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Preamble
The year is 2004. In Hungary, 1 million people – 10% of the population - live in poor areas. The country’s
newly acquired EU status and substantial inputs of funds into development did not impede the widening
territorial inequalities. These inequalities are most salient at micro-regional level, where the most severe
social, economic and infrastructural types of disadvantages are apparent in multiple forms. In
particular, as in other CEE countries, Hungary has seen growing territorial segregation of vulnerable
groups such as Roma since the early 1990s. The Government of Hungary recognized that developing
such areas and reducing territorial disadvantages is a complex challenge and requires a multifaceted
solution. At that time, they set the task of developing a model programme for tackling the problems at
micro-regional level, and asked UNDP to provide advice, knowledge and assistance in connecting the
resources which are needed to ensure that prosperity is shared by all, including the people of the
Cserehat.
For the last five years, the Cserehat Programme produced success stories in 90% of the 120 local
communities in the Cserehat geographical region in Hungary where it was implemented. The
Programme also helped to develop the capacities of national authorities to implement integrated
development paradigm addressing area-based development challenges related to social exclusion, and
the Hungarian Government has used the programme model to establish and apply a seven-year national
programme to alleviating poverty in the 33 most disadvantaged micro-regions in Hungary.
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Hungary at a glance

Country in the Carpathian Basin in Central Europe.
Member of EU, NATO, OECD and Visegrad 4, and is a
Schengen state.
2

Territory – 93,030 km ; Capital – Budapest
1
2
Population : 10,13 million; 95% Hungarian, 2% Roma , 3%
others
Rate of urbanization – 68%
3

Development
rd
Human Development Index – 0.879 (out 43 to 182)
GDP/capita (PPP USD) – 18,400
4
Unemployment rate : 10,5%

Legend: Green – European Union; Dark green –
Hungary

5

Administrative divisions since 1994 (NUTS Levels)
Level 1 – 3 divisions
Level 2 – 7 regions
Level 3 – 20 counties
Level 4 – 174 micro-regions
Level 5 – 3100 local self-governments
History
2004 – Member of the European Union
1989 – Republic of Hungary, parliamentary democracy
1956 – Revolution
1949 – 1989 People’s republic of Hungary, communist
state
1941 – 1945 Hungary in World War II
1920 – Treaty of Trianon. Dismemberment of 2/3 of the
country
1700 – 1918 Austrian-Hungarian empire
1526 – 1669 Ottoman wars
895 – 1526 Medieval Hungarian Kingdom

Neighboring countries and NUTS 3 regions in Hungary

1

2009, Hungarian Central Statistic Office
Roma population: 2% (census), 6-11% (estimation)
3
2009, UNDP Human Development Report
4
2009 Q4, Hungarian Central Statistic Office
5
Nomenclature of Territorial Units for Statistics – NUTS statistical regions of the EU
2
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Why read this study
This study is intended to contribute with practical experience
to the discourse and practice of colleagues and other
professionals in the field of capacity development and areabased (ABD) programmes for social inclusion.
It was written to share the lessons learnt from the
implementation of the Cserehat Programme in Hungary that
was designed to explore how to move from a conventional
approach to one focused on capacity development as a driving
force to address complex global challenges at the local level,
and to protect society’s most vulnerable. It also focused on
how such an approach has been scaled up and what it might
imply for national and EU policies.

“I Keep six honest serving-men
(They taught me all I knew)
Their names are What and Where
and When
And How and Why and Who
I send them over land and sea
I send them east and west
But after they have worked for me
I give them all a rest...”
(Rudyard Kipling,
1902)

The overarching question underpinning the study and the process it addresses is:

Have you ever wondered why certain local communities perform better than others and
how this phenomenon affects territorial disparities?

Following the above question, the Cserehat Programme’s methodology challenges two conventional
assumptions: The first assumption is that the poor and vulnerable have no ideas and concepts about
development, and that it is possible simply to ignore their contribution to planning and implementation
and to replace it with the knowledge and decision of others about their needs and opportunities. The
attitude is well shown by the use of the term ‘local target group’ rather than ‘local actors’. It implies that
development is done to the people rather than by and with them. The programme asked:


Why should we take all local communities into account as actors in area based development and
how to deal with it?

The other assumption is that mainstream economic development is the only or most important driving
force for eliminating territorial disparities. The programme posed an alternative question:


Can the endogenous resources and the people’s energy be mobilized to create sustainable
livelihoods in areas of poverty, and can this process also brings the territory closer, at the end, to
mainstream development?
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Following Kipling’s ‘six serving-men’, this study based on the Cserehat Programme may offer also a
response to the following questions:


What is special in the principles and phases of this programme and what is the route from
mobilization through organization to integration?



Where does this process work efficiently?



When, and for how long, is intensive intervention by outsiders needed?



How are ‘process’ and ‘project’ related in area-based development? How can we get from a
wish-list to action and from an action to plan, and why in this order? How to make a territory
visible, how to increase its competitiveness and absorption, and how to facilitate all needed
changes in complexity?



Why is this approach timely, and



Who are the stakeholders?

The study discusses the reasoning behind these questions and elaborates upon them in more detail.
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The story we want to share….
One of the newly hired community Coaches visited the Roma-row6 in Alsovadasz village at the start of
the Cserehat Programme in January 2006. The local mayor did not know who, if anyone was the leader
on the Roma-row, where 500 people lived. The Coach went to the Roma row, but all doors were shut
tight: she could not talk to anybody. But she did not give up. Trust was slowly built, and she was able to
start doing her job. Some months later, the people from the row got together because they realized
during discussions with the Coach that they had a common dream - to clean up the row and develop a
small park for themselves. For the first time in their life, they drew up a plan. Ninety people took part in
the project, financed by the Programme, including about thirty young adults who had never had working
experience.
All the trees planted in the new park have flourished. But this story is not about the trees. The real
achievement was the new sense of ownership: people took their own lives into their hands. The external
Coach finished her job two years later, but the local actions did not run down. The ‘self-help group’
reconstructed most of the houses on the row with technical help from the local self-government. Fifteen
persons joined vocational training and twelve men have found jobs in local community enterprises. Eight
teenagers stopped using adhesive as a drug and are persuading their friends also to stop. The
community has elected a leader to participate in local decision-making. They take an intensive part in
development programmes for job-creation, for example in a project that runs in seven villages: local
Roma have built, and operate a local family center for training of parents and integration of poor
children. If they have any need or idea to share, they turn to the “Cserehat” development network or
the Social Development Service Centre, and keep contact with the wider world through the Cserehat
Roma News Agency, all of which were established by locals in the frame of the Programme.

Connecting people is the first measure of inclusion – Roma
community meeting in Cserehat

Since the political change in 1990, territorial
and social inequality in Hungary and some
other parts of Central Europe has increased,
despite the development funds and efforts
devised by the EU and national governments.
Poverty is increasing in some regions, while
others, which are more aligned to answer
actual development challenges, are able to
take advantage of the internal and external
opportunities that are offered in order to
prosper.

