


I magine yourself in the following situations:

		  The mayor of Tripoli in Lebanon has asked your organization for technical 
assistance to address youth unemployment in the city. What should be done?

		  The manager of your country office in Rwanda is interested in self-
employment programs for youth. How do you recommend proceeding?

		  Your strategic plan for the next three years will put stronger emphasis 
on young people’s transition to work. Which youth employment scheme 
should you invest in?

 Program managers are required to make difficult decisions about these and other 
programming issues. In order to find appropriate solutions, we need to understand the 
specific context and design a sound program for it. Hence, before crafting a monitor-
ing and evaluation system, we need to make sure that our intervention itself is carefully 
planned: Do we have good knowledge about the needs of the people we are trying to 
support? Do we understand why certain conditions such as youth unemployment and 
social exclusion exist? Do we have a clear objective? And are we building on existing 
experience and evidence when designing our intervention to reach this objective?

NOTE 2: Reviewing the Project Design 

The only man who behaves sensibly is my tailor;  
he takes my measurements anew every time he sees me,  

while all the rest go on with their old measurements  
and expect me to fit them.

— George Bernard Shaw
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Problem Analysis: Do We Understand the Target Group and the 
Local Context?
When we decide to carry out an intervention to support young people, we imply that 
there is a discrepancy between the status quo and what could be or should be. This gap 
between the existing condition and the desired condition is what we commonly refer to 
as a need. We must understand these needs before we start our intervention. 

Using Cross-Sector Youth Assessments to Understand Our Target Group
Economic opportunities can rarely be understood in isolation, but are very much 
connected to other aspects of life. For example, employment status and income may 
determine one’s ability to get married or form a family. Therefore, understanding the 
problems and needs of young people will almost always require in-depth assessments 
of young people’s living conditions, including their socioeconomic status, behaviors 
and attitudes, and goals and aspirations. Youth assessments should also capture other 
important factors relevant to young people’s transition to adulthood, such as health, 
family formation, and citizenship (for more information on the transitions to adult-
hood, see World Bank 2006).

Moreover, since young people are influenced by a wide range of factors around 
them, including family, peers, community, local and national institutions, and social 
norms, good youth assessments should also analyze the direct, local, and societal envi-
ronments young people live in (see Bronfenbrenner 1979). A holistic assessment will 
provide a rich picture of the needs and challenges youth are facing and will therefore 
allow us to better adapt our intervention to local realities (see figure 2.1). Sample indi-
cators for youth assessments are listed in appendix 1. 

Figure 2.1    Youth environments

Young
person

Direct
environment

Local
environment

Societal
environment

Categories of Analysis

Poverty status, education, employment, health, 
family formation, citizenship, crime & violence, 
vulnerabilities, perceptions & aspirations

Family, school, neighborhood, youth-friendly 
services

Local economy, local government, technology 
and media

Demographics, legal framework, dominant 
beliefs and ideology (including value system, 
social organization and hierarchies, marriage 
patterns, etc.)

http://www-wds.worldbank.org/external/default/WDSContentServer/WDSP/IB/2006/09/13/000112742_20060913111024/Rendered/PDF/359990WDR0complete.pdf
http://books.google.com/books?id=OCmbzWka6xUC&printsec=frontcover&source=gbs_ge_summary_r&cad=0#v=onepage&q&f=false
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Analyzing young people’s personal and social environments through systematically 
conducted interviews, focus groups, and observation will help us identify the major 
problem we would like to address, such as underemployment or unemployment, or the 
lack of access to financial services. We may also realize that limited economic oppor-
tunities are only one among many issues young people in a specific location are facing, 
which may suggest ways to build or adapt our intervention so that it can address more 
than one issue. 

Equally important, the assessment will help us specify our target group. Are we 
interested in all youth, or only those who are out-of-school? What age range do we 
want to focus on? Are there gender or ethnic considerations we would like to prioritize? 
What are geographic areas we will target? Given our resource constraints, we are rarely 
able to serve every young person. A cross-sector youth assessment can help us priori-
tize, for example by identifying groups that are particularly vulnerable, such as school 
dropouts, young women, or street youth. 

Using Market Assessments to Understand the Local Economy
Given our focus on building or strengthening livelihoods, a prime component of the 
context analysis is the assessment of the local economy. Analyzing the local economy 
typically includes assessing the local labor market and assessing the market of goods 
and services.

Assessing the Local Labor Market

Labor market assessments seek to understand employment patterns and trends in the 
local economy. Common factors to analyze during such an assessment include the fol-
lowing (Asian Development Bank 2007, pp. 162–166):
•	 Labor Demand. Overall economic conditions; size of the formal and informal 

sectors; dynamic sectors or industries and geographic areas that have a demand for 
labor; industry trends and projections; expected number of jobs to be created; skill 
requirements by occupation; wage levels and earnings; working conditions; hiring 
practices; employer perceptions; barriers to employment based on gender, age, 
ethnicity, social status, religion, or other reasons; and so on. 

•	 Labor Supply. Size and structure of working age population; employment, under-
employment, and unemployment by gender, age, education level, urban/rural 
areas, sector of the economy, occupation, formal/informal, and public/private 
sectors.

•	 Institutional and Policy Environment. Existing labor market programs, policies, 
laws, and institutions, including, for example, minimum wage regulations, employ-
ment protection laws, unionization, unemployment benefits, and the like. Other 
aspects of interest include sectoral economic priorities defined at the national, 
regional, and local levels. 

