantitive) analysis of their needs, and did not deliberate on organization, rises and falls in the area of conceptual and methodological basics of practice in work with CCL.  The CCC Project, however, has largely outgrown the boundaries set by the basic study, and the question is what  are the choices, priorities and accents that served as basis for the analysis and facts incorporated into the study? If we accept the fact that the Project selected the action research strategy, then the former remark might be partly neglected, i.e. compensated by consistent application of the strategy that the second question points to. Secondly, initial assessment of needs and possibilities should be continuously amended by new and more precise analysis, serving as basis for more reliable prediction of the paths and strategies for further project development and measurable indicators of the Project efficiency. Analysis and prediction of this sort seem especially important when setting up each particular subproject or a specific project activity, especially at times when certain diversions or excursions into new fields are under way. The impression is that in the course of Project development, especially due to evident progress achieved, the need for providing empirical starting ground as a prerequisite of a new initiative, is slightly neglected, i.e. not completely defined and upgraded. The mentioned initial assessment offered a sufficient basis of facts and arguments for Project initiation.  However, additional analysis, that follows the same logic and methodology as that of the initial study,  should precede any new stage or a separate program. This is how the spirit of the Project will be preserved,  basic methodological request to make an assessment before starting action will be respected, and what is most important, subjectivity, voluntarism and possible failures in selection and setting the sequence of project activities will be avoided. Let me be more specific: whenever a new initiative or programme is suggested, it is necessary not only to consider the arguments in support of this programme, but also to indicate the specific needs, potentials and capacities in the concrete project segment, and demonstrate how this new initiative derives from it.
2.   The Need for Precise Plans and Schedule
The Project as a whole is well set and planned with relatively clear objectives, tasks and expected results. Previous progress evaluations confirmed that everything is going according to the schedule and that the Project is achieving expected results. That, however, is not the case with all subprojects, i.e. does not fully stand for all project activities. The Project is entering its final third of the cycle, where the issues of obtaining synergy of different activities is crucial, and therefore it is necessary to produce precise action plans for all activities as soon as possible. The plans are to determine what, when and how will be done, so that the Project team could coordinate activities, make a list of priorities and  secure that there is enough time left for each individual stage and activity, including the time for condensation and mutual adjustments of the achieved. As far as I could see, it seems that main activities scheduled for spring 2006, should be in accord with the course and effects of adoption of the set of sub-laws, so that summer be focused on training of professionals and harmonization, and autumn for getting accustomed, fine methodological planning and project development for the new three-year cycle, which this Project definitively deserves.
3.   Fiscal Planning 

The Project was undertaken at a time when the experts in SCG, among other things, were faced with a depressing situation of being asked “to do more for less”. After many years of the system decomposition and deterioration, with growing and complex needs of children and their families, and progressive reduction of financial and human resources, it seemed impossible to make a turn, improve the system and offer better quality forms of protection with reduced resources. Owing to UNICEF’s initiative, understanding of the Government of SCG, and the selfless generosity of SIDA, partnership was built and expert and financial support secured for this manifold significant project. It is important, however, to constantly keep in mind that the aid is limited in time. Even if partnership and support is extended to another  three-year period, to which the results of work accomplished to-date oblige, it would not last forever. I am of the opinion that not enough account is kept of this fact in the “immediate base”. To my question, put on an occasion: “Who is going to pay for this” or “How would you resolve this problem if it were your private practice and not a public institution”, I  was under the impression that a number of colleagues did not quite understand what I was talking about, while the others unfortunately thought that I had become totally “Americanized”. The Project team will do well if they insist on raising awareness about program costs in the last third of the three-year period. It should also be kept in min that these programs should sustain even when the influx of resources and technical aid dry up. It would not only be depressing but also tragic for the children in conflict with the law if they were once again faced with the “have and have not” experience.
4.   Development Disharmony
The Project is complex, multi-layered, implemented in many localities and through a very complicated pattern of project activities. It is natural that developmental disharmony arises during development, i.e. that certain aspects and activities progress extremely well while others go through crises, standstills or wanderings. Serious disharmony could compromise or even paralyze the development of the Project as a whole, if the discrepancy reached the degree where the Project components cannot be held together any more, and also when progress of individual activities is in direct or indirect relation with the development of others. Project team is under obligation to assess to what extent have particular subprojects progressed and to stimulate the activities  which are lagging behind for any reason, so that they enter the final stage of the three-year period together. In cases when delays are caused by factors beyond control of the Project team, which is mainly the case in Montenegro, it is necessary to secure acceptable explanations about the reasons of delay, and actions to be undertaken in order to initiate progress. I did not get the impression that the Project suffers from disharmony and it would be particularly unfair to make such a judgment at the beginning of the period when work on integration should present a focus of individual activities. However, it is very important for the Project team to keep in mind that harmonization will be one of the greatest challenges of the last third of this period.
5.   Focus and Diffusion
One of the key characteristics and magic of this Project is its open character and consequently, its development potential, i.e. commitment to grow and develop in line with the achieved results and the newly identified demanding needs and possibilities. Still, a project is not fully open, but starts from clearly specified objectives and tasks, defined methodology and a precisely determined focus. The moment a project loses its compass, and surrenders to challenging initiatives, it can diffuse, lose impact power and fail to achieve changes being its original cause. This is the moment when the Project team should return to the Project’s original commitments and make assessment as to what extent is the Project focused on its main objectives and tasks, how much has it diffused into side paths and dead ends that might inhibit and slow down its progressive mission. In the context of this remark, one could also discuss the objection placed by the international evaluator in respect of the need to “strengthen psycho-social dimensions” of the programme. As a psychologist and a methodologist, I am more than happy with that suggestion, as I myself think that not much will be done if just the legal-administrative-structural skin is changed. However, it seems to me, especially having been familiar with the JJ system,  that in this period the priority need is to finish the work connected with the comprehensive regulations and prepare grounds for deeper changes, and that for the other three-year period, which I sincerely hope will be granted, the focus of all activities should be on conceptualization and methodological refinement of the immediate professional work starting from prevention, through evaluation, treatment and social reintegration of children in conflict with the law. 

6.   Partialization: Divergence and Convergence
Owing to its achievement, the Project is faced with great temptations as the effect of two synchronous processes: convergence  (condensation, synergy of existing programmes) and diversion (stratification and generation of new programmes). On one side, project activities meet and refine each other, creating as a result new ideas and programmes, previously not feasible or imaginable. In addition, project activities meet, overlap and refine each other with the activities outside the Project, creating new initiatives at the same time.  On the other side, some more developed project activities get dispersed into layers, more specified and diffused, trying to find more space and absorbing more energy.  Both processes greatly contribute to enriched “supply”, hiding the risk of partializations of the whole or “taking away” the newly composed programmes. Suffocating these initiatives is essentially impossible, and also in conflict with the initial idea of the Project itself: “to initiate development and improvement of socio-psychological support to children and their families”. The challenge that the Project team is faced with, as it seems to me, is whether the Project team will be capable to grow together with the Project development that it manages, i.e. whether the Project team has both the interest and strength to redefine and upgrade the conceptual and methodological Project framework, so that it encompasses all new movements and dynamics. The Project is thus developing, not only in technical and practical sense, but also in theoretical and methodological. It is my firm belief that the Project team has the potential to upgrade the achieved results, make suggestions for the new three-year cycle that will essentially and definitely improve the rights and well being of children, their families and local communities, within and together with the new JJ system (created by this very Project).
7.   Team Work 

Basic Project’s orientation to promote “comprehensive and multidisciplinary reform of the JJ system is undisputable.  Multidisciplinary, because of the intention to take into account all relevant aspects in the process of identifying its manifestations and building grounds for the programs. If it is to be achieved by simple engagement of professionals of various profiles and specialties, then partialization (breaking whole into parts and aspects), and later on rivalry, conflicts and interference mean  disadvantage for its multidisciplinary character.  The only way to maintain holism, and secure intensified observations is to do a team work. This approach is inbuilt into the body of Project proposal and methodology, to be lost to a certain extent, and dispersed later on. If it is acceptable that some team protagonist get independent by performing specific and specialized tasks at certain stages of the team work, it should be performed in accordance with previous distribution of assignments, and by providing regular information on the course and results of the venture and mandatory Team progress evaluations.  It seems that this is the precise time when all of the teams should meet (not just the Managing Board or a Project team, but all other teams), acting in accordance with the procedure that they thought their trainees to pursue, in order to discuss progress, identify possible standstills and set directions and strategies of future work and development. That stands for all Project segments and activities. It is possible to find a suitable organizational form that would enable the professionals who are not directly involved to have insight into the team work, which would contribute to the “external” quality of the evaluation of particular Project activities. Such ongoing evaluations will not always fully correspond with the evaluations of immediate partakers (trainers and trainees), which may be crucial for further course of these activities, and for overall Project achievements.
8.   Concentration and Delegation of Leadership, Power and Prestige
The Project team as a whole is faced with a great challenge which can be formulated as a need to delegate and transfer leadership, power, prestige and fame, in order to enable further Project development. Applying the principles of democratic project management and granting full intellectual freedom to subproject leader, the Team consequently paid credit to those who deserve most merits for the achieved results. Teams or individuals, who have made significant improvements at this point, owing precisely to achievements they have effected themselves, stand before new tasks. Those tasks could be different from the previous ones, and demand different expert competence and accordingly a differently composed expert team. Speed, quality and range of further project achievements will depend on the readiness of the “winners” to open the gates of their team for new members or even to leave team leadership to those who possess different knowledge and skills. The measure of loyalty to the Project and well-being of children in conflict with the law will be gauged by the readiness of experts to renounce a part of their own prestige and pass the “relay baton” to those who can accomplish more and make better achievements in the following period.  

9.   Semantic  Dissonance
Whenever work is done on a multi-sectoral, multidisciplinary and long-term project, problems of terminological diversity and confusion arise. Terminological diversity is an acceptable and tolerable phenomenon, especially in the fist stages of the Project. When the terminological spectrum reflects significantly different connotations, then it is necessary to find reconciliatory tones and to harmonize the terminology to a degree when there are no obstacles to understanding or sources of confusion and conflict. All members of the Project team should accept the obligation of acquainting themselves with the basic terminology used in Project activities in order to rise communication level, especially in the final, integrative period of Project development. If not sooner, then by all means before drafting the final report, key terms and concepts should be checked and led to an optimal degree of concordance.
10. Project Action Potentials
The methodology of action research for which the “Children’s Chance for Change” Project opted stresses precisely the action potential, i.e. the intention to initiate changes as soon as possible in all areas where it is feasible. Certain aspects of the program seem to suffer from spending too much time in preparatory phases and delaying the shift into action. 

Two situations seem significant for the maximization of the Project results. First, the Project team paid outstanding attention to education of professionals according to cutting edge global standards. There is strong ambivalence in well-educated professionals to act on their own and start with routine implementation of acquired knowledge and mastered skills. In certain environments there are real obstacles for this (premises, equipment, regulations, insufficient understanding of the environment) and in others there are none. 
Second, by developing democratic leadership and by modeling participatory methodology in search of new directions and strategies for work improvement (“reform” and “creative” groups in JICK) the participants, as one might think, are being held back in discussions for too long. Problem solving procedure is carried out in several stages (Acknowledging and identification of problem, problem analysis, brainstorming and alternative deliberating, evaluation of each alternative-consequential deliberation, decision making and action planning, application of the selected solutions and evaluation and review of the plan), where, again, in line with the action research methodology logic, the attention should be focused on decision bringing, planning and action implementation. The impression is that the working groups have got stuck to a certain extent in the process of searching for alternatives and consideration of possible consequences, which causes delay in proceeding to the next, step, important as well.  It is becoming all the more critical as the upcoming end of the three-year period draws nearer, and at the same time other activities, directly or indirectly connected with the work done by those groups, are under way. The role of the Project team and group leaders is not only to instigate and coordinate the decision-making process, but also to instigate, accelerate and direct the process and, if needed, offer possible solutions and ways out. There are also issues that do not depend upon acceptance or non-acceptance on the basis of free will and personal preferences of partakers, and which represent scientific, professional or ethic-experts categories, which should not cause standstills or create quasi-democratic self-management atmosphere The Project team will have to find strategies in the course of the remaining one-year period to get the fly-wheel going and put all the energy, knowledge and skills into action. If this is not done, it is possible that dilution and redirection of professionals takes place, as well as imposition of solutions created at a lower level of competence or beyond the competence of the Project team, which may result in losing one of the best components of the work performed so far. 
11. Sharpening the Discrepancies in the Quality of Services
By entering institutions and environments previously exposed to many years of disintegration and which used to be models of high quality treatment and protection, the Project team sharpens the discrepancy between the standard, good quality and methodologically refined practice. The children easily mark the difference and, not understanding the methodology of the pilot project, express their displeasure, seeing it as yet another injustice and discrimination. As contradictory as it may sound, it seems that it would have been better if the previous situation had remained. Had the children been left in the dull atmosphere of the morphic treatment, of the previous period, they would have not been aware of better solutions, and would have been saved the feeling of injustice for being left out of the privileged, high-quality treatment. Informing the children correctly might mitigate, but not eliminate the problem. A way out can be sought in accelerating the piloting and immediately translating the pilot projects into practice available for all children in need of such treatment. Therefore, in all such cases, the speed of conducting preparatory actions and moving into action is not only a matter of efficiency but ethics as well. 
12. Sharpening the Issues of Hierarchy of Children’s Needs
Similarly, as described under Item 12, introduction of high-quality programs and models of treatment faces the question of discrepancy between a low level of satisfying  basic developmental needs  of institutionalized children,  and the need to offer them a high-quality program that would satisfy the derived needs. According to the hierarchy thesis (Maslov), it is necessary to first satisfy basic development needs, and then (or at least simultaneously) tackle the derived higher-level needs.

Offering therapeutic treatments on an empty stomach, in a cold, impoverished and sometimes threatening living environment,  could be taken as  specific cynism, which reminds us of the famous question put by the Austrian Empress: “Why don’t they eat cakes instead”. The resulting conclusion is that the Project team can not, i.e. does not have the right to keep their eyes closed, meaning they should assume a more active role in advocating for change and improvement of living and working conditions of children in institutes and homes, at least to a degree in which the ambiance would not present an interference and obstruction to the treatment per se.
13. Violation of Children’s Rights in the Presence of the Team
The Project was launched with the idea to mitigate and minimize situations in which violations occur, and to create conditions for full respect of the rights of children in conflict with the law. It is also close to reason that such an objective does not come through over night, that it is more a process of long-lasting and multi-layered reforms and improvements. Within the effort of modeling and animating certain ways and methods, the members of the Project team often “go down to the base” and participate in direct work with children and their families. During these activities the team members themselves are sometimes made witnesses to gross violation of children’s rights, and they drew the author of this text attention to the same fact. Team members are faced with a dilemma whether to react and in what way, or to leave the thing to the regular control mechanisms within the institution. Based on ethical principles and standards valid for the assisting professions, members of the Project team are under obligation to react and no one can relieve them of their moral responsibility to report these cases. Whether or not some measures will be taken is not the matter of their full responsibility. Their duty is to initiate procedure and model implementation of principles and mechanism of child rights protection. In cases when no action is taken, Project team members are obliged to advise the clients (their parents) about the actions to be taken, and refer them to institutions where they can apply for help. 

As these situations may create tensions and possible conflicts with the managements of institutions to which the team members are helping, it would be good to establish and define procedures in order to prevent misunderstandings and to direct the energy to right issues  - searching for various paths for promotion of well being of CCL. If the Team members decide not to take any action, they may be treated as accomplices in the acts that are in conflict with the idea of the Project itself, which would not serve anyone right. 
14. Openness for Challenges, Suggestion for Improvement
Main feature of this Project is its development and open character. Openness understands that the Project team is ready to provide answers to new, previously undistinguished needs, and to develop methods for their satisfaction. However, there might be too many needs and they could be concentrated in specific critical periods of Project development, so that their acceptance might compromise fundamental Project mission. In such cases, more than one option lies ahead, some of them including:
· Identification and Formalization
The first thing is to define (describe) these newly aroused problems or needs, and to make a brief outline of the suggestion for developing a (sub)project to tackle these issues and problems;

· Incorporation (immediately or in the second cycle)

Project team may decide that these new issues represent an integral segment of their mission and, consequently, decide to incorporate that subproject into the global Project body. Such a decision might be implemented right away, or postponed till a more suitable time, to allow certain preparations or until finalization of the “main Project operations”, which absorb all available Project team potentials.  Some initiatives are already good candidates for the “second three-year cycle”;
· Alienation – Hand Over the Idea
Project team may also conclude that it is more suitable for this problem to be treated within the framework of some other project, and consequently decide to surrender the subproject to some other institution or project;

· Adoption
Finally, Project team may come to a conclusion that some programmes initiated or undertaken by other institutions or programmes are by their nature more suitable for this Project.  In such a case, association, adoption or collaboration may be negotiated with these teams.
Whatever the solution, decision should be based on careful analysis of the needs, capacities and development potentials of the Project itself.