One of the regions falling behind in 2004 was
the Cserehat, situated in the economically
depressed north eastern part of Hungary. With a population of over 100,000, the region suffers from
unemployment that runs as high as 50 per cent in some areas. Many of its inhabitants belong to
6

Roma part of town, from the Hungarian cigánysór, representing typically a row of homes on a street almost exclusively populated by Roma
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minority groups, particularly the Roma, who find it impossible to escape a debilitating cycle of poverty,
exclusion and discrimination. But the region has potential to ensure good quality livelihood to people
who live there. The challenge is to implant the knowledge and know-how that can enable the region to
develop.
In November 2004, the Government of Hungary and the United Nations Development Programme
launched the Cserehat Programme. The total endowment of the programme was $2.8 million, which has
been distributed over the course of five years. The programme’s funding was not large in comparison
with other initiatives. What made the Cserehat Programme unique is not the money, but the approach
in line with the integrated development paradigm and instruments of social capital mobilization.
From an area-based aspect the socio-economic development challenges and also the disregarded local
environmental, social and economic resources are ‘all in one place’. This complexity makes it necessary
to apply an integrated, innovative and flexible approach that covers a range of issues – everything from
empowering disadvantaged communities, employment generation, environmental sustainability, gender
equality to confronting prejudice – to name but a few. But real local development progress takes place
only when the local community is actively involved in development. Thus the Cserehat Programme
invested in development not simply by providing funds but by expanding people’s knowledge and skills.
The formula of the Cserehat Programme is simple and comprehensive, from identifying a programme
area to the final localization of the initiative7. It consists of the following steps:

The formula of the Cserehat Programme


Identify an Area having the problem of territorial exclusion and suitable in size for
solving it through a programme-frame



Put in place an Animator and Team whose job is to work with all the relevant
stakeholders and the local community in order to make things happen



Implement an integrated area-based Capacity Development Process



Generate future Actions, Projects and Plans (in this sequence), which call upon the
resources of all relevant stakeholders, including the poor and vulnerable



Create a structure for effective Partnership between the different actors, and



Ensure that the process is “localized” by pursuing the programme over a period of
time

7

Dower, M., Marczis, M., 2005. Rural Development in Europe, Ministry of Agriculture and Rural Development in Hungary,
LEADER+ Handbook.
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Development tools:
The Cserehat Programme promoted integrated development employing natural, human and economic
resources through the introduction and implementation of some complex development tools, namely:
the process of community coaching and global-grant (lump sum) scheme to mobilize and empower poor
people and endogenous resources at the local level; mapping local partners and ideas in line with
partnership building; mentorship provided to vulnerable groups such as Roma on their road from selfhelp to social enterprise and job creation; Resource Centre for Social Development as a local focal point
for organizing complex development performance; seed-grant scheme to generate and implement
locally-owned development and advocacy to which the local project owners successfully absorbed over
$5 million public funds from EU and other sources; and the inclusive planning process with participation
of vulnerable groups to reconcile public, private and civil interests into a common development action
plan approved by the local communities and the national authorities too.
The Cserehat Programme was also intended to serve as a model. The programme’s solutions have been
pursued into the national programme set up by the government for the elimination of area based
poverty, the LDMR programme (Least Developed Micro Regions) in Hungary. On the one side the LDMR
Programme extended the integrated development approach to the other poor areas in the country and
on the other side the national programme provided technical assistance and a $40 million fund, covered
from EU funds and the national budget, in order to scale up the development process in Cserehat
through implementation of the approved seven-year local development action plan.
The 5-year Cserehat Programme shows the success of the “formula” in stories like the above, and in the
fact that the outsider “animators” were able to withdraw slowly from the process, because the local
people became capable of being an active agent of change in their own lives.
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The context of the Cserehat Programme
In order to understand the context in which the Cserehat as a territory and as a programme is situated,
it is necessary to briefly describe the phenomenon of increasing territorial disparities in Europe in the
last decade, and the widening sub-national disparities in poverty and exclusion in Hungary and the
region. These persisting disparities, characterized by the territorial concentration of Roma in poor areas
on the one hand, and the opportunities arising with EU membership on the other, form the main nexus
on which the Cserehat Programme was premised.

Increasing territorial disparities in Europe
With the accession of new EU member states to full membership, there was a growing realization that a
new developmental challenge is at hand. Area-based poverty and exclusion, cropping up in geographical
patches and showing signs of complex developmental disadvantages, often steadily growing, were
previously unknown phenomena to the EU 15. Whereas on average, poverty in Europe (and the CIS) is
less than in other regions, poverty cropping up in geographical patches is as deep and widespread as it is
manifested in other poorer regions, and many countries face this new type of sub-national/rural
development challenge since early 1990s8. Where high percentages of Roma population live in a region,
these phenomena are closely related to the growing concentration of the Roma population, and to
serious segregation arising as a result of either spontaneous procedures or disputable decisions taken in
the poor areas.
Rural poverty was recognized as a particularly important aspect of European poverty, in the first
comprehensive study commissioned by the DG Employment, Social Affairs and Equal Opportunities in
2008, noting the increasing territorial disparities within the EU9. In the recently enlarged Europe,
90 percent of the territory is rural, and more than half of the total population lives in rural areas. Most
of these areas are visibly lagging behind urban metropolises, and the trend continues, with rural poverty
being a growing threat to people in rural areas in Central and Eastern Europe and parts of Southern
Europe.

Growing territorial inequalities in Hungary
In line with this regional trend, Hungarian poverty is also significantly concentrated in small
communities, with nearly 50% of people living in poverty today live in villages. This is connected to, on
the one hand, the socio-economic restructuring underpinning the transition process to capitalism
(privatizing or closing of factories and agricultural ‘kolhozy’ from the outset of the transition, leaving the
unskilled and less mobile ‘trapped’ in rural regions); and on the other, to the national development
policy and regional development efforts, and strategies concerning the pre-accession funds likewise,

8

FAO Regional Office for Europe and the CIS, 2004. The state of food and agriculture in the region: focus on rural poverty
http://www.fao.org/DOCREP/MEETING/008/J1961E/J1961E00.HTM#P37_6583
9
DG Employment, Social Affairs and Equal Opportunities, 2008. Study on Poverty and Social Exclusion in Rural Areas
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which were focused on urban centers and macro-economic development, in the belief that the macro
benefits will trickle down to local populations—that ‘the heat of the locomotive will drag all the others.’
Instead of this, what better describes the economic, social, political and spatial processes, and the lack
of capacity development approach, is that the pre-accession process in Hungary went through the
country like a high-speed train, which the ”slower” people could not catch, thus increasing the
difference between rich and poor territories and people. The social and economic policy of targeted
social protection, conceived as temporary, turned out a long-lasting measure, as people in poor and
peripheral regions were not absorbed into mainstream economic development. More than that, in
addition to losing the chance to create small-scale development initiatives or to bring sustainable
income, their dependence on government aid produced even deeper poverty in the following
generations because of moral breakdown in communities and a psychological crisis among individuals
and families, combined with increasing discrimination and segregation within the wider community.