Assessing the Market of Goods and Services

Assessing the market for goods and services helps determine the potential for small 
producers to engage in sustainable economic activities and the possible distribution 
of roles (for example, for youth or women) in these markets (Penrose-Buckley 2007). 
Common market features to be analyzed include: 
•	 Market demands and value chains. Existing and future gaps in terms of 

In conducting a rapid community 
appraisal of the socioeconomic profile of 
target youth in Jordan, the International 
Youth Foundation found that the level 
of young people’s participation in civic 
activities in twelve target communities 
was extremely low (less than 4 percent). 
Furthermore, survey data revealed that 
there were very few institutions offering 
volunteer opportunities. When youth did 
participate in community service proj-
ects, they did so primarily through their 
schools. Focus group discussions also 
showed that although a “culture of vol-
unteerism” had not taken hold in these 
communities, youth expressed enthusi-
asm for and a willingness to volunteer 
should opportunities be provided. 

These findings helped inform the design 
of specific service-learning projects for 
out-of-school, unemployed youth. It 
also justified the award of grants to 
youth to undertake small community 
initiatives, which made civic engage-
ment options more visible and accessible 
and ensured that they had appeal to 
youth. In addition, the International 
Youth Foundation provided training to 
staff of youth-serving organizations on 
effective development and management 
of community engagement and volunteer 
programs, which helped them to better 
engage youth within their communities.

http://www.adb.org/Documents/Handbooks/social-analysis/Appendixes.pdf
http://www.oxfam.org.uk/resources/downloads/produorgs_book.pdf
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consumer products and services; demand for commodities, processed products, 
and semifinished goods by retailers, wholesalers, or processing companies; iden-
tification of local, regional, and export markets; identification of existing market 
players; and other factors.

•	 Market stability. Market vulnerabilities to shocks, seasonality, and changing 
trends; potential restrictions to market access and the movement of people and 
products due to conflict and insecurity. 

•	 Market prices. Price volatility of end product and supplies; potential impact of 
additional producers on prices; inflation; transaction costs.

Market assessments are usually carried out through a combination of analyzing 
existing data and surveying employers or small business holders. Interviewees can 
provide important insights about employment prospects in particular sectors, how hir-
ing decisions are made, the main constraints formal and informal businesses are facing, 
their perceptions of young people, and more. This information, in turn, can inform the 
diagnostic and program design (see following sections). See box 2.1 for examples of 
youth and market assessments.

Box 2.1    Sample youth and market assessments

Diagnosis: What Are the Determinants Influencing  
Youth Outcomes?
What follows the youth and market assessments? Let’s assume we found that the young 
people in the country, region, or city we work in are disproportionately affected by 
unemployment and underemployment. Most youth ages 16–24 are neither in school 
nor working. Girls seem to be particularly affected. So, what should we do? What inter-
vention can we propose? 

In fact, these questions are premature. Before we think about an intervention, 
we need to know why these young people are unable to find work or start their own 
business. What prevents them from entering the labor market and making a living for 
themselves and their families? What constraints are they facing? 

Imagine we put in place technical training courses targeting young women. The 
training could provide artisan skills and computer literacy based on a model our 

In-depth youth and market assessment: 

Peeters et al. 2009. Youth Employment in Sierra Leone. Washington, DC: The World Bank.  
http://www-wds.worldbank.org/external/default/WDSContentServer/WDSP/IB/2009/02/27/
000334955_20090227091204/Rendered/PDF/476090PUB0Sier101Official0Use0Only1.pdf

Rapid appraisal youth assessments:

International Youth Foundation. 2010. Building on Hope: Findings from a Rapid 
Community Appraisal in Jordan. Baltimore: IYF.  
http://www.iyfnet.org/document/1059

International Youth Foundation. 2011. YouthMap Senegal—Youth Assessment: The Road 
Ahead. Baltimore: IYF.  
http://www.iyfnet.org/document/1820

The International Rescue Committee’s 
(IRC) LEGACY Initiative in Liberia 
focuses on bolstering community-driven 
education programs and expanding 
market-driven vocational training 
opportunities to young women and 
traditionally excluded youth. In order to 
ensure the curricula were market-driven, 
IRC conducted two assessments.

A labor market survey identified 
marketable trades that have potential 
employment opportunities for youth. The 
assessment tool was a ten-page question-
naire that combined multiple choice and 
open-ended questions to garner better 
understanding of employers’ existing 
and potential recruitment needs. 

In addition, IRC conducted a rapid 
market survey to help two vocational 
training centers identify products and 
services for potential school-based 
businesses. The assessment included 
questionnaires with retailers, customers, 
and suppliers in local markets. 

Among other things, the assessments 
helped IRC understand the needs of 
young girls compared with those of boys, 
which helped increase the number of 
girls that would eventually enroll in the 
training centers. 

