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EXECUTIVE SUMMARY
Following decades of one-party rule by President Robert Mugabe and his ZANU-PF, the appointment of the GPA and multi-party government following violent elections in 2008 provided Zimbabwe with a “window of opportunity” for economic and political reform.  Despite modest reforms, specifically in the economic sector, political challenges remained and the country grappled with constitutional revisions and fresh presidential and parliamentary elections in 2013.  

To address this critical opportunity, USAID Zimbabwe proposed a $8,740,000 CCF-funded program to support economic, political, and outreach programs, targeting the country’s most vulnerable population, youth, who have most recently been utilized as the instrument of choice for state-sponsored violence.  Politically disenfranchised and faced with limited viable economic opportunities, Zimbabwe’s youth have been susceptible to the incentives, rhetoric, and coercion by the “Securocrats” to terrorize the population, with women often taking on the brunt of the abuse.  The CCF-funded initiative aimed to utilize youth as a positive force in the democratic transition in targeted violence-prone constituencies through two key components: (1) Enhancing Positive Engagement; (2) Preventing and Mitigating the Negative Effects of Political Violence.  

The program was implemented by three prime implementing partners – herein PACT, IRI, IYF, and the US Embassy Public Affairs Section.  In summary, the PPR Review Team found the CCF-funded portfolio in Zimbabwe to be a well-designed, well-executed, multi-faceted, layered approach to mitigating election-related violence by providing youth election-related information or job and skills-trainings keeping them positively engaged when they might alternatively be co-opted as agents of political violence.  The portfolio was, during the early planning and implementation phase, guided by an effective “CCF Coordination Committee” carefully managing the dynamic range of activities into a cohesive, rational set of approach.  Although there may have been opportunities for small operational improvements, especially in capacity building and monitoring and evaluation, the PPR Team believed this program serves as an example how a well-designed and coordinated interagency approach can succeeded and more broadly, how CCF funds should be invested.

PURPOSE, SCOPE, AND METHODOLOGY
As part of USAID Agency and Bureau for Democracy, Conflict, and Humanitarian Assistance (DCHA) objectives regarding monitoring, evaluation, and learning, selected Complex Crises Fund (CCF) country portfolios are subject to a mid-term peer review of activities.  Designed by DCHA’s Office of Program, Policy, and Management (PPM), the review will analyze initiatives in the context of the operational environment while taking into consideration issues that may shape the future direction of these initiatives.  Experience has demonstrated that a continuous analysis of the country’s conditions better informs programming at three distinct but interconnected levels: (1) overall goal; (2) program objectives; and (3) activities funded. 

To this end, USAID conducted a mid-term review of its CCF portfolio in Zimbabwe in September/October, 2013. Originally planned for April 2013 and postponed twice due to political considerations, the review appraised current activities while considering emerging issues, constraints, program assumptions, and other relevant critical events to foster creativity and encourage flexibility to re-direct activities in exigent circumstances. As the timing of this review was late in the program timeline, the activity will also provide strategic guidance to the mission as it considers the way forward following transformation and contentious parliamentary and presidential elections.   This was completed in accordance with a Statement of Work (Annex 1) developed in partnership with respective bureau, mission, and implementing partner inputs.  

The principle process methodology of this activity was the Program Performance Review (PPR) commonly applied by DCHA’s Office of Transition Initiatives (OTI).  The PPR is a “snap-shot” peer review process that fosters a direct and constructive dialogue on the status of recent achievements, future challenges, and longer-term direction of CCF-funded activities.  It is not an impact or performance evaluation.  PPRs are typically used to analyze, evaluate, and retarget thinking primarily at the program and strategic levels. This PPR provides the CCF Secretariat the information necessary for making informed decisions regarding future resources, and allows the CCF Secretariat to be an informed advocate for the program to a variety of audiences. This process also provides the country team with new perspective, valuable feedback, and strategic recommendations for future operations in a highly sensitive and charged political environment.

While in Washington, the team reviewed documents and interviewed relevant stakeholders, including implementing partner staff, in-country staff where available, USG counterparts, and others involved with or aware of the CCF funded program.  In the field, the team interviewed key mission and embassy staff, implementing partners, grantees and beneficiaries and review field-based activities with key stakeholders with specific emphasis on normative research questions outlined in the SOW.



POLITICAL BACKGROUND AND COUNTRY CONTEXT
After decades of secure one-party rule, President Robert Mugabe and his Zimbabwe African National Union-Patriotic Front (ZANU-PF)-controlled government faced its first serious political challenges in the 2000 elections with the arrival of the Movement for Democratic Change (MDC) party led by Mr. Morgan Tsvangirai. The MDC and the growing opposition to the ZANU-PF regime increasingly presented a serious challenge to Mugabe’s uncontested rule leading to violent elections in 2008 and subsequent establishment of the Global Political Agreement (GPA) – a power-sharing arrangement signed by the long-ruling ZANU-PF party and opposition parties.  

Despite the GPA, political violence, perpetrated by elements of the security sector, war vets, and ZANU-PF youths against opposition members, civil society and political activists, was on the rise since late 2010 given increasing rhetoric espoused by Mugabe and some ZANU-PF officials.  A respected local NGO documented a 60% rise in the arrest or malicious detention of human rights defenders in the first half of 2011 compared to all of 2010.  Manifestations of these increased levels of mobilization and security presence were observed in the hostile take-over of Parliament in September 2012 and recent violent acts of extortion by groups of urban youth, “war veterans”, current soldiers, and police.  Urban political violence, once rare in Zimbabwe, is now more commonplace.

A temporary fix, the Global Political Agreement created an uneasy power-sharing government and stipulated that reforms be enacted to pave the way for elections to determine a new government. These reforms, stymied by ZANU-PF officials, were not forthcoming and synchronized Parliamentary and Presidential Elections mandated by Zimbabwe’s High Court were held on 31 July 2013.  Following the poll, President Mugabe and his ZANU-PF declared victory amid indications of vote rigging and process manipulation effectively ending the power-sharing arrangement and GPA.

BRIEF DESCRIPTION OF CCF-FUNDED INITIATIVE
The $8,740,000 program, supporting economic, political, and outreach programs, targeted the country’s most vulnerable population, youth who are utilized as the instrument of choice for state-sponsored violence.  Politically disenfranchised and faced with limited viable economic opportunities, Zimbabwe’s youth have been susceptible to the incentives, rhetoric, and coercion by the “Securocrats” to terrorize the population, with women often taking on the brunt of the abuse.  The CCF-funded objectives aim to utilize youth as a positive force in the democratic transition in targeted violence-prone constituencies through two key components: (1) Enhancing Positive Engagement; (2) Preventing and Mitigating the Negative Effects of Political Violence.

To achieve overall strategic program objectives, USAID Zimbabwe assembled an interagency portfolio of programs:

· Civil Society Strengthening Program (CSSP): The prime implementing partner, PACT, aims to assist USAID/Zimbabwe and its local implementing partners in achieving the transition to a more accountable and democratic system of governance advanced. To support this Development Objective (DO), CSSP strengthens institutional and technical capacity of selected local civil society, provides rapid response grants to traditional and non-traditional civil society, builds capacity of small or community based organizations, and delivers technical support to USAID’s Democracy, Human Rights, and Governance (DRG) Portfolio.
· Empowering Young Zimbabweans:  Implemented by the International Republican Institute (IRI) under the Consortium for Elections and Political Process Strengthening (CEPPS) Cooperative Agreement and closed out on 16 September 2013, the CCF-funded portion of the broader IRI program supported youth voter registration and activities to encourage greater participation.  This was primarily executed by IRI sub-grantee the Election Resource Center (ERC) in cooperation with the MDC-T and to a lesser degree, the MDC-N.
· Improved Access to Information:  Implemented by the US Embassy Public Affairs Section (PAS), this activity features small grants focused on dialogue and social media for geographically targeted at-risk youth. 
· Zimbabwe Works:  Zimbabwe: Works (Z:W) an 18-month initiative of the International Youth Foundation (IYF) funded under a Leader with Associates (LWA) facility, aimed at building job skills and improving the employment and self-employment status of Zimbabweans who are seeking to enter the labor market. Working with NGO and private sector implementing partners, Z:W provided job-related training and support entry into gainful employment in the formal and informal, support for self-employment and entrepreneurship development, including through increased access to relevant mentorship, training and business development services, including access to finance, and delivery of effective life-skills training to build employment/self-employment-seeking and performance skills, social capital and personal self-esteem.  