Territorial concentration of Roma in poor areas
This bears close relation to the territorial concentrations of Roma communities across Hungary. Similarly
to other Central-Eastern European countries where many Roma live, in Hungary the territorial
concentration of the Roma coincides with severe segregation in the poor, peripheral micro-regions.
More than 50 per cent of the Roma live within15 per cent of the Hungarian territory10, mainly in remote
rural areas in north and east Hungary, which since the early 1990s have recorded the lowest rates of
permanent employment in the country. A government report of 200611 summarised the problem like
this

“Due to the negative changes, the competitive individuals and families moved out from the
depressed areas and their place was taken by the poor and Roma. Regarding to these
statements parallel to each other, the rate of the Roma and the segregation is markedly
growing in the concerned areas predictably with a measure of 20 percent within the next 20
years.”

The two tables below illustrate the relation between the declining economic situation and increasing
Roma population on NUTS 2 sub-national level in Hungary. The first table shows the increasing subnational differences in employment, while the second is about the number and proportion of Roma in
the same regions.

10

Csapó, Cs., T., 2008.Territorial and social characterization of the Hungarian Roma population
Törzsök, E., Kállai, E., 2007. To be Roma in Hungary- Report, Evaluation of the 2002-2006 governmental period in
consideration of the Roma population http://www.ahet.ro/dossziek/nemzetpolitika---kisebbsegpolitika/ciganynak-lennimagyarorszagon-1242-101.html
11
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Employment rate in the seven regions of Hungary (Cserehat is part of Northern Hungary) 12
Year

1980

1990

1996

2001

Eastern Hungary

44,7

40,7

29,2

30,0

Northern Hungary

45,9

42,1

29,3

30,4

Southern Transdanubia

47,1

43,1

32,7

33,9

Southern Great Plain

46,9

43,1

34,1

34,2

Central Transdanubia

48,1

45,1

35,9

39,7

Central Hungary

49,5

45,4

36,9

40,6

Western Transdanubia

47,1

44,7

39,7

41,5

Altogether

47,3

43,6

34,2

36,2

Region

Source: National Employment Foundation (OFA), 2002. “Employment and unemployment”

Roma population in the NUTS2 regions of Hungary13
Number of Roma inhabitants

Proportion of the Hungarian
Roma population (%)

1971

1993

2003

1971

1993

2003

Northern Hungary

65,000

114,000

183,000

20,4

24,3

32,1

Eastern Hungary

74,000

93,000

112,000

23,0

19,8

19,7

Southern Transdanubia

64,000

107,000

100,000

20,0

22,8

17,5

Central Hungary

61,000

85,000

101,000

16,0

15,2

14,8

Southern Great Plain

51,000

56,000

54,000

16,0

12,0

9,4

Western Hungary

5,000

13,000

20,000

1,4

2,9

3,5

Altogether

320,000

468,000

570,000

100

100

100

Year
Region

Source: Csapó, Cs., T., 2008. Territorial and social characterization of the Hungarian Roma population
12
13

http://konyvtar.ksh.hu/kiadvanyok/Foglalkoztatottsag_es_munkanelkuliseg/ofa1/text.html
http://www.tki.pte.hu/rom/dok/sal/Tibor_Cserti_Csapo_Territorial_sociology.doc
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Analysis of area-based poverty and disadvantage in Hungary
Available data clearly shows the increasing sub-national differences in employment, with a clear
divergence between the East and the West part of the country, and a high concentration of Roma in the
NUTS 2 regions with lowest employment levels (Northern and Eastern Hungary, the former of which
hosts the Cserehat region). As academics and policy-makers recognized already in the early 2000s, given
the spatial characteristics of poverty and underdevelopment, a geographical approach and indicators at
the level of NUTS 4 (i.e. the 174 micro-regions, where the inequalities seemed to be the most salient)
was needed.
In 2002, the Central Statistical Office in cooperation with the Hungarian Academy of Research identified
5 categories of micro-regions, classified by reference to a Human Development Index (HDI) - Dynamic,
Developing, Upward, Stationary and Declining14. The analyses provided a much clearer picture of
territorial disparities than any earlier analyses, and made it possible to clarify the area-based
characteristics of poverty in Hungary, shedding light on the reasons on the micro-region level. The four
main categories of problems, identified in the EU study referenced above - demography, remoteness,
education and the labor market - are clearly traceable in those ‘declining’ micro-regions which exhibit
cumulative disadvantages, clustered in the Eastern part of the country. The spatial correlation between
the stationary/declining areas and the concentration of Roma population is clearly visible.

The ‘declining’ micro-regions in Hungary are geographically characterized by:






the high number of small, traditionally less-integrated local communities
diverse geographical features
local urban centre which is distant or weak for different reasons (such as their history
or local economic crises)
isolated situation, for example in the mountains
peripheral geographic location, such as a national or county border.

14

This Index was based on a set of special indicators, including the proportion of foreign-owned enterprises; number of SMEs; household
income estimated from personal income tax files, unemployment rate, number of Roma, net migration, number of telephone subscriptions,
number of cars, number of local grassroots etc.
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This “bad” territorial situation can have adverse long term consequences for people and for the
economy. Together, these consequences can create a ‘vicious cycle’, in which the geographical situation,
the people and the economy react on each other to cause further decline. For example, low levels of
qualification and of working skills in the local population will make an area less interesting to potential
investors, which in turn will impede the economic development of the area.

The consequences of this ‘vicious cycle’ for the people who live in these areas may include:










out-migration or dependence on government aid
low qualification and working skills
increasing health and family problems (including problems with drugs and alcohol)
loss of ‘local knowledge’ and ‘life-management’ skills
growing feeling of exclusion and discrimination
increase in the number of vulnerable people.
low level of social organization
increasing criminality including usury
as a result of these effects, a loss of self-confidence and of trust in future perspectives, low
ambition, inactivity and depression, which together form a special ‘losership’ attitude

The consequences for the economy may include:










lack of interest among potential investors
extremely high unemployment rates
out-migration of skilled workers
lack of development capability among stakeholders
creating serious social and economic problems in the area
weakness in infrastructure, services and institutions
limited access to information
low or negative visibility of the area
lack of ability to absorb and apply support from government and EU (see below).

Lack of capacities in poor areas to use opportunities of EU membership
One of the most defining and impeding features defining these micro-regions was their lack of capacity
to use the opportunities of EU membership. While Hungary’s accession to the EU in 2004 opened up
new development opportunities, with the influx of funds made available through different programmes,
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these funds “practically did not reach” the most disadvantaged areas in the first two years (2004-2005),
as the first report and analyses concluded in 200515.
The map below shows the volume (by broad categories) of EU-related public funds absorbed in the
2004-5 period by each NUTS 4 micro-region. The stationary and declining micro-regions (from the earlier
map) are shown by green dots (stationary regions) and blue dots (declining regions). It will be seen that
two-thirds of these regions gained no benefit from these funds during that period.

