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Background
The national context

Over the past several years Zimbabwe has been severely affected by four interrelated and highly
destructive crises: economic, political, humanitarian and HIV/AIDS. Any one of these crises
would pose a severe challenge to any developing country—the combination has had a
devastating effect on Zimbabwe. No sector of this once vibrant and growing economy has
escaped damage, nor has any segment of the nation's diverse population emerged unscathed.
Children, in particular, have been disproportionately affected.

Zimbabwe's health, economic and social indicators paint a picture of acountry in deep crisis. As
of January 2003, an estimated 7.2 million people, or 60% of the population, were in need of
emergency food and other humanitarian assistance to survive.> An estimated 2.3 million people,
or one-third of the sexually active population, are infected with HIV, of whom approximately
600,000 already have AIDS. Deaths from HIV/AIDS are estimated at 3,800 per week and leave
in their wake a growing number of AIDS orphans.? Infant mortality has doubled to over 130 per
100,000 live births, and life expectancy has fallen to 39 years from 61 years in 1980.° The food
crisisis exacerbating the HIV/AIDS pandemic, with increased malnutrition accelerating the
onset of AIDS for those infected with HIV and death for those with AIDS.

Zimbabwe' s GDP declined by some 35% between 1997 and 2002. The annual inflation rate in
2002 was conservatively estimated at 175%. The market value of the Zimbabwe dollar has
declined precipitously over the past two years, from the official exchange rate of ZD55:1 USD in
January 2001 to ZD800:1 USD in May 2003.* The drop has virtually wiped out the value of any
household savings held in local currency. Unemployment is officially estimated to be in excess
of 60%.

Situation of children at risk in Zimbabwe

Zimbabwe, along with Zambia, Maawi, Lesotho and Rwanda have the world’ s highest
proportion of orphaned children (from all causes). The best available estimates® suggest that in
these five countries 17-18% of all children under the age of 15 had lost one or both parents by
2001. In Zimbabwe, that amountsto just over one million orphans out of a total child
population of approximately 5.8 million. Of these, 77%, or some 780,000 of the orphans have
lost one or both parentsto AIDS. The next highest proportion of AIDS orphansisin Zambia, at
65.4%. Zimbabwe will likely have over 1.5 million orphans by the end of the decade.

L USAID Interim Humanitarian Assistance Strategy for Zimbabwe, draft, January 31, 2003, page 4.

2 Epidemiological datain this report are from UNAID's Report on the Global HIV/AIDS Epidemic 2002.

% U.S. Bureau of Census

* Unofficial exchange rates are even more dramatic, declining from approximately ZD110:1USD in January 2001 to
over ZD2,000:1USD in May 2003.

® Children on the Brink 2002, A Joint Report on Orphan Estimates and Program Strategies, UNAIDS, UNICEF and
USAID.
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In addition to orphans, Zimbabwe is believed to have 240,000 children living with HIV/AIDS,
600,000 internally displaced children; 150,000 children living with disabilities; 12,000 children
living on and off the streets; 5,000 children in institutions; and 26% of children aged 10-14
engaged in child labor.® It is acknowledged that the number of child-headed householdsis
increasing, although the exact magnitude of this phenomenon is unknown.

Zimbabwe has large numbers of children living in poor households which have taken in
orphaned relatives. These households try to stretch already inadequate resources even further to
provide for the additional children. There are also children who live with a parent chronically ill
dueto AIDS. In some cases these children become care providers for the parent. Additionally,
there are children who themselves have HIV/AIDS. No one knows the total number of al the
children affected by AIDS, nor does anyone have any idea of the number benefiting from current
assistance programs.

National policy framework on child well being

The Government of Zimbabwe (GOZ) has a policy framework in place to provide for the
protection of children. The National Orphans Care Policy and the National AIDS Policy are the
core of thisframework. The National Orphan Care Policy, adopted by the Cabinet in May 1999,
focuses on strengthening a six-tier safety net system for children. The National AIDS Policy,
which was launched in December 1999 following widespread consultation with Zimbabwean
stakeholders and technical experts, provides clear guidance on matters pertaining to children
affected by AIDS. To help operationalize this policy, the GOZ introduced a 3% “AIDS levy”
payroll tax in early 2002 to improve AIDS services (excluding antiretroviral therapy). Funds
from the levy are deposited with the National AIDS Trust Fund and distributed by the National
AIDS Council to District AIDS Action Committees to implement AIDS programs.

To complement these policies, Zimbabwe has awell-developed legal framework for the
protection of children’srights and is a signatory to various international conventions on the
rights of the child, including the Convention on the Rights of the Child and the African Charter
on the Rights and Welfare of the Child.

In addition to its policy and legislative framework, the GOZ has socia safety net programs for
assisting children and households in difficult circumstancesin place, including the Basic
Education Assistance Module and the provision of social assistance to vulnerable families.
Orphan care programs are coordinated through Child Welfare Forums at the district and central
levels. These programs, however, are severely under-funded and Child Welfare Forums do not
operate in many districts.

Subsequent to participating at the Southern Africaregional conference in Namibia on issues
related to orphans and vulnerable children in November 2002, the GOZ-led delegation has
embarked on anational consensus building effort to catalyze action among all levels of
Zimbabwean society to improve the care and support of children at risk. The Ministry of Public

® Presentation by Zimbabwean delegation at the Regional Workshop on Orphans and Vulnerable Children in
Windhoek in November 2002, except children living with HIV/AIDS which is from UNAIDS figures quoted earlier.
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Services, Labor and Social Servicesis convening a national meeting of those involved in
children’ sissues in June 2003 to draft the outline of a National Plan of Action for addressing the
condition of children at risk in Zimbabwe. CRS/STRIVE is actively participating in this effort.

USAID rationale for assisting children at risk

Under its Country Strategic Plan for the fiscal years 2000-2005, USAID/Zimbabwe committed to
significantly broadening the scope of its HIV/AIDS program. Previous USAID efforts focused
almost exclusively on behavior change interventions, whereas the new plan adopted “HIV/AIDS
Crisis Mitigated” asits strategic objective. This strategic objective recognized that
USAID/Zimbabwe' s efforts to combat HIV/AIDS were taking place in a crisis environment and
indicated that USAID planned to support the full prevention-to-care continuum of interventions
needed to ameliorate the crisis.

To achieve its strategic objective, USAID's strategic plan identified three key intermediate
results (IRs):

IR1: Behavior change resulting from use of quality services with proven effectiveness
to prevent HIV transmission and mitigate impact at the household level

IR2:  Enhanced capacity to conduct advocacy to prevent HIV transmission and mitigate
impact at the national level

IR3:  Enhanced capacity at the regiona and locals levelsin Zimbabwe to support
community responses to children affected by HIV/AIDS

In January 2000, USAID/Zimbabwe conducted a situation analysis of orphans and vulnerable
children in Zimbabwe, building on the 1999 study undertaken by UNICEF. The study, which
provided guidance on improving communities’ ability to support children affected by AIDS
without undermining existing creative and innovative community efforts, also proposed severd
principles for action.

On the basis of the situation analysis findings, USAID issued a Request for Applications (RFA)
in March 2001, inviting organizations to submit proposals for a pilot project to support sustained
and replicable community programs that assist children affected by AIDS.” Following a
competitive process, an independent review panel determined that the application by Catholic
Relief Services (CRS) best met the requirements of the RFA.