FINDINGS
In this section, we will address the seven questions outlined in the CCF PPR Scope of Work (Annex 1), although not specifically in the order outlined for sake of logical progression:

· Question 1:  Describe how political and contextual changes since the launch of the CCF-funded programs resulted in any changes in overall strategy, approach (ToC) or activities.
· Question 2:  How do CCF-funded programs provide synergy with initiatives undertaken by other donors and the Government of Zimbabwe?
· Question 3.  To what extent have CCF-funded programs supported the overall development objectives identified in the USAID Zimbabwe Country Development and Cooperation Strategy and Results Framework? 
· Question 4.  To what extent have CCF programs supported initial assumptions and TOC as originally identified in the original funding request?
· Question 5.  From conception to initiation, describe program implementation including any institutional successes and challenges.
· Question 6.  To what extent have program design and activities provided for gender equity?
· Question 7.  Describe current monitoring and evaluation systems in place for CCF-funded initiatives including their methodology, efficacy, challenges and coordination with implementing partners and its influence on program management.

Because of the broad numbers of grantees and interviewees the team engaged as part of this review process in both Washington and Zimbabwe, specific references and findings will be, for the most part, communicated in general terms.  We have also added “other findings” to allow for the addition of other important revelations during the review.

Question 4.  To what extent have CCF programs supported initial assumptions and ToC as originally identified in the original funding request.

· The PPR Team found that implementing partner initiatives and sub grantee activities fit appropriately within the broader mission CCF proposal’s theory of change and assumption that “If youth have grievances addressed through positive engagement in pre-election processes, the negative effects of the fragile political situation will be mitigated.”  Each implementing partner funded under the CCF project was required to propose their own ToC for their specific activity and could clearly illuminate its central role driving activities when asked by the PPR Team.  
· PACT ToC: “Strengthening the capacity of CSOs to provide youth with positive engagement and participation in the democratic process will prevent and mitigate the negative effects of youth‐driven political intimidation and violence.”
· Z:W ToC:  “Increasing employment opportunities for young people in targeted communities will provide youth an alternative to politically oriented violence.”
· PAS ToC:  “Political engagement of youth through new and traditional media will provide a platform for dialog diminishing the prevalence of youth violence.
· CEPPS:  “Increased youth voter participation will diminish the potential for politically motivate violence.” 
· Generally, PACT, PAS, and CEPPS sub-grantees could also articulate a ToC which supported the aforementioned broader ToC, even in a political context.  This was in contrast to Z:W grantees who provided ToC’s directly related to economic skills development and job creation only without any reference to political considerations.   Due to sensitivities related to perceptions of political engagement with youth, Z:W “insulated” its grantees from political activities.

Question 1:  Describe how political and contextual changes since the launch of the CCF-funded programs resulted in any changes in overall strategy, approach (ToC) or activities.

· Despite a dynamic political and noted instances of direct or indirect intimidation, no partner reported a fundamental change in their fundamental ToC:
· Under the Civil Society Strengthening Project (CSSP), all sub-grantees said that their mission statements had remained consistent throughout the life of the project, and that, while external constraints (insufficient time, lack of permissions, etc.) forced small changes in implementation, there were no mid-course corrections required to change any of the  sub-grantees’ theory of change.   The theory of change for the CSSP program as a whole remained unchanged throughout the life of the program. 
· The Z:W Program, largely a vocational, life-skills and employment training program for youth, also maintained a consistent ToC, both the program as a whole and each of the sub-grantees.  
· The grantees for the Public Affairs Section grants, too, noted that the ToC had remained relevant and valid through the life of the project.
· The CEPPS project implemented by IRI, while not reporting a deviation in ToC, was adversely affected by administrative intimidation impeding program implementation and partner coordination.
· The Strategic Review Session organized by USAID Zimbabwe and facilitated by a team from OTI Washington in April 2013 was generally viewed as useful by CSSP IP and grantees.  No other direct CCF-funded IPs participated with the exception of the single CEPPS grantee, ERC.  Partners stated that the activity further strengthened coordination among CSSP partners while providing a greater understanding of the evolving operational environment.  This was clearly evinced in broader discussions with individual CSSP partners regarding election activities including the USAID-funded X1G campaigns and Voters’ Clubs.

Question 2:  How do CCF-funded programs provide synergy with initiatives undertaken by other donors and the Government of Zimbabwe?

· Notwithstanding policy prohibitions from direct GOZ support from USG, there was clear evidence of coordination and collaboration by several partners either directly funded by USG or other international donors.  
· Constructive dialog between the Ministry of Small and Medium Size Enterprises and Z:W led to a Memorandum of Understanding being developed providing “political cover” or official legitimacy for the project.  This relationship was particularly critical when the initial project assessment was being conducted as teams were routinely impeded by security forces.  Prior to finalizing the MoU, the Ministry provided a good-faith letter to Z:W which satisfied security forces and the provocations ceased.  “The new ZANU-PF Government is more interested in improving service delivery and less in retribution. NGO’s can play a key role in shaping their activities and policies … especially where we share common interests.”
		-PACT Grantee

· Under EU funding, PACT supports the Harare-based CSO Centre for Applied Legal Research’s (CALR).  CALR is currently providing technical training on legislative drafting to Law Officers to Law Officers in the Attorney General's Office.  CALR's Legal Drafting and Capacity Building Initiative seeks to enhance the institutional capacity of the Attorney-General's Office to respond to legislative drafting demands in Zimbabwe. It also seeks to enhance the individual and group capacity of government legal drafters in the drafting of legislation and other legal instruments. 
· One PACT Grantee reported strong coordination with the Ministry of Women’s Affairs, Gender, and Community Development on a broad range of advocacy and policy issues.
· Several of the faith-based PACT sub-grantees noted regular engagements with ZANU-PF officials and their participation in prayer/peace rallies and other activities.  It was reckoned that these interactions have helped “influence direction and developed influential contacts” within the party.
· During the electoral campaign, several CSO’s reported active engagement with current and perspective MPs from across the political party spectrum – especially in public forums.  According to one PACT Grantee, unless all political parties were involved in the process, events were either cancelled or postponed.
· At all levels of governance and stakeholders, from Washington to Zimbabwe, there was a general consensus that constructive engagement with “realists” within the GOZ is possible, currently underway, and a desirable direction to take future programming.  One PACT Grantee noted:    “The new ZANU-PF Government is more interested in improving service delivery and less in retribution. NGO’s can play a key role in shaping their activities and policies … especially where we share common interests.”

Question 3.  To what extent have CCF-funded programs supported the overall development objectives identified in the USAID Zimbabwe Country Development and Cooperation Strategy and Results Framework? 

· CCF-funded activities were designed or chosen by USAID Zimbabwe because they directly aligned with aforementioned ToC developed within the original CCF proposal.  This ToC aligned with the stated strategic country goal and subsequent development objectives as described in the USAID Zimbabwe Transition Country Development Cooperation Strategy 2013-2015:
· Goal: “Strengthened Democratic Systems of Governance Contributing to Sustained Recovery”
· DO1: Transition to a more accountable and democratic system of governance advanced (CSSP, CEPPS, PAS)
· DO3: Economic resilience to political influence and manipulation in target areas supported (Z:W)
· It was clear to the PPR Team that CCF-supported initiatives forge a key strategic linkage between positive engagement and participation in the democratic process (DO1) and economic resilience (DO3) by increasing employment opportunities for young people in targeted communities to prevent and mitigate the negative effects of youth‐driven political intimidation and violence.
· Programs were thematically and sectorally layered in targeted communities preselected by USAID and coordinated with all implementing partners.
· Coordination engagements between EG, DG, and PAS was credited by several officers as particularly effective during the early stages of implementation in anticipating strategic challenges and guiding activities given the dynamic political environment.  

Question 5.  From conception to initiation, describe program implementation including any institutional successes and challenges.