The analysis indicates that urban centres and dynamic micro-regions were able to make full use of the
EU funds, while most of the poor territories could not participate in this competition for funds because
they lacked the capacity to initiate projects. The result was increased disparity between the richest and
poorest territories. This disparity presents the challenge which is at the heart of the Cserehat
Programme.
Summarizing the above, the phenomenon of the increasing territorial disparities in Hungary and the
other Central European countries seems to be related to the political and economic devaluation of
peripheral territories, inability among decision-makers to conceive of an approach based on “small
scale” social-economic development and the lack of collective energy and ability to act at local level,
particularly among the poor and vulnerable:
In order to benefit from EU funds, the applicants have to play an active role, to possess the necessary
development attitude and skills, to join development processes and to conceive projects. They need
capacities that make them able to know the ‘language’ and ‘communicate’ with the funding processes.
They must find consortium partners, experts to compile project documents, and have the financial
assets to comply with the procedures and management skills to implement projects after winning funds.
They need the knowledge of systematic thinking and discipline, organizational capacity and leadership

15

Dr. Becskehazi, A., First conclusions of implementation of the First National Development Plan, Economic development –
Absortion capacity 2004-2005, PROMEI, 2005.
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skill to join and hold together such initiatives, i.e. forging a developmentally active area-based
community.
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The Cserehat Programme
Complex challenges in the Cserehat – a region left behind
The Cserehat region is a prime example of the regions affected by the area-based poverty that is
described above. It lies within the least developed part of Hungary, one of the poorest regions of the
expanded European Union.

Its main characteristics are:


A hilly rural area with varied geographical surface, not favorable for intensive agricultural
production and not appealing enough for mainstream industrial investment



Location in a peripheral situation in North-Eastern Hungary, on the border with Slovakia.



About 100,000 inhabitants, who live in 6 small and under-developed towns and more than one
hundred tiny villages



Poor social and physical infrastructure, most of the communities being far from urban services
and from industrial or commercial centres
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Reflecting the correlation between poverty, exclusion and higher birth rates which is found
worldwide, the population ratio of the 14-18 years-olds in the most vunerable Roma
communities in Cserehat exceeds 80%16.

The Cserehat Programme Document draws up the situation assessment – including the background and
source of the accumulated disadvantages:


The social and economic decline of the region began in the 1870s, when industrialization in the
country, including the modernization of agriculture, prompted massive and continuous outmigration from such remote rural regions. Later, changes in national borders after the First
World War cut the region from its traditional industrial, service and cultural centers. The
Cserehat became isolated, where the difficulties were only eased when the Schengen border
was opened in 2008.



Despite receiving social subsidies from the government, the Cserehat did not benefit from the
development that prosperous micro-regions enjoyed during the pre-accession period. The
unemployment rate was three times higher than the national average, and has been constant
since 1992 at around 33%, of which four-fifths is in long-term unemployment.



The villages show a diverse population pattern. Some have an ageing population, due to outmigration of young people. Others have a rapidly growing Roma population, with a high
proportion of young people, much affected by social exclusion. The Situation Analyses
calculated that 20% of Cserehat’s population belongs to vulnerable groups, particularly the
Roma. Contributing to this average are about 20 villages with over 80% Roma inhabitants.



The public services in most of villages were very limited. There was no facility to meet special
educational needs, no training facilities for adults outside of the school system.
Entrepreneurship and local grassroots were lacking in close relation to the low level of social
organization and development ownership. Only three villages had institutional internet
connection, many schools have no computers and only seven places had telecottages providing
free internet access for the communities.

But the Cserehat, like all similar areas, has potential assets. It contains idyllic landscapes, with wild rivers
and pristine biodiversity. Its location is such that it could become a bridge between the centres of
Miskolc (Hungary) and Košice (Slovakia). Local knowledge in animal husbandry and land-use stewardship
could form the basis of innovative local products and services.
An approach based on these and other endogenous assets is also reflected in the thinking of the
PREPARE Group17:

16

Dr. Molnar, Judit, 2008. Socio-geographical analyses of vulnerable groups living in geographical and social peripheries in tiny
villages in the Cserehat geographical area, University of Miskolc
17

Vision of the PREPARE (Pre-Accession Partnership for Rural Europe, network of local development
professionals), 2004
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“Collectively, these areas and their communities gain their full potential, not as marginal or subsidiary to
the mainstream of European or global life, but as full and vital contributors to the social, economic,
cultural and environmental needs of the European and global community, through offering potentially: a
high-quality environment for living; space and facilities for highly varied recreation; production and
processing of food, timber and other resources, including renewable energy, with long-term security in
supply of these resources; small businesses of all kinds, including high-tech, crafts, manufacturing and
added-value firms, environmental products and services; management and safeguarding of the
environment; conservation or rediscovery of traditions.”
The challenge in the Cserehat was to overcome the strong social depression, and to implant a new
attitude, knowledge and know-how that can increase the development capacity of the region. Where to
start, and how to enable local people to benefit not only from the support offered by the central
government and the EU but also from their own local assets, resources and opportunities, are two of the
key questions the Cserehat Programme offers an answer to.

Laying the groundwork
In 2003, in assessing the problem of increasing area-based poverty and exclusion, the Hungarian
government recognised the need for new programmes to eliminate territorial disparities. It decided to
start with a model programme in the poorest of the poor, the Cserehat geographical region.
The National Parliament approved the budget for a ‘special programme’. The Government Office for
Equal Opportunities then set up a task force to prepare a situation assessment. At the same time, they
asked UNDP to contribute its substantive expertise in poverty reduction. The agreement between the
Government and the UNDP Regional Centre for Europe and
the CIS was signed in October 2004. This agreement was
made at policy level, but a quite long mediation process was
needed in order to build the necessary partnership at expert
The process would give the first
level.
responsibility to local people,
Giving fish or giving net. The key experts in the Ministry,
mainly Hungarian academics representing the conventional
development school, took a clear top-down view of the
process that should be pursued. They suggested that, on the
basis of the prepared situation assessment, the government
should spend the agreed programme budget on a deeper
sociological analysis on poverty and for improvements in the
Cserehat, referring to a ‘wish-list’ which was prepared by the
local mayors and which focused mainly on building
reconstruction; and that the government should establish a
much bigger fund for infrastructural development in the next
year.

seeking to develop the
capability of all local actors to
build on endogenous resources
and use the whole process and
a part of the programme
budget as seed grant to absorb
external funds more
successfully in the future.
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This proposal was very far from the approach of the Ministry and the involved UNDP expert, whose aim
was to design and implement a complex capacity development process in the Cserehat.
After much discussion, the partners agreed on the capacity development approach, and the Cserehat
Programme Document was completed and signed by the partners in August 2005. Implementation
started the following month.