CRS's proposal to USAID included several benefits expected to accrue from selecting CRS to
undertake the pilot project, including:

» Partner relationships already established, thus allowing a faster start-up time;
* Partners aready familiarized with CRS financial and management policies;

" While the RFA specifically targeted "children affected by AIDS," the focus of the STRIVE project has gradually
shifted toward children at risk in communities severely affected by AIDS. Recommendation 2 in Part |11, Section 2
of this document discussed thisissue in more detail.
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* CRS'sunderstanding of the Zimbabwean environment would allow for quick adaptation
and facilitation of events, and

» CRSalready had experts on staff in the country, regional, and home offices to assist with
programming, systems structuring and technical advice.

CRS’s cooperative agreement with USAID

In December 2001, CRS signed a Cooperative Agreement with USAID for implementation of
the Support for Replicable Innovative Village/ Community Level Efforts for Children Affected
by HIV/AIDS in Zimbabwe (STRIVE) project. Under this Cooperative Agreement, USAID is
providing approximately $2.5 million in funding (with CRS contributing approximately $1.0
million) to implement atwo and a half year pilot project (ending June 19, 2004) testing
innovative interventions that allow resources to reach children at risk quickly and efficiently and
hel ps determine what basket of support would best meet the needs of large numbers of children
at risk in Zimbabwe.

CRS/STRIVE' s strategy isto provide sub-grantsto local and international non-government
organizations to support community effortsto assist children at risk. CRS/STRIVE helps build
the organizational capacity of its sub-grantees and supports operations research to track and
document the impact, quality, cost effectiveness and replicability of the community-level
interventions, as well as the methods of delivering the various interventions. It is anticipated that
the pilot project will help determine the usefulness of various community interventions/support
strategies in providing an extensive network of support for larger numbers of children at risk and
young people. USAID’s RFA envisioned a second phase of STRIVE in which interventions
identified by the pilot project would be applied more broadly and expanded to reach greater
numbers of vulnerable children.

Project goals and objectives®

STRIVE's goal isto improve the care and support of vulnerable children in Zimbabwe.® To
achieve this goal, CRS outlined three objectives:

= To support and develop appropriate, effective and sustainable community-based approaches
to support orphans and vulnerable children in Zimbabwe through participatory learning and
action

= Toimprove the organizationa capacity of at |east eight local organizations enabling them to
deliver high-quality care, support and prevention services for children at risk and their
families

= Toincrease accessto quality education for children at risk, with a special focus on girls

8 The STRIVE goal and project interventions have, in agreement with USAID, been modified from those presented
in the original CRS project proposal. The goal and interventions presented in this document are those that werein

effect at the time of the review.

® Whereas the STRIVE program originally focused narrowly on “children affected by AIDS,” the focus has slowly
shifted to children at risk.
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To achieveits goal and objectives, CRS identified five areas in which it would collaborate with
its sub-grantees to support pilot activities:

= Psychosocial interventions: Child-focused activities to improve the psychosocial condition
of orphans and other children at risk, aswell astheir caregivers.

= Education assistance interventions: Schemes for paying school enrollment and uniform
costs for children at risk, particularly girls, either in the form of block grants or resource
exchanges (books and desks in exchange for enrolment of an agreed number of children) that
improve educational quality for many children in the school.

= Food security interventions. Community activities and intervention strategies, such as
nutrition gardens and planting drought-resistant crops, to improve the nutritional status and
food security of children at risk and their families.

= Economic strengthening interventions: Activities that strengthen family and community
financial safety nets.

= Capacity building interventions. Actions that strengthen the organizational and
programmatic capacity of sub-grantees to deliver effective services and to advocate on behal f
of those they serve.

Operations research is at the core of the STRIVE pilot project. In order to identify models and
organizational or programmatic lessons that can be applied and/or scaled up in the future, the
STRIVE project tracks indicators, collects data and undertakes case studies and research that will
help it answer the following four operations research questions:

=  What istheimpact of each intervention?

= How cost-effective is each intervention?

= How replicableis each pilot intervention and what elements are unique to each pilot site?

=  What isthe quality of care being provided by the various interventions?

Programming principles

CRS'stechnical application to USAID highlighted three key operating principles that guide

implementation of the STRIVE project:

= Community mobilization: Community members must be involved in decision-making and
program implementation.

= Gender: Equa participation of men and women is essential for addressing the issues of
children.

=  Sustainability: Services should be sustainable and able to continue after CRS's involvement
ends.

STRIVE accomplishmentsto date

Sart-up: Following the signing of the cooperative agreement in December 2001, CRS
moved quickly to set up structures and begin project implementation. CRS was able to take
advantage of its existing presence in Zimbabwe and its well-established relationships with local

USAID/CRS STRIVE Mid Term Review Page 5



organizations to accelerate itsfirst round of grantmaking. In spite of the need for significant
investments of timein assisting pre-identified potential sub-grantees in preparing and submitting
project proposals between July and September 2002 CRS/STRIV E awarded sub-grants and
disbursed funds to eight local community and faith-based organizations. Dubbed the “ pilot
eight,” or “P8,” these eight sub-grantees are now implementing combinations of psychosocial,
educational, economic and nutritional support interventions and carrying out operations research
to determine which interventions and sets of interventions have the greatest potential for
effectively supporting children at risk on alarger scale.

PILOT EIGHT SUB-GRANTEE ACTIVITIES

Sub-grantees Grant Psycho- | Education | Food/ Economic | Target # of
usb social Assistance | Nutrition | Strength. | Children at

Support Risk

Batsiranai Buhera South

Orphan Program $148,575 X X X 7,450

Bethany Project $169,085 X X X 8,200

Archdiocese of Bulawayo $182,978 X X X 5,000

Diocese of Chinoyi Catholic

Development Comm. $189,851 X X X 6,000

Diocese of Mutare

Community Care Program $195,120 X X X 4,682

Masiye Camp $186,475 X 8,000

Rura Unity for Development | $183,176

Organization X X X 3,000

Tsungirirai Center $147,208 X X X 2,800

TOTAL $1,402,468 45,132

Expansion: Under the terms of the cooperative agreement, CRS was required to work with at
least eight sub-grantees. Escalating numbers of orphans and vulnerable children in Zimbabwe,
however, required USAID to reassess the STRIVE program. In spite of the fact that the pilot
activities had not had sufficient time to demonstrate results, USAID and CRS felt that the
urgency and magnitude of the orphan issue, exacerbated by the deteriorating operating
environment, demanded a significant additional response. CRS therefore entered into
agreements with an additional eight sub-grantees in late 2002, including international
organizations. These sub-grantees, named the “scale-up eight” or “S8,” are not presently
carrying out operations research.

SCALE-UPEIGHT SUB-GRANTEE ACTIVITIES

Sub-grantees Grant Psycho- | Education | Food/ Economic | Target # of
usb Saocial Assistance | Nutrition | Strength. | Children at

Support Risk

Intermediate Technology

Development Group $45,807 X X X 6,000

Farm Orphan Support &

Trust $88,070 X X 17,000

Child Protection Society $83,223 X X 20,000

Save the Children, UK $649,347 X X 7,000

Scripture Union $100,665 X 12,000

Africare $140,351 X X X 25,275

Bekezela $65,462 X X X 1,000

Uzumba Orphan Trust $71,069 X X X 8,910

TOTAL $1,243,994 97,185
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Baseline survey: In July 2002, CRS completed a baseline survey against which the pilot
project's progress could be measured in the geographic locations in which the P8 sub-grantees
were operating. Although the survey did not adequately meet the operations research needs of
the project, it did help capture communities view on children at risk, documented services
currently being offered in those areas, assessed the psychosocia impact of parental 1oss on
children, identified gender-specific issues, and elicited suggestions for improved services from
community members. Both P8 and S8 sub-grantees also conducted their own comprehensive
baseline studies in their operational areas and continued to carry out their own regular
monitoring and evaluation.