· Capacity Building:  The team found clear evidence that capacity-building measures, where undertaken by implementing partners, had a positive impact on sub-grantee performance
· CSSP sub-grantees were given an Organization Capacity Assessment (OCA – PACT’s proprietary tool) early in the life of the grant, and then were given tailored trainings, either one-on-one or in small groups, to strengthen areas the OCA found room for growth.  Nearly all sub-grantees interviewed by the team expressed their appreciation for both the process and the tangible skills learned.  Many of them stated that there was a steep learning curve while they learned what was expected from a USAID grantee (particularly the M&E and Financial reporting requirements), but that the time spent was extremely beneficial to them in the long run. Many organizations had implemented a gender policy for the organization’s internal workings and their programming (or were at least programming with gender balance in mind).  Many organizations were now better able to understand and report on their activity’s impact and to prepare useful, informative reports for other donors.  “Successfully navigating USAID compliance requirements provided (our) organizations the skills, experience, and confidence to secure additional funding from other members of “the big five” donor community.”
-Z:W Sub-Grantee Directors

· Z:W sub-grantees reported that an organizational capacity assessment with useful feedback on respective project proposals was provided prior to signing grant official agreements.  Sub-grantees eventually selected as partners by Z:W were provided a regime of institutional capacity-building – tailored one-on-one and group trainings – by Z:W and IYF when visiting from Washington.  As many partners were first-time recipients of USAID funding, the rigors of USAID grant management forced improvements in management and processes.  During a focus group meeting with Z:W sub-grantees, Directors noted that successfully navigating USAID compliance requirements provided their organizations the skills, experience, and confidence necessary to secure additional funding from other members of “the big five” donor community.  
· IRI’s only sub-grantee, Election Resource Center (ERC), did not specifically mention capacity-building conducting by IRI.  It should be noted that ERC was funded under CSSP and the CEPPS program at the same time.  Most of the capacity-building done at ERC was done by PACT through CSSP. 
· While PAS grantees said that their relationship with PAS was ‘sufficient’ and ‘as-needed’, they did not mention the same sort of organizational development as with the other two.   This is normal, as the intent was simply to get the debates, citizen journalism and other programs up and running, and not to develop their capacity – though there may have been utility in providing at least minimal monitoring and evaluation training for PAS sub-grantees to capture performance information especially useful for Embassy reporting.
· Coordination:  There was an impressive amount of communication and coordination both within and between the different programs.  
· The CSSP sub-grantees, most of which were engaged in registration and voter-related activities such as voter registration/get out the vote campaigns, civic engagement/education, debates/arts, mentioned working with each other for coordinated effect.  They piggy-backed off of the media campaigns (i.e. X1G, Feya Feya and Wave, encouraging registration), used each other’s membership base (i.e. one group drew election monitors from the Voters Clubs organized by a different group), and generally coordinated and communicated amongst themselves, both organically and as requested by PACT.  CSSP sub-grantees mentioned rich and layered collaborations with multiple groups working together on the X1G, Wave and other media campaigns, and the cross-fertilization of Youth and Voters Clubs from which to recruit election observers, etc.  
· As a sub-grantee of both the CEPPS Voter Registration drive and CSSP, Education Resource Center (ERC) was in a unique position to act as a nexus of electoral activity and information.  It was clear to the PPR Team from interviews that this role was both very useful for program coordination and information dissemination.
· Being media related, PAS activities were organically linked to several CSSP and ERC programs, though less overt coordination was observed.
· The one area where there was, by design, no coordination or ties, was between CSSP (DG) and Z:W (EG).  This was done to minimize the politicization of a youth engagement/skills building program in the tense period leading up to the elections.  In addition, no one except for upper management of sub-grantees knew that Z:W was USAID-funded.  The EG office wisely chose to create this firewall so the programs would be ‘a-political’.  This made sense to the PPR team, given the sensitivities required at the time.   All CCF activities, were, however, implemented in the same 10 districts identified by the Mission, so there is a possibility that people might have been exposed to both DG and EG programming.  
· Results:  Although this review was not specifically oriented at measuring output/outcome results as reported quarterly or anecdotally by partners, this will be consolidated via a final program performance evaluation, there was some helpful data provided partners.  
· With the exception of the IRI Voter Registration Program, other IP initiatives informed the PPR Team that they were generally near or exceeding established targets.
· No cost extension for Z:W will enable completion of the critical micro-finance component and allow other activities within the portfolio an opportunity to complete activities.  Without the extension, the time horizon for program implementation, already shortened due to contractual and political considerations, would have negatively impacted the achievement of results.
· Human Capacity:  The PPR team observed a great deal of human capacity – both among the leadership and staff of the sub-grantees we interviewed, but also of the beneficiaries we interviewed as well.  This, and the surprising determination and grim optimism, will serve them well in this five year period in which ZANU-PF is firmly in control. 
· External Challenges:  
· Many organizations spoke of the difficulties they had imposed upon them, usually by the GoZ.  Registration periods were shortened from 30 to 3 days, plays were banned for content, workers were harassed, and most activities had to be stopped in the two weeks leading up to the elections.   Sub-grantees did their best to re-group where possible, altering the activities in some way to get them done. 
· Several organizations expressed an opinion regarding transparency and the use of the USAID brand.  While wanting to reveal their funding source as USAID, there was some reservation given the political dynamic during the elections process.
· Internal Challenges: 
· The Z:W program, essentially a longer-term development program, suffered from severe time constraints; sub-grantees felt pressure to implement activities right away and felt that they didn’t have sufficient time to prepare.  Activities were delayed, meaning that the activities, designed to be almost a year long, were only 8-10 months long.  This meant that internships were being cut short and, due to other logistical constraints, many grantees were not able to apply to access the micro-credit funds that they needed to buy inputs to launch their own micro-enterprise.  Fortunately, while the PPR team was in Zimbabwe, Z:W received long-awaited news that their six-month no-cost extension had been approved, meaning that many of these identified programs will be solved. 

Question 6.  To what extent have program design and activities provided for gender equity?
· Nearly all programs under CSSP & Z:W had a current or was developing a gender policy addressing both internal management and programmatic areas of operation.  Although several CSO’s noted they had policies prior to their engagement with a USAID Implementing Partners, several indicated benefit from comprehensive USAID organizational capacity assistance and subsequent compliance standards in developing policies.
· Z:W specifically discussed the challenge in obtaining gender-balance specifically in programs where more men were targeted than females.  This was particularly true for sub-grantees with traditional programming capacity focused on females requiring the expansion of capabilities to attract greater male involvement.

Question 7.  Describe current monitoring and evaluation systems in place for CCF-funded initiatives including their methodology, efficacy, challenges and coordination with implementing partners and its influence on program management.
· Despite the fact that sub-grantees were devoting a good deal of internal resources to meet the stringent M&E requirements, many grantees had not requested enough human or financial resources from USAID.  This meant that many organizations did not have a full-time M&E officer and had not budgeted adequate funds to devote specifically to monitor or evaluate projects (i.e. travel costs).  It’s unclear if all of these organizations underestimated the M&E burden or if they were told to reduce costs, but organizations should be encouraged to request adequate resources to monitor the activities.  This is certainly an area the mission and prime implementing partners could have applied greater expectations in the application process.
· Regular reporting regimes for PACT, Z:W, and IRI kept the CCF Coordination Committee well apprised of ongoing activities and implementation challenges from the IP level.  The lack of a more formal, regimented reporting process for PAS grants provided less visibility.  This was also the case for sub-grantees where PACT and Z:W worked closely with partner organizations to fine-tune monitoring and evaluation capabilities.  This was not the case for PAS sub-grants where, despite reports of responsive and helpful support from PAS staff, there was no substantive support or capacity building in the M&E realm beyond initial contract consultations.