PART III:  GENERAL RECOMMENDATIONS
1. Regulations Upgrade
Logic continuation, the crown of the most important Project achievement – adoption of the Law on Juvenile Criminal Offenders and Criminal and Legal Protection of Juveniles, and primary task for the coming period, should be further amendment of the legal and administrative regulations, i.e. adoption of the set of sub-laws, regulations, guidelines, etc. 
The term “priority” indicates that all other tasks should be subordinated to this one, so that the regulations amendment and implementation process are not postponed or compromised. This means, first of all, that all preparatory work (drafts, discussions, suggestions) should be completed in due time, and all supporting documents and procedures harmonized with each other and incorporated in the newly adopted set of documents.
Bearing in mind a relatively unstable political situation in SCG, it is wise to insist on passing these regulative instruments at this moment, when the present conditions are favorable. The Project team thus rightly envisioned that this outstandingly important task be realized in two stages. The first stage (spring of 2006) should comprise a broad discussion on building, verifying and passing those documents, while the other (summer and fall of 2006) should focus  on education, training and implementation follow-up. 

This is both an important and complex task as it represents meeting of legal and methodological Program components, and consequently, requires multidisciplinary approach, from the stage of developing suggestions, discussions, adoption and especially education for implementation, evaluation and future reviews and upgrading.

Adoption of this set of regulative mechanisms will ensure that the spirit of the Law does not get diluted, and ill-shaped, thus creating a base for more refined, diversified and standardized conceptual and methodological work. 

2. Improving Methodological – Protocolar Set of Regulations
Urgent need for building and improvement of a set of protocols, cooperation agreements, forms, etc, should be carried out separately with relation to the previous requirement. The issues related to conditions and registration procedures, certification and licensing, supervision, continuous education, etc. represent a set o regulations allowing full implementation of some already mature programs (such a VOM, Mobile tams)  with respect of the rights and interests of all participants and the highest ethical and professional standards, so that CCL can enjoy the benefits of good quality programmes that they so desperately need. 

3. Committee Overbuilding
The JJ Committee has justified the reasons for its foundation and existence in a rather short period of time. Relying on high professional competence of its members, the Committee has already “outgrown”  the boundaries of the entrusted competencies and demonstrated multifold potentials for further growth and filling the gap and urgent needs of the entire system of social protection of CCL – a multi-sectoral coordination of all activities in this field. It seems worthwhile to satisfy these social needs (coordination) and to utilize the potentials of the Committee, in a way as to:

· Support the idea and prepare  an evidence-based proposal to the MoJ  to establish a separate Department for execution of criminal sanctions against juveniles, within the competence of Criminal Sanctioning Directorate. This would not only represent a logical development of the spirit of new Juvenile Justice Law, and correspond to adoption of regulations on execution of criminal sanctions, but also enable this Department to take over some competencies from the present Committee, which, in turn,  would release creative potentials of the Committee and allow this upgrading;

· Promote present Committee into the National Committee for Promotion of Social Protection of CCL and at risk (alternatively National Committee for prevention of juvenile delinquency and treatment of CCL) which should grow into a body committed with coordination of all activities related to research, prevention, treatment and social reintegration of CCL (Appendix 4);

· Initiate consideration of real needs and possibilities, and develop a plan for replicating such an improved Committee on regional and local levels in SCG, which would weave the highest standards of working with CCL into all social structure segments, providing the CCL with permanent attention and significance they are entitled to.
4. Ethical Grounds of Activities on Prevention and Work with Children in Conflict with the Law
The practice of prevention and work with CCL should be encouraged and intensified. Owing to the achievements in the field of promotion and improvement of CCL rights protection,  possibility have opened and he need aroused for intensifying and extension of this approach by presenting high ethical principles and standards, based on international, conventions, documents and codes. 
Practicing these human professions is always deeply contaminated in sense of their value. Disposition of the society and professionals towards juvenile justice and work with CCL has always been strongly ideologically contaminated, especially in the socialist countries. In order to achieve high degree of ethic competence it seems not sufficient to insist only on the rights of CCL, but also to place these rights into natural context of aspiration, general ethic principal, regulatory standards and guidelines which should secure competent practice based on law, moral and professional principles. 

5. Synergy of Legal-Moral-Organizational-Professional Methodological Aspects
Intensive work, or better to say, intensive, open team cooperation on all Project levels and components is needed to ensure integration of various (mono-disciplinary) aspects of project components and activities in order to present the offered “product” as an integrated, holistic whole, and not a conglomerate of concepts and approaches, not mutually interrelated. This is not a single request or an individual action, but rather an approach that should be accepted as orientation by all project partakers, especially in the final stage of the first three-year cycle. If the Project team fails to do this job in a timely and high-quality manner, the destiny of such loose components of direct practice could only be imagined. It would be structurally heterogeneous, segmented practice with complex and dynamic relations. The Project team will have its first real test during the activities on preparation, development, adoption, professional training and implementation of the mention sub-laws.  Willingness of all Project team members to hear and comprehend different ideas and attitudes and search for and accept new responses will be real maturity test and model for those who should follow these principles, concepts, guidelines and rules. 
6. Determination of Comprehensive System Continuum (Network) of Institutions, Departments and Services
To work on formulation of an ideally conceived system (network) of institutions,  departments and services for social protection of children in conflict with the law, in order to put planning and choice of activities in function of long-term construction of unique and rich continuum of care for CCL. 

The CCC Project was not initially conceived as a project that should improve the system of institutions, rather to reform it, enhance some of its components, and particularly to upgrade by building and incorporating so called alternative programmes and treatment forms. By way of tackling and reforming the key links of that system (JCIK, IRCY) the Project has obviously reached the point where further reforms demand changes in the overall system of institutions and services. Hence, it seems equally logical and socially justified to accept that challenge and develop activities for establishing a modern system, which serves development needs of CCL. Fundamental restructuring of this system is necessary also for reason of dynamic activities going on in the field of development of “alternative” and non-governmental organizations, initiatives and programmes, and also sound ambitions of (some) existing institutions to develop in line with their own potentials and requirements of the community, various needs of CCL, and also in compliance with the JJ Law and sub-laws.
The issue of the system of institutions and services is particularly delicate in Montenegro, considering the request to secure continuum and versatility with a relatively small number of potential “users”. Work on the experts “feasibility study”, bringing wise decision on strategies and routes to be taken, and finding creative solutions, not possible to pull out from the previous experience or envision from a distant point, should start right away and intensively.
7. Re-Conceptualization and De-Ideologization of the Position, Significance and 

 Role of Components in the Continuity of Protection

The best interest of CCL demands that continuum of protection be built, representing a system of diversified but interrelated components, where each component has its place, importance, role and comparative advantages. If these components signify the intention to “close the entrance gate” , and “open the exit gate”, shorter stay in the institutions by implementing more intensive and better quality treatment, incorporation of inclusive programmes and stimulating development of preventive measures and community based programmes, they do represent the ultimately desired strategy.
I advocate for systematic actions on developing (upgrading forms and programmes) of the system, and better quality of services on all individual points of the continuum of protection. The decision which treatment form to apply should depend exclusively on the development needs and potentials of the juvenile and his/her family and available community resources. 

8. Development of Strategies and Programmes for Juveniles with Heavy, Chronic and/or Dangerous Anti-Social Behavior 

The Project was inspired, established and developed with the ambition to promote and improve protection of CCL. This idea, in combination with the ideas of restorative justice, search for diversion programmes and schemes, “alternatives”, “de-institutionalization”, participation etc,  is in search of better protection of the rights and freedoms of children and youth and their shorter stay in the institutions.  Still, though the number of  CCL is considerable, especially those at risk, who should benefit greatly from this orientation, there is a small group of young people who, unfortunately, do not have the capacity for a shorter or longer time, to feel the benefits of this permissive approach. This group is in need of firmer structure, permanent supervision, control and assistance available only in the institution. It is to be expected, provided this Project brings results that are already indicated, that the number of juveniles in the institutions will decrease, but the number of young people with serious, chronic and/or anti-social behaviour having multiple development needs and problems, will be on the rise. In my pinion, this is the right moment for the institutions and personnel to get prepared for what is expecting them, so that in a couple of years to come, they do not get caught up and surprised.
9. Better General Conditions in Institutions and Programmes
The existence of basic conditions is the conditio sine qua non for the performance of more complex and refined forms of treatment. The Project promoted respect of rights and improved social-psychological-educational programs of working with CCL. Still, these programs demand or can be compromised by the inexistence of appropriate spatial-architectural conditions, equipment etc. At the same time, to be “open” for change, the children (already coming from deprived environments) have the need for compensatory, enriched and stimulating educational-therapeutic environment, sense of safety, quality nutrition and adequate health care in the broadest sense. I am free to point to the necessity of initiating activities that should bring substantial improvement, or at least improvement to non-compromising degree, of the following conditions:

: 

· Secure age-appropriate nutrition, hygiene and other wholesome health care;

· Humanize – refine living and working space;

· Secure necessary equipment which can awaken the motivation for change and stimulate learning and growth;

· Create an atmosphere in which the children feel safe, protected and supported.

There is concern that already developed, expansive and good quality programmes may lose foundation and seem inefficient and even cynical.

10. Refinement and Accentuation of Programme Strategies and Modalities
The upcoming period should be strongly accented by further refinement of the versatility of programs, models, methods and techniques, so that the various needs of the heterogeneous population of CCL could be met to the greatest extent. That refinement should replace the old amorphous treatment, and it can run in three directions synchronously:

· Development of specialized programme  for specific categories of CCL (the substances abusers, the dangerous, the multiple relapsers, children with special needs and learning problems, with serious emotional or mental disturbances, victims of violence and abuse etc) and

· Development of various, theoretical and methodological approaches (TB, KBT, REBT, Reality, functional family therapy, etc.), modalities (family, group, play art, „animal assisted therapy“ etc.), methods and techniques (SST, AM, CR, VOM etc.),   

· Accentuation of Specific Program Dimensions
· To promote practice based on the outcome, building personality strengths and preparing the children for leaving the institution or programme, reintegrate in the family and community, and living on their own;

· To focus on looking for the positive, healthy development potentials and methods of their recognition, encouraging and development of pro-social orientation, attitudes and life styles;

· Conceptually and methodologically refine the evaluation of needs and personality potentials, family and social surroundings, so that the evaluation is functional, to enable valid decision-making about the needs, selection of the type, planning and programming, transparent monitoring and evaluation of interventions with CCL on all levels of work. Consequently, it seems more appropriate that the funds are directed to processes that precede than those that follow bringing decision (sentence), which means that focus should be on the CSW rather then on educational or correctional institution;

· To improve planning of educational-therapeutic interventions in such a way to make the plan individualized, having clearly defined objectives, tasks and interventions, and being transparent for all parties involved, which will enable full participation and objective evaluation;

· To supplement, and reconcile with existing legal acts the already well-developed BM system which will “cover” the work with the educational group, organized free activities, milieu and fulfillment of educational and work obligations;

· To improve the individual educational-therapeutic work and “Case Management” (CM) “covering”

· Individual Case Management – coordination of all activities and factors engaged in juvenile’s rehabilitation;

· Individual counseling;

· Group treatment (different than working with the group);

· Family work;

· Family conference and therapy;

· Develop programmes and make intensive preparations for leaving institution focused on development of (pro)social and life skills; 

· Develop (together with the Mobile Team and/or Center for Social Work) “wraparound methodology”, i.e. community based programmes (before, during and after treatment in the institution);


Upgrading of refining program patterns is not limited to work in institutions but also spreads onto preventive-educational-therapeutic community work and in itself represents further elaboration on the already placed demand of SIDA evaluators for the “intensification of socially educational work”. 

11. Intensification of Exposition to Different Practice, Exchange of Experiences in Overbuilding Expert Competence

To intensify and upgrade activities which expose reform leaders to meeting experts who deal with similar problems but know, think and work differently. The following programmes, particularly having in mind positive experience,  are especially recommended:

· Visits to exemplary programmes;

· Inviting  foreign experts to teach instructive seminars and train the trainers in 

the system institutions; 

· Longer visits of a number of experts for studying and practicing 

specific approaches and programme schemes;

· Presenting achievements on international conferences and symposiums;

· Organizing the first international expert conference (organized by the Committee and/or JCIK) at JCIK, where foreign experts (from surrounding countries, Europe and the world) would get familiar with the dilemmas and challenges of the “Children’s Chance for Change” Project and the JCIK, and invited to comment, criticize and exchange their own experiences in similar problems and situations.

12. The Issue of Safety and ICS

Improve the safety of juveniles and staff in institutions, homes and programs. Urgently organize competent staff training for Interventions in Crisis Situations, i.e. skills of verbal and, when necessary, physical management of juveniles in situations when they are out of control, a danger to themselves, others or the property of others. It was mentioned before that one of the conditions for good quality work in the institutions and programmes is safety of all programme participants. If the participants, especially children, are constantly exposed to pressures and fear, or might be victims of sudden and uncontrolled destructive behaviour, it will be very difficult to maintain “therapeutic atmosphere”, and even more difficult to pay the bills for possible harms or losses. The need of quality training for acting in crisis situations relates not only to JCIK, but also to CCL and other programmes that operate under conditions of high tension and working with high risk population.
13. Association of Parents
With the purpose of furthering promotion of the rights of children in conflict with the law and creating permanent conditions for the full use of those rights, the Project team can provide assistance in organizing an association of parents of children in conflict with the law. Such an organization would be another pillar of support and guarantee of the protection of rights, and the representatives of that society could be included in the work of the Committee (on all organizational levels) and other bodies and organizations. The initiative could be entrusted to Amity or CRC Belgrade, whoever finds greater interest or motivation to develop and carry out the programme.
.

14. Amendments to Educational Programmes (Capacity Building)

Further improvement, expansion and sharpening of professional competence (capacity building) should represent the Project’s  backbone in the future, primarily in the following directions:

· Building capacity of all participants (Judiciary, CSW, Educational institutions, JCIK, Police) in treating juveniles in order to get prepared for meeting the requirements set forth by the law and sub-laws;

· VOM management, improvement and expansion; 

· Case management and Wraparound methodology (active participation of all potentials, juveniles, families and available community resources);

· Planning, programming, follow-up and evaluation of educational-therapeutic work;

· Approaches, methods and techniques of individual counseling work;

· Methods and techniques of group counseling;

· Methods and techniques of family counseling;

· Methods of family work – building competence of families;

· Development programmes and methods of building social and life skills;

· Methods and techniques of self-control and pacifying others;

· Improvement of ethical and multicultural competence.

15. Enhanced Strategies for Incorporation of Matters Related to Rights of Children, CCL into Curricula of Adequate Academic Institutions
The need for and possibility of organizing a conference of adequate academic institutions should be considered, aimed at searching for the most appropriate modalities (special subjects, incorporation of certain contents into all subject of the profession, special or regular seminars, diploma papers, research work, students’ conference, etc.) of incorporating matters related to the rights of children, rights of CCL, general ethical and other professional standards into curricula of regular university studies, so that professional attitudes and opinions of the students, future professionals are created from the “inside”.
16. Organize an Action of Expressing Gratitude to UNICEF and Sida
Organize an action to provide children in conflict with the law with an opportunity to learn about what was done for them and how, as well as to appropriately (by creative artwork) express gratitude to organizations which came to their aid and offered another “chance for change, growth and development”. That action should enable children in conflict with the law to learn to appreciate the good that is being done to them, to understand the need for expressing gratitude and to practice ways to do it. 
17. Suggestion for a New Cycle
Start with collecting materials for drafting a well evidenced suggestion for the next three-year cycle of the CCC Project. The Project has already resulted in a series of valuable changes and improvements, and at the same time opened many questions, not perceived before, which should be addressed in order to obtain wider, deeper and lasting changes.  Project results promise and impose obligations, and the needs of children and the system dealing with them demand at least another “chance for change”. Provided the Project team decides to accept this suggestion, I am free to propose that the Project changes its name in its next cycle into “Children’s Chance for Growth and Development” or “Children’s Chance for Change and Development”. It is my impression that it would be better reflection of  the spirit of the Project.