Source: Beauvy-Sany et al. (2009).

http://www-wds.worldbank.org/external/default/WDSContentServer/WDSP/IB/2009/02/27/000334955_20090227091204/Rendered/PDF/476090PUB0Sier101Official0Use0Only1.pdf
http://www-wds.worldbank.org/external/default/WDSContentServer/WDSP/IB/2009/02/27/000334955_20090227091204/Rendered/PDF/476090PUB0Sier101Official0Use0Only1.pdf
http://www.iyfnet.org/document/1059
http://www.iyfnet.org/document/1820
http://www.seepnetwork.org/Resources/YouthPLP_Assessments.pdf
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organization has successfully implemented elsewhere. But what if technical skills weren’t 
the problem to begin with? What if the real issue for these young women was a lack of 
knowledge about how to look for and apply for a job, combined with social constraints 
that discourage young women from working outside the household? If we have too little 
knowledge or the wrong assumptions about why young people are unable to find work, 
chances are our project will not address the root problem and therefore will not be suc-
cessful. In such a case, monitoring and evaluation will only confirm the obvious. 

Understanding Long- and Short-Term Barriers
It is crucial to understand the underlying constraints that may limit young people’s 
access to the labor market and to income-generating activities. Here, we conceptualize 
these constraints as those that probably cannot be addressed within the timeframes of 
most programs (long-term), and those that can (short-term). 

Long-term constraints. Institutional and macroeconomic issues take time to 
address and are unlikely to be influenced by individual local projects, whose time 
frames are typically three to five years. Yet, long-term constraints are important to con-
sider because they represent the larger context of our intervention. Box 2.2 presents the 
MILES framework, an overview of structural determinants to job creation. 

Box 2.2    The MILES framework

Short-term constraints. Given that it is difficult to change most structural barriers to 
employment and livelihood creation, it is usually more realistic for development practitio-
ners to focus on the constraints that can be addressed in a shorter period of time. Among 
those, five major categories stand out (Cunningham, Sanchez-Puerto, and Wuermli 2010): 
•	 Supply-side constraints: Youth lack job skills relevant to the local market, 

including basic literacy and numeracy skills, technical skills, behavioral skills, or 
entrepreneurial skills. They may also face non-skills related constraints, including 
psychosocial issues, which may affect their employability (Rossiasco et al. 2010).

•	 Demand-side constraints: Employers express low demand for youth labor 
because of macrolevel effects, such as slow job growth, as well as microlevel effects, 
such as employer discrimination.

Macroeconomic and political stability. Entrepreneurs require a sound macroeconomic 
framework in which to expand their business and create new jobs.

Investment climate, institutions, and infrastructure. Firms will expand and create formal 
sector jobs when the costs of doing business (from regulation, heavy tax burden, and poor 
infrastructure) are low and predictable.

Labor market regulation and institutions. Sound regulations are crucial for both the 
employer and the worker to engage in a productive, long-term working relationship.

Education and skills. High productivity jobs are invariably based on good formal educa-
tion and require appropriate skills for all age groups. 

Social protection. A strong and balanced social protection scheme protects the income of 
workers from shocks to employment.

Source: World Bank (2007c, pp. 8–10).

During project design for a youth 
employment and enterprise development 
program in Indonesia, a local NGO 
did not fully diagnose the underlying 
psychosocial problems and economic 
constraints that youth were facing as a 
result of a destructive past earthquake 
in the area. The earthquake not only 
took numerous lives and displaced more 
than 50,000 people but also destroyed 
livelihood facilities. Vital counseling 
services were not available to youth after 
their traumatic experiences; in fact, the 
need for ongoing psychosocial support 
was not even recognized. Although 
monitoring visits revealed that some job 
creation was successful, the program 
failed to meet its overall targets as youth 
continued to suffer from depression and 
struggled to adopt new technologies or 
take other steps that could have made 
their small enterprises more profitable. 

http://siteresources.worldbank.org/INTLM/214578-1103128720951/22795057/EPPNoteNo16_Eng.pdf
http://siteresources.worldbank.org/INTLM/Resources/390041-1319047943696/CYDN_No2_Psychosocial_Employment.pdf
http://siteresources.worldbank.org/INTLM/Resources/390041-1212776476091/5078455-1267646113835/MILESThequestoperationalLMparadigm_Jan212008.pdf
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•	 Business creation constraints: Constraints to youth entrepreneurship include 
lack of access to financial capital, land, or social networks. 

•	 Labor market intermediation constraints: Young people often lack relevant and 
accurate information about job openings and about qualifications in demand, or 
they cannot adequately communicate their skills to potential employers.

•	 Social constraints: Social norms or customs may limit skills development or labor 
market entry for particular groups, such as girls, indigenous youth, and others.

Table 2.1 provides an overview of possible constraints. In practice, the challenge 
is to determine which ones are the most relevant in our local context and to prioritize 
them accordingly. Each subpopulation of interest will likely face a different set of con-
straints. For example, young women in rural Rwanda live in a low-growth economy, will 
lack skills, face severe employer discrimination, and be limited by gender norms, while 
low-income men in urban Chile may be most constrained by information about job 
opportunities, difficulty in communicating competencies to potential employers, and 
by a mismatch of technical or soft skills (Cunningham, Sanchez-Puerto, and Wuermli 
2010). The short list of constraints for our specific target population needs to be identi-
fied through youth and market analyses, as described above. 

http://siteresources.worldbank.org/INTLM/214578-1103128720951/22795057/EPPNoteNo16_Eng.pdf
http://siteresources.worldbank.org/INTLM/214578-1103128720951/22795057/EPPNoteNo16_Eng.pdf


