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1. INTRODUCTION

@PURPOSE AND SCOPE OF THE GUIDELINES

PURPOSE:

THE FUNDAMENTAL AIM OF THE PROGRAM MANAGEMENT GUIDELINES OF PEACE BY
YOUTH (PY) IS TO CREATE AND SUSTAIN A COMPREHENSIVE FRAMEWORK THAT
STANDARDIZES AND OPTIMIZES THE MANAGEMENT OF ALL PROGRAMS AND PROJECTS
UNDERTAKEN BY THE ORGANIZATION. THIS FRAMEWORK IS DESIGNED TO ENSURE
CONSISTENCY, ENHANCE QUALITY, AND MAXIMIZE THE IMPACT OF EACH INITIATIVE,
ALIGNING THEM SEAMLESSLY WITH PY'S CORE MISSION, VALUES, AND STRATEGIC
OBJECTIVES.

THE GUIDELINES SERVE AS A CORNERSTONE FOR PY'S APPROACH TO PROGRAM AND
PROJECT MANAGEMENT, EMBEDDING BEST PRACTICES AND LESSONS LEARNED INTO
OUR ORGANIZATIONAL CULTURE. BY ADHERING TO THESE GUIDELINES, PY AIMS TO
ACHIEVE SUPERIOR OUTCOMES THAT CONTRIBUTE SIGNIFICANTLY TO OUR
OVERARCHING GOALS OF PROMOTING PEACE, EMPOWERMENT, AND SUSTAINABLE
DEVELOPMENT IN THE COMMUNITIES WE SERVE.

SCOPE:

THESE PROGRAM MANAGEMENT GUIDELINES OUTLINE A STRUCTURED, STEP-BY-STEP
APPROACH APPLICABLE TO THE ENTIRE LIFECYCLE OF PY'S PROGRAMS AND PROJECTS.
THIS LIFECYCLE ENCOMPASSES SEVERAL CRITICAL PHASES: INITIATION, PLANNING,
EXECUTION, MONITORING, EVALUATION, AND CLOSURE. THE GUIDELINES ARE VERSATILE,
DESIGNED TO BE ADAPTABLE ACROSS A WIDE ARRAY OF INITIATIVES, WHETHER THEY ARE
LOCALIZED COMMUNITY PROJECTS OR EXTENSIVE, MULTI-SECTORAL COLLABORATIONS.

THIS DOCUMENT IS INTENDED FOR USE BY ALL MEMBERS OF THE PY TEAM INVOLVED IN
ANY ASPECT OF PROGRAM OR PROJECT MANAGEMENT. THIS INCLUDES, BUT IS NOT
LIMITED TO, PROJECT COORDINATORS, MANAGERS, DEPARTMENT HEADS, DIRECTORS,
AND SENIOR LEADERSHIP. BY PROVIDING A DETAILED BLUEPRINT FOR EACH PHASE OF
THE PROGRAM AND PROJECT LIFECYCLE, THESE GUIDELINES EMPOWER PY STAFF TO
MANAGE AND DELIVER PROJECTS EFFECTIVELY AND EFFICIENTLY.

KEY OBJECTIVES:
The Program Management Guidelines are built around a set of fundamental objectives that guide
PY's operations and strategic direction:
1. Standardization: Establish a consistent and unified approach to managing all programs
and projects across PY, ensuring that every initiative adheres to the same high standards
of quality and efficiency.

2. Clarity: Provide clear, comprehensive guidance to all PY team members involved in
program and project management. By offering a well-structured process, these
guidelines aim to eliminate ambiguity, streamline execution, and facilitate effective
decision-making.

3. Accountability and Transparency: Promote the highest levels of accountability and
transparency in the planning, implementation, monitoring, and reporting of PY's programs
and projects. This transparency not only strengthens the trust of our stakeholders but
also enhances the credibility and integrity of our work.

4. Knowledge Sharing and Continuous Improvement: Encourage the continuous exchange
of knowledge, experiences, and lessons learned among PY staff and with our partners. By
fostering a culture of learning and improvement, these guidelines aim to elevate the
quality and impact of PY's initiatives, driving positive change in the communities we serve
and contributing to the broader field of program and project management.
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Peace by Youth (PY) adopts a philosophy of participatory, community-driven program
management, which is fundamental to our mission and reflects our commitment to creating
meaningful, sustainable change. Our approach is built on the principles of collaboration,
empowerment, and long-term impact, ensuring that the communities we serve are at the forefront
of our efforts.

COMMUNITY PARTICIPATION AND OWNERSHIP:
Central to our philosophy is the belief that sustainable change can only be achieved when the
community is actively involved in all aspects of the program and project lifecycle. This means:

o Engagement from the Start: Involving community members from the initial stages of
program design, allowing their needs and perspectives to guide our objectives and
strategies.

o Decision-making Power. Empowering communities with decision-making authority,
ensuring they have a stake in the planning, implementation, and evaluation processes.

o Building on Local Knowledge: Leveraging the inherent strengths, knowledge, and
resources within communities to drive program activities and solutions.

e Long-term Engagement: Maintaining involvement and communication with the
community beyond the life of the project to support lasting outcomes.

TRANSPARENCY AND ACCOUNTABILITY:
PY is committed to conducting its operations with the highest levels of transparency and
accountability:
e Open Communication: Providing clear, consistent, and accessible information about
program activities, outcomes, and decision-making processes.
o Responsible Reporting: Ensuring accurate and timely reporting to stakeholders, including
communities, donors, partners, and the public.
o Ownership of Results: Accepting responsibility for the successes and challenges of our
programs, learning from experiences to improve future initiatives.

SUSTAINABILITY:
Sustainability is woven into the fabric of every program and project undertaken by PY:
¢ Long-term Planning: Designing initiatives with a long-term perspective, aiming to create
enduring benefits for communities.
e Capacity Building: Strengthening the abilities of local institutions, organizations, and
individuals to continue program initiatives after PY's direct involvement ends.
o Environmental Stewardship: Incorporating environmental considerations into program
design to ensure ecological sustainability and reduce negative impacts.

INNOVATION AND LEARNING:
PY values the power of innovation and the importance of continuous learning:
o Creative Solutions: Encouraging creative and flexible approaches to address complex
challenges, experimenting with new ideas and methodologies.
o Knowledge Integration: Systematically capturing and integrating lessons learned from
each initiative to improve program strategies and outcomes.
o Collaborative Learning: Sharing insights and experiences with partners, stakeholders, and
the broader development community to foster collective growth and understanding.

EQUITY AND INCLUSION:
PY ensures that its programs and projects promote equity and inclusion:
¢ Inclusive Design: Creating programs that are accessible and beneficial to all community
members, with particular attention to marginalized and vulnerable groups.
o Cultural Sensitivity: Respecting and valuing diverse cultures, traditions, and voices within
the community.
o Equal Opportunities: Striving to provide equal opportunities for participation and benefit,
actively working to remove barriers to inclusion.

DEFINITIONS AND KEY TERMS

To foster a common understanding and ensure effective communication throughout Peace by
Youth (PY), it is crucial to clarify the terminology used in these Program Management Guidelines.
The following are definitions of key terms that form the foundation of our approach to program
and project management:



Program: A program within PY is seen as a strategically aligned, interconnected set of
projects and activities designed to achieve specific, overarching objectives and produce
benefits that individual projects could not achieve on their own. Programs are broader in
scope than projects and may consist of several related projects aligned towards a
common goal, reflecting PY's strategic priorities and mission.

Project: A project is defined as a focused, temporary endeavor with a clear start and end
point. Each project is undertaken to create a unique product, service, or result. Projects
within PY are characterized by their specific objectives, limited duration, distinct
deliverables, and dedicated resources. They are the building blocks within our programs,
each contributing a critical piece to the overall goal.

Stakeholders: In the context of PY's programs and projects, stakeholders encompass all
individuals, groups, or organizations that have a vested interest in the success and
outcomes of our initiatives. This includes direct beneficiaries of the program, partner
organizations, funding bodies, government entities, community leaders, and the broader
community affected by our work. Stakeholders may have varying levels of influence and
interest, and their engagement is critical to the success and sustainability of our
programs.

Monitoring and Evaluation (M&E): M&E refers to the systematic and ongoing process of
collecting, analyzing, and using information to track the progress of programs and
projects against their objectives. Monitoring is the continuous observation of program
operations, while evaluation is the periodic assessment of the program'’s effectiveness
and impact. M&E is essential for ensuring accountability, making informed decisions, and
fostering continuous improvement within PY.

Sustainability: In PY's framework, sustainability refers to the ability of a program or
project to continue delivering beneficial outcomes and foster positive development within
the community long after PY's direct involvement has ended. This concept extends
beyond environmental sustainability to include economic, social, and institutional
sustainability, ensuring that the improvements made are durable, scalable, and integrated
into the community's fabric.

Community Engagement: Community engagement is a fundamental principle of PY,
involving active collaboration between PY and the communities we serve. It is a process
designed to work collectively to identify and address issues, leveraging local knowledge
and strengths. Effective community engagement is based on the principles of respect,
shared responsibility, and mutual benefit, ensuring that community members are active
participants in the decision-making processes and implementation of projects.
Accountability: Accountability within PY signifies our commitment to being transparent,
responsible, and answerable for the decisions and actions taken in the course of our
program and project management. This involves providing clear, comprehensive, and
timely information to our stakeholders about our activities, outcomes, successes, and
challenges. Accountability also means that PY accepts responsibility for the impacts of
our programs, both positive and negative, and is committed to learning from our
experiences to improve future work.



2. PROGRAM AND PROJECT
LIFE CYCLE

OVERVIEW OF THE LIFE CYCLE STAGES

PEACE BY YOUTH (PY) UNDERSTANDS THAT A WELL-DEFINED LIFE CYCLE IS THE
BACKBONE OF EVERY SUCCESSFUL PROGRAM OR PROJECT. IT'S A ROADMAP GUIDING US
FROM THE INITIAL SPARK OF AN IDEATO ITS REALIZATION AND LONG-TERM IMPACT. OUR
LIFE CYCLE MODEL ENSURES ALIGNMENT WITH PY'S MISSION, RESPONSIVENESS TO
COMMUNITY NEEDS, AND THE EFFICIENT USE OF RESOURCES TOWARDS ACHIEVING OUR
GOALS.

—PROJECT MANAGEMENT CYCLE —

AT PEACE BY YOUTH (PY)

PLANNING MONITORING

From Vision to Action: The V4 \ Staying on Track: Monitoring
Planning Phase }

INITIATION = EXECUTION
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Celebrating Success, Learning

Initiation Execution for Tomorrow

Here's a breakdown of the core phases:

1. INITIATION

The initiation phase is the critical first step in the life cycle of a program or project under Peace
by Youth (PY). This phase sets the foundation for all subsequent activities and decisions. It is
where the initial concept of the program or project is developed, assessed, and refined into a
structured proposal. The key steps in the initiation phase include:

NEEDS/OPPORTUNITY IDENTIFICATION:

e Community Collaboration: Engage directly with the target communities to identify their
challenges, needs, and opportunities. This collaborative approach ensures that the
program or project is grounded in real community requirements and aspirations.

o Field Assessments: Conduct assessments, surveys, and interviews to gather detailed
information about the community's context, resources, and existing initiatives.

e Needs Analysis: Analyze the collected information to identify critical areas where PY can
make a meaningful impact, aligning with our mission and strategic goals.

OBJECTIVE DEFINITION:

o Goal Setting: Based on the identified needs or opportunities, define clear, measurable,
specific, achievable, relevant, and time-bound (SMART) objectives for the program or
project. These objectives should directly address the challenges identified during the
community engagement process.

o Alignment with Mission: Ensure that the objectives are in line with PY's mission,
contributing to our broader goals of community empowerment and sustainable
development.



FEASIBILITY ASSESSMENT:

Resource Evaluation: Assess the availability of necessary resources, including human,
financial, and material, required to achieve the project objectives.

Impact Analysis: Evaluate the potential social, economic, and environmental impacts of
the proposed initiative to ensure positive outcomes and identify any possible negative
effects.

Risk Identification: Identify potential risks that could hinder the successful
implementation of the project and assess their likelihood and potential impact.
Expertise Alignment: Determine if the project aligns with PY's areas of expertise and
organizational capacity.

STAKEHOLDER ANALYSIS:

Identification: List all potential stakeholders, including beneficiaries, community leaders,
local and national government entities, partner organizations, donors, and staff.
Influence and Interest Assessment: Evaluate each stakeholder's level of interest in and
influence over the project to understand their potential impact on its success.
Engagement Strategy: Develop a strategy for engaging with each group of stakeholders
throughout the project’s lifecycle, tailored to their level of interest and influence.

CONCEPT NOTE/PROPOSAL DEVELOPMENT:

Project Rationale: Summarize the reasons for undertaking the project, including the
community needs or opportunities it addresses.

Preliminary Plans: Outline the proposed approaches, activities, and expected outcomes.
Include an estimated budget, timeline, and resource plan.

Internal Approvals: Use the concept note to seek preliminary approval from PY's
leadership and relevant departments.

Funding Applications: If external funding is required, refine the concept note into a
detailed proposal following the donor's specifications and requirements.

Completing the initiation phase effectively sets a solid foundation for the entire program or
project. By thoroughly understanding the community's needs, defining clear objectives,
assessing feasibility, engaging stakeholders, and developing a strong concept note or proposal,
PY ensures that our initiatives are well-conceived, strategically aligned, and prepared for
successful implementation and lasting impact.

2. PLANNING: THE BLUEPRINT PHASE
The planning phase establishes the roadmap for how the program or project will be executed,
monitored, and controlled. It transforms the initial concepts into detailed, actionable plans. This
phase is critical as it lays down the structural foundation required for achieving the desired
outcomes efficiently and effectively.

GOALS AND SCOPE

1.

Refining Objectives: Clarify and refine the program's objectives based on the initial
concept and stakeholder inputs. Ensure that the goals are Specific, Measurable,
Achievable, Relevant, and Time-bound (SMART).

Determining Scope: Define the scope clearly, outlining what will be included in the
program and what will be excluded. This should cover the breadth of activities,
deliverables, and boundaries, ensuring all team members and stakeholders have a
common understanding.

WORK BREAKDOWN STRUCTURE (WBS)

1.

Decomposing Tasks: Break down the total workload into smaller, more manageable
components. This hierarchical decomposition ends at the work package level, where
tasks are sufficiently detailed for assignment and execution.

Assigning Responsibilities: Assign each task and sub-task to specific team members,
ensuring clarity of roles and responsibilities. This aids in accountability and tracking
progress.

SCHEDULING AND TIMELINES

1.

Developing the Schedule: Use the WBS to create a detailed schedule that outlines when
and in what sequence tasks will be carried out. Incorporate dependencies and milestones
to visualize the project timeline.



2. Setting Milestones: Define major milestones to mark significant project phases or

achievements. These serve as checkpoints for evaluating progress and aligning with
stakeholders.

BUDGET DEVELOPMENT

1.

Cost Estimation: Estimate the financial resources required for each task and the project
as a whole. Consider all direct and indirect costs, ensuring that the budget is
comprehensive.

Contingency Planning: Include contingency funds to manage unforeseen expenses or
risks, ensuring the project's financial stability.

MONITORING AND EVALUATION (M&E) FRAMEWORK

1.

Defining Indicators: Select clear, measurable indicators for tracking project progress,
outputs, outcomes, and impacts. These should align with the project's objectives and
stakeholder expectations.

Data Collection and Reporting: Establish methods for collecting data and the frequency
of reporting. Ensure that the M&E framework is capable of providing timely and relevant
information for decision-making and accountability.

RISK MANAGEMENT

1.

Identifying Risks: Systematically identify potential risks that could impact the project’s
success. Use brainstorming, historical data, and expert judgment to uncover possible
risks.

Developing Mitigation Plans: For each identified risk, develop strategies to prevent,
mitigate, or manage the risk. Assign responsibility for managing each risk to specific team
members.

STAKEHOLDER ENGAGEMENT AND COMMUNICATION PLANS

1.

Stakeholder Strategy: Develop a comprehensive strategy for engaging with stakeholders
throughout the project. Identify key messages, communication channels, and
engagement activities suited to different stakeholder groups.

Communication Plan: Create a communication plan detailing the frequency, format, and
content of communications. Ensure that the plan covers internal team communications
as well as external stakeholder interactions.

3. EXECUTION: BRINGING PLANS TO ACTION

The execution phase is where the program or project's planning materializes into tangible
actions. This stage is critical for translating strategies and blueprints into outcomes that align
with Peace by Youth (PY)'s mission and stakeholders' expectations.

TEAM FORMATION AND DEVELOPMENT

1.

Assembling the Project Team: Compile a team that encompasses all necessary skills and
expertise required for the project. Consider diversity in team composition to enhance
creativity and problem-solving.

Assigning Roles and Responsibilities: Clearly define and communicate each team
member's role, responsibilities, and expectations. Ensure that all team members
understand their tasks and the contributions expected from them.

Fostering Team Collaboration: Create an environment that promotes open
communication, trust, and teamwork. Utilize team-building activities and regular
meetings to enhance team dynamics and resolve any interpersonal issues promptly.
Professional Development: Encourage and facilitate ongoing learning and development
opportunities for team members, tailored to the project's needs and individual growth
paths.

RESOURCE MOBILIZATION

1.

2.

Human Resources: Ensure that all staff allocations align with the project plan. Address
any gaps in staffing by recruiting or reassigning personnel as needed.

Materials and Equipment: Acquire all necessary materials, equipment, and resources in
line with the project budget and timelines. Opt for sustainable and cost-effective options
wherever possible.

Financial Resources: Manage and disburse funds according to the budget, ensuring
transparency and adherence to financial protocols. Regularly review financial expenditure
against the budget to prevent overspending.



4. Logistical Arrangements: Coordinate all logistical aspects, such as travel,

accommodations, and meeting arrangements, ensuring they support the efficient
execution of project activities.

ACTIVITY IMPLEMENTATION

1.

2.

3.

Following the Work Breakdown Structure: Implement activities according to the detailed
plans laid out in the WBS, ensuring each task aligns with the overall project objectives.
Adhering to Timelines: Maintain strict adherence to the project schedule, monitoring
progress and making necessary adjustments to stay on track.

Upholding Quality Standards: Ensure all project outputs meet PY's quality standards and
ethical guidelines. Regularly review work for compliance and take corrective action as
necessary.

Documenting Progress: Keep thorough records of activities, decisions, and outcomes.
Documentation should be accurate, up-to-date, and accessible for review and auditing
purposes.

STAKEHOLDER COMMUNICATION

1.

2.

Open Dialogue: Maintain consistent and open communication with all stakeholders,
providing regular updates and responding promptly to inquiries and feedback.

Regular Updates: Utilize agreed-upon communication channels to share progress
reports, achievements, and challenges with stakeholders. Adapt the communication style
and frequency to suit different audiences.

Addressing Concerns: Actively listen to and address stakeholders’ concerns and
suggestions. Engage in constructive dialogue to find mutually acceptable solutions to
any issues that arise.

Cultivating Community Ownership: Involve community members and beneficiaries in the
execution process wherever possible. This enhances the sense of ownership and
increases the likelihood of sustainable outcomes.

@ 4. MONITORING AND CONTROL: ENSURING PROGRAM INTEGRITY AND

’

RESPONSIVENESS

The Monitoring and Control phase is critical for maintaining the integrity, quality, and direction of
Peace by Youth (PY)'s programs and projects. This phase ensures that project activities are
aligned with planned objectives and outcomes, while also adapting to any changes or challenges
encountered along the way.

PROGRESS TRACKING

1.

2.

Establishing Metrics: Set clear metrics and benchmarks for tracking progress against the
project plan, including timelines, milestones, and budgetary guidelines.

Regular Monitoring: Implement a regular monitoring schedule to review the progress of
tasks and activities. Use project management tools and software to streamline this
process.

Progress Reports: Generate progress reports that detail completed tasks, ongoing
activities, and any areas behind schedule. Distribute these reports to the project team and
key stakeholders for review and action.

PERFORMANCE MEASUREMENT

1.

2.

Utilizing M&E Indicators: Apply the predefined monitoring and evaluation (M&E)
indicators to assess the program's performance against its objectives.

Data Collection and Analysis: Collect and analyze data systematically to gauge the
program's effectiveness and impact. Ensure that data collection methods are ethical,
accurate, and consistent.

Performance Reviews: Conduct regular performance reviews with the project team to
discuss findings and implications. Use these reviews as an opportunity for collective
reflection and learning.

VARIANCE ANALYSIS

1.

2.

Identifying Variances: Compare actual progress with planned progress to identify
variances in timelines, costs, and scope.

Root Cause Analysis: Analyze the reasons behind any deviations from the plan. Determine
whether they are due to internal processes, external factors, or unforeseen challenges.



3.

Corrective Actions: Develop and implement corrective actions to address any variances.
Adjust project plans and schedules as necessary, ensuring that changes are
communicated clearly to all stakeholders.

RISK MONITORING

1.

2.

3.

Ongoing Risk Assessment: Continually monitor for new risks and reassess existing risks
throughout the project lifecycle.

Risk Response Activation: Activate risk response strategies as needed. Regularly review
and update these strategies to reflect the current project context and emerging threats.
Documentation: Keep detailed records of all identified risks, theirimpacts, and the actions
taken to mitigate them.

QUALITY ASSURANCE

1.

2.

3.

Quality Standards: Ensure that all project deliverables and processes meet PY's quality
standards and adhere to relevant regulations and ethical guidelines.

Quality Checks: Conduct regular quality checks and audits on project outputs. Involve
stakeholders in quality assurance processes where appropriate.

Continuous Improvement: Use findings from quality checks to drive continuous
improvement within the project. Address any issues promptly to maintain stakeholder
trust and project integrity.

REPORTING

1.

Transparent Communication: Provide clear, concise, and transparent reports to
stakeholders at regular intervals. Tailor reports to the needs and interests of different
stakeholder groups.

Feedback Mechanism: Include a feedback mechanism in reporting procedures to gather
stakeholders' opinions and suggestions. Use this feedback to improve project
implementation and stakeholder engagement.

Adjustments and Updates: Update stakeholders on any significant changes to the project
scope, timeling, or budget. Ensure that all communications are timely, factual, and
reflective of the project’s current status.

The closure phase marks the official end of a project within Peace by Youth (PY). This phase is
crucial for ensuring that the project's goals have been met, evaluating its success and impact,
and acknowledging the efforts and contributions of all involved. Effective closure facilitates
learning and provides valuable insights for future projects.

Objective Confirmation: Conduct a thorough review to ensure that all project objectives
have been met according to the predetermined success criteria.

Quality Assurance: Verify that all deliverables meet the required quality standards set
forth at the project's inception. Engage relevant stakeholders, including community
members, in validating the quality and acceptance of outcomes.

Contractual Fulfillment: Ensure that all contractual obligations have been satisfied, and
that there are no outstanding issues with suppliers, partners, or beneficiaries.

Performance Review: Carry out a comprehensive evaluation of the project's performance
against its objectives, budget, and timeline. Utilize the predefined M&E indicators to
measure impact and effectiveness.

Lessons Learned: Document lessons learned, including successes, challenges, and
unexpected outcomes. This should cover all aspects of the project, from planning and
execution to monitoring and closure.

Sustainability Assessment: Evaluate the sustainability of project outcomes and the
likelihood of continued benefit to the community. Identify factors that contribute to or
hinder sustainability.

Impact Analysis: Assess the long-term impact of the project on the community and
stakeholders. Consider both intended and unintended outcomes.
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Team Transition: Plan and communicate the reassignment or release of project team
members. Provide support for transitions, including acknowledgment of contributions
and assistance with future placements.

Material and Asset Handling: Responsibly dispose of or reallocate unused materials and
assets. Ensure that any transfers or disposals are documented and executed according
to PY's policies and ethical standards.

Function Demobilization: Systematically close down project-specific functions and
facilities. This includes terminating rentals, discontinuing services, and closing project
accounts.

Record Consolidation: Compile all project documentation, including reports, contracts,
communication records, and evaluation results.

Archiving: Securely archive documents in accordance with PY's record-keeping policies.
Ensure that sensitive information is protected and that archives are accessible for future
reference or audits.

Knowledge Sharing: Share findings, reports, and lessons learned with relevant
stakeholders within PY and the broader community as appropriate. Utilize organizational
platforms to disseminate knowledge gained from the project.

Acknowledgment: Formally thank all stakeholders, including team members, partners,
donors, and community members, for their contributions. Personalized communications,
such as letters or certificates, can enhance the sentiment.

Success Celebration: Organize an event or activity to celebrate the project's successes
and recognize the hard work of the team and community. Ensure that celebrations are
inclusive and respectful of cultural norms.

Public Communication: Share the project's achievements and impacts through public
channels, such as social media, press releases, or community meetings, to highlight the
positive changes and PY's role in facilitating them.

KEY MILESTONES AND DECISION POINTS

The life cycle of a program or project is punctuated by key milestones and decision points that
serve as crucial junctures for evaluation, reflection, and course correction. These milestones are
integral to ensuring the project remains aligned with PY's strategic objectives, efficiently utilizes
resources, and effectively responds to changing circumstances.

PROJECT APPROVAL

1.

2.

Feasibility and Alignment Review: Following the initiation phase, the project concept
undergoes a thorough review focusing on its feasibility, alignment with PY's strategic
objectives, and resource requirements. This includes assessing the project's potential
impact, viability, and alignment with community needs.

Approval Process: The approval process typically involves presentations to and
deliberations by PY's decision-making bodies or committees. They evaluate the project
against organizational priorities, financial constraints, and potential risks.

Green Light for Investment: Approval signals official endorsement from PY's leadership
and authorizes the allocation of resources. This milestone is crucial as it commits the
organization to move forward with the project.

PLAN SANCTIONING

1.

Detailed Review: Once a detailed project plan is developed, it undergoes a rigorous review
to ensure itis comprehensive, realistic, and structured for success. This includes verifying
the Work Breakdown Structure (WBS), budget, schedule, and risk management plans.
Sanctioning Decision: The decision to sanction the plan is a formal acknowledgment that
the project is well-prepared for implementation. This decision is typically made by senior
management or the project steering committee.

Launch Readiness: Sanctioning the plan marks the project's readiness for launch. It
ensures that all planning components meet PY's standards and that the project team is
clear on its direction and objectives.

PROGRESS REVIEWS

1.

Scheduled Evaluations: Progress reviews are conducted at predetermined intervals, such
as quarterly. These reviews provide a comprehensive view of the project's status,



including achievements, financial health, challenges, and compliance with the original
plan.

Decision-making: Based on the outcomes of the progress reviews, decisions are made
regarding necessary adjustments to resources, strategies, or objectives. This could
include reallocating budgets, revising timelines, or implementing new strategies to
overcome challenges.

Stakeholder Feedback: Progress reviews also offer an opportunity to gather and
incorporate feedback from stakeholders, enhancing engagement and ensuring the project
remains aligned with their needs and expectations.

PERFORMANCE GATES

1.

Quality Checkpoints: Performance gates are established at critical points within the
project timeline to assess its progress and quality. These gates may coincide with the
completion of major deliverables or project phases.

Assessment and Decision: At each performance gate, the project undergoes a thorough
assessment against predefined criteria. Decisions made at this juncture determine
whether the project continues as planned, requires modifications, or should be
reevaluated entirely.

Corrective Actions: If necessary, corrective actions are identified and implemented to
address any issues or deviations from the plan, ensuring the project remains on the path
to success.

PROJECT COMPLETION

1.

Objective Verification: This milestone is reached when all project objectives have been
achieved, and all deliverables have been produced and accepted by the relevant
stakeholders.

Closure Initiation: Achieving this milestone triggers the initiation of formal project closure
procedures, including final evaluations, resource demobilization, and documentation.
Stakeholder Sign-off: Securing formal acceptance from stakeholders signifies their
satisfaction with the project outcomes and officially marks the project's completion.

POST-PROJECT EVALUATION

1.

Comprehensive Review: After the project closure, a thorough evaluation assesses the
project’s overall success, sustainability, impact, and the effectiveness of the management
approach.

Learning and Improvement: The post-project evaluation aims to extract valuable insights,
document lessons learned, and identify best practices that can be applied to future
projects.

Organizational Growth: Insights gained from the evaluation contribute to PY's
organizational knowledge base, informing strategy, enhancing future project
management practices, and ultimately leading to more effective and impactful initiatives.

Q(?) WHY ADHERENCE MATTERS

Adherence to the established life cycle stages and decision points is not just a procedural
formality for Peace by Youth (PY); it's a commitment to excellence, integrity, and impact. Below
are detailed reasons why this structured approach is indispensable to our operations:

MISSION ALIGNMENT

1.

Strategic Consistency: Adhering to the life cycle ensures that every project is consistently
aligned with PY's overarching goals. This alignment guarantees that our resources and
efforts are not just scattered activities but are concerted efforts towards meaningful
change and community empowerment.

Goal-Oriented Activities: Each phase of the project life cycle is designed to reflect and
advance PY's mission. By adhering to these stages, we ensure that all project activities
contribute directly to our strategic objectives, enhancing our mission’s clarity and focus.

RESOURCE EFFICIENCY

1.

Optimal Utilization: Following a well-defined project life cycle enables PY to optimize the
use of its resources. By planning meticulously, monitoring progress rigorously, and
adhering to predetermined decision points, we can prevent cost overruns and ensure that
every resource contributes to maximum impact.

Waste Reduction: Diligent adherence to the life cycle stages helps identify areas where
resources might be wasted, allowing for timely adjustments. This proactive approach



ensures efficiency and sustainability in our operations, maximizing the benefits derived
from every contribution and investment.

RISK REDUCTION

1

Proactive Management: The life cycle stages are structured to incorporate risk
identification and mitigation at every step. By adhering to these processes, PY
significantly reduces the likelihood of unforeseen challenges derailing our projects,
thereby increasing the probability of their success.

Informed Decision-Making: Adherence to structured decision points allows PY to make
informed decisions based on comprehensive risk assessments and analyses. This
approach ensures that every decision is backed by a clear understanding of potential
implications and is in the best interest of project success and community well-being.

STAKEHOLDER TRUST

1.

Transparency and Accountability: By strictly following the outlined life cycle stages, PY
maintains high levels of transparency and accountability. Regular updates and clear
communication at critical milestones foster trust and confidence among our
stakeholders, including communities, partners, and donors.

Engagement and Involvement: Adherence to the project life cycle facilitates continuous
stakeholder engagement and involvement. By involving stakeholders at key decision
points and throughout the project, we ensure that their voices are heard and their
interests are considered, strengthening relationships and building enduring partnerships.

ENHANCED IMPACT

1.

Quality Outcomes: Meticulous attention to each phase of the life cycle ensures that all
project deliverables meet PY's high standards of quality. This commitment to excellence
directly translates into more significant and lasting impacts in the communities we serve.
Continuous Improvement: The structured approach to monitoring, evaluation, and
learning enables PY to continuously improve its methods and strategies. By learning from
each project and applying those lessons to future initiatives, we not only enhance our own
effectiveness but also contribute to the broader field of development work.

@ FLEXIBILITY WITHIN THE FRAMEWORK

While the program and project life cycle stages provide a structured approach to managing
initiatives at Peace by Youth (PY), we recognize the importance of flexibility in responding to
varying project demands, stakeholder needs, and evolving circumstances. This section outlines
how PY incorporates flexibility within the framework to ensure that our projects remain effective,
relevant, and impactful.

TAILORED APPROACHES

1.

Scalability and Customization: PY understands that each project is unique, with its own
set of challenges, opportunities, and community dynamics. Therefore, while the life cycle
stages serve as a general blueprint, they are designed to be scalable and customizable.
Teams are encouraged to tailor the approach to fit the specific scale, scope, and context
of their project.

Iterative Processes: Some phases of the project, particularly planning and execution, may
be iterative rather than linear. This allows for continual refinement of strategies and
approaches based on feedback, new information, or changes in the environment. Iteration
ensures that the project remains aligned with its objectives and responsive to stakeholder
needs.

ADAPTABLE DECISION POINTS

1.

Contextual Decision-Making: Decision points within the project life cycle are flexible and
may shift based on the project's progress, external factors, or stakeholder feedback. This
adaptability ensures that decisions are made with the most current and relevant
information, enhancing project outcomes.

Stakeholder Collaboration: PY promotes active collaboration with stakeholders at all
stages of the project. By involving stakeholders in decision-making, PY ensures that the
project adapts to their evolving needs and expectations, thereby increasing community
ownership and project sustainability.

RESPONSIVENESS TO CHANGE



Monitoring and Evaluation Adjustments: PY acknowledges that project contexts can
change rapidly. The monitoring and evaluation (M&E) framework is designed to be
flexible, allowing for adjustments in indicators, data collection methods, and analysis
techniques as required by the changing project landscape.

Risk Management Reevaluation: The risk management plan is not static; it is regularly
reviewed and updated in response to new risks or changes in existing risks. This ongoing
reassessment ensures that the project is prepared to address challenges proactively and
continue moving forward.

LEARNING AND IMPROVEMENT

1.

Feedback Loops: PY integrates feedback loops into each stage of the life cycle, ensuring
that lessons learned are quickly incorporated into current and future projects. This
approach supports continuous improvement and innovation within the organization.
Capacity for Course Correction: Flexibility within the framework means that PY is always
prepared to make necessary course corrections. Whether adjusting project strategies,
reallocating resources, or shifting project focus, PY remains committed to achieving the
best possible outcomes for the communities we serve.



3. PROGRAM INITIATION
AND PLANNING

AT PEACE BY YOUTH (PY), THE SEED OF EVERY PROGRAM IS PLANTED WITHIN THE
HEARTS AND MINDS OF THE COMMUNITIES WE SERVE. WE FIRMLY BELIEVE THAT THE
MOST EFFECTIVE AND SUSTAINABLE CHANGE STEMS FROM INITIATIVES ROOTED IN
LOCAL NEEDS, HOPES, AND A KEEN UNDERSTANDING OF EXISTING ASSETS. OUR
INITIATION AND PLANNING PHASE IS A COLLABORATIVE EFFORT, WHERE PY ACTS AS A
CATALYST, WORKING ALONGSIDE COMMUNITIES TO DESIGN SOLUTIONS THAT ARE BOTH
CONTEXTUALLY RELEVANT AND ALIGNED WITH OUR BROADER MISSION.