Building staff capacity: Since project inceptions, building the capacity of CRS/STRIVE
to carry out its responsibilities has been a principal focus of the project. While individualsto fill
five key staff positions were identified in CRS's proposal, only four assumed their positions.
The other key staff member, as well as several additional staff, had to be hired and trained.

Building sub-grantee capacity: Once the first round of sub-grants was awarded,
CRS/STRIVE aso began focusing on building the capacity of its sub-grantees. Funds were
provided to sub-grantees to employ additional staff and CRS/STRIVE held a number of
capacity-building/technical workshops to orient sub-grantees (Annex 9 for detail). In addition,
CRS/STRIVE's Capacity Building and Gender Unit worked with sub-grantees to identify
programmatic and/or organizational areas requiring strengthening and then provided assistance
to meet those needs. To enable STRIVE to more efficiently support its sub-grantees,
CRS/STRIVE placed Project Officersin CRSfield offices in Mutare and Bulawayo, closer to
sub-grantees.

Reaching children at risk: The number of children at risk being reached by the STRIVE
project through its sub-grantees has continued to climb. STRIVE's January-March 2003
Quarterly Report indicates that atotal of 45,132 children had been reached by March 31, 2003.

Learning from experience: In each of its quarterly reports, CRS/STRIVE documents its
constraints and challenges as well as trends and lessons learned. This exercise helps staff and
sub-grantees recognize and articul ate problems and solutions, enables all to learn from others
experiences and contributes to STRIVE's goa of documenting lessons to share with others
involved in child-focused programming.

Purpose of this mid-term review

A review of STRIVE activitieswas included in CRS/STRIVE's current annual workplan as a

means of taking stock, learning lessons and making mid-course corrections. Rather than conduct

aformal external evaluation, USAID and CRS jointly decided that a participatory and

collaborative process would be more innovative and productive. The purpose of the review was

to:

= Assessthe current status of the STRIVE project, measured against its original objectives, as
laid out in the Cooperative Agreement
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= Assesthe relevance of the STRIVE project in meeting the needs of children affected by
HIV/AIDS and, more broadly, all children at risk, in Zimbabwe' s deteriorating environment

= Assess and examine the capacity and ability of the STRIVE Project to adjust to Zimbabwe's
rapidly changing socio-political and economic situation

=  Makerecommendationsto USAID and STRIVE on better planning for future interventions,
taking the operating environment and lessons learned from the ongoing project into
consideration.

The mid-term review was primarily expected to assist CRS/STRIVE and USAID in developing a
clearer framework for meeting the care and support needs of orphans and vulnerable childrenin
Zimbabwe. At the same time, it was anticipated that the results of the review would be widely
shared and disseminated so that all key stakeholders could benefit from the process.

Mid-term review process and methodology™

CRSand USAID participation: After deciding to undertake a participatory review, rather
than aformal evaluation, CRS and USAID jointly defined a scope of work for the review (Annex
1) and identified experts to serve on the review team. USAID and CRS also selected individuals
from their organizations to participate as part of the review team. Both CRS and USAID were
represented on the team at all times during the review.

Self-assessement: Asan integral part of the participatory review, CRS/STRIVE
undertook a self-assessment exercise, designed to identify its operating and programmatic
strengths and weaknesses. This self-assessment will be used by CRS/STRIVE as abaseline
against which to assess the implications of the review findings and recommendations.

Reference group: A reference group of representatives from the Government of
Zimbabwe, the international donor community, the United Nations, academia, faith-based
organizations, international PV Os, and local NGOs was formed to guide and validate the review
process and its outcomes. The Reference Group met three times: before the arrival of the review
team to understand and comment on the proposed process; during the review for an update and
discussion of emerging issues; and at the end of the review to consider the review findings and
recommendations.

Government of Zimbabwe involvement: A key recommendation emerging from the first
Reference Group meeting was to include representatives from the Government of Zimbabwe on
the review team. This recommendation was endorsed by USAID and CRS and three GOZ
members joined the team, one from the Ministry of Health and Child Welfare, one from the
Department of Social Welfare and one from the National AIDS Committee.

Preparation/tool development: Before the review began, all team members were
provided with background reports on the STRIVE project, USAID and CRS strategic plans and
information on vulnerable children. In addition, areport on the economic, social, political and

19 See Annex 12 for a more detailed description of the review process and methodology as well as a summary
evaluation of the assessment process.
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health context in which CRS/STRIVE operates was prepared and provided to assist team
members (Annex 2). The mid-term review team gathered in Harare on May 5, 2003. At an
opening workshop, CRS/STRIVE staff briefed the team on their programs and the challenges
they were facing; team members presented their ideas for the review; and the team, CRS and
USAID forged a common understanding of the expectations for the review. Two days were then
spent in intensive discussionon the process to be followed and the devel opment of assessment
tools.

Field visits: Members of the team assessing the program and operations research
elements of STRIVE then departed Harare to visit each of the P8 sub-grantees.”* The team
divided into groups at each site, with some team members interviewing sub-grantee staff, while
others conducted focus-group and key informant interviews in the communities receiving
services. Each evening the two teams gathered to compare notes and discuss findings and
impressions.

Financial and organizational effectivenessreviews. Two sets of team members did not
work in conjunction with the others. Two team members reviewed the financial processes of
both CRS/STRIVE and its sub-grantees on a separate schedule of field visits. Meanwhile, the
team’ s organizational effectiveness expert worked intensively with CRS in Harare on
organizational issues before making alimited number of field visits.

Key informant interviews and discussions: After visiting al P8 sub-grantees, the review
team returned to Harare, where it spent the next ten days consulting CRS/STRIVE staff, the
directors of the S8 sub-grantees, and other key informants; reviewing relevant literature; and
holding an intensive series of internal “mini-workshops” focused on STRIVE' s technical
interventions and key issues arising from the field visits. The team leader also met with USAID
HIV/AIDS officers, the CRS Regional Director for HIV and with the CRS management team.

Peer review: |In addition, the team consulted with four "peer reviewers' involved in
similar programs in Uganda, Malawi and Zambia,'? to learn from their ideas and experiencesin
grappling with the difficulties of working at the community level to support children and young
people at risk.

Preparing the report and recommendations. Individual team members then presented
their preliminary findings, conclusions and recommendations to CRS counterparts for
consideration, comment and validation. Preliminary recommendations were further discussed
with both CRS and USAID ininformal meetings. On May 28, 2003, the mid-term review team
presented an initial overview to the Reference Group and their comments were incorporated, as
appropriate, into the draft report. Following distribution of the draft report, there was a two-
week period for broad consultation, followed by two weeks during which the team responded to

1 The mid-term review focused on the P8, as the S8 sub-grantees had barely begun to implement their STRIVE-
funded program.

2yganda Women's Effort to Save Orphans (UWESO) in Uganda, Community-based Options for Protection and
Empowerment/Scaling Up through Expanded Partnerships (COPE/STEPS) Project in Malawi, Strengthening
Community Partnerships for the Empowerment of Orphans and other V ulnerable Children (SCOPE) Project in
Zambia
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the advice received. The final mid-term review report was submitted to CRS and USAID in
early July 2003.

Follow-up: Even before the team presented its final report, both CRS and
USAID/Zimbabwe responded generously to the recommendations of the review team. Both
have already taken initial actionsto implement key recommendations. CRS prepared detailed
matrices that outlined both the steps necessary to implement key recommendations and the
implications of doing or not doing so. In addition, CRS implemented several of the steps
outlined in these matrices. USAID/Zimbabwe committed itself to working with CRS/STRIVE
and sub-grantees to resolve issues raised, particularly those pertaining to financial management
and changes in the country environment.