CONCLUSIONS
The CCF-funded portfolio in Zimbabwe was a well-designed, well-executed, multi-faceted, layered approach to mitigating election-related violence by providing youth election-related information or job and skills-trainings keeping them positively engaged when they might alternatively be co-opted as agents of political violence.  The portfolio was, during the early planning and implementation phase, guided by an effective “CCF Coordination Committee” carefully managing the dynamic range of activities into a cohesive, rational set of approach.  Although there may have been opportunities for small operational improvements, especially in monitoring and evaluation, the PPR Team believed this program serves as an example how a well-designed and coordinated interagency approach can succeeded and more broadly, how CCF funds should be invested:

· While it is impossible to assign causality as this review was not an impact evaluation, it is likely that the programming, conducted in some of the most politically sensitive districts, directly contributed to the fact that the elections passed with negligible violence. 
· While the Mission is (rightly) cautious in its engagements with ZANU-PF, it is clear that the various CSOs with whom the PPR team spoke are, by necessity or otherwise, engaging with the government at both the local and national level.  This meant that groups were requesting permission to hold events from local officials, inviting candidates from all parties to take part in election debates, etc.  Given that ZANU-PF “won” an overwhelming majority in the elections, it is and will continue to be important to look for ways to engage with ZANU-PF, particularly individuals or institutions that might show themselves to be reform-minded. “You ask how Z:W is able to operate openly? This is because Z:W addresses one of the critical weaknesses of the government, creating jobs and opportunity for youth.”
-Z:W Grantee

· While those we interviewed were disappointed by the outcome of the elections, they are starting to look forward and plan for the post-election realities.  Their focus: 
· Move away from “politics” and focus on transparency and holding the government accountable for service delivery.
· Support the new Constitution and ensure that existing and new laws are properly aligned.
· Turn Voters Clubs into “Citizen Clubs” teaching people about their more broad democratic rights and responsibilities as citizens without focus on specific political parties.

LESSONS LEARNED & BEST PRACTICES
· The overall activity design and coordination which occurred within the CCF Portfolio was notable and, we believe, led to the amplification of messages, leveraging of resources minimizing redundancies or duplication of efforts.  The CCF Coordination Committee, led by a very capable USAID Officer, should serve as an example to other CCF programs – past, present, and future.
· The sub-grantees of Z:W and CSSP consistently reported that despite the difficulties, they had directly and substantively benefitted from the training and oversight they had received during the life of the program.  This capacity-building has strengthened civil society providing a new degree of confidence in future implementation; the results of which should not be underestimated. 
· Reliance on one political parties or set of parties could unnecessarily jeopardize other activities within a portfolio by creating a perception of bias.  Focus on supporting democratic principles employing non-party affiliated CSOs would mitigate bias and diminish the capacity of the ruling party to claim regime change.

RECOMMENDATIONS
· While capacity-building is not the main aim of the US Embassy Public Affairs Section, many of the smaller sub-grantees could have benefited from training and mentorship.  Within the CCF portfolio, given that CSSP is a contract, USAID could have directed PACT to conduct OCAs and conduct trainings as needed with PAS grantees.  This would also enable PAS sub-grantees to better understand how to collect data and USG reporting needs.
· EG programs such as vocational training, etc., require significant upfront planning, so they may not be appropriate for a mechanism like CCF which is short-term and responsive in nature.  That said, however, economic growth/youth empowerment is important in Zimbabwe, and a critical part of the equation (mitigating violence and providing opportunities).  In future initiatives, existing EG mechanisms should be used for EG activities supporting crises-programming as the establishment of a new delivery vehicle, herein Z:W, though appropriate,  caused delays and made it exceedingly challenging for IYF.  To caveat, the recently approved no-cost extension will alleviate some of these issues.
· The political party registration activity proved to be by this review panel the most challenged component of the overall CCF-funded portfolio.  Insufficient implementation planning and administrative coordination by IRI and ERC, in particular IRI’s requirement for copies of actual voter registration certificates to support individual reimbursements, put the partner at risk for arrest.
· There was a view held by some CSSP CSOs that the decision to primarily coordinate with one political party, the main opposition party MDC-T, potentially jeopardized organizational credibility.  This purportedly provided credence to ZANU-PF’s claims that the USG is promoting regime change in Zimbabwe.  In future operations, the PPR Team reckoned it more advantageous to support unaffiliated, non-partisan registration drives, and use civic education programming to promote support for the democratic candidates. 
· Given the economic and unemployment situation in Zimbabwe, it is critical that the Mission continues to support programs offering skills-building, vocational training and life-skills to young people:
· Ensure that the CSOs are given adequate lead time to prepare for their activities.
· Ensure that programs include access to credit and/or assistance with job placement.
· Ensure that grantees have a way to track beneficiaries after they have completed the program.
· Now that the sensitive elections period is over, programs could begin to introduce some ‘soft’ concepts into programming such as conflict resolution, which will certainly help them in their personal and professional lives and could also have a spill-over effect, making them less likely to be ‘bought’ as tools of political violence.
· Branding restrictions were cited by many partners as an actual impediment to implementation and the promotion of transparency.  This was clearly due to the sensitive political environment surrounding elections.  Several CSOs reckoned that the post-elections period is the ideal time to revisit USG branding restrictions in an effort to promote transparency and positively message the efforts of the USG to counter the sanctions narrative of ZANU-PF.
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Complex Crises Fund (CCF) – Mid-Term Review – Zimbabwe
Statement of Work

I.  Purpose and Overview
All CCF-funded activities have a mid-term peer review, in which a team assesses specific CCF-funded initiatives in the context of the operational environment while taking into consideration issues that may shape the future direction of these initiatives.  USAID will conduct a mid-term review for its CCCF-funded activities in Zimbabwe in September/October, 2013. The assessment will review current activities[footnoteRef:1] while considering emerging issues, constraints, program assumptions, and other relevant critical events to foster creativity and encourage flexibility to re-direct activities in exigent circumstances.  In total, a continuous analysis of the country’s conditions better informs programming at three distinct but interconnected levels: (1) overall goal; (2) program objectives; and (3) activities funded.  [1:  Four programs currently funded by CCF:  1. Zimbabwe Works (IYF), 2.  Civil Society Strengthening Program (PACT), 3. Empowering Young Zimbabweans (IRI), 4. Improved Access to Information (US Embassy PAS)] 

This SOW outlines some initial questions at the strategic and program levels, and includes a notional timetable for the process.
II. Contextual Background
After decades of a secure one-party rule, President Robert Mugabe and his ZANU-PF-controlled government faced its first serious political challenges in the 2000 elections with the arrival of the Movement for Democratic Change (MDC) party led by Morgan Tsvangirai. The MDC and the growing opposition to the ZANU-PF regime presented a steadily increasing challenge to Mugabe’s uncontested rule leading to violent elections in 2008 and the subsequent establishment of the current power-sharing arrangement.  This power-sharing arrangement is expected to end following Presidential Elections currently set for July 2013 under a recently approved constitution.  Persistent rumors of 89-year-old President Mugabe’s faltering health have raised serious questions regarding his ability to continue to wield political power.  Increased concerns over succession and internal maneuvering within ZANU-PF also raise grave challenges for the party.
Political violence, perpetrated by elements of the security sector, war vets, and ZANU-PF youths against opposition members, civil society and political activists, has again been on the rise since late 2010 given increasing rhetoric espoused by Mugabe and some ZANU-PF officials.  A respected local NGO documented a 60% rise in the arrest or malicious detention of human rights defenders in the first half of 2011 compared to all of 2010.  Manifestations of these increased levels of mobilization and security presence were observed in the hostile take-over of Parliament in September 2012 and recent violent acts of extortion by groups of urban youth, “war veterans”, current soldiers, and police. Urban political violence in particular is a recent phenomenon.  
The $8,740,000 program, supporting economic, political, and outreach programs, targets the country’s most vulnerable population, youth who are utilized as the instrument of choice for state-sponsored violence. Politically disenfranchised and faced with limited viable economic opportunities, Zimbabwe’s youth have been susceptible to the incentives, rhetoric, and coercion by the Securocrats to terrorize the population, with women often taking on the brunt of the abuse.  The CCF-funded objectives aim to utilize youth as a positive force in the democratic transition in targeted violence-prone constituencies through two key components: (1) Enhancing Positive Engagement; (2) Preventing and Mitigating the Negative Effects of Political Violence.
III. Methodology
The principle process methodology of this review will be the Program Performance Review (PPR) commonly applied by DCHA’s Office of Transition Initiatives (OTI).  The PPR is a “snap-shot” peer review process that fosters a direct and constructive dialogue on the status of recent achievements, future challenges, and longer-term direction of CCF-funded activities.  PPRs are typically used to analyze, evaluate, and retarget thinking primarily at the program and strategic levels.  The PPR will give the CCF Secretariat the information necessary for making informed decisions regarding future resources, and allows the CCF Secretariat to be an effective advocate for the program to a variety of audiences. This process also provides the country team with new perspective, valuable feedback, and strategic recommendations.
While in Washington, the team will review documents shared and interview relevant stakeholders, including implementing partner staff, in-country staff, USG counterparts, and others involved with or aware of the CCF funded program.  In the field, the team will interview implementing partners, grantees and beneficiaries and review field-based activities with key stakeholders with specific emphasis on normative research questions outlined later in this statement of work. This iterative process will result in a final review document and presentation of findings, conclusions, and recommendations.[footnoteRef:2] [2:  IAW USAID Evaluation Policy – January 2011and ADS 203 ] 