PART IV:   LESSONS LEARNED
In the course of the Project’s operation and development a number of serious challenges have become distinct, indicating acceptable strategies for their resolving. These experiences and the lessons learned seem essential not only for further development of this Project, but may be useful for other similar ventures in the region and beyond it. Main lessons that have come out of experience acquired within the Project implementation are:

1. Success in the Right Time and at the Right Place
Facing a decomposed system and de-motivated staff, the CCC Project focused on fundamental concepts (restorative justice), institutes (Law) and institutions (JCIK) of the system of Juvenile Justice striving to achieve changes precisely there. The achieved success awakened hope into possibility of changes and dramatically improved motivation of the participants for reform work. The fact that these changes have quickly circulated throughout the complete system, and beyond it, by changing the climate of despair and hopelessness into climate of optimism, and by transforming passive-receptive-opposing attitudes of professionals into cooperative-pro-active attitudes.  The experience of this Project has demonstrated how important it is to elicit changes at the right time (in the early stages of operations) and in the right place (in key system points), even when speaking of minimum of changes and achievements.
2. Make Easier, not More Difficult
The Project was inspired by wide and deep JJ system reforms. These changes should bring better quality service on all system levels. Better quality work is not achievable without improving knowledge and skills and of course more work and sharpened responsibility. At the same time, the Project brings better satisfaction of personnel, which goes with improved functionality of operations, intensified and wider competence of the professionals and in their better efficiency in view of contribution to real renaissance and well being of CCL under treatment. The fact is that the participants are first faced with frustrations, creating the picture that the reforms bring complications, slow down and paralyze work, instead of bringing simplification, acceleration and better efficiency. If the reforms do not bring rationalization but complicate the process of operations, if they do not facilitate but make things more difficult, or degrade the status of the personnel, then the chances for their acceptance are really small.
The Project, for example made a god balance between exploitation of altruism and personal benefits in case of VOM, in a way that the social reputation of the participants was significantly raised, they learned new skills, and also the capacity to use them not only in the field of JJ but also when doing their professional work, and more that that.

It is therefore important that, from the very start of the Project implementation, all the advantages  of the reform are presented to the Project participants, and not only the advantages for direct beneficiaries (CCL) but also programme leaders (personnel and institutions). It is also advisable to use the +, - -, ++ strategy, i.e. to first present activities which clearly demonstrate advantages and bring relief (+), to use that motivation afterwards for “hard labor” (- -) on true transformation, and to end each segment of the program and the program as a whole with the apostrophe and capitalization of gain (++).

3. Strategy of Grafting the New Onto Old
The Project was initiated with the idea to improve the state of decomposed JJ system in SCG. On the whole, and in its segments, the System suffered from weaknesses and flaws  due to which rights of CCL were neglected and violated. The easiest way would be to build new programmes or to destroy the old and substitute them with new ones. The orientation towards destroying old and rebuilding always bears the risk that the personnel engaged in these programs may take this strategy as humiliating and degrading for their professional competencies, and therefore resist or completely discard the suggested reforms. Starting from the point that not all concepts, models and strategies were dysfunctional to the extent that they should be completely eradicated and substituted with new, totally different ones, the Project opted for the strategy of re-conceptualization, upgrading and redirection. Each time it was demonstrated throughout the Project that it is “grafting the new onto the old” or revitalization of previously neglected ideas and projects, the participant’s vehemence was increased. It is wise, therefore, to use every possibility to demonstrate the method of connecting the new and the old, or how the new and old will be combined for purpose of overall system promotion. 
4. Self-Growth Monitoring
The Project has already made a series of highly significant achievements. They include improvements in the JJ system, improvements in the system environment (context), which put the Project’s capacity to upgrade to the test in order to be able to provide answers to the requirements of such changed (upgraded) context. The Project is thus faced with the challenge of its own achievements, i.e. with the demand to monitor its own growth. Translated into the language of lessons learned, it could be said that it is always good  to preserve a certain degree of flexibility of the project structure and contracts with partners. This flexibility will enable Project development by recognizing requirements of the environment, initiating and implementing reforms, identifying new requirements of the upgraded social conditions and gaining capacity in view of having the autonomy to re-conceptualize and upgrade strategies of further work. In the context of the CCC Project, it means that the Project has come to a stage when the methods of providing more adequate responses to changes and improvements achieved or assisted by the Project, should be considered in view of future activities (next there-year period).
5. Project Stability and Progress in the Context of Political Instability
It is difficult to obtain long-term Project stability under the conditions of instable political situation. Changes in the Government, ministries, directorates and institutions especially affect stability of partnership relations, and indirectly affect the stability of the Project activities and lasting effect of possible changes and improvements achieved. Under such circumstances, it is useful to lean on the strategy of establishing firm partnership relations along continuum of stability, starting from politicians, high Government officials, through Government employees (do not necessarily substituted during political swings). NGO representatives also add stability, wealth and needed neutrality to the Project. Resorting precisely to this strategy, the Project team established the JJ Committee, which took over the role of the Project Managing Board, and through diversified structure and competence of its members, provided stability to the partnership for change, which is the Project’s basic principle. 

6. Partnership Relations as Bridges for Changes
Close partnership relations based on mutual respect and consideration, are the requirement needed by and providing good quality and values of the reforms. In cases, like in Montenegro, when the reform depth and speed are not in tune with the aspiration goals of the Project team, the Team might be in dilemma whether to insist on the changes and possibly risk the partnership, or to focus on nurturing and intensifying the partnership, hoping that it might turn over the situation. It is good for the Project to have high aspiration goals, but it is also wise to take into account the reality, i.e. the fact that the partners should be offered as much as they can take. In all cases, when non-fulfillment of the highest expectations does not mean definite surrender, diversion from the agreed course or direct opposition, it is wise to keep the cooperation going with both consistent and sensitive representation of and advocating for the reform course. It would ensure that the changes finally do happen, even with certain delay, instead of causing splitting of partnership and completely compromise any chance for change caused by awkward insisting.
7. Good is Always Good
The Project, i.e. Project activities related to building professional competence – in the segment of diversion schemes and VOM, confirmed the old rule that “good is always good”, i.e. when the highest standards and criteria are met, the results come in due time, with expansion and lasting tendency. Building professionals’ competence is a lasting investment, and that it why a special consideration should be paid as to the type of education that is really needed, and once the decision is made, professionals of the highest competence level should be engaged, not only to efficiently  improve the status, but also to present the reform in the best possible light.
8. Universal, and Then Specific
Factors contributing to changes might be classified as those of long-lasting and universal effects, i.e. those that impact a larger number of children or system components, and those limited to specific segments or subpopulations. The Project taught us that when priority attention is focused on universal and long-term factors, then the improvements are felt quickly and last permanently in all elements and levels of the system, creating favorable terms for finer, more specific and concrete changes. 

9. „Artist and Models“

The CCC Project made efforts to improve the position of CCL, and also to bring the practice into compliance with the highest principles and standards of professional ethics, in the continuum of protection activities.

Whenever the consultants modeled congruency, i.e. demonstrated with their own behavior the same principles and standards they were trying to present, participants were able to understand, accept, adopt and follow the same principles and standards. Congruency between words and deeds, between things we recommend to others and our personal behaviour, always represents a serious integrity test, not only for an individual consultant, but for teams, reform groups and committees. Only if the consultant models principles and standards that he/she advocates, he/she is entitled to request the same from those to whom these principles are conveyed.
10. „Piloting in the Oasis“

Great challenge for each project oriented towards developing practice to be subsequently “released” for public use, through pilot projects,  is relationship between the innovative project and the piloting context.  When it is not possible, as is the case with this Project, to carry out piloting in totally isolated conditions, separately from the other children involved in the programme, then the children included in the program soon feel as privileged, and the other ones deprived and betrayed. Not wanting to debate with the need for piloting (establishment, verification, refinement), it is recommended that pilot project be tested, whenever possible, under isolated circumstances. When it is not feasible, strategies should be worked out in due time and whenever possible, which means in the very beginning, to present the project to those who will not enjoy its benefits, and also the ways of mitigating the effects of the feeling of exclusion.
11. „Castles in the Air“ and the Hierarchy of Needs
Introducing “new technology”, i.e. highly competent and sophisticated programmes, in cases when they are carried out within the framework of already existing programme, the Project team find themselves like “building castles in the air”.  Most “performed” programmes demand that certain prerequisites are met, including  space, equipment, quality of living, etc.  If these conditions, i.e. the principles of having respect for the hierarchy of needs, are not met, then new ideas and programmmes might look artificial and cynical, even completely inefficient. When planning special project activities, especially pilot programmes, careful planning and meeting all necessary programme prerequisites is necessary, including adequate environment, nutrition, equipment, etc, though it is not prime purpose of the Project itself.
12. Ethics at Work
Trying to achieve long-term results, especially in the area of the rights of CCL, the Project developed strategy of gradual synchronous reduction of frequency and intensity of violation of the child’s rights, with synchronous promotion and development of mechanisms for full protection of these rights. In order to accelerate the changes, and make them deeper, the Project, i.e. its protagonists had to “come down to the base” in order to demonstrate models and approaches. Naturally, over the long period of transition, and in everyday work, there are still cases of neglect and even blatant violation of child’s right within the programme in which the Project team member is presently engaged. This situation creates a series of delicate ethical problems and challenges, and it will be quite difficult to take an adequate stance without a proper strategy, agreed to in due time, which will protect  interests of children in the best way, with full respect of integrity of all parties involved.
PART V:   SEPARATE CHAPTER

I    Project “Children’s Chance for Change” (CCC) and Activities of CRC Belgrade

1. Main objective of the CCC Project is fundamental reform of JJ in Serbia and Montenegro (SCG), primarily inspired by promotion of and creating conditions for better protection of children in conflict with the law. UNICEF’s decision to rely on their oldest, most reliable and most competent partner among NGOs in SCG, Child Rights Centre Belgrade, is thus quite logical.

2. With its wide network of experts, CRC committed themselves to promote the rights of children and initiate, prepare and draft the  Law on Juvenile Offenders and set of educational programs for the MoJ experts, students and the public. And finally, CRC played the leading role in conducting research project of MoLESP,   ”Transformation of institutions within social protection system“, and the sub-project „Transformation of institutions for work with children in conflict with the law“ (Ljubomir Pejaković, Project Manager), which additionally emphasizes the role of this Centre in the CCC Project.

3. In the course of Project evaluation, and while studying relevant documents and materials, I had pleasure and honour to meet and discuss all important issues with the CRC Project activity leaders (two Committee sessions and a separate three-hour meeting), Mr.Nikola Milošević, Supreme Court Judge, Ms.Ivana Stevanović,  Coordinator of Research and Education Department, Mr. Ljubomir Pejaković, CRC Manager. Also, during my Fulbright mission in Belgrade (2002/03) I had a pleasure to take part in a debate about the first  Draft  of the Law, which enabled me to get insight into great value and further potentials of this subproject.

4. The Team led by the Judge Milošević was engaged in consistent promotion of  the child rights and rights of children in conflict with the law on all social levels. Over the period of several years, the Team continuously performed a dedicated and hard work on creating climate, preparation, (re) design and adoption of the Law. The Law was received by the local public with wide acclaim, and was also exceptionally marked by the international experts’ community. In addition, the Team made dedicated and competent efforts in building professional competence of JJ experts in Serbia, and had already prepared a logic, realistic and elaborated plan for adoption of sub-laws and education of experts  for implementation of this multi-layer, coherent set of regulatory acts and mechanisms.  

5. As pointed out in the Report section covering main Project achievements on the whole, according to my opinion, complete work performed in the course of preparation, formulation and adoption of the „Law on JJ offenders“ represents the most important achievement of the CCC Project and is a perfect example of a combination of professional competence, personal authenticity, integrity and true  dedication of the Team gathered around Judge Milosevic. The Law represents a historical turning point and an opportunity for further development and expansion of the spirit of changes, inspired by the rights of children in conflict with the law. It is therefore my opinion that Judge Milosevic and his closest assistants deserve full credits and should receive the highest national tributes. It is time to learn to separate the wheat from the chaff, and to give credit to those who really deserve it, and at the right time. There is no fear that their future work might compromise what they have already achieved.

6. I do not believe that anyone, having in mind the scope of my professional competence, expects me to judge the value of the Law, or to offer suggestions and recommendations to such a competent team of experts on what should be done  next. They are aware of that better than anyone else, and it is privilege of the CCC Project to be led by such a team. Still, I can do two things: 

· Draw attention to the challenges that might be expected in the future period, considering that the Team has slowly stepped out of strictly  legal issues and touched the area of social, educational, mental-hygiene activities;

· Offer my full support and assistance in regulations upgrading activities, education of personnel and possible composition of guidelines.

7. As for drawing attention, may I point out, or highlight, something that the Team is already well aware of, and it is:

· The role and importance of the Juvenile judge has changed substantially.  That change understands changes in the position, role and responsibility of all participants dealing with children in conflict with the law within the JJ system. The children, their rights and well-being are brought into focus, and  the judge assumes responsibility of  a guardian of these interests  by establishing and supervising the responsibility chain along the process continuum (starting from prevention to social integration) on all system levels. In order to be able to do such a complex and responsible job, the judge has to be competent to understand, evaluate and coordinate the multi-layer chain of numerous participants;  

· The role of professionals in the new JJ system has consequently changed, meaning that their work and results have to be at the same time communicative (understandable), transparent (each participant should understand his/her role), provable (with adequate arguments, precisely measured and planned, documented) and confidential (confidentiality and privacy should be safeguarded) for all participants. It is a great turning point that usually goes with misunderstandings, resistance and open opposition);

· The Team that has  carried out such and efficient Project task, should be joined by experts of related professions, i.e. professions that should represent activity leaders. The team that organizes and manages educational seminars should reflect the local colouring of the seminar participants, i.e. the immediate practice;

· The seminars should be best organized to allow meeting of professionals in various disciplines and various position holders in the process of treating the children in conflict with the law and juvenile justice,  who should have the opportunity to meet, get acquainted, exchange experience, discuss the outstanding issues and build the spirit of  unity, thus enabling the system to appear as super-summary effect  of interrelated elements and components based on positive mutual cooperation;

· May I point out once again so that is not held against me, that the Law and Convention on the rights of the child do not exclude the need  to discuss and sharpen all ethical dimensions of working with children in conflict with the law.

II  The Project “Children’s Chance for Change” and Activities of the Juvenile Justice Committee

· Setting up the Committee represents embodiment of the long-lasting demand for establishing a multi-sectoral coordinating body that would encourage, bring together and guide all the activities along the complete range of preventive  measures in the continuum of protection of children in conflict with the law;

· Recognizing the socio-political „moment“, articulating and presenting the idea, and its implementation, no doubt represent significant contribution to the establishment of social mechanisms for long-lasting improvement of the quality and efficiency of social protection of children in conflict with the law;  

· The work carried out to date, particularly enthusiasm and dedication of the Committee members,  and their decision to act as an open forum, enabled synchronized operations of the Committee on two levels: 

· The Committee’s work is intensive, supporting the originated reform initiatives and generating new ones;

· The Committee is committed to systematic work, using all available resources for more precise definition of their own mission and identity, searching for and formalizing efficient procedures and work mechanisms;

· Relying on the thorough insight into the courses and sideways of the JJ system development, full understanding of the existing transitional processes and clearer vision of the future development paths, the Committee has already shown results that justify their establishment and operations. 

The Committee’s open character, especially in view of developing their own identity (place, role, importance and activity area) has reached a point when it is necessary to reconsider possible courses of their future work. Having respect for the competencies of the Committee, and experts potential of its members and associates, I consider completely inappropriate to provide any direct recommendations. However, it seems that the following issues and options might be useful for universal comprehension of the Committee’s possible development courses: 

· Vertical stratification.  Establishing Committees (replicas) on regional and local level. It would result in further promotion of community (society) structure, and allow rounding up of ideas, initiatives and programs on all levels of community organization, from local to macro social scene, which provides for their intensification, operationalization and specification;

· Internal ramification. The Committee may consider the possibility of establishing sub-committees or separate groups of experts who would make in-depth assessment  of specific ideas and initiatives and prepare them for decision-making process at the Committee. Apart from the Committee members, these groups of experts would include and/or be led by most reputable experts in the fields under consideration. Depending on the nature of these issues, the groups may be established as either ad hoc or permanent groups of experts;

· Horizontal dissection. Gradual  alienation and delegation of specific functions. As found necessary and feasible by the separate experts groups, the Committee will suggest and support establishment of stand alone committees, agencies, services etc, so that issue which requires in-depth but lasting and systematic attention could be treated more adequately, and improved in practice. Liberating from specific and tangential issues, that do not fall into  immediate Committee’s field of interest, will secure focused and efficient work on issues that comprise the essence of the Committee’s mission;

· Extension of competences. The Committee will openly accept new issues and assignments, not incorporated by the initial idea and the original plan, which is in line with further development of he Committee, social organizational changes, improved legal, professional and ethical legislation in this area, and the need to “complete the circle”, i.e. to include all issues that secure holistic approach;

· Modeling of democratic principles and procedures. It is the Committee’s obligation not only to promote but also to develop the atmosphere of tolerance, trustworthy cooperation, and understanding.  When considering sensitive and important issues, the Committee will always make sure that all interested and competent parties are heard, in particular those Committee members, experts and community representatives who know or think differently.   

· Planning.  Careful planning, programming of the Committee’s activities will improve its organization and efficiency, preventing that some issues and problems are brought  into focus and the other neglected; the Committee is the outcome of an initiative raised by the CCC Project but the need was soon recognized for extending and modifying its competencies and field of work. This trend is likely to continue in the near future, before the identity, competences and field of work are clearly defined by the Committee. It is the Committee’s duty to make a balanced consideration of all issues within its competence, thus avoiding being overly contaminated  by and focused on one group of questions, however important they might be.  In this way, the Committee will be in position to do something that the others don’t: to create and pursue global policy, to initiate, bring into accord, polish, refine the programmes in sense of their methodology, and prepare comments and suggestions for decision-making bodies and authorities. 