PROGRAM CONCEPTUALIZATION PROGRAM FRAMEWORK
AND OBIJECTIVES AND STRUCTURE

Specific Objectives: Turning Goals into Structural Design: Teams, Roles, and
Actionable Steps Accountability

IDENTIFYING NEEDS STAKEHOLDER ANALYSIS RISK ASSESSMENT AND
AND OPPORTUNITIES AND ENGAGEMENT MITIGATION STRATEGIES

Community Consultations: The Power Engagement Strategy: Co-creation, Risk Identification: Collaborative

®

of Listening Collaboration, Communication Brainstorming and Analysis

IDENTIFYING NEEDS AND OPPORTUNITIES

The initial phase in the life cycle of Peace by Youth (PY) programs revolves around the meticulous
identification of community needs and opportunities. This process lays the groundwork for
developing initiatives that are both impactful and deeply resonant with the community's
aspirations. Here's how PY approaches this foundational step:

COMMUNITY CONSULTATION

1. Engagement Methods: PY employs various methods to engage with communities,
ensuring that every voice can be heard. This includes organizing focus groups,
conducting one-on-one interviews, facilitating community forums, and leading
participatory exercises. Each method is chosen based on its suitability to the
community's culture, the complexity of issues, and the engagement level of the
participants.

2. Active Listening and Inclusivity: Our approach prioritizes active listening and inclusivity.
We strive to create a safe space where community members feel valued and empowered
to share their experiences, challenges, and aspirations without fear of judgment.

3. Synthesizing Insights: The information gathered from these consultations is carefully
recorded, synthesized, and analyzed. This process helps PY to grasp the community's
real issues, needs, and desires, forming the basis for all subsequent project planning and
development.

DATA ANALYSIS

1. Comprehensive Review: PY supplements community insights with a thorough analysis of
available data. This includes examining government statistics, reviewing existing



research reports, and studying findings from prior needs assessments conducted by PY
or other organizations.

Identifying Gaps and Disparities: By combining qualitative insights from community
consultations with quantitative data analysis, PY identifies significant gaps, disparities,
and areas needing intervention within the community’'s socioeconomic landscape.
Evidence-Based Planning: This dual approach ensures that program planning is
grounded in real, evidence-based understanding of community needs and resources,
thereby enhancing the relevance and potential impact of PY's initiatives.

FIELD ASSESSMENT

1.

Ground Truthing: PY conducts field assessments, including site visits and surveys, to
validate the information gathered through consultations and data analysis. This "ground
truthing” ensures that our understanding of community needs aligns with reality.

Deeper Engagement: Field assessments also offer additional opportunities for direct
interaction with community members. These interactions often uncover nuanced insights
into local challenges and solutions, enriching our understanding and strengthening
community trust.

Reality Check: These visits help PY staff to comprehend the practicalities, cultural
nuances, and logistical challenges of working in a particular locale, informing more
realistic and effective program design.

OPPORTUNITY SCOPING

1.

Identifying Synergies: Beyond merely identifying needs, PY looks for unique opportunities
where the organization's strengths, resources, and experiences can intersect effectively
with community needs and assets. This approach aims to create synergies that amplify
the impact of our initiatives.

Community Co-Creation: In collaboration with community members, PY identifies
potential areas where collective efforts can lead to significant improvements. This might
include leveraging untapped local resources, enhancing existing community initiatives, or
introducing innovative solutions.

Maximizing Impact: By focusing on opportunities as well as needs, PY ensures that its
programs not only address immediate challenges but also contribute to building stronger,
more resilient communities. This forward-thinking approach aims to empower
communities, foster local ownership, and ensure the sustainability of positive changes
initiated by PY's projects.

5@3 PROGRAM CONCEPTUALIZATION AND OBJECTIVES

The conceptualization phase is where Peace by Youth (PY) transforms community needs and
opportunities into actionable programs. This phase is essential for ensuring that the programs
are strategically aligned, mission-driven, and designed for sustainable change.

VISION AND GOALS

1.

Crafting a Shared Vision: Based on the insights gathered from community consultations,
data analysis, and field assessments, PY articulates a program vision that reflects the
aspirations and needs of the community. This vision serves as a guiding light for all
stakeholders, providing a shared purpose and direction.

Setting Strategic Goals: With the program vision as a backdrop, specific goals are
established. These goals are designed to be in harmony with PY's overarching strategic
direction while tailored to address the unique challenges and opportunities of the
community. Each goal is articulated to contribute directly to the envisioned positive
change, ensuring that the program remains focused and aligned with broader
organizational objectives.

Community Validation: Before finalizing, the proposed vision and goals are shared with
community members and key stakeholders for feedback and validation. This step ensures
that the program resonates with those it intends to serve and secures their buy-in, which
is crucial for long-term success.

SPECIFIC OBJECTIVES

1.

Breaking Down Goals: The broad goals set in the earlier stage are broken down into
specific, measurable, achievable, relevant, and time-bound (SMART) objectives. This
breakdown provides clarity and focus, transforming high-level goals into concrete
targets.



2. Alignment with Outcomes: Each objective is aligned with intended outcomes, ensuring

that achieving the objective will contribute directly to realizing the program'’s overarching
goals. This alignment helps in maintaining focus and ensuring that all efforts are directed
towards meaningful impacts.

Flexibility for Adaptation: While objectives are specific and measurable, they are also
designed with a degree of flexibility to allow for adaptation in response to changing
circumstances or new insights gained during program implementation.

OUTCOME MAPPING

1.

Defining Pathways for Change: PY employs tools like Theory of Change or logic models
to map out the desired outcomes and the specific steps required to achieve them. This
process, known as outcome mapping, helps in visualizing the relationship between
activities, outputs, outcomes, and the ultimate impact of the program.

Engagement in Mapping Process: Stakeholders, including community members, are
involved in the outcome mapping process. Their participation ensures that the pathways
for change are realistic, culturally sensitive, and grounded in the community's context.
Identifying Indicators and Milestones: Within the outcome mapping framework, specific
indicators and milestones are identified. These serve as markers of progress and
success, helping PY and its stakeholders to track the program's effectiveness and make
informed decisions.

Focus on Sustainable Impact: The outcome mapping emphasizes not just the immediate
outputs but also the long-term impact of the program. This long-term perspective
ensures that the program is designed with sustainability in mind, aiming to create lasting
positive changes in the community.

STAKEHOLDER ANALYSIS AND ENGAGEMENT

Effective stakeholder management is crucial to the success of Peace by Youth (PY) programs. It
ensures that all potential influences and impacts are considered, turning potential challenges into
opportunities for support and collaboration. Here's how PY approaches this critical component:

IDENTIFY STAKEHOLDERS

1.

Comprehensive Listing: PY undertakes a comprehensive process to identify all potential
stakeholders related to the program. This includes direct beneficiaries, community
leaders, local and national government bodies, NGOs, funding organizations, and even
skeptics or opposition groups.

Diverse Perspectives: By identifying a broad spectrum of stakeholders, PY ensures that
diverse perspectives and interests are considered in the program's planning and
implementation. This inclusive approach helps to build a more holistic understanding of
the community ecosystem.

Continuous Identification: Stakeholder identification is an ongoing process. As the
program evolves, new stakeholders may emerge while the relevance of others may
diminish. PY maintains flexibility to update its stakeholder list throughout the program
lifecycle.

ANALYZE AND PRIORITIZE

1.

Stakeholder Mapping: Using tools such as stakeholder matrices or mapping, PY assesses
each stakeholder’s level of influence, interest, and potential impact on the program. This
analysis helps to understand the dynamics between different groups and individuals.
Prioritization: Stakeholders are prioritized based on their capacity to affect or be affected
by the program. This prioritization guides PY in allocating resources and efforts
effectively, ensuring that key players are adequately engaged.

Understanding Motivations: In addition to mapping power and influence, PY seeks to
understand the underlying motivations, concerns, and interests of different stakeholders.
This insight allows for more tailored and effective engagement strategies.

ENGAGEMENT STRATEGY

1.

Co-creation and Participation: PY adopts an ethos of co-creation, treating community
members and other key stakeholders not merely as participants but as partners in
program design and implementation. This approach fosters a sense of ownership and
commitment to the program's success.

Tailored Engagement Approaches: Based on the analysis and prioritization, PY develops
tailored engagement strategies for different stakeholder groups. This might include



forming advisory committees with local leaders, conducting town hall meetings for
broader community input, facilitating collaborative workshops with partners, or setting
up participatory monitoring systems.

Feedback Mechanisms: Effective engagement is a two-way street. PY establishes clear
mechanisms for stakeholders to provide feedback, raise concerns, and contribute ideas
throughout the program cycle. This open communication builds trust, enhances
transparency, and ensures that the program remains responsive to community needs and
expectations.

Documentation and Adaptation: All engagement activities, feedback received, and actions
taken are meticulously documented. This documentation supports ongoing learning and
program adaptation, ensuring that engagement strategies remain effective and relevant.
Acknowledgment and Recognition: PY acknowledges the contributions and support of
stakeholders at all levels. Recognition, whether in the form of public acknowledgment,
certificates, or celebration events, helps to cement relationships and express gratitude
for stakeholder involvement.

PROGRAM FRAMEWORK AND STRUCTURE
A well-defined framework and structure are essential to the successful execution of programs at
Peace by Youth (PY). These components ensure that all program activities are coordinated,
aligned with strategic goals, and designed for maximum impact. Here's how PY structures this
crucial phase:

PROGRAM COMPONENTS

1.

Mapping Activities: PY begins by delineating the specific components or sub-projects
that comprise the overall program. This involves breaking down the program into
manageable, interrelated activities that collectively contribute to the program'’s goals.
Integration and Alignment: Each component is designed to not only stand on its own
merits but also to contribute to and complement the other parts of the program. For
instance, a youth empowerment program might include educational workshops, skills
training sessions, and mentorship opportunities, each interlocking to provide a
comprehensive empowerment framework.

Community Input: The design of program components is deeply influenced by community
consultations and needs assessments. This ensures that each activity is relevant and
tailored to the needs and aspirations of the community.

PROGRAM LOGIC MODEL

1.

Visual Representation: PY develops a Program Logic Model for each program, serving as
a visual representation that outlines the relationship between inputs (resources),
activities (what we do), outputs (what we produce), outcomes (short and medium-term
changes), and impact (long-term societal change).

Pathways for Change: The logic model helps in illustrating how the planned activities are
expected to lead to the desired outcomes and overall program impact. It also assists in
identifying the necessary resources and inputs required to execute the activities
successfully.

Identifying Gaps and Assumptions: The process of developing a logic model also helps
to uncover any potential gaps in the program's design or assumptions underlying the
expected pathways of change. This allows for timely adjustments and strengthens the
program's foundation.

STRUCTURAL DESIGN

1.

Defining Team Structure: PY defines a clear team structure for each program, outlining
the roles and responsibilities of all involved personnel. This structure typically includes
program managers, project coordinators, field officers, and support staff.

Lines of Reporting: Clear lines of reporting and communication are established within the
team structure. This ensures that information flows efficiently, decisions are made
promptly, and all team members are kept informed and engaged.

Roles and Responsibilities: Specific roles are assigned based on individual skills,
experiences, and areas of expertise. Each team member is provided with a clear
understanding of their responsibilities, the expectations of their role, and how they
contribute to the program'’s objectives.



4.

Accountability and Decision-Making: The structural design incorporates mechanisms for
accountability and decision-making. This includes regular team meetings, performance
reviews, and a hierarchy for decision-making and escalation processes.

Integration with PY: The program structure is integrated within the broader organizational
framework of PY. This ensures that the program benefits from organizational resources
and support while remaining aligned with PY's mission and values.

RISK ASSESSMENT AND MITIGATION STRATEGIES

Risk management is a critical component of program planning and execution at Peace by Youth
(PY). By identifying, analyzing, and addressing risks proactively, PY ensures that its programs
remain resilient, adaptable, and capable of achieving their intended outcomes.

RISK IDENTIFICATION

1.

Collaborative Brainstorming: PY initiates the risk identification process through
collaborative brainstorming sessions involving team members, community
representatives, and other stakeholders. This inclusive approach ensures a
comprehensive identification of risks from various perspectives.

Categorization of Risks: Identified risks are categorized into different types such as
internal, external, operational, and strategic. For example, internal risks may include
resource limitations, while external risks could involve changes in the political climate or
natural disasters.

Community Input: Community input is particularly valued during this phase. The firsthand
experiences and insights of community members can reveal risks that might not be
immediately apparent to external observers, ensuring a grounded and realistic
assessment.

Continuous Process: Risk identification is treated as an ongoing process, not a one-time
activity. As the program evolves and external conditions change, new risks may emerge,
necessitating regular review and updates to the risk register.

RISK ANALYSIS

1.

Probability and Impact Assessment: Each identified risk is assessed in terms of its
likelihood of occurring and the potential impact on the program's objectives. This
assessment helps in prioritizing risks based on their significance.

Use of Analytical Tools: PY utilizes analytical tools such as risk matrices to rank and
visualize the severity of risks. This facilitates clearer communication and understanding
among team members and stakeholders.

Dynamic Evaluation: The risk landscape is dynamic; thus, the analysis is regularly
updated to reflect the latest information and situational changes. This ensures that the
program'’s risk management strategies remain relevant and effective.

MITIGATION STRATEGIES

1.

Developing Response Plans: For each high-priority risk, PY develops a tailored mitigation
or response plan. This may include preventive measures to lower the risk's probability or
contingency plans to address its impacts if it materializes.

Alternative Planning: Where possible, PY devises alternative strategies and backup plans.
For instance, if there is a risk related to funding, alternative funding sources may be
identified and pursued.

Staff Training and Preparedness: Training and preparing staff to handle potential risks is
a key mitigation strategy. This includes building their capacity to identify early warning
signs, respond effectively to emerging issues, and adapt to unforeseen changes.
Strengthening Partnerships: PY recognizes that strong partnerships can be a powerful
risk mitigation tool. Collaborating closely with local organizations, government agencies,
and other stakeholders can provide additional support and resources in managing and
mitigating risks.

Building Contingency Budgets: Financial risks are mitigated by allocating contingency
funds within the program budget. These funds are reserved for addressing unforeseen
expenses or financial shortfalls.

Communication and Documentation: Effective communication and thorough
documentation are integral parts of risk mitigation. Keeping stakeholders informed about
potential risks and the strategies in place to address them builds trust and enhances
collaborative problem-solving.
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PROJECT PLANNING AND

DESIGN

PROJECT PLANNING IS WHERE THE VISION FOR CHANGE STARTS TAKING A TANGIBLE
FORM. AT PY, WE BELIEVE THAT A COMPREHENSIVE AND COLLABORATIVE PLANNING
PROCESS LAYS THE GROUNDWORK FOR SUCCESSFUL OUTCOMES, MAXIMIZING
EFFICIENCY, AND ENSURING ALIGNMENT WITH COMMUNITY PRIORITIES.
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*Ef DETAILED PROJECT PLANNING PROCESSES

The foundation of any successful project lies in meticulous planning. At Peace by Youth (PY), we
prioritize a structured yet flexible planning approach that ensures alignment with community
needs and organizational goals. Here's how PY approaches detailed project planning:

COLLABORATIVE PLANNING SESSIONS

1.

Inclusive Workshops: PY organizes collaborative planning sessions that include PY team
members, community representatives, and, when applicable, relevant partners. These
workshops foster a multidimensional understanding of the project scope and objectives.
Shared Ownership and Understanding: By involving various stakeholders in the planning
process, PY ensures shared ownership of the project. This collaborative approach
enhances commitment and facilitates smoother project execution, as stakeholders feel
personally invested in the project's success.

Capacity Building and Engagement: These sessions also serve as an opportunity for
capacity building. Community members and partners gain insights into project planning
and management, which empowers them for future initiatives.

Identifying Challenges and Solutions: Engaging diverse stakeholders in discussion helps
surface potential roadblocks and collaboratively devise strategies to address them. This
proactive problem-solving can significantly mitigate risks down the line.

BASELINE ASSESSMENTS

1.

Establishing Reference Points: Before initiating project activities, PY conducts baseline
assessments to understand the current status within the project's focus areas. These
assessments might cover educational attainment levels, health indicators, or economic
conditions, depending on the project’'s aims.

Data Collection and Analysis: Through surveys, interviews, and data review, PY gathers
comprehensive information to establish a clear picture of the baseline situation. This
information is crucial for setting realistic goals and measuring project impact later on.




3. Community Involvement: Community members play a vital role in the baseline

assessment process. Their insights ensure that the data collected accurately reflects
local realities and helps build trust between PY and the community.

PROJECT DOCUMENTATION

1.

Recording Decisions and Plans: PY maintains thorough documentation of all planning
sessions, decisions made, data collected, and final plans. This documentation ensures
transparency and provides a clear roadmap for project execution.

Rationale and Justification: The documentation also includes the rationale behind each
decision and the justifications for chosen strategies. This level of detail is vital for internal
clarity, stakeholder communication, and future reference.

Accessibility and Sharing: All project documents are stored in an organized, accessible
manner. Relevant information is shared with stakeholders to maintain transparency and
foster continued collaboration.

Monitoring and Reporting: The documented plans serve as a baseline for ongoing project
monitoring and reporting. They provide a clear benchmark against which to measure
progress, adapt strategies as needed, and evaluate overall success.

DEFINING PROJECT SCOPE, OBJECTIVES, AND DELIVERABLES
At Peace by Youth (PY), the precision in defining project scope, objectives, and deliverables is
fundamental to project success and ensures alignment with our values and the communities we
serve. This phase is pivotal in setting clear guidelines and expectations for the project team and
stakeholders.

SCOPE STATEMENT

1.

Clear Boundaries: The Scope Statement is the definitive outline of what the project will
and will not include. This clarity is crucial to maintaining focus and avoiding the
expansion of the project beyond its original intent — a phenomenon known as "mission
creep.”

Detailed Descriptions: For instance, in a school renovation project, the scope statement
would delineate the specifics of the renovation — what areas of the school are to be
renovated, whether new facilities will be added, and whether the project scope includes
educational support such as providing teaching materials.

Inclusions and Exclusions: Clearly stating what is included and what is excluded from the
project helps in setting realistic expectations among all stakeholders. This demarcation
aids in focusing resources and efforts on agreed-upon priorities.

Stakeholder Agreement: The scope statement is developed in consultation with all key
stakeholders, ensuring their buy-in and agreement on the project's boundaries. This
collaborative approach ensures that the project remains community-focused and aligned
with PY's broader mission.

PROJECT OBJECTIVES

1.

SMART Objectives: Objectives translate the project's goals into specific, measurable,
achievable, relevant, and time-bound targets. For example, stating an objective such as
“Increase the literacy rate of out-of-school girls aged 12-16 in [village name] by 20%
within 12 months" provides a clear, quantifiable goal.

Alignment with Goals: Each objective is directly tied to the broader goals of the program
and PY's mission, ensuring that every project activity contributes to overarching
objectives.

Flexibility and Adaptability: While objectives are specific and measurable, they also allow
for a degree of flexibility to adapt to unforeseen circumstances without deviating from the
project's core aims.

Stakeholder Consultation: Objectives are set in consultation with stakeholders, ensuring
they are relevant and realistic within the project's context and community needs.

PROJECT DELIVERABLES

1.

Tangible Outcomes: Deliverables are the tangible or measurable outcomes of the project.
They are the products, services, or results that the project is committed to delivering.
Examples include arenovated school building, a new community water system, or a series
of educational workshops.



2.

Contribution to Objectives: Each deliverable is directly linked to achieving one or more of
the project's objectives. This connection ensures that all project efforts are purposeful
and aligned with desired outcomes.

Clarity and Specificity: Deliverables are defined with clarity and specificity, outlining
quality standards and completion criteria. This ensures that all team members and
stakeholders have a common understanding of what is expected.

Documentation and Approval: The expected deliverables are documented, reviewed, and
approved by relevant stakeholders. This process includes defining how deliverables will
be measured and evaluated upon completion.

CREATING WORK BREAKDOWN STRUCTURE (WBS) AND TASK
LISTS

The Work Breakdown Structure (WBS) and Task Lists are crucial components in the planning and
execution phases of a project at Peace by Youth (PY). These tools help in decomposing the
project into manageable pieces, ensuring clarity, accountability, and systematic progress.

DEVELOP WBS

1.

Hierarchical Decomposition: The WBS is developed by breaking down the project's
deliverables into smaller components. Starting from the highest level, which represents
the final deliverables, the project is decomposed into smaller and smaller pieces until
manageable work packages are identified. This hierarchical structure provides a clear
overview of the project scope and deliverables.

Visualization and Clarity: The WBS is often visualized in a tree structure, where each
descending level represents an increasingly detailed definition of the project work. This
visualization aids in understanding the project's scope and structure and helps in
identifying all necessary components and tasks.

Assigning Responsibilities: Each element of the WBS is assigned to a specific team
member or group. This clear allocation of responsibilities ensures that all team members
understand their tasks and contributions to the project.

Timeline and Dependencies: Alongside the WBS, dependencies between tasks are
identified. This includes understanding which tasks must be completed before others can
begin, helping to establish a logical sequence of activities. This information is crucial for
developing an accurate project timeline.

Collaborative Development: The WBS is developed with input from all project
stakeholders, including team members, community representatives, and partners. This
collaborative approach ensures that the WBS is comprehensive and aligned with the
project's objectives and community needs.

TASK LISTS

1.

Detailing Actions: From the WBS, specific task lists are created. These lists detail the
individual actions required to complete each segment of the WBS. Each task is clearly
defined to ensure there is no ambiguity regarding what needs to be done.

Assigning Roles and Deadlines: Alongside each task, the responsible individual or team
is identified, and deadlines are set. This assignment ensures accountability and helps
team members manage their time effectively. The deadlines are realistic, accounting for
the complexity of tasks and any dependencies that might affect their completion.
Step-by-Step Guidance: Task lists serve as step-by-step guides for project team
members. They provide a clear roadmap of what needs to be done, by whom, and by when,
facilitating organized and efficient project execution.

Dynamic Tool: Task lists are living documents. They are regularly reviewed and updated
to reflect the project's progress and any changes in scope or priorities. This adaptability
ensures that the task lists remain relevant and useful throughout the project lifecycle.
Monitoring and Reporting: Task lists are used as monitoring tools to track progress and
identify any areas where the project may be falling behind schedule. Regular updates and
check-ins based on the task lists help keep the project on track and allow for timely
adjustments to be made.

@ SCHEDULING AND TIME MANAGEMENT

Effective scheduling and time management are essential for the successful delivery of Peace by
Youth (PY) projects. They ensure that projects remain on track, resources are allocated efficiently,
and objectives are met within the stipulated time. Here's how PY approaches this critical aspect:



TIMELINE DEVELOPMENT

1.

Translating WBS into a Timeline: The detailed Work Breakdown Structure (WBS) serves
as the foundation for developing the project timeline. Each task and sub-task from the
WBS is mapped out over time, considering the start and end dates, duration, and
sequencing of activities.

Utilizing Project Management Tools: PY employs tools such as Gantt charts and project
management software to visualize the timeline. These tools allow for the clear depiction
of task sequences, their respective durations, and overlap. Simple spreadsheets may also
be used, especially for smaller projects or specific components of larger initiatives.
Identifying Bottlenecks: During timeline development, potential bottlenecks and areas
where resource allocation might be tight are identified. Recognizing these potential
challenges early on allows for proactive planning and adjustments to prevent delays.
Stakeholder Consultation: The project timeline is developed in consultation with all
stakeholders, including team members, community representatives, and partners. This
ensures that the timeline is realistic, considers all perspectives, and has buy-in from all
involved parties.

CRITICAL PATH ANALYSIS

1.

Defining the Critical Path: PY identifies the critical path of the project — the sequence of
tasks that directly impacts the project's finish date. Any delay in the critical path tasks
will directly delay the project's completion.

Prioritizing Tasks: Tasks on the critical path are given priority in resource allocation and
monitoring efforts. This focused approach helps in mitigating risks to the project's
timeline by ensuring that critical tasks are completed on time.

Regular Reviews: The critical path is reviewed regularly throughout the project lifecycle.
This ensures that any changes or delays are quickly identified and addressed to keep the
project on schedule.

Flexibility and Contingencies: While the critical path is monitored closely, PY maintains
flexibility by developing contingency plans for key activities, ensuring that unexpected
delays do not derail the entire project.

MILESTONES

1.

Setting Milestones: PY establishes key milestones throughout the project timeline. These
milestones represent significant achievements or phases within the project, such as the
completion of a construction phase, the delivery of a training program, or the publication
of a research report.

Monitoring and Motivation: Milestones serve as checkpoints for monitoring progress and
evaluating whether the project is on track. They also provide opportunities to celebrate
achievements, maintain team motivation, and reinforce stakeholder confidence in the
project.

Course Correction: Reaching (or missing) a milestone serves as an opportunity for
reflection and evaluation. If a milestone is missed, PY assesses the reasons behind the
delay and implements necessary adjustments to the project plan and timeline.
Communication: Achievements of milestones are communicated to all stakeholders,
ensuring transparency and continued support for the project.

BUDGETING AND FINANCIAL MANAGEMENT

Effective budgeting and financial management are vital to the sustainability and success of
Peace by Youth (PY) projects. These processes ensure that projects are financially viable,
resources are used efficiently, and financial risks are minimized. Here's how PY handles
budgeting and financial management for its projects:

COST ESTIMATION

1.

Itemized Resource Listing: PY starts the budgeting process by listing all the resources
that will be needed for the project. This includes staff time, materials, travel costs, expert
consultancy fees, and any other expenses related to the project. Detailing these items
ensures that no aspect of the project is overlooked in the financial planning.

Reference and Market Pricing: To ensure the estimates are as realistic as possible, PY
refers to historical data from past projects that are similar in scope and complexity.
Additionally, current market prices and rates are researched to update cost estimates,
accommodating for any fluctuations or changes in the market since the last project.



Inclusive Estimation: The estimation process involves consultation with project
managers, financial officers, and other stakeholders who have insights into potential
costs and expenses. This collaborative approach helps in creating a comprehensive and
accurate budget.

Contingency Planning: PY includes a contingency factor in the budget to cover
unforeseen expenses. Typically, this is a percentage of the total estimated costs and is
crucial for dealing with unexpected situations without jeopardizing the project's financial
stability.

BUDGET DEVELOPMENT

1.

Detailed Budget Creation: Utilizing the cost estimations, a detailed budget is developed
that allocates estimated costs across the different stages and activities of the project's
lifecycle. This detailed allocation helps in tracking and managing expenses more
effectively.

Alignment with Project Plan: The budget is aligned with the project plan, ensuring that
financial resources are available to support planned activities and timelines. This
alignment between the budget and the project plan is crucial for the coherent execution
of the project.

Stakeholder Review and Approval: The draft budget is reviewed by key stakeholders,
including project leads, financial officers, and community representatives. Feedback is
incorporated, and the budget is adjusted as necessary before final approval is secured.
Transparency and Documentation: The approved budget is documented clearly and
shared with relevant stakeholders. Transparency in budget allocation and approval
processes helps in building trust and ensuring accountability.

FINANCIAL MONITORING

1.

Tracking System: PY implements a tracking system, which could be a sophisticated
financial software or a simple spreadsheet, to monitor actual expenses against the
budget in real time. This system allows project managers and financial officers to track
expenditures and ensure they align with the planned budget.

Regular Reviews: Financial monitoring includes regular reviews of the budget versus
actual expenditures. These reviews help in identifying any discrepancies, overspending,
or underspending areas early on.

Adjustments and Mitigations: When overspending is identified, PY takes immediate steps
to adjust project plans or reallocate resources to prevent financial shortfalls. Similarly, if
certain areas are under-budget, decisions can be made regarding the best use of surplus
funds.

Reporting and Transparency: Regular financial reports are generated and shared with
stakeholders. These reports detail expenditures, compare them against the budget, and
explain any variances. Transparency in financial reporting reinforces accountability and
trust among stakeholders.



5. PROGRAM
IMPLEMENT ATION AND
EXECUTION

THIS IS THE PHASE WHERE THE METICULOUS PLANNING OF PREVIOUS STAGES IS
TRANSFORMED INTO TANGIBLE ACTION, SETTING IN MOTION THE CHANGES PEACE BY
YOUTH (PY) ENVISIONS IN THE COMMUNITIES WE SERVE. SUCCESSFUL IMPLEMENTATION
REQUIRES EFFECTIVE MOBILIZATION OF RESOURCES, A WELL-PREPARED TEAM,
RIGOROUS MONITORING, STRONG STAKEHOLDER RELATIONSHIPS, AND A COMMITMENT
TO HIGH-QUALITY RESULTS.

TEAM
FORMATION

Team Formation
and Development

QUALITY
MONITORING

Quality and
Performance

Stakeholder
Communication

Monitoring and Engagement
\_/ U
RESOURCE PROJECT FINANCIAL
MOBILIZATION EXECUTION MANAGEMENT
Program Execution of Financial
Implementation Program Management and
and Execution Activities and Controls
FROM PLANS SKILLED AND TURNING VISION ENSURING EFFECTIVENESS RESPONSIBILITY
TO ACTION COHESIVE TEAM INTO REALITY AND IMPACT AND TRANSPARENCY
Mobilization of Team Composition: Adaptive Management: Monitoring Framework: Budget Monitoring: Communication
Resources: Setting the Diversity, Skills, and Embracing Flexibility, Indicators, Data, and Tracking Expenses, Strategy: Tailored Plans
Stage for Success Community Connection Driven by Results Continuous Oversight Analyzing Variances for Diverse Stakeholders

MOBILIZATION OF RESOURCES

The mobilization of resources is a critical phase in the program implementation and execution
process at Peace by Youth (PY). It involves turning the planned financial allocations into tangible
resources ready for action, ensuring the efficient and ethical management of these resources
throughout the project’s lifespan.

RESOURCE ALLOCATION

1.

Translating Plans into Action: The project plan acts as a guiding document, dictating the
precise resources required for successful implementation. This includes human
resources, materials, financial allocations, and equipment. PY takes the estimated costs
and requirements outlined in the project plan and initiates the procurement process,
ensuring that all necessary resources are accounted for and allocated accordingly.

Staff Procurement and Training: Human resources are among the most crucial assets for
any project. PY ensures that the right team is in place by hiring new staff or reassigning
existing personnel based on the project's needs. Once the team is assembled, PY invests
in training arrangements to equip them with the necessary skills and knowledge, aligning
with the project's objectives and PY's values.

Securing Materials and Equipment: Necessary materials and equipment are procured
based on the project's specific needs. PY prioritizes sourcing from local suppliers where
possible to support the local economy and reduce costs. All procurement processes are
conducted transparently and ethically, adhering to PY's procurement policies.

LOGISTICS AND SUPPLY CHAIN MANAGEMENT



Efficient Systems: In challenging contexts, especially rural areas, logistics and supply
chain management become critical. PY leverages systems from previous projects,
adapting them as necessary, or establishes new procedures to ensure efficient logistics.
This includes managing inventory, tracking orders, arranging transportation, and
ensuring secure storage.

Timely Distribution: PY emphasizes the importance of timely distribution to avoid project
delays. This involves coordinating with local partners, understanding regional challenges,
and employing effective strategies to manage the supply chain, ensuring that resources
reach the right place at the right time.

Responsible Management: Ethical and responsible distribution methods are employed to
ensure that resources are allocated fairly and reach their intended destinations. This
includes transparency in distribution and safeguards against misappropriation or loss.

RESOURCE OPTIMIZATION

1.

Review and Adjust: Regular reviews of spending in relation to project timelines are
conducted to ensure efficient use of resources. This helps PY identify areas where
adjustments are needed, whether reallocating budgetary resources or reprioritizing
activities.

Leveraging Local Resources: PY seeks opportunities to use local suppliers, volunteer
time, and community assets to reduce costs and foster community involvement and
ownership. Engaging local resources not only supports the local economy but also
promotes sustainability and self-reliance within the community.

Ethical and Efficient Management: Resource optimization is conducted with a
commitment to efficiency and ethics. PY ensures that resources are used judiciously,
maximizing impact while minimizing waste and ensuring that all actions align with the
organization's values and the community's best interests.

TEAM FORMATION AND DEVELOPMENT

At Peace by Youth (PY), we recognize that the strength of our projects lies in the hands of our
team. A well-composed and effectively developed team is pivotal to transforming our vision into
tangible outcomes that positively impact the communities we serve. Here's how PY approaches
team formation and development:

TEAM COMPOSITION

1.

Identifying Talent: The process begins by identifying individuals who not only possess
the necessary technical skills but also align with PY's mission, exhibit cultural sensitivity,
and can work collaboratively within diverse teams. We look for a blend of experience and
enthusiasm, aiming for a team composition that mirrors the diversity and needs of the
community we are engaging with.

Community Integration: Whenever possible, PY includes community members in the
project team. This approach ensures local knowledge and perspectives are embedded
within the project, fostering greater relevance and sustainability. It also contributes to
community capacity building, empowering locals with new skills and experiences.
Balanced Teams: PY strives for balanced teams where different skills, backgrounds, and
perspectives complement each other. This diversity fosters innovation and creative
problem-solving, ensuring that the project approaches challenges from multiple angles.

ROLES AND RESPONSIBILITIES

1.

Clarity in Roles: Once the team is assembled, PY clearly defines each member's roles and
responsibilities. This includes outlining their primary areas of contribution, expectations,
and the scope of their authority within the project. This clarity helps prevent
misunderstandings and ensures that all team members know what is expected of them.
Reporting Structures: Establishing clear reporting structures is crucial for effective
communication and decision-making within the team. PY sets up defined channels
through which team members can report progress, raise concerns, and seek guidance,
ensuring that information flows efficiently up and down the hierarchy.

Decision-Making Authority: Defining who has the authority to make decisions in various
circumstances helps streamline project implementation and empowers team members
within their areas of responsibility. This clarity aids in quick and effective problem-solving
when challenges arise.

TEAM DEVELOPMENT



Investing in People: PY views its team members as valuable assets in which to invest.
This investment includes comprehensive pre-deployment onboarding where new hires
are introduced to PY's values, the community-centered approach, and the specific
context and goals of the project.

Tailored Training: Based on the needs of the project and the individual skill gaps of team
members, PY provides targeted training sessions. These might cover technical areas,
such as data collection methods, or soft skills, such as participatory facilitation or conflict
resolution.

Building Team Cohesion: Recognizing the challenges of development work, PY fosters
team cohesion and trust through team-building activities. These activities are designed
to enhance mutual respect, improve communication, and build a supportive team culture.
Continuous Learning and Development: PY encourages ongoing learning and
development within the team. This could involve reflective sessions where team members
can share experiences, challenges, and learnings, promoting a culture of continuous
improvement and adaptation.

Recognition and Support: PY acknowledges the hard work and achievements of team
members. Recognition is given for individual and team successes, and support is
provided during challenges, ensuring that team members feel valued and motivated.

EXECUTION OF PROGRAM ACTIVITIES AND PROJECTS

The execution phase is where planning translates into tangible actions, bringing Peace by Youth
(PY)'s vision to life within the communities we serve. It's a dynamic phase that demands
precision, flexibility, and continuous engagement with all stakeholders. Here's how PY navigates
the execution of program activities and projects:

ACTIVITY ROLL-OUT

1.

Initiating Actions: Execution begins with the roll-out of activities as outlined in the
detailed project plan. This involves coordinating resources, scheduling tasks, and
ensuring that all team members are clear on their immediate responsibilities.