Note 2      17

Tabl


e
 2

.1
  

O
ve

rv
ie

w
 o

f s
ho

rt
-t

er
m

 c
on

st
ra

in
ts

 fo
r 

yo
un

g
 p

eo
p

le
 in

 t
he

 la
b

or
 m

ar
ke

t

C
o

ns
tr

ai
nt

D
es

cr
ip

ti
o

n
In

fo
rm

at
io

n 
So

ur
ce

s

Su
p

p
ly

 s
id

e:
 J

o
b

-
re

le
va

nt
 s

ki
lls

 a
nd

 
o

th
er

 s
up

p
ly

-s
id

e 
b

ar
ri

er
s

In
su

ffi
ci

en
t 

b
as

ic
 s

ki
lls

•	
Li

te
ra

cy
 a

nd
 n

um
er

ac
y 

ar
e 

th
e 

fo
un

d
at

io
n 

of
 c

om
m

un
ic

at
io

n 
an

d
 

fu
rt

he
r s

ki
lls

 d
ev

el
op

m
en

t p
ro

ce
ss

es
.

•	
Yo

un
g

 p
eo

p
le

 in
 p

os
tc

on
fli

ct
 s

et
tin

g
s 

m
ay

 b
e 

p
ar

tic
ul

ar
ly

 a
ffe

ct
ed

.

•	
Sk

ill
s 

as
se

ss
m

en
ts

, i
nc

lu
d

in
g

 s
ki

lls
 c

er
tifi

ca
tio

n 
(e

.g
., 

PI
SA

, T
IM

SS
)

•	
Ed

uc
at

io
n 

sy
st

em
 a

ss
es

sm
en

ts
 (S

A
B

ER
)

•	
St

at
is

tic
s 

ab
ou

t e
d

uc
at

io
na

l a
ch

ie
ve

m
en

t
•	

Sc
ho

ol
 c

ur
ric

ul
a 

(w
ha

t i
s 

b
ei

ng
 ta

ug
ht

?)
•	

Ex
is

tin
g

 e
m

p
lo

ye
r s

ur
ve

ys
•	

M
ar

ke
t/

se
ct

or
 a

ss
es

sm
en

ts

In
su

ffi
ci

en
t 

o
r 

m
is

m
at

ch
 o

f 
te

ch
ni

ca
l s

ki
lls

 
•	

Tr
ad

e-
 o

r j
ob

-s
p

ec
ifi

c 
sk

ill
s 

ra
ng

e 
fr

om
 m

an
ua

l s
ki

lls
 to

 c
om

p
ut

er
 

lit
er

ac
y.

In
su

ffi
ci

en
t 

b
eh

av
io

ra
l s

ki
lls

•	
B

eh
av

io
ra

l s
ki

lls
—

or
 s

of
t s

ki
lls

—
co

ns
is

t o
f a

 ra
ng

e 
of

 q
ua

lit
ie

s 
su

ch
 

as
 m

ot
iv

at
io

n,
 p

ro
b

le
m

 s
ol

vi
ng

, c
om

m
un

ic
at

io
n,

 ti
m

e 
m

an
ag

em
en

t, 
an

d
 th

e 
ab

ili
ty

 to
 w

or
k 

w
ith

 o
th

er
s.

•	
B

eh
av

io
ra

l s
ki

lls
 a

re
 in

cr
ea

si
ng

ly
 v

al
ue

d
 b

y 
em

p
lo

ye
rs

 a
ro

un
d

 th
e 

w
or

ld
.

In
su

ffi
ci

en
t 

en
tr

ep
re

ne
ur

ia
l 

sk
ill

s
•	

Th
e 

cr
ea

tiv
ity

 to
 in

ve
nt

 o
r a

d
op

t a
 n

ew
 p

ro
d

uc
t o

r p
ro

ce
ss

 a
nd

 th
e 

b
us

in
es

s 
sk

ill
s 

to
 m

ar
ke

t t
he

 id
ea

 a
re

 e
ss

en
tia

l f
or

 b
ot

h 
em

p
lo

ye
es

 
an

d
 th

e 
se

lf-
em

p
lo

ye
d

.

B
ar

rie
rs

 n
o

t 
re

la
te

d
 t

o
 s

ki
lls

•	
O

th
er

 c
on

st
ra

in
ts

 th
at

 m
ay

 a
ffe

ct
 a

 y
ou

ng
 p

er
so

n’
s 

ab
ili

ty
 to

 a
cc

ep
t 

or
 lo

ok
 fo

r w
or

k,
 s

uc
h 

as
 tr

an
sp

or
ta

tio
n 

co
st

, c
hi

ld
 c

ar
e 

re
sp

on
si

b
ili

-
tie

s,
 e

tc
.

•	
A

 y
ou

ng
 p

er
so

n’
s 

he
al

th
, e

sp
ec

ia
lly

 m
en

ta
l h

ea
lth

, c
an

 in
flu

en
ce

 th
ei

r 
em

p
lo

ya
b

ili
ty

. F
or

 e
xa

m
p

le
, d

ep
re

ss
io

n 
or

 a
nx

ie
ty

 c
an

 a
ffe

ct
 th

ei
r 

b
eh

av
io

ra
l s

ki
lls

.