Review findings and recommendations

The review team was deeply impressed by the STRIVE project, which it believesis an extremely
important means of testing the assumptions underlying many child-centered interventions. The
project has vitally important contributions to make in supporting the development and
demonstration of effective, replicable responses that can scale up an effective, collective national
response to children at risk. Itisparticularly timely, if not overdue, in the context of

Zimbabwe' s extreme levels of child vulnerability. The team was also struck by the
professionalism and openness of the CRS/STRIV E team. The team was humbled by the obvious
dedication of the staff and volunteers associated with the sub-grantees and the projects visited.
Given the extraordinary challenges facing the project — which certainly could not have been fully
foreseen at the time it was designed — the review team found it admirable that the CRS/STRIVE
staff and sub-grantees have accomplished as much as they have.

The mid-term review process itself was unusual — perhaps unprecedented — and the team was
conscious that only an extraordinarily committed organization would voluntarily submit itself to
this kind of scrutiny. The members of the review team were deeply honored to have had the
opportunity to learn from all those involved in STRIVE, and hope that the ideas on these pages
are able to repay, in some measure, the courage and hard work of thisimpressive group of
individuals.

This report offers a wide range of suggestions on how STRIVE may be further improved. These
recommendations are respectful suggestions from peers, not criticisms or instructions. It isthe
team’ s sincere belief that STRIVE has the potential to play an extremely influential rolein the
future of child-related programming. Many donors and international agencies are interested in
doing more for vulnerable children, but are held back by alack of convincing data. Providing
such datais the ultimate goal of STRIVE.

With thisin mind, the team is genuinely concerned that any attempt to significantly expand
services beyond the current sixteen sub-grantees at this critical stage could result in minimizing
the impact of STRIVE, with immediate consequences for thousands of children who are already
receiving support through STRIVE-related activities, and long-term consequences for hundreds
of thousands of children who could benefit from STRIVE’s modelsin Zimbabwe and elsewhere.
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The findings and recommendations of this main report are presented in seven sections. Section
One of the report identifies key factors in the country environment that are affecting the
implementation of STRIVE. Section Two presents the overarching themes that emerged from
the review process and the resulting major recommendations for STRIVE. These
recommendations do not relate to any single aspect of the review, but rather draw the team’s
observations together into a set of overall project recommendations. Section Three looks at
CRS/STRIVE' s management structure. Section Four discusses the four core functions of
STRIVE: selecting sub-grantees, financial management, building sub-grantees’ capacity and
operations research. Section Five individually addresses each of STRIVE’ s four technical
interventions. psychosocial support, education assistance, food security and economic
strengthening. Section Six focuses on developing an adequate large-scale response to orphans
and vulnerable children. Sections three, four, five and six are executive summaries of the
detailed reports contained in Annexes 3-10. The annexes not only provide additional
information in support of the recommendations, but also elaborate on the recommendations and
provide steps for their implementing. The document concludes with Section Seven, which
provides recommendations specific to STRIVE for USAID/Zimbabwe as well as
recommendations for USAID/Zimbabwe for the longer-term. Ten Annexes, including the SOW,
Zimababwe' s economic and socia background, and analysis and recommendations for each
main sector of CRS/STRIVE activities, follow the main report.

Section 1: Country environment

To prepare the mid-term review team for its assignment, a background paper entitled “ Overview
of Operating Environment” was prepared (Annex 2). The paper provides information on
development indicators in Zimbabwe, discusses the status of orphans and vulnerable children in
the country and outlines the national framework in which programs to address children’ s issues
must operate. Based on a USAID scenario planning exercise, the paper then presents three
possible scenarios for Zimbabwe' s future and the implications of each for STRIVE's ability to
reach children at risk.

With thisinformation in mind, the review team sought to identify those key factorsin the
country operating environment that are having, and will continue to have, a particularly
significant impact on STRIVE and its ability to operate successfully. Of particular note were:

= A moving target: The number of orphans continuesto increase. Of particular concern, the
number of child-headed households appears to be increasing dramatically.

= Food insecurity: Food shortage and nutritional deficiencies are overriding concernsin many
areas of Zimbabwe. Addressing thisissue isfundamentally important to any short-term
efforts to improve the well-being of vulnerable children and their caregivers.

=  Communitiesin crisis;. Communities have been severely affected by the concurrent crisesin
Zimbabwe. Traditional “coping” mechanisms are being severely stretched.

= Staff turn-over: Dueto the difficult economic situation in Zimbabwe, increasing numbers of
qualified people are emigrating, leaving behind a smaller number of qualified professionals.
Thisresultsin aggressive recruiting and a highly mobile workforce. The problemis
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compounded by increasing numbers of AIDS deaths. The STRIVE project has already been
affected by this phenomenon. It can only be expected to become more acute in the future.

= Political influences. The unpredictable political situation requiresthat STRIVE and sub-
grantees take steps to ensure that project benefits reach those most in need. Stay-aways and
polarization increasingly affect ability to get things done.

= Hyperinflation: Pricesin Zimbabwe continue to rise amost daily, challenging planning and
budgeting and contributing to the impoverishment of the communities served by STRIVE.

= Lack of inputs: Zimbabwe' s economic crisis has resulted in severe shortages of even the
most basic commodities. Fuel shortages are of great concern, as they constrain sub-grantees
ability to implement and monitor field programs.

=  Volunteerism: Abject poverty will continue to constrain volunteerism. Resource-poor
volunteers must support themselves and their families, affecting their ability and willingness
to sacrifice their time and resources.

These constraints were taken into account by the team and hel ped shape the recommendations to
asignificant degree, particularly those on scaling up and diversifying partners.

Section 2:  Overarching themes and recommendations for STRIVE

The seven recommendations presented below are cross-cutting recommendations, drawn from
field visits, interviews, documents and experience. While they may reflect or repeat aspects of
technical recommendations made in Sections 3-6 and their corresponding annexes, these
recommendations are of broader scope, dealing with the manner in which STRIVE is directed
and implemented.

Recommendation 1. Restoreand intensify focus on original objectives

STRIVE's principle role is not to meet the needs of Zimbabwe's children at risk, but to
determine the best ways that this can be done and to disseminate this information to key
stakeholders. During the second half of the pilot project, CRS/STRIVE should intensify its focus
on achieving its original goals rather than on expanding the number of sub-grantees. This means:

» Re-establish operations research as the core of the STRIVE project, thus ensuring that the
ultimate deliverable of STRIVE isthe empirical datathat is needed as a foundation for
much larger and longer-term interventions for vulnerable children by USAID and CRSin
the future.

= Concentrate on ensuring that quality services are delivered to the current sixteen sub-
grantees, rather than on increasing the number of sub-grantees supported. CRS/STRIVE
should not take on additional sub-grantees for the remaining duration of the pilot project.

Recommendation 2: Strengthen management
Planning at CRS/STRIVE has been made difficult by the lack of a clear strategic vision and

weaknesses in the management systems. As aresult, daily operations are often “reactive” rather
than “pro-active,” with more time spent “fighting fires’” than working toward organizational
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goals. Strategic thinking and project direction need to be revisited and sharpened to provide clear
short- and medium-term direction for al those involved in the STRIVE project. Itis essential
that this review follow standard CRS practice of involving both USAID and sub-grantees, along
with key CRS/STRIVE staff.

Management systems at CRS/STRIVE are inefficient, reducing project efficiency and
responsiveness. In particular, it isfelt that too much decision-making is vested in the host
organization, CRS, which inadvertently disempowers STRIVE management and results in delays
that have reduced STRIVE's ability to carry out its activities. In addition, too many people
appear to have been involved in decision-making and, in some cases, inappropriate staff appear
to have had decision-making authority. Furthermore, lines of authority, while clearly laid out,
have not been respected or adhered to and appeared to have been repeatedly undermined. To
address these issues, it is essentia that STRIVE’s management be given a maximum level of
decision-making and management autonomy.