Strategy for area-based capacity development
The Cserehat Programme, launched by the Ministry of Social Affairs and Labour (SZMM) of Hungary and
the UNDP Regional Centre for Europe and the CIS, aimed to reduce the Cserehat region’s geographic
disadvantages by building new area based capacities trough


Supporting the region in a complex way to progress that links sustainable economic
development, protection of the environment and social justice



Enhancing people’s capability, increasing their
competiveness and advancing them to utilize the local
potential and improve the accessibility of the region

Programme principles
The strategy which guides the Cserehat Programme is not a
conventional plan with full details of all projects. Rather, it is a
frame appointed by the principles, to be filled out and
adapted as local people bring forward ideas, actions and
projects, as networks and organizations emerge and make
their contribution and as the Programme Steering Committee
approves expenditures.18

As researches analyzing the
programme have
summarized, the Cserehat
Programme’s novelty, and
the way it differs from stateled efforts, is its alignment
with the integrated
development paradigm, in
placing mobilization of
social capital at the center
of developmental efforts,
and in giving poor people
and their ideas about the
future voice and visibility

Participation. Real progress takes place only when the local
community is actively involved in development. Thus the
Cserehat programme invested in people not simply by
providing funds, but also by expanding people’s knowledge,
skills and ownership of the process. One cannot to achieve development goals by simply transferring
money: there must be capacity at the local level to absorb that money and use it effectively.

18

Horvath, A. – Cartwright, A., Sustainability of acquired capacities - Case Study of a Development Programme in Northern
Hungary, Submitted to the Central European University Department of Public Policy, 2007; and Umut Korkut, ‘A Critical Review
on Rural Development in Hungary: the Cserehát Programme’, (available at www.colbud.hu)
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Motivation and commitment. In order to ensure local participation, people need to feel motivated and
committed to the goals of development. To spur motivation, the Cserehat programme utilized external
coaches in every one of the Cserehat geographical-cultural sub-areas, following international practice.
Each Coach worked together with 15-18 communities for two years, after which people are able to
continue with their own initiatives.
Everyone’s development. Local development must be inclusive. It is for everyone in a community, and
should involve everyone, including the most vulnerable. Everyone can have ideas, everyone can
contribute. The mission is to create the capacity of locals to transform their perceived needs into
projects. Experts should not tell people how to live, or what to do. Learning is an interaction among
equals.
Strengthening communication. In order to be effective, people need to convey development knowledge
to others who need it. For this purpose, the programme has established a Resource Centre for Social
Development that serves as an information and coordination hub for communicating ‘best practices’ to
other parts of the region. The agency can bring in helpful partners, and enable people and organizations
in and outside the region to communicate with each other.
Synergies with national planning: People in the region have submitted over 300 projects. Programme
managers have picked the best ideas and development partners, and they have commenced the
planning process involving local communities. Because of these initiatives, the region has a good chance
of accessing EU funds for 2007-2013.
Social organization. Each community will function better if it is well organized. The level of social
organization is related to the life quality and the economic potential of communities too.
An external agency is needed, in order to build up motivation and all other missing capacities.
Independent “eyes and ears” are needed in order to energize development thinking.
Smaller is better. Since Coaches have been focusing on a few micro-regions, projects remain small and
close to the people who ‘own’ and benefit from them.
Investing in prosperity. Traditionally, the poorest people have the greatest difficulty in receiving funds
because they lack the resources to put up co-funding. To address this problem, the Cserehat Programme
allocated a fund worth $700 000 to supplement the resources of the poorest localities for larger projects
drawn up with community participation. These resources helped to attract more than seven times more
funds to the region in the years of 2008-2010.

Approach to a complex development process
The Programme offered a broad conceptual model which addresses some of the complexities faced by
those involved in development. These complexities lie in the variety of local needs, the multiplicity of
people and organizations, the complex pattern of public bodies and the fact that area-based
development is both top-down and bottom-up in character, calling upon the resources of government
and the energy of the people.
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The Programme pillars that have been implemented in the Cserehat Programme are funded on the areabased development approach. It means the Cserehat, as the target area, is considered in the Programme
as a social and economic whole, comprising people, nature and other resources and know-how.
The intermediate objectives of the programme were to:


promote a synergic and integrated development approach in the Cserehat



mobilize and enhance the value of endogenous resources and initiatives of the region



empower local communities and partnerships in drawing up and implementing local
development actions, projects and strategy suited to the area’s specific needs, and



ensure sustainable development including sustainability of the programme results



connect people and initiatives through networking within the region and connect the
region to the wider world

The challenge is to reach an agreement, among these many
interests, on the problems and on the solutions; and to find a
way to harness the resources and energies of relevant bodies
to coherent and integrated development actions and process.

Projects form parts of this process. They are
tools for learning, visible small successes
leading to larger ones, elements in an
integrated development process which
embraces people, economy and environment.

Why focus on the process? The Cserehat Programme has
included a total of 114 projects. But its focus was on
developing capacities through an integrated area-based
development process rather than on financing and managing detached projects.

Local development action is not sustainable if it is not ‘owned’ by the local people. But communities in
depressed territories are not motivated to take initiative, to act and to learn, and so they do not respond
to development opportunities. That is why a complex process of capacity development is needed in
disadvantaged areas, in order to encourage and enable people to act together in order to improve their
own lives. The primary outcome of this process is the communal desire and capacity to act, the ability to
mobilize resources and to localize
the development.
This double ‘pyramid’ shows the
external capacity development
process area based. Please, read
from top to down.
The first and most intensive step of
the external “Programme” is to
provide know-how and fund
(global grant) parallel with large
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external human investment into local mobilization. In the next phase it is primary to generate
partnerships and access the stakeholders to the necessary information. ‘Learning by doing’ process to
improve the development knowledge is the third key stage. Next is technical assistance to the ‘flagships’
of the local development cooperation, while the local’s involvement has been more intensive than the
external one. Finally, on the bottom line, to localize sustainable development in that appropriate
moment, while the necessary self-confidence and trust to ‘act’ has been built in the local community.
The single ‘pyramid’ shows the results of the capacity
development process on local level. Please, read from
the bottom to up.
The built self-confidence of community members and
trust within members of the community is basic to the
necessary cooperation that will help locals to get the
development knowledge and skills. And this knowledge
helps them to reach and use appropriate information to
access know-how and absorb external funds to
development.
Concluding this second ’pyramid’, the biggest need of disadvantaged communities is to strengthen local
cohesion. Development should start from re-building trust. The key challenge in this capacity
development process is to help local communities to understand that the first thing they need is not
funds for development, but their own ownership and willingness to act.

Programme pillars
Local animation
During the first 2-year period of the programme, ten
community Coaches from outside the region worked with
communities in Cserehat’s 10 micro-areas (each about 10-15
neighbouring communities) defined within the programme. The
Coaches, who all had experience in local animation and
integrated local development, mobilized local people including
excluded groups to take part in thinking about their communal
needs and the actions that might be taken to meet those
needs.
This process of local mobilization awakened people’s hidden
self-confidence, brought many new local development actions
and project ideas to the surface, and helped local people realise
the importance of creating partnerships. At the same time, it
gave hands-on experience in the demanding techniques of
project identification and management to those who had never
before been exposed to such processes. By involving them in
planning, decision-making, and project implementation, it

Local mobilization and community
building were not ends in
themselves, but the necessary
means to achieve the programme’s
over-arching goals.
The Coaches were the agents
bringing information and know-how
to local people on the technicalities
of project thinking, planning and
implementation.
In many instances, this know-how
could not have been imparted
without reconciling diverging public,
private and civil interests, guiding
and encouraging people on tracks
they have never taken before.
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served to build people’s motivation, self-esteem and sense of empowerment.