•	
Yo

ut
h 

as
se

ss
m

en
t

•	
Sp

ec
ia

liz
ed

 h
ea

lth
 a

nd
 m

en
ta

l h
ea

lth
 a

ss
es

sm
en

ts
 

or
 s

tu
d

ie
s



18    Measuring Success of Youth Livelihood Interventions

Tabl


e
 2

.1
 (co


n

t’
d

)  
O

ve
rv

ie
w

 o
f s

ho
rt

-t
er

m
 c

o
ns

tr
ai

nt
s 

fo
r 

yo
un

g
 p

eo
p

le
 in

 t
he

 la
b

or
 m

ar
ke

t

C
o

ns
tr

ai
nt

D
es

cr
ip

ti
o

n
In

fo
rm

at
io

n 
So

ur
ce

s

D
em

an
d

 s
id

e:
 L

ac
k 

o
f 

la
b

o
r 

d
em

an
d

 
Sl

o
w

 jo
b

 g
ro

w
th

•	
To

o 
fe

w
 n

ew
 jo

b
s 

ar
e 

cr
ea

te
d

 (s
m

al
l f

or
m

al
 s

ec
to

r).
•	

Sl
ow

 g
ro

w
th

 o
ft

en
 re

su
lts

 fr
om

 e
co

no
m

yw
id

e 
fa

ct
or

s 
su

ch
 a

s 
a 

d
iffi

-
cu

lt 
in

ve
st

m
en

t e
nv

iro
nm

en
t o

r f
ro

m
 e

xt
er

na
l s

ho
ck

s,
 s

uc
h 

as
 n

at
ur

al
 

d
is

as
te

rs
, w

ar
, o

r a
 s

ud
d

en
 c

ha
ng

e 
in

 th
e 

g
lo

b
al

 e
co

no
m

y.

•	
G

D
P 

d
at

a 
(b

y 
se

ct
or

)
•	

La
b

or
 m

ar
ke

t s
ta

tis
tic

s 
(in

cl
ud

in
g

 s
ha

re
 o

f f
or

m
al

/
in

fo
rm

al
 e

co
no

m
y)

•	
Ex

is
tin

g
 e

m
p

lo
ye

r s
ur

ve
ys

•	
M

ar
ke

t a
ss

es
sm

en
t

E
m

p
lo

ye
r 

d
is

cr
im

in
at

io
n

•	
Em

p
lo

ye
rs

 m
ay

 h
av

e 
p

re
ju

d
ic

es
 a

g
ai

ns
t y

ou
th

, b
el

ie
vi

ng
, f

or
 e

x-
am

p
le

, t
ha

t y
ou

ng
 p

eo
p

le
 a

re
 le

ss
 re

lia
b

le
, l

es
s 

tr
us

tw
or

th
y,

 o
r l

es
s 

sk
ill

ed
, t

ha
n 

ol
d

er
 p

eo
p

le
.

•	
In

 a
d

d
iti

on
 to

 p
re

ju
d

ic
es

, h
iri

ng
 p

re
fe

re
nc

es
 m

ay
 b

e 
m

ad
e 

al
on

g
 

g
en

d
er

, r
ac

ia
l, 

et
hn

ic
, o

r r
el

ig
io

us
 li

ne
s.

•	
Ex

is
tin

g
 e

m
p

lo
ye

r s
ur

ve
ys

•	
M

ar
ke

t a
ss

es
sm

en
t

•	
So

ci
ol

og
ic

al
 s

tu
d

ie
s

B
us

in
es

s 
cr

ea
ti

o
n:

 
Fi

rm
 s

ta
rt

-u
p

 
co

ns
tr

ai
nt

s

La
ck

 o
f a

cc
es

s 
to

 fi
na

nc
ia

l, 
na

tu
ra

l, 
an

d
 s

o
ci

al
 c

ap
ita

l
•	

Li
m

ita
tio

ns
 to

 s
el

f-
em

p
lo

ym
en

t m
ay

 in
cl

ud
e 

a 
la

ck
 o

f e
nt

re
p

re
ne

ur
-

ia
l s

ki
lls

 a
s 

w
el

l a
s 

in
ad

eq
ua

te
 a

cc
es

s 
to

 m
on

ey
, l

an
d

, o
r b

us
in

es
s 

ne
tw

or
ks

.

•	
M

ar
ke

t a
ss

es
sm

en
t

•	
B

an
ki

ng
/m

ic
ro

fin
an

ce
 s

ta
tis

tic
s 

(lo
an

 p
ro

d
uc

ts
, c

ol
-

la
te

ra
l r

eq
ui

re
m

en
ts

, e
tc

.)
•	

Pr
op

er
ty

 ri
g

ht
s

In
te

rm
ed

ia
ti

o
n:

 
Jo

b
-s

ea
rc

h 
co

ns
tr

ai
nt

s

Jo
b

 m
at

ch
in

g
•	

Yo
ut

h 
of

te
n 

la
ck

 th
e 

es
ta

b
lis

he
d

 n
et

w
or

ks
 to

 fi
nd

 o
ut

 a
b

ou
t a

va
ila

b
le

 
jo

b
s.

•	
Yo

ut
h 

as
se

ss
m

en
t

•	
M

ar
ke

t a
ss

es
sm

en
t 

Si
g

na
lin

g
 c

o
m

p
et

en
ci

es
•	

Yo
ut

h 
m

ay
 h

av
e 

th
e 

rig
ht

 s
ki

lls
, b

ut
 it

 m
ay

 b
e 

d
iffi

cu
lt 

to
 c

om
m

un
i-

ca
te

 th
es

e 
sk

ill
s 

to
 p

ot
en

tia
l e

m
p

lo
ye

rs
 (e

.g
., 

th
ro

ug
h 

p
rio

r e
xp

er
i-

en
ce

 o
r c

er
tifi

ca
te

s)
.