Monitoring Progress: As activities unfold, project managers and team leaders closely
monitor progress against the plan. This involves checking off completed tasks, evaluating
the quality of outcomes, and assessing whether activities are yielding the expected
results.

Communication Channels: Effective communication is maintained among team leaders,
members, and stakeholders. Regular meetings, updates, and reporting mechanisms are
instituted to ensure everyone is informed, aligned, and capable of providing timely
feedback.

Dealing with Deviations: Plans are living documents, subject to changes and
adjustments. When potential delays or unforeseen challenges are identified, team leaders
collaborate to address issues promptly. Replanning and reallocation of resources are
done as needed to keep the project on track without compromising quality or objectives.

ADAPTIVE MANAGEMENT

1.

Flexibility in Action: PY maintains a flexible approach to project execution. Recognizing
that external factors such as weather events, social changes, or shifts in stakeholder
priorities can impact activities, PY is prepared to adapt strategies while staying focused
on the core objectives.

Transparent Adjustments: Any changes to the plan or strategy are communicated
transparently to all stakeholders. This openness helps maintain trust and understanding,
even when the project takes unexpected turns.

Responsive Decision-making: Adaptive management involves making informed
decisions quickly. PY empowers project managers with the authority to make necessary
adjustments while ensuring they align with the overall project goals and PY's mission.
Community Feedback: Feedback from the community and other stakeholders is
continuously sought and incorporated into the adaptive management process. This
ensures that the project remains relevant and aligned with community needs.

STAKEHOLDER INVOLVEMENT

1.

Community as Co-creators: PY views community members and local partners not just as
beneficiaries but as integral participants in project success. From the outset, they are
involved in the implementation process, contributing local knowledge, resources, and
labor where appropriate.



2. Volunteer Mobilization and Consultation: PY organizes community volunteer

mobilization days and holds consultations with community leaders and influential local
figures. These activities strengthen community ownership of the project and foster a
sense of shared responsibility and pride in the outcomes.

Leveraging Local Resources: Wherever possible, PY integrates local resources, traditions,
and expertise into project activities. This not only enhances the sustainability and
relevance of the project but also contributes to capacity building and empowerment
within the community.

Continuous Engagement: Engagement with stakeholders, particularly community
members, doesn't end with the planning phase. Throughout the execution, PY maintains
open lines of communication, encouraging feedback and participation to ensure the
project's evolving alignment with community expectations and needs.

@‘ QUALITY AND PERFORMANCE MONITORING

In Peace by Youth (PY), quality and performance monitoring are not just procedural requirements;
they are central to our commitment to delivering high-impact, sustainable programs. Here's a
detailed approach on how PY ensures the continuous monitoring and maintenance of quality in
its projects:

MONITORING FRAMEWORK

1.

Implementation of Indicators: At the outset of the project, PY establishes specific,
measurable indicators based on the objectives outlined in the planning phase. These
indicators serve as benchmarks to assess whether the project activities are on track and
moving towards the desired outcomes.

Data Collection Strategies: PY employs a variety of data collection methods, including
surveys, focus groups, direct observations, and feedback sessions, to gather
comprehensive information on the project’s progress. The choice of method depends on
the nature of the indicator being measured and the context of the project.

Continuous Monitoring Approach: Monitoring is an ongoing activity, not a one-off event.
Regular monitoring schedules are established to ensure consistent oversight. This
systematic approach allows for real-time tracking of progress and the identification of
issues as they arise, facilitating timely interventions.

Involving Stakeholders: Community members and other stakeholders are involved in the
monitoring process. This inclusive approach ensures a more comprehensive
understanding of the project's impact and fosters transparency and trust between PY and
the community.

DATA COLLECTION AND ANALYSIS

1.

3.

Scheduled Data Recording: PY sets regular intervals for data collection, aligning with key
project milestones and activities. This structured approach ensures that data is collected
systematically and is representative of the project's progress.

Comparative Analysis: Collected data is compared against the established baselines and
project targets. This comparison helps in identifying variances between expected and
actual outcomes, highlighting areas of success and those requiring intervention.

Trend Identification: Analysis extends beyond individual data points to examine trends
over time. Identifying negative trends early enables PY to address issues before they
escalate, while positive trends can inform the replication of successful strategies.
Feedback Loops: Findings from data analysis are fed back into the project
implementation process. This feedback loop is crucial for adaptive management, allowing
PY to make informed decisions and adjust strategies as necessary.

QUALITY CONTROL

1.

Embedded Quality Checks: PY integrates quality checks throughout the project lifecycle.
This includes regular reviews of deliverables against quality standards, assessment of
service delivery mechanisms, and evaluation of project impacts.

Community and Stakeholder Feedback: Feedback from the community and stakeholders
is a vital component of PY's quality control process. Regular feedback sessions are
conducted to gather insights on the community's perception of the project's quality and
impact.

External Validation: When necessary, PY engages external experts to conduct quality
checks and validations. This could be in the form of peer reviews, audits, or third-party



evaluations. External validation provides an objective assessment of the project's quality
and effectiveness.

Documenting and Addressing Issues: All issues identified through quality checks are
documented, and corrective actions are planned and implemented. This documentation
is crucial for accountability, learning, and continuous improvement.

Celebrating Successes: Quality monitoring is not only about identifying and addressing
issues but also about recognizing and celebrating successes. PY acknowledges and
shares achievements, both internally and with the community, to maintain morale and
motivate continued excellence.

FINANCIAL MANAGEMENT AND CONTROLS

Financial integrity is paramount to the success and sustainability of Peace by Youth (PY)
projects. Proper financial management ensures that resources are used effectively,
accountability is maintained, and trust with stakeholders is upheld. Here's how PY ensures
rigorous financial management and controls:

BUDGET MONITORING

1.

3.

Tracking Systems: PY implements robust financial tracking systems to monitor every
expense against the project budget. These systems are designed to categorize expenses
accurately, ensuring they align with the planned allocations outlined in the original
budget.

Regular Reviews: The project manager, in collaboration with the PY finance team,
conducts regular reviews of financial expenditures. These reviews are scheduled at
consistent intervals throughout the project lifecycle to ensure ongoing oversight.
Variance Analysis: During budget reviews, actual spending is compared to the budgeted
amounts. Any variances, whether under or overspending, are analyzed to understand the
reasons behind them. This analysis helps in identifying areas that may require additional
safequards or adjustments.

Corrective Actions: If discrepancies or areas of concern are identified, immediate
corrective actions are taken. This may include reallocating funds, adjusting project
activities, or implementing cost-saving measures to ensure the project remains within
budget.

FINANCIAL REPORTING

1.

Periodic Reports: PY is committed to transparency and accountability, particularly
regarding financial management. Periodic financial reports are prepared and shared with
donors, PY leadership, and, when appropriate, community stakeholders.

Clarity and Accuracy: Financial reports are designed to be clear, accurate, and
comprehensive. They detail income, expenditures, and compare actual spending against
the budgeted amounts, providing a clear picture of the project's financial health.
Compliance with Standards: All financial reporting adheres to the requirements set by
funders, Institute of Chartered Accountants of Pakistan (ICAP), as well as international
accounting standards. PY ensures that reports meet any specific reporting requirements,
formats, and deadlines stipulated by donors or regulatory bodies.

Stakeholder Review: Financial reports are made available for review by relevant
stakeholders. This openness fosters trust and demonstrates PY's commitment to
responsible financial management.

INTERNAL CONTROLS

1.

Protocols and Policies: PY has established strict internal control protocols and policies
to prevent fraud and mismanagement. These include procurement guidelines, cash
handling procedures, and policies for the authorization of expenditures.

Dual Authorization: For large expenditures or financial decisions, dual authorization is
required. This typically involves approvals from both the project manager and a finance
officer, ensuring checks and balances in the financial decision-making process.
Training and Awareness: Team members involved in financial management are trained in
PY's financial policies and procedures. This training includes the importance of
adherence to budgets, proper documentation, and ethical handling of funds.

Audits and Reviews: Regular audits and reviews are conducted to ensure compliance with
financial management policies. These may be internal audits conducted by PY's finance
team or external audits carried out by independent auditors.



5.

Zero Tolerance Policy: PY maintains a zero-tolerance policy towards fraud and financial
mismanagement. Any instances of non-compliance or unethical behavior are addressed
immediately, with appropriate disciplinary actions taken.

Effective communication and stakeholder engagement are cornerstones of successful projects
at Peace by Youth (PY). Understanding and addressing the diverse needs of various stakeholders
not only fosters trust and transparency but also ensures that the projects reflect the community’s
needs and expectations. Here's how PY approaches this vital aspect:

COMMUNICATION STRATEGY

1.

Tailored Communication Plans: PY develops a comprehensive communication strategy
tailored to the needs and preferences of different stakeholders, including community
members, donors, local authorities, and team members. This strategy outlines the key
messages, communication channels, frequency, and responsible personnel for each
stakeholder group.

Varied Communication Channels: Recognizing that different stakeholders may prefer
different modes of communication, PY employs a range of methods to reach its audience
effectively. This might include community meetings, SMS updates, email newsletters,
social media posts, or direct phone calls. The choice of channel is informed by
stakeholders' accessibility, preferences, and the type of information being conveyed.
Regular Updates and Transparency: PY commits to regular and honest updates about
project progress, challenges, and achievements. Regular communication ensures
stakeholders are informed, engaged, and able to contribute to the project's success
actively.

Cultural Sensitivity and Inclusivity: Communications are designed to be culturally
sensitive and accessible, considering language preferences and literacy levels. PY
ensures that information is clear, understandable, and respectful of the community’'s
cultural context.

Crisis Communication: Part of the communication strategy includes a plan for crisis
communication, outlining how to inform stakeholders and respond publicly in challenging
situations. This proactive approach helps manage expectations and maintain trust during
unforeseen events.

FEEDBACK MECHANISMS

1.

Open Channels for Feedback: PY establishes multiple channels for stakeholders to
provide feedback. These might include feedback boxes at community centers, dedicated
phone lines, email addresses, or community forums. The goal is to make it easy and safe
for stakeholders to express their opinions, concerns, and suggestions.

Active Listening and Response: Stakeholder feedback is not just collected; it is actively
listened to and addressed. PY ensures that feedback is reviewed, responses are
formulated, and, where appropriate, actions are taken in response to stakeholder input.
Community Involvement: Involving community members and other stakeholders in
decision-making processes reinforces their sense of ownership over the project. PY
might organize participatory decision-making workshops or community advisory panels
to integrate local insights and preferences into project planning and execution.
Feedback Loop Closure: PY closes the feedback loop by informing stakeholders how their
input has been used or why certain suggestions might not be feasible. This transparency
in handling feedback reinforces trust and validates the time and effort stakeholders put
into engaging with the project.

Documentation and Learning: Feedback and responses are documented for future
reference and learning. This documentation helps PY to continuously improve its
stakeholder communication and engagement practices.



6. MONITORING, EVALUATION,
ACCONTABILITY & LEARNING
AND INFORMATION
MANAGEMENT (MEAL & IM)

PEACE BY YOUTH (PY) UNDERSTANDS THAT THE ABILITY TO CRITICALLY ASSESS OUR
IMPACT IS ESSENTIAL. IT'S HOW WE ENSURE RESOURCES ARE USED WISELY,
DEMONSTRATE RESULTS TO STAKEHOLDERS, AND MOST IMPORTANTLY, CONTINUALLY
LEARN FROM OUR EXPERIENCES TO DO EVEN BETTER WORK GOING FORWARD. A ROBUST
MEL SYSTEM PROVIDES US WITH THE DATA AND INSIGHTS WE NEED TO IMPROVE AND
EXPAND OUR REACH.
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-9 MEAL & IM FRAMEWORK AND INDICATORS

Peace by Youth (PY) places significant emphasis on Monitoring, Evaluation, Accountability,
Learning, and Information Management (MEAL & IM) from the inception of project design. This
approach ensures that projects are not just carried out but are impactful, sustainable, and
continuously improving. Here's how PY approaches the MEAL & IM framework and indicators:

FRAMEWORK DEVELOPMENT

1. Integrative Approach: At PY, the MEAL & IM framework is developed as an integral part of
project design. It is not an afterthought but a fundamental component that shapes the
project's direction and execution. This framework is aligned with the project's logic model
or Theory of Change, creating a clear linkage between activities, outputs, outcomes, and
long-term impact.

2. Roadmap Creation: The framework acts as a roadmap, detailing how each project action
contributes to intended outcomes and how these will be measured. It ensures all team
members understand their roles within the larger context of the project's goals and the
mechanisms in place to assess progress and impact.

3. Stakeholder Involvement: PY involves various stakeholders, including community
members, in developing this framework to ensure it reflects the needs and priorities of
those it aims to serve. This participatory approach fosters greater engagement and
ownership among all stakeholders.

INDICATOR SELECTION



1. SMART Indicators: PY selects indicators that are Specific, Measurable, Achievable,
Relevant, and Time-bound (SMART). These indicators are carefully chosen to reflect
meaningful changes that the project seeks to achieve. For instance, rather than merely
counting attendance, PY might measure the "Percentage of girls attending training who
can demonstrate mastery of [specific skill] by the end.”

2. Quantitative and Qualitative Metrics: PY ensures a balance between quantitative and
qualitative indicators. While numerical data might track attendance or test scores,
qualitative indicators might assess changes in attitudes, confidence levels, or community
engagement. This dual approach allows PY to capture a comprehensive picture of the
project’'s impact.

3. Community-Centric Metrics: Indicators are chosen with community input to ensure they
are relevant and meaningful to the people most affected by the project. This approach
ensures the measurement focuses on what matters most to the community, enhancing
the project's relevance and effectiveness.

BASELINE DATA

1. Establishing a Benchmark: Before implementing any project activities, PY conducts
baseline assessments to establish the current status of chosen indicators. This might
involve conducting surveys, facilitating focus groups, reviewing school records, or
analyzing existing government data.

2. Comparative Reference: The collected baseline data serves as a reference point against
which PY measures progress and impact over the course of the project. It allows for an
accurate assessment of the changes brought about by the project's interventions.

3. Investment in Measurement: PY invests significant time and resources in collecting high-
quality baseline data. This involves training data collectors, ensuring the data collection
tools are contextually appropriate, and validating data to ensure its accuracy and
reliability.

DATA COLLECTION AND ANALYSIS TECHNIQUES

Peace by Youth (PY) employs comprehensive data collection and analysis techniques to ensure
the effectiveness and impact of its projects. These methodologies are pivotal in understanding
the needs, tracking progress, and evaluating the outcomes of the community-focused initiatives.

DATA COLLECTION METHODS
1. Quantitative Methods:

e Surveys: PY utilizes both paper-based and mobile-based surveys to collect
structured, quantifiable data from a wide range of respondents. This data typically
includes attendance figures, test scores, or other numerically measurable
indicators that reflect the project’s objectives.

e Structured Observation Tools: Observational checklists and scales are used to
systematically record observable behaviors and environmental conditions
without relying solely on self-reported measures.

o Standardization: To ensure reliability, all quantitative data collection instruments
are standardized. Training sessions for fieldworkers include proper
administration of surveys and observation protocols to maintain consistency.

2. Qualitative Methods:

¢ Individual Interviews: Conducted with project participants, community members,
and other stakeholders, these interviews aim to gather in-depth insights into
personal experiences, opinions, and the impact of the project.

o Focus Group Discussions: These discussions provide a platform for various
groups to express their views and experiences related to the project's
implementation and its effects on the community.

e Most Significant Change (MSC) Technique: This narrative-based approach
captures significant changes from the perspectives of those most directly
affected, providing rich, context-specific insights.

DATA ANALYSIS
1. Quantitative Analysis:
o Statistical Software: For large-scale projects, PY employs statistical software to
analyze complex datasets, enabling the team to identify trends, compare
subgroups, and test hypotheses.



o Excel and Other Tools: For smaller projects, Excel and similar tools are sufficient

for organizing data, performing basic analyses, and tracking trends over time.
Qualitative Analysis:

o Thematic Analysis: PY applies thematic analysis to qualitative data, identifying
and analyzing patterns within the data that relate to the project's objectives and
indicators.

o Narrative Analysis: Especially useful for data collected through the MSC
technique, narrative analysis helps in understanding the stories behind the data,
providing deeper insights into the project's impact.

Triangulation: PY often employs a triangulation method to validate data, comparing
information from different sources and methods to confirm findings and ensure their
reliability.

DATA QUALITY ASSURANCE

1.

Training: PY invests in thorough training for data collectors, emphasizing proper
sampling techniques, ethical considerations, and neutral questioning to avoid bias. This
ensures that the data collected is both representative and fair.

Sampling Techniques: Proper sampling techniques are employed to ensure that survey
and interview respondents accurately reflect the diversity of the community and
stakeholders. This could involve random sampling, stratified sampling, or other
approaches suited to the project’s context.

Periodic Data Audits: Regular audits of collected data are conducted to identify any
inconsistencies, errors, or biases. These audits help in maintaining the quality and
integrity of the data throughout the data collection process.

Ethical Considerations: PY upholds strict ethical standards in data collection and
analysis, ensuring confidentiality, informed consent, and respect for all participants. Data
is collected and reported in a manner that respects the privacy and dignity of all
individuals involved.

PERIODIC REVIEW AND ADJUSTMENTS
Peace by Youth (PY) recognizes that effective program management requires continuous
reflection, assessment, and adaptability. The organization's commitment to periodic review and
adjustments ensures that projects remain relevant, effective, and aligned with community needs
and organizational goals. Here's how PY approaches this critical aspect:

REGULAR MONITORING

1.

Integrated Monitoring Plans: Monitoring activities are not ad hoc but are an integral part
of each team member's responsibilities. PY's MEAL & IM framework specifies what
should be monitored and the frequency—this could range from daily attendance records
in educational programs to monthly assessments of health outreach impacts.
Data-Driven Monitoring: The monitoring process is data-driven, relying on the collection
of relevant information to assess the progress against set targets and objectives. This
could involve various methods, such as direct observations, feedback forms, and
performance metrics.

Responsive Systems: PY develops systems that allow for real-time or near-real-time data
entry and analysis, enabling prompt identification of trends and issues. This timely
information supports quick decision-making and course corrections as necessary.

PROGRAM REVIEWS

1.

Scheduled Reviews: PY holds scheduled program reviews at regular intervals, such as
quarterly or bi-annually. These reviews bring together project teams, PY managers, and
sometimes key stakeholders, to assess the progress of projects against their objectives
and outcomes.

Constructive Dialogue: The focus of these reviews is on constructive dialogue and
problem-solving. While it's important to identify areas of concern, the primary goal is to
understand challenges, share successes, and collaboratively develop strategies for
improvement.

Documentation and Action Plans: Outcomes of these reviews are thoroughly
documented, including the decisions made and the rationale behind them. Action plans
are developed to address any identified issues, assigning clear responsibilities and
timelines for implementation.



ADAPTIVE MANAGEMENT

1.

Flexibility and Responsiveness: PY embraces the principle of adaptive management,
recognizing that changes in the external environment, community needs, or project
assumptions may necessitate adjustments to project plans and strategies.

Strategic Shifts: When reviews reveal that certain aspects of the project are not working
as anticipated or new opportunities emerge, PY is prepared to make strategic shifts. This
could involve changing activity schedules, reallocating resources, or modifying project
outputs to better meet community needs.

Communication of Changes: Any changes to project plans are communicated clearly to
all stakeholders, including team members, community representatives, and donors. This
transparency helps manage expectations and maintains trust.

Learning from Adaptations: PY views adaptations not just as necessary adjustments but
as opportunities for learning. Insights gained from the need to adapt are documented and
analyzed to inform future projects and strategies.

Balancing Flexibility with Goals: While adaptive management allows for flexibility, PY
ensures that any changes remain aligned with the core mission and objectives of the
project. The focus remains on achieving the desired outcomes, even if the path to get
there needs to be altered.

LEARNING AND KNOWLEDGE SHARING

Peace by Youth (PY) places a high value on the continuous learning and dissemination of
knowledge gained from its projects. This approach ensures that each project not only contributes
to immediate community benefits but also to the organization's long-term strategy and the
broader development sector's understanding. Here's a detailed approach to how PY ensures
effective learning and knowledge sharing:

DOCUMENTING LESSONS LEARNED

1.

Facilitated Debriefs: At the conclusion of each project, PY organizes facilitated debriefing
sessions with the project team. These debriefs are structured to encourage open
discussion about the project's successes and challenges. They are designed to be
constructive and focused on understanding the reasons behind outcomes.

Systematic Documentation: Key insights, strategies that worked, unforeseen challenges,
and tactical errors are systematically documented. This documentation includes context-
specific details, ensuring that the lessons are understandable and applicable to similar
future projects.

Institutional Memory: The accumulated knowledge is stored in an accessible format
within PY's knowledge management systems. This helps in building an institutional
memory that informs future project designs and decision-making.

Continuous Improvement: Lessons learned are used to refine existing methodologies,
tools, and training programs. This cycle of reflection and improvement helps PY enhance
its overall effectiveness and efficiency.

KNOWLEDGE SHARING

1.

Internal Sharing: PY promotes an internal culture of learning where insights and
experiences are actively shared among different teams and departments. Regular team
presentations, workshops, and internal newsletters are utilized to disseminate lessons
learned and best practices.

External Dissemination: PY believes in contributing to the broader development sector by
sharing its learnings externally. This is achieved through publishing case studies on the
organization's website, presenting findings at industry conferences, and contributing to
sector-wide publications.

Collaboration and Guidance: PY often engages with peer organizations, offering guidance
and sharing experiences to help others navigate similar challenges. This collaborative
approach strengthens the overall effectiveness of the development sector and fosters a
spirit of community and mutual growth.

INCORPORATING LEARNINGS

1.

Pre-Project Review: Before the initiation of any new project, PY conducts a review of
relevant lessons learned from past projects. This review is aimed at identifying applicable
insights that could enhance the new project's success and mitigate potential risks.

Adaptive Planning: Insights from past projects are integrated into the planning and
implementation phases of new projects. This includes adapting strategies, refining



objectives, and altering methodologies based on what has been proven to work or needs
improvement.

Feedback Loops: PY establishes feedback loops that allow for the continuous integration
of lessons learned into ongoing projects. This dynamic approach ensures that projects
remain responsive to new insights and evolving best practices.

Stakeholder Involvement: In addition to internal learning, PY includes community
members and other stakeholders in the learning process. Their feedback and experiences
contribute to a richer understanding of the impacts and effectiveness of PY's work.

BENEFICIARY AND STAKEHOLDER FEEDBACK MECHANISMS
Incorporating the perspectives of beneficiaries and stakeholders is fundamental to the mission
of Peace by Youth (PY). Effective feedback mechanisms ensure that the voices of those we serve
guide our actions and decisions. Here's a detailed approach to how PY ensures effective
feedback mechanisms are in place:

FEEDBACK MECHANISMS

1.

Diverse Channels: PY establishes multiple feedback channels to accommodate the varied
preferences and accessibility of different community members and stakeholders. This
includes suggestion boxes placed in accessible community locations, dedicated phone
lines for direct feedback, structured post-workshop evaluations, and open community
meetings designed for transparent dialogue.

Cultural Sensitivity and Accessibility: Each feedback mechanism is designed to be
culturally sensitive and accessible, ensuring that all community members, regardless of
age, gender, literacy level, or physical ability, have the opportunity to provide feedback.
This might involve providing feedback tools in multiple languages, ensuring venues are
accessible to those with disabilities, and creating an environment where everyone feels
safe and encouraged to speak.

Anonymity and Confidentiality: Where necessary, PY ensures that feedback mechanisms
allow for anonymity and confidentiality to encourage honest and uninhibited responses,
especially in sensitive matters.

FEEDBACK UTILIZATION

1.

Trend Analysis: PY systematically collects and analyzes feedback to identify patterns and
trends. This analysis helps determine whether there are recurring issues that need
addressing or areas of the project that are particularly successful and could be expanded.
Informed Decision-Making: The insights gained from feedback are used to inform
decision-making and program refinement. If feedback reveals that certain approaches
are not effective or are negatively impacting the community, PY is prepared to pivot
strategies to better meet community needs.

Community Involvement in Solutions: When feedback indicates a need for change, PY
involves community members in devising solutions. This collaborative approach not only
ensures that proposed changes are culturally and contextually appropriate but also
strengthens community ownership of the project.

FEEDBACK REPORTING

1.

Transparency: PY commits to transparency by openly sharing how community and
stakeholder feedback has been utilized. This can take various forms, including
community meetings where changes and updates are discussed, newsletters
summarizing feedback and consequent actions, or updates on community bulletin
boards.

Closing the Feedback Loop: By publicly acknowledging and acting upon the feedback
received, PY closes the feedback loop. This practice demonstrates to the community and
stakeholders that their opinions are valued and have a tangible impact on project
decisions and directions.

Encouraging Ongoing Participation: By showing that feedback leads to real change, PY
encourages continued participation from the community and stakeholders. This ongoing
dialogue fosters a deeper relationship between PY and the communities it serves,
enhancing mutual trust and collaboration.

Evaluation and Improvement of Feedback Mechanisms: PY regularly evaluates the
effectiveness of its feedback mechanisms to ensure they are providing the intended
opportunities for engagement. This self-assessment leads to continuous improvement
of the feedback processes themselves.
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GOVERNANCE

7. PROGRAM GOVERNANCE
AND LEADERSHIP

PEACE BY YOUTH (PY) UNDERSTANDS THAT THE SUCCESS OF EVERY INITIATIVE, LARGE
OR SMALL, DEPENDS ON SOUND OVERSIGHT, STRONG LEADERSHIP, AND PRINCIPLED
ACTION. THIS SECTION OF OUR GUIDELINES OUTLINES THE STRUCTURES, PRACTICES,
AND EMPHASIS ON ETHICAL BEHAVIOR THAT ENSURE PY PROGRAMS ARE MANAGED WITH
INTEGRITY, CLARITY, AND ACCOUNTABILITY TO BOTH OUR STAKEHOLDERS AND THE
COMMUNITIES WE SERVE.
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GOVERNANCE STRUCTURES AND ROLES

In Peace by Youth (PY), robust governance structures are essential to ensure the integrity, clarity,
and accountability of our programs. These structures are designed to provide strategic oversight,
operational input, and resolve any impasses efficiently. Here's how PY delineates its governance
structures and roles:

GOVERNANCE FRAMEWORK

1. Program Management Committee: This is the apex body providing strategic direction and
oversight for PY's initiatives. Comprising senior PY leadership and, importantly,
community representatives, this committee ensures that programs align with PY's
mission and community needs. Their responsibilities include approving significant
program changes, budgetary decisions, and aligning the project's strategic objectives
with PY's overarching goals.

2. Steering Committees: For programs that cover diverse geographical areas or thematic
focuses, PY establishes Steering Committees. These may be organized by village, district,
or specific project themes. Their role is to monitor program implementation more closely
than the Program Management Committee, providing operational feedback and
identifying any issues that need higher-level intervention. They act as a bridge between
ground-level operations and strategic oversight.

3. Project Management Office (PMO): For larger or more complex programs, a dedicated
PMO is established. The PMO provides centralized support and coordination, ensuring
consistency across different project teams and locations. It oversees project-level risk
management, standardizes processes, and serves as a repository for best practices and
lessons learned.

ROLE DEFINITION

1. Clarity and Accountability: Every individual within the governance framework, from the
committee members to project managers, has a clearly defined role and job description.
This clarity prevents overlaps in responsibilities and ensures each person knows their
contribution to the project’s success.

2. Decision-making Powers: The scope of decision-making authority is clearly outlined for
each governance role. For example, what decisions require Program Management
Committee approval versus those the project manager can make autonomously. This




delineation helps streamline decision-making processes and ensures accountability at
all levels.

Operational and Strategic Balance: The roles are defined to balance operational needs
with strategic oversight. For instance, while Steering Committee chairs may primarily
facilitate discussions, they might also have the authority to make certain local decisions,
ensuring that operational issues can be resolved efficiently without compromising
strategic integrity.

COMMITTEES AND TEAMS

1.

Risk Management Committee: This specialized team is tasked with identifying, assessing,
and mitigating risks that could impact the success of the program. By proactively
addressing potential threats, the committee helps safeguard the program's objectives
and resources.

Ethics Committee: In projects dealing with sensitive issues or vulnerable populations, an
Ethics Committee may be established. This committee reviews situations that raise
ethical concerns, ensuring that PY's activities remain principled and respect the dignity
and rights of all individuals involved.

Ad Hoc Committees: Depending on the program's scale and complexity, additional
committees or teams may be formed to address specific needs, such as community
engagement, environmental sustainability, or data protection. These groups ensure
focused attention on critical areas that require specialized oversight or input.

LEADERSHIP AND TEAM MANAGEMENT

At Peace by Youth (PY), we believe that effective leadership and cohesive team management are
the backbones of successful programs. Our approach emphasizes not only the achievement of
project goals but also the growth and development of our team members. Here's how PY
approaches leadership and team management:

LEADERSHIP STYLES

1.

Empowering Leadership: PY leaders adopt styles that empower and inspire their teams.
They act as coaches and facilitators rather than authoritative figures, guiding the team
towards the organization’s goals while fostering an environment of trust and respect.
Values-Driven Leadership: Our leaders embody PY's core values and champion these in
all aspects of project execution. They lead by example, demonstrating commitment,
integrity, and a sense of community, encouraging the same from their team members.
Innovative and Adaptive Leadership: PY promotes a leadership style that is innovative
and adaptive, encouraging team members to think creatively within the framework of
ethical and organizational standards. Leaders foster an environment where new ideas are
welcomed and explored, and adaptation to changing circumstances is viewed as an
opportunity for growth.

TEAM DEVELOPMENT

1.

Comprehensive Training: PY invests in the comprehensive training of its team members,
extending beyond technical skills to include areas such as conflict resolution,
participatory leadership, and cultural sensitivity. This ensures that team members are
well-equipped to handle the multifaceted challenges they may face in the field.

Building Team Cohesion: Structured team-building activities are integral to developing a
unified team, particularly crucial in multicultural settings. These activities are designed
to enhance mutual understanding, respect, and collaboration among team members,
laying the foundation for effective teamwork.

Mentorship Programs: PY facilitates mentorship by pairing less experienced team
members with seasoned professionals. This relationship accelerates the learning
process, aids in the professional development of new hires, and strengthens the overall
knowledge base within the team.

PERFORMANCE MANAGEMENT

1.

Setting Clear Expectations: From the outset, PY sets clear and achievable expectations
for each team member. These are articulated through detailed job descriptions, specific
project roles, and measurable objectives, ensuring that every individual knows what is
expected of them.

Regular Check-Ins and Feedback: Regular one-on-one check-ins between supervisors
and team members provide a platform for ongoing feedback. These sessions are



constructive, focusing on acknowledging achievements and identifying areas for
improvement.

Annual Appraisals and Goal Setting: Annual performance appraisals offer a formal review
of each team member's contributions and development areas. These sessions are also
used to set personal and professional goals for the upcoming cycle, aligning individual
aspirations with PY's strategic objectives.

Recognition and Accountability: PY recognizes and celebrates the achievements of its
team members, fostering a culture of appreciation and motivation. Simultaneously, there
is accountability for performance, with support provided to those struggling to meet their
objectives, ensuring a balance between encouragement and responsibility.

'gm.ﬁ ETHICAL GUIDELINES AND CODE OF CONDUCT

=" Peace by Youth (PY) is steadfast in its commitment to uphold the highest ethical standards in all
its operations. This commitment is encapsulated in our Code of Conduct, a comprehensive
document that outlines the behaviors and practices essential for maintaining community trust
and ensuring the integrity of our work.

CODE OF CONDUCT

1.

Comprehensive Distribution: The Code of Conduct is disseminated to every individual
involved in PY's activities, from staff members to volunteers, ensuring everyone
understands the ethical framework within which they must operate.

Core Ethical Principles:

e Zero Tolerance Policy: PY maintains a strict zero-tolerance policy towards any
form of exploitation or abuse of beneficiaries. This includes sexual exploitation,
physical abuse, emotional abuse, or financial exploitation.

e Non-discrimination and Equity: The Code emphasizes the importance of non-
discrimination, ensuring all individuals are treated with respect and dignity
regardless of their background, belief, or status. It promotes equity and inclusivity,
ensuring all community engagements are conducted with respect for diversity
and differences in power dynamics.

o Conflict of Interest: The Code outlines clear policies to prevent conflicts of
interest, ensuring decisions and actions are made in the best interest of the
communities we serve and not influenced by personal gain or relationships.

TRAINING AND UNDERSTANDING

1.

Onboarding Sessions: New hires and volunteers undergo dedicated onboarding sessions
focused on the Code of Conduct. These sessions ensure that all team members are aware
of and understand PY's ethical standards from the outset.

Scenario-Based Learning: Regular training sessions employ scenario-based learning
techniques, presenting staff with real-life ethical dilemmas to work through. This
practical approach helps team members understand how to apply the Code of Conduct in
various situations they might encounter.

Refresher Courses: PY conducts regular refresher courses to ensure long-term staff
remain vigilant and up-to-date with ethical guidelines and any new policies. This ongoing
education fosters a continuously ethical working environment.

REPORTING MECHANISMS

1.

Safe Channels for Raising Concerns: PY establishes clear and safe channels for team
members and beneficiaries to raise concerns or report violations of the Code of Conduct.
This includes access to a designated Ethics Officer who is trained to handle sensitive
issues confidentially.

Senior Management Reporting: In cases where issues involve senior management or
require higher-level intervention, reports can be escalated directly to the PY Board. This
ensures that all concerns are addressed appropriately, without fear of bias or retribution.
Protection from Retaliation: PY guarantees protection from retaliation for anyone
reporting concerns in good faith. This protection is a critical component of our ethical
framework, ensuring individuals feel safe and supported when raising concerns.
Transparency and Accountability: All reports and concerns raised are treated with the
utmost seriousness and confidentiality. Investigations are conducted transparently, with
findings and actions communicated appropriately, while respecting the privacy and
dignity of all involved.



DECISION-MAKING PROCESSES AND ESCALATION PROCEDURES

Peace by Youth (PY) recognizes the importance of structured yet flexible decision-making
processes to drive the success of its initiatives. Ensuring that decisions are made efficiently,
transparently, and with accountability is paramount for the organization's integrity and
effectiveness. Here's how PY approaches decision-making and escalation:

DECISION-MAKING FRAMEWORK

1.

Defined Decision Rights: PY establishes clear decision rights at various levels of the
organization to ensure that decisions are made by those with the most relevant
knowledge and stake in the outcome. For example, a village team may have the autonomy
to set their meeting schedules, while more significant decisions like the approval of the
overall project timeline rest with the Board.

Documentation and Review: The decision-making framework is thoroughly documented,
detailing who has the authority to make which types of decisions. This document is
regularly reviewed and updated to reflect any changes in organizational structure or
project needs, ensuring it remains relevant and effective.