The community Coaches had to integrate themselves into the communities as trustworthy agents by
finding contact points on the ground. Having found a circle of potential local activists, they had to turn
these into active development groups who had all necessary means for cooperation – beginning with
trust – and who could respond to what the programme had to offer. Finally, the Coaches could step out
of the community, leaving behind a group of ‘burning spirits’ or local opinion leaders – effectively, a new
local development elite group - who could take their place of the Coaches and who could hold together
and motivate the ‘development-active’ community over the long run.

Resource Centre for Social Development
The Resource Centre for Social Development (RCSD) was established in the first programme phase, in
order to support the complex development process in the Cserehat and to act as a focal point for the
Cserehat development network. The RCSD coordinated the activities of the network of the 10 Coaches,
provided mentorship to activities of the self-help groups in the most under-developed communities, and
served as a communication link between the area and the national and international development
programmes. It assisted in designing projects, preparing applications and managing projects, all based
on locally initiated ideas. It facilitated the creation of programmes and large-scale projects, in order to
attract external funds for the development work.
In its initial operation, the centre was supported by four years of external development input provided
by the UNDP Programme Implementation Unit. Shifting to internal management, in 2008, the RCSD was
registered as a formal local development organisation, in order to provide continuity of leadership in the
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development process beyond the timescale of the Programme. From the end of the programme period
(December 2010), the RCSD performed the on-going programme management function, and at present
continues the process of local mobilization, mentoring and consultancy to assist the accomplishment of
the supported projects, thus ensuring the sustainability of results achieved in the UNDP Cserehat
Programme after its completion.
In an interview given to the Cserehat Roma News Agency on the end of 2009, Mr. Balazs Dernei,
Manager of the RCSD said:
Mapping partners and ideas. The Coaches and the Resource Centre for Social Development team
“We are at a significant milestone, stepping into the closing stage of the UNDP Cserehat
Programme. This is not sad because the whole Programme was about initiating and getting a
certain process going, and slowly the outside stakeholders would withdraw from it. This could
be done only after our team, we, local professionals have adapted the suitable methods and the
local communities and institutions get to the point of becoming capable of independent
development and advocating their own interests. The fact that we are at this point now shows
the success of the Cserehat Programme.”

worked with a small but important additional development tool: the map of partners and initiatives. The
‘partner map’ is a register of the active people and organizations in the target communities, and their
development ideas and skills.
In the Cserehat Programme this map contributed to compensation of the lack of connection between
locals in the first years and it was used as a collective information pool by the whole programme team
and the local stakeholders for the entire program period. It was instrumental in supporting interestbased partnership building, networking, planning, and at the same time it was used as a measure to
discern how the communication and interaction between the local stakeholders and external developers
is extending.

Global Grant Scheme – Learning by Doing
The first grant scheme for financing local actions and micro-projects in the Cserehat had a limit of
between $2,500 and $10,000 per project. The aim of the relatively small grant was to achieve local
development, while also building the capacity of local communities to prepare formal applications and
to implement an action or project. For this reason, the micro-projects are referred to as ‘learning
projects’.
These learning projects helped partners to find one another, to learn how to build a project and how to
implement it, and to understand the elements of financial accounting. This happened successfully, and
grant scheme proved sufficient to implement 99 micro-projects in small communities, even in excluded
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or vulnerable groups which had never before been involved in obtaining funds and managing projects,
such as the Roma women’s group in Homrogd village who ran a training course on house-keeping and
family budgeting, or the park project on the Roma row in the village of Alsovadasz which was described
in the preamble of this study.
There were two critical factors for the success of the scheme.
Firstly, the availability of coaching and technical assistance from the RCSD was essential, as
without which these communities would not have been able to manage the process.
Accurate accounting and well-planned spending proved to be particularly challenging for
local communities with no experience in such matters.
No less important was the structure of the calls. The call for applications contained rules
which favoured groups living in the most disadvantaged communities, who had no
experience in development processes1. Applications under this global grant scheme came
mainly from small communities with Roma inhabitants. Of the 99 projects that were
implemented, 47 had Roma beneficiaries or Roma partners. 70% of these Roma-related
applications were drafted in co-operation with the Coaches, again pointing to the
importance of mobilization and external assistance.

From growing action to flagship projects
Through design and implementation of the 99 microprojects within roughly the first year, the Coaches were
Innovations require a shift in attitude and
able to map and mobilize about 2,500 active local
activities.
development partners, thus forming a creative network.
Of the 99 learning projects, over half represented a serious
undertaking. In this way, ambitious ideas for development evolved, pointing beyond the borders of the
small communities and giving those living under the most disadvantageous conditions the chance to find
a way out of their plight through establishing self-help groups and self-organized development
processes.
The lesson from this first phase is that, when working with people who have no experience of
development, the first actions have to be small-scale, chosen by and related to the limited capacity of
the local actors. The first step might indeed be very small, like buying a football and shoes or organizing
a village day for local Roma. But action can then rapidly grow, as it happened in the Cserehat because
the actors gain confidence and skills through the first action in cooperation with the Coach. A significant
indicator of this process is the growth in number and size of ‘local actions’, the number of people who
learned from the action, and the expansion of their knowledge and skills. The example below illustrates
this process of growth, and also shows how social action can lead on to initiatives in the economy.
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An example: the Roma youth football group. In the village of Szalonna, 90% of the young Ppeople
are
Roma and nearly all were unemployed. Their first ‘action’, inspired by the Cserehat Programme Coach
and supported by a UNDP micro-grant, was to purchase a football and shoes. Their second step was
to take part in the county competition in spring 2006, and they won it, which was a great boost to
their self-confidence. They then organized a micro-regional football championship in the village.

This was hard for them, because they lacked organizational capacity: but it was successful as an
event, introduced them to people from neighbouring villages, and increased their ability to organize
things. As a next ‘action’, they established a community enterprise, believing that the best way to
create jobs would be to do something for themselves. The enterprise was established in 2007, with
technical and financial assistance from the Cserehat Programme. By 2010, they employed 25 people
in Szalonna and neighbouring villages, and had a budget of $300,000 from different EU funds for the
next two years to support job creation and social development. They are members of the Cserehat
development network and actively involved in local and regional development and decision-making
processes.