· Participation. With promotion of rights of children in conflict with the law being a trade mark of the CCC Project, and an essential principle of the Committee’s mission, it is time to consider the modes of opening doors to the beneficiaries, and their parents.  The Committee might be in position to consider maturity of the idea and the best ways for establishing  an Association of parents of children in conflict with the law. In this way, the Committee would make further contribution to better adjustment of the community to the needs of children (in conflict with the law) and provide another mechanism of struggle for protection and promotion of the rights of children in conflict with the law;

· Mission statement. The Committee might want to make a more precise definition of its social role, goals and objectives. This (re)definition of the Committee’s identity would make it more recognizable, its role and relations in the present (and future) structure of services for social protection of children in conflict with the law more clearly defined, and  its social promotion improved.

Some suggestions  for Mission Statement definition:

· The Committee manages, coordinates and provides the required resources for prevention and social protection of children and youth in conflict with the law  (offenders and victims, including unattended, lost and exploited children).

· The Committee initiates, coordinates, supports the republic, regional and local communities in their efforts to establish, develop and implement effective and coordinated programmes for prevention and intervention, and to promote the JJ system, in order to enhance security,  make the offenders more reliable, and satisfy the victims; and also to secure treatment and other rehabilitation services according to the  needs and potentials of children and their families.

· The Committee holds regular sessions on quarterly basis, where  all relevant issues related to initiation, encouraging, support, coordination, evaluation are considered, all programs and activities (re)directed,  and suggestions defined for purpose of promoting the policy, new tasks and priorities, which are submitted to the Government in writing once a year for further consideration .

· Structure of the Committee reflects harmony, i.e. equal representation of representatives of particular Governmental and non-governmental agencies and experts representing all disciplines relevant for comprehension and promotion of work with youth.

III
Project “Children’s Chance for Change” and Juvenile Correctional Institution  in Kruševac (JCIK)

· Pilot project: Transformation of Juvenile Correctional Institution in Kruševac (hereinafter: JCIKT) is an integral part of the general project “Children’s Chance for Change” (CCC), and represents a joint effort of UNICEF, Sida and Government of the Republic of Serbia and Montenegro.

· The JCIKT project was initiated and developed as a result of combination of a number of favourable circumstances, such as:

· The need for and possible routes of JCIK transformation were already articulated in the report of UNCIEF’s expert ( Dr. Carol Conragan );

· Starting from these suggestions, and from insight into the state and problems of the Institution, the JCIK management expressed their readiness and initiated activities aimed at restructuring and improvement of the Institution’ operations;

· UNICEF, CP/JJ section provided assistance in creating the concept and methodology of JCIKT subproject and incorporated it into the wider Project  “Children’s Chance for Change”;

· Sida offered their generous sponsorship for the general project, including JCIKT subproject;

· The management and team of experts at the Institution keep searching for additional sources of support and assistance in order to intensify, expand and accelerate the reforms.

· Decision to  incorporate JCIKT into the general CCC Project, inspired by the idea of “de-institutionalization” seemed quite controversial at first sight. Here are the reasons that certify that it was a brave and wise decision:

· JCIK is key institution of the JJ system, and changes introduced in JCIK will definitely bring positive effects to the system of institutions and services dealing with children in conflict with the law;

· JCIK had the reputation of an institution oriented towards discipline-isolation-authoritarianism-repression in treating the youth in conflict with the law. Many experts, including the author of these lines, considered the regime at JCIK more rigid and repressive than that at the Correctional institution for juveniles, where the only punishment against juveniles is executed in SCG.  If nothing else, re-orientation from repressive to rehabilitative treatment will bring lasting relief for great number of young people, who spend  approximately three years in the Institution, as a rule;

· JCIK has considerable multi-disciplinary, educated and professional human resources potential. In the course of their professional development, many of these experts have continuously  maintained and enhanced their professional competence, even at times when they had neither encouragement nor understanding for acquiring new knowledge and skills.  Discharged creative energy, in combination with carefully selected (additional) training and education, might mean that the quality of treatment at the Institution will considerably improve, as will  the well-being of juveniles and satisfaction of the staff;  

· As mentioned earlier, JCIK treats the most complex cases, i.e. young people with behavioural disorders, often accompanied with other problems (development, psychological, mental-hygiene problems, etc);

· JCIK reform will contribute to “de-institutionalization”, i.e. gradual decrease of number of juveniles in institutions, which means that those   who still have to be institutionalized in JCIK, will be a highly selected group with even more complex problems.  Preparations for dealing with such a demanding population of juveniles should start without delay, and that is why this Project is so important;

· The attempts were made on several occasions to improve the work at JCIK, all of them mainly of cosmetic and ephemeral character. One of chief obstacles for introducing changes was rigid  attitude of the previous Institution management, and their intention to protect the society from the children in conflict with the law, instead of helping to bring about better social protection of children in conflict with the law, (as well).  The JCIK managers were preoccupied with pleasing (local and republic) political structures, by keeping order and peace at the Institution, following the  principles in effect in the penal institutions for adults.

· As far as I know, this is the first time that the Institution management is truly dedicated to introducing fundamental and lasting changes, in the interest of all parties involved: children and their families, local and wider community. That is why this Project could be characterized as groundbreaking (revolutionary), which should be taken advantage of by all means.

· JCIKT goals and objectives  are rather broadly based, and defined as: promotion (better quality) of psycho-social care (rehabilitative and reintegration programmes) and protection of youth during their stay at JCIK, which means promotion and improvement of the rights of children in conflict with the law, encouraging development of pro-social orientation, attitudes and behaviours, reduced incidence, duration and severity of offences and lower recidivism rate with children in conflict with the law.

· JCIKT components. At least in its initial form, and with the intention to incorporate as many aspects of JCIK programme as possible, the Project’s operations were organized through several delimited (specified) Project activities, brought together by the general leading idea of promoting the rights of children through better quality treatment at JCIK.  These (priority) JCIK activities or components include :

· Identification of priorities and development of strategies for enhanced practice within each JCIK department and service, directly involved with treatment of youth, and more specifically:

· Introduction of principle of Behavioural Management (hereinafter: BM);

· Education of staff for implementation of Cognitive-Behavioural orientation (hereinafter: CB); 

· Methodology presentation, training and implementation;

· Introduction of victim/offender mediation and establishing Mediation Centre (hereinafter: MC);

· Development of training programmes and building pro-social and life skills;

· Improvement of procedures and methodology for evaluation of needs and treatment potentials;

· Improvement of treatment procedures and methodologies;

· Building relations between reform processes and activities at JCIK with similar activities in the local and wider community, particularly programs of Mobile outreach teams and appropriate projects undertaken by the Social Innovations Fund.

· As clearly outlined in the supporting documents, JCIKT Project was established on rather broad, open and development grounds, so that at least at  its first stage, central responsibility for the project’s further course and effects was focused on activities defined as: “Priority identification and creating strategies for building practice...” . which is partly a reflection of the fact that in its early stages, the Project and its activities were  “comprised of components which did not form an integrated whole”, meaning that “bottom to top” strategy was applied, starting from the components which were concrete, definitely important and necessary towards  the search for future JCIK identity, recognition of its character and final reorganization and re-conceptualization.

· Within several years in the past, JCIK has undergone a series of positive changes in all areas, which include:

· Different attitude towards juveniles, purpose of their stay at JCIK, JCIK mission within the community and the life of the juveniles.  Powerful impact of the concepts of restorative justice, child rights and orientation to positive, healthy, growth and development;

· Openness to new ideas, methods and strategies and full commitment to introducing changes, enhancements and fundamental reforms;

· Readiness to help and good cooperation with the system institutions, local and international NGOs;

· Willingness for open exchange of experiences, readiness to expose their work, dilemmas and development programs to professional, local and international public scrutiny, and also to accept suggestions, good practice and efficient solutions experienced by other institutions, including international ones;

· Structural changes, including functional reorganization of departments and services;

· Program innovations including inauguration of Mediation Centre, introduction of clear educational and living environment structure  (system of points and levels) at the JCIK and establishing close collaboration with mobile outreach teams aimed at establishing relations with the community.

· In my opinion, through the CCC Project and beyond it, JCIK has achieved so many essential changes, breakthroughs and qualitative enhancements, not accomplished over the period of the last fifteen years all together. I am afraid that there still remains the remark that the whole Project lacks precise strategic planning, starting from more definite shape of the Institution’s vision (its place within the system, mission, internal organization and conceptual and program orientation). This planning should allow for preparation of short-term action plans, with strict definition of priorities and mechanisms of establishing dynamic, development and reciprocal mutual relationships of specific components and their relation to the whole. Versatile Project and other activities seem to move into several different directions simultaneously, hoping to reach the same point one day. Will they? JCIK is not what it used to be, but still not sure what it should look like.  General suggestion for UNICEF and the Project team and JCIK management is that the process of upgrading should continue but attention should be paid primarily to building development strategy  and to priorities which do not depend on development courses and strategy of the Institution (such as rights, security, living conditions in general, etc.).

A.   Brief Analysis of JCIKT Components

1. Participatory Methodology

· Presentation of concepts and participatory methodology practice without doubt makes an essential prerequisite of good-quality JCIK reform, for at least three  reasons:

· Participatory methodology represents an issue (offspring), and expression of a general human right (children as well) to self-determination, so promotion of the rights of children is the leading idea of the general CCC Project, with JCIKT being its integral part;

· Participatory methodology is an approach, not included in the previous JCIK practice.  On the contrary.  This sort of practice, as we can well imagine, was far from being part of JCIK’s work methods as it was previously organized according to the principle of typical military subordination. Introducing participatory methods into a typically authoritarian, and to put it mildly, paternal environment, was a good choice, as it directly subverted the grounds of an authoritarian  fortress that needed destruction, in order to establish new value system, new methodology and open opportunities for new concepts, approaches and methodology;

· Participatory methodology also opened opportunities for creative contribution of the staff, who managed to get free and learn to “participate” in the reform and JCIK functions. It enabled the unemployed staff potentials to wake up, get activated and be used in the best possible way.

Education of personnel in implementing participatory approach in treating children, their extended training and supervision, were conducted on highly professional level, with more than visible changes, which include:

· Different approach and balance of forces in the JCIK power hierarchy;

· Changed attitude of the personnel towards themselves, their position and role, and also assuming part of responsibility and proactive role in the reform activities;

· More clear focus on juveniles and their rights;

· Promotion of juveniles, from passive beneficiaries of assistance into active partner of their own revival.

The grapes of  the activities directed at subverting “authority and paternalism” and the achievements made, have opened doors for better acceptance of the concepts promoting rights of children, particularly visible in the activities of JCIK reform groups. 

2. Mediation Centre (MC) – Victim/Offender Mediation (VOM)

The sub-project and all the activities related to it, from the idea (Carol Conragan) of introducing diversion schemes and mediation in the city of Niš, and a brave decision to implement mediation in JCIK, previously fully committed to classical criminal and legal repressive scheme (offence-punishment), deserves both credit and esteem. 
Education on the whole (selection of instructors, intensity and duration, organization and methodology, extended support by UNICEF consultants) is an example of efficient training in line with the highest world standards. The most important thing is that the participants themselves are deeply aware of the benefits of this education, and are very grateful for being part of the Project.

During discussions held at JCIK, all the participants in the education demonstrated high degree of awareness with respect to improvement of knowledge and skills in the course of education. It is essential that all participants were capable to clearly express their perceptions and feelings with respect to changes (intellectual, emotional and behavioural) they had gone through as human beings and professionals, and which surpassed the results of their direct engagement in the mediation process. 

Mediation Center, established at JCIK, has not only a historical significance, but also represents one of the corner stones of the new spirit and concepts, which fits into the general concept of the CC Project on one side, and serves as backbone and basis for further amendment of the concept and direct JCIK activities, on the other. The fact that experts outside JCIK rally around the MC is an example of establishing the bridges of cooperation with the local community, so much missed by both parties for such a long time.

3. Behavioural Management (BM )- The System of Points  and Levels 

      BM, no doubt, represents one of fundamental and permeative methodology innovations in JCIK re-conceptualization. The history of JCIK development marks the attempts to introduce BM principles through  maintenance of so called vertical-progressive  system. Similar experience based on the system of points has been registered lately in the activities of the closed ward. New BM represents methodologically refined and empirically verified version of establishing the structure of living, educational and therapeutical environment in the JCIK.  The existence of a clear, multi-layer structure is important for an institution dealing with the juveniles whose inability to enjoy the benefits of relative absence of structure in the free environment is evident. This structure enables the juveniles to  make progress through learning, respect of regulations and norms and by meeting expectations, thus acquiring more freedom, privileges and independence, and gradually assuming responsibility for their own development and behaviour. So far, BM has been presented and explained. Important work and progress have been made in developing structure and elements of the future comprehensive BM system. By spring 2006, the system is expected to be established and brought into compliance with other reform components, especially with new house rules and daily activities schedule.
4. Cognitive-Behavioural  Approach (CB)


Two education cycles in CB approach enabled the personnel to acquire knowledge  and practice in applying methods and techniques empirically verified as efficient precisely in working with juveniles who have similar problems to those of juveniles institutionalized in JCIK. 
Additional importance of this choice and education is that CK and BM are interrelated, which increases coherency and certainty that this new treatment orientation will take deep roots.

The children demonstrated capacity to use the comprehended CB schemes and skills even beyond the “therapeutic situation”, which I consider very encouraging (while talking with children included in the programme).

I believe that further Project development, with BM and CB approaches well established,  will open opportunities for gaining competence in other general approaches, which should intensify and extend the menu of “offers”, and enable  the correctional officers and counselors to progress further in the direction which understands respect for their right to choose, personal preferences and professional authenticity.

5. Mobile Outreach Teams and JCIK


Mobile outreach teams for work with children in conflict with the law are the example of initiated cooperation between the governmental and non-governmental sector, which should, in the period to come, fill in the empty space not “covered” by the existing institutions and services within the system, and develop programs to bridge the gap between the presently opposed “institutional” and “non-institutional” treatment of children in conflict with the law. 

In terms of JCIKT project, one of its crucial objectives refers to the need to improve its practice which will result in closing  both JCIK gates from the outside: the admission and the release gate of the institution. 

In developing their practice focused on children at risk, mobile outreach teams have already proved themselves as a serious and efficient partner in safeguarding the admission gates into the JJ system by diverting i.e. re-directing the youth, and keeping them far away from entry into the system of sanctions and institutions.

Mobile outreach teams  are also asserted as an option with practically unlimited possibilities for improving the quality of protection of juveniles who are on their way to or have already been ordered to JCIK. 

Contribution of mobile outreach teams is demonstrated in three prime areas:

· To maintain and improve relations of juveniles with their families, relatives, friends and domicile local community (preservation of social roots);

· To build social and educational capacity of the juvenile’s families in order to make them capable to accept the juvenile for care and support, thus allowing his/her early release from JCIK;

· To establish and develop a broad range of ”inclusive activities” within immediate JCIK environment, in order to mitigate the effect of “institutionalization and isolation”, i.e. practice the learned life skills and maintain connection with the outside world   (social integration perseverance);

· To provide support, assistance and monitoring while visiting their homes or families, especially during intensive preparations for release.

Finally, mobile outreach teams may not only become an important factor for JCIK, other institutions and Centres for social work (CSW),  when it comes to intensive preparations and arrangements for accepting the child  after leaving the Institution, but also central conceptual and methodological issue in establishing social reintegration on modern methodological, empirical and verified grounds.

As far as I could see, it seems that main dilemma does not refer to the willingness of Mobile outreach teams to assume responsibility for such a complex set of assignments. It is more the question of reluctance of JCIK, CSW and the Court to “jump” more openly into the adventure of working with  NGO.  Set of sub-laws which should be prepared and enacted in spring 2006, should definitely include and stipulate the issues related to Mobile outreach teams and similar organizations and programmes, in order to enable the children and their families to enjoy the benefits of such an option.

B.  General Suggestions for Improving the Work on JCIK Project

My principal remark, and therefore recommendation,  refers to the prime task (JCIKT) of this sub-project: Priority identification and strategy development allowing promotion of practice in each JCIK department and service directly treating the youth. I deem that the historic chance  that JCIK has got and created will be properly used provided its vision gets crystallized as soon as possible, and the courses, strategies and stages of further JCIK development get their concrete and operational form. The first set of suggestions is focused on these issues, and in my opinion, this job could be finalized during spring and summer 2006. It should also be noted that this task requires more efforts than the Institution managements and Team of experts could do together, even with the assistance of UNICEF team, and full support of the Committee. This job requires broader base of consultations that should integrate  the wisdom and experiences of experts of similar institutions in the country and its neighborhood, but also of foreign experts who should be asked to present their experiences, and also to contemplate about and suggest solutions for JCIK as a whole.  In that respect, I am inclined to suggest an international conference to be organized at JCIK, focused on the organization and methodology in the institutions of similar type and character to that of JCIK. 