IV. Questions
The mid-term review will address the following key questions with the understanding that other issues may arise prompting a series of different questions that will better serve the fluid country context.  
a. Strategic Analysis 
1. Describe how political and contextual changes since the launch of the CCF-funded programs resulted in any changes in overall strategy, approach (Theory of Change) or activities.
Illustrative Sub Questions:
a. To what extent were the recent Zimbabwe Democracy and Governance Assessment and Strategic Review Session (SRS) utilized to shift or confirm the strategic direction of the program?
b. Describe the implications of emerging issues and their impact on program strategy, approach, and implementation with a view toward specific initiative timelines.
c. Are the program’s assumptions and objectives still valid given changes in the operating environment including recent elections or do they need to be re-evaluated?
2. How do CCF-funded programs provide synergy with initiative undertaken by other donors and the Government of Zimbabwe?
3. To what extent have CCF-funded programs supported the overall development objectives identified in the USAID Zimbabwe Country Development and Cooperation Strategy and Results Framework?
b. Program Analysis 
1. To what extent have CCF programs supported initial assumptions and theory of change as identified in the original funding request?
2. From conception to initiation, describe program implementation including any institutional successes and challenges.
Illustrative Sub Questions:
a. Provide stakeholder and beneficiary views on the implementation.  
b. Describe any lessons learned and/or best practices identified since program start-up with regard to initial analysis, assumptions, and program design (target areas, actors, and issues)?
c. What human and financial resources are required (and why) in order to maximize program performance in the remaining months? 
c. Gender Analysis
1. To what extent have program design and activities provided for gender equity?
Illustrative Sub Questions:
a. How is the National Action Plan on Women, Peace, and Security (WPS) implemented in the program?  Identify lessons learned and/or best practices if any.
b. What does the gender mainstreaming approach involve?
c. Identify the areas where gender inequality is of greatest concern as well as successful examples of gender equality and female empowerment.
d. M&E Analysis 
1. Describe current monitoring and evaluation systems in place for CCF-funded initiatives including their methodology, efficacy, challenges and coordination with implementing partners and its influence on program management.
Illustrative Sub Questions:
a. To what extent does USAID Zimbabwe possess institutional capacity to monitor and evaluate activities? 
b. Illuminate mission and IP documentation of program efficacy.
c. Describe mechanisms for learning and feedback from both internal USG and external sources (IPs) and how these lessons are incorporated into future programming.

V. Deliverables
The team’s principal deliverable will be a written report, approximately ten to fifteen pages in length, identifying and analyzing key accomplishments, challenges, constraints and opportunities the program is contending along with findings and recommendations to help guide future activity.  Prior to field mission conclusion, the team will meet with the USAID/Zimbabwe Program Manager to review the intended content of the written report.  Upon return to USAID/Washington, the team will orally brief the CCF Secretariat and interested staff on relevant actions, findings and recommendations.

VI. Team Composition
Lead:  	Karen Hirschfeld – Office of Transition Initiatives
Member:	Michael Haines – Office of Policy, Programs, and Management (Facilitator)
Member:	TBD - Africa Bureau

VII.  Anticipated Report Outline
a. Executive Summary
b. Purpose, Scope, and Methodology
c. Political Background and Country Context
d. Brief Description of CCF-funded Programs
e. Findings
f. Conclusions
g. Lessons Learned & Best Practices
h. Recommendations
i. Annexes

VIII. Schedule of Mid-Term Review 2013
24 Aug 2013:  	SOW Finalized
2 Sept 2013:  	Kick-off Meeting & Review
2-20 Sept 2013:  	Interviews in DC
23 Sept-4 Oct 2013:	Field Interviews and Consultations, Debrief with USAID/Zimbabwe and Embassy
18 Oct 2013:	Submit draft report to DCHA/PPM & USAID/Zimbabwe for review/comment
25 Oct 2013:	Submit final report to DCHA/PPM for review & USAID/Zimbabwe
31 Oct 2013: 	Final team debriefs USAID/Washington 

VIV. Scheduling and Logistics
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Team accommodation, transportation, and appropriate partner engagements will be coordinated by team facilitator and respective field and Washington based stakeholders.
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	Complex Crises Fund:  Zimbabwe

	Program Performance Review

	Meeting List

	Date
	Location
	Organization
	Positions
	Comment

	13-Sep-13
	Washington DC
	IYF/Z:W
	Africa Director
	HQ Brief

	16-Sep-13
	Washington DC
	DOS
	Desk Officer
	HQ Brief

	17-Sep-13
	Washington DC
	PACT/CSSP
	Program Officer
	HQ Brief

	17-Sep-13
	Washington DC
	IRI/CEPPS
	Program Officer
	HQ Brief

	23-Sep-13
	Harare
	USAID Zimbabwe
	CCF Team
	PPR In-Brief

	23-Sep-13
	Harare
	USAID Zimbabwe
	EG Officer/Z:W AOR
	Mission Z:W Brief

	23-Sep-13
	Harare
	USAID Zimbabwe
	Mission Leadership Team
	PPR In-Brief

	23-Sep-13
	Harare
	US Embassy
	Political Officer
	Zimbabwe Pol/Econ Context Brief

	23-Sep-13
	Harare
	US Embassy
	Public Affairs Section/AOR
	DOS PAS Brief

	24-Sep-13
	Harare
	USAID Zimbabwe
	DG Officer/CSSP COR
	Mission CSSP Brief

	24-Sep-13
	Harare
	PACT Zimbabwe
	CSSP Leadership Team
	PACT Country Brief

	24-Sep-13
	Harare
	National Theater Tour of No Voice, No Choice
	Creator/Director "No Voice No Choice"
	DOS PAS Grantee

	24-Sep-13
	Harare
	IYF/Z:W
	IYF/Z:W Leadership
	IYF/Z:W Country Brief

	25-Sep-13
	Harare
	USAID Zimbabwe
	DG/CEPPS/IRI AOR
	Mission CSPPS Brief

	25-Sep-13
	Harare
	Media Institute of Southern Africa
	Advocacy Officer
	PACT Grantee

	25-Sep-13
	Harare
	Contemporary Affairs Foundation
	Program Officer
	DOS PAS Grantee

	25-Sep-13
	Harare
	Elections Resource Center
	Director
	CEPPS/IRI Grantee

	26-Sep-13
	Harare
	IYF/Z:W
	Program Team
	Z:W Grants Staff

	26-Sep-13
	Harare
	Young Africa, RBCT, Restless Development, Junior Achievement, Boost, Empretec
	Directors
	IYF/Z:W Sub-Grantees Focus Group

	26-Sep-13
	Harare
	Young Africa (Site Visit Chitungwiza)
	Program Team
	IYF/Z:W Grantee

	26-Sep-13
	Harare
	Heal Zimbabwe Trust
	Director and Programs Officer
	PACT Grantee

	26-Sep-13
	Harare
	Lead Us Today
	Director, Program Officer
	DOS PAS Grantee

	27-Sep-13
	Harare
	Crisis in Zimbabwe Coalition
	Director, Program Officer, Advocacy Officer
	PACT Grantee

	27-Sep-13
	Harare
	Zimbabwe Christian Alliance
	Director
	PACT Grantee

	27-Sep-13
	Harare
	Zimbabwe Pastors Fellowship
	Director
	PACT Grantee

	27-Sep-13
	Harare
	TellZimbabwe.com
	Director, Program Officer
	DOS PAS Grantee

	30-Sep-13
	Bulawayo
	Women's Institute for Leadership Development
	Director, Program Officer
	PACT Grantee

	30-Sep-13
	Bulawayo
	Bulawayo Agenda
	Director, Program Officer
	PACT Grantee

	30-Sep-13
	Bulawayo
	Bulawayo Progressive Resident's Association
	Coordinator
	PACT Grantee