The present Director at CRS/STRIVE will step down from this position when a qualified
replacement isfound. CRS urgently needs to replace him with a highly experienced person who
can provide strategic thinking and skilled management. Theissue of the Director has been
discussed with USAID on numerous occasions and needs to be addressed immediately. Many of
the specifics of CRS/STRIVE’ s future cannot be determined until anew Director isin place. As
indicated previoudly, it will be essentia to heighten the new Director’ s decision-making
authority to allow him/her the autonomy required to “ get the job done.” The new Director will
also have the urgent, immediate task of re-establishing staff confidence in decision-making and
communications processes. CRS, as an agency, has internal models of communication upon
which CRS/STRIVE could draw.

Linkages within CRS/STRIVE, and between the organization and its many stakeholders
(government, USAID, sub-grantees), are not clearly defined and communication seemsto be
erratic and unstructured. Important information is not always shared between staff members or
between CRS/STRIVE and its sub-grantees. The new Director should address communications
issues as one of his/her top priorities.

Recommendation 3: Position CRS/STRIVE asa facilitator of processesrather than
adirect provider of services

CRS/STRIVE should continue to move toward sub-contracting more services, rather than
seeking to employ the necessary staff to deliver all servicesdirectly. This, in turn, would enable
CRS/STRIVE to respond more rapidly to the needs of sub-grantees and to focus on operational
quality, rather than service delivery. By building the capacity of CRS/STRIVE staff to identify
and manage consultants and sub-contractors, the organization will be better placed to expand in
future, asit will not be limited by the number of staff it employs, or their range of skills. Sub-
contracting may also be more appropriate in the current operating environment, where staff
turnover iscommon. Operations research, nutrition and capacity building for sub-grantees, in
particular, offer opportunities for sub-contracting.
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The recommendation to engage in increased sub-contracting is premised on strengthened
management and improved capacity of STRIVE staff to manage and supervise consultants work.
Without these, ensuring the quality and consistency of sub-contractors work would be difficult.
Furthermore, when using sub-contractors, it will be incumbent on CRS/STRIVE to determine
when skills and methodol ogies used by consultants need to be transferred to CRS/STRIVE and
sub-grantee staff and then to ensure that sub-contracts contain provisions for these transfers.

Recommendation 4: Clarify STRIVE’soperating principles and approaches

The review team believes that it would be better for CRS/STRIVE to adopt alower profile for
STRIVE as aproject. Participating communities should describe their activities as “our work
together”, rather than as “the STRIVE project”. Even identifying with the sub-grantee would be
an improvement, since those organizations consider themselves to be ongoing, community-based
programs.

CRS/STRIVE needs to continue to remove labels such as "children affected by AIDS (CABA)"
and orphans and vulnerable children (OVC)" from the children benefiting from the project,
particularly at the sub-grantee and community levels. As has been recognized for some time by
CRS/STRIVE staff, these terms stigmatize project beneficiaries, negatively affecting those the
project is attempting to reach. Rather than OV C or CABA, the project focus should be on
children who are identified as the most vulnerable by communities severely affected by
HIV/AIDS.

To implement this recommendation, CRS/STRIV E should devel op strategies to end the use of
the acronyms“CABA” and “OVC” and the concept that the project is targeting children affected
by AIDS. First steps should include removing references to CABA and OVC from all
CRS/STRIVE reporting documents used by sub-grantees, holding participatory discussions with
sub-grantees on the issue and encouraging sub-grantees to facilitate discussions on the stigma
associated with these terms in the communities where they work. In addition CRS/STRIVE
should look critically at other ways in which children and adults are stigmatized, and work with
their sub-grantees and communities to find ways of mitigating the stigma. In addition, STRIVE
should take advantage of the June 2003 national consultation meeting and its subsequent
mechanisms to raise the issue of 1abels and stigma and help develop strategies at this broader
level for addressing the problem.

CRS/STRIVE should be commended on facilitating the involvement of children in the national
consultation on orphans and vulnerable children in June 2003. However, more work is needed at
the district and local level, with the outcomes forming part of STRIVE's operationsresearch. To
this end, the STRIVE project should explore and develop practical ways in which the voice of
children can be heard and respected, al the way from the household to the national level.
CRS/STRIVE should ensure that its sub-grantees receive participatory training in the field in
ways of effectively involving children and adolescents in decision-making and implementation
of interventions. The Child-to-Child Trust (http://www.child-to-child.org), the book Stepping
Forward: Children and Young People's Participation in the Development Process™, UNICEF's

13 Sepping Forward: Children and Young People's Participation in the Development Process, Victoria Johnson, et
al. eds., Intermediate Technology Publications, 1988.
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The Sate of the World's Children 2003 and the report " Assessment of the Alliance/IPC OVC
Project in Burkina Faso"'* provide examples of child participation and options that could be
explored by STRIVE.

CRS/STRIVE needs to enhance its efforts to hel p sub-grantees devel op and implement
approaches that measurably benefit vulnerable children at alow cost per child. The most cost-
effective and sustainable programs are usually those that are owned and managed by the
communities themselves. However current STRIV E programming appears to concentrate more
on programs where communities are participants, rather than owners. CRS/STRIVE should
organize a study visit to the COPE and SCOPE-OV C programs (in Malawi and Zambia,
respectively) which have extensive experience in this area, and collaborate with these and other
programs in the region to develop a community mobilization network for information exchange
and training.

The programming regulations and procedures of USAID are inappropriate to the massive, long-
term impact of HIV/AIDS on children and families. The STRIVE Operations Research Unit
should take the lead in identifying those aspects of the regulations and processes which hinder
effective programming for children and identify the means of addressing these constraints. Steps
should include convening a series of meetings with partners to identify the most onerous
financial rules and regulations retarding implementation; holding a joint meeting with USAID to
review processes and policies; and hosting a tripartite meeting to openly discuss identified
constraints and jointly develop options for removing or working around these constraints.
Before the tripartite meeting, USAID/Zimbabwe financial staff should visit project sites with
STRIVE staff to familiarize themselves with the constraints faced by both the P8 and S8 sub-
grantees.

Recommendation 5: Integrate technical intervention areas

It is essential to place the child at the center of CRS/STRIVE's activities, so that each receives
STRIVE support in an integrated manner. The present structure of CRS/STRIVE alowsfor a
high degree of independence between food security, education, psychosocial and economic
support interventions with the result that a child frequently does not benefit from all of these
interventions, at atime when the original intent of STRIVE was to test different, integrated
baskets of support for children.

STRIVE's structure is designed to help eliminate this risk by positioning “ generalist”
intermediaries such as Project Managers (at sub-grantee level), Project Officers (within
CRS/STRIVE) and the CRS/STRIVE Project Development and Management (PDM) Unit in key
coordinating roles. However, this structure does not appear to be working optimally. Itis
essential that the roles of the PDM Unit be reviewed and reinforced as part of an overall review
of STRIVE's management structures (Section 3 of this report and Annex 3). One option might
be for STRIVE to consider its PDM Unit and staff more as an "integrator of activities and
facilitator to the other Units," with responsibility for continuously monitoring the services

14 Assessment of the Alliance/IPC OV C Project in Burkina Faso," John Williamson and Bridgette Del ay, February
2002.
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reaching children to ensure that they are, indeed, integrated and holistic. Improved management
should enable STRIVE to successfully integrate services.