Balancing Efficiency and Autonomy: PY's framework is designed to balance the need for
efficient decision-making with the importance of autonomy and local input. This ensures
that decisions are made swiftly when needed but also that they are informed by those
who are closest to the project’s impact.

ESCALATION PROCEDURES

1.

Clear Escalation Pathways: PY has established clear procedures for escalating issues
when impasses occur or when a crisis arises. These procedures outline who should be
notified, in what order, and the expected timeframes for resolution at higher levels of
decision-making.

Training on Procedures: All staff members are trained on these escalation procedures to
ensure that they understand how and when to escalate issues. This training helps prevent
delays in addressing critical issues and ensures that problems are directed to the
appropriate level for resolution.

Responsiveness and Flexibility: Escalation procedures are designed to be responsive and
flexible, allowing for rapid adjustment in the face of unforeseen challenges. This ensures
that PY can effectively respond to crises while maintaining project integrity and
momentum.

DOCUMENTATION AND COMMUNICATION

1.

Transparent Record-Keeping: Every decision made within PY, along with its rationale and
the individuals involved, is meticulously documented. This includes recording dissenting
views, ensuring that a comprehensive view of the decision-making process is captured.
Stakeholder Communication: Decisions and their outcomes are communicated to
stakeholders in line with previously agreed-upon communication plans. This
transparency helps build trust and ensures that all parties are informed and aligned with
the project's direction.

Review and Learning: Documentation of decisions is not only for accountability but also
serves as a learning tool. PY reviews past decisions to understand their impact, learn from
successes and mistakes, and inform future decision-making processes.

Feedback Loop: Stakeholders are encouraged to provide feedback on decisions and their
implementation. This feedback is used to refine decision-making processes, ensuring
they remain effective and responsive to the needs of the project and community.

COMMUNITY REPRESENTATION IN GOVERNANCE

Peace by Youth (PY) firmly believes that genuine, sustainable development is achievable only
when the community actively participates in governance and decision-making processes. Here's
how PY ensures effective community representation in its governance structures:

GOVERNANCE BOARDS AND COMMITTEES

1.

Inclusive Structure: PY ensures that its governance structures, such as Program Boards
and Steering Committees, include seats specifically reserved for community
representatives. This inclusion ensures that decisions reflect the community’s needs and
aspirations.



2. Diverse Representation: Efforts are made to include a diverse range of community voices,
particularly focusing on traditional leaders, representatives from marginalized groups,
and individuals elected by their peers. This diversity ensures that multiple perspectives
are considered, leading to more balanced and inclusive decisions.

3. Community Selection Process: Community representatives are chosen through a
transparent and democratic process, enabling community members to have direct input
into who will represent their interests in PY's governance structures.

CAPACITY BUILDING

1. Tailored Training Programs: Recognizing that governance roles require specific
knowledge and skills, PY provides tailored training for community representatives. This
training covers areas such as governance principles, PY's reporting structures, financial
oversight, and effective communication techniques.

2. Ongoing Support: PY offers continuous support and resources to community
representatives, ensuring they feel confident and equipped to participate effectively in
governance activities.

3. Feedback and Improvement: Community representatives are encouraged to provide
feedback on the training and support they receive, which PY uses to improve and adapt
its capacity-building efforts.

COMPENSATION AND RECOGNITION

1. Valuing Time and Contribution: PY acknowledges the time and effort contributed by
community representatives by providing appropriate compensation or stipends. This
approach recognizes the economic realities many community members face and ensures
that participating in governance does not impose a financial burden.

2. Transparent Compensation Policies: Compensation practices are transparent and
standardized, ensuring fairness and consistency. These policies are communicated
clearly to all participants and stakeholders.

FACILITATION AND TRANSLATION

1. Accessible Meetings: PY ensures that meetings are facilitated in a manner that
encourages all participants to speak freely and contribute equally. Skilled facilitators are
used to manage discussions, ensuring that dominant personalities do not overshadow
quieter voices.

2. Language and Translation Services: To ensure that language barriers do not hinder
participation, PY provides translation services as needed, making governance activities
accessible to all community members, regardless of their primary language.

BALANCING POWER

1. Local-Level Deliberation: Before key decisions are brought to higher-level governance
bodies, they are discussed and deliberated at the local community level. This approach
ensures that decisions are grounded in local realities and have broad community support.

2. Inclusive Decision-Making: PY practices inclusive decision-making, ensuring that the
voices of community representatives are not only heard but have a genuine impact on
outcomes. Strategies are in place to balance power dynamics and ensure that community
input is given appropriate weight in final decisions.

3. Monitoring and Evaluation: The effectiveness of community representation in governance
is regularly monitored and evaluated. Feedback from community representatives and
other stakeholders is used to continuously improve governance practices and enhance
community participation.

Integrating community representation into governance structures is central to Peace by Youth's
(PY) mission but comes with its set of challenges. Here's how PY addresses these issues to
ensure effective, inclusive governance:

DIVERSE AND COMPETING INTERESTS

Challenge: Communities are diverse entities with varying interests, backgrounds, and priorities.
The challenge for PY is ensuring that governance structures don't become dominated by more
vocal or powerful community members, potentially sidelining marginalized voices.



Solutions:

1.

Representative Selection Process: PY implements transparent and inclusive processes
for selecting community representatives, ensuring a wide range of community segments
are reflected. This may involve direct elections, consultations with various community
groups, or a rotation system to give different groups a voice over time.

Sensitivity Training: All members of governance structures undergo sensitivity and
inclusivity training to understand and value diverse perspectives. This training helps
mitigate bias and ensures all voices are heard and considered equally.

Facilitated Dialogue: Meetings and deliberations are structured and facilitated to ensure
balanced participation. Techniques such as round-robin speaking orders, breakout
groups, and anonymous feedback mechanisms are used to ensure everyone has the
opportunity to contribute.

CAPACITY GAPS
Challenge: Community representatives may lack experience or knowledge in governance, leading
to imbalances in discussions and decision-making.

Solutions:

1.

Targeted Training and Support: PY provides ongoing training and support for community
representatives, covering topics such as governance principles, effective communication,
and project management. This training is designed to be practical and relevant to the
community context.

Mentorship and Support Networks: New community representatives are paired with more
experienced members or external mentors who can provide guidance and support.
Additionally, PY establishes support networks where representatives can share
experiences and strategies.

Adjusting Decision-Making Processes: Recognizing that capacity building takes time, PY
may initially adjust the pace and complexity of decision-making to ensure community
representatives can fully participate. Over time, as capacity increases, the process can
evolve to become more dynamic.

EXTERNAL PRESSURES

Challenge: External pressures from donors or partners, such as strict deadlines or rigid reporting
requirements, can conflict with the more flexible, consensus-driven approach needed for genuine
community-led governance.

Solutions:

1.

Advocacy and Negotiation: PY leaders advocate on behalf of the community, negotiating
with donors and partners to ensure that external requirements do not undermine
community-led processes. This may involve seeking extensions, adjusting project
scopes, or re-negotiating deliverables.

Transparent Communication: PY maintains open lines of communication with donors and
partners, explaining the value and importance of community-led governance and how it
contributes to more sustainable and impactful outcomes. By sharing success stories and
demonstrating the long-term benefits, PY seeks to align external expectations with
community processes.

Buffer Mechanisms: PY develops buffer mechanisms, such as flexible funding pools or
adaptive project timelines, to absorb external pressures without directly impacting
community-led activities. This approach allows PY to comply with external requirements
while still honoring community processes.



8. PARTNERSHIP
MANAGEMENT AND
COLLABORATION

PEACE BY YOUTH (PY) RECOGNIZES THAT NO ORGANIZATION CAN ACHIEVE
TRANSFORMATIVE CHANGE ALONE. STRATEGIC PARTNERSHIPS AMPLIFY OUR REACH,
DEEPEN OUR IMPACT, AND HELP ENSURE THE SUSTAINABILITY OF OUR WORK LONG
AFTER DIRECT INVOLVEMENT ENDS. BY BUILDING EFFECTIVE, COLLABORATIVE
RELATIONSHIPS, WE CREATE A POWERFUL NETWORK FOR POSITIVE SOCIAL CHANGE.

PARTNER ¢ MANAGING «
‘ AGREEMENTS ' - DYNAMICS P =
Setting clear Maintaining healthy, Mutual learning and
expectations and roles productive ' shared growth
partnerships '
PARTNER COORDINATION & L POWER
IDENTIFICATION COLLABORATION IMBALANCES

Finding the right Synergizing efforts for Ensuring equity and
collaborators success respect

PARTNER IDENTIFICATION AND SELECTION

At Peace by Youth (PY), the selection of partners is approached with diligence and strategic
intent, ensuring that collaborations are meaningful and aligned with our mission and values.
Here's how PY systematically approaches partner identification and selection:

CRITERIA FOR SELECTION

1.

Mission Alignment: PY prioritizes partnerships with organizations that share our core
values and commitment to community empowerment and human rights. This
fundamental alignment ensures a shared vision and mutual understanding from the
outset.

Complementary Strengths: We seek partners who can bring additional skills, resources,
or access that complement PY's capabilities, aiming for collaborations where the
combined effort creates a greater impact than what each entity could achieve
independently.

Reputation and Trust: The potential partner's reputation within the community and the
development sector is critically evaluated. PY seeks partners known for their ethical
conduct, effectiveness, and positive community relationships.

DUE DILIGENCE PROCESS

1.

Legal and Operational Status: PY verifies that potential partners are legally registered and
authorized to operate in the relevant areas. This includes checking for necessary
certifications and legal compliance which ensures legitimacy and operational capacity.
Financial Health: Understanding a potential partner's financial stability is crucial. PY
reviews available financial documents, such as audit reports or bank statements, to
assess whether the organization is financially sound and managed according to good
governance practices.

Reference Checks: Conversations with past collaborators or beneficiaries of the potential
partner provide insights into their reliability, communication practices, and project



execution capabilities. This step helps uncover any potential red flags or areas of
concern.

STAKEHOLDER CONSULTATION

1.

Community Involvement: PY involves local communities in the partner selection process.
This participatory approach not only builds community trust but also leverages local
knowledge to identify potential partners that might otherwise be overlooked.

Feedback Mechanisms: Community feedback on potential partners is gathered through
consultations, meetings, or surveys. This feedback is crucial for making informed
decisions that reflect the community's preferences and needs.

TRANSPARENT SELECTION PROCESS

1.

Clear Communication: PY communicates the criteria and processes for partner selection
transparently to all potential partners. This transparency ensures fairness and clarity
throughout the selection process.

Feedback to Applicants: Organizations that are not selected are provided with
constructive feedback. This respectful closure maintains goodwill and leaves the door
open for future collaboration.

Documentation and Review: The entire selection process, including decisions and
justifications, is documented thoroughly. This not only ensures accountability but also
allows for continuous improvement of the selection process based on lessons learned
and feedback received.

PARTNERSHIP AGREEMENTS AND ROLES
In the collaborative efforts of Peace by Youth (PY), clear and structured agreements define the
foundation of all partnerships. These agreements ensure mutual understanding, define shared
goals, and outline the responsibilities of all parties involved. Here's a detailed approach to how
PY formulates partnership agreements and delineates roles:

MEMORANDUM OF UNDERSTANDING (MOU)

1.

Overarching Purpose: The MOU begins by articulating the shared objectives of the
partnership, aligning all parties around a common goal. This section reiterates the
collaborative mission, ensuring that despite differing individual organizational goals, the
partnership aims towards a unified impact, particularly around community empowerment
and sustainable development.

Specific Activities: This part of the MOU specifies the activities each party is responsible
for. It delineates tasks to prevent overlap and ensures all critical components of the
project are covered. By detailing who is responsible for what, the MOU fosters a
cooperative environment where efforts are synergized rather than duplicated.

Resource Allocation: The MOU explicitly outlines the resources each party will contribute.
This includes financial contributions, in-kind support, allocation of staff time, materials,
or other resources. Transparently detailing these commitments upfront prevents
misunderstandings and sets clear expectations for each party's investment in the project.
Timelines: The agreement sets forth the project's timelines, including key milestones and
deadlines. Shared understanding of the timeframe helps keep the partnership aligned,
ensures timely progress, and facilitates coordinated planning and implementation.

ROLE CLARITY

1.

Role/Responsibility Matrix: Alongside the MOU, a detailed matrix clarifies the roles and
responsibilities of each partner. This tool is essential to avoid confusion and ensure that
all partners know their specific duties, reporting lines, and areas of authority.

Explicit Assignments: For critical functions such as grant reporting, financial
management, or community outreach, the MOU clearly states which partner is in charge.
This clarity helps prevent assumptions and ensures that all necessary tasks are
accounted for and managed appropriately.

COMPLIANCE AND ETHICS

1.

Ethical Standards: The MOU incorporates clauses that reflect PY's commitment to high
ethical standards. This includes strict adherence to anti-corruption practices, child
safeguarding principles, data privacy regulations, and other relevant ethical guidelines.
Non-negotiable Clauses: These clauses underline that certain standards are non-
negotiable and must be upheld by all partners regardless of local legal requirements. This
reinforces the partnership's commitment to maintaining the highest ethical standards.



3. Reporting and Addressing Violations: The agreement outlines mechanisms for reporting

and addressing any ethical violations, ensuring that there are clear procedures for
handling potential issues transparently and effectively.

REVIEW AND RENEWAL

1.

Term of Partnership: The MOU specifies the duration of the partnership, typically aligned
with the project cycle. This finite term allows for structured engagement and clear
endpoints for evaluation.

Evaluation and Renewal Process: Before the end of the term, the partnership undergoes a
thorough review to assess performance, outcomes, and the continued relevance of the
collaboration. This review informs the decision on whether the partnership should be
renewed, revised, or concluded.

Feedback Mechanisms: Both during and at the end of the partnership term, feedback
mechanisms allow all parties to express their views on the collaboration’s effectiveness.
This feedback is crucial for continuous improvement and informed decision-making
regarding the future of the partnership.

COORDINATION MECHANISMS AND JOINT ACTIVITIES

Peace by Youth (PY) values the synergy that arises from coordinated efforts and shared
responsibilities with its partners. Effective coordination and collaborative execution of activities
are pivotal to maximizing impact. Here's how PY approaches coordination mechanisms and joint
activities:

JOINT PLANNING

1

Inclusive Strategy Sessions: PY ensures that all partners are involved in the planning
process from the beginning. Even if PY initially wrote the grant proposal, the project plan
is adapted collaboratively, taking into account the local context and each partner's
insights and capabilities. This collaborative approach ensures that all parties have a
stake in the project's success.

Contextual Adaptation: Plans are tailored to fit the specific needs and dynamics of the
community. Partners contribute local knowledge and context, helping to refine objectives,
activities, and methodologies to ensure cultural appropriateness and effectiveness.
Budget Collaboration: Financial planning is conducted jointly, allowing all partners to
contribute to budget development and adjustments. This ensures transparency and
mutual agreement on financial responsibilities, allocations, and management
procedures.

COORDINATION MECHANISMS

1.

Regular Communication Channels: PY establishes regular channels for communication
among partners, such as monthly steering committee calls, weekly email updates, or
dedicated online forums. The frequency and format depend on the project's scale and the
partners' preferences.

Partnership Coordinator: For larger or more complex projects, PY may appoint a
dedicated Partnership Coordinator. This individual serves as the point of contact for all
partners, facilitating communication, resolving issues, and ensuring cohesive efforts
across different project components.

Shared Calendars and Tools: PY and its partners utilize shared calendars, project
management tools, and platforms to synchronize activities, track progress, and plan joint
efforts effectively. These shared resources help maintain alignment and streamline
collaboration.

SHARED PLATFORMS

1.

Unified Data Systems: To avoid duplication of efforts and ensure consistency in data
collection and analysis, PY encourages the use of shared platforms. Whether it's a simple
shared document or a more sophisticated data management system, these platforms
facilitate the aggregation, analysis, and reporting of project data.

Access and Training: All partners are given access to these shared platforms and receive
necessary training to use them effectively. PY ensures that these systems are user-
friendly and appropriate for the technological capacities of all partners involved.

Data Integrity and Security: While promoting shared use, PY also ensures that data
integrity and security are maintained, with clear guidelines on data access, sharing, and
confidentiality.



JOINT ACTIVITIES

1.

Collaborative Implementation: Joint activities, such as community workshops or
advocacy meetings, are planned and executed collaboratively. For instance, PY might
contribute technical expertise and materials, while the local partner provides community
access and cultural guidance.

United Front in Advocacy: When engaging with external entities, such as local government
officials or other stakeholders, PY and its partners present a united front. This solidarity
strengthens the partnership's influence and advocacy efforts.

Cross-Learning Opportunities: Joint activities provide opportunities for cross-learning
among partners. PY values the exchange of knowledge and experiences, facilitating
sessions where partners can learn from each other's approaches, successes, and
challenges.

Evaluation and Feedback: After joint activities, partners engage in evaluation and
feedback sessions. These discussions are crucial for assessing the effectiveness of the
collaboration, identifying areas for improvement, and planning future joint endeavors.

U
-@Q} MANAGING PARTNERSHIP DYNAMICS AND CONFLICTS
In the collaborative landscape of Peace by Youth (PY), maintaining healthy partnership dynamics
is crucial for the success and sustainability of projects. Effective management of these dynamics
and timely resolution of conflicts ensure that partnerships remain productive and aligned with
shared goals. Here's how PY approaches the management of partnership dynamics and conflicts:

CONFLICT PREVENTION

1.

Regular and Open Communication: PY prioritizes regular communication with all
partners, fostering an environment where concerns can be expressed openly and without
judgment. Regular check-ins, whether through meetings, calls, or reports, allow partners
to share updates, express concerns, and provide feedback. This open line of
communication helps identify and address small frictions before they escalate.

Clear Expectations and Boundaries: From the outset, PY ensures that all partners have a
clear understanding of their roles, responsibilities, and the project's goals. This clarity
helps prevent misunderstandings and sets clear boundaries for collaboration.

Cultural Sensitivity and Awareness: PY and its partners commit to cultural sensitivity and
mutual respect in all interactions. Understanding and honoring each other's cultural
norms and working styles contribute to a respectful and harmonious partnership.

CONFLICT RESOLUTION MECHANISMS

1.

Structured Approach: The partnership agreement or MOU includes a clearly defined
conflict resolution mechanism. This typically starts with informal discussions to address
issues directly between the concerned parties. If unresolved, the matter escalates to
senior management within the organizations involved.

Neutral Mediation: In cases where internal resolution proves challenging, PY is open to
seeking external mediation. A neutral third party can facilitate dialogue, offer unbiased
perspectives, and assist in finding a mutually acceptable resolution.

Documentation and Learning: All conflict resolution processes are documented, providing
arecord that can be referred to in the future. Lessons learned from conflict resolution are
shared (while maintaining confidentiality) within the organization to improve future
practices.

CAPACITY BUILDING

1.

2.

Strengthening Partners: PY views capacity building as an integral part of its partnerships,
especially when working with smaller or grassroots organizations. This includes
providing training and mentoring in areas such as financial management, project
reporting, and governance.

Joint Learning Opportunities: Capacity building is designed as a two-way street, where
PY also learns from the local knowledge and expertise of its partners. Joint workshops
and shared learning sessions enrich both parties and strengthen the partnership.
Resource Allocation: Dedicated resources are allocated within the project budget for
capacity-building activities. This investment underlines PY's commitment to
strengthening its partners, not just for the current project but for their long-term
development.

PARTNERSHIP EVALUATION



Regular Reviews: PY conducts regular evaluations of the partnership's health, beyond just
project performance metrics. These evaluations assess communication effectiveness,
satisfaction levels, and the overall collaborative environment.

Constructive Feedback: Partners are encouraged to provide honest feedback about the
partnership. This can be facilitated through surveys, interviews, or review meetings.
Constructive criticism is welcomed as a catalyst for improvement.

Exit Interviews: If a partnership concludes, whether as planned or due to unforeseen
circumstances, PY conducts exit interviews with the partners. These interviews are
opportunities to reflect on the collaboration, understand what worked well, and identify
areas for improvement.

ADDRESSING POWER IMBALANCES

Peace by Youth (PY) is deeply committed to fostering equitable partnerships that respect and
uplift all involved parties, particularly when collaborating with smaller local NGOs or grassroots
community groups. Acknowledging and addressing inherent power imbalances is crucial to this
commitment. Here's how PY actively works to mitigate these disparities:

SELF-AWARENESS

1.

Reflection and Education: PY encourages its staff to engage in continuous self-reflection
and education regarding their own positions of privilege. This could be related to access
to funding, technical expertise, educational backgrounds, or language fluency.
Workshops, training sessions, and discussion groups are organized to facilitate this
reflective process.

Cultural Sensitivity Training: All PY staff participate in cultural sensitivity and anti-bias
training to better understand and respect the perspectives and experiences of local
partners and communities. This training helps in recognizing and checking unconscious
biases and avoiding domineering behaviors.

Feedback Mechanisms: PY establishes mechanisms through which local partners can
provide feedback on interactions and decision-making processes, ensuring that any
issues related to power imbalances can be addressed promptly.

EQUITABLE DECISION-MAKING

1.

3.

Inclusive Forums: PY ensures that decision-making forums are accessible and inclusive,
allowing all partners, especially those from marginalized or less powerful groups, to
participate fully. This may involve adjusting meeting locations, times, and formats, and
providing necessary accommodations such as childcare or transportation.

Shared Leadership: Decision-making processes are designed to be collaborative, with
leadership roles and responsibilities shared among PY and its partners. This shared
leadership approach ensures that local partners have meaningful input in decisions that
impact their communities.

Transparent Processes: PY maintains transparency in its decision-making processes,
clearly communicating how decisions are made, who is involved, and how partners can
contribute. This transparency helps build trust and ensures that all partners feel valued
and heard.

FAIR COMPENSATION

1.

Comprehensive Budgeting: PY ensures that partnership budgets fully account for both
direct and indirect costs, ensuring that local partners are not inadvertently subsidizing
project work. This includes fair compensation for their time, resources, and contributions.
Equitable Financial Practices: Contracts and agreements with local partners clearly
outline financial arrangements, ensuring they are fair, transparent, and mutually agreed
upon. PY seeks to ensure that financial practices support the sustainability of partner
organizations, not just the immediate project needs.

Regular Financial Reviews: PY and its partners engage in regular reviews of financial
arrangements to ensure they remain fair and equitable throughout the project lifecycle.

RECIPROCAL CAPACITY BUILDING

1.

Mutual Learning: PY views capacity building as a reciprocal process, valuing the unique
knowledge and skills that local partners bring to the table. Opportunities for mutual
learning are integrated into project plans, allowing PY staff and local partners to learn
from each other.



2. Community-led Initiatives: PY supports and facilitates initiatives that are led and

designed by local partners, acknowledging their expertise and leadership in addressing
community needs. This approach not only empowers local organizations but also
enhances the relevance and sustainability of project outcomes.

Sustainable Development: Capacity-building efforts focus on sustainable development,
ensuring that local partners can continue their work effectively long after PY's direct
involvement ends. This includes training in areas such as organizational management,
fundraising, and advocacy, tailored to the specific needs and contexts of the partners.

Peace by Youth (PY) is committed to redefining the concept of partnership in the development
sector, moving beyond transactional relationships towards genuine reciprocity and mutual
benefit. This approach is centered around respect, shared learning, and collective growth. Here's
how PY envisions and implements this transformative approach to partnerships:

PROMOTING PARTNER VISIBILITY

1.

Equal Representation: In all forms of communication, including reports, presentations,
and media outreach, PY ensures that partner organizations are represented as equals.
This means their logos and contributions are displayed prominently, alongside or equal
to PY's own branding.

Highlighting Successes: PY actively showcases the successes and achievements of its
partners. By highlighting their strengths and accomplishments, PY aims to elevate their
status and reputation within the community and the wider development sector.

Joint Publicity: Through joint press releases, co-hosted events, and shared social media
campaigns, PY works alongside its partners to ensure they receive public recognition for
their contributions and efforts, fostering a sense of pride and shared success.

KNOWLEDGE CO-CREATION

1.

Collaborative Research: PY engages local partners not just as participants but as co-
creators of knowledge. When conducting research, developing case studies, or compiling
best practices, PY ensures that local partners are involved as co-authors and
contributors, acknowledging their expertise and insights.

Capacity Sharing: PY acknowledges that expertise resides in all corners of the world,
including within local partner organizations. Workshops, seminars, and exchange
programs are organized to facilitate mutual learning and capacity sharing between PY
staff and partner organizations.

Valuing Local Knowledge: PY commits to valuing and integrating the local knowledge and
cultural wisdom of its partners into project strategies and decision-making processes.
This inclusive approach challenges the traditional hierarchy of knowledge and recognizes
the valuable insights that local partners bring to the table.

PARTNER-LED INITIATIVES

1.

Supporting Local Leadership: PY seeks opportunities to support initiatives that are fully
designed and led by local partners. This role reversal, where PY acts as a supporter rather
than a leader, empowers local organizations and fosters greater community ownership of
projects.

Capacity as Support: In these partner-led initiatives, PY provides support in areas such
as funding, technical expertise, or advocacy, based on the needs and requests of the local
partners. This supportive role is tailored to enhance the partners' strengths and
leadership without overshadowing their autonomy.

Trusting Local Solutions: PY demonstrates trust in the solutions proposed and
implemented by local partners. This trust is foundational to building a relationship based
on equality and mutual respect, encouraging innovative and locally-adapted approaches.

FLEXIBILITY

1.

Adaptive Approaches: PY advocates for flexible project management and reporting
structures with donors to accommodate the realities and dynamics of community-led
initiatives. This flexibility allows for adaptations and changes that are more in tune with
local needs and contexts.

Joint Budget Management: PY works with partners to manage budgets jointly, ensuring
that resources are allocated in a manner that truly supports the project’s goals and the



partners' needs. This collaborative approach to financial management allows for
reallocations and adjustments that reflect the evolving nature of the work.

3. Celebrating Adaptation: PY views adaptation and change not as failures but as signs of
responsive and reflective partnership. By celebrating these adaptations, PY encourages
a culture of learning, innovation, and responsiveness both within its own organization and

among its partners.

BY MOVING TOWARDS EQUITABLE, MUTUALLY BENEFICIAL
PARTNERSHIPS, PEACE BY YOUTH STRENGTHENS NOT ONLY THE
OUTCOMES OF SPECIFIC PROJECTS, BUT CONTRIBUTES TO A
MORE JUST AND COLLABORATIVE DEVELOPMENT SECTOR

OVERALL.



9.

FINANCIAL MANAGEMENT

AND PROCUREMENT

PEACE BY YOUTH (PY) UNDERSTANDS THAT SOUND FINANCIAL MANAGEMENT IS THE
BACKBONE OF EVERY SUCCESSFUL PROGRAM. IT'S HOW WE ENSURE RESOURCES
ENTRUSTED TO US ARE USED EFFECTIVELY, ETHICALLY, AND ALWAYS IN SERVICE OF THE
COMMUNITIES AT THE HEART OF OUR MISSION.

Maintaining Maximizing Addressing
operational efficiency resources, ensuring complexities for
and integrity responsibility lasting partnerships

CASH FLOW & ASSET DONOR
AUDITING MANAGEMENT CHALLENGES

BUDGETING & PROCUREMENT

REPORTING PROCEDURES REQUIREMENTS
Ensuring Ethical, value-driven Navigating

transparency and purchasing practices expectations for
accountability compliance

HO) BUDGETING AND FINANCIAL REPORTING

Peace by Youth (PY) approaches budgeting and financial reporting with a meticulous and ethical
mindset, ensuring transparency and accountability at every stage. Here's a detailed exploration
of how PY manages these critical aspects:

BUDGET DEVELOPMENT

1.

Comprehensive Planning: PY's budgeting process is grounded in realism and precision,
designed to ensure that all aspects of the project are financially supported. This includes:
o Direct Costs: Detailed calculations cover direct expenses such as staff salaries,
workshop materials, travel expenses, and other operational costs directly related

to the project.

e Indirect Costs (Overheads): PY ensures to account for less obvious but crucial
indirect costs like office rent, utilities, and a proportionate share of senior
management time. These overheads support the infrastructure enabling the
project to function efficiently.

o Contingency Planning: A contingency buffer, typically set between 5-10% of the
total budget, is included to address unforeseen expenses such as exchange rate
fluctuations or emergency repairs, ensuring project continuity without financial
strain.

Rigorous Review and Approval: Budget proposals undergo a stringent review process. For
smaller initiatives, a Program Manager's approval may suffice, whereas significant,
multifaceted projects are escalated to the Board for a thorough review. This hierarchical
approval process ensures that budgets align with organizational priorities and resource
availability.

FINANCIAL MONITORING

1.

Real-Time Tracking: Utilizing appropriate accounting software, PY monitors expenditures
in real-time, allowing for immediate identification and correction of budgetary
discrepancies. Expenditures are categorized according to the budget lines for easy
comparison and analysis.

Regular Reviews: Financial performance is reviewed regularly against the budget. These
reviews help identify trends, manage resources effectively, and make informed decisions
on potential budget reallocations.



3. Stakeholder Engagement: Throughout the financial monitoring process, key stakeholders,

including project teams and department heads, are kept informed and involved, fostering
a culture of transparency and collective responsibility.

FINANCIAL REPORTING

1.

Internal Reporting: Internally, PY maintains a regular schedule of financial reporting,
adapted to each project's needs. These reports provide management with up-to-date
information, enabling proactive project management and decision-making.

External Reporting: Externally, PY adheres strictly to the reporting formats and deadlines
set by donors. These reports are not merely financial statements but include clear, jargon-
free narratives that explain deviations from the budget, the reasons behind them, and the
actions taken in response.

Transparency and Clarity: All financial reports, whether internal or external, are crafted for
clarity and understanding. They serve as a tool for both accountability and as a narrative
of the project's financial journey, reflecting PY's commitment to transparency and ethical
management.

Stakeholder Communication: Financial reports and summaries are communicated to
relevant stakeholders, ensuring they are informed about the project’s financial health and
are able to provide feedback or request further information as needed.

=) CASH FLOW MANAGEMENT AND AUDITING

Effective cash flow management and diligent auditing are cornerstones of Peace by Youth's (PY)

financial integrity and operational efficiency. Here's an in-depth look at how PY manages these
critical financial processes:

CASH FLOW FORECASTING

1.

Proactive Financial Planning: PY engages in thorough cash flow forecasting to anticipate
and manage the flow of funds throughout the project lifecycle. This involves projecting
incoming funds from various sources and mapping out expected expenditures over time.
Identifying Potential Bottlenecks: The finance team identifies potential cash flow
bottlenecks, such as delays in funding disbursements or specific conditions tied to fund
release (e.g., donor pre-approval for spending). Understanding these potential hurdles in
advance allows PY to strategize solutions, ensuring that project activities aren't hindered
by financial delays.

Regular Updates and Revisions: Cash flow forecasts are not static documents; they are
updated regularly to reflect actual financial flows and revised projections. This dynamic
approach allows PY to remain flexible and responsive to changing financial
circumstances.

FUNDS DISBURSEMENT

1.

Controlled Disbursement Mechanisms: PY establishes strict protocols for fund
disbursement. This includes designating authorized signatories and requiring dual
signatures for significant transactions, adding an extra layer of security and
accountability.

Linking Payments to Deliverables: Disbursements are closely tied to project milestones
and deliverables. PY avoids prepayments and ensures that contracts are signed and
conditions met before releasing funds, minimizing financial risks.

Documentation and Tracking: All transactions are meticulously documented and tracked.
This transparency ensures that all expenditures are justifiable, auditable, and aligned with
project objectives.

AUDITING

1.

Internal Auditing: PY conducts internal audits, carried out by finance staff who are
independent of the specific project being audited. These internal reviews are designed to
assess the effectiveness of financial controls, adherence to budgetary guidelines, and
compliance with financial management policies.

External Auditing: For larger or more complex projects, PY engages reputable external
auditors to conduct periodic reviews. These independent audits provide an additional
layer of scrutiny, ensuring compliance with both PY standards and external regulatory
requirements.



3. Continuous Improvement: The primary goal of auditing is not to assign blame but to
identify areas for improvement. Audit findings are used to refine financial processes,
enhance controls, and train staff, thereby strengthening PY's overall financial
management system.

CORRECTIVE ACTIONS

1. Responsive Measures: When audits identify weaknesses, such as lax petty cash controls,
PY takes immediate corrective action. This might involve revising financial procedures,
enhancing security measures, or retraining staff involved in financial management.

2. Staff Training and Development: PY views audit findings as opportunities for learning and
improvement. Staff members receive targeted training based on audit recommendations,
increasing their competence and preventing future issues.

3. Transparency and Accountability: Results from audits, along with the corrective actions
taken, are communicated transparently within the organization. This openness fosters a
culture of accountability and continuous improvement among all staff members.

PROCUREMENT POLICIES AND PROCEDURES

Peace by Youth (PY) recognizes the critical importance of transparent, ethical, and efficient
procurement practices in maintaining the integrity and effectiveness of its programs. Here's an
in-depth look at how PY manages its procurement processes:

PROCUREMENT PLANNING

1. Strategic Assessment:. Before initiating any purchase, PY conducts a thorough
assessment to determine the actual needs of the project. This involves questioning
whether renting could suffice instead of buying and whether combining orders with other
projects could yield bulk discounts.

2. Approval Process: A procurement plan, detailing the items or services needed, estimated
costs, and justifications, is prepared and submitted for approval. This plan ensures that
all procurements are deliberate, budgeted, and aligned with project objectives.

3. Sustainability and Efficiency: The planning process also considers the sustainability and
efficiency of potential purchases, prioritizing items that offer long-term value over
cheaper, short-lived alternatives.

POLICIES AND GUIDELINES

1. Tendering Thresholds: PY has established clear thresholds for procurement processes.
For small purchases, obtaining three quotes may suffice, ensuring competitive pricing.
Larger acquisitions require a more formal tendering process, promoting transparency and
fairness.

2. Conflict of Interest: PY enforces strict rules to prevent conflicts of interest. Staff members
are prohibited from receiving personal benefits from suppliers. All potential conflicts must
be disclosed and managed according to PY's policies, safeguarding the integrity of
procurement decisions.

3. Ethical Sourcing: PY commits to ethical sourcing practices. This includes prioritizing local
vendors, small businesses, and those adhering to sustainable and ethical labor practices.
These considerations support local economies and align with PY's commitment to social
and environmental responsibility.

SUPPLIER SELECTION

1. Evaluation Criteria: Suppliers are evaluated based on a set of predefined criteria, including
past performance, reliability, quality of goods or services, and adherence to delivery
timelines. This ensures that selections are based on merit and value, not just price.

2. Reputation and Due Diligence: PY conducts reference checks and reviews suppliers'
histories to ensure they have a solid reputation and have not been involved in unethical
practices. This due diligence is part of PY's commitment to integrity in all its operations.