•	
Yo

ut
h 

as
se

ss
m

en
t (

re
g

ar
d

in
g

 d
ip

lo
m

as
, c

er
tifi

ca
te

s,
 

et
c.

)
•	

M
ar

ke
t a

ss
es

sm
en

t

So
ci

al
 c

o
ns

tr
ai

nt
s

E
xc

lu
d

ed
 g

ro
up

 c
o

ns
tr

ai
nt

s 
(e

th
ni

ci
ty

, g
en

d
er

, e
tc

.)
•	

Lo
ca

l c
us

to
m

s 
an

d
 s

oc
ia

l n
or

m
s 

m
ay

 d
et

er
 c

er
ta

in
 g

ro
up

s 
of

 p
eo

p
le

 
fr

om
 p

ar
tic

ip
at

in
g

 in
 th

e 
la

b
or

 m
ar

ke
t.

•	
O

cc
up

at
io

na
l s

eg
re

g
at

io
n 

m
ay

 o
cc

ur
 a

lo
ng

 ra
ci

al
, e

th
ni

c,
 o

r r
el

ig
io

us
 

lin
es

.

•	
M

ar
ke

t a
ss

es
sm

en
t a

nd
/o

r e
xi

st
in

g
 e

m
p

lo
ye

r s
ur

ve
ys

 
(h

iri
ng

 p
re

fe
re

nc
es

)
•	

H
um

an
 ri

g
ht

s 
re

p
or

ts
•	

A
nt

hr
op

ol
og

ic
al

 s
tu

d
ie

s

So
ur

ce
: A

d
ap

te
d

 fr
om

 C
un

ni
ng

ha
m

, S
an

ch
ez

-P
ue

rt
o,

 a
nd

 W
ue

rm
li 

(2
01

0)
.

http://siteresources.worldbank.org/INTLM/214578-1103128720951/22795057/EPPNoteNo16_Eng.pdf


Note 2      19

Objectives and Design: What Do We Want to Achieve and How?
In light of the specified problems, target group, and specific barriers to better eco-
nomic opportunities, we can formulate program objectives and select among possible 
interventions. Clearly defining what we want to achieve will help us think about the 
end results of our program, communicate with donors and stakeholders, manage the 
intervention, and monitor and evaluate our work. 

Setting the Project Development Objective
The first step is to define our project development objective.1 The project development 
objective represents what we want to accomplish, the intended or planned result of our 
intervention. Several tasks can help us develop our objective, such as clearly specifying 
the target group, the magnitude of the expected changes, and the time period (see figure 
2.2). The more concrete the objective, the easier it will be to track progress against it. 

Figure 2.2    How to develop project objectives

A common mistake when defining our project development objective is to focus 
on what we will do, instead of what we intend to achieve (see point 1 in figure 2.2). If 
the ultimate reason for our intervention is to improve the living conditions of young 
people, then that should be reflected in our project objective. The way we achieve this 
goal—for example by providing psychosocial support, training, seed capital, or other 
services—is the “how to” and not the actual objective. Box 2.3 assesses three examples 
of a project development objective. 

1	 Organizations use various terms to label their project development objectives, such as project goal, final goal, 
or purpose.

Based on the specific problems and constraints identified:
1.	 Specify the expected result—what we expect to achieve, not what we 

want to do.
2.	 Specify the target population. 
3.	 Specify the direction and magnitude of the expected changes.
4.	 Specify the time period in which expected changes will occur.
5.	 Make sure the objective is measurable.
6.	 Make sure the objective can be attributable to the intervention. 
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Box 2.3    Defining a project development objective

Example A

1,000 Peruvian 
youth trained in 
business skills.

Example B

By 2015, double the 
income of 1,000 

out-of-school youth 
aged 18-29 in Lima, 
Peru, by a) teaching 

them business skills, and 
b) providing them with 

seed money.

This sample objective lacks 
several necessary details (time 
period, exact target group, etc.) 
which make it too generic. 
Moreover, it does not refer to an 
expected result, but rather to a 
service that will be delivered. The 
fact that youth will be trained 
does not necessarily translate 
into an improvement of their 
situation, such as an increase in 
knowledge, employment status, 
or income. The project objective 
should go beyond that.

Assessment

This example fulfills all the 
requirements for a good project 
objective. It is concrete and 
refers to a measurable improve-
ment in the target group's living 
conditions.

This objective, while specific and 
measurable, is impossible to 
attribute to our project. A single 
intervention of limited scope will 
not be able to bring about the 
desired high-level change, as 
youth unemployment will be 
influenced by a variety of factors.

Example C

By 2015, reduce youth 
unemployment in Lima, 

Peru, by 10%.

Example B

By 2015, double the 
income of 1,000 

out-of-school youth 
aged 18-29 in Lima, 
Peru, by a) teaching 

them business skills, and 
b) providing them with 

seed money.

Time period • The expected result
• Direction and magnitude
• Measurable
• Attributable

The “how to” (optional)

Target population



Note 2      21

Setting Institutional Objectives
In addition to defining the project development objective, we may also be interested in 
defining institutional objectives. Institutional objectives are linked to our intervention, 
but they may not directly refer to our primary target group. For example, institutional 
objectives can be internal to our organization, such as learning lessons from the 
project in terms of design and implementation. Institutional objectives may also refer 
to the project environment, such as building partnerships, fostering political will, or 
improving stakeholder involvement. All of these are important and should be defined 
from the outset of the project.