Recommendation 6: Adapt to the operating environment

Zimbabwe has changed significantly since STRIVE was designed. While STRIVE has taken
many steps to adapt to these changes, the review team is concerned that more needs to be done
and that aspects of the project need to be reviewed in light of the country environment. For
example:

Are STRIVE-related activities and structures adequately prepared for (and protected against)
hyperinflation, fuel shortages and accelerating staff turnover? A number of practical
suggestions have been made in the main body of the report, but more consultation —
especialy with USAID and between the 16 sub-grantees — is needed. STRIVE should
request that USAID convene a meeting with CRS and all sub-grantees to develop strategies
for dealing with these constraints. STRIVE should also consult further with other USAID-
supported organizations to see how they address these issues.

Can the STRIVE interventions make an impact in the context of shrinking resources such as
fuel, electricity and potable water, and public services delivered by the dwindling number of
school-teachers, socia welfare officers and other public servants? If not, what can be done to
restructure the interventions so they can function more effectively? Options for establishing
linkages and partnerships with the GOZ, United Nations agencies, international PV Os and
other local organizations need to be explored so that available resources can be used in a
coordinated, collaborative manner. In addition, increased community ownership of activities
(Annex 10) will increase impact and enable STRIVE to stretch resources.

Can and should STRIVE-related activities and structures be more closely integrated with
existing structures such as district and local AIDS and devel opment committees, child
welfare forums, and activities like voluntary counseling and testing, home-based care,
prevention of mother-to-child transmission etc.? STRIVE should pro-actively reach out to
these structures, identifying options and exploring the implications of integration.

What can be done to motivate unpaid community-level service providers (“volunteers’) who
are themselves in need of food and support? Can they be provided with the tools for their
work (bicycles, shoes, gloves, uniforms)? Can STRIVE ensure they arefirst in line for
whatever benefits are available within the program (food, training)? Can they be assured of
seeing the fruits of their work (data/information collected) being appropriately recognized
and thanked? Alternatively, can the “volunteer” approach be revised so that communities
decide what and who they are most concerned about, what capacities and resources they
bring to bear, and what actions they are prepared to take? (Annex 10, Table1) STRIVE
should convene a meeting with P8 and S8 sub-grantees to discuss these issues and develop a
uniform approach. UNICEF, international PV Os, and child-focused programsin other
countries should be consulted for their experiences and approaches to dealing with these
issues. Programs similar to STRIVE in neighboring countries (COPE/Malawi,
SCOPE/Zambia) provide examples of options for volunteers. Such programs should be
visited and consulted.
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Recommendation 7: Contributeto developing an adequate lar ge-scale, national
response

Asamajor role player in child-focused activities in Zimbabwe, CRS/STRIVE should be
prepared to adopt a higher profile in influencing and advising national policy. It should not
attempt to assume roles properly carried out by the Government, but it should continue and more
actively seek to influence the Government and other key stakeholders to adequately fulfill their
essential roles. STRIVE's ongoing involvement in the National Stakeholder's Forumisan
excellent beginning. The national consultation on orphans and vulnerable children in June 2003
will provide an ideal opportunity for CRS/STRIVE to develop higher public profile and to
advocate the ideals STRIVE promotes.

Many of the recommendations in this report (particularly Section Six), will help to prepare
CRS/STRIVE to fulfill thisrole. In particular, reinforcing the project's vision and capacity to
deliver (acting more as a facilitator than as a service provider), ensuring that children have a
greater say in decision-making, and improving linkages at all levels will help strengthen
STRIVE's position.

In addition, CRS/STRIVE needs to work more closely with UNICEF to develop a strategic
aliance for children at risk at the national level. STRIVE should also establish close linkages
with USAID/Zimbabwe's Zimbabwe AIDS Policy and Advocacy (ZAPA) Project and work
closely with ZAPA on policy-related issues.

Section 3: CRS/ STRIVE’'s management structure

Although STRIVE has been working to improve its management systems, those currently in
place are not conducive to effective management, decentralization or decision-making. As
mentioned previously, STRIVE's management structures within CRS are too interdependent and
cumbersome with lines of authority, and roles and responsibilities, which, while clearly laid out,
are not adhered to or respected. In addition, planning has been very fractured, resultingin
“reaction” rather than “pro-action.” STRIVE’svision, strategic thinking and project direction
seem unclear, particularly in light of changes within the project and the rapidly shifting operating
environment. Furthermore, information is apparently not shared effectively nor passed along as
necessary, hindering STRIVE’ s ability to respond to its sub-grantees.

Over-involvement by USAID in STRIVE' s day-to-day activities and management was also
reported to have hindered STRIVE' s ability to manage its own work. USAID countered that that
without its continued involvement certain activities would not have been carried out
satisfactorily or certain issues might not have been adequately dealt with. Though it appears that
USAID and CRS/STRIVE discussed these issues several times, apparently no action was taken
by CRS/STRIVE, thus encouraging USAID to feel that continued involvement in the project was
necessary.
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STRIVE's administrative systems appear sound and the current STRIVE staffing complement is

more than adequate to handle present activities, in terms of both numbers and qualifications.

Current staff levels would not be sufficient, however, to handle any growth. Staffing challenges

identified by the review team include:

= The current Director plans to step down as soon as a qualified replacement isidentified

= Therolesand responsibilities of the Project Development and Management Unit staff and
overall purpose of the Unit appear to be constantly evolving, causing confusion among other
STRIVE Units and sub-grantees

= Core staff skillsin planning, program management and supervision need reinforcement

» Staff need a solid grounding in HIV/AIDS and children at risk issues

= Sub-contracting seems to be inadequately used, as staff appear to want to take on many
service delivery tasks themselves, rather than supervise delivery by others.

Linkages and relationships at all levels of the STRIVE project seem to be tenuous. STRIVE
does not appear to have clarified its relationships with USAID, CRS, its sub-grantees, or the
communities served by its sub-grantees.

Key recommendations for strengthening STRIVE's management structures were informed, in
part, by adiscussion with S8 Directors, and summarized in Annex 3 and include:

1 Hiring a seasoned, experienced director immediately. This person must be a skilled
manager and strategic thinker.

2. Revisiting and sharpening STRIVE's vision, adjusting the strategic program plan and
timeline accordingly.

3. Separating and simplifying STRIVE management structures and procedures within the

CRS context.

4, Increasing the decision-making autonomy of STRIV E within the CRS context.

5. Reinforcing adherence to and respect for lines of authority within, and between, CRS and
CRS/STRIVE.

6. Conducting afacilitated discussion around the issues raised in the "strengths, weaknesses,

opportunities, threats (SWOT)" exercise and in-depth interviews carried as part of the
mid-term review.
7. Reengaging the present Director in an appropriate alternative capacity, such as Senior
Technical Advisor on Children/Quality Assurance.

Section 4: CRS/STRIVE's Core Functions

CRS/STRIVE' s four main project implementation functions can be summarized as:

=  Selecting sub-grantees to deliver servicesto Zimbabwean children at risk

* Providing assistance to sub-grantees to help them carry out their activities better

= Providing assistance to sub-grantees to help them better manage and account for their staff
and funds

USAID/CRS STRIVE Mid Term Review Page 18



= Studying what happens and how it happens—and using this information to identify useful
lessons, notable or commendable practices, and strategic principles and practical actions that
can be applied or replicated el sewhere

Each of these functionsis discussed below.

Sub-grantee selection

CRS/STRIVE has implemented a comprehensive, multi-step process that has been used to award
two rounds of sub-grants. The process was modified slightly for the second round (S8), based
largely on lessons learned in the first round (P8).

The sub-grantee selection process itself appears to be thorough and has resulted in the selection
of sub-grantees that match the selection criteriawell. To expedite project start up, potential sub-
grantees for round one were pre-identified based on previous relationships with CRS. For Round
2, atransparent selection process was followed. Some S8 sub-grantees felt that the application
and selection process helped build capacity within organizations applying for sub-grants. At the
same time, however, the process was time-consuming, particularly for smaller community
organizations. Similarly, participation in Round 2 took many key CRS/STRIVE staff away from
their programmatic responsibilities for extended periods of time, affecting project
implementation and their ability to respond effectively to the needs of P8 sub-grantees.