3. Value Assessment: PY looks beyond the lowest price to consider the overall value offered
by suppliers, including quality, reliability, and service. This holistic approach ensures that
procurements support the long-term success of projects.

CONTRACT MANAGEMENT
1. Formal Agreements: All procurements result in formal contracts, detailing the scope of
work, delivery expectations, and payment schedules. This formalization protects both PY
and the supplier, clarifying expectations and responsibilities.



Payment Linked to Milestones: Payment schedules are often linked to specific milestones
or deliverables rather than just timelines. This approach motivates suppliers to meet their
commitments and provides PY with leverage to ensure satisfactory performance.
Ongoing Management: Contracts are actively managed throughout their lifecycle, with PY
staff responsible for overseeing supplier performance, addressing any issues, and
ensuring that all contractual obligations are met.

) ASSET AND RESOURCE MANAGEMENT

==

%’ Peace by Youth (PY) recognizes the importance of efficient and responsible asset and resource
management as part of its operational integrity and sustainability. Here's a detailed approach to
how PY manages its assets and resources:

ASSET INVENTORY

1.

Comprehensive Tracking: PY maintains a comprehensive inventory of all its assets,
including physical items like laptops, vehicles, and equipment. The inventory system
records critical details such as location, condition, purchase date, and depreciation
status.

Responsibility and Accountability: Each asset is assigned to a specific staff member or
department, creating a sense of personal accountability for its condition and use. This
assignment is documented in the inventory system, ensuring clarity and responsibility.
Regular Audits and Updates: The asset inventory is audited regularly to ensure accuracy
and completeness. These audits help identify assets that are lost, stolen, or have become
obsolete. Regular updates to the inventory reflect acquisitions, disposals, and
reassignments of assets.

RESOURCE UTILIZATION

1.

Maximizing Use: PY prioritizes the full utilization of all assets to avoid wastefulness. If a
resource, like a whiteboard or projector, becomes idle after a project's completion, the
organization seeks to reallocate it to another team or project in need.

Shared Resources Pool: PY may establish a shared resources pool where items can be
checked out and returned by different departments or projects. This system ensures that
assets are used efficiently across the organization, reducing unnecessary purchases.
Cost-Benefit Analysis: Before acquiring new assets, PY conducts a cost-benefit analysis
to determine whether renting or borrowing could meet the need without the long-term
financial commitment of a purchase. This approach helps optimize resource use and
preserve funds.

MAINTENANCE AND SECURITY

1.

Regular Maintenance: PY implements a regular maintenance schedule for all tangible
assets, particularly those that are prone to wear and tear, such as vehicles and technical
equipment. This maintenance extends the useful life of assets and ensures they remain
in good working condition.

Security Measures: Robust security measures protect sensitive assets, especially IT
equipment. This includes the use of strong passwords, regular software updates, and
secure physical storage for high-value items to prevent theft or damage.

Training and Guidelines: Staff members are trained on the proper use and maintenance
of assets assigned to them. Clear guidelines are provided for the use, care, and security
of resources, reinforcing the organization's expectations and standards.

DISPOSITION AND DISPOSAL

1.

3.

Disposal Process: When assets become obsolete or are no longer needed, PY follows a
structured disposal process. This includes evaluating the item’s condition, determining if
it can be sold, donated, or needs to be recycled or disposed of in an environmentally
responsible manner.

Data Security: For electronic equipment, PY ensures that all data is securely wiped to
prevent unauthorized access to confidential information. This process complies with data
protection regulations and best practices.

Transparency and Documentation: The disposal of assets is transparently documented,
including the reasons for disposal, the method used, and any revenue generated from
sales. This documentation ensures accountability and provides an audit trail for the
organization's assets.



NAVIGATING DIVERSE DONOR REQUIREMENTS
Peace by Youth (PY) acknowledges the complexity and diversity of requirements that come with
different funding sources. Managing these varying stipulations is crucial for maintaining trust,
ensuring legal and ethical compliance, and optimizing resource utilization. Here's how PY
systematically navigates and harmonizes the diverse requirements of its donors:

DONOR MAPPING

1.

Comprehensive Chart Creation: At the commencement of each project, PY develops a
detailed donor mapping chart. This chart includes crucial information for each funding
source, such as reporting deadlines, formats, restrictions on funds, procurement rules,
and audit requirements.

Understanding Fund Restrictions: PY categorizes funds based on their restrictions:
unrestricted funds that can be used flexibly versus restricted funds earmarked for specific
purposes. This clarity aids in strategic financial planning and ensures compliance with
donor intentions.

Procurement Rule Clarification: The chart also details each donor's procurement
stipulations, identifying discrepancies and potential conflicts early on. This ensures that
PY's purchasing practices meet all donor requirements while still achieving project
objectives.

Audit Preparedness: PY notes each donor's audit requirements, preparing for everything
from informal internal reviews to comprehensive external audits. This preparation
ensures transparency and accountability across all projects.

HARMONIZATION WHERE POSSIBLE

1.

Streamlining Internal Systems: PY aims to harmonize internal systems to accommodate
the requirements of the most stringent donors without overburdening staff. This may
involve standardizing reporting templates or creating a unified procurement process that
meets varied donor standards.

System Review and Update: Internal systems are regularly reviewed and updated to
remain compliant with changing donor regulations while maintaining operational
efficiency and staff manageability.

CLEAR COMMUNICATION CHANNELS

1.

Designated Points of Contact: A dedicated Grants Manager or Finance Officer is assigned
to each project as the central point for all donor communications. This centralization
prevents misinformation and ensures consistency in PY's responses and updates to
donors.

Regular Updates and Engagements: This point person maintains regular contact with
donors, providing updates, clarifying requirements, and discussing any project changes.
This ongoing dialogue fosters transparency and strengthens donor relationships.

PROACTIVE PROBLEM SOLVING

1.

Conflict Resolution: When conflicts between donor requirements arise, the Grants
Manager proactively engages with the involved parties to discuss and seek mutually
acceptable solutions. This may involve negotiating adjustments or clarifying
misunderstandings.

Flexibility and Adaptation: PY advocates for flexibility in donor requirements when
necessary, especially when facing unforeseen project challenges or opportunities. This
flexibility is sought with a clear justification and a focus on maintaining project integrity
and donor trust.

INVESTING IN STAFF CAPACITY

1.

Continuous Learning: PY invests in ongoing staff training focused on grant management,
compliance, and financial administration. This training covers diverse areas such as
budgeting across multiple funding streams, navigating donor stipulations, and ensuring
ethical conduct in procurement.

Resource Allocation for Training: Adequate resources are allocated for staff development,
ensuring that training is comprehensive, up-to-date, and accessible to all relevant team
members.

Knowledge Sharing: Lessons learned and best practices in donor management are
regularly shared across the organization. This culture of continuous improvement and



shared learning helps prevent errors and enhances PY's overall effectiveness in
managing diverse donor requirements.

Navigating the complexities of diverse donor expectations and requirements can present several
challenges for Peace by Youth (PY). Addressing these challenges effectively is crucial to
maintaining productive partnerships and ensuring project success. Here's a detailed approach
on how PY addresses common challenges:

UNREALISTIC EXPECTATIONS

Challenge: Some donors may set unrealistic expectations regarding timelines for fund
disbursement or procurement, often due to a lack of familiarity with the local context or the
inherent complexities of the project activities.

Solutions:

1. Advocacy and Education: PY engages in advocacy efforts to educate donors about the
realities and challenges of working within the local context. This involves providing
detailed explanations, sharing case studies, and even inviting donors to visit project sites
to gain a firsthand understanding.

2. Negotiation for Realistic Timelines: PY negotiates with donors to establish more realistic
timelines, offering alternative timelines that are both ambitious and achievable, ensuring
that project goals are not compromised.

3. Continuous Communication: Maintaining open lines of communication with donors
allows PY to set realistic expectations from the outset and adjust them as needed based
on project developments and external factors.

SUDDEN CHANGES
Challenge: Donors may alter their requirements or expectations mid-project, which can disrupt
project planning, budgeting, and implementation.

Solutions:

1. Documentation and Analysis: PY meticulously documents any changes in donor
requirements and analyzes their impact on project budgets, timelines, and staffing. This
documentation serves as a basis for discussions with the donor about the implications
of the changes.

2. Negotiation and Advocacy: Armed with detailed documentation, PY engages in dialogue
with the donor to discuss the impacts of the changes and advocates for modifications to
the requirements, additional support, or extended timelines as necessary.

3. Flexible Project Management: PY adopts a flexible approach to project management,
allowing for adjustments in project plans and activities in response to changes in donor
requirements while ensuring that the project's core objectives remain intact.

CAPACITY STRAIN

Challenge: Complying with the diverse and sometimes demanding requirements of multiple
donors can strain the capacities of smaller NGOs, potentially diverting resources away from
project activities.

Solutions:

1. Strategic Funding Decisions: PY conducts a thorough analysis to determine whether the
benefits of accepting certain funds outweigh the administrative burden. In cases where
the funding conditions are excessively onerous, PY may make the strategic decision to
decline the funding.

2. Capacity Building: PY invests in building its own and its partners' capacities in donor
management, financial administration, and compliance to better handle diverse
requirements without overstraining resources.

3. Collaboration and Sharing Resources: PY seeks opportunities for collaboration and
resource sharing with other organizations facing similar challenges. By pooling resources
and expertise, PY and its partners can more efficiently meet donor requirements.

4. Donor Coordination: When possible, PY encourages coordination among donors, aiming
to harmonize reporting formats, align timelines, and reduce redundancy in requirements,
easing the administrative load on the organization.



10. RISK MANAGEMENT

PEACE BY YOUTH (PY) UNDERSTANDS THAT A PROJECT MAY HAVE THE PERFECT PLAN,
BUT THE WORLD IN WHICH IT EXISTS IS UNCONTROLLABLE. RISK MANAGEMENT ALLOWS
US TO BE PROACTIVE, NOT FATALISTIC. BY IDENTIFYING, PLANNING FOR, AND MITIGATING
POTENTIAL THREATS, WE INCREASE THE CHANCES OF SUCCESS AND PROTECT THE
COMMUNITIES WE WORK WITH FROM UNINTENTIONAL HARM.

RISK
IDENTIFICATION

SOCIAL & Finding

REPUTATIONAL problems
RISKS hefore they

occur

Protecting RISK
integrity and ANALYSIS

project impact
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RISK IDENTIFICATION AND ANALYSIS

Peace by Youth (PY) approaches risk identification and analysis with a comprehensive and
inclusive methodology, understanding that effective risk management is essential for
safeguarding project success and community well-being. Here's how PY systematically
identifies and assesses risks:

RISK IDENTIFICATION

1. Collaborative Brainstorming: PY organizes brainstorming workshops that include project
teams, stakeholders, and, when feasible, community members. These sessions aim to
gather diverse perspectives and identify a wide range of potential risks, from logistical
challenges to social or environmental concerns.

2. Scenario Analysis: The organization employs scenario analysis to consider various "What
if..." situations, such as the withdrawal of a major donor, political unrest, or natural
disasters. This method helps identify risks that might not be immediately obvious but
could significantly impact the project if they were to occur.

3. Learning from the Past: PY reviews challenges and failures from its own previous
projects, as well as those encountered by peer organizations in similar regions or sectors.
This review helps identify common pitfalls and sector-specific risks, informing better
preparation and planning for new projects.

RISK REGISTER
1. Structured Documentation: PY maintains a structured risk register, a crucial tool for
managing identified risks. This register includes:

o Clear Risk Descriptions: Each risk is described in detail, avoiding vague terms to
ensure all team members understand the specific nature of the risk (e.g., "Delay
in obtaining government permits results in school renovation setbacks”).

o Risk Sources: The register categorizes risks as internal (such as staff capacity
issues) or external (like weather conditions), helping tailor risk mitigation
strategies effectively.



o Potential Impact: Each risk is assessed for its potential impact, detailing not just
financial implications but also potential delays, community backlash, or other
project disruptions.

e Likelihood Assessment: Risks are scored on a simple scale (High, Medium, Low)
to facilitate prioritization. This approach avoids overly complex calculations that
might give a misleading sense of accuracy.

RISK ANALYSIS

1.

Evaluating Severity and Probability: PY analyzes each identified risk for its severity (the
extent of the impact) and probability (the likelihood of occurrence). This analysis helps
differentiate between minor issues and significant threats.

Prioritization: Based on the analysis, risks are prioritized to determine which require
immediate attention and resources. High-impact, high-probability risks are addressed as
a matter of urgency.

RISK MAPPING

1.

Visual Representation: For projects with multiple or complex risks, PY creates a risk map,
visually plotting each risk based on its impact and likelihood. This graphical
representation aids in quickly identifying which risks need urgent and substantial
mitigation efforts.

Dynamic Adjustments: The risk map is not static; it is updated regularly to reflect the
changing landscape of the project and its environment. This ensures that new risks are
acknowledged and prioritized appropriately.

f@\ RISK RESPONSE PLANNING AND IMPLEMENTATION

Peace by Youth (PY) has established a robust framework for risk response planning and
implementation, ensuring that each identified risk is addressed strategically and effectively.
Here's an in-depth look at PY's approach:

RISK RESPONSE STRATEGIES

1.

Transfer: PY assesses whether certain risks can be transferred to another party. This
could involve purchasing insurance policies for vehicle accidents, natural disasters, or
other unforeseen events. By transferring the financial impact of these risks, PY can focus
more on its core activities.

Treat (Mitigate): Mitigation is the most common strategy employed by PY. The
organization takes proactive steps to reduce the likelihood or impact of risks. This could
involve implementing stricter financial controls to mitigate the risk of fraud or providing
comprehensive staff training to ensure project quality and safety.

Terminate: PY evaluates whether high-risk activities that cannot be effectively mitigated
should be removed from the project scope. This decision is not taken lightly and involves
consulting all stakeholders to understand the implications and find alternative solutions.
Tolerate (Accept): For risks that are low in both impact and likelihood, PY may decide that
the cost of mitigation is greater than the potential harm. These risks are monitored but
not actively mitigated.

ACTION PLANS

1.

Detailed Planning: For each significant risk, PY develops a detailed action plan. This plan
outlines specific steps to either prevent the risk from occurring or to minimize its impact
if it does occur.

Clear Accountability: Each risk action plan assigns a clear owner — an individual
responsible for implementing the plan and ensuring its effectiveness. This accountability
ensures that risks are not overlooked and that there is someone with the authority to act.
Resource Allocation: The action plans include a realistic budget for the resources required
to mitigate the risk, whether it's additional staff time, equipment, or financial resources.
This ensures that the necessary tools are available without straining the project's overall
budget.

PREVENTIVE MEASURES

1.

Proactive Approaches: PY emphasizes the importance of preventive measures. For
example, contracts with suppliers may include requirements for backup power solutions
in regions prone to outages, ensuring that project activities can continue uninterrupted.
Comprehensive Training: PY invests in preventive measures such as thorough child
safeguarding training for all staff and partners. This reduces the risk of abuse allegations
and ensures a safe environment for all participants.



CONTINGENCY PLANS

1.

Preparing for the Worst: PY develops contingency plans for critical risks, outlining steps
to take if a worst-case scenario occurs. This includes backup plans for key personnel,
alternative project activities, or emergency evacuation procedures.

Readiness and Response: The contingency plans are designed to be activated quickly and
efficiently. They include clear instructions and contact information for all involved parties,
ensuring that everyone knows their role in a crisis.

Regular Updates: Contingency plans are reviewed and updated regularly to reflect new
risks or changes in the project’'s context. This ensures that the plans remain relevant and
effective.

MONITORING AND REVIEWING RISKS

Peace by Youth (PY) maintains a proactive stance towards risk management, understanding that
the landscape of each project is dynamic and can change rapidly. Effective monitoring and
regular review of risks are integral components of PY's risk management strategy. Here's how
the organization ensures ongoing vigilance and responsiveness:

REGULAR REVIEWS

1.

3.

Scheduled Risk Assessments: PY schedules regular review meetings to assess and
discuss the current risk landscape of each project. The frequency of these reviews is
determined by the project's complexity and external environment but occurs at least
quarterly.

Inclusive Participation: These review meetings include project managers, team members,
and, when appropriate, stakeholders such as local community leaders or partners. This
inclusivity ensures a comprehensive view of risks from multiple perspectives.

Agenda and Focus: Each review meeting has a structured agenda, focusing on assessing
existing risks, identifying new risks, and evaluating the effectiveness of current mitigation
strategies.

RISK REGISTER UPDATES

1.

3.

Dynamic Documentation: The risk register is considered a living document that is updated
continuously. Following each risk review meeting, changes are made to reflect newly
identified risks, adjustments in the assessment of existing risks, or the resolution of
previous risks.

Clear Documentation: Updates to the risk register include detailed descriptions of new
risks, changes in risk ratings (likelihood and impact), and updates on mitigation actions
and their effectiveness.

Accessibility: The updated risk register is made accessible to all relevant project staff and
stakeholders to ensure transparency and collective awareness.

PERFORMANCE METRICS

1.

Integration with MEL: PY integrates risk monitoring with its Monitoring, Evaluation, and
Learning (MEL) framework. This integration helps in using established performance
metrics as early warning signs for potential risks.

Indicator-based Tracking: Specific indicators are used to track the potential emergence
of risks. For example, a significant drop in school attendance could indicate an emerging
issue that may impact project outcomes.

Responsive Actions: When performance metrics indicate a potential risk, PY takes
immediate steps to investigate the cause and update the risk management plan
accordingly.

STAKEHOLDER FEEDBACK

1.

2.

4.

Community Insights: PY values the input and insights from the communities it serves.
Stakeholder feedback is regularly solicited and reviewed for potential risk indicators.
Responsive Integration: Feedback that indicates potential risks, such as reports of rising
local tensions or dissatisfaction with project activities, is swiftly incorporated into the risk
register.

Open Channels: PY maintains open channels for feedback through community meetings,
suggestion boxes, and direct communications, ensuring stakeholders feel comfortable
sharing concerns and observations.

Acknowledgment and Action: Community feedback is not only recorded but also
acknowledged and acted upon. This action reinforces trust and encourages ongoing
dialogue.



CRISIS MANAGEMENT AND CONTINGENCY PLANNING

Peace by Youth (PY) acknowledges that despite the best risk management efforts, crises can and
do occur. The organization has therefore established a systematic approach to crisis
management and contingency planning, ensuring preparedness and effective response to any
emergency situations that may arise.

CRISIS MANAGEMENT TEAM

1. Team Structure: PY forms a dedicated Crisis Management Team (CMT) for each project.
For large-scale projects, this team is predefined and remains on standby, whereas, for
smaller projects, the team is assembled as needed based on the nature of the crisis.

2. Roles and Responsibilities:

o Decision-maker: This individual is responsible for making quick, informed
decisions during a crisis. They have the authority to mobilize resources, alter
project plans, and communicate with higher management.

e Communications Lead: This team member oversees all external and internal
communications. They are tasked with crafting messages, updating stakeholders,
and quelling rumors by providing accurate, timely information.

e Operational Leads: Various operational leads handle specific aspects of the crisis,
such as logistics, security, and human resources, depending on the nature of the
crisis.

3. Accessibility: The CMT is easily accessible and can be mobilized quickly. Contact
information and roles are clearly documented and made available to all staff members.

COMMUNICATION PLAN

1. Preparation: PY maintains a generic crisis communication plan template that can be
quickly adapted to specific situations. This plan outlines the communication channels,
key messages, and stakeholders to be informed.

2. Execution: During a crisis, the Communications Lead ensures that the communication
plan is executed efficiently, updating all relevant stakeholders, including staff, partners,
community members, and donors, about the situation, actions taken, and any required
support.

3. Feedback Mechanism: The plan includes a mechanism for receiving and addressing
queries and concerns from staff, beneficiaries, and other stakeholders to ensure clarity
and prevent misinformation.

CONTINGENCY PLANS

1. Detailed Planning: For each identified high-risk scenario, PY develops detailed
contingency plans. These plans outline specific steps to be taken in the event of an
emergency, such as natural disasters, political unrest, or health crises.

2. Examples and Details: For instance, if a vehicle breakdown leaves staff stranded, the
contingency plan would include contact information for local emergency services,
predetermined secure lodging options, and a protocol for notifying and updating PY
headquarters.

3. Resource Allocation: Each contingency plan includes a list of resources, such as
emergency funds, communication tools, and first aid supplies, ensuring that the team has
everything necessary to manage the situation.

TRAINING AND DRILLS

1. Regular Training: PY conducts regular training sessions for staff on crisis response and
contingency plans. This training ensures that team members understand their roles and
are prepared to respond effectively.

2. Simulation Drills: PY organizes simulation exercises, such as table-top scenarios and live
drills, to practice the execution of contingency plans. These simulations help identify any
gaps in the plans and improve the team's response capabilities.

3. After-Action Reviews: Following each drill or actual crisis, PY conducts an after-action
review to evaluate the response’s effectiveness, gather lessons learned, and update the
plans and training programs accordingly.

YC) SOCIAL, REPUTATIONAL, AND SAFEGUARDING RISKS
Peace by Youth (PY) takes a comprehensive approach to managing social, reputational, and
safeguarding risks, recognizing that these factors are integral to maintaining the integrity and
success of their programs. Here's how PY addresses these critical areas:



SAFEGUARDING RISKS

1.

Code of Conduct: PY enforces a strict Code of Conduct for all staff and partners,
emphasizing zero tolerance for any form of abuse, exploitation, or neglect. This Code is
communicated during onboarding and reinforced through regular training sessions.
Safe Recruitment Practices: PY implements rigorous recruitment practices, including
background checks and references, to ensure that all employees and volunteers are
suitable for working with vulnerable populations.

Reporting Mechanisms: Clear, accessible reporting channels are established for both
internal and external concerns, ensuring that any incidents or allegations can be reported
confidentially and acted upon swiftly.

SOCIAL IMPACTS

1.

Community Consultation: PY engages in deep consultation with diverse community
groups to identify potential social risks associated with projects. This process helps in
understanding different perspectives and preemptively addressing concerns.

Mitigation Strategies: Based on consultation outcomes, PY may alter project locations,
redesign activities, or modify beneficiary selection criteria to prevent exacerbating
existing inequalities or fueling tensions.

Continuous Monitoring: PY remains vigilant to social dynamics and tensions as projects
progress, ready to adjust strategies in response to new social risks or community
feedback.

REPUTATIONAL RISKS

1.

Partner Due Diligence: PY conducts thorough due diligence on all partners to avoid
associations with corrupt or unethical organizations. This process is ongoing, with
regular reviews and updates.

Staff Conduct: PY sets clear expectations for staff behavior both within and outside work
hours, recognizing that personal conduct can impact organizational reputation.

Social Media Policy: PY has a strict social media policy for staff, providing guidelines on
what is appropriate to post and how to represent PY online, reducing the risk of
reputational damage due to careless postings.

DATA PRIVACY RISKS

1.

Data Protection Measures: PY employs stringent measures to safeguard sensitive data,
including encrypted storage solutions and tiered access controls to ensure data is only
accessible to those with a legitimate need.

Staff Training: All staff handling sensitive information receive comprehensive training on
data privacy principles, secure data handling, and breach protocols.

MITIGATING SOCIAL AND REPUTATIONAL RISKS

1.

Scenario Planning: PY engages in scenario analysis during project planning to anticipate
how actions could be perceived and to develop strategies for managing potential
reputational impacts.

Community Risk Mapping: In collaboration with local communities, PY maps perceived
risks, leveraging community insights to guide project planning and risk mitigation.
Communications Expertise: PY maintains skilled communications personnel to manage
messaging and respond effectively to any incidents that may impact the organization’'s
reputation.

CHALLENGES AND LEARNING

1.

2.

3.

Risk vs. Action Balance: PY recognizes the need to balance careful planning with the
necessity of action, especially in challenging environments where some level of risk is
unavoidable.

Avoiding the Zero-Risk lllusion: PY fosters a culture where calculated risks are
understood and accepted as part of innovative programming, encouraging open
discussions on failures and learnings.

Adaptability to External Changes: PY remains adaptable, ready to adjust strategies in
response to shifts in the political landscape or unforeseen events that could impact
projects and reputation.



11. COMMUNICATION AND
REPORTING

PEACE BY YOUTH (PY) UNDERSTANDS THAT THE SUCCESS OF OUR PROGRAMS DEPENDS
ON EFFECTIVE COMMUNICATION AND TRANSPARENT REPORTING. WE STRIVE TO KEEP
EVERYONE INVOLVED — TEAMS, PARTNERS, DONORS, AND THE COMMUNITIES WE SERVE
— INFORMED, ENGAGED, AND WORKING COLLABORATIVELY TOWARDS OUR SHARED

GOALS.
COMMUNICATION STAKEHOLDER ETHICAL
STRATEGIES ENGAGEMENT COMMUNICATION

iz

=

REPORTING FORMATS INFORMATION
AND SCHEDULES MANAGEMENT

INTERNAL AND EXTERNAL COMMUNICATION STRATEGIES

Peace by Youth (PY) has crafted a comprehensive strategy for both internal and external
communications, ensuring clarity, engagement, and transparency across all levels of the
organization and with all stakeholders.

COMMUNICATION PLAN DEVELOPMENT

1.

Key Messages: PY dedicates time to crafting key messages for each project that align
with the overarching mission of the organization. These messages are crafted to resonate
with various audiences, clearly conveying the project's purpose, significance, and
expected impact.

Target Audiences: PY identifies and segments target audiences for each project,
understanding that donors, local officials, community members, and youth participants
may require different types of information and engagement.

Channels of Communication: PY selects the most effective channels for each audience
segment. This may range from formal reports for donors, engaging social media posts for
the wider public, and direct community meetings for local stakeholders.

Communication Frequency: PY establishes a communication schedule that is frequent
enough to keep stakeholders informed but avoids overwhelming them with information,
thus avoiding communication fatigue.

INTERNAL COMMUNICATION

1.

Regular Team Meetings: Scheduled team meetings serve as platforms for logistical
updates, sharing successes, and discussing challenges. This fosters a culture of
transparency and collective problem-solving within the team.

Cross-Project Learning: PY promotes learning across different projects through
mechanisms like a 'Success Story' email board, allowing for the exchange of ideas,
strategies, and solutions between rural and urban teams or different project groups.
Intranet Use: Where feasible, PY employs an intranet system as a central repository for
document templates, policies, and essential project information, addressing the issue of
version control and ensuring that all team members have access to the latest documents.

EXTERNAL COMMUNICATION



Consent and Representation: PY is committed to ethical storytelling, ensuring that
beneficiary stories are shared only with explicit consent and in a manner that respects
their dignity and privacy.

Accessibility: PY makes sure that communication is accessible to all community
members, which may involve translating materials into local languages or using verbal
communication in areas with high illiteracy rates.

Proactive Messaging: PY adopts a proactive approach to communication, especially in
addressing project challenges or delays, ensuring stakeholders are informed in a timely
and transparent manner.

CRISIS COMMUNICATION

1.

2.

Spokesperson: A designated spokesperson is responsible for all external
communications during a crisis, preventing the dissemination of conflicting information.
Holding Statement: PY prepares a generic holding statement that can be quickly adapted
to specific crises, providing immediate response while a more detailed plan is being
formulated.

Monitoring: Continuous monitoring, particularly of social media, is crucial for managing
misinformation and addressing public concerns or rumors promptly.

REPORTING FORMATS AND SCHEDULES
Peace by Youth (PY) understands the critical role that clear, comprehensive, and timely reporting
plays in the success and transparency of its programs. Here's a detailed overview of PY's
approach to reporting:

STANDARDIZED REPORTING TEMPLATES
PY recognizes the importance of consistency and efficiency in reporting to donors and
stakeholders. To facilitate this:

1.

Template Development: PY develops standardized reporting templates that align with the
requirements of major donors while also accommodating the needs of smaller
contributors. These templates ensure that all necessary information is captured
uniformly across projects.

Staff Training: PY provides training for project staff on how to complete these templates
accurately and effectively. This ensures that reports maintain high quality and
consistency.

Customization for Specific Needs: While templates are standardized, PY allows for minor
adjustments to address specific donor questions or project peculiarities without
compromising the overall format and information requirements.

REPORTING SCHEDULE
PY's reporting schedule is designed to balance the need for timely updates with the operational
realities of project management:

1.

Risk-Based Frequency: The frequency of reporting is determined by the risk level and
complexity of the project. High-risk or complex projects may require monthly reports,
while lower-risk projects may only need quarterly updates.

Regular Updates: PY establishes a regular schedule for report submission, clearly
communicated to all project teams and stakeholders at the outset of the project.
Flexibility: PY remains flexible, understanding that unforeseen circumstances may affect
the ability to meet reporting deadlines. In such cases, communication with donors and
stakeholders is prioritized to renegotiate timelines if necessary.

PERFORMANCE REPORTS
Performance reports at PY go beyond mere numbers to provide a holistic view of project progress
and challenges:

1.

Narrative Section: PY includes a narrative section in reports to explain variances from
planned targets and budgets. This narrative provides context for the numbers, explaining
both successes and setbacks in detail.

Case Studies and Testimonials: Where appropriate, reports feature case studies or
testimonials to highlight the human impact of PY's work, bringing to life the statistics and
outcomes detailed elsewhere in the report.

Challenges and Solutions: PY commits to transparency in its reporting, openly discussing
challenges faced during the reporting period and the strategies implemented to address



them. This approach not only builds trust with donors and stakeholders but also
contributes to organizational learning and improvement.

AD HOC REPORTS
PY understands that situations may arise requiring immediate, unscheduled reports:

1. Readiness: PY maintains up-to-date records and indicator tracking to ensure that the
organization can respond quickly to unexpected requests for information from donors or
local officials.

2. Efficient Systems: PY invests in efficient data management systems that allow for quick
retrieval and compilation of necessary information, facilitating the rapid development of
ad hoc reports when required.

3. Communication: In instances of ad hoc reporting, PY communicates clearly with the
requesting party, ensuring they understand the timeframe and detail level required and
adjusting as needed based on project realities and data availability.

= INFORMATION MANAGEMENT SYSTEMS

Peace by Youth (PY) prioritizes effective data management and information systems as essential
tools in project management, decision-making, and reporting. Here's how PY approaches
information management:

DATA MANAGEMENT
PY understands the importance of organizing, storing, and retrieving data efficiently:

1. System Selection: PY chooses data management systems based on the scale and needs
of each project. For smaller initiatives, a shared spreadsheet may suffice. In contrast,
larger or more complex projects might require dedicated project management software
offering a range of functionalities such as task assignment, progress tracking, and
financial oversight.

2. Centralization: Regardless of the system's complexity, PY aims to centralize data
management to ensure all project data is stored in one place, making it easier to access,
update, and cross-reference.

3. Data Integrity: PY establishes protocols for data entry and updates to maintain the
accuracy and integrity of the information. Regular audits are conducted to ensure data
consistency and reliability.

ACCESSIBILITY AND SECURITY
PY maintains a balance between making data accessible to those who need it while ensuring its
security:

1. Role-Based Access: PY implements role-based access controls in its information
systems, ensuring that staff members have access only to the data necessary for their
roles. This minimizes the risk of unauthorized data access or misuse.

2. Backups: PY ensures that all project data is regularly backed up, using cloud-based
solutions wherever possible. This is particularly crucial for projects in field locations
where local storage devices might be at risk of damage or loss.

3. Staff Training: PY provides comprehensive training for all staff on how to use the chosen
information systems effectively. This includes guidelines on data entry, retrieval, and
security practices. Regular refresher courses are also offered to ensure all team members
stay updated on system features and best practices.

INTEGRATION AND AUTOMATION
PY seeks to streamline and automate data management processes:

1. System Integration: PY strives to integrate different data systems where possible,
allowing for seamless data flow between field survey tools, project management
software, and reporting databases. This integration reduces the need for manual data
entry, decreases errors, and improves efficiency.

2. Automation: PY identifies opportunities for automation within its information systems.
For instance, automating the generation of reports from data collected in project
management software can save significant time and resources.

3. Continuous Improvement: PY regularly reviews its data management practices and
systems, seeking feedback from users and looking for new technologies or
methodologies that could enhance efficiency and effectiveness.

@ STAKEHOLDER ENGAGEMENT AND FEEDBACK




Peace by Youth (PY) recognizes the critical importance of engaging with and gathering feedback
from all stakeholders involved in or affected by its projects. Here's how PY approaches
stakeholder engagement and feedback:

STAKEHOLDER MAPPING
PY understands that stakeholders can greatly influence the success of a project. As such:

1.

Regular Updates: PY commits to regularly updating its stakeholder maps to reflect
changes in the project landscape. This includes identifying new stakeholders and
reassessing the priorities and influences of existing ones.

Comprehensive Identification: Stakeholder mapping encompasses everyone from project
beneficiaries and local government officials to donors and community leaders. Identifying
a wide range of stakeholders ensures that all potential influences and interests are
considered.

Prioritization: PY prioritizes stakeholders based on their interest and influence over the
project to tailor engagement strategies effectively.

ENGAGEMENT STRATEGIES
Engagement with stakeholders is an ongoing process throughout the lifecycle of a project:

1.

Inclusive Committees: PY includes community representatives on its Steering
Committees to ensure decisions reflect the needs and desires of those most affected by
the projects.

Interactive Workshops: PY organizes mid-project review workshops inviting stakeholders
to provide candid feedback on the project's progress and direction, fostering a sense of
ownership and collaboration.

Local Media Engagement: Utilizing local media, such as call-in radio shows or community
bulletins, allows PY to reach a broader audience and encourage stakeholder interaction
in a familiar format.

FEEDBACK MECHANISMS
PY establishes various feedback mechanisms to ensure all stakeholders can express their
opinions safely and easily:

1.

2.

3.

Suggestion Boxes: Installed in field offices and available online, suggestion boxes allow
stakeholders to submit feedback anonymously, ensuring privacy and safety.

Dedicated Phone Lines: For stakeholders in areas with low literacy rates or limited internet
access, PY provides dedicated phone lines to voice concerns or suggestions directly.
Ombudsperson: PY appoints an external ombudsperson to handle sensitive issues,
ensuring impartiality and building trust among stakeholders.

FEEDBACK UTILIZATION
Feedback is not only collected but also carefully analyzed and utilized:

1.

2.

Trend Analysis: PY reviews all feedback for common themes or recurring issues, which
may indicate areas for improvement or adjustment in project strategies.

Transparent Communication: PY communicates back to stakeholders how their feedback
has been used or why certain suggestions could not be implemented, ensuring
transparency and maintaining trust.

Continuous Improvement: Stakeholder feedback is integral to PY's continuous
improvement processes, influencing future planning, execution, and evaluation phases of
projects.

Eop ETHICAL AND CULTURALLY SENSITIVE COMMUNICATION

Peace by Youth (PY) places a high priority on ensuring that all its communications are ethical,
culturally sensitive, and empowering. Here's how PY implements these principles:

CHALLENGING STEREOTYPES
PY is committed to changing the narrative often found in development communication by:

1.