	30-Sep-13
	Bulawayo
	National Youth Development Trust
	Director
	PACT Grantee

	1-Oct-13
	Bulawayo
	Habakkuk Trust
	Director, Finance Officer
	PACT Grantee

	1-Oct-13
	Bulawayo
	Empretec
	Director, Finance Manager, Program Officer, Program Officer, M/E Officer
	IYF/Z:W Grantee

	1-Oct-13
	Bulawayo
	Empretec
	10 Empretec Beneficiaries
	IYF/Z:W Beneficiary Focus Group

	1-Oct-13
	Bulawayo
	Hlekweni Training
	Director, Program Director, Training Manager
	IYF/Z:W Grantee

	1-Oct-13
	Bulawayo
	Hlekweni Training
	21 Hlekweni Training Beneficiaries
	IYF/Z:W Beneficiary Focus Group

	1-Oct-13
	Bulawayo
	Junior Achievement
	Director, Program Officer, Program Officer
	IYF/Z:W Grantee

	1-Oct-13
	Bulawayo
	Junior Achievement
	6 Junior Achievement Beneficiaries/Attachments
	IYF/Z:W Beneficiary Focus Group

	3-Oct-13
	Harare
	USAID Zimbabwe
	Program Officer
	Fmr CSSP COR

	3-Oct-13
	Harare
	USAID Zimbabwe
	CCF Team
	PPR Out-Brief

	3-Oct-13
	Harare
	USAID Zimbabwe
	Mission Leadership Team
	PPR Out-Brief

	4-Oct-13
	Harare
	US Embassy Zimbabwe
	Deputy Chief of Mission
	PPR Out-Brief
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Zimbabwe Complex Crisis Fund Proposal
A. Introduction 
Post Harare is requesting Complex Crisis Funds (CCF) to address the urgent stability needs that have arisen within Zimbabwe’s rapidly evolving political environment.  Conditions on the ground, namely uncertainty surrounding President Mugabe’s health and successor and the questionable intentions of the security sector elites, compounded by pending elections, have set the stage for levels of instability and violence that could equal those of 2008. A failure to respond will significantly increase the likelihood of political and economic instability and the potential to lose key democratic advances and broader development gains realized with USG support. 
After decades of a secure one-party rule, President Robert Mugabe and his ZANU-PF-controlled government faced its first serious political challenges in the 2000 elections with the arrival of the Movement for Democratic Change (MDC) party. The MDC and the growing opposition to the ZANU-PF regime presented a steadily increasing challenge to Mugabe’s uncontested rule which, in 2009, ultimately led to the establishment of the current power-sharing arrangement.  At 87 years old, persistent rumors of President Mugabe’s faltering health have raised serious questions regarding his ability to wield political power as he has done in the past, as well as increased concerns over succession and internal maneuvering within ZANU-PF. A group of elite senior military officers aligned with Mugabe and ZANU-PF, commonly known as “Securocrats,” remains embedded in Zimbabwe’s political and economic structures and are committed to maintaining the status quo.  As ZANU-PF elites jostle to secure their positions of power post-Mugabe, there are concerns that the Securocrats will be more inclined to orchestrate extreme acts of violence or disruption.  Furthermore, the political and cultural institutions that have endorsed government-sponsored intimidation tactics remain intact.  ZANU-PF hardliners will likely continue to endorse violence to maintain its control, especially around elections, often manipulating vulnerable unemployed and disenfranchised youth to act as the perpetrators. While the level of violence in each election cycle has ranged from wide-spread brutalities to lower-level incidents, the end result has been a culture of violence within the ZANU-PF party and an atmosphere of intimidation and fear. The likelihood for a turbulent election period in 2012 or 2013 is great.
The potential for conflict and significant backsliding in democratic reforms can be mitigated by targeting one of the regime’s preferred tools of violence—disenfranchised youth.  Signs of increased frustration among youth due to limited economic opportunities, the lack of distribution of any economic gains to large segments of the youth population, and exclusion from the country’s political decision-making process has made unemployed and under-employed youth particularly vulnerable to ZANU-PF manipulation.  This frustration has manifested itself in increased acts of urban crime and violence by organized youth, politically-motivated intimidation tactics in the communities and several cases of youths responding to the call by ZANU-PF leaders for “indigenization” of foreign-owned businesses, which in practice has meant illegal take-over of businesses and property. With an estimated median age of 18.3 years and a growing economy that has failed to create new jobs, the destabilizing force of youth should not be underestimated.  On the other hand, however, youth are equally a potential solution to maintaining stability.  Their active, peaceful participation in electoral processes would help ensure that any newly elected government does represent the genuine will of the Zimbabwean people and will provide it with the legitimacy it needs to govern.  

Post Harare is requesting $8,740,000 in CCF funds to implement an 18-month discrete program that aims to mitigate the potential for violence as the country approaches and conducts its next elections which look to be violent, turbulent and possibly historic if Mugabe is too ill to contest.  The program will target the country’s most vulnerable population, youth who have repeatedly been utilized as the instrument of choice for state-sponsored violence. Politically disenfranchised and faced with limited viable economic opportunities, Zimbabwe’s youth population has been susceptible to the incentives, rhetoric, and coercion by the Securocrats to terrorize the population, with women often taking on the brunt of the abuse.  The program will address these underlying grievances and promote positive engagement by youth in pre-election processes, resulting in the prevention or mitigation of the negative effects of the current fragile political dynamics. To ensure maximum impact the program will focus geographically where levels of violence are likely to be highest: key swing constituencies and high-density urban areas.
An analysis of the current situation indicates an urgent need to address the new developments confronting Zimbabwe before conditions worsen and an election period triggers widespread violence. As highlighted by the USAID Office of Conflict Management and Mitigation (CMM) 2011 Fragility Alert List, Zimbabwe ranks as the 8th most fragile country and with the greatest one-year increase in risk for future instability.  Should these issues go unaddressed there is every indication and likelihood that the pre- and post- electoral periods will be violent and Zimbabwe could become increasingly fragile, jeopardizing USG investment and development gains and potentially destabilizing the region.   
B. CCF Eligibility Criteria 
Rapidly Changing Complex Crisis
At 87 years old, President Mugabe’s failing health has raised serious concerns over succession issues resulting in increased fracturing and maneuvering within the party.  The unexpected death of the high-level liberation hero, General Mujuru, has fundamentally confused the balance of influence within ZANU-PF, enhancing prospects for instability should Mugabe die before a new re-alignment emerges within the party.  Although President Mugabe has historically manipulated the internal political maneuvering of ZANU-PF to his advantage, it is uncertain whether he still has enough control to rein in the battling factions and unify the party under one agenda, as the re-election of MDC’s Lovemore Moyo as Speaker in Parliament in March of this year exemplifies. 
In light of the uncertainty surrounding Mugabe’s successor, the role of the Securocrats has become more worrisome and unpredictable. In 2008, faced with the potential loss of patronage and influence, the Securocrats demonstrated their powerful influence by unleashing a wave of violence and intimidation across the country which effectively handed a victory to President Mugabe and forced MDC candidate, Morgan Tsvangirai, to throw in the towel out of fear for the safety of his supporters.  After more than 25 years of rule by ZANU-PF with Mugabe at the helm, the Securocrats have already begun to position themselves to ensure they maintain their political grip in the case of a ZANU-PF upset in the next elections, and remain entrenched in the government with or without Mugabe.  Yet it is unclear the extent to which Mugabe now actually controls them. An August 2011 USAID assessment of Zimbabwe found numerous indications that the Securocrats were preparing themselves and other senior members of the military to govern through positioning retired military officers in key political and police posts, and even attaining advanced degrees to bolster their civilian credentials.
There are indications of increased activities and presence of formal and informal security forces by ZANU-PF with the intent to intimidate. Greater mobilization of youth by ZANU-PF is also taking place in local structures to rally for and support the party’s agenda, often through manipulation by the offer of material gains, coercive or fear tactics.  Manifestations of these increased levels of mobilization and security presence were witnessed in the hostile take-over of Parliament in September and recent violent acts of extortion by groups of urban youth. Urban political violence in particular is a recent phenomenon that is being tracked by local NGOs that assist victims of torture. This ramping up of security presence and organizing of youth is of particular concern because it is taking place in spite of the absence of a clear election date. It is also feared that the continued high levels of unemployment and failure of the government to meet the needs of the growing numbers of jobless youth ensures that the youth population remain vulnerable to political manipulation and recruitment.