The review team has recommended that CRS/STRIV E not expand its services further during the
pilot phase of STRIVE. Should CRS/STRIVE continue beyond the pilot phase and decide to
expand, the review team recommends that the project review its sub-grantee application and
selection procedures to:

1. Determine whether there are options for streamlining the process (including, if appropriate,
establishing sub-committees to be involved in selection at different stages of the process, thus
freeing up staff at the same time).

2. Consider hiring an external consultant to help with the process.

Building sub-grantee’ s capacity

Achieving STRIVE's second main project objective, “Improve the organizational capacity of at
least eight local organizationsto deliver high quality care, support, and prevention activitiesto
benefit children affected by HIV/AIDS and their families,” is the primary responsibility of the
Capacity Building/Gender Unit.*> Although some activities have been affected by the delay in
hiring a Program Manager and Project Officer for the Unit, many key activities have taken place
as scheduled. Of particular note, organizational capacity assessment tools were adapted and
administered during individual workshops with sub-grantees; a master plan for capacity-building

1> This section does not address financial capacity building or operations research capacity building as these capacity
building activities do not fall under the purview of the CB/G Unit.
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activities was designed based on the assessment results; and a management skills capacity-
building workshop was held for sub-grantee Directors. Improved capacity will be measured
against the baselines established for each P8 sub-grantee (using the organizational assessment
tool) once more capacity-building activities have been carried out. The Capacity
Building/Gender Unit anticipated conducting the next interim assessment by December 31, 2003.
The S8 sub-grantees are presently being assessed using the same tool.

Several P8 sub-grantees indicated that they welcomed capacity-building activities and felt they
were vauable. To date, most capacity building has transferred knowledge and understanding to
sub-grantees. Skills and the ability to develop or use specific systems have not yet been
sufficiently transferred. Because each Unit of CRS/STRIVE independently conducts capacity-
building activities, many sub-grantees felt overwhelmed by the number of activities going on at
the same time, with staff of least one sub-grantee reporting that they had spent at least one month
per quarter in workshops and/or training sessions, some of which were not significantly different
from others. There was also a concern expressed that capacity-building activities were often
diluted by erratic communication, lack of coordination and less-than-adequate materials.

Sub-grantees also expressed concern that usually only STRIVE-funded staff were involved in
capacity-building activities, creating divisions among sub-grantee staff. The adoption of "a
project within a project” has created a degree of tension in sub-grantees, with a number of the
smaller sub-grantees feeling genuinely threatened by the STRIVE element within their
organization and the disparity it is creating. To achieve STRIVE's objective of building the
capacity of at least eight local organizationsto deliver high-quality care and support for children
at risk and their families, STRIVE needs to assess the needs of each organization beyond
STRIVE-funded staff (including other staff, management, board members, etc.) and develop
individual capacity-building plans for each sub-grantee. What is needed for and by one sub-
grantee may not be what is needed by another.

In spite of what has been achieved, many P8 sub-grantees still need significant organizational
capacity building. Usually several different types of activities are required to ensure that a staff
member or volunteer has learned a skill and can useit. Creating buy-in, treating sub-grantees
appropriately and developing relationships will help sub-grantees accept and implement changes
within their organizations. Gender has not been adequately addressed in STRIVE’ s capacity
building activities and needs to come out more strongly.

The Capacity-Building and Gender Unit at STRIVE currently has enough staff who are highly
qualified and professional. A skillsbank isbeing put in place that will allow the Unit to access
expertise for designing, organizing and conducting capacity-building activities on a broader
range of topics.

Key recommendations include:

1. Coordinating the capacity building activities of all STRIVE Units to reduce overlaps and
burdens on sub-grantees and to organize, oversee, and assure quality.
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2. Creating amenu of capacity-building topics from which all sub-grantees can choose.
Developing a combination of activity styles, such asformal, informal, and organizational
one-on-one alternatives to workshops.

3. Developing more creative capacity transfer programs including not only formal workshops,
but also informal inter-program visits, and peer group or self-study opportunities. Relying
more purposefully on good quality materials (study guides, procedural manuals, information
on HIV and AIDS, children at risk, community mobilization) as alternatives to workshops
which take staff and volunteers away from their sites.

4. Developing a complete organizational capacity assessment package to improve the quality of
the assessment to be administered, i.e. provide greater variety and more modules that focus
on special issues, such as gender.

5. Developing aclear set of specific indicators to assess capacity-building activities and the
appropriateness of methodol ogies used.

6. Adding a gender target to the STRIVE plan and develop appropriate indicators.

Financial management

One of CRS/STRIVE's core functionsisto effectively manage the CRS cooperative agreement
funds and to ensure that the sub-grants awarded to the implementing partners/sub-grantees are
equally well managed.

Based on staff interviews, randomly tested financial documents, written policies and procedures
review, and examination of management systems and policies, the mid-term financial review
team assessed the financial status of CRS and its sub-grantees to determine whether:

= Acceptable, properly documented financial management systems for controlling, accounting
and safeguarding USAID resources were in place both at CRS and grantee level.

= Direction and building of implementing partners financial systems was provided by
CRS/STRIVE.

= Capacity building of sub-grantees financial officers was provided by CRS/STRIVE.

= On-going project implementation is cost effective.

= Financia capacity to manage and absorb additional funds for scaling up or out existed within
CRS and sub-grantees.

The focus areas for the financia review were financial management systems; computerized
accounting systems; auditing; procurement; administration; travel and per diem; and personnel.
Systems were further broken down into smaller processes; e.g. the financial management system
was broken down into cash payments, payments, bank reconciliation, accounting, reporting and
internal controls. Individual, confidential reports for each sub-grantee and CRS were prepared.
CRS and USAID received copies of all reports. The sub-grantees received the report on their
organization. The section below summarizes general findings, conclusions and
recommendations.

Sub-grantees
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Funding: In July 2002 the sub-grantees were awarded atotal of US$1.4 million,
targeting 45,132 vulnerable children. CRS/STRIVE funding to the sub-grantees equals an
average of 70% of total sub-grantee funding. Expenditures amounting to US$254,000 had been
recorded as of April 2003, benefiting 24,545 vulnerable children at an average cost of US$10 per
child.

Total Amount First year Funds Pipeline Pipelineasa % of
ORGANIZATION of Sub-grant budget disbursed (US$000) 1% year budget
(US$000) (US$000) (US$000)
07/02-06/03 07/02-04/03| As of 04/2003
Batsiranai 149 74 29 45 61
Bethany 169 85 12 73 86
Diocese of Bulawayo 183 91 48 43 47
Diocese of Chinhoyi 190 95 31 64 67
Diocese of Mutare 195 98 25 73 74
Masiye Camp 186 93 55 38 41
RUDO 183 92 32 60 65
Tsungirirai 147 74 22 52 70
TOTAL 1,402 700 254 446 64

Pipeline: It was observed that most sub-grantees had an excess pipeline ranging from
41% to 86%. It was also noted that there is no relation between the number of children reached
and the funds expended. In the current Zimbabwean environment it is difficult to understand
how, for example, 96% of the targeted children were reached with 39% actual funds spent.

* Expenditure figures are for the period July 2002 to April 2003

Internal Controls: The financial review team tested the adequacy of internal controls and
observed that the internal controls of each sub-grantee were generally ranked "inadequate.”
Although the absence of internal controlsis common in small organizations, an effort to establish
internal controls to the extent possible isimportant to discourage the misuse of funds.