Image Choice: PY is careful in selecting images for its materials. The organization
ensures that photographs and visuals reflect the strength, dignity, and agency of
community members, avoiding depictions that might reinforce stereotypes of
helplessness or dependency.

Language Matters: PY consciously uses empowering language that highlights
community capabilities and aspirations rather than focusing solely on their needs or
deficits. The organization trains its staff to communicate in a way that respects and
acknowledges the strengths and complexities of the communities served.



REPRESENTATION AND POWER
PY believes that communities should be at the forefront of telling their own stories:

1. Empowering Community Voices: PY provides training in basic photography and
videography to youth and community members, enabling them to document their
experiences and the impact of projects from their perspectives.

2. Content Creation: PY supports the creation of content by beneficiaries themselves,
ensuring that their stories are heard in their own words and styles. This shifts the
narrative power to the individuals most affected by the work.

DATA SOVEREIGNTY
Recognizing the importance of data sovereignty, especially in sensitive contexts:

1. Participatory Analysis: PY conducts participatory analysis workshops, inviting
community members to help interpret data collected from projects affecting their lives.
This ensures that findings are grounded in local contexts and realities.

2. Public Access to Data: Where appropriate and with respect to privacy and ethical
considerations, PY commits to making anonymized project data accessible to local
stakeholders and researchers, facilitating further learning and community-driven
initiatives.

TRANSLATION AND ACCESSIBILITY
Ensuring that all community members can understand and engage with the information provided:

1. Professional Interpreters: For crucial discussions and meetings, PY hires professional
interpreters to ensure clear and accurate communication, especially when dealing with
complex or sensitive issues.

2. Document Translation: PY translates key documents and communications materials into
all relevant local languages to ensure that all stakeholders, regardless of their primary
language, can access the information.

3. Accessible Formats: Understanding the diversity of literacy levels within communities, PY
uses a variety of formats to communicate important information. This may include
infographics, visual aids, or local art forms, making sure that messages are
understandable and engaging for everyone.

Peace by Youth (PY) acknowledges the complexities involved in implementing ethical and
culturally sensitive communication strategies. Here's a detailed look at the challenges and the
organization's commitment to continuous improvement:

BALANCING VOICES

One of the significant challenges PY faces is ensuring that community voices lead the narrative
while also satisfying donor expectations. There might be instances where community stories or
issues highlighted are not in line with what PY or donors aim to emphasize:

1. Honest Internal Dialogue: PY commits to fostering an environment where staff can
discuss and reconcile differences between community narratives and organizational
objectives. This involves reviewing how stories are told and ensuring they respect
community perspectives while aligning with donor expectations without
misrepresentation.

2. Negotiating Narrative Control: PY works with donors to explain the importance of
authentic community representation. It involves educating donors on the value of raw,
unfiltered stories for creating meaningful and lasting change, aiming for a balance that
respects both parties’ perspectives.

CAPACITY GAPS
The aspiration to enable local communities, especially youth, to lead in content creation comes
with its own set of challenges:

1. Assessing Needs and Resources: PY conducts assessments to understand the specific
needs and existing capacities within communities. This helps identify the gaps in skills,
technology, and resources that may hinder their ability to contribute effectively to content
creation.

2. Tailored Capacity Building Programs: Based on the assessment, PY designs and
implements training programs focused on skills development in areas such as
photography, video production, and storytelling. It also considers the provision of
necessary tools and technology, ensuring participants have what they need to succeed.



3. Sustainable Support Systems: PY establishes support systems for community content

creators, including ongoing mentorship, access to online resources, and platforms for
sharing their work, ensuring they have continuous support beyond initial training.

WALKING THE WALK
PY recognizes the importance of embodying the principles it advocates for:

1.

Internal Communication Culture: PY invests in building a culture of respect, inclusivity,
and transparency within its own team. This includes regular training on effective
communication, the avoidance of jargon, and the importance of respectful engagement
across all levels of the organization.

Feedback and Accountability Mechanisms: PY establishes clear channels for staff and
stakeholders to provide feedback on internal communications and the organization's
adherence to its values. This includes regular reviews and the opportunity for anonymous
feedback.

Continuous Learning and Adaptation: PY commits to continuous learning from both
successes and failures in its communication strategies. This involves regular review
sessions, learning from feedback, and adapting strategies to improve both internal and
external communications.

BY PRIORITIZING INCLUSIVE, ETHICAL, AND CULTURALLY
SENSITIVE COMMUNICATION, PEACE BY YOUTH DEMONSTRATES
ITS COMMITMENT TO EMPOWERING COMMUNITIES AND
RESPECTING THE DIGNITY OF THOSE WE SERVE.



12. SUSTAINABILITY AND
EXIT STRATEGIES

PEACE BY YOUTH (PY) RECOGNIZES THAT TRUE SUCCESS ISN'T MEASURED BY THE
INTENSITY OF OUR ACTIVITY, BUT BY THE POSITIVE CHANGES THAT ENDURE LONG AFTER
OUR DIRECT INVOLVEMENT ENDS. SUSTAINABILITY THINKING MUST BE EMBEDDED IN A
PROJECT'S DNA FROM THE EARLIEST PLANNING STAGES.

SUSTAINABILITY
POST-PROGRAM

SUSTAINABILITY CHALLENGES
PLANNING Balancing empowerment i EVALUATION
with external support

Measuring the lasting

Embedding long-term impact

goals from day one

ETHICAL

CONSIDERATIONS CAPACITY BUILDING EXIT STRATEGY

PY Prioritizes transparency Equipping communities Ensuring benefits outlast
throughout the lifecycle of to lead PY presence

the project

@ SUSTAINABILITY PLANNING AND INTEGRATION

SUSTAINABILITY GOALS:

Peace by Youth (PY) firmly believes in creating sustainable change that outlasts its physical
presence in the communities it serves. This approach begins with setting clear, realistic
sustainability goals in collaboration with community members:

1. Defining Long-term Impact: PY engages communities in defining what enduring success
looks like, encouraging them to envision the long-term impacts of the project, such as
improved educational outcomes or enhanced local economic conditions, five years post-
exit.

2. Identifying Necessary Capacities: The discussion extends to pinpointing what specific
skills, knowledge, and resources the community needs to maintain and build upon the
project’s successes. This could involve identifying local leaders capable of continuing the
work, ensuring there are trained professionals in the area, or establishing self-sustaining
economic models.

INTEGRATION STRATEGIES:
Sustainability is integrated from the outset of project planning, influencing decision-making at
every level:

1. Procurement Decisions: PY evaluates the long-term benefits of local procurement, such
as supporting the local economy and building local capacity for maintenance and repair,
versus short-term cost savings. This approach helps foster a local market for services
and supplies needed for project sustainability.

2. Local Staffing Solutions: PY looks to hire and train local individuals for project roles with
the goal of these staff members eventually leading the initiatives. This strategy includes
mentoring programs to transition responsibilities from international staff to local hires,
ensuring project continuity and local relevance.

COMMUNITY OWNERSHIP:
For sustainability, the ownership of projects must transition fully to the community:
1. Engaging in Problem Identification: PY ensures the community is involved from the very
beginning in identifying problems and crafting solutions, fostering a sense of ownership
and commitment to the project's success.



Allowing Community Prioritization: PY empowers communities to prioritize project
activities based on their unique needs and capacities. This participatory approach
ensures that projects align with local values and are more likely to be sustained after PY
exits.

ENVIRONMENTAL CONSIDERATIONS:
Environmental sustainability is a critical component of PY's strategy, recognizing that ecological
health is integral to community well-being:

1.

H4Y

Assessing Waste Management: PY evaluates the project’'s environmental footprint,
particularly its waste generation, and works with local communities to develop
responsible waste management solutions that can be maintained locally.

Analyzing Resource Use: Projects, especially those focusing on natural resources like
water, are designed with a long-term perspective, considering the sustainability of local
resources and the potential impact of project activities on these resources.

4} CAPACITY BUILDING AND LOCAL OWNERSHIP

NEEDS ASSESSMENT:
Peace by Youth (PY) firmly believes in the power of understanding community needs directly from
the source rather than imposing preconceived solutions. This process involves:

1.

2.

Comprehensive Community Engagement: PY conducts thorough assessments with
community members to understand their needs, aspirations, and existing capabilities.
This process helps identify what the community feels are their most pressing issues and
what strengths they already possess to address these issues.

Identifying Specific Needs:

o Technical Skills: PY identifies specific technical skills that are lacking but
necessary for the sustainability of the project. For instance, if a project aims to
foster youth entrepreneurship, PY assesses the availability of local business
mentors or trainers who can provide continuous support beyond the life of the
project.

o Systemic Requirements: For projects like establishing a new healthcare facility,
PY evaluates whether there exists an effective management structure, such as a
Health Committee, capable of maintaining and running the facility after PY's
departure.

TRAINING PROGRAMS:
PY's commitment to capacity building extends beyond initial training sessions to ensure
sustainable knowledge transfer and skill development:

1.

Training of Trainers (ToT): PY invests in training local leaders or community members
who can then pass on that knowledge to others, creating a multiplier effect. This approach
helps sustain project benefits by ensuring that there are always local individuals capable
of teaching and guiding others.

Refresher Sessions: Recognizing that skills can deteriorate over time without practice, PY
schedules regular refresher courses for community members to reinforce their knowledge
and skills, updating them on new practices or technologies as needed.

Adult Learning Principles: PY's training programs are designed considering the local
cultural context and educational levels. They are hands-on, engaging, and respect the
existing knowledge and experience of the participants, making the learning process more
relevant and effective.

MENTORSHIP AND SUPPORT:

Understanding that sustainable change requires ongoing support, PY incorporates mentorship
and accessible support systems into its projects:

1.

Mentorship Programs: PY pairs less experienced community members with seasoned
staff or local experts for on-the-job training. This approach allows for real-time learning
and quicker adaptation to roles critical to the project's success.

Ad-Hoc Support (“Office Hours"): PY establishes regular, informal sessions where
community members can seek advice, discuss challenges, and find solutions to problems
they encounter. This open-door policy ensures that individuals feel supported throughout
their learning and implementation process.

PARTNERSHIP DEVELOPMENT:



Recognizing the complexity of community needs, PY does not work in isolation but seeks to
create and strengthen local networks:

1.

Mapping Local Ecosystems: PY conducts an extensive mapping of local organizations,
groups, and leaders. Understanding the local landscape allows PY to identify potential
partners who can bring additional resources, expertise, or networks to the project.
Brokering Partnerships: PY acts as a facilitator, bringing together different local actors to
form partnerships that can address various community needs more holistically. This
could include linking a local school with a business group for educational programs or
connecting health initiatives with local governance structures.

Ecosystem Strengthening: Beyond individual projects, these partnerships aim to reinforce
the overall community ecosystem, ensuring that various needs are addressed
synergistically and sustainably.

:-b EXIT CRITERIA AND TRANSITION PLANS

EXIT CRITERIA:

Peace by Youth (PY) approaches project termination with clear, measurable exit criteria, ensuring
the sustainability of project impacts. These criteria are set during the project planning phase and
refined through continuous engagement with community and partners.

1.

Performance Metrics: PY sets specific, quantifiable targets for the project outcomes. For
instance, an exit criterion might state that "80% of the youth-led businesses established
by the project must remain operational and self-sufficient for at least one year after PY's
withdrawal." This ensures that the project leaves behind a lasting impact and does not
create dependency.

Capacity Achievement: Another crucial criterion involves the capability of local partners
and community structures to sustain project benefits independently. For example, “The
local partner organization must demonstrate the ability to secure funding independently
from PY or other external sources.” This criterion aims to ensure that local organizations
have developed sufficient fundraising, management, and operational skills.

TRANSITION PLANS:
A thoughtful and well-structured transition plan is crucial for the handover process to ensure that
project gains are maintained:

1.

Phased Handover Approach: PY commits to a gradual transition of responsibilities to
local partners or community groups, rather than an abrupt exit. This phased approach
allows time for local entities to adapt to new responsibilities while still under PY's
guidance. It involves transferring specific tasks step-by-step, with PY staff providing
support and monitoring progress.

Asset Transfer and Management: PY ensures a clear inventory of all assets acquired
during the project and creates formal agreements regarding their future maintenance and
use. The agreements specify which community group or local organization will inherit
physical and non-physical assets and under what conditions, ensuring resources
continue to be used for the intended purposes.

Risk Mitigation Strategies: The transition plan incorporates strategies to address
potential risks that could undermine sustainability, such as market fluctuations affecting
youth businesses or changes in local governance impacting project initiatives. PY works
with the community to develop contingency plans for these scenarios.

TIMELINE AND MILESTONES:
An explicit timeline with defined milestones guides the transition process, ensuring it proceeds
in an orderly, transparent manner:

1.

Scheduled Assessments: Regularly scheduled evaluations assess progress toward exit
criteria and allow for adjustments in the transition plan as necessary. These checkpoints
help maintain momentum and focus on achieving established goals.

Final Review: Prior to the official exit, a comprehensive review verifies that all conditions
for PY's withdrawal have been met. This includes evaluating the performance of youth
businesses, the capacity of local partners, and the community's readiness to sustain
project outcomes.

STAKEHOLDER CONSULTATION:
Ensuring all key stakeholders are involved in the exit process is critical for a seamless transition:



Government Engagement: PY engages with relevant government agencies, particularly if
the project has been fulfilling roles or services that are typically government
responsibilities. This ensures that necessary services continue without interruption.
Community Leaders Involvement: Local leaders play a vital role in maintaining
community support for ongoing initiatives. PY works closely with these individuals to
ensure that the community remains engaged and supportive of the transition process.
Open Communication: Throughout the exit process, PY maintains open lines of
communication with all stakeholders, providing updates, responding to concerns, and
adjusting plans as needed based on feedback.

" EVALUATION PLAN:

The evaluation plan is a foundational document established at the beginning of any project.
Peace by Youth (PY) ensures that this plan is comprehensive, outlining specific indicators and
methodologies for assessing long-term sustainability. The plan identifies:

1.

Key Indicators: These might include economic markers such as income levels,
educational achievements like literacy rates, or health outcomes depending on the project
focus. Sustainability indicators specifically measure the project's lasting impact, such as
community engagement levels or local leadership development.

Data Collection Methods: Detailed methodologies for how data will be collected, ensuring
a mix of quantitative and qualitative methods to capture a full picture of the project's
impact.

Timeline: Establishes when evaluations will occur, with a particular emphasis on post-
exit assessments to gauge sustained impact.

DATA COLLECTION:
Post-exit, PY commits to revisiting communities to assess the enduring effects of its
interventions:

1.

Community Visits: PY staff or independent evaluators conduct visits to gather firsthand
observations and conduct interviews or focus groups with project beneficiaries and other
community members.

Surveys: Follow-up surveys with participants and other stakeholders help measure
changes against baseline data collected at the project’s inception.

Secondary Data: Review of local records or statistics to corroborate findings from direct
data collection efforts.

IMPACT ANALYSIS:
This phase dives deep into the data to evaluate the project's tangible impacts:

1.

Economic and Social Metrics: Analysis of changes in income levels, health outcomes,
educational attainment, or other relevant metrics. This helps determine if the project met
its intended goals and what factors influenced the outcomes.

Community Empowerment: Qualitative assessment of whether individuals feel more
equipped to handle challenges and engage in community decision-making. This can
include evaluating increased local leadership, community initiative projects, or other
signs of empowerment and self-sufficiency.

Sustainability Indicators: Specifically analyzing factors that contribute to or hinder the
project’s lasting impact, such as local ownership, ongoing participation rates, and the
continued operation of community-initiated projects or solutions.

LESSONS LEARNED:
The final stage involves a candid reflection on the project's outcomes to inform future efforts:

1.

Documenting Successes and Failures: PY encourages transparency in acknowledging
both what worked well and what did not, understanding that each provides valuable
lessons for future projects.

Community Feedback: Incorporating the perspectives of those directly affected by the
project to understand their views on its success and sustainability.

Internal Review: Team discussions and debriefs help consolidate insights and foster a
culture of learning within PY.

Public Sharing: PY commits to sharing findings, not just internally, but with the broader
development community, contributing to the collective knowledge base and improving
sector-wide practices.



5.

Policy and Practice Adjustments: Based on lessons learned, PY revisits its strategies,
methodologies, and practices to improve future programming and ensure greater
sustainable impacts.

CHALLENGES AND SOLUTIONS IN SUSTAINABILITY AND EXIT

STRATEGIES

DEPENDENCY VS. EMPOWERMENT:
The fine line between supporting a community and fostering dependency on external aid is one
of the most significant challenges Peace by Youth (PY) faces. Solutions include:

1.

Cost-Sharing: PY integrates cost-sharing mechanisms where communities contribute
labor, materials, or resources from the project’s inception. This approach not only builds
ownership but also ensures that projects are viewed as a mutual investment rather than
charity.

Guidance Over Solutions: PY adopts a consultative approach post-exit, offering advice
and resources but encouraging communities to take the lead in problem-solving. This
method reinforces the community's capacity to manage challenges independently.

EXTERNAL SHOCKS:
Unpredictable external events can dramatically alter project landscapes. PY's strategies include:

1.

Scenario Planning: In the planning stages, PY engages in comprehensive scenario
planning, considering a range of potential external shocks and developing contingency
plans.

Flexible Funding: PY advocates for flexible funding models with donors, allowing for
reallocation of funds in response to significant external changes, ensuring adaptability to
unforeseen circumstances.

EVOLVING NEEDS:
Communities evolve, and what works today may not be relevant tomorrow. PY addresses this
through:

1.

2.

Alumni Networks: Creating networks of past participants fosters a sense of ongoing
connection and support, allowing alumni to share emerging challenges and solutions.
Periodic 'Check-Ins’: PY commits to returning to communities for informal assessments,
evaluating the longevity and current relevance of project outcomes and adapting
strategies as needed.

STAFF INCENTIVES:
The NGO sector's project-centric nature can detract from the focus on sustainability. PY
responds with:

1.

2.

Celebrating Sustainability: Internally highlighting stories of sustainable success
reinforces the value placed on long-term impact.

Targeted Grants: Allocating specific funds for the maintenance or support of past
successful projects encourages staff to consider the long-term health and sustainability
of their initiatives.

THE LURE OF SCALE:
The pressure to expand can undermine the sustainability of projects. PY's countermeasures
include:

1.

2.

Understanding Limits: PY continually assesses its capacity to manage projects
effectively without compromising quality for the sake of expansion.

Advocacy with Donors: Engaging in honest dialogues with funders, PY advocates for an
emphasis on the depth rather than the breadth of impact, ensuring that growth does not
come at the expense of sustainability.

ETHICAL CONSIDERATIONS IN SUSTAINABILITY AND EXIT

STRATEGIES

TRANSPARENCY FROM THE START:

Peace by Youth (PY) prioritizes transparency throughout the lifecycle of a project. From the initial
community meetings, PY clarifies that their involvement is not indefinite but aimed at creating
sustainable changes that the community can maintain independently. This transparency is
implemented through:



1. Clear Communication: From the outset, PY discusses the timeline and eventual
withdrawal with community members, local leaders, and partners, setting realistic
expectations.

2. Informed Consent: Community members are involved in the decision-making process,
ensuring they understand the project’s scope, duration, and sustainability objectives.

3. Continuous Dialogue: Regular updates and discussions about project progress and
transition plans keep the community informed and involved.

AVOIDING 'SAVIOR' COMPLEX:
The ‘savior complex' is a common pitfall in development work, where external actors view
themselves as indispensable to the community's well-being. PY addresses this issue by:

1. Empowering Local Leadership: Focusing on empowering local individuals and groups to
lead their development initiatives, thereby reducing dependency on external entities.

2. Staff Training: Conducting regular training and reflection sessions for PY staff to
understand and internalize the importance of building local capacity rather than fostering
dependency.

3. Celebrating Local Success: Highlighting and celebrating the successes and leadership of
local community members in all communications and reports.

WHOSE VOICES MATTER?
Ensuring that the community's voice predominates in evaluating the impact and success of
projects is crucial. PY implements this through:
1. Community-Led Assessments: Facilitating assessment methods that are led by
community members, allowing them to define the criteria and indicators of success.
2. Inclusive Feedback Mechanisms: Establishing feedback mechanisms that are accessible
to all community members, ensuring a diversity of voices can be heard and considered.
3. Equitable Evaluation: Balancing the reporting so that it reflects both the community’s and
donors' perspectives, ensuring that local perceptions and experiences drive the narrative
of success and learning.

ETHICAL CONSIDERATIONS IN PRACTICE:

1. Managing Expectations: PY works to ensure that project goals and outcomes are co-
created with the community, avoiding overpromising and underdelivering.

2. Respecting Local Context: All interventions and communications are designed with deep
respect for local cultural norms, values, and structures.

3. Sustainability Beyond PY: Encouraging and supporting initiatives that can continue and
evolve without PY's direct involvement, ensuring that the community takes ownership of
the changes.

4. Data Privacy and Consent: Particularly when dealing with sensitive information or
storytelling, PY adheres strictly to ethical standards around consent and privacy, ensuring
community members have control over their stories and information.

5. Feedback and Adjustment: Openly receiving and acting upon feedback, both positive and
negative, from community members about the project's approach and impact.

BY PRIORITIZING LONG-TERM SUSTAINABILITY, FOSTERING
COMMUNITY OWNERSHIP, AND CONDUCTING HONEST POST-
PROGRAM EVALUATIONS, PEACE BY YOUTH MAXIMIZES ITS
CONTRIBUTION TO ENDURING POSITIVE CHANGE IN THE
COMMUNITIES IT SERVES.
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13. HUMAN RESOURCES
MANAGEMENT

THE DEPARTMENT OF PEOPLE & CULTURE

Peace by Youth (PY) understands that the passion, skills, and dedication of our staff are what
truly make our programs effective. We are committed to HR practices that attract, develop, retain
and care for the extraordinary individuals who choose to build their careers with us.

RECRUITMENT & ONBOARDING
Attracting and welcoming diverse talent Balancing values, realities, and

expectations
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- TEAM DYNAMICS 0 ©J MANAGING DIVERSE TEAMS
Building cohesion, resolving conflict Fairness, inclusion, and compliance

SAFETY & WELL-BEING
Prioritizing physical and mental health

&% RECRUITMENT, ONBOARDING, AND TRAINING

()
In the Department of People and Culture at Peace by Youth (PY), we understand that effective

recruitment, onboarding, and training are crucial to building a diverse, skilled, and motivated
workforce that reflects the communities we serve. Here's how we handle each step:

RECRUITMENT:

e Job Ads: We post our job openings on a variety of platforms beyond the usual
development sector sites, including local job boards and university groups, to attract a
diverse pool of candidates.

e Inclusive Language: Our job advertisements are carefully crafted to avoid unconscious
biases, ensuring they are welcoming to all potential applicants, including women and
minority groups. We strive to make our language inclusive and representative of our
values.

o Diverse Interview Panels: Whenever possible, we assemble diverse interview panels that
reflect PY's commitment to diversity and inclusion. This approach not only demonstrates
our organizational values but also helps to mitigate bias in the hiring process.

CLEAR JOB DESCRIPTIONS AND QUALIFICATIONS:

e We provide clear and concise job descriptions, focusing on the desired mindset and
essential skills required for the role rather than an exhaustive list of qualifications. This
approach helps in self-selection and attracts candidates who align with PY's mission and
values.

NON-DISCRIMINATORY PRACTICES:
o We adhere to local labor laws and go beyond to ensure non-discriminatory practices in
our recruitment process. Questions about personal life that could lead to bias, such as
marital status or family planning, are strictly prohibited.



THOROUGH INTERVIEWS AND REFERENCE CHECKS:

Interviews: We employ scenario-based questions that allow candidates to demonstrate
how they would handle real-life dilemmas they might face while working with PY.
Reference Checks: We conduct in-depth reference checks, focusing on work habits,
teamwork, and other essential attributes that contribute to a productive work
environment.

ONBOARDING:

Welcome Pack: New hires receive a comprehensive welcome pack that includes practical
information as well as an overview of PY's history and mission, fostering an immediate
sense of belonging and alignment with our goals.

Structured Handover: We ensure a structured handover process, where outgoing staff
prepare essential documents and brief the new employee on the critical informal contexts
and current project statuses.

Values in Action: New employees are encouraged to observe meetings and day-to-day
decision-making processes to understand how PY's values are reflected in our everyday
work.

TRAINING:

Needs-Based: We identify specific training needs based on individual and project
requirements. If a skills gap is identified, we seek out appropriate training solutions.
Learning Styles: Recognizing that people have different learning preferences, we offer a
variety of training formats to cater to individual needs.

Beyond Technical Skills: Training at PY extends beyond technical skills to include areas
such as stress management, cross-cultural communication, and other soft skills critical
for success in our diverse working environment.

PERFORMANCE MANAGEMENT AND DEVELOPMENT

At Peace by Youth (PY), we approach Performance Management and Development with a
philosophy centered around continuous growth, open communication, and forward planning. Our
Department of People and Culture oversees these processes with the aim of fostering a
supportive environment where employees can thrive and contribute meaningfully to our mission.
Here's how we implement our strategy:

PERFORMANCE REVIEWS:

Regular 1:1 Check-Ins: We establish a culture where supervisors and their team members
have regular one-on-one meetings. These sessions are informal yet focused, aimed at
reviewing progress, addressing challenges, and ensuring alignment with PY's goals. They
serve as a platform for feedback and guidance, allowing for timely adjustments and
support.

Self-Assessment Component: As part of the performance review process, staff are
encouraged to conduct self-assessments. This practice fosters self-awareness and
personal accountability, helping employees reflect on their strengths, areas for
improvement, and career aspirations.

360 Degree Feedback: For comprehensive evaluation, we incorporate 360-degree
feedback mechanisms, particularly in larger teams. This approach gathers insights from
peers, subordinates, and supervisors, offering a holistic view of each employee's
performance, collaboration, and leadership skills.

CAREER DEVELOPMENT:

Honest Conversations: We prioritize transparent discussions about career trajectories
within PY. If it becomes apparent that an employee's career path does not align with their
aspirations or the organization's needs, we engage in open dialogue to realign or explore
new opportunities that better suit their growth and PY's mission.

Stretch Assignments: To nurture talent and assess potential, we provide staff with
'stretch assignments' — projects or tasks slightly beyond their current expertise. This
approach helps employees step out of their comfort zones, fosters learning, and identifies
potential leaders.

Skills Mapping: We conduct skills mapping to identify common development needs
across the organization. If multiple staff members express interest in developing specific
competencies, such as monitoring and evaluation, we may invest in deep training for one



individual who can then share their knowledge, rather than sending multiple employees
to expensive external courses.

LINK TO SUCCESSION PLANNING:

000

Succession planning is integral, particularly for critical roles and remote locations. We
identify potential internal candidates for key positions and provide them with targeted
development opportunities to prepare for future leadership roles. This includes
mentoring, cross-training, and specialized workshops to ensure a smooth transition and
continuity in our operations.

vgs) TEAM DYNAMICS AND CONFLICT RESOLUTION

At Peace by Youth (PY), fostering positive team dynamics and effectively resolving conflicts are
central to maintaining a productive and harmonious work environment. Our approach to these
areas includes:

TEAM BUILDING:

Opt-In Activities: PY understands that mandatory fun is not fun for everyone. Instead, we
offer a variety of team-building activities that cater to different interests and preferences,
allowing staff to opt into events that they genuinely enjoy. This can include outdoor
activities, cultural outings, or skill-sharing workshops.

Celebrating Differences: Diversity is one of our greatest strengths. We encourage team-
building exercises like multicultural potlucks where staff can share dishes from their
cultural backgrounds, fostering appreciation and understanding. Such activities serve as
ice-breakers and conversation starters, helping team members to connect on a personal
level beyond the workplace.

VALUING DIVERSITY:

At PY, diversity and inclusion extend beyond the recruitment phase. We strive to create
an environment where all team members feel valued and heard. This includes ensuring
that everyone has an equal voice in meetings and decision-making processes.

We are vigilant against the formation of cliques based on nationality, gender, or other
identifiers, which can lead to exclusion and affect team cohesion. Our management
actively promotes inclusive behaviors and addresses any signs of division within the
team proactively.

CONFLICT RESOLUTION:

Skills Training: PY invests in providing all staff with training in basic interest-based
negotiation and conflict resolution techniques. This empowers our team members to
address and resolve minor disputes independently and constructively.

Safe Space for Resolution: Recognizing that some issues require confidentiality or may
involve hierarchical challenges, PY appoints an external Ombudsperson. This
independent party offers a confidential avenue for staff to discuss sensitive matters and
seek resolution without fear of reprisal.

Proactive Management: Our leaders are trained to identify signs of conflict early and
address them directly. By fostering open communication and encouraging staff to voice
concerns early, we can often resolve disputes before they escalate.

CONTINUOUS LEARNING AND ADAPTATION:

We understand that conflict resolution strategies and team dynamics are not one-size-
fits-all. PY commits to learning from each situation and adapting our approaches based
on what works best for our diverse staff. This includes regular feedback sessions and
learning opportunities for managers on the latest in conflict resolution and team
management strategies.

SAFETY, SECURITY, AND WELL-BEING OF STAFF

At Peace by Youth (PY), we believe that the safety, security, and well-being of our staff are
paramount to our success and sustainability as an organization. Our comprehensive approach
to these areas includes:

SAFETY AND SECURITY:

Context-Specific Training: We provide all staff, especially those in the field, with training
tailored to the specific risks and challenges of their environments. For example, staff



working in urban areas receive training on crime avoidance and situational awareness,
while those in conflict zones are trained in conflict sensitivity and emergency response.
Zero Tolerance for Recklessness: PY enforces a strict policy regarding adherence to
safety protocols. Staff members who knowingly violate safety guidelines, thus
endangering themselves or others, are subject to disciplinary actions. This is to
emphasize the importance of safety and to maintain a secure working environment for
everyone.

Check-In Systems: For the protection of our field staff, PY implements rigorous check-in
systems. Staff are required to report their status at predetermined intervals, with clear
escalation procedures in place for instances when a staff member fails to check in. This
ensures that any potential issues are addressed promptly and that staff are accounted
for at all times.

WELL-BEING:

Workload Monitoring: Recognizing the risks of burnout, especially during high-pressure
situations such as crisis responses, PY's supervisors actively monitor the workloads of
their teams. They are trained to recognize signs of stress and fatigue and to intervene
accordingly, whether by redistributing workload, providing additional support, or
encouraging staff to take necessary breaks.

Mental Health as Equal: PY promotes a culture where mental health is given the same
importance as physical health. We provide access to mental health resources, including
counseling and therapy, and encourage staff to take mental health days off just as they
would for physical illness. This policy helps to destigmatize mental health issues and
supports a healthier, more productive team.

Leading by Example: At PY, we understand that organizational culture starts at the top.
Senior managers are encouraged to model healthy work-life balance, demonstrating to
the team that long hours and constant availability are not expectations or measures of
dedication. This helps to foster an environment where staff feel empowered to take the
time they need for rest and rejuvenation without guilt.

CONTINUOUS IMPROVEMENT AND SUPPORT:

PY is committed to regularly reviewing and updating our safety, security, and well-being
protocols based on the latest best practices and feedback from our staff.

We establish forums and feedback mechanisms where staff can voice their concerns and
suggestions regarding safety and well-being, ensuring that our approaches are
collaborative and responsive to the needs of our team.

Additionally, PY recognizes the importance of community and peer support. We
encourage the formation of peer support groups and wellness activities, facilitating a
supportive network that allows staff to look out for one another and share strategies for
managing stress and maintaining well-being.

%) MANAGING THE TEAM

Peace by Youth (PY) is dedicated to managing its team with fairness, cultural sensitivity, and
legal compliance. Here's how we address the unique challenges of our diverse staff:

CROSS-CULTURAL COMPETENCE:

Comprehensive Training: All PY staff, regardless of their role or location, undergo
mandatory cross-cultural competence training. This program covers topics such as
communication styles, cultural norms, and conflict resolution across cultures, aiming to
foster a workplace that values diversity and inclusion.

Continuous Learning: We encourage ongoing learning and adaptation by providing
access to cultural competency resources and facilitating discussions about cross-
cultural experiences. Staff are encouraged to share their own backgrounds and learn from
each other in a respectful and open-minded environment.

COMPENSATION EQUITY:

Market-Appropriate Salaries: PY is committed to fair compensation practices. We ensure
that salaries for locally hired staff are competitive with local market rates while also being
equitable when compared to international staff.

Adjustments for Cost of Living and Hidden Costs: We acknowledge the disparities in living
costs between different locations. Our compensation packages are therefore adjusted to
reflect the cost of living in the country, ensuring all employees can afford safe and



comfortable living conditions. Additionally, we strive to equalize the benefits between
expatriate and local staff, offering similar levels of support in terms of housing, relocation,
and other allowances.

REMOTE TEAM MANAGEMENT:

Building Virtual Communities: Recognizing the challenges remote work can pose to team
cohesion and employee engagement, PY fosters virtual connections through initiatives
like 'KaisayHo' — optional, informal online meet-ups for staff to share personal stories or
discuss non-work-related topics.

Ensuring Inclusion: We take deliberate steps to ensure remote team members are
included in all relevant communications and decision-making processes. Regular virtual
meetings, updates, and check-ins ensure remote staff are as integrated as those in the
office.

Professional Development: Remote staff have equal access to training and career
development opportunities, ensuring they continue to grow professionally and feel valued
within the organization.

LEGAL AND TAX COMPLIANCE:

Adhering to Local Laws: PY ensures compliance with local employment and tax laws in
each region where we operate. This includes understanding and adhering to labor rights,
tax obligations, and employment standards.

Partnerships for Compliance: In regions where PY lacks a legal entity, we partner with
reputable national HR and payroll providers to manage local staff legally and ethically.
These partnerships help us navigate the complexities of employment while ensuring our
staff are supported and compliant with local regulations.

STAFF WELLNESS IN CHALLENGING CONTEXTS

Peace by Youth (PY) recognizes that working in challenging contexts can significantly impact
staff well-being. To address this, we've developed comprehensive strategies focusing on
vicarious trauma, crisis management, and the impact of security measures on mental health.

VICARIOUS TRAUMA MANAGEMENT:

Debriefing Sessions: PY organizes regular debriefing sessions for staff exposed to
traumatic situations during their work. These sessions are led by trained facilitators and
provide a safe, confidential space for staff to share their experiences and feelings,
process difficult encounters, and receive emotional support.

Proactive Supervision: Supervisors at PY are trained to recognize signs of emotional
distress in their team members. They conduct regular check-ins focused not only on
project progress but also on the emotional and psychological well-being of staff.
Supervisors are equipped to provide initial support and refer staff to professional mental
health services when needed.

Rotation of Assignments: To prevent burnout and reduce the impact of vicarious trauma,
PY implements a rotation policy for assignments in particularly stressful environments.
This ensures that no staff member is required to work in high-stress settings for extended
periods without breaks or rotations to less intense projects.