Overwhelming Urgent Needs 
Although some of the individual changing conditions outlined above could have been predicted, the timing and confluence of events makes for a looming perfect storm. If the next election is as turbulent as current trends indicate and the government fails to deliver a real democratic transfer of power, much of the groundwork in place since the last elections will be lost. The already weak legitimacy of the government will deteriorate further and many democratic advances will be undermined. In the most likely scenario, the election period will be turbulent and ZANU-PF hardliners will maintain their power-wielding position in the government, though at the expense of the people of Zimbabwe as economic investment continues to suffer and grievances for lack of reliable social services and safety nets remain unaddressed.  In a worst case scenario, Zimbabwe’s democratic institutions will be completely disregarded and threatened Securocrats will intervene to secure their high political stakes, particularly in Mugabe’s absence.  In either case, Zimbabwe urgently needs USG assistance to foster greater resistance among youth to the calls for violence and encourage their positive engagement in the political process, in order to prevent greater destabilization of Zimbabwe’s democratic institutions.

Addressing these urgent needs in a timely manner is essential.  By targeting youth in carefully identified conflict-prone locations prior to the election period, the proposed program will not only mitigate the violence that is likely to arise as the country heads to the polls, but also leverage the unique opportunity elections offer to politically disenfranchised groups such as Zimbabwean youth to engage in the democratic process.  This intervention will empower youth economically and politically, enable them to protect their communities from conflict and provide space for political dialogue regardless of the electoral outcome.

Advancing Foreign Policy Considerations 
As articulated in the USG’s 2010 Quadrennial Diplomacy and Development Review (QDDR), “successfully responding to the dangers presented by fragile states begins with a clear civilian mission: prevent conflict, save lives, and build sustainable peace by resolving underlying grievances fairly and helping to build government institutions that can provide basic but effective security and justice systems” is a priority USG policy. It is the U.S. foreign policy priority to maintain stability as Zimbabwe approaches its elections and prepares for a democratic transition. As noted in the USAID Fragility Alert List, Zimbabwe has recorded one of the largest increases in risk for future instability since last year’s report—a reflection of shifting governing arrangements that led to country being re-classified as a partial democracy.  USG failure to respond now to the changing conditions will increase the likelihood of greater instability, jeopardize past USG investments and development gains, and impede the long-term progress of strategic goals. All interventions proposed in the CCF implementation plan will be directly linked to U.S. foreign policy priorities and objectives in Zimbabwe.  More explicitly, CCF-funded activities will contribute to the highest U.S. foreign policy priority of promoting Zimbabwe’s transition into a stable and responsive democracy as well as economic recovery. It will also aim to prevent any destabilizing spillover effects that a failed Zimbabwe would have in the region. 

Effective Management with Tangible Impact 
Post has effective management systems to implement these programs. Funds can be obligated through three existing and two new rapid response USAID mechanisms, which would allow initial proposed activities to start 90 days after receiving funds.  These mechanisms not only ensure timely obligation, but management, monitoring, and reporting results for tangible impacts are built into these mechanisms.  Three of the mechanisms already have expert teams on the ground and running.  The Embassy’s Public Affairs Office will also implement a small portion of the funds with youth- and media-focused activities.  Post also has the human resources to actively oversee and manage these sensitive programs. More information on the mechanisms is set out in Section F. Implementation Mechanisms.

C. Country Background 
Government-sponsored violence has been a primary tool for ZANU-PF to maintain its control and has created a culture of violence and impunity countrywide. Illegitimate political processes and closing democratic spaces allowed ZANU-PF to direct the outcomes of the 2002 and 2005 elections through vote-rigging, fraud and intimidation.  Most recently, the 2008 general elections resulted in an apparent win for MDC opposition leader, Morgan Tsvangirai, and posed a real threat to the existing regime’s tenure.  This resulted in high levels of widespread violence, largely perpetrated by youth as well as “war veterans” and party members.  In an attempt to halt the bloodshed, Tsvangirai agreed to a negotiated power-sharing deal between MDC and ZANU-PF and signed the Global Political Agreement (GPA). Since the formation of the inclusive government through the GPA, reform efforts have been slow from by both parties, and any upcoming constitutional referendum or elections may reveal the public’s dissatisfaction with the state. Also, political violence, perpetrated by elements of the security sector, war vets, and ZANU-PF youths against opposition members, civil society and political activists, has been trending upward since late 2010 given increasing rhetoric espoused by Mugabe and some ZANU-PF officials on the possibility of calling snap elections.  This trend of violence continues into 2011—a respected local NGO documented a 60% rise in human rights defenders being maliciously detained or arrested in the first half of 2011 compared to all of 2010.  As rhetoric on early elections carries on and as Mugabe’s faltering health became more apparent to the public, this trend of intimidation and the fostering of a deep sense of fear within the communities is expected to continue. 
Almost all efforts to advance the democratic reforms in the GPA have been resisted by ZANU-PF hardliners.  Due to its intransigence during power-sharing talks, ZANU-PF retained exclusive control over the coercive instruments of state and attempts for security sector reform have not materialized. Military commanders in Zimbabwe’s security sector share with ZANU-PF political leaders the historical experience of armed liberation struggle and regard themselves as the defenders of the current political regime. The military has been politicized and politics have been militarized.  Under these conditions, security chiefs act as drivers of a regime’s overall survival strategy and as spoilers who exercise a veto over power sharing and political transition. More recently, military commanders have taken on a more threatening role in public life, as exemplified by a recent public proclamation by the Defense Minister to crush any revolt challenging the current regime.  The hardline core of top Securocrats continue to refuse to salute any leader –notably Prime Minister Morgan Tsvangirai – who did not participate in the country’s revolutionary war.    
These hardliners have been able to manipulate youth to instigate violence within the communities and it is not uncommon to find groups of ZANU-PF youth in rural communities ready to be directed to intimidate citizens who wish to participate in the constitutional referendum and elections.  Despite the unreliability of census figures, it is estimated that young people under the age of 25 constitute approximately two-thirds of Zimbabwe’s population.  Of this group, two-thirds have secondary education, the minimum standard for employment.  However, perhaps 80 percent of youth lack access to economic opportunities and thus are increasingly frustrated, especially around issues of employment, education, and HIV/AIDS.  
Deprived of opportunity, young people are susceptible to recruitment as perpetrators of political violence, whether in the guise of party youth wingers, neighborhood gangs, national service recruits, or purported “veterans” of the national liberation war.  Some party auxiliaries are little more than street kids or other at-risk youth, who are easily attracted with promises of food and offer of material gains.  Former graduates of the national youth service program, which was discontinued in 2008, had been incorporated into the civil and security structures of the government.  Recently, ZANU-PF has begun to rally young people around the issue of the indigenization of private enterprises by portraying such property as rightfully “theirs.”  
D. Scope of Activities 

Objective: Youth are a positive force in the democratic transition in targeted violence-prone constituencies
	
In order to realize this objective, the proposed program encompasses two key components: Enhancing Positive Engagement; and Preventing and Mitigating the Negative Effects of Political Violence. These two components and the results necessary to achieve them are discussed below.

Enhancing Positive Engagement
Enhancing the likelihood for positive youth engagement requires three key results: more economic opportunities, a depolarization of communities particularly as it relates to key national institutions and youth voter registration. Together these results will undermine vulnerability to manipulation, idleness and will improve positive youth contributions to community development and political participation.
	
Increased Opportunities for Economic Livelihoods (Illustrative activities):
· Create an enabling environment to draw youth into formal employment opportunities
· Involve youth in the development and management of community initiatives
· Conduct a Youth Assessment to identify skills and opportunities
· Provide training, career counseling, job placement and internships for improved skills development
· Support for entrepreneurship and small enterprise creation
· Support for youth community service activities and volunteer/community activism groups

Foundations for Positive Community and Youth Engagement with Security Sector (Illustrative activities):
· Support youth-led dialogues on key community issues including violence and citizen responsibility
· Support monthly dialogues in communities affected by violence and intimidation which includes engaging with progressive elements in the police
· Produce and disseminate materials and documents on the role of the police/military and citizens’  duties and responsibilities
Increased Youth Registration and Participation (Illustrative activities):
· Form ward-based youth-focused vote clubs
· Conduct capacity building workshops for the Youth Consortium on First Time Voters 
· Mobilize voters, particularly new voters, through use of social media and key public events 
· Support community-based and youth-led inspection of the voters roll for auditing of deceased, relocated and unregistered individuals
· Support youth community peace rallies through political parties, civil society and church groups 
· Organize Youth Town Hall meetings with different political and civic actors 

Mitigating the Negative Effects of Political Violence
Empowering youth to positively participate will not be sufficient to achieve the program objective.  Given past and anticipated levels of violence in the targeted constituencies, interventions must also focus on preventing and mitigating negative efforts. This can be realized by improving community-based protection strategies and increasing information on peaceful and responsible democratic participation. 