Defining the Intervention 
With a clear goal in mind, we can define the scope of the intervention that will lead us 
to achieving our stated objectives. Naturally, the choice of the program should directly 
result from the specific barriers identified in the previous section; that is, we should 
choose an intervention that explicitly addresses the underlying causes that hinder 
young people’s abilities and opportunities to make a decent living for themselves and 
their families. 

Evidence-Based Programming

A crucial element in developing an intervention is reviewing the existing knowledge 
about various program alternatives. For example, to address business start-up 
constraints for young people, we may want to implement a program to promote youth 
enterprises. But what exactly should the intervention look like? Assume we were 
able to confirm that financial constraints are the major obstacle to starting a business. 
Should the program provide grants or loans? Should it target younger or older youth? 
The less or the better educated? And will financial support be enough, or should it 
be combined with other support services, such as training, mentoring, and business 
development support? 

To answer these difficult questions, program managers will certainly benefit from 
looking at the existing evidence base. Many times, we (or the organizations we work 
for) tend to favor certain types of projects based on our predispositions and prior 
experience. Yet, in order to develop high-quality projects, it is important to consider 
the existing theoretical and empirical knowledge about youth livelihood program-
ming. (The resources section at the end of this manual includes references to academic 
journals, databases, and past and ongoing impact evaluations). If the available evi-
dence confirms our inclination, then we can make a strong case for a specific design. If, 
instead, existing knowledge points to serious limitations of an intervention, then it will 
save time and money to incorporate the lessons learned into the new initiative. 

Table 2.2 provides examples of interventions that have a good track record 
based on previous impact evaluations or positive monitoring data. Building on those 
programs will help design better and more credible interventions. A thin or missing 
evidence base does not mean that a proposed intervention is doomed to failure. In fact, 
innovative approaches will by definition lack a track record. However, when we carry 
out interventions that lack a good evidence base, we should always be aware of their 
probationary nature and not take positive results for granted. This is where rigorous 
evaluation will be especially important. 

[ Tip ]

The Youth Employment Inventory 
(www.youth-employment-inven-
tory.org) is a one-stop source for 
ongoing and past youth employ-
ment interventions. The dynamic 
database allows browsing and 
filtering by type of intervention 
and evaluation, enabling users to 
search for available evidence on a 
specific type of project. 

http://www.youth-employment-inventory.org
http://www.youth-employment-inventory.org
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Given the economic, social, institutional, and administrative diversity within and across 
countries and the specific needs of the target group, all the interventions in table 2.2 
will not necessarily be feasible in a specific context. Assess whether the preconditions 
exist in the target country or labor market, and, if they don’t, whether the program de-
sign can be adjusted to make the intervention feasible (Cunningham, Sanchez-Puerta, 
and Wuermli 2010). 

The Link Between Program Design and Evaluation

Finally, it is important to recognize that there are important linkages between program 
design and evaluation. As we have seen in note 1, one of the major roles of evaluation is 
to support learning and, in turn, planning. The usefulness and feasibility of the evalua-
tion therefore very much depends on the quality of the original program design. Keep 
the following points in mind:
•	 Evaluation does not make up for poor design. Later evaluation does not replace 

early thinking. A well thought out program design based on existing research and 
experience is the best we can do for a successful program. 

•	 The evaluation strategy will depend on the knowledge gaps identified during 
the design stage. Knowing the evidence base and identifying potential knowl-
edge gaps are important factors in choosing the right evaluation strategy later on. 
For example, impact evaluations will be particularly valuable for innovative and 
untested programs that provide an opportunity to fill in global knowledge gaps. 

•	 The right program design can facilitate evaluation. Some programs are easier to 

[ Tip ]

Taking a holistic view of youth 
development, livelihood pro-
motion strategies should be 
understood in a broader context 
of what young people need to 
successfully transition to adult-
hood. For example, the Search 
Institute’s Developmental Assets 
framework presents forty internal 
and external assets of young 
people that can be strength-
ened to foster positive youth 
development.

For more information, see: 
http://www.search-institute.org/
developmental-assets

Table 2.2    The menu of evidence-based interventions, by constraint

Constraint Intervention with Strong Evidence Intervention with Mixed Evidence

Insufficient basic skills •	 Information about the value of education •	 Second chance education programs

Technical skills mismatch •	 Training “plus”/comprehensive programs 
Information on returns to technical special-
ties

•	 On-the-job training

Behavioral skills mismatch n/a •	 Behavioral/life skills training 

Insufficient entrepreneurial skills n/a •	 Entrepreneurial training

Slow job-growth economy •	 Wage or training subsidies •	 Public service programs
•	 Labor-intensive public works

Employer discrimination •	 Affirmative action programs •	 Subsidies to employers who hire target 
groups

•	 Employee mentoring

Lack of access to financial, natural, or 
social capital

•	 Comprehensive entrepreneurship pro-
grams

•	 Microfinance

Job matching •	 Employment services •	 Technology-based information sharing

Signaling competencies n/a •	 Skills certification
•	 Training center accreditation

Excluded group constraints (ethnicity, 
gender, etc.)