STRESS MANAGEMENT IN CRISIS SITUATIONS:

Setting Realistic Expectations: During crises, PY acknowledges the increased pressure
and challenges faced by staff. Management sets realistic expectations, focusing on
prioritizing tasks and acknowledging that not everything may go as planned. This
approach helps reduce stress and prevents staff from feeling overwhelmed by
unachievable targets.

Enforced Rest Periods: Following intense crisis work, PY mandates time off for all
involved staff. This period allows individuals to recuperate and process their experiences,
reducing the risk of long-term burnout or PTSD. Staff are encouraged to disconnect
completely during this time to facilitate recovery.

ADDRESSING THE IMPACT OF SECURITY MEASURES ON WELLNESS:

Wellness Allowances: Recognizing that high-security environments can restrict personal
freedom and contribute to stress, PY provides allowances for staff to engage in safe
social activities outside the compound, where security assessments permit. These
allowances are intended to support staff well-being and work-life balance.



e Promotion of Healthy Habits: In situations where usual stress-relief activities (like
outdoor exercise) are not possible due to security concerns, PY seeks alternative
solutions. This could include setting up online fitness classes, mindfulness sessions, or
other virtual activities that staff can participate in safely. These initiatives help maintain
physical and mental health even under restrictive conditions.

In managing its human resources, Peace by Youth (PY) acknowledges a series of inherent
challenges and commits to an ethos of continuous learning and improvement. Here are some of
the core challenges and the strategies PY employs to address them:

LIMITS OF WHAT PY CAN CONTROL.:

Political instability and social upheaval can dramatically impact the safety and well-being of PY
staff, particularly those based in volatile regions. While PY has comprehensive evacuation plans
to ensure physical safety, the psychological and emotional impact on displaced staff can be
profound and long-lasting.

e Emotional Support and Counseling: PY provides access to psychological support and
counseling services for staff affected by political changes or forced relocations. This
includes ongoing mental health support and, where possible, assistance with integration
into new environments.

o Post-Evacuation Follow-up: After an evacuation, PY continues to support affected staff,
recognizing that the end of a physical crisis does not mean the end of its emotional
impact. Follow-up meetings, support groups, and individual check-ins are part of the
recovery process.

BALANCING VALUES WITH FINANCIAL REALITY:

PY strives to maintain a balance between upholding its core values — including the well-being
and development of its staff — and managing the financial realities of operating within the non-
profit sector.

o Transparent Financial Communication: PY engages in open discussions with its staff
regarding financial constraints and the implications for benefits and project funding. This
transparency helps manage expectations and fosters a culture of mutual understanding
and support.

o Creative Benefit Solutions: Where financial limitations restrict conventional benefits, PY
seeks creative alternatives. This might include flexible working arrangements,
professional development opportunities, and staff wellness programs that require
minimal financial outlay.

DONOR EXPECTATIONS AND PROJECT OVERHEADS:

The challenge of meeting donor expectations while ensuring adequate overheads for staff care
is a constant balancing act. Many donors are reluctant to fund administrative costs, including
those related to staff well-being.

e Advocacy with Donors: PY actively engages with donors to advocate for the inclusion of
adequate staff care budgets within projects. This involves demonstrating the direct link
between staff well-being and project success.

o Efficient Resource Allocation: PY works to optimize its resource allocation, ensuring that
funds are used efficiently without compromising staff care. This might involve
streamlining operations or finding cost-effective solutions for staff needs.

¢ Educational Campaigns: PY undertakes educational campaigns to inform donors about
the importance of funding overheads, particularly those related to human resources. By
highlighting the long-term benefits of well-supported staff, PY aims to shift donor
perceptions and practices.

CONTINUOUS LEARNING AND ADAPTATION:
PY is committed to continuous learning and adaptation in response to these challenges:
o Feedback Mechanisms: Implementing robust feedback mechanisms enables PY to
gather insights from staff and adjust policies and practices accordingly.
o Regular Review Processes: PY conducts regular reviews of its HR policies and practices
to ensure they remain relevant and effective amid changing circumstances.
o Staff Development and Engagement: PY invests in the ongoing development and
engagement of its staff, recognizing that an empowered and motivated workforce is key
to navigating the complex challenges faced by the organization.






14. COMPLIANCE AND
ETHICAL CONSIDERATIONS

PEACE BY YOUTH (PY) UNDERSTANDS THAT TO BE WORTHY OF COMMUNITY TRUST, AND
THE SUPPORT OF DONORS, WE MUST OPERATE WITH ABSOLUTE INTEGRITY. THIS
INCLUDES ADHERENCE TO LAWS, YES, BUT EVEN MORE IMPORTANTLY, TO A SET OF
ETHICAL PRINCIPLES THAT GUIDE OUR EVERY DECISION, LARGE AND SMALL.
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2§ LEGAL AND REGULATORY COMPLIANCE

In its efforts to maintain legal and regulatory compliance, Peace by Youth (PY) implements a
comprehensive strategy to navigate the often complex legal landscapes of the countries in which
it operates. Here's how PY approaches this crucial aspect of its work:

UNDERSTANDING REGULATIONS:

Navigating the regulatory environment in different countries can be a challenging task, especially
for an organization like PY that operates across various jurisdictions. PY takes a proactive
approach to understand and comply with these regulations.

o Legal Counsel: Depending on the scale of operations and the legal complexities in a
region, PY either retains in-house legal expertise or contracts external legal advisors
familiar with the local legal environment. This ensures that PY's activities are always in
compliance with local laws and international standards.

e Knowledge Sharing: PY fosters an environment of collaboration and learning. When
entering new regions, the organization actively collects and shares information regarding
local regulations, learning from past experiences. This collective knowledge is
documented and made accessible to all relevant teams, thus preventing unnecessary
duplication of effort and ensuring that all staff are informed about the legal requirements
of their work.

LICENSES AND PERMITS/NOCS:

PY adopts a meticulous approach toward obtaining all necessary licenses, permits, and No
Objection Certificates (NOCs) before commencing any project activities. This due diligence
ensures uninterrupted program delivery and builds credibility with local authorities and
communities.

o Work Visas and Legal Status: PY ensures that all international staff have the correct legal
status and work visas, preventing disruptions due to immigration issues. The
organization conducts regular audits to ensure all paperwork is current and complies with
local immigration laws.



Sector-Specific Permissions: PY recognizes the necessity of obtaining sector-specific
permits, such as those required to operate educational institutions, provide health
services, or conduct environmental interventions. The organization engages with relevant
authorities well in advance to secure these permissions, ensuring that all activities are
legal and authorized.

CONTRACT MANAGEMENT:

Contracts are central to PY's operations, outlining the expectations and responsibilities of both
the organization and its partners. Proper contract management is vital to ensure the integrity and
success of PY's programs.

Review Capacity: In larger PY entities, a dedicated Contracts Officer is responsible for
overseeing all contractual agreements. In smaller setups, PY ensures that contracts
undergo a thorough review by at least two individuals, ideally from different departments,
to ensure a comprehensive evaluation and to catch potential errors or issues.

Template Development: PY develops and maintains a library of pre-approved contract
templates that address common operational needs while providing flexibility to negotiate
specific clauses, such as those related to liability. These templates serve as a starting
point, speeding up the contract development process while ensuring that all contracts
meet PY's legal standards and operational requirements.

E@p ETHICAL STANDARDS AND ACCOUNTABILITY
In maintaining high ethical standards and accountability, Peace by Youth (PY) takes an assertive
stance to ensure that all its operations are conducted with the utmost integrity and in accordance
with moral principles. Here's an in-depth look at how PY addresses these critical areas:

CODE OF ETHICS:
PY has developed a comprehensive Code of Ethics that goes beyond generic statements,
addressing specific situations and dilemmas that its staff might face.

Gifts and Hospitality: PY acknowledges the cultural importance of gift-giving in many
communities. However, to avoid conflicts of interest, it has established clear guidelines.
Staff may accept gifts of nominal value as a sign of community gratitude, but these must
be disclosed if they exceed a certain value (e.g., $25). This policy ensures transparency
and maintains the integrity of staff interactions with the community.

Social Media Conduct: Recognizing the impact of social media on an organization's
reputation, PY sets clear boundaries for staff behavior online. Staff are free to express
their opinions privately but are advised against public posts that could harm PY's
reputation or contradict its mission. The organization provides training on digital literacy
and responsible social media use to all employees.

Power Imbalances: PY explicitly prohibits any form of romantic or sexual relationship
between staff and beneficiaries, recognizing the inherent power imbalance. Training
sessions on ethics, power dynamics, and consent are mandatory for all employees,
ensuring everyone understands the gravity of these policies and the rationale behind
them.

WHISTLEBLOWER PROTECTION:
PY is committed to creating an environment where employees feel safe to report unethical
behavior without fear of retaliation.

Reporting Mechanisms: PY has implemented multiple channels for reporting unethical
conduct, including an anonymous online tool and the option to report directly to the
Board. This variety ensures that all staff, regardless of their position or level of comfort,
have a means to voice their concerns.

Protection Against Retaliation: PY monitors the treatment of whistleblowers to safeguard
against any form of retribution. A clear policy is in place, stating that retaliation against
anyone who reports in good faith is strictly prohibited and will result in disciplinary action.
Response to Reports: PY is committed to taking immediate and transparent action on
valid reports of unethical behavior. This includes conducting thorough investigations and
publicly addressing the issue if necessary, to maintain trust and accountability.

TRANSPARENCY:
Transparency is a cornerstone of PY's operational philosophy, extending beyond financial
dealings to encompass all aspects of its work.



e Accessible Information: PY ensures that critical information is available in formats
accessible to the community, including translations and simple language versions for
those with low literacy. This practice fosters trust and ensures stakeholders are informed
and can hold PY accountable.

o Admission of Mistakes: When errors occur, PY commits to acknowledging them publicly,
explaining the circumstances, and outlining the steps taken to rectify the situation. This
openness helps to maintain PY's credibility and demonstrates its commitment to learning
and improvement.

E.Cl,)s ENVIRONMENTAL CONSIDERATIONS AND IMPACT MITIGATION

Peace by Youth (PY) incorporates environmental considerations into every aspect of its
programming to ensure that its projects not only benefit communities in the short term but also
contribute to the long-term health and sustainability of the planet. Here's how PY addresses
various environmental concerns and implements impact mitigation strategies:

ENVIRONMENTAL ASSESSMENT:

PY conducts detailed environmental assessments tailored to the scale and scope of each project.
This approach acknowledges that different projects have varying degrees of environmental
impact.

e Cumulative Impact: PY evaluates the collective impact of its activities, particularly in
regions where multiple NGOs operate. This assessment helps in identifying potential
overuse of resources or environmental degradation. PY seeks collaboration with other
organizations to coordinate efforts and share best practices, aiming to minimize the
environmental footprint collectively.

o "Do No Harm" Mindset: In every initiative, from youth income generation to infrastructure
development, PY adheres to the principle of doing no harm to the environment. This
involves assessing the potential for resource depletion or environmental damage and
adjusting project designs accordingly. For example, in income-generating projects, PY
ensures that any agricultural or manufacturing activities are sustainable and do not lead
to the depletion of local natural resources.

RESOURCE EFFICIENCY:
PY is committed to using resources efficiently and encourages its suppliers to adopt eco-friendly
practices.

o Repair Networks: PY selects suppliers with local repair networks for equipment and
materials, which reduces the need for replacements and minimizes the environmental
impact associated with shipping and manufacturing new products.

e Recycle and Upcycle: PY promotes the recycling and upcycling of materials both within
its offices and in community programs. This could include repurposing materials for
educational purposes, or supporting local initiatives that transform waste into valuable
products, thereby reducing landfill use and encouraging sustainable consumption
patterns.

CLIMATE ADAPTATION AND RESILIENCE:
Understanding that climate change disproportionately affects the poorest communities, PY
integrates climate resilience into its project planning and execution.

o Honest Dialogue: PY engages in open discussions with communities to understand how
climate change affects them directly. This dialogue helps identify the most pressing
needs and tailor interventions that address those challenges without imposing
predetermined solutions.

o Skills Not Just Stuff: PY emphasizes capacity building over mere distribution of
resources. For instance, instead of only providing drought-resistant seeds, PY may offer
training in sustainable farming techniques, water conservation, and soil health,
empowering communities to adapt to changing environmental conditions over time.

L3 PROTECTION AND INCLUSION PRINCIPLES

Peace by Youth (PY) is dedicated to upholding principles of protection and inclusion across all
its activities, ensuring that every program and initiative it undertakes is rooted in respect, equity,
and empowerment. Here's how PY implements these principles:

NON-DISCRIMINATION:



PY is committed to creating an inclusive environment that reflects the diversity of the
communities it serves.

e Hiring Practices: PY regularly reviews its hiring data to identify and address any
unconscious biases. The organization ensures that job advertisements are disseminated
through various channels to reach a diverse applicant pool and that language used in ads
and communications is inclusive and free from bias.

o Event Accessibility: PY designs all events to be accessible to people with disabilities,
ensuring that venues are wheelchair-accessible and that materials are available in
formats that cater to different needs.

e Gender-neutral Language: Communication within PY and in its outreach materials
consistently uses gender-neutral language, reflecting the organization's commitment to
equality and respect for all individuals.

CHILD PROTECTION:
Children's safety is paramount in all PY activities. The organization has strict child protection
policies in place to ensure the well-being of children in its programs.

e Two-adult Rule: PY adheres to the "two-adult rule” during field visits, meaning no child is
ever left alone with a single adult, to prevent any possibility of abuse.

o Partner Vetting: PY conducts thorough screenings of all partners to ensure they share
and practice similar child protection values. This includes background checks and
reviewing their child safeguarding policies.

e Capacity Building: Recognizing that child protection standards vary across regions, PY
may lead initiatives to strengthen local NGOs' capacities in safeguarding children, thus
elevating protection standards community-wide.

GENDER EQUALITY AND EMPOWERMENT:
PY aims to foster genuine gender equality and empower all individuals, particularly women and
girls.

e Analyzing Decision-Making Power: PY critically examines its projects to ensure that
women truly lead and make decisions in initiatives intended for their empowerment, such
as Women's Income Generation projects.

e Addressing Unintended Consequences: PY remains vigilant about the unintended
consequences of its initiatives. For example, scholarship programs aimed at girls are
monitored to ensure they do not inadvertently contribute to negative societal pressures,
such as early marriage.

COMMUNITY ENGAGEMENT:
PY believes in the power of active and genuine community engagement and strives to ensure that
all community members, particularly the most marginalized, have a voice in its programs.

o Beyond Focus Groups: PY acknowledges that standard focus groups may not capture the
voices of the most marginalized. As such, PY staff commit to spending time within
communities, engaging informally to build trust and ensure a broader range of voices are
heard.

e Monitoring Elite Capture: PY is aware of the risk of local elites dominating projects meant
for broader community benefit. The organization engages in continuous monitoring and
adjusts its strategies as necessary to prevent this, ensuring that projects genuinely serve
those in need.

In the complex environments where Peace by Youth (PY) operates, the organization faces
multifaceted challenges that require thoughtful, ethical responses. Here's how PY addresses
these issues:

CONFLICT ZONES:
PY's operations in conflict zones are fraught with ethical dilemmas and operational hazards.

o Paying for Passage: PY establishes clear guidelines regarding interactions with armed
groups. Decisions about whether to make payments at checkpoints are guided by a set
of ethical principles developed in non-emergency settings. These guidelines prioritize the
safety of beneficiaries and staff while maintaining PY's integrity and neutrality. Staff are



trained and supported to navigate these decisions without succumbing to unethical
pressures.

e Neutrality vs. Speaking Out: PY maintains a policy of neutrality to ensure access and
safety. However, witnessing human rights abuses presents a challenge to this stance. PY
engages in intense internal debate, considering the implications of speaking out against
atrocities. The decision-making process involves assessing the potential risks to ongoing
programs and the communities served, always aiming to align actions with PY's core
values while ensuring the safety of all involved.

WEAK GOVERNANCE:
In regions with corrupt or inefficient governance, PY employs strategies to adhere to its ethical
standards while still achieving project goals.

e Partner Due Diligence: PY conducts comprehensive vetting of local partners to ensure
alignment with its ethical standards and to avoid unintentional support of corrupt entities.
This due diligence extends beyond financial reviews to include assessments of
governance structures and community reputation.

o Navigating Corruption: Faced with corrupt practices such as bribe demands for building
permits, PY evaluates each situation carefully. An internal ethics committee advises on
these dilemmas, helping to decide whether to seek alternative solutions or, in extreme
cases, to challenge unjust systems while ensuring the safety and progress of projects.

CONFIDENTIALITY AND DATA PROTECTION:
Working with vulnerable or oppressed groups necessitates strict data protection measures.

o Tiered Access Controls: PY implements robust data management systems ensuring staff
access only the information necessary for their roles. This minimizes the risk of sensitive
information being misused or leaked.

o Secure Disposal of Data: To prevent misuse of sensitive data, PY employs secure disposal
methods for both digital and paper records, adhering to best practices in data protection
and ensuring the confidentiality of the communities and individuals it serves.

EMPOWERMENT VS. ACTIVISM:
As PY empowers communities, individuals may engage in political activism, leading to potential
legal and ethical challenges.

o Legal Support: PY decides on a case-by-case basis whether to provide legal support to
community members who face legal challenges as a result of their activism. This decision
is guided by the nature of the activism, its alignment with PY's values, and the potential
impact on PY's operations and the community.

o Balancing Risk: PY assesses the potential repercussions of supporting activists on its
operations and relationships with government authorities. The organization strives to
support community empowerment while also considering the broader implications for its
mission and ability to serve.

In the intricate landscape of the national development and humanitarian aid, Peace by Youth (PY)
recognizes that "best practices” are not panaceas. They serve as guidelines rather than strict
rules, understanding that ethical challenges in real-world scenarios require nuanced responses.
Here's how PY addresses these complexities with integrity:

PY acknowledges the limitations of static guidelines in dynamic, real-world scenarios. The
organization fosters an environment where staff feel empowered to discuss ethical challenges
openly, without fear of retribution for unintended outcomes of well-intentioned actions. This
culture of open communication and continuous learning enables PY to adapt and respond to
ethical challenges with flexibility and integrity. Staff are encouraged to share experiences, both
positive and negative, to collectively refine and evolve PY's ethical framework.

SPECIFIC CONSIDERATIONS FOR WORKING WITH DONORS:
Navigating relationships with donors, particularly when faced with inflexible restrictions or
misaligned values, requires careful strategy and integrity:

o Donor Restrictions: PY understands that donor-imposed restrictions can sometimes be
out of sync with ground realities. In such cases, PY advocates for upfront honesty in
communication with donors. This approach involves clearly articulating potential
challenges and proposing viable alternatives early in the project cycle. PY aims to bridge
the gap between donor expectations and operational feasibility by fostering open



dialogue and presenting evidence-based arguments that highlight PY's on-the-ground
insights.

o Pushing Back: PY values its ground-level knowledge and leverages it in discussions with
major donors. When donor demands potentially compromise project efficacy or
community well-being, PY is prepared to engage in respectful but firm negotiations. The
organization prioritizes the needs of the communities it serves and uses its in-depth
understanding of local contexts to advocate for more adaptable and realistic funding
parameters.

e Misalignment of Values: PY remains vigilant to the risk of donors attempting to influence
the organization's direction in ways that may conflict with its core values or mission.
Leadership within PY is trained to recognize early warning signs of such misalignment,
such as undue focus on superficial success metrics or excessive demands for beneficiary
involvement in publicity efforts. PY leaders are empowered to engage in candid
discussions with donors about the organization's principles and operational realities. If
necessary, PY is prepared to make the difficult decision to decline funding that requires
compromising its ethical standards or mission integrity.

e Advocacy for Ethical Flexibility: Recognizing the dynamic nature of development work,
PY advocates for donor flexibility that allows for adaptive management of projects in
response to unforeseen challenges and opportunities. This includes negotiating terms
that allow for reallocation of funds as project needs evolve and ensuring that donor
agreements reflect a shared commitment to ethical standards and community well-
being.

BY HOLDING OURSELVES TO THE HIGHEST ETHICAL STANDARDS,
EVEN IN THE MOST DIFFICULT OF CIRCUMSTANCES, PEACE BY
YOUTH MAINTAINS THE TRUST OF THE COMMUNITIES WE SERVE
AND SETS AN EXAMPLE FOR THE BROADER DEVELOPMENT
SECTOR.



15. PROGRAM CLOSURE
AND TRANSITION

Peace by Youth (PY) understands that the manner in which we end a program is as important as
how we began it. By prioritizing a smooth closure and handover, we ensure the hard-won gains
are not squandered, and PY leaves a legacy of responsible, respectful development practice.
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CLOSURE CRITERIA AND PROCEDURES

Peace by Youth (PY) approaches program closure with strategic planning and clear criteria,
ensuring a structured and respectful transition. Here's how this process unfolds:

ESTABLISHING CLOSURE CRITERIA:
PY is proactive in defining specific triggers that signal the time for program closure:

e Objectives Achieved: PY sets specific, measurable, achievable, relevant, and time-bound
(SMART) objectives at the start of every program. Completion of these objectives to a
satisfactory level is a primary trigger for considering program closure. This clarity
ensures that all stakeholders understand what success looks like and can agree when
those goals have been met.

¢ Funding Ends: Financial sustainability is crucial for the longevity of any program. PY
acknowledges the reality of funding cycles and prepares for them by incorporating a
buffer period to seek additional support. However, PY avoids artificially extending a
program'’s life beyond its natural or effective end due to dwindling resources.

o External Changes: Situational changes such as deteriorating security environments or
significant shifts in government policies may render the continuation of a program
unfeasible or unethical. PY remains adaptable and responsive to such changes,
prioritizing the safety and wellbeing of staff and beneficiaries.

CLOSURE PLANNING:
Well in advance of potential closure, PY develops a comprehensive closure plan that evolves
throughout the program'’s lifecycle:

o Asset Disposition: PY maintains a detailed inventory of all assets acquired throughout
the project. The closure plan outlines the fair and transparent distribution or repurposing
of these assets, ensuring they continue to benefit the community or are responsibly
disposed of.

o Handover Activities: PY recognizes that the end of a program does not mean the end of
community needs. Where possible, PY plans for the mentoring of local partners or
successor organizations to ensure the sustainability of project outcomes.

o Staff Transition: PY is committed to the welfare of its staff, providing support in
transitioning to new roles, whether within the organization, with successor partners, or



elsewhere. This includes resume assistance, interview preparation, and emotional
support.

NOTIFICATION:
Effective communication is central to PY's closure process:

Timing: PY customizes its notification timeline for different stakeholders. For instance,
donors might be alerted a year in advance, allowing them to reallocate resources, while
the community might be informed closer to the closure date to reduce unnecessary
stress.

Format: PY goes beyond impersonal notices, favoring face-to-face meetings and
community events to communicate the end of a program. This approach respects the
relationships built over time and provides a platform for addressing concerns and
answering questions directly.

FINAL EVALUATIONS AND LESSONS LEARNED

Peace by Youth (PY) emphasizes the importance of reflection and learning at the end of each
project. The final evaluations and lessons learned are integral to this process, contributing to
continuous improvement and greater impact in future projects.

FINAL EVALUATIONS AND LESSONS LEARNED:

Conducting Final Evaluations:

PY dedicates significant resources and time to conduct comprehensive final evaluations of its
projects. These evaluations are tailored according to the reason behind the project's closure:

Success: When a project concludes successfully, the evaluation focuses on identifying
the key elements that contributed to its success. PY seeks to understand the specific
strategies, tools, and approaches that made a positive impact. This includes analyzing
community involvement, stakeholder engagement, and the efficacy of different
interventions. The goal is to distill these success factors into replicable models that can
be applied to other projects and contexts, enhancing the scalability of PY's impact.
Unsatisfactory Outcomes: PY approaches projects that did not meet expectations with
openness and a commitment to learning. The evaluation aims to uncover the root causes
of shortcomings or failures. This might involve examining initial assumptions,
implementation challenges, or external factors that affected the project. PY prioritizes
understanding what didn't work as much as celebrating what did, recognizing that honest
assessment is crucial for growth and improvement.

DOCUMENTING LESSONS LEARNED:
PY fosters an organizational culture that values transparency and learning from experience:

Structured Debrief: PY organizes facilitated sessions allowing all project participants,
including staff, community members, and stakeholders, to share their experiences and
insights. These sessions are designed to be inclusive and safe, encouraging open
dialogue and allowing all voices to be heard, particularly those that may be overlooked in
more formal evaluations.

Lessons Log: Throughout the project lifecycle, PY maintains a lessons log where staff
can continuously record observations, challenges, successes, and failures. This proactive
approach helps in identifying issues as they arise, promoting timely interventions and
adjustments. The lessons log becomes a valuable resource for understanding the day-
to-day dynamics of the project and provides a granular view of the lessons learned.

SHARING FINDINGS:
Transparency and accountability are core values of PY, and sharing the findings from evaluations
is a key part of this:

Dissemination Events: PY organizes events to share the outcomes of the evaluations and
the lessons learned with a broader audience. This might include community meetings,
workshops with other NGOs, or presentations at donor conferences. These events are
opportunities to celebrate achievements, discuss challenges openly, and engage with a
wider community of practice.

Applicable Content: The insights gained from the evaluations are converted into various
formats suitable for different audiences, such as policy briefs, academic papers,
infographics, and story maps. PY aims to make the learnings accessible and actionable,
contributing to the broader field of development and community empowerment.



% DOCUMENTATION AND KNOWLEDGE ARCHIVING

Peace by Youth (PY) acknowledges the critical importance of effective documentation and
knowledge management. Proper handling and sharing of documentation ensure the longevity
and scalability of project impacts, facilitating smooth transitions and enabling continuous
learning and development.

ORGANIZING DOCUMENTATION:
PY has established a systematic approach to manage and organize documentation to prevent
loss of valuable information and to facilitate ease of access:

e Naming Conventions: PY employs a standardized naming convention for all documents
to ensure clarity and consistency. This system is designed to be intuitive, allowing future
teams to understand the contents of a file without needing to open it. File names typically
include the project name, document type, version, and date, ensuring they remain relevant
and identifiable over time.

e Master Document List: PY maintains a comprehensive, up-to-date master document list
that serves as an inventory of all project-related documentation. This dynamic
spreadsheet includes details such as document titles, locations, formats, and the last
date of update. It acts as a central reference point, ensuring that team members can find
what they need quickly, regardless of their location or when they joined the project.

ARCHIVING:
PY's archiving strategy balances confidentiality with accessibility, ensuring sensitive information
is protected while general knowledge is shared:

e Secure Storage: Sensitive materials, such as beneficiary data, raw interview notes, and
internal evaluations, are stored in secure locations with restricted access. These might
include encrypted drives or secure cloud services, accessible only to authorized
personnel. This protects privacy and maintains the integrity and trustworthiness of PY's
operations.

e Accessible to Partners: PY makes non-sensitive materials, such as training manuals,
project templates, and meeting minutes, available to partners and stakeholders. These
resources are often stored on shared cloud drives or digital libraries, enabling partners to
utilize and adapt PY's tools and approaches. This open-sharing policy fosters
collaboration and leverages PY's work for broader community benefit.

KNOWLEDGE TRANSFER:
PY champions the democratization of knowledge and capacity building within communities:

e Co-Creating Documentation: PY engages community members in the documentation
process, ensuring that project reports and resources reflect the perspectives and realities
of those directly impacted by the work. This participatory approach enriches the
documentation, making it more relevant and valuable to the community and other
stakeholders.

¢ Train the Trainers: To facilitate sustainable knowledge transfer, PY implements Train the
Trainers programs, empowering community members to become local experts who can
teach others. This approach ensures that the knowledge and skills developed through the
project continue to grow and spread within the community long after PY's direct
involvement has ended.

Peace by Youth (PY) places significant importance on clear and meaningful communication with
all stakeholders, recognizing that proper acknowledgment and transparent dialogue are
fundamental to maintaining trust and respect. The closure phase of a project presents a unique
opportunity to reinforce relationships, acknowledge contributions, and set the stage for lasting
Impact.

ACKNOWLEDGING CONTRIBUTIONS:
PY believes in the power of gratitude and recognition:
e Customized Acknowledgments: PY ensures that each contributor's efforts are
acknowledged in a manner that reflects the depth of their involvement. For major donors,
PY prepares detailed reports highlighting the specific outcomes their funding facilitated,
complemented by personalized letters or plaques that recognize their crucial role.
Volunteers and local partners might receive personalized thank-you notes or small



tokens of appreciation, ensuring everyone feels valued and understood for their unique
contributions.

Public Celebration: PY organizes community events to mark the conclusion of a project,
creating a space for collective celebration and public acknowledgment. These events
often include the distribution of certificates of appreciation, communal gifts, or
showcases of the project’s achievements. By recognizing individuals and groups publicly,
PY not only expresses gratitude but also fosters a sense of collective pride and
accomplishment.

COMMUNICATING TRANSITION PLANS:
The transition phase is handled with care to ensure clarity and manage expectations:

Managing Expectations: PY communicates transparently about the end of a project and
what it means for all involved. This includes being clear about what support will continue
(if any), what resources will remain accessible, and how the community can maintain the
benefits realized through the project. This helps prevent misunderstandings and ensures
that stakeholders are prepared for the change.

Highlighting Enduring Benefits: Even when direct services conclude, PY emphasizes the
lasting impacts of the project, such as capacity building, infrastructure improvements, or
shifts in community norms. By focusing on these sustainable elements, PY helps mitigate
any disappointment associated with the project's end and encourages the community to
build on the foundations laid.

PUBLIC COMMUNICATION:
PY is mindful of the narratives shaped during the project closure:

Countering "Savior” Narratives: PY is careful to avoid communications that depict the
organization as the sole source of success. Instead, PY highlights the collaborative
nature of the work and the community's central role in achieving and sustaining
outcomes. This approach ensures that the community feels empowered and capable of
continuing progress independently.

Emphasizing Local Agency: PY's communications spotlight the community's
contributions, decisions, and leadership throughout the project. By framing the
community as active participants and leaders in their development, PY supports a
narrative of self-sufficiency and resilience. This perspective helps shift the perception of
communities from beneficiaries to empowered actors, altering the dynamic for future
development activities and local initiatives.

(5‘ ADDRESSING THE EMOTIONAL IMPACT OF CLOSURE

%% Addressing the Emotional Impact of Closure is a crucial aspect of program management for
Peace by Youth (PY). Recognizing that both staff and community members may experience a
range of emotions as a program concludes, PY takes deliberate steps to address these feelings
constructively.

STAFF WELL-BEING:

PY acknowledges that project closure can significantly affect its staff, who may have developed
deep connections with the work and the communities served. To support staff well-being during
this transition:

Rituals of Letting Go: PY organizes simple yet meaningful ceremonies that allow staff to
symbolically close out their involvement in the project. This could include a gathering to
shred non-essential, confidential documents together, or a ceremony to donate project
equipment to local partners. These rituals provide a sense of closure and signify the
project's successful completion, helping staff to psychologically move on from the
project.

Debrief Space: PY provides structured opportunities for staff to reflect on their
experiences, process feelings of loss, and celebrate achievements. These debriefing
sessions, facilitated by trained professionals when necessary, allow team members to
express their feelings, discuss what the project meant to them, and acknowledge each
other's contributions. This process helps individuals reconcile their sense of loss with the
project's accomplishments.

Celebrating Transferable Skills: PY ensures that staff members, especially those not
transitioning to other roles within the organization or with a handover partner, understand
how their experiences and skills gained during the project are valuable and transferable
to future opportunities. Workshops or one-on-one career coaching sessions might be



organized to help them articulate these skills for their resumes and interviews, reinforcing
their professional growth and preparing them for their next roles.

COMMUNITY REACTIONS:
PY recognizes that the end of a project can create uncertainty and sadness within the community.
To address these feelings:

Grief is Normal: PY respects and acknowledges the community's sense of loss without
immediately trying to mitigate or downplay these feelings. Community meetings and
informal gatherings may be organized to allow community members to express their
thoughts and feelings about the project ending. This approach validates their emotions
and fosters a supportive environment where people can begin to adjust to the change.
Managing Rumors: To combat misinformation and rumors that can arise from the void
left by the project's closure, PY maintains clear, regular, and transparent communication
throughout the closure phase. This involves providing updates about the reasons for the
project's end, the achievements made, and the plan for transitioning responsibilities to
local partners or another entity. By keeping the lines of communication open, PY helps
ensure that the community receives accurate information, reducing uncertainty and
speculation.

CREATING LASTING IMPACT BEYOND DIRECT SERVICES

Creating Lasting Impact Beyond Direct Services is a cornerstone of Peace by Youth's (PY) project
closure strategy, ensuring that the benefits of their work extend far beyond the life of any single

project.

NETWORK BUILDING:
PY recognizes the power of relationships and networks developed during a project. To ensure the
sustainability and growth of these networks post-project:

Alumni Database: PY maintains a comprehensive database of all stakeholders involved
in the project, including community members, local NGOs, government officials, and other
partners. This database includes contact information and areas of expertise or interest.
Consent is sought before including personal details to respect privacy and build trust. The
purpose of this database is to facilitate ongoing collaboration and support among former
project participants and stakeholders, encouraging a vibrant community of practice that
continues to share knowledge and resources.

Facilitating Handover: PY actively supports the formalization of relationships established
during the project, particularly those unlikely to continue without guidance. For example,
if PY facilitated a connection between a local farmers' group and an ethical buyer, PY
would assist in negotiating and establishing formal agreements or contracts to ensure
these relationships persist. This could involve providing legal advice, negotiation support,
or training on contract management, ensuring that both parties are confident and capable
of continuing their partnership independently.

SECTOR-WIDE INFLUENCE:
PY aims to amplify the impact of its projects by sharing lessons learned and advocating for
effective practices within the broader development sector:

Accessible Dissemination: Understanding that real impact is achieved when knowledge
is shared widely, PY translates complex project findings into accessible formats. This
may involve creating easy-to-understand fact sheets, engaging videos, or interactive
online content aimed at a non-specialist audience. This approach ensures that valuable
insights from the project are not confined to academic circles but are made available to
grassroots organizations, local communities, and other stakeholders who can apply
these learnings in their own contexts.

Investing in Advocacy: When project outcomes indicate a need for systemic change, PY
dedicates resources to advocacy efforts during the project closure phase. This could
involve developing policy briefs, organizing advocacy events, or meeting with decision-
makers to present findings and recommendations. PY leverages the credibility and
evidence gathered during the project to push for changes that could benefit the wider
community or sector. This may include advocating for changes in local regulations,
promoting new best practices, or calling for increased investment in proven solutions.



Peace by Youth (PY) acknowledges that despite the best planning and intentions, not all projects
succeed. Recognizing and responding ethically to such situations is crucial to maintaining
integrity and trust.