1. Overview and Analysis of the Road Taken so Far

     At this stage of Project activities, when new issues and perspectives are being open, it seems wise to take a look back, i.e  to make another analysis of JCIK development, starting from the time of its foundation, to date. Namely, it is a well known fact that in the very beginnings of its existence (when the Institution was under competence of the Ministry of the Interior, Minister Mr. Slobodan Penezić-Krcun) work at the Institution was based on socio-pedagogic model (softer version of Makarenko model). The Institution Manager and his family used to live within the “grounds” of the Institution. The Institution was guarded, mainly from external intrusions, by the juveniles themselves, and vocational training (trades) was very well organized, so that parents of children living in the neighborhood used to ask the Manager to admit their children to be trained in the Institution. As the time passed, that “romanticized and utopist” idea had melted away and the Institution gradually transformed into a repressive institution, based on “vertical-progressive” system, isolation (outside and inside), strict disciplinary measures (inflation of punishment, many cases of the juveniles hurting themselves, and excessive strikes), and rigid authoritarianism (one-way management based on subordination). Careful and open analysis of documents and records may result in learning certain lessons and avoiding the mistakes from the past, and also in easier extraction of specific positive experiences, programmes suggested ahead of time or under inappropriate circumstances. With some suitable adjustments these experiences could well be applied today. The other face of “vertical and progressive” system should be reconsidered, especially the experiment of the system of points created several years ago in the ZO, which, and according to my understanding, also exists in a computerized version. This especially having in mind that the suggested BM lays on similar theoretical principles as the “vertical progressive” system, and it could be expected that the old experience tend to absorb and possibly compromise the new idea.  It would not only save time but also support the spirit of JCIK authenticity, creative efforts of the personnel would be acknowledged and their further work on innovations and projects stimulated. This survey of JCIK foundation and development, rises and falls may help in creating a clearer definition of JCIK’s place within the system of related institutions, define its “mission” and character and get a more accurate assessment of its capacities and the pace of anticipated changes. Separate part of this survey should include the analysis of the course and achievements of reform processes within the CCC Project, regardless of the fact that progress evaluations of this type have already been made.
2. JCIK and Social Community

     JCIK is unique and major institution within the system of institutions and services treating children in conflict with the law in Serbia.  Changes being underway in the social community, criminal and legal legislation, JCIK itself and indicated development courses (transformation) of institutions working with children and youth in Serbia, demand that JCIK makes a serious analysis of its place and role in the complex and changing social context. This analysis should  comprise at least the following aspects:
· JCIK place and role in the present and future (ideally envisioned) system of institutions and services treating children in conflict with the law;

· JCIK place and role in the overall system of institutions (in line with the strategies for their transformation) for social protection of children and youth;

· JCIK place and role,  especially the degree of its integration (quality of its interrelation with the community) in the local community – Kruševac. It is of special importance that all possibilities for improving cooperation with the local community are considered in the manner that directly demonstrates good will and JCIK’s potentials to facilitate, provide assistance and promote the efforts of the local community to resolve specific issues and problems (build the bridges of cooperation, promote latent and correct conflicting initiatives and relations, open new opportunities, offer new programmes, etc.);

· JCIK relations with the MoJ, the Committee, the Court, prosecution, legal counseling service, CSW, children’s parents, etc.).

This, basically ecologic mapping and analysis should establish new JCIK identity of an „open system“ functioning and developing by maintaining  intensive, development oriented and dynamic, reciprocal relations with the community, which represents its environment, partner and beneficiary.

3.  Re-Conceptualization and Restructuring of JCIK  and its Programmes

  
The most important aspect of this reconsideration definitely refers to (re)definition of the JCIK’s character, its mission,  conceptual frameworks (theory and methodology), internal organization and special programmes maintained by JCIK

.
CCC Project was initiated with the idea of fundamental restructuring and promotion of JCK work. Programming activities and obvious achievements of JCIK have already created base and imposed an obligation for upgrading – JCIK re-conceptualization. On its way towards building its own identity, JCIK will have to take a long path, which understands re-conceptualization and reorganization cycles, and methodology refinement along a progressive spiral path. It seems that time has come to undertake such a  venture.  Wording, i.e. starting point already drafted by JCIK team, according to my belief, should be reworked so that it includes at lest the following components:  

· Definition of JCIK character and mission, its social role and importance, definition of social mission entrusted to this Institution, and method of implementation of this social task, adopted by the Institution;  

· Short history and projection of JCIK further development;

· Basic JCIK concept (theoretical and methodological framework). (Precisely) what theoretical positions and methodological strategies are built in the JCIK’s foundations. This should produce an impression that the Institution is laid on recognizable theoretical grounds, which are then logically and coherently dispersed into separate approaches, tasks, models, methods and procedures.

· Basic principles of educational-therapeutical-educational work

· Basic theoretical conceptions serving as grounds for educational and therapeutic work at JCIK

· Basic educational-therapeutic atmosphere and partnership within the Institution, type of child-correctional officer-counselor relation

· Structure model and levels of restriction-stimulation at JCIK

· Components of educational-therapeutic work (health care protection, education, vocational training and labour; educational and therapeutic work with the families of juveniles....)

· Basic models of educational and therapeutic work, (Individual, family, group)

· Special programmes offered to the juveniles;

· JCIK organization

· Wards (departments)

· Services-programmes

· House rules

· Daily schedule

· Juveniles

· Number and  “frequency”

· Basic characteristics

· Assessment of possible changes related to number of juveniles in the future, their influx and characteristics 

· Protection and promotion of the rights of institutionalized children

· Parents and relatives of children

· Personnel

· Number

· Specialization profile

· Competency

· Personnel assignment by departments and services

· JCIK management, monitoring and supervision system

· Fiscal aspects

· Sources of JCIK activities funding

· Internal economy

· Possibilities of improvement and providing additional financial support.

JCIK has definitely abandoned the old patterns, is in the process of building new ones,  and lives and works in dynamic transition of the presence (transition), with all advantages and challenges brought by any transition. That is why a compass is needed, or at least a guiding star, anything that could show the way to all the actors and serve as primary evaluation principle for the achieved results, selection and definition of priorities  for new initiatives and programmes. In this last third of the three-year Project cycle,  compression, integration and harmonization of subprograms is of high importance, and also their integration into existing JCIK functions, while taking into account long-range projection and development strategies.  Principles to be developed and put into practice point to the skill of implementing what is real  (“could be”) out of something  presently existing (“is”) and the ideal (“should be”).

4. Projection of JCIK Long-Range Development

    
JCIK is in position once again to set courses and strategies of its further development, with the assistance of UNICEF and its partners network. This is made possible primarily due to proactive approach of the Institution management, who did not wait for “something to happen” and the solutions to “drop down from the sky”, but searched for potential improvements, asked for encouragement and support from MoJ, (I)NGO, thus opening wide options, providing necessary financial resources, accepting professional consultants and having an open and sincere collaboration while working on programmes  specified within the CCC Project.  All this has substantially changed the atmosphere at JCIK, and put the question: “where does it lead”, i.e. what is it JCIK wants to achieve in the future? Consequently, JCIK is no more in position to choose, but has to deal with the following issues.
· To define long-range goals. Setting development framework does not mean that precise definition of the profile and character of future JCIK is now needed. However, options and perspectives might be open for development of a modern institution (institute rather than institution), not restricted by what was done before, and what is being done at this moment. Development of services should be considered, such as:

· Research (well, well, analysis to start with);

· Providing diagnostic services to the local community, region, including observation and forensic evaluation in cases of abuse, judicial expertise, etc.

· Providing services of group therapeutic work in institutions within the system, so that JCIK experts visit other institutions once a week, or when necessary, and manage groups or do other types of highly specialized counseling-therapeutic interventions;

· Opening several programmes, such as half-way houses, not only in Kruševac, but also in Belgrade, Niš, Novi Sad, etc.;

· Organizing regular regional conferences, including “neighbouring countries”;

· Organizing international professional conferences;

· Development of preventive programmes, development methodology of pro-social, life and other skills in collaboration with other institutions;

· Serve as basis for practical work of students of psychology, Faculty of special education and rehabilitation and Faculty of political sciences (Major Social Work).

· To set priorities and define short-term goals and objectives;

· To define present position as related to the projected long-range, short-range and current Project activities;

· To draft JCIK’s future profile and character, so that this ideally envisioned Institution serves as guide for selection of initiatives and setting sub-programs.

5. JCIK Future Development Strategy


On the basis of the foregoing evaluation, and with the help of UNICEF JJ Team and other institutions and individuals, JCIK should build clear development strategy, including in the first place definition of ideal JCIK concept, setting priorities, timing, definition of the next steps and mutual program activities harmonization, so that  the actions undertaken today do not block potentials for further development heading towards long-range goals. This job should serve as basis for preparation  of argumented draft project covering the coming three-year cycle.
C. Suggestions for Promotion of JCIKT Project as Integral Component of the “Children’s Chance for Change” Project.  

1. Harmonization and Coherence  


JCIK reform activities need to be harmonized with the promotion trends of JJ system as a whole. Considering that further legislation (sub-laws) redesign  is expected in spring, the activities about JCIK should be tuned with building, definition and settling in of the general legislation. Still, critical attention should be paid to maintaining internal coherence of the CCC Project, allowing Project segments and aspects to develop as synchronously as possible in order to secure achievement of the expected results. It should be taken into account that upgraded JCIK programs, deriving from the Project, are as coherent as possible with the JCIK regular activities. If the Project (pilot) programs are developed independently, it might happen that new programs are alienated as corpus alineum or that the degree of discrepancy and dissonance between the Project activities and regular activities causes interfering and paralyzes further course of changes.

2. Harmonization of Behavioural Management, House Rules and Daily Schedule

   
Activities on developing and establishing Behavioural Management have progressed considerably but their finalization demands harmonization with the JCIK house rules and daily schedule. It is therefore necessary that at least preliminary wording of the house rules and daily schedule is drafted as quickly as possible in order to enable harmonization of specific categories, formulations and procedures on all three levels. Project team will do good to carefully plan activities on all three levels during spring 2006, so that second half of the year is left for implementation of the three mechanisms which determine the structure, life and activities of the Institution. Any delay in that respect might have immeasurable consequences for each of the three regulatory  mechanisms, and JCIK as a whole.
3. The System of Points and Levels – Behavioural Management (BM)

    
BM has been selected as a suitable methodological framework for an institution as JCIK. Such a system provides clear structure, definition of rules, expectations  and simple procedures laid on the grounds of  objectively measurable criteria. According to the expectations, BM will have the role of an external organizer (“ring around the barrel”) which should compensate the lack of the juvenile’s self-control and encourage him/her to, having met basic expectations, gradually progress from the lower “level” to the higher “levels” of liberty, independence and self-reliance.  

However, BM is just an option for establishing the structure of the program’s living environment,  and its educational-therapeutic environment, where the model selected by and developed at the JCIK is just a version of BM articulation. The consequences listed below derive from that fact, and should be taken into account:

· It would be wise to take into consideration other theoretical-methodological options as well (Disciplinary-isolation-authoritarian model; vertical-progressive-gradual model; socio-pedagogical model focused on the educational group – totalitarian (I–We); socio-pedagogical child-centered model  (I-You-We), individual-pedagogical-therapeutic model, and also a range of “special” models, so that the model selected for JCIK may be comprehended and evaluated within the broader conceptual-methodological context. The experts in this discipline are firmly assured that all real models include the elements of various theoretical and methodological models. Since some of these models are mutually incompatible and produce paralyzing, even harmful effect to each other, it is advisable to get familiar with all the models in order to carefully  select wheat from the chaff” and bring together the diversities; 

· It would also be wise to take into account all the advantages and disadvantages of the selected model which should allow for selection of solutions and development of strategies that emphasize the advantages and minimize disadvantages  in the process of specifying details of the selected model. For example, progressive model tend to regress to the positions of vulgar behaviourism and become a form of force and training or to slip even further into the position of disciplinary-isolation-authoritarian model (where it originates from), thus loosing any connection with the concept of restorative justice, rights of children, ecologic-development model and other undisputable commitments  of the CCC Project;

· The fact that for some time “vertical-progressive” system used to be dominant organizational model of educational work at JCIK, should also be considered, and that not long time ago attempts were made to restore, upgrade and even computerize that system. In my opinion, it would be wise to reconsider all these experiences and the reasons why they have not survived, to learn the lessons and possibly keep the parts that could be integrated into the new concept, for purpose of saving time and energy and avoiding “rediscovery of the fourth wheel” and its position of a radical methodological innovation;

· Summarizing all the characteristics of the modern concept of methodologically refined BM, drives to conclusion  that with this model the focus of attention and work with individual needs and capacities of a juvenile, and assistance in obtaining an adequate degree of self-control is shifted to the (external) management of his behaviour and work with educational group. BM creates conditions for this type of educational-therapeutic work, which promotes self-control, development, self-actualization, but is not self-sufficient. 

4. Completed Educational-Therapeutic Framework  (BM and CM)

  
For reasons already explained above, and in respect of JCIK mission and characteristics of juvenile population, educational-therapeutic work should be carried out synchronously, along two parallel lines: 
· Work with educational group in its living environment, including all the activities defined by the House rules and JCIK Daily schedule activities, based on BM system;

· Direct work with juveniles, their conduct, counseling (individual, group, family), including coordination of all activities and factors directly or indirectly engaged in the juvenile’s reorganization;

Structure, permissiveness, control and self-control, freedom and responsibility, BM and case management are complementary concepts and approaches producing the best results when its implementation is synchronized and harmonized with the capacities of each individual juvenile; 

I am free to recommend that program of individual and individualized case management be initiated right now as BM complementary approach (Case Management). The objectives of the Case Management are: 

· To bring into focus the juvenile and his/her specific needs and capacities, and motivation for change,

· To develop close relations of mutual confidence and collaboration among all actors: juveniles, parents, JCIK personnel, CSW, mobile outreach teams, Juvenile Judge, physician and other professionals participating in the juvenile’s treatment, as necessary;

· Systematic work on resolving the juvenile’s basic problems;

· To enhance self-control, self-respect and capacity to (re)integrate into the domicile social community;

· To develop responsible behaviour.

Having in mind that the work on establishing BM system has already progressed, it seems natural that the first step should be to finalize this important job and establish the structure of living and educational-therapeutic environment, and then to proceed with serious and intensified counseling-therapeutic work based on CM principles.

Provided this concept is accepted, present educational personnel will be divided in two categories in  the near future (perhaps the next three-year period):

· Correctional officers who will take care of educational groups (living communities), responsible for BM and all activities related to house rules, daily schedule, etc.

· Personal officers-counselors – case managers who will take complete care of a specified number of juveniles (12-15) from beginning to end, apply all necessary forms of counseling and therapeutic work with their clients, prepare monthly, quarterly and six-months reports, reviews, organize admission and release, etc; 

In that case it is necessary to make the following preparatory work in due time:

· Select correctional officers and others (psychiatrists, social workers, etc.) who have inclinations, wishes and adequate education and experience for “clinic” counseling;

· Educate that group of professionals to perform good quality case management, including:

· Methods of individual case work;

· Methods of family work  (family therapy);

· Methods of group counseling.

It need not mentioning that only this type of developed and diversified educational-therapeutic work could meet initial requirement of the CCC Project to develop a “comprehensive” treatment.

Once again, it is the matter of UNICEF JJ team, JCIK management and professional staff to make careful evaluation whether this concept of future work will be accepted. If they do accept it,  priorities, logic and natural schedule of activities should be defined within the next one year period  (by the end of 2006) or in the extended three-year period (2006-2009).

5. Rationalized Admission, Assessment and Planning


A key element which should secure more efficient transit of juveniles from the moment they are admitted to leaving the Institution (shorter stay in the Institution) refers to rationalized procedures and methods for admission, evaluation of the juvenile’s needs and/or his/her personality and setting the treatment plan and programme. The sooner the individualized general treatment plan is made, the better, and more time is left for work on helping the juveniles to overcome their problems, enhance their behaviour, degree of self-control and readiness to reintegrate into the community. Secondly, having introduced CM, one-month team revisions of the program treatment should be made and also  provisional general treatment plan for leaving the admission department. This plan and program should not pretend to be perfect and non-changeable. On the contrary, it has to be continuously modified, upgraded and individualized in accordance with the progress made by the juvenile under treatment. Finally, the planning is participative, which means that not only professional at the admission department participate in treatment plan adoption (at the conference), but also the juvenile, his/her parents, probation officer, CSW representative and, of course, the Judge. Treatment plan thus has the role of participation and coordination of all parties involved in the juvenile treatment and represents a flexible, alive document which reflects the achieved results.
6.  Providing Regular Information    


The CCC Project at JCIK  is carried out through UNICEF consultants who closely collaborate with the Institution management and the selected personnel group. It seems that the degree of cooperation and mutual understanding is on enviable level. However, JCIK juveniles and the personnel who, for various reasons, is not included in the reform working groups, accept this transition (“leaving the old, and the new has not yet been built”) with ambivalence and expressed need to be more adequately informed of the objectives and course of changes. It is my general impression that those who did not want to be included in the changes, now understand that “it is not a joke”, and that it is the last moment to jump into the moving car. Project team should find the most adequate way (maybe a bulletin) to regularly inform complete JCIK personnel about the changes, so that they can be kept together, thus increasing the chances for accepting the project results as  shared and lasting changes.
As for providing information for the juveniles, the issue seems even more important, considering the fact that they are impatient, tend to see things from their own angle and develop unrealistic expectations that might lately complicate acceptance of BM system.