Improved Community-Based Protection Strategies (Illustrative activities):
· Conduct community-based naming and shaming of perpetrators through traditional and other “new” media
· Develop platforms for engagement with the police to hold the perpetrators accountable
· Support inter-party liaison committees through the Southern African Development Community’s Joint Implementation and Monitoring Committee (JOMIC) that will result in anti-violence pacts 
· Train and support the formation of peace committees/peace watchers either through political parties, civil society or the church to resolve and document violations
· Develop community-based early warning systems on pre and post  elections violence
· Use music and the arts to engage youth on issues of violence and manipulation

Target Beneficiaries
The primary beneficiaries of the proposed program will be “at-risk” youth in violence-prone communities.  These communities have been identified generally as rural swing constituencies that have historically seen high levels of violence and high-density urban areas. Within this larger group of rural swing constituencies, this program will target a subset of those constituencies where ongoing agricultural livelihood programs are already benefiting the community. This will be essential to ensure that programs can be scaled up rapidly to have both quick and lasting impact. In addition to youth, other target groups will include community leaders, opinion makers, traditional and local leaders, who are necessary to positively influence youth activity.
Secondary Beneficiaries
In conducting its initial analysis, Post has looked at how violence affects women and girls differently. Zimbabwe witnessed significant occurrences of sexual crimes and rape against women in the last electoral period, a phenomenon that is likely to be experienced again. There is need to prepare communities with necessary medical toolkits, and counseling facilities to assist victims of such crimes. Protection strategies should also factor in the possibility of families losing their breadwinners especially with the husbands’ (men and youths) running away. The vulnerability factor of women and girls increases with the absence of male family members.

The roles and status of young women, in particular, in the community, political sphere, workplace, and household affect their ability to both participate in electoral processes and prevent and mitigation electoral related violence.  Post also anticipates that the result of this program will affect women and men differently, given the historical low rates of political participation among women and the fact that they are vastly more influenced by levels of fear and violence than their male counterparts. Additionally, female youth must be economically empowered to act as a counterbalance and moderating factor in community and household affairs.  

Partners
In implementing this program, key partners may include local organizations, private sector associations, microfinance and financial institutions, youth groups, churches, women’s organizations, community based organizations, JOMIC, interparty liaison committees, voters clubs, district officials, and residents associations.  

E. Possible Flashpoints 
Post Harare, in consultation with local partners, has evaluated the current country dynamics and deemed the following as likely flashpoints for social conflict and political violence:

· ZANU-PF Succession: Recent deterioration in President Mugabe’s health has left many ZANU-PF members scrambling to position themselves favorably for when the rush takes place to fill the void his death will bring.  Extreme acts, such as physical abuses and torture and unlawful detainment, by the hardliners and security sector factions to maintain the status quo and continue to restrict democratic voices and freedoms may lead to unprecedented levels of violence and backslide the country’s current democratic advances.

· Elections:  A likely constitutional referendum and subsequent elections are widely being regarded as likely flashpoints for even greater levels of political violence then what was seen during the turbulent 2008 elections.  In particular, as the country gears up for the pre-election campaign period, it is expected that previous intimidation tactics by ZANU-PF will be implemented, again utilizing youth as the primary perpetrators.

· Constitutional Referendum:  As the GPA implementation process prolongs, the Zimbabwean population is becoming more fatigued with the government’s failure to make progress and particularly the slow constitution drafting process.  Although its content remains unknown, there is a real likelihood that some factions of civil society will come out against the proposed constitution, which could lead to clashes with the “yes” camp led by the government and spark violence.

F. Implementation Mechanism  

Post is confident that activities under this proposed program could start within 90 days of receiving funding. The democracy and governance interventions can be rapidly implemented since Post can begin by utilizing three current mechanisms.  This includes a Cooperative Agreement under the Consortium for Elections and Political Process Strengthening (CEPPS) consortium, a Cooperative Agreement under the Rights Consortium, and an OTI Indefinite Quantity Contract with Casals and Associates.  Note however, with the new USAID procurement reforms, Post does anticipate the need to develop some additional mechanisms to implement this program in the medium term.  Post has already begun developing a new civil society support mechanism and will continue to design this mechanism and additional direct grants to local organizations in conjunction with its ongoing planning for a new Country Development Cooperation Strategy (CDCS).  The assistance under the CEPPS agreement will continue throughout the life of this CCF program; other new mechanisms will replace the assistance provided under the current mechanisms being managed by the Right Consortium and Casals and Associates.

For economic livelihood activities, USAID has an existing global agreement with the International Youth Foundation, entitled Youth: Work, whose period of performance ends September 2013.  Activities under this agreement focus on improved livelihood opportunities for disadvantaged young people. Objectives include: implement models of youth employment, life skills and entrepreneurship skills training in non-formal education formats; increase the employability of young people through training in life skills, info technologies and other vocational skills training programs; and, support for job creation through start-up and small and medium youth-led enterprises. USAID plans to buy into this agreement and anticipates activities to start up within 30-60 days of funding of this proposal.

Finally, USAID would also need to complete an inter-agency transfer of approximately $200,000 to provide to Department of State Public Affairs Section for funding to implement activities under this program focused on at-risk youth dialogues and media outreach and development.

Post is also confident that it has the human resources and management systems in place to effectively manage this portfolio.  Both the Democracy and Governance and Economic Growth Office were able to expand their staff complements adding an additional Foreign Service Officer on each team. USAID offices are now fully staffed and have the capacity to effectively manage this program.  Moreover, Post already has standing mechanisms in place to engage the Inter-Agency in effective oversight of this program, and the Post CCF planning committee established to develop this program will continue to serve as a reference group to oversee it.

G. Monitoring and Evaluation 

Activities under this program will be evaluated by ongoing monitoring and evaluation and an independent final evaluation. Once the final geographic focus is selected, baseline data will be collected on key constituency based indicators if it does not exist.  In addition, USAID will regularly visit the key constituencies to monitor ongoing progress.  Implementing partners will also provide quarterly reports on progress to date, problems with implementation, and plans to remedy any challenges.

In accordance with USAID guidelines, a final independent performance evaluation will be conducted which focuses on descriptive and normative questions regarding the overall performance of the CCF program.  It will identify what the program has achieved; how it was implemented; how it was perceived and valued; and whether expected results occurred as planned.  The evaluation will also identify best practices and lessons learned that the Mission should integrate into future program design and management plans.  The evaluation will have a particular focus on the performance on the key targeted beneficiaries of the program: women and men between 18 – 35 years old.

H. Estimated Budget 
Budget Tables
	
	
	
	

	
	Program Budget by Component
	
	

	
	Enhance Positive Engagement
	
	

	
	Youth Assessment: Skills and Opportunities
	$100,000.00
	

	
	Skills Development Training
	$1,000,000.00
	

	
	Job Placement and Internships
	$500,000.00
	

	
	Support for Entrepreneurship and Small Enterprise Creation
	$2,000,000.00
	

	
	Support for Youth Community Service Activities
	$1,000,000.00
	

	
	Reclaiming National Institutions
	$500,000.00
	

	
	Increased Voter Registration
	$900,000.00
	

	
	Prevent and Mitigate Negative Effects
	
	

	
	Improved Community Based Protection
	$1,500,000.00
	

	
	Increased Access to Information
	$700,000.00
	

	
	Monitoring & Program Evaluation
	
	

	
	Monitoring and Evaluation Site Visits
	$40,000.00
	

	
	Independent Final Evaluation
	$100,000.00
	

	
	Ongoing Monitoring and Evaluation 
	$400,000.00
	

	
	
	
	

	
	Total Budget
	$8,740,000.00
	

	
	
	
	





28



image2.png




image1.png
FROM THE AMERICAN PEOPLE