Growing initiatives from a simple action to development and integration19

19

Bond, Staffan, 2000. Presentation on the bi-annual conference of the ‘Hela Sverige Ska Leva’
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Seed Grant Scheme – Increasing absorption of the region
The ultimate goal of the Programme was to achieve greater competitiveness of the region and to
mobilize the local economies. This may be best ensured through longer term, large-scale development
projects drawn up and implemented by local partnerships. The Cserehat Programme provided technical
assistance and seed grants to cover the costs of preparing and managing the projects, plus the ownshare contributions required by donors to such projects.
First, in order to develop valuable projects, the Programme ran a project-generating process with
participation of the mobilized local stakeholders in the region. At the same time, it set up a seed-fund in
the value of $690,000 to bolster the resources of the poorest localities for larger projects drawn up with
community participation.
The process drew upon the experience gained in the micro-project process: self-initiated thematic
working groups established by the members of the newly built partnerships learned how to get from an
idea to preparing and implementing local development projects. This community- based project
generation process ran with support from the Resource Centre for Social Development and the
continuing assistance of the community Coaches, plus professional expertise in project design from
three hired experts. The result was that, in one year, 42 large-scale development project plans based on
local initiatives and wide partnerships emerged, in a region where projects had not existed before the
Programme started.
From the 42 locally generated proposals, twelve of the most innovative were chosen as ‘flagship’
projects, each of which received grants from the seed-fund of between $25,000 and $200, 000 as ownshare funds for their projects. These projects have leveraged $ 5,150,000 of funds from other sources, 7,
5 times more than the Cserehat Programme seed fund to the Cserehat for the implementation of these
projects in the period 2008-2012. The financial support provided to the twelve projects was in a form
which enabled local actors to gain the capacity to absorb the funds from EU and other donor funds.
The Programme provided:


funding for the ‘own-share’ part of projects financed mainly by other donors (EU funds,
different national funds, private funds)



that up to 20% of the approved grant could be used for general management activities,
preparation of application(s) and special expert fees



finance for initial feasibility studies (e.g. the study of tourism development and job
creation in the Hernad valley) or ‘pre-investment’ (e.g. buying a building or special
equipment, with over 10% own-share of the applicant) that had to be made before
submitting a proposal to meet the criteria of the EU grant schemes
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Besides the financial contribution, the Programme provided continual professional consultancy
throughout the implementation of the projects.
All the flagship projects innovatively aimed at complexity of:


coordinated and targeted action to improve development of human resources



enhancing social capital, self-help and community support



supporting local community initiatives



creating and mobilizing the internal resources of the local economy



creating sustainable jobs



improving accessibility of the settlements and access of the population to services,
thus helping the social integration of this region

The flagship projects implemented in the Cserehat region included: Public work projects and
employment generation; Developing capacities to mobilise local populations and local self-governments;
Creation of green jobs related to energy efficiency; Water and nature protection combined with job
creation; Better access to information; Innovative social services; Empowerment of SMEs and
community economic development; Informal and adult education; Encouragement of communication
and cooperation among Roma and non-Roma, including establishment of the Independent Roma News
Agency (http://www.cicsero.net/english).

Creating a future action plan
Participatory development usually starts with preparation of future strategy in conventional
development processes. But in such regions like the Cserehat ensuring real participation needs special
intervention. The local intellectuals, officials and some other experienced persons are always ready to
contribute with work, some ideas or comments to local planning processes, but people who are not
educated and experienced look much less interested (and are not invited by the others many times). The
reason of this passivity is not the lacking future idea, but the knowledge of development jargon and selfconfidence to participate. That is why the Cserehat Programme followed another way in local planning:
Through local mobilization, implementation of the micro-projects and the process of design the larger
flagship projects many representatives of the disadvantaged groups learned development thinking and
skills, and the need to make some kind of ‘order’ between the different development ideas has been
recognized by them. It was the starting point of the strategic planning process that could be
implemented in the form of a ‘local action plan’ which is less sophisticated than a full strategy, but
closer to the participants’ interest and knowledge, and to the implementation’s reality.
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After creating the necessary skills, the Programme was able to bring together the representatives of the
marginalized groups with other community members including public and business operators, civil
society organizations – fostering mutual communication, reducing ethnic tension and supporting local
partnership. This process helped to reconcile diverging public, private and civil interests into a common
local development action plan that in 2008 was approved formally by the local communities in the
Cserehat as well as by the national authorities as local LDMR Programme Document with a guarantee of
a $40 million budget for implementation during the years 2009-2015.

Programme results
First phase (2005-2006) – Local animation
During the first phase, the Programme Implementation Unit and the programme website were
established. Ten community Coaches were selected based on interviews with up to 70 persons. The
programme provided training and team-building to the selected Coaches who accessed the communities
of the 10 neighboring village-group areas of the Cserehat at the end of 2005 and built up the first circles
of the local actors in the communities in 2006.
The Coaches mapped 1,200 partners and ideas in this first programme phase. These community
members became involved with the support of Coaches, who not only partnered with locals to provide
information and expertise on participatory development, but also made a special effort to develop
relationships within the communities.
The Global Grant Scheme was designed and the grants were made available for 99 small local projects
benefitting the community. These were designed and implemented by 2,400 community members, who
were, at the same time, developing valuable skills to increase their quality of life and opportunities for
future employment
Second phase (2007- 2008) – Local organization
The Programme financed capacity development, training and equipment for access to information, and
established the “Cserehat Social Development Resource Centre” for providing information and
establishing a focal point for development in the region.
With the help and assistance of the Programme, local development organizations and partnerships were
strengthened or established. The number of mapped active local development partners (including
Roma) was increased. The local actors provided registered working hours voluntarily as own
contribution to implementation of the first local development actions and micro-projects.
Income was generated during implementation of the micro-projects, and the projects ensured income
for most of these people for a longer period as well. Self-help groups have been established, taking the
first steps from passive attitude to the “world of work” and the labour market.
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Human development projects have been implemented in local kindergartens, schools and for
healthcare, assuring equal opportunities of disadvantaged children and improving the quality of life of
poor and providing new community-service models. The Cserehat Programme invested into physical
development in the most disadvantaged small villages of the region too. In the given period, the
Programme financed the building or reconstruction of local infrastructure like drinking-water system in
Roma villages, local health-, community- and social business centers.
With the purpose of improving the absorption capacity of the region with experience in developing and
implementing community projects, flagship projects were generated and the Seed Grant Scheme
became available for local development projects. The results from the flagship projects are summarized
in the table 20 and charts below.

Summary of programme results (in 114 communities):
 Strengthened or newly established local NGO-s to mobilize grassroots populations
and local governments: 93
 Active project participants: 1340 persons/930 Roma
 Established local self-help groups: 61 / 90% Roma
 Income generated for 1046 persons for duration of the micro-projects (1 year)
 Voluntary contribution: 49 512 working hours (99 projects/ 1 year)
 Physical development: $425 000 investment that created $600 000 with value added
by in kind contribution and voluntary working hours of the recipients

Indirect + direct micro-project beneficiaries (from 100 000 inhabitants)

New jobs generated by the micro
projects
497
48%
549
52%

Roma people

20

Non Roma people

Orszigethy, E., 2007. Analyses of the filled questionnaires the 99 Cserehat Programme micro-project grantees.
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Number of Roma people having income
from the micro projects
96
19%

421
81%

Direct

Long-term

1046 jobs generated by the micro
projects
230
22%

816
78%

Direct

Long-term

Third phase (2009) – Local absorption and scaling up
The implementation of the 12 local flagship projects started in 2009. There are many different aspects of
the analyses of their impact, but because of the importance of job creation in the region, the data below
introduce the flagship projects’ results from this aspect.
Number and rate of the beneficiaries of job creation in frame of the Cserehat Programme Flagship
Projects