Finally, systematic, planned and centered disclosure of information should include the local community and Serbian professional community as well. The fact that something is going on at JCIK is well known, but these information are sporadic, partial and ad hoc based. Efficient information will provide transparency, better understanding of the course of changes and secure wider supporting base. 

7. Focus on the Outcome

    
Instead of looking into the past (what, how and why has happened) or the process itself (what, how and why  will something be done), from the very start, modern treatment of children and youth is focused on the outcome, on preparations for the child’s release and social reintegration. Integral component of the general treatment plan is the release plan scheme, and post-institutional integration of juveniles, based on criteria that he/she has to meet in order to have their release taken into consideration. As the treatment progresses, the initial release plan scheme is upgraded, operationalized and concretized or amended. That is how all efforts and activities have just one justified direction and course – social reintegration of the juvenile.  As a result, such an approach is focused on meeting criteria and creating conditions for release and social reintegration, and not on  limitless treatment extension at the Institution. Focus on the purpose and possibility of tracing his/her own treatment, represents a powerful, motivating factor for the juvenile, his/her acceptance of the treatment and its progress. 
8. Intensified Orientation to Positive Strengths
      One of central points in the future JCIK work should be consistent orientation to healthy aspects, development, potentials and personal strengths of the juvenile and his/her parents. This orientation should be visible from the very beginnings of work with the juvenile, from the admission to post-institutionalized reception, and should be manifested in the attempt to reveal, stimulate and develop the juvenile’s strengths, and the strengths of his/her parents in order to allow the juvenile to acquire capacity to  stand on his/her feet and  resist the challenges of living a free life within the community. Orientation towards positive comprises and rationalizes use of the existing resources of family, domicile and local community. The Institution need not include all the programmes within “its grounds”. Cooperation with the environment is sufficient, and will make the existing resources available to the juveniles at the Institution.
9. Increased Emphasis and Extended Menu of Stimulating Measures

     
In accordance with orientation to strengths and potentials, the requirement is made that the juvenile should not be caught in making mistakes, and then punished, but should be placed in “educational situations” allowing him/her to be successful.  The environment with variety of the most attractive simulative measures has a powerful motivating effect, and inspires the juvenile to do what should be done in order to enjoy such simulative measures, appropriate to his/her age. The change is more likely to take place if it resorts to development of natural potentials, then if fixed to repression or suppressing the negative sides.
10. Intensified Educational-Therapeutic and Living Environment

      One of the fiercest criticisms of all institutions refers to the impoverished, static, artificial and hollow living environment. Most juveniles come from families and environments with impoverished, non-stimulating and often compromising living environments. As the juveniles at JCIK are young people in their development stage, they may, if placed in the improved living environment, partly or fully compensate what they were deprived of. To tell the truth, living environment that the JCIK juveniles are exposed to, is still quite impoverished and non-stimulating. It is difficult to expect therefore that any “special methods and prgorammes” may compensate all that daily living environment does not support. JCIK will do good to prepare, with the assistance of UNICEF, a well-grounded argumentation of the reasons for investing certain funds  needed for creating a more human living environment and stimulating educational-therapeutic environment for juveniles. It is clear that higher degree and longer period of disorder and previous deprivation and trauma means greater need for compensating-simulative mechanisms. The population admitted and treated at JCIK is just that kind of deprived population of juveniles whose development package should be rounded up, before they return to their families and to the community. Whatever the pace of the reform process, it should not be expected that the juveniles will stay at JCIK less than 1.5 years. It is a long time for being exposed to deadly consequences of impoverished environment, and at the same time a substantial period to compensate the omitted by creating simulative and more sophisticated environment.
11. Building Capacity of ”the Guards” for Efficient Physical Management

    
Exclusion of batons for guards is the expression of personal courage and determined commitment of the Manager to bring into practice more human treatment of  juveniles and protection of their rights.  This act has resulted in considerably lower tensions at JCIK, the juveniles not feeling threatened any more, and for the time being, it is an evident proof that control could be achieved without applying the instruments of force and coercion. This act has at the same time caused controversial reactions among the security officers, especially those trained to use power, force and coercion. This situation is burdened with potential incidents  and could be taken as an argument not only against banishment of the use of batons but also against other Project elements on the whole. Whatever the case, it is evident that the real need exists, to be even emphasized by inauguration of BM system (especially when the juveniles start to “loose the earned degree of privileges”) to physically subdue (deescalate) the juveniles who may harm themselves, their inmates or the personnel. The security officers who were trained to use batons are in urgent need of good quality training in physical management of irritated juveniles, in accordance with the European and world standards. I would accentuate moral principles and elimination of abuse by  means of BM. Not until this decision is brought, this service will be able to transform from a guarding-security service into a service playing educational-therapeutic role in treating juveniles. 
12. Training for Intervention in Crisis  Situations

      The complete JCIK staff who is in direct contact with juveniles should be trained to manage serious crisis situations. These interventions are designed to produce preventive effects in terms of applying a set of incremental interventions, depending on the team and crisis intensity of the juvenile, and his/her capacity to use the assistance of personnel to calm down and recover the previous functional level. These interventions start from training the juveniles themselves to apply self-control techniques and to help others to calm down, to continue with techniques of verbal pacifying the juveniles by the staff, by applying “time out” procedures and incremental procedures of physical management, followed by “clinical support”. V/O mediation is an exceptional method but it comes post festum, crisis interventions are effective at the moment of crisis and they prevent escalation.
13. Intensive Family Work

      Orientation towards the outcome  does not normally count  on changes achievable with re-socialization of juveniles while they are at the Institution, but also aimed at direct work with their families. Intensive family work may help  improve educational competencies of the family by allowing early release, even of the juveniles who are no quite “well trained”, provided their families have achieved such a degree of organization and have developed appropriate skills that may compensate certain degree of the juvenile’s instability.  Positive outcome of the treatment – release and return to the juvenile’s family may be achieved by changing the juvenile and/or his/her family. No one is entitled to deprive the juvenile of such an opportunity. Apart from the familiar methods of work with families, there are models especially designed for and verified in working with juveniles and families within institutions, and also those that are used outside institutions, with population at risk or during reintegration process.
14. Encouraged Introduction of Group Counseling

      Group is a natural environment where young people feel good, can express themselves rather easily and undergo changes. With respect to further development of practice at JCIK, in addition to group treatment (work with educational group, primarily aimed at improving functioning of a group as whole, with secondary effect  of improving functioning of an individual within such an enhanced group)  it is necessary to introduce group treatment (primary objective to enhance functioning of an individual, the group being just the instrument), particularly the form based on development of (pro) social skills, problem solving skills, etc. JCIK could develop a series of open groups for all juveniles, and a set of closed counseling groups dealing with special problems and issues.


15. Open Doors to Mediation 

Considerable time, energy and funds were spent for training professionals and developing CM models. The results are fascinating, and it is a real pity that such an opportunity is not used with the Institution to a greater extent. The period to come should bring intensive work on promotion of mediation and developing procedures and mechanisms for informing the juveniles and personnel about advantages of such a method of settling conflicts. Potential benefits of this exceptional programme are practically immeasurable and should be used as soon as possible and to the greatest possible extent.


16. Developed Inclusive Programmes

      The more JCIK improves its relations with the local community and makes them reciprocal, the more possibilities will open for various types of “inclusive” programmes, i.e. programmes and activities  to be implemented by the juveniles in the local community, or with their peers of that community. This would be the way to neutralize one of the gravest criticism of these institutions – social isolation, rejection and lack of experience with pro-social peers, for the benefit of juveniles, and with no risk for the local community.

17. Activated Cooperation with Mobile Outreach Teams

      Mobile outreach teams are great contribution to one of the weakest points in treating children within the Institution  environment – cooperation with the family and local and domicile community. Mobile outreach teams are the ones who can help the juvenile’s family, in cooperation with domicile CSW and JCIK staff, to reorganize and gain competency for taking full care of the juvenile, or at least to provide strong support to the juvenile’s reorganization and subsequent social reintegration. If mobile outreach teams accept and develop methodology of work known as wraparound, they will become key actors standing on both JCIK gates, inclusion and exclusion gate, preventing a number of young people from entering the JCIK and allowing those who have entered not to return to JCIK or a similar system. JCIK gates should be opened to mobile outreach teams in order to let them provide assistance in closing these gates to those who can use the benefits of the community-based treatments.

18. Open the “Half-Way House” Programmes

      At the moment, I do not see any stronger motivating factor that can play the role of “carrot on the stick”, than the “half-way house” program. Such a programme (not a department) may be located in the local community (Kruševac) but also in other communities where the juveniles come from (Beograd, Novi Sad, Niš).  The possibility itself, may motivate a number of young people to try and strife for their right to enjoy the benefits of this privileged programme.
IV   The Project “Children’s Chance for Change” and the Institution for the Re-Socialization of Children and Youth, Belgrade (IRCY)

A. 
Evaluation of the State and Recommendations for Improvement  

1. This evaluation is based on discussions conducted by this Consultant with the UNICEF JJ Team, CRC representatives, the Centre’s management and professional team, visits to IRCY and interviews with children involved in Intensive treatment programme, and also with the group of children placed at the Institution but not included in special programmes and activities, during my visit to the Institution in December 2005. Valuable discussions that I had with Mr.Vlada Ilić, Deputy Undersecretary of MoLESP, and his fellow worker, Ms. Tatjana Čolin, provided me with an in-depth  insight into the place and possibilities of IRCY, in view of the newly adopted Social Policy Development Strategy in Serbia. In addition, during my Fulbright mission in Belgrade (2002/03), working as special assistant to the Minster for social policy, I was directly engaged in promotion of the activities of this Institution.

2. Visiting IRCY was aimed at making assessment and assisting their efforts to find solution, along three lines, as follows: 

· Contribution of the CCC Project to IRCY reform efforts, through engagement of UNICEF’s  consultant and the group of students volunteers;

· Evaluation of potentials of the reform initiatives and projects, mainly independently developed by IRCY, with financial support of SIF;

· Evaluation of future IRCY development within the scope of wider institutional transformation and development strategy for social protection in Serbia.

3. UNICEF’s support to IRCY programming transformation was carried out through continuous, planned and organized participation of a group of final year psychology students, in daily activities of this Institution, i.e.  through direct work with the juveniles, guided and supervised by UNICEF consultant. In addition, UNICEF consultant conducted an education of the Institution’s personnel on applying the methods and procedures of CB therapy.

4. Project activity- volunteering of psychology students of final years, who were trained in CB therapy, has multi-purpose meaning,  which includes:

· Opportunity for students to get training and practice in the cutting edge therapeutic methods of work with clients (Cognitive-Behavioural method) they have learned about;

· Introducing (“by the back door”) new methodology in regular IRCY activities;

· Demonstration and introduction of high professional and ethical standards in working with clients (children), and better offer of useful forms of arranging relationships and procedures;

· Training the students in the “Case Management” procedures and methods through supervision and regular monthly reviews of the treatment progress; 

· Better quality care and treatment of children at the Institution through individual work  (each child has his/her own student-therapist).

5. General appraisal of the IRCY management and the professional team, the students and their supervisor, as well as the IRCY juveniles themselves, is that these project activities are highly beneficial to all the parties involved. 

6. The evaluation of the Project activities point to certain, mainly formal weaknesses, correction of which would result in better operations in the future, not only of this, but also of other similar sub-projects, having in mind that their partial isolation from the regular IRICY activities is possible:

· The Project was presented as an unofficial initiative, not quite formalized, creating the atmosphere of absence of obligation, which as result provided fluctuating support of the Institution’s Management and the professional team;

· Partnership relations not formalized or clearly defined;

· Professional (volunteering) roles of students within the Project not clearly formalized, which caused a certain degree of confusion about their role of students at practice, volunteers, “therapists”, etc. 

· Actions of students and that of UNICEF team (Consultant) not clearly specified in case of possible incidental situations, burdened with neglect, abuse or violation of fundamental human rights of the juveniles;

· Indistinct relations in cases of other similar initiatives and engagements of students coming from other faculties (Faculty of Special Education and Rehabilitation and Faculty of Political Sciences, major Social Policy and Social Work);

· Lack of precise plan for continued initiative after completing undergraduate studies, or after graduation (June 2006) of the group of students presently engaged at the Institute.

7. The following benefits and advantages of the Project impose an obligation to provide support, promotion and extension of the sound initiative:

· Multiple benefits for all Project participants: children, students, the personnel, overall atmosphere at the Institute (specialization for the students, children get more intensive and better quality care, the Institute benefits in better organization and efficiency, etc.);

· Strategy allowing to achieve “more with less”, i.e. without asking for additional, already modest, material resources;

· Considerably improved quality of children protection through individual and individualized care;

· Establishment and demonstration of the most advanced methods and  techniques, through typical examples;

· Introducing the supervision system and insisting on regular progress evaluations in treating all juveniles;

· Preparation and introduction of useful forms for work standardization and ethical purification of procedures and methods.

8. The following recommendations are likely to promote the quality of this and similar projects, which can be of essential importance for further course of Institution’s reforms, especially if the Institution opts for specialization in line with special and intensive programmes and forms of work:

· Prepare proper Cooperation Agreement, setting forth interrelations of the parties involved, which could serve as model for similar memorandum in the future;

· The initiative should be presented in a form with precisely defined objectives, assignments, methodology, etc.;

· Clearly defined roles of professionals and volunteers, duties and liabilities of all project actors, especially students;

· Clearly defined procedures for acting in incidental situations, especially those involving students and juveniles;

· Elaborated procedure of reporting, abuse and other form of violation of the rights of juveniles, in order to urge for the cases to be resolved and for  and continuous protection of the rights of children; 

· Integrate the students and their work in the regular Institution activities, which means certain adjustments and regular activities management (monthly team meetings for evaluation and reviews of the treatment progress) at the Institution;

· The Institution should draft a program and take actions for formalizing similar initiatives with students of the Faculty of Political Sciences and the Faculty for Special Education and Rehabilitation, in order to secure continuous presence of students volunteers and students having practice at the Institution;

· To appoint an Institute employee in charge of recruiting, managing relations and competences of the students trainees and volunteers, in order to avoid misunderstandings, dual relations, and responsibilities aimed at better satisfaction of all parties involved;

· To consider possibility of UNICEF’s providing assistance to the Institution in finalizing their sound and well-grounded initiative, such as PIKS;

· Exchange of IRCY – JCIK visits, in order to establish cooperation, exchange experiences and initiate the process of harmonization and mutual program intensification.

B. General Issues

9. Main problems
Despite of the fact that the Institution for the Re-Socialization of Children and Youth, Belgrade (IRCY) represents key educational institution for children and youth in Serbia on several grounds, its place, role and importance in the system of institutions for treating youth in conflict with the law has changed, particularly after closure of the  Institution for neglected children in Zvečanska street in Belgrade and the Institution for Children and Youth “Vasa Stajić” in Zemun,  Institution for Children and Youth in Negotin and Sremska Mitrovica, and several other institutions in the province of Vojvodina.


The Institution has provided home for great number of young people over time, and supported a number of different, often incompatible programs and institutions existing under the same roof.  The IRCY management has tried hard for many years now, to resolve the problem of providing adequate  placement and improve care and treatment of children, and at the same time to meet continuous requests of the CSW and other services to admit new children, who actually should not be placed in such an institution, but there is no better place to go.

10. The IRCY management is deeply aware of all weaknesses of the Institution, and of potentially compromising effects for development of young people placed in the Institution, and keeps warning those “in charge” about its position which requires immediate attention. Still, understanding, support and assistance take a long time to come and are insufficient, which makes the agony even worse, and the vicious circle completed. As it seems, the main problems are:

· Disintegrated system of institutions and services for work with children in conflict with the law, which generates constant pressure upon the Institution to admit more and more children with quite different treatment needs;

· Several interfering and even incompatible programs existing under the same roof, creating prerequisites for violation of the rights of children; 

· Pressure out of control, negative impact and the cases of children abuse at the Institution;

· Insecurity of children caused by unobstructed intrusion of unauthorized persons from the outside world (dealers as well);

· Lack of structure, enabling the children to go out of the Institution without any control (during day and night);

· Concentrated, morphed and indistinct “treatment”;

· Inadequate relations with the local community;

· Isolated school lacking commitment;

· Very poor material and economic conditions for such a concentration of children with such apparent and diversified needs;

· Contrast phenomenon, the feeling that they have been betrayed again, exposed to injustice, treated differently than the children included in PIT (“we want PIT as well”).;

11. Good Sides:
· Exceptional enthusiasm, initiative and commitment of the Management and professional team in search of and creating conditions for fundamental changes;

· Excellent encouraging results achieved within the PIT program, with very low budget;

· Positive effects of the UNICEF’s CCC Project, i.e. Project activities with students volunteers;

· Location which provides a wealth of available resources;

· Commitment of the Ministry to finally make a “deeper cut” and go into radical reform of the system of institutions and services for social protection of children and youth;

· Adoption of the document “Development Strategy of Social Protection System in Serbia”, which provides not only the grounds but action potentials for changes and development.