IDENTIFYING UNSALVAGEABLE PROJECTS:

Mid-Point Shifts: PY understands that inflexibility can lead to wasted resources and
negative outcomes. Therefore, it fosters an environment where adapting strategies or
terminating a project mid-way is acceptable and considered a responsible action if the
original plan is failing due to unforeseen circumstances. This approach prevents the
continuation of ineffective or harmful projects simply because of previously invested
resources or efforts.

Dissent is Safe: PY prioritizes the well-being of the communities it serves over the
completion of any project. Staff members, especially those on the ground, are encouraged
to voice concerns if a project appears to be causing harm or failing to meet its objectives.
This culture of open communication ensures that projects are continually assessed for
their impact, and necessary changes can be made promptly without fear of retribution.

RESPONSIBLE CLOSURE:

Do No Further Harm: In instances where continuing a project could lead to greater harm
or waste of resources, PY opts for a responsible closure. This decision is made after
carefully assessing the potential impacts and considering the lesser of two harms. The
aim is to minimize negative outcomes for the community and ensure that PY's departure
does not leave a vacuum that leads to instability or vulnerability.

Transparency with Donors: Honesty and transparency are key in dealings with donors,
especially when a project is failing. PY's Grant Officers engage in open dialogues with
donors to explain the situation, backed by evidence and assessments. This conversation
includes exploring the possibility of repurposing unused funds for other initiatives or
rectifying the issues that led to the project's failure. This transparency ensures that
donors trust PY to manage resources effectively, even in adverse situations.

Salvaging What We Can: Not all is lost when a project fails. PY examines the components
of the project to identify any successful elements or valuable lessons that can be
extracted. These insights are documented and shared with other NGOs, stakeholders, and
within PY to prevent future failures and to ensure that even unsuccessful projects
contribute to the broader knowledge base. Modularizing successful elements for
replication or adaptation by other projects can turn a failure into a valuable learning
opportunity for the development community.

BY APPROACHING PROGRAM CLOSURE AND TRANSITION WITH
TRANSPARENCY, SENSITIVITY, AND A COMMITMENT TO
MAXIMIZING BOTH TANGIBLE AND INTANGIBLE IMPACTS, PEACE
BY YOUTH LEAVES A POSITIVE LEGACY THAT EXTENDS FAR
BEYOND THE LIFESPAN OF INDIVIDUAL PROJECTS.



16. APPENDICES AND
SUPPORTING DOCUMENTS

THE MATERIALS IN THIS SECTION ARE DESIGNED TO MAKE YOUR LIFE EASIER AS A PEACE
BY YOUTH (PY) PROJECT TEAM MEMBER! THEY ENSURE CONSISTENCY ACROSS ALL OUR
WORK, AND PROVIDE A'SAFETY NET' SO NO ONE HAS TO REINVENT THE WHEEL EACH TIME
THEY LAUNCH A NEW INITIATIVE.

TEMPLATES AND CHECKLISTS

Peace by Youth (PY) offers an array of templates and checklists designed to streamline project
management processes, ensuring uniformity across projects while also saving time for both new
and experienced staff. These resources are readily available in designated locations such as
shared drives or the organization's intranet, ensuring easy access for all team members.

KEY FEATURES OF PY TEMPLATES:

Version Control and Updates: Each template includes a version number and a "last updated” date,
ensuring that staff members are always working with the most current document. This feature
helps in maintaining the relevance of templates according to the evolving legal, social, and
organizational context.

Integrated Guidance Notes: To facilitate ease of use and enhance understanding, guidance notes
are embedded directly within the templates. These notes serve as on-the-job training, eliminating
the need for staff to search for separate explanatory documents and enabling them to apply the
templates effectively in their work.

CORE TEMPLATES PROVIDED BY PY:
e Project Charter Template:

o Key Questions: This section is designed to prompt staff to think critically about the
project’s objectives and challenges from the outset, ensuring clarity and alignment on
what the project aims to solve and the potential obstacles it may face.

o Approval Workflow: Details the necessary approvals required before a project can
proceed, helping to prevent delays and ensuring all initiatives are thoroughly vetted.

¢ Risk Register Template:

o Categorization: Encourages users to classify risks beyond general categories,
prompting detailed consideration of specific threats such as safety risks at events or
data security breaches.

e Risk Scoring System: A simple numerical scale (1-5) for assessing the likelihood and
severity of each risk, assisting teams in prioritizing risk mitigation efforts.

e Work Breakdown Structure (WBS) Template:

o Hybrid Approach: Offers a balance between standardization and customization,
allowing teams to adapt the template to the unique needs of their project while
maintaining consistency for organizational reporting.

o Budget Linkage: Automatically associates tasks with their allocated budget, aiding in
the early identification of potential budget overruns.

e Progress Reporting Template:

e PY-Specific KPIs: Includes both standardized and project-specific performance
indicators, ensuring relevant data collection and reporting.

¢ Narrative and Numerical Sections: Allows for comprehensive reporting that includes
both statistical performance data and narrative explanations to provide context and
explain deviations from targets.

e Evaluation Template:

o Alignment with Proposal: Ensures that evaluations directly relate to initial project
proposals, aligning with donor expectations and organizational objectives.

e 'What Doesn't Work' Section: Promotes honest reflection and critical analysis,
encouraging teams to identify and document project challenges and failures.

e Closure Checklist:

e Sequential Tasks: Begins with overarching tasks and expands into detailed action

items, ensuring a comprehensive approach to project closure.



e Assignment of Responsibility: Includes a column for assigning specific
responsibilities, clarifying roles, and ensuring accountability for completion of each
task.

e Stakeholder Communication Plan Template:

o Detailed Planning: Requires users to specify which stakeholder groups need to be
engaged, the type of information they require, the frequency of communication, and
the preferred communication channels, promoting targeted and effective outreach.

GLOSSARY OF TERMS

This section serves as an essential resource for all staff members, particularly for those who are
new to the organization or the development sector as a whole. This glossary is designed to
provide clear, practical explanations of terms and concepts frequently used in PY's operations
and projects, ensuring that all team members have a common understanding and can
communicate effectively.

KEY FEATURES OF PY'S GLOSSARY:

e Contextual Definitions: Unlike standard dictionaries that provide generic meanings, PY's
glossary explains terms in the context of their use within the organization and its projects.
This approach helps staff understand not just what terms mean, but how they apply to
their daily work and the organization’s mission.

e Focus on Ambiguous Terms: Certain terms in the development sector, such as
"empowerment” or "sustainability,” can have varied interpretations depending on the
context and stakeholder perspectives. PY's glossary gives extra attention to such
contested terms, offering detailed explanations that reflect the organization's
understanding and approach. This ensures that staff members have a nuanced
comprehension of these concepts and can apply them correctly in their work.

¢ Dynamic Content: Recognizing that language and sector-specific jargon evolve over time,
PY commits to regularly updating the glossary. New terms are added as the
organization's methods and focus areas develop, and as shifts occur within the broader
development landscape. This ensures that the glossary remains a relevant and valuable
resource for all staff.

EXAMPLES OF ENTRIES IN PY'S GLOSSARY:

¢ Empowerment: Within PY, empowerment is understood as the process by which
individuals, communities, or groups gain control over their own lives and environments.
It involves increasing their autonomy, self-confidence, and ability to participate
meaningfully in decision-making processes. This term is contextualized within PY's
projects to ensure that initiatives are designed to foster genuine empowerment, rather
than imposing external solutions.

e Sustainability: In PY's context, sustainability refers to the ability of a project's positive
outcomes to continue long after external support has ended. This includes environmental
sustainability, financial viability, and the community’'s ongoing engagement and
ownership. The glossary explains how PY integrates sustainability into project planning
and evaluation, highlighting practical approaches and examples.

¢ Inclusive Development: This term refers to approaches that ensure all segments of a
community, especially the most marginalized or vulnerable, have opportunities to
participate in and benefit from development activities. PY's glossary details how
inclusivity is embedded in project design, implementation, and monitoring, emphasizing
strategies for engaging diverse stakeholders.

e Participatory Action Research (PAR): PAR is defined as a collaborative approach to
research that involves all stakeholders, especially those impacted by the issue being
studied, in the process of data collection, analysis, and action. The glossary outlines how
PY utilizes PAR to ensure that projects are grounded in the real needs and insights of
communities.

USAGE AND ACCESSIBILITY:

The Glossary of Terms is designed to be user-friendly and accessible to all PY staff, regardless
of their background or level of experience. It is available on the organization's intranet and other
internal communication platforms, with easy-to-navigate sections and search functionality. Staff



are encouraged to consult the glossary regularly and to suggest new terms or updates based on
their experiences and evolving project needs.

REFERENCES AND FURTHER READING

In PY's commitment to continuous learning and professional development, this section of the
Program Management Guidelines provides staff with a comprehensive, curated list of resources.
This section aims to extend knowledge beyond the immediate scope of PY's work and encourage
a deeper understanding of the principles, methodologies, and ethical considerations that guide
the development sector.

CORE ELEMENTS OF THE REFERENCES SECTION:

e Methodology-Specific Resources: Given PY's emphasis on certain approaches like
participatory action research (PAR), this section lists resources specifically tailored to
these methodologies. These might include foundational texts, case studies, and best
practice guides that delve into how these approaches can be effectively implemented in
various contexts. For example, resources might cover how to effectively engage
community members in research processes or how to ensure that participatory methods
lead to actionable insights.

e Credible Sources: Recognizing the vast amount of information available, PY filters this list
to include only credible sources known for their reliability and relevance to the
development sector. This ensures staff have access to information that is not only
informative but also trustworthy. Sources may include publications from respected
development organizations, peer-reviewed journals, and leading think tanks. Each listed
resource is vetted for its authority and relevance to PY's work and values.

e Diversity of Formats: Acknowledging different learning preferences and time constraints,
the references section offers materials in various formats. This could range from
technical manuals and academic papers for those who prefer in-depth reading, to
podcasts and video lectures for auditory learners or those seeking a brief overview of a
topic. This variety ensures all staff can find resources that match their learning style and
available time.

¢ Regular Updates: The development sector is dynamic, with new research, insights, and
methodologies emerging regularly. PY commits to keeping the references section up-to-
date by regularly reviewing and adding new materials. This could include the latest edition
of a seminal book, recent articles reflecting new insights, or updates to guidelines
reflecting changes in global development standards. Staff are also encouraged to suggest
new resources based on their own discoveries and learning needs.

SAMPLE LISTINGS IN THE REFERENCES SECTION:

1. "Participatory Action Research: Principles and Practices” by Dr. Carol Richards — A
comprehensive guidebook that outlines the theoretical foundations and practical
applications of PAR in community development.

2. "Effective Development Communication: Strategies and Challenges” — A compilation of
case studies and analyses from various projects around the globe, exploring how
communication can be leveraged to enhance project outcomes.

3. "Global Development Ethics: A Critique and Reconstruction” — A critical examination of
the ethical underpinnings of development work, challenging practitioners to consider the
moral implications of their actions.

4. "Inclusive Development Explained” — An online course available through a reputable
educational platform, offering insights into how development projects can be designed to
be inclusive of marginalized communities.

5. "Sustainability in Project Management” podcast series — A series of discussions with
leading experts in the field, exploring how sustainability principles can be integrated into
project planning and execution.

CONTACT INFORMATION AND RESOURCES

Thia section serves as a vital link between the theoretical aspects of program management and
the practical, day-to-day operations. It ensures that staff can easily find and communicate with
the right people, whether they need advice, clarification, or direct intervention.

DETAILED ASPECTS OF THE SECTION:



Detailed Contact Listings: This part provides a comprehensive list of internal contacts within PY,
detailing their roles, areas of expertise, and the best ways to reach them. Each entry includes:
o Name and Position: Ensures staff know who they are reaching out to.
o Responsibilities: A brief outline of the person’'s main job functions and areas of
responsibility.
e Contact Information: Direct line, extension number, and email address. Where possible,
personal contact details are provided alongside generic department emails.
o Best Times to Contact: Availability for direct calls or drop-ins, and preferred times for
scheduling meetings.

Office Descriptions: Each department or office within PY is detailed, explaining its functions, key
personnel, and how it can assist staff. This helps in directing queries to the appropriate place and
prevents miscommunication.

Office Hours: Specific times when departments or key staff are available for unscheduled
consultations. This encourages open communication and can lead to more proactive problem-
solving.

External Contacts: Information on external partners, local authorities, and other stakeholders
relevant to PY's operations. This includes contact details and notes on how and when to engage
with these entities effectively.

IMPLEMENTATION STRATEGIES:

Onboarding Process: New employees undergo a comprehensive introduction to the Contact
Information and Resources section as part of their induction. This familiarizes them with the
support network available and how to access it.

Searchable Digital Format: The entire section is available in a digital, searchable format, making
it easy to find specific information quickly. This is particularly important in larger organizations
where staff may not know everyone personally.

Regular Updates and Promotion: The contact list is reviewed and updated regularly to reflect any
changes in staff or organizational structure. Regular reminders in team meetings or internal
newsletters help keep this resource top-of-mind for staff.

Feedback Mechanism: Staff are encouraged to provide feedback on the usefulness of the contact
information provided and suggest additions or changes based on their experiences. This ensures
the resource remains relevant and user-friendly.

CONTACTS:

e Project Management Office (PMO): Handles all aspects of project lifecycle management.
Contact Mahwish Saeed, Director of Programs (mahwish@py.org) for project charter
queries. Office hours: Thursdays, 2-4 PM for drop-in questions.

o Finance Department: Oversees budget allocations, financial reporting, and audits. Reach
out to Muhammad Aazam (azam@py.org) for budgeting assistance. Available for calls
between 10 AM - 12 PM.

e Local CBO/NGO Partner, Gender Budgeting: Specializes in integrating gender
considerations into budget planning. Contact Rehab Afzal (rehab@py.org.pk) for
collaborations. Prefers communication via email.

BALANCING GUIDANCE WITH FLEXIBILITY

The staff can navigate the fine line between following established procedures and innovating to
meet unique project needs. This balance is crucial for adapting to the dynamic environments in
which PY operates.

DETAILED APPROACHES:
Acknowledgment of Template Limits:

o Contextual Adaptation: PY acknowledges that while templates provide a solid starting
point, they may not suit every situation. Training sessions highlight the importance of
contextual adaptation, teaching staff how to modify documents while maintaining the
integrity of the project's goals.

e Case Studies: Incorporate examples into staff training that showcase instances where
adapting templates to fit specific project needs led to success, reinforcing the concept
that flexibility can be as valuable as adherence to protocol.

Establishing a Feedback Loop:



e Online Forms and Platforms: PY employs online forms or internal platforms where staff
can submit suggestions for improving templates and guidelines. This could be as
straightforward as adding a new field to a form or as complex as proposing a new
approach to stakeholder engagement.

o Regular Review Meetings: PY hosts "town hall” meetings or review sessions where staff
can discuss templates and guidelines, share their experiences, and propose changes.
These meetings ensure that all staff have a voice in the development of resources.

e Actionable Responses: Feedback must lead to action. The organization commits to
reviewing all suggestions and implementing feasible ones, communicating changes back
to staff to close the feedback loop.

Celebrating Creative Non-Compliance:

o Spotlight Success: When a project team diverges from the standard templates and
achieves better results, PY highlights these instances in internal communications,
praising the innovative approach and the outcomes achieved.

¢ Incentivize Innovation: Create a culture that values out-of-the-box thinking by rewarding
teams that find new, effective ways to achieve project goals. This could include
recognition in company meetings, awards, or even a spotlight in the company newsletter.

o Documentation and Sharing: Document these innovative approaches and share them
with the wider staff as case studies. This not only celebrates the team's success but also
serves as a learning tool for other teams.

IMPLEMENTATION STRATEGY:
Training and Development:
e Incorporate lessons on the flexibility of guidelines into all staff training programs,
especially those for new hires.
o Develop workshops and modules that specifically focus on the art of adapting templates
and procedures to meet project needs while still achieving objectives.

Monitoring and Evaluation:
e Assign a team or designate a staff member responsible for monitoring the effectiveness
of templates and guidelines, including how they are adapted in practice.
e Evaluate the impact of adapted templates on project outcomes and staff satisfaction
regularly.

Resource Allocation:
o Allocate resources, such as time in staff meetings or sections in internal newsletters, to
discuss and promote examples of successful template adaptation and innovation.
e Provide support and resources for teams looking to experiment with new approaches,
ensuring they have the freedom and safety to innovate.

USING APPENDICES TO PROMOTE EQUITY AND INCLUSION

In this section of the Program Management Guidelines reflects PY's commitment to ensuring that
diversity, equity, and inclusion are not just buzzwords but integral parts of every project and
operation. This section provides tangible resources and tools to help staff integrate these
principles into their daily work.

DETAILED APPROACHES:
Diverse Voices in Development:

¢ Curated Reading Lists: Develop and regularly update a list of recommended readings that
include works by authors from the Globe, representatives of marginalized groups, and
other diverse voices. This list is not merely about adding diversity for its sake but ensuring
the content is relevant, insightful, and challenges traditional development narratives.

o Discussion Platforms: Create platforms such as forums, book clubs, or discussion groups
where staff can discuss these readings, reflect on their implications, and consider how
these diverse perspectives can be incorporated into PY's work.

o Author Engagements: Whenever possible, organize talks or workshops with these authors
to provide direct interaction opportunities for staff. This can help deepen understanding
and personal connection to the material.

Accessibility Checklists:
o Template Review and Revision: Conduct a thorough review of all standard templates and
guidelines to ensure they are accessible to individuals with disabilities, including those



with dyslexia and visual impairments. Utilize tools and guidelines such as the Web
Content Accessibility Guidelines (WCAG) to improve document accessibility.

o Training and Resources: Provide training for all staff on creating accessible documents
and understanding why it matters. Include tips and best practices in the appendices and
offer ongoing support for staff to improve their materials.

o Feedback Mechanism: Implement a system where staff and beneficiaries can provide
feedback on the accessibility of PY's materials and suggest improvements. Act on this
feedback to continually enhance accessibility.

"Who's Missing?" Tool:

e Tool Development: Create a "Who's Missing?” chart template that project teams can use
during the stakeholder engagement planning process. This chart should prompt teams to
identify which community groups are underrepresented or overlooked and explore the
barriers to their engagement.

e Training and Implementation: Train staff on how to use the "Who's Missing?" tool
effectively. Encourage them to think critically about whose voices are not being heard and
why. This should be part of broader training on inclusive engagement strategies.

e Follow-Up and Accountability: Incorporate a review of the "Who's Missing?” chart into
regular project check-ins and evaluations. Teams should report on how they have
addressed identified gaps in engagement and the outcomes of these efforts.

IMPLEMENTATION STRATEGY:
Resource Development and Distribution:

o Develop clear, easy-to-use resources for each aspect of promoting equity and inclusion,
ensuring they are readily available in the appendices of the Program Management
Guidelines.

e Distribute these resources through PY's internal communication channels and ensure
they are included in onboarding materials for new staff.

Ongoing Support and Education:
e Provideregular training sessions and workshops to deepen staff understanding and skills
related to equity, inclusion, and accessibility.
o Offer platforms for staff to share experiences, challenges, and successes in implementing
these practices, fostering a culture of learning and improvement.

Monitoring and Evaluation:
¢ Implement mechanisms to track the use of these appendices and tools, as well as their
impact on PY's work.
e Regularly review and update these resources based on feedback from staff, changes in
best practices, and evolving needs of the communities PY serves.

CONTINUOUS IMPROVEMENT OF RESOURCES

This section is dedicated to ensuring that the tools, templates, and resources provided remain
effective, relevant, and user-friendly. This commitment to ongoing refinement reflects PY's
dedication to adaptability and staff empowerment.

DETAILED STRATEGIES:
Usage Analytics:

¢ Implementation of Tracking Tools: PY should integrate tracking mechanisms into its
digital resources platform. This can involve simple analytics to monitor download counts,
frequency of access, and user engagement with specific sections of the glossary or
templates.

o Data Analysis: Regularly analyze this usage data to identify trends, such as which
resources are most and least used. This can help pinpoint areas where staff may need
more support or resources that are particularly valuable and might need expansion.

o Feedback Integration: Combine usage data with direct staff feedback to understand the
context behind the numbers. This approach ensures decisions are informed by a
combination of quantitative and qualitative insights.

Regular Review Cycle:

o Establishment of Review Panels: Create panels consisting of staff from various
departments and levels within PY to review resources. These panels should meet
biennially or more frequently if needed, to assess the relevacy and effectiveness of each
resource.



e Incorporation of Field Insights: Ensure that feedback from field staff, who are directly
engaging with PY's projects and communities, is a significant component of the review
process. Their on-the-ground experiences can provide invaluable insights into what
resources are practical and beneficial.

o Documentation of Revisions: Maintain clear records of changes made during review
cycles, including the rationale behind each modification. This transparency helps staff
understand why resources evolve and encourages their buy-in.

Sunsetting:

o Criteria for Removal: Develop clear criteria for sunsetting outdated or ineffective
resources. This could include lack of use, consistent negative feedback, or irrelevance
due to changes in PY's operations or external environment.

e Communication of Removal: When a decision is made to sunset a resource, communicate
this change clearly to all staff, explaining the reasoning and, where applicable, providing
alternatives or revised resources.

o Encouragement of Feedback: Foster a culture where staff feel comfortable voicing
concerns and suggesting the removal or alteration of resources. This can be facilitated
through anonymous feedback systems, regular check-ins, or open forums.

IMPLEMENTATION TACTICS:
Developing an Improvement Framework:
e Establish a structured framework for continuous resource improvement, outlining
processes for analytics, review, feedback collection, and sunsetting.
e Provide training for staff on how to utilize this framework effectively, ensuring they
understand how to access resources, provide feedback, and participate in review
processes.

Fostering a Culture of Openness:
e Encourage an organizational culture that sees revision and discontinuation not as failures
but as natural parts of the lifecycle of any resource.
e Celebrate the refinement process as a key component of PY's commitment to excellence
and responsiveness.

Leveraging Staff Experience:

e Actively seek contributions from staff at all levels and areas of PY for resource
development and improvement. Highlight the value of diverse perspectives in creating
materials that are genuinely useful and relevant.

e Recognize and reward contributions to resource improvement, whether it's suggesting
changes, participating in review panels, or helping to sunset outdated materials.

TAILORING SUPPORT BY STAFF EXPERIENCE LEVEL

Peace by Youth (PY) acknowledges the diverse experience levels within its staff and understands
that a one-size-fits-all approach to resource utilization and project management does not
suffice. To cater to this diversity and foster a nurturing environment for all staff, the following
strategies are implemented:

Mentorship Program:

e Structured Pairing: New recruits are paired with experienced PY staff who act as mentors.
This pairing is not random but based on shared interests, skills, and potentially, language
and cultural backgrounds.

e Mentorship Objectives: The program is structured around clear objectives, including
understanding PY's methodology, navigating internal resources, and applying these in
real-world project settings.

o Regular Check-ins: Scheduled meetings between mentors and mentees ensure ongoing
support and provide opportunities for the mentees to ask questions and discuss
challenges.

o Feedback Loop: Both mentors and mentees provide feedback on the mentorship
experience to ensure the program'’s continuous improvement and relevance.

Just-in-Time Learning:
o Intranet Structuring: PY's intranet is designed to anticipate the needs of staff throughout
different project phases. For instance, when a staff member starts drafting a budget, the
system suggests the relevant budgeting template and guidelines.



e Contextual Help: Pop-up help or 'Did you know?' sections guide staff on using templates
and resources effectively, offering tips and common pitfalls to avoid.

e Learning Modules: Short, on-demand training modules or video guides complement the
documents, catering to staff who benefit from visual or auditory learning.

Celebrate Resource Creation:

e Recognition of Innovation: When staff develop new tools or processes that enhance
efficiency or effectiveness, these innovations are recognized organization-wide. This may
include announcements in newsletters, awards in staff meetings, or showcasing in PY's
internal platforms.

o Formal Adoption Process: A formal review process assesses the suitability of staff-
created resources for wider use. This ensures that new resources meet PY's standards
for clarity, usability, and alignment with organizational goals.

e Co-Creation Culture: Encouraging staff at all levels to contribute to PY's pool of resources
fosters a culture of ownership and innovation. Staff are trained to see themselves not just
as users of tools but as contributors to the organization’s collective knowledge.

IMPLEMENTATION DETAILS:
Developing a Mentorship Framework:
e Implement training for mentors, equipping them with the skills to provide support
effectively.
o Create a mentorship handbook or toolkit, detailing expectations, communication tips, and
case studies of successful mentor-mentee relationships.

Enhancing the Intranet Experience:
o Integrate analytics to understand how staff use the intranet and identify which resources
are most and least accessed.
o Develop interactive elements within the intranet, such as quizzes or quick polls, to make
learning more engaging.

Incentivizing Resource Innovation:
o Establish a'resource of the month' recognition to highlight staff-created tools or methods
that have made a significant impact.
e Provide a platform for staff to share stories about how they've used or adapted resources
in innovative ways, fostering a sense of community and shared learning.

BY THOUGHTFULLY DEVELOPING AND MAINTAINING OUR
APPENDICES AND SUPPORTING DOCUMENTS, PEACE BY YOUTH
FOSTERS A CULTURE OF CONTINUOUS  LEARNING,
ADAPTABILITY, AND INCLUSIVITY, ULTIMATELY ENHANCING OUR
ABILITY TO ACHIEVE POSITIVE AND SUSTAINABLE PROGRAM
OUTCOMES.



17. APPROV AL AND
REVISION HISTORY

PEACE BY YOUTH (PY) UNDERSTANDS THAT THE WORLD IN WHICH WE WORK IS
CONSTANTLY CHANGING. OUR GUIDELINES MUST BE ADAPTABLE TO REMAIN USEFUL
TOOLS, NOT BUREAUCRATIC RELICS. THIS SECTION OUTLINES HOW WE CONTROL
UPDATES, ENSURING THEY ARE BOTH NECESSARY AND DONE IN A TRANSPARENT
MANNER.

DOCUMENT CONTROL AND APPROVAL PROCESS

Custodianship: The Program Management Office (PMO) of Peace by Youth (PY) serves as the
custodian of the Program Management Guidelines. They are tasked with maintaining the integrity
and accessibility of the master document. Access to this document is role-based, which means
staff members can make minor edits relevant to their specific areas of work, but significant
amendments require a more thorough approval process.

Version Control: PY adopts a straightforward versioning system marked as V.1, V.2, etc. This
system helps in tracking the evolution of the document over time. For clarity and transparency,
within each version, minor modifications are documented by date. When there are major revisions
that fundamentally change the content or structure of the guidelines, the version number is
incremented accordingly.

APPROVAL WORKFLOW:

o Initial Draft: The draft of the guidelines, when first created or undergoing significant
revision, is circulated among Department Heads for their input. This collaborative
approach ensures that the guidelines reflect the needs and realities of different
departments within PY. Once feedback has been integrated, the PMO finalizes the
document, which is then submitted for final approval by a designated senior leader, such
as the Executive Director or Chief Operating Officer.

e Subsequent Revisions: The scale of changes proposed dictates the level of approval
required. Minor edits might remain within the purview of the PMO, whereas significant
additions or modifications, such as introducing a new chapter on Risk Management,
undergo a process akin to the initial draft's approval.

DISTRIBUTION:

o Digital Availability: The most current version of the guidelines is hosted on PY's intranet.
This ensures all staff have access to the same information. Major updates trigger alerts
to staff, ensuring everyone is aware of and can adapt to the changes.

o Physical Copies: In regions with unreliable internet access, limited hard copies are
available. These are clearly marked with timestamps to prevent confusion over their
validity compared to the digital version.

REVISION HISTORY AND UPDATE PROCEDURES

Revision Log: A revision table is embedded within the document to log each change made. This
includes the date of the change, the sections affected, a brief summary of the nature of the change
(minor edit or major policy update), and the initiator's name. This log fosters transparency and
allows for a historical tracking of the document's evolution.

Review Schedule: PY commits to a systematic review of the guidelines:
¢ Annual Light-Touch Review: Aimed at identifying necessary updates, especially legal or
procedural changes that may have occurred within the year.
e Triennial Comprehensive Review: A more in-depth examination of the guidelines to
ensure they remain aligned with PY's strategic objectives and operational realities. This
can be expedited if significant external changes occur.

Revision Trigger and Approval: Revisions can be initiated based on:

o Staff Feedback: PY values staff input and provides a formal channel for suggesting
changes, ensuring there's a realistic timeline for review and incorporation of viable
suggestions.

e Post-Project Evaluation: Insights gained from project closures can highlight areas for
improvement or adjustment in the guidelines.



Strategic Direction Changes: New organizational priorities or strategic shifts, identified
by PY leadership, might necessitate updates to the guidelines.

NOTIFICATION AND EDUCATION:

Communication of Changes: When revisions are made, PY uses its intranet to inform staff,
summarizing key changes in clear, non-technical language. For significant changes, a
redline version of the guidelines might be made available, detailing additions, deletions,
and alterations.

Orientation and Training: New employees receive an introduction to the guidelines as part
of their onboarding. When there are significant updates, PY may organize webinars or
discussions to delve into the reasons behind the changes and how they affect staff and
operations.

FEEDBACK MECHANISM

Peace by Youth (PY) acknowledges the importance of continual improvement and encourages
its staff to contribute ideas and feedback. The organization has set up structured mechanisms
to ensure everyone can share their thoughts safely and effectively:

Dedicated Form: PY provides an online form for staff to submit feedback and
suggestions. Recognizing the impact of power dynamics, an anonymous submission
option is available, ensuring that even junior staff can express their concerns or ideas
without fear of direct repercussions.

Office Hours: The Program Management Office (PMO) holds regular drop-in sessions,
which can be either virtual or in-person, depending on the logistical possibilities and
needs. These sessions are designed for informal exchanges, allowing staff to voice
concerns, provide suggestions, or seek clarification on guideline-related matters in a
more relaxed environment.

IMPORTANT CONSIDERATIONS

In refining the Program Management Guidelines, PY considers several crucial factors:

Balance Between Rigidity and Flexibility: PY strives to strike a delicate balance with its
guidelines, ensuring they are neither too rigid that they become impractical nor too fluid
that they lose their guiding value. The leadership team works to maintain the document's
integrity while fostering its evolution to match organizational and environmental
changes.

Mitigating Change Fatigue: Continuous changes can lead to skepticism and fatigue
among frontline staff. PY aims to minimize this by batching minor updates and providing
clear, rationale-driven communication for major changes, thus fostering understanding
and buy-in.

Adapting to Technological Realities: Recognizing the varied tech landscapes across its
offices, PY chooses document control solutions that match the actual conditions of its
staff's working environments, ensuring accessibility and practicality.

COMMUNICATING CHANGES EFFECTIVELY

To ensure all staff members are informed and aligned with updates to the guidelines, PY adopts
a tiered communication strategy:

Minor Edits: Simple corrections or minor edits, such as typos, are integrated directly into
the master document, with only the revision table noting the change. This avoids
overwhelming staff with minor details.

Moderate Changes: For changes that are more substantial but not organization-wide in
impact, such as the addition of a new donor reporting template, announcements are made
on the PY intranet homepage. The revision table is fully updated, and relevant
departments are specifically informed.

Transformative Changes: Significant updates that necessitate changes in practice or
approach, like the introduction of a new section on Environmental Impact Assessment,
are communicated through specialized training sessions alongside regular
documentation updates. This ensures staff fully understand and can implement the new
guidelines effectively.

Plain Language Summaries: PY provides summaries of changes in plain language,
focusing on what is new, why the change was made, and who to contact for further
information. This approach respects staff time and ensures they understand the
relevance of the updates without needing to read through the entire document again.



e Respecting Staff Time: PY consolidates updates into a weekly digest to prevent
information overload. Additionally, the organization employs a targeted communication
strategy, ensuring that updates are directly relevant to the departments or individuals
they impact most.

ARCHIVING FOR ACCOUNTABILITY AND LEARNING

Peace by Youth (PY) values the archival process as a critical component of organizational
memory and accountability. The archiving system is designed to capture and preserve the
evolution of the Program Management Guidelines for future reference and learning.

e Full Document Versions: PY archives each substantial iteration of the guidelines,
categorizing them by version number (e.g., V.1, V.2). This process does not include every
minor change but focuses on those alterations significant enough to warrant a new
version number. This approach helps in tracking the evolution of the guidelines over time.

o Linked to Context: Changes in the guidelines are not made in isolation. They often
respond to external factors such as audit findings, shifts in political climates, or major
organizational changes. In the archive, each version is accompanied by annotations that
provide context for the changes made. This helps future staff understand the reasons
behind certain guidelines and the external factors influencing their development.

e Access Controls: While PY aims for transparency, there is a nuanced approach to who
has access to what information. Current staff have unrestricted access to the most
recent, relevant versions of the guidelines to ensure they are always working with the
latest information. Historical versions are more controlled, available primarily for those
with a specific need to understand the organization's historical decision-making
processes. Researchers and others interested in the evolution of PY's practices may be
granted access under certain conditions to ensure responsible use of the information.

o Lessons from the Archive: The PMO undertakes periodic reviews of the archived
guidelines, analyzing how different sections have evolved over time. This analysis is then
shared with the current staff, offering insights into past challenges, changes in
organizational priorities, and lessons learned. This process not only aids in preventing
the repetition of past mistakes but also celebrates the organization's growth and
adaptations over time.

CHALLENGES AND CONSIDERATIONS

Archiving is not without its challenges, particularly in a dynamic organization like PY:

o Staff Turnover: High staff turnover can result in a loss of institutional memory. New staff
may only see the latest version of the guidelines without understanding the historical
context or the rationale behind certain practices. PY addresses this by integrating an
overview of the guideline's history and the reasons behind significant changes into the
onboarding process. This helps new staff appreciate the organization’s evolution and the
reasoning behind current practices.

¢ Relevance of Past Guidelines: Understanding the applicability of different versions of the
guidelines is crucial, especially when analyzing past projects or decisions. PY tackles this
by linking projects in its database to the version of the guidelines in effect at the time.
This ensures clarity and accountability when reviewing past actions or decisions.

e Limits of Documentation: While the guidelines aim to be comprehensive, they cannot
encapsulate every rationale or detail behind past versions. PY fosters an open
communication culture where long-standing staff are encouraged to share their
experiences and insights with newer members or external parties. This approach helps
fill gaps not covered by formal documentation and ensures a richer, more nuanced
understanding of the organization's practices and decisions.

BY ENSURING A STRUCTURED APPROVAL PROCESS,
TRANSPARENT ~ COMMUNICATION OF CHANGES, AND
RESPONSIBLE ARCHIVING OF PREVIOUS VERSIONS, PEACE BY
YOUTH  MAINTAINS ROBUST PROGRAM  MANAGEMENT
GUIDELINES THAT SERVE AS A VALUABLE RESOURCE FOR THE
ORGANIZATION'S CONTINUOUS IMPROVEMENT AND
ACCOUNTABILITY,