•	 Target excluded group’s participation in 
programs

•	 Nontraditional skills training
•	 Safe training/employment spaces for 

specific groups

•	 Adjusted program content/design to ac-
count for excluded group specific needs

Source: Adapted from Cunningham, Sanchez-Puerta, and Wuermli (2010). 

http://siteresources.worldbank.org/INTLM/214578-1103128720951/22795057/EPPNoteNo16_Eng.pdf
http://siteresources.worldbank.org/INTLM/214578-1103128720951/22795057/EPPNoteNo16_Eng.pdf
http://www.search-institute.org/developmental-assets
http://www.search-institute.org/developmental-assets
http://siteresources.worldbank.org/INTLM/214578-1103128720951/22795057/EPPNoteNo16_Eng.pdf
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evaluate than others. For example, if an impact assessment is not planned during 
the design stage of the program, the tools available to conduct the evaluation may 
be severely constrained (see note 6). In turn, choosing clear, fair, and transpar-
ent targeting criteria, such as random assignment for oversubscribed programs or 
eligibility scores, can significantly ease the evaluation. Thus, if there are multiple 
acceptable ways of delivering a particular program, it may be wise to plan ahead 
and choose the design that also suits the evaluation. 

Key Points
1.	 Since the usefulness of monitoring and evaluation ultimately depends on the qual-

ity of the original project design, we must ensure high standards in the planning 
and design of our interventions.

2.	 To design quality projects, we must understand youth and the context they live 
in. This requires cross-sectoral youth and market assessments that capture the 
complexity of environmental factors that influence young people’s wellbeing and 
opportunities. 

3.	 It is crucial to diagnose the underlying factors that impede young people’s access 
to employment and income. Without knowing what exactly limits their oppor-
tunities, it is impossible to design an intervention that addresses the relevant 
constraints. 

4.	 When designing an intervention to achieve the stated project development objec-
tive, consult existing theoretical and empirical evidence to increase the likelihood 
of success and prevent costly mistakes. 

NUSAF Case Study: Reviewing the Project Design

Problem Analysis

High levels of youth unemployment and underemployment are persistent problems that 
appear at the top of the policy agenda for many governments in low- and middle-income 
countries. This is true also for the Government of Uganda, which is looking for ways to 
mitigate the chances of future conflict arising in the north of the country. 

Diagnosis

In Africa in general, and in northern Uganda in particular, there are almost no formal sec-
tor employment options for people due to a lack of private businesses. Given the lack 
of employment opportunities combined with low levels of skills and barriers to starting a 
business, the Youth Opportunities Program decided to focus on a comprehensive entre-
preneurship program that would provide vocational skills training, cash grants, and other 
support services. 

(continued)
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NUSAF Case Study: Reviewing the Project Design (cont’d)

Key Reading
Bidwell, K., Galbraith, C., et al. 2008. Market Assessment Toolkit for Vocational Training 

Providers and Youth. New York: Women’s Commission for Refugee Women and 
Children and Columbia University School of International and Public Affairs.  
http://www.womensrefugeecommission.org/docs/ug_ysl_toolkit.pdf 

Cunningham, W., Sanchez-Puerta, M. L., and Wuermli, A. 2010. “Active Labor Market 
Policies for Youth: A Framework to Guide Youth Employment Interventions.” 
Washington, DC: The World Bank. http://siteresources.worldbank.org/
INTLM/214578-1103128720951/22795057/EPPNoteNo16_Eng.pdf 

UN Capital Development Fund. 2011. Listening to Youth: Market Research to Design 
Financial and Non-Financial Services for Youth in Sub-Saharan Africa. New York: 
UNCDF.  
http://www.uncdf.org/english/microfinance/uploads/other/Listening%20to%20
Youth-YouthStart%20Market%20Research.pdf 

Women’s Refugee Commission. 2009. Building Livelihoods: A Field Manual for Practitioners 
in Humanitarian Settings. New York: WRC.  
http://www.womensrefugeecommission.org/docs/livelihoods_manual.pdf

Objectives and Design

The Youth Opportunities Program had the following main objective. By 2010, it sought to 
increase employment for at least 8,000 youth aged 15–35 in Northern Uganda by promot-
ing skills-based enterprises and building the capacity of training facilities (the desired 
magnitude of the employment effect was not specified). 

In addition to the main objective, the program targeted a number of secondary objectives, 
such as improving the young people’s social interactions in their communities and decreas-
ing the psychological distress caused by the recent conflict. More broadly, the program 
aimed at contributing to the overall wellbeing of youth and their households, improving 
health and quality of life, providing sustainable economic growth, and, as a result of these, 
reducing the likelihood of future conflicts arising in northern Uganda.

Source: Blattman, Fiala, and Martinez (2011).

http://www.womensrefugeecommission.org/docs/ug_ysl_toolkit.pdf
http://siteresources.worldbank.org/INTLM/214578-1103128720951/22795057/EPPNoteNo16_Eng.pdf
http://siteresources.worldbank.org/INTLM/214578-1103128720951/22795057/EPPNoteNo16_Eng.pdf
http://www.uncdf.org/english/microfinance/uploads/other/Listening%20to%20Youth-YouthStart%20Market%20Research.pdf
http://www.uncdf.org/english/microfinance/uploads/other/Listening%20to%20Youth-YouthStart%20Market%20Research.pdf
http://www.womensrefugeecommission.org/docs/livelihoods_manual.pdf
https://www.poverty-action.org/sites/default/files/blattmanfialamartinez.midtermreport.pdf
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Notes

									       

									       

									       

									       

									       

									       

									       

									       

									       

									       

									       