C.    Suggestions for Promotion of Work on the Project at the Institution for the Re-Socialization of Children and Youth, Belgrade (IRCY)

Specific and key role that this Institution has within the system of institutions and services for social protection of children and youth in Serbia, demands great degree of caution when speaking of recommendations, because possible changes may carry along or require that changes are made on several tracks and levels. That is why it is not possible to give uniform suggestions. Appeals should be made rather then initiating urgent action in search of solutions, bringing decisions and actions along the line of selected solutions and priorities. Some of these recommendations might include the following activities:

· To arrange an urgent meeting of the representatives of MoLESP, the Institution, CRC Belgrade (Project leader: Transformation of Institutions), UNICEF and other interested parties, aimed at definition of action plan for Institution transformation within the national reform of institutions working with children in conflict with the law (the Committee itself might be the right place for such an initiative);

· To develop a child-centered family focused and community-based system. The system would be in position to get these attributes only upon balanced development of the four dimensions as follows:

· Continuity (from the family, through foster families, independent living arrangements, living communities, daily and weekend programs, group homes, institutions and intensive post-institutional care and support);

· Structure (different levels of living environment structure, from restrictive to permissive structures);

· Program diversity;

· Programmed intensity.

· To decide about the future IRCY role and place within the system, consider whether it would be appropriate to combine complementary advantages of several local institutions of general type, with a highly specialized institution as a central institution for professional work, where ideas and programmmes will be generated;

· Having respect for the intentions of the Institution’s management and personnel, to decide which programs should:

· Remain with the Institution and represent the backbone of its future work;

· Be dislocated from this locality, but still closely related to the Institution which is to become a complex institution in the future;

· Be alienated from the Institution, dislocated, to be entrusted  to existing or newly established institutions;

· Be developed subsequently, in accordance with the Institution projection for the future.

· To work out a detailed plan for development of programs which  are to become the nucleus of the Institution’s future activities, in order to enable developing of plans for the use of resources, personnel, space and equipment. For example, one of the under-utilized advantages of the Institution’s location is the resources at disposal of the city of Belgrade. In order to make full use of these resources, the Institution has to make them available, which means to provide more than one means of  transportation, and also to engage volunteers, part-time assistants and programming assistants who would organize the children and escort them during these “excursions” and other organized activities (going to therapy session, computer training, show program, etc.);

· To make the most careful consideration of the need for extending the experts base, by including (temporary or full-time) external assistants who can take on the role of development project leaders;

· To deliberate on the possibility of granting the Institution its lawful place in the next three-year cycle of the CCC Project; if adopted;

· To sign relevant Memorandums of Cooperation to allow the job of long-term and profound Institution transformation to be performed in the shortest time and with greater assurance of its success. 

May I point out in the end, that I am sincerely touched by the inexhaustible enthusiasm, continual work and efforts, and hope that the Gordian knot could be cut, and also by the results already achieved under such difficult conditions, that I express my willingness to dedicate once again a part of my time to the children of that Institution, should they consider me worthy of it.
V  The Project “Children’s Chance for Change”  and the “Juvenile Correctional Institution” in Podgorica (JCIP)”

1. Exploration of the course and effects of the Project activities undertaken at this Institution was conducted within the scope of overall UNICEF activities related to legal and social system reform and conceptual and methodological restructuring of the practice of social care and work with children in conflict with the law in the Republic of Montenegro.

2. Starting from a thorough and valid assessments of the complex and variable situation in Montenegro, especially in view of political will, readiness of the key Government figures and professional authorities to introduce radical changes, UNICEF’s Child Protection Team in Podgorica selected an appropriate strategy and tactics in their effort to achieve maximum results and to struggle consistently for the highest principles and standards. That is how the only possible strategy was selected in Podgorica, i.e. on the republic-governmental level, the strategy of persistent, documented and culturally sensitive promotion of the rights of children in conflict with the law, consistently pointing to the advantages of adopting a separate JJ law.

Especially effective and fruitful were timely and highly competent comments (combined with “positive examples” and experts analysis of the neighboring countries) on the suggested bodies of law, and also determined continuation of the “second round” of promotion and advocacy, emphasizing the weaknesses and advantages, providing assistance in developing sub-laws, creating methodological guidelines for their application and encouraging revisions of the adopted laws and possible adoption of a new law.

3. The Government and relevant Ministries are grateful to UNICEF for their campaign for  promotion of the highest standards for the well being and respect of rights of children in Montenegro, and especially for the series of valuable initiatives, initiation, support and development of programs, such as the Program in Bijelo Polje (Mediation, extended day program for children with special needs), in Podgorica (Program Reform of the Juvenile Correctional Institution in Podgorica); By acknowledging UNICEF as a valuable assistant of the Ministry, Ministry of Justice and Ministry of Labour and Social Welfare expect assistance in clarifying a series of questions and establishing methodology, particularly in the area of implementation of alternative measures, and volunteer work. 

4. Generally speaking, two different faces, i.e. courses of events were evident in Montenegro:

· One, formal, with focus shifted to major political issues, and not always genuine or fully concerned about the well being of children, especially children in conflict with the law;

· The other one, organizational and practical, active, developing and fully dedicated to children and their families, and to persistent search of all available resources for improving their status and rights.

The Institution definitely belongs to this second group, and our visit to this Institution, discussions with the management, experts and children at the Institution in Podgorica were a real refreshment after the reserved contacts we had with high Repblic Officers. 

5. Supported by the assistance of two agencies  (Save the Children and UNICEF) the Institution has shortly undergone apparent transformation and improvement.  The changes primarily included Institution renovation (most interior and decoration work done by the juveniles and employees). The Institution now looks different (much better than before), and provides a pleasant and relatively stimulating living and educational environment. In addition, department for vocational and trade training is a strong point of the programme, offering the juveniles opportunity to get trained and be paid for their work, which greatly increases their motivation. It seams that the educational staff (after replacing the program manager), who attended adequate training, educational seminars and visits to similar institutions in the neighboring countries and abroad  (Sweden), refined their attitudes and have become more open for further changes and improvements.

6. The impression is that, under present conditions, the Institution’s activities could soon achieve even higher level, which would be close to satisfying the real needs of the population of children and youth presently treated at the Institution. However, complex and variable socio-political situation and expected organizational changes within the system of juvenile justice and social welfare in Montenegro will be a great challenge for this Institution.

7. It seems that there are unreal expectations that the Institution should transform into a multi-purpose institution  comprising rather heterogeneous population (male and female children from children’s homes, children sentenced to correctional measures and juvenile detention), children difficult to hold under the same roof or in the same courtyard. The Institution in Podgorica should obviously play the role of master reform (and founding) institution of the future system of institutions and services for work with children in conflict with the law in Montenegro, as it is the case with the IRCY and JCIK. The Institution does not have sufficient capacity to undertake such a venture, but does have understanding of political structures and support of professional institutions in Montenegro. The created action plan and Institution reforms (Save the Children) and other “documents” appear to have more formal than real action significance, and serve for “buying the time” instead of proposing a meaningful and realistic plan for immediate action.

8. Being well aware of the Institution’s human resources potential (my ex-colleagues and students), the situation with the children in conflict with the law in Montenegro, weaknesses of the decomposed system of institutions and services, and particularly  having estimated what is to come with the Montenegrin desire to be developed as (relatively) independent state, it seems to me that the only solution would be to let the Institution develop as a distinctive professional center where innovative programs will be created, piloted and then dislocated within Montenegro, including establishing of mini-institutions on several locations through Montenegro. 

9. Through the CCC Project, the Institution is in position to fully  implement the ideas, experiences and achievements of JCIK and IRCY Belgrade, and also of other institutions in the neighbouring countries. What the Institution definitely needs is fresh personnel, with experts experienced or with capacity to develop the innovated programs, which present professional team is not experienced with. The answer to the problem may be in providing a full-time, not an ad hoc, consultant, with a vision of developing the Institution as the embryo of a future system, committed to building the personnel’s professional competence, developing and establishing innovative programs. 
VI The Project “Children’s Chance for Change” and Diversion Schemes and 

      Victim/Offender Mediation (VOM) 

1. In her assessment of the current JJ system in SCG, UNICEF’s expert, Ms.Carol Conragan, emphasized the lack of alternative, “diversion” possibilities for solving problems of children in conflict with the law.  Naturally, the suggestion followed that for purpose of promoting rights of children in conflict with the law, a concept of restorative justice and adequate diversion schemes  should be implemented as soon as possible. During presentations of  restorative justice  concept and palette of diversion programs, and discussions with the participants, VOM was pointed out as the most suitable form to represent the first step in implementing alternatives to the official court proceedings for juveniles.

2. Location selection  (Niš, JCI in Kruševac and Bijelo Polje) for pilot programs of victim/offender mediation represents another wise and brave decision of the UNICEF team. This idea is well-grounded for the following reasons:

· All three locations expressed their will and readiness to participate (to initiate and provide support) in such a project; 

· Reform activities decentralization demanded that certain important projects be initiated and implemented outside the capital cities (Belgrade and Podgorica), the cities   already overprotected by various initiatives and programs.

3. In a way, the decision had an avant-garde, almost revolutionary  and adventurous character, considering that  the first presentation of RJ occurred at time of crisis which the  legal system had suffered for many years, so that the new concept intruded into inflexible and rigid, typical legal bodies and mechanisms. The case of JCIK, as a JJ system institution with repressive and authoritarian tradition, caused additional attention and suspicion. At that time, quite a number of people believed it would be a failure, that the new concept would be rejected, and forgotten as corpus alineum.

4. Aware of that danger, the authors of the Project did two essential things from the very start:

· Participation on all Project activity levels was highly accentuated for purpose of building true partnership, and securing smooth transition, furthering project development and duration;

· The Project soon shifted its focus from conceptual issues to methodological and practical activities, with participants playing important role in selecting the activities, choosing victim/offender mediation;

· Today, as far as I can see,  some suspicions still do exist, but not the  risk, having in mind that VOM has been built into the JJ system during its pilot stage, to become frame of mind of the professionals.

5. This evaluation is based on the analysis of UNICEF’s material, where both “Diversion Schemes and Mediation Centres” Pilot Project and VOM are presented in a clear, concise manner, providing at the same time full details on the subject. In addition, the evaluator received basic information about the Project, its place and role within the global CCC Project, from Ms. Dušica Vujačić Richer. Very competent, in-depth analysis of the concept, methodology and its course (setup, development, present dilemmas and challenges) and further VOM perspectives was provided by Dr. Jasna Hrnčić, who was kind to organize and manage the meetings with CM teams on all three locations, in a professional and efficient manner. Also, during my Fulbright mission (2002/2003) I had a pleasure and honour to witness the first steps of the Project in Nis, and also to take part in the discussions after the presentation (Dr J.Hrnčić.). VOM at the Symposium on Social Work with Juvenile Offenders, within the School of Social Work Theory and Practice  IUC, Dubrovnik, Croatia. CM team meetings on all three locations provided main source of information and opportunity for evaluation.

6. Through VOM, UNICEF is committed to carry out a serious education, supervision and support of the mediators. The education was conducted in line with the state-of-the-art international standards, by extraordinary experts with  exceptional flexibility and cultural sensitivity. The results are evident. Knowing most of the team members for quite a time, I was truly impressed by the achieved progress, especially the degree of vehemence and dedication to the joint mission, the feeling of competence and the need to be critical at the same time, team maturity and high quality, i.e. willingness for further growth and development.

7. The teams at the Centers were eager to show to the evaluator and UNICEF assistants what they had learned, how much they progressed, what had been achieved and what are the plans for the future. The meetings were exceptionally well organized (Dr.Jasna Hrnčić). With all CM member taking part, CM program was presented in a meaningful and concise manner, covering: child development, education process, team set up and development, present achievements and challenges and plans for future growth.  It was a pleasure to listen to the team members, who presented the path taken, the education course, the activities performed, and the next year’s activity plan, all in an educated, systematic, meaningful and competent way.  

8. All participant in the discussion are  deeply aware of the changes they have undergone through the education period, not related only to setting up CM service, but also their first suspicions and doubts, different attitude towards restorative justice concept, and especially with respect to the strong points and weaknesses of mediation, changes that they had gone through as professionals and individuals, degree of self-esteem and level of professional competence. Finally, they expressed their readiness to cope with the challenges in the future period.

9. All three CM  groups demonstrated impressive level of education (uniformly-standardized groups), competence in this special discipline and insight into the challenges ahead of them. By setting free from the templates, the mediators not only readily accepted VOM, program but definitely “jumped out of the box“  and gained competence for creative and free thinking, searching for solutions, even in other areas of work with children in conflict with the law. For example, together with children and their parents, they produced  nicely designed materials, something that could not be imagined in the past. All groups have also developed a rounded up procedures and functional set of forms and other “paper documents” needed for VOM sessions and development of alternative programs.

10. Summarizing what was seen and experienced during my visits and discussions, dominating impression is that all three groups are completely prepared for a serious, effective VOM work. Still, this very fact represents a problem itself: 

· The key issues seem to be settled in Niš (nicely decorated premises in a prestigious location, adequate cooperation with the CSW, the Court, enthusiastic personnel, adequate documentation, etc.), but no cases -  no zeal of daily challenge that leads to strengthening, improvement,  and upgrading of knowledge and skills.

· Everything is ready in Kruševac as well, enthusiasm is high, but there is still no progress, waiting for the process formalization and licensing. 

· The most unpromising situation is in Bijeo Polje (the sole CM in SCG), as there is a strong desire for self-approval but the premises have not been reconstructed. 

11. I believe that the key question now is how to put into operation something that has been wonderfully arranged,  having in mind the concern that if too much is to be waited for the premises reconstruction (BP), status formalization  and organizational changes, regressive course might take place, or basic idea might get distorted or even re-directed from this ambitious and valuable potential of the professional teams to other fast-moving activities.

12. Several indicators clearly demonstrate that the Mediation centres already reap the first fruits by creating new chances for children in conflict with the law, their growth and development. In addition, overall activities on restorative justice and VOM concept implementation have powerful impact on conventional attitudes of the professional and non-professional community towards children in conflict with the law, with a blending effect for various services and departments, particularly in combination with the mobile outreach teams. 

13. VOM is no more the exclusive  “property” of the CCC Project and the activities directly deriving from the CM operations. The Victimology Center at the Faculty of Political Sciences, Major Social Policy and Social Work,  has undertaken intense advocacy of restorative justice and VOM. They have also established  specialist studies in the field of mediation and non-conflict problem solving. It is difficult, if at all necessary, to distinguish how much has the CCC Project contributed to all this progressive movements, though this contribution has not been at all denied.

14. During final discussions with the Mediation Centre and UNICEF consultants, the opinions were exchanged and suggestions articulated, pointing out the following:

· The need for further promotion of the work methodology, especially functions, procedures and forms;

· The need for clarifying certain confusions regarding competences (education, training, experience with supervision) and regulation (registration, certification and licensing), to be best solved within the procedure of adopting the set of sub-laws ;

· The need to clarify present and indicated ethic dilemmas, especially the issues of privacy and confidentiality, self-determination, dual and multiple relations, etc.;

· Definition of possible courses of future Centre development;

· The Centre’s activities should be intensified in order to enable the use of the learned skills and their dissemination, through education of new mediators in other environments;

· The importance of maintaining relations among all three Mediation Centres, and opening new ones in other cities, if possible;

· To establish relations with similar centres in countries of “immediate surrounding” and with international VOM organizations, aimed at opening possibilities to upgrade and provide support for further growth and development.

VII  The Project “Children’s Chance for Change”  and Amity – The Power of Friendship and Mobile Outreach Teams

1. “Children’s Change for Change” is greatly inspired by the idea of creating a modern, open juvenile justice system, which understands progressive changes in three directions: 

· Promotion of juvenile justice per se, 

· Promotion of the leaving-care program, in order to prevent recidivism and improve social reintegration and

· Development of alternative (diversion) programs and early detection/early intervention program – preventing “inclusion” into the system.

2. Development of preventive, comprehensive, and social reintegration programs was “entrusted” to Amity – the Power of Friendship” NGO,  who has developed a set of open and flexible family and local community based programs dedicated to children, their rights and well being. 

3. Amity was granted this “privilege” owing to its charismatic management, carefully selected, and well organized personnel, adequately educated and supervised, fully aware of their mission and dedicated to work with children, families and local communities.