Direct beneficiaries: 785
Roma beneficiaries: 423 (54%)
Long term jobs created: 383
Long term jobs for Roma: 133 (47%)
Number of direct recipients: 95 000 (40% overlapping)
Rate of indirect Roma recipients: 30%

12 Flagship Projects
(2009-2010)
Targeting 100 000
inhabitants, with
15,8% Roma inhabitants on
average in the region
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Number and rate of the beneficiaries of job creation in the different type of projects (1, 2, 3)
Direct beneficiaries

Long term jobs

Indirect recipients

Public work and employment generation

Total #

Share of
Roma

Total #

Share of
Roma

Total #

Share of
Roma

Water and nature protection combined
with job creation

300

50%

70

22%

40,000

20%

Creation of green jobs relevant to energy

250

50%

130

50%

20,000

33%

Total

550

50%

200

40%

60,000

22%

Direct beneficiaries

Long term jobs

Indirect recipients

Public work and employment generation

Total #

Share of
Roma

Total #

Share of
Roma

Total #

Share of
Roma

Innovative social services

120

73%

65

69%

8,450

19%

Empower SMEs and community economic
70
development

69%

110

51%

630

44%

Total

71%

175

58%

9,080

21%

190

Direct beneficiaries

Long term jobs

Indirect recipients

Others

Total #

Share of
Roma

Total #

Share of
Roma

Total #

Share of
Roma

Encourage communication and
cooperation among Roma and non-Roma

20

80%

6

90%

20,000

80%

Better access to information

25

68%

2

-

6000

70%

Total

45

73%

8

52%

26,000

78%

The Place for Everyone – Newsletter of Regional Initiative on Area-Based Development for Inclusion implemented
by the UNDP Regional Centre, Bratislava
http://localdevelopmentforinclusion.org/

P a g e | 34

The Programme methodology and lessons learned have been adapted into the National Complex
Programme for Development of the 33 Most Disadvantaged Micro-regions in Hungary (‘LDMR’
Programme). It is important to note here that the Cserehat Programme provided a very innovative
development paradigm, attitude, language and practice in social development in Hungary, discussed on
many professional and policy forums since its beginning. As a result, the whole programme instrument
has been adapted and all experts and professional staff members of the Programme were invited in
different forms to participate in the whole design, programming and reconciliation process of the LDMR
Programme on both, national and local level since 2007.
In Cserehat, further 300 local projects and Local Action Plans were set up, attached to the ‘LDMR’
Programme under coordination of the Resource Centre for Social Development.

Closing phase (2010-12) – Localizing the development process
The final phase of the Programme aimed to ensure the sustainability of the Programme results through
4 very important elements:


Enact the process of shifting from external to internal management with authorization of the
Resource Centre for Social Development (RCSD)



Connect the ‘Cserehat’ Development Network as an omnipresent link to utilize internal
resources to the RCSD



Ensure the visibility of the region and advocacy of Roma by strengthening the capacity of the
‘Cserehat’ Roma News Agency which is to ‘keep contact with the wider world’



Absorb external development assets – The ‘LDMR Action Plan’ and budget ($40 million, 2009 2015) approved by the national government. The implementation process started in 2008 and
the first run of the approved projects was implemented between 2010 -201221.

Final phase results: At the time of closing the UNDP Programme in Cserehat, 20-30 local projects,
generated in frame of the Programme, had been implemented. The Resource Centre for Social
Development had been extended and continued functioning after the end of the Programme. Three
local Roma CSOs, empowered in frame of the Cserehat Programme, changed their status by establishing
social cooperatives with help of the RCSD to link up with the ‘real’ market and get income from the
market economy instead of applying for subsidies. And finally, The Cserehat Roma News Agency was
institutionalized as a national focal point for ensuring equal opportunities for Roma and other
disadvantaged people living in the region.

21

Although the LDMR programme was discontinued as the new Hungarian government, stepping in office in 2010, closed the
LDMR programme office and the programme as a complex process at the end of the same year, the previously approved
individual projects were implemented by the local project owners.
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The diagram below summarizes the phases of the Cserehat Programme illustrating the decreasing
external and increasing internal activities and energies invested into the development of the region, and
shows how the communication between people and institutions rounds up the whole process under an
umbrella.

The flow sheet of capacity development in the Cserehat Programme

Financial strategy, Management and Decision-making structure
Financial strategy and conditions
The financial strategy of the Programme reflected the policy approach described earlier, and took
account of the limited budget funds committed by the Hungarian government and the UNDP and the
time constraints of a 5-year project.
$
Total programme expenditure
National and international funds
Ministry of Labor and Social Policy
National Development Agency:
UNDP
Total of such funds (= the formal Programme budget)
Absorbed Donors’ contribution by local stakeholders
to implementation of the local flagship projects
Self-contribution by the beneficiaries

$
8,010, 000

2,505,000
45,000
310,000
2,860,000 (35.3%)
5,150,000 (63.5%)
97,890 (1.2%)
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Programme implementation structure
The conditions for the operative implementation of the Cserehat Programme, as agreed by the
Hungarian government and UNDP, were incorporated in a Programme Document. The implementation
system consisted of three key elements: the Steering Committee; the Executing Agency; and the
Implementing Agency.
The Steering Committee (SC) of the Cserehat Model Programme was responsible for the supervision
and execution of the programme implementation. The Committee worked out its own procedures and
reconciled them with the Executing Agency. The members of the Committee met four times a year and
conducted the following activities: amended the programme document as it was needed and the
supplementary documents, including the physical and financial indicators used for monitoring support
and funds; reviewed and approved the quarter-year, annual and final reports; approved the measures
for providing information serving the transparency and openness of the programme.
The composition of the Steering Committee ensured the participation of all stakeholders playing a key
role in the successful implementation of the Cserehat Programme. The National Programme Director,
acting as Chairman of the Committee, represented the Hungarian Ministry of Social Labour and Social
Affairs (SZMM). Committee members represented the UNDP (1 person), the SZMM (2 persons), the
Northern Hungary Regional Development Council (1 person) and the local stakeholders from the
Cserehat region. During the first two years of programme implementation there was only one local
member of the Steering Committee. From the third year, as part of the process to localize development,
two other local members were elected and joined.

The Executing Agency appointed the National Programme Director (NPD), nominated by the Minister of
Labor and Social Affairs and the Programme Secretary, who contributed to the work of the Programme
Director. On behalf of the Hungarian government the NPD was responsible for reaching the Programme
objectives and reporting on it to the government.

The Implementing Agency, located in the offices provided by the Ministry of Labour and Social Affairs in
Budapest worked as a separate management body. It consisted of the following staff: Chief Technical
Advisor, Programme Manager and two Programme Assistants. This team was responsible for all
functions related to the day-to-day management of the Cserehat Programme and the implementation
and analyses of the employed methodological models, and for multiplication of the results. The
Implementing Agency also carried out the operative control tasks and reported to the Steering
Committee on the performance of the tasks and tools used, including the control and supervision
system, the financial, physical and process indicators and information needed for the audit and related
to irregularities.
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