4. Being in position to promote and contribute to the implementation of a comprehensive and multidisciplinary reform of social care of children in Serbia, Amity took efforts and developed a set  of programmes focused on furthering of: psycho-social protection of children at risk and in conflict with the law;  cooperation between governmental and non-governmental sector; programming grounds for the existing services; degree of partnership with the local government, for purpose of securing program continuity; interrelation of families, local community and the institutionalized children; leaving-care programs for the institutionalized children; diversion and re-direction program preventing children from entering into so called legal system; public and professionals awareness of the rights of children, diversion schemes, community oriented treatment; data collection and recording information system for children at risk, etc.

5. Still, Amity’s “trade marks” are its “Mobile Teams” (MT), innovative organizational and methodological program, focused on building, restoration and improvement of bridges of cooperation through proactive practice, in order to enable that the existing resources are used by those who really need them, and also to provide arguments in advocating for creating new resources in places where they are missed, and greatly needed. In addition, Mobile teams developed a very efficient methodology which helps not only to establish relations among the system elements but to make compensation by offering direct support and assistance which other system components are not capable or do not want to provide.

6. Traces and results achieved by Mobile Teams were evident during my visit to Amity, to a locality nurturing various programs for children in their natural environment (Obrenovac), and also during evaluation of the programs in Niš, Kruševac, Bijeo Polje and several other localities in Belgrade.

7. These  main achievements and contributions could be summarized as follows:

· Achievements in preventive care activities:

· Promotion of the rights of children

· Assessment of the needs and building capacity of families in the local community;

· Regular MT visits to children who would otherwise stay beyond the reach of institutions of the present system; 

· Better communication of children and their parents (families).  

· Better quality care of institutionalized children  (JCIK);

· Established systematic and comprehensive information exchange between Mobile teams, Centres for social work and JCIK;

· MT support for domicile local communities of children placed at JCIK;

· Better cooperation channel between JCIK and juveniles’ families; 

· Support for children and families during their home visits;

· Improvements related to social reintegration of children after leaving the institutions;

· Mobilization (15 localities) for development of leaving-care strategy and practice

· Initiation of continuing (intensive), leaving-care programs and procedures, post-institutional care and social reintegration;

· Improvements related to recording and monitoring procedures

· Developed procedures and protocols for fast assessment, follow-up and evaluation;

· Developed database aimed at encouraging and rationalization of social mobility.

8. Suggestions in view of further development of Mobile teams and activities of the charity organization „Amity“ within the CCC Project. In few words, and most precisely, in my opinion, Amity, i.e. Mobile Teams do not need suggestions, what they do need is understanding, confidence and support. To be more specific, not only for the benefit of Amity, but primarily for the benefit of children in conflict with the law and real improvement of the JJ system, which is the prime cause of the CCC Project initiation and implementation.  Still, I feel free to draw attention to the following:

· Regulations. The relations between JCIK and mobile teams should be regulated and formalized in full details. This formalization could serve as model for other institutions, and mobile teams in definition of their relations with other partners, especially CSW and the Juvenile Court. This regulation should be carried out in a way to open the door wide open to mobile teams, as prototype of forthcoming organizations, for purpose of providing better care for children, families and communities. In addition to technical, organizational issue, special attention should be paid to the issue of the rights of children, particularly ethic standards concerning privacy, confidentiality, dual and multiple relations, right to self-determination, etc. I believe that such a protocol, a guidelines should be made an integral part of sub-laws, planned for revision by spring 2006;

· Methodology. Mobile teams have already done a great deal in development of adequate assessment methods, database, procedures and methods of working with children and their families. I believe, however, that mobile teams are just about and mature to make the next step by upgrading methodology of their work with contemporary, empirically verified methods. I am talking about the “Wraparound” methodology here, which is a methodologically upgraded version of CM, especially adapted for community work and for preventing the youth from entering and return to institutions.

· Promotion. Information about the purpose, methodology and possible  benefits of mobile teams should be included in the curricula prepared for education of legal professionals, social workers, special pedagogues and others in view of implementation of the new law and sub-laws;

· Maturing. Amity and Mobile teams have left the development stage when they were treated as “promising innovative program” . The achieved results and development programs position this NGO among the most perspective and most influential agencies in Serbia. As far as I still comprehend the local mentality, it means that Amity has passed the romanticized-accepting-protective stage, and is entering the stage of suspicion, criticism, examination and testing power and control. It would be wise for Amity to be well prepared for these challenges, not related just to CCC Project but could affect participation and results obtained by Amity within the Project. It seams that the best way to do that is:

· To develop and promote further positive, efficient programs useful for multiple partners;

· Networking on both sides, networking with other NGOs, and also, or primarily, with GOs, so that organizations and services can feel direct benefit from that partnership (less workload, improved quality of services, shared prestige and merits); 

· Development and supply of high quality programs and procedures (based on theory, methodologically upgraded and empirically verified, certified) to become Amity’s trade mark, attractive for a number of other partners (Wraparound, multi-system approach in family work, multidimensional family evaluating model, building educational competence of the family – parents’ skills, etc.) 

· Amity, and mobile teams in particular, should start considering development of the activities that will form a backbone of their future work and enable operation of organizations and programs under conditions of lower financial support of international NGOs.

PART VI: APPENDICES

A .  APPENDICES TO THE REPORT

Appendix 1: List of organizations visited and persons interviewed
Appendix 2: Bibliography

Appendix 1: List of organizations visited and persons interviewed
· 07/12/05, Wednesday

12:10 – Arrival 

14:00-17:00 – Security training

20:00 – Dinner 

· 08/12/05, Thursday

10:00-16:00 – Meeting with UNICEF Belgrade CP/JJ Section: Dusica Vujacic-Richer, Juvenile Justice Project Officer, Tijana Marinovic, Juvenile Justice Project Assistant, 

Dr Jasna Hrncic, National Consultant, Dr Vesna Kutlesic, International Consultant, 

Focus on: Behavioral management program and Policies procedures (draft JCIK house rules), development of restorative justice (VOM mediation) and Outreach Mobile Team

13:30 – 14:30 – Lunch

14:30 – 16:00 - Meeting with UNICEF Belgrade CP/JJ Section – cont.

· 09/12/05, Friday

10:00 – 11:00 – Meeting with CP/JJ Section– cont.

 11:00 -12:00 – Meting with Child Right Center representatives, UNICEF

12:00 – 14:00 - JJ Committee meeting, UNICEF

15:00 – 17:00 – Meeting with volunteers, Faculty of Philosophy, Belgrade

17:00 –Meeting with Mr. Vlada Ilic, MoLESP

· 12/12/05, Monday

Meeting in Nis Mediation Centre

Ms. Gorana Ilić-Beba, Coordinator,  Nis Mediation Centre

Ms. Javorka Ranđelović, social worker, Centre for Social Work Niš, Leader of the Working Group for Promotion of Restorative Justice  

Mr. Đorđe Vidosavljević, special pedagogue, Educational Institution Niš, Leader of the Working Group for Youth

Mr. Stevan Milojev, psychologist, Educational Institution Niš, Leader of the Working Group for Participation of Local Community 

Ms.  Snežana Stojković, psychologist, Coordinator, Team for Protection of Children with Behav. Disorders, Centre for Social Work Niš, Leader of the Working Group for Monitoring and Evaluation  

Dr Jasna Hrncic, National Consultant, UNICEF
Dr Vesna Kutlesic, International Consultant, UNICEF
Meeting with Meditation Service at JCIK: 

1. Stevan Aksentijević, Governor, JCIK

2. Milan Milosavljević, Deputy Governor JCIK

3. Živica Pavlović, Cooridnator of Mediation Service Head of Admissions Department JCIK

4. Adrijana Aksentijević, English Teacher JCIK, 

5. Saša P. Đorđević, Administrator of Mediation Service Vocational Instručtor, JCIK

6. Srbijanka Đorđević, Social Worker, CSWK 

7. Srđan Kaličanin, Phisics Teacher JCIK

8. Ivanka Karamarić, Psychologist, CSWK

9. Slobodan Krasić, Manager of Educational Service JCIK

10. Milijana Marjanović, Social Worker, CSWK

11. Zoran Milenković, Security Officer, JCIK

12. Jelica Milosavljević, Koordinator, TZDPP, CSR Krus.

13. Slobodan Milosavljević, Security Officer, JCIK

14. Zorica Petrović, Nač. Od. za vas.-kor. Rad, JCIK
15. Dragan Radenković, Supervisor, Security Officer, JCIK

16. Stanimir Trifunović, Governor, District Prison Krusevac

17. Zoran Simonović, Head of Medical Department JCIK

18. Saša Stojković, Personal Officer, JCIK

19. Snežana Širkić, Personal Officer, JCIK

20. Dr. Jasna Hrncic, National Consultant, UNICEF

21. Dr. Vesna Kutlesic, International Consultant, UNICEF
Meeting at JCIK “Further Development of Reform Initiatives at JCIK: 

1. Stevan Asksentijević, Goverenor, JCIK

2. Milan Milosavljević, Deputy Governor JCIK

3. Zorica Petrović, Head of Personal Officers JCIK

4. Živica Pavlović, Head of Admissions Department JCIK

5. Ljubisav Maksimović, Manager of Work and Employment Service JCIK

6. Momčilo Marić, Manager of Practical Education Service JCIK

7. Ljubomir Miličević, Manager of Security Service JCIK

8. Slobodan Krasić, Manager of Educational Service JCIK

9. Zoran Simonović, Head of Medical Department JCIK

10. Saša Stojković, Personal Officer  JCIK

11. Dragan Veljić, Personal Officer  JCIK

12. Gordana Petrović, Pedagogue, Admiss. Department JCIK

13. Dr Jasna Hrncic, National Consultant, UNICEF

14. Dr Vesna Kutlesic, International Consultant, UNICEF

· 13/12/05, Tuesday

Meeting at CSWK on 13 Dec 2005: 

1. Mr. Jevtić Radomir, Director, CSWK

2. Ms. Jelica Milosavljević, special pedagogue, Coordinator, Team for Protection of Children with Behav. Disorders, CSWK

3. Ms. Snežana Bojković, Psychologist, Health Centre Nis,  member of Outreach Mobile Team in Krusevac

4. Ms. Biljana Kostić, Social Worker, member of Outreach Mobile Team in Krusevac

5. Ms. Ivanka Kramarić, psychologist, CSWK

6. Mr. Dobrivoje Mladenovic, Coordinator, Family Educational Centre, CSWK

7. Ms. Milijana Marjanovic, Social Worker, Family Educational Centre, CSWK

8. Dr Jasna Hrncic, National Consultant, UNICEF
9. Dr Vesna Kutlesic, International Consultant, UNICEF
Meeting at JCIK with participants of the seminar “Preparation of the Draft House Rules for JCIK”: 

1. Members of the JCIK Programme Reform Working Group at JCIK:

2. Stevan Asksentijević, Goverenor

3. Milan Milosavljević, Deputy Governor

4. Zorica Petrović, Head of Personal Officers 

5. Živica Pavlović, Head of Admissions Department 

6. Ljubisav Maksimović, Manager, Work&Employment Service

7. Momčilo Marić, Manager of Practical Education Service

8. Ljubomir Miličević, Manager of Security Service 

9. Slobodan Krasić, Manager of Educational Service 

10. Zoran Simonović, Head of Medical Department 

11. Saša Stojković, Personal Officer

11.Dragan Veljić, Personal Officer
Members of the Creative Coordination Group at JCIK: 

1. Gordana Petrović, Pedagogue, Admissions Department

2. Dragiša Makragić, Proffffessor, Secondary School 

3. Ljubiša Šaponjić, Cultural Coordinator

4. Mlađan Rašić, Personal Officer

5. Saša P. Đorđević, Instructor

6. Ljubisav Ignjatovic, Personal Officer

7. Saša Mihajlović, Security Officer

8. Zoran Stojković, Cultural Assistant 

9. Dušan Tripković, Teacher, Primary School 

10. Slobodan Milosavljević, Security Officer

11. Boban Ilić, Instructor

12. Dejan Avramovic, Sports Coordinator 

13. Suzana Braljinac, Personal Officer

14. Dragan Anđelković, Psychiatrist Consultant

15. Slavica Živojinovic, Security Officer

16. Dragan Radenković, Head of Security Depratment 

17. Tatjana Vasić, Teacher, Primary School

UNICEF consultants: 

1. Dr Jasna Hrncic, National Consultant, UNICEF

2. Dr Vesna Kutlesic, International Consultant, UNICEF

Debriefing meeting at JCIK:  

1. Stevan Asksentijević, Goverenor

2. Milan Milosavljević, Deputy Governor

3. Zorica Petrović, Head of Personal Officers 

4. Živica Pavlović, Head of Admissions Department 

5. Zoran Simonović, Head of Medical Department 

6. Dr Jasna Hrncic, National Consultant, UNICEF

7. Dr Vesna Kutlesic, International Consultant, UNICEF
· 14/12/05, Wednesday

09:00 – 12:00 – 
Visit to the Residential Treatment Center for Children and Youth, Belgrade



Zivorad Gajic, RTC

Nada Sarac, RTC

Ljubomir Pejakovic, CRC

Dusica Vujacic-Richer, UNICEF

Dr. Vesna Kutlesic, UNICEF

14:00 – 17:00 –
Visit to the Mobile Team Obrenovac and Day Care Center for Children 

in Conflict with the Law

Života Veljkovic, Đorđe Skoric, Dejan ?

Meeting at Amity premises

Nadezda Sataric, Života Veljkovic 

Dusica Vujacic-Richer, UNICEF

· 15/12/05, Thursday

Meetings in Podgorica: UNICEF office Branka kovaacevic, Nela Krnic, Child Protection Assistant, UNICEF Podgorica Office Sanja Saranovic, Programme Officer Child Protection, UNICEF Podgorica Office Dusica Vujacic-Richer, Programme Officer Juvenile Justice, UNICEF Belgrade Office Tijana Marinovic, Programme Assistant Juvenile Justice, UNICEF Belgrade Office

Ms. Snezana Mijuskovic, Ministry of Labor and Social Welfare

Mr. Milorad Scekic, Gero, OIC Institute for Education of Children and Youth

Ms. Marina Lutovac, Save the Children UK

Ms. Branka Lakocevic and  Ministry of Justice of Montenegro

· 16/12/05, Friday

Meeting with Project team in Bijelo Polje and visitors from UNICEF:

1. Sanja Saranovic, Programme Officer Child Protection, UNICEF Podgorica Office    

2. Dusica Vujacic-Richer, Programme Officer Juvenile Justice, UNICEF Belgrade Office 

3. Tijana Marinovic, Programme Assistant Juvenile Justice, UNICEF Belgrade Office

4. Nela Krnic, Child Protection Assistant, UNICEF Podgorica Office    

5. Vesna Pavicevic Tomas, Inspector, lawyer, Police Station Bijelo Polje, Coordinator of Mediation Team in Bijelo Polje 

6. Radosav Nedovic, Lawyer, Centre for Social Work Bijelo Polje, Deputy Coordinator of Mediation Team in Bijelo Polje

7. Rahmo Banda, Lawyer, Higher Court, Bijelo Polje

8. Edita Dabordzic, Teacher, Secondary School, Bijelo Polje

9. Nada Bugarin, Deputy Attorney, Higher Court, Bijelo Polje

10. Zorica Rakonjac, Lawyer, Department for Misdemeanors, Bijelo Polje 

11. Milos Bulatovic, Inspector, Police Station, Bijelo Polje 

12. Veselin Rakocevic, Pedagogue, Secondary School, Bijelo Polje 

13. Vanja Mašković, Special Pedagogue, Centre for Social Work, Bijelo Polje

14. Gorica Belević,  Lawyer, Secretary of the Court, Bijelo Polje 

Meeting at Day Care Center for Children with Disabilities “Tisa” 

1. Birsena Alilovic, Co-ordinator 

· 17/12/05, Saturday

Meeting with Nikola Milosevic, CRC, Ivana Stevanovic, CRC Dusica Vujacic-Richer, UNICEF

· 18/12/05, Sunday

· 19/12/05, Monday 

11:00 - Presentation: Ethical codex (MoLESP) - Media Center


Slobodan Lalovic, Miniter, MoLESP

14:00 – 15:00 – Meeting with Dr. Goran Knezevic, Faculty of Philosophy, Belgrade

· 20/12/05, Tuesday

Presentation: Ethical codex, MoLESP

Vesna Piperski Tucakov, Deputy Minister, MoLSP

Tatjana Colin, MoLESP

· 21/12/05, Wednesday

Seminar for Juvenile Teams Police members on new Juvenile Justice Law 

Nikola Milosevic, CRC


Milorad Veljovic, MoIA


Mr. Ivana Stevanovic, CPD


Ljubormir Pejakovic, CRC


Dr. Milan Skulic, CRC


Dusica Vujacic-Richer, INICEF

· 22/12/05, Thursday

17:00-20:00 – JJ Committee meeting

· 23/12/05, Friday 

12:55 – Departure to USA
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� Great deal of evaluations and remarks, hence recommendation related to JCIK and IRCY, are 


applicable to the situation at the JCIP, and therefore will not be repeated in this section..
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