Adherenceto Policy: CRS/STRIVE's grants management unit worked with sub-grantees
during regular visits to ensure that USAID policies were being adhered to within their
organizational framework. However, sub-grantees expressed concern that CRS/STRIVE was
creating a better remunerated “ sub-office” within the sub-grantees (i.e. sub-grantee staff funded
by CRS/STRIVE are more highly paid than other employees of the sub-grantee organization),
which was unsustainable and causing divisions within the whole organization workforce. There
was al so a general misunderstanding among sub-grantees of USAID policy and financial
guidelines.
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Financial Management Capacity: It was observed that the sub-grantees were at different
levelsin financial management capacity. Each implementing partner was ranked, with overall
ranking ranging from 2.6 to 3.8 on ascale of 1 (low, needs improvement) to 5 (high, excellent).
There was also evidence of aslow start up process, which had an adverse impact on
implementation and expenditures.

Saffing & Personnel: Theratio of CRS/STRIVE employees to the total number of
employees in P8 sub-grantees was examined. In three of the eight sub-grantees, CRS/STRIVE
employees constituted a majority. Thisindicated to the reviewer that five of the eight sub-
grantees were not overly dependent on CRS/STRIVE funding for existence and might be able to
carry on STRIVE-related activities once STRIVE funding ends.

Documentation: It was noted that written policies, rules and regulations and operational
guidelines were either unavailable or inadequate for several of the sub-grantees. Thisfinding
was not surprising, as the absence of documented procedures is common in small organizations.
However, given the increase in funding received through STRIVE, it is recommended that the
sub grantees make a serious effort towards addressing this concern.

Results: Interviews indicated that there was good work to benefit children at risk being
implemented by the sub-grantees. The financia review team observed, however, that the sub-
grantees were at different levelsin both financial management and program implementation.
Thereis evidence of aslow start up process that adversely impacted implementation and
expenditures. Thereisalso aneed to build capacity of the sub-grantees and develop policies and
procedures in personnel, financial management and procurement.

Challenges. The need to improve CRS/STRIVE’ s response time to payment and budget
revisions and the need for a clear exchange rate and inflation policy were concerns raised by
most of the sub-grantees interviewed.

Key recommendations for strengthening sub-grantee financial management systems include:

1. Ensuring that policies, rules and regulations and operational guidelines are documented

2. Improving internal controls through segregation of duties

3. Using CRS/STRIVE's capacity-building unit to improve sub-grantees’ financial management
capability. The review team recommends that financial management capacity be built within
the entire sub-grantee organization--not only among those specifically funded by STRIVE.

4. Ensuring that recommendations made to each sub-grantee are addressed.

Catholic Relief Services

The mid-term financial review team assessed the financia status of CRS to determine whether:

» CRS has acceptable, properly documented financial management systems for controlling,
accounting and safeguarding USAID resources both at CRS and sub-grantee level,
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= CRSprovided direction and capacitated P8 financial systems,

= On-going project implementation is cost effective

» CRS/STRIVE hasthe financial capacity to manage and absorb additional funds by “scaling-
up/out interventions’.

Methodology: The review team interviewed CRS staff, randomly tested financial documents
and reviewed documented policies and procedures to determine the status of management
systems and policies. The focus areas were financial management systems, computerized
accounting systems; auditing; procurement; administration; travel and per diem; and personnel.
These systems were further broken down into smaller processes. For example, the financial
management system was broken down into cash payments, payments, bank reconciliation,
accounting, reporting and internal controls.

Conclusions. CRS has good, properly documented financial management systems that
ensures proper use of program funds and effectively safeguards them.

Challenges. The mgor challenge emerging from the review was the transfer of financial
management skills to sub-grantees.

Principle recommendations for strengthening CRS's financial management include:

1. CRS should capacitate the financial, personnel, administration and procurement systems of
the P8 through skills transfer.

2. Thetimeit takes CRS to respond to P8 requests for payment and budget reviews should be
shortened.

3. CRS should work with USAID to formulate a clear exchange rate and inflation adjustment
policy.

4. Excess pipeline be addressed immediately.

5. The disparity between the number of children reached and actual expenditures should be
investigated.

6. CRS/STRIVE should conduct reviews to ground-truth the figures submitted by sub-grantees
such as "number of children reached") to avoid double counting errors.

7. CRS/STRIVE should integrate the STRIVE unit at the sub-grantee level to avoid creating a
“separate”’ entity.

Operations research

The STRIVE project design was centered on arigorous operations research (OR) agenda that
would enable the project to assess the impact, cost effectiveness, replicability and quality of
various community-based, child-focused interventions. It was designed specifically to identify
which interventions and combination of interventions had potential for application in new
geographic areas or to reach larger numbers of children at risk. Operations research was
intended to provide lessons and guide future programming not only for USAID, but aso for
others working on programs aimed at children at risk.

USAID/CRS STRIVE Mid Term Review Page 24



In spite of thisintensive focus, most operations research activities did not begin until early 2003,
almost one year into project implementation. CRS/STRIVE's original proposal to subcontract
the operations research to alocal firm did not materialize and STRIVE did not move rapidly to
find areplacement or establish in-house expertise for this critical component. A baseline survey
was finally completed in July 2002, but was inadequate to meet the research and monitoring
requirements of STRIVE. A consultant was hired to reanalyze raw data and reorganize
information according to STRIVE indicators. Although the resulting product was an
improvement, the baseline survey document continues to be of little practical use for OR
purposes.

In early 2003, CRS hired an experienced Operations Research Advisor has who has worked hard
to strengthen the OR component of the STRIVE. In recent months the Operations Research Unit
has undertaken a number noteworthy activities, including an operations research training
workshop, the development of uniform data collection instruments for all sub-grantees, and
updates to the original operations research work plan.

The operations research training workshop brought together OR staff from both CRS/STRIVE
and the P8 sub-grantees. The workshop was instrumental in clarifying definitions and concepts
of operations research and its methodologies and helped reaffirm the operations research
objectives of the STRIVE project. The workshop forged, for the first time, acommon
understanding of the OR agenda, set priorities and outlined future steps.

The standardized research tools devel oped recently have clearly been useful to the P8 OR staff
and have enhanced the ability of STRIVE to collect useful and pertinent data. Given the
centrality of the OR agenda for the successful outcome of the STRIVE project, areview of the
tools by OR specialists to ensure that they are sufficient to capture and provide the necessary
information required, as set out in the original objectives of the project, may be useful. Costing
of child-focused interventionsis particularly fraught with conceptual, methodological and
operational difficulties. Recent attempts by Chris Desmond and Geoff Gow in South Africa
have illustrated some of these difficulties and may be of interest and use to STRIVE's Operations
Research Unit.

Asaresult of recent OR Unit activities, al but one of the P8 sub-grantees now has atrained
operations research manager on staff. Within all the sub-grantees, however, these OR managers
are required to perform non-OR functions, including monitoring and evaluation and basic
fieldwork.

Sub-grantees uniformly reported improvement in the quality and timeliness of support and
guidance being received from CRS/STRIVE since the arrival of the new operations research
advisor, and on the benefits they perceive emanating from the operations research program.

The first overarching theme/recommendation of this report was to re-establish operations
research at the core of STRIVE. Key steps for implementing this recommendation and for
strengthening STRIVE's operations research program include:
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. Convening an operations research tools review workshop, with external specialist assistance,
to rigorously review existing STRIVE OR tools, methodologies and proposed analysis to
ensure their adequacy for project objectives. Revise and/or adapt existing tools, as
appropriate, or develop new ones, if required. USAID/Zimbabwe and USAID/Washington
can provide assistance in identifying appropriate expertise.
Following the OR tools review workshop, reassess staffing needs, external technical
assistance needs and other requirements. Identify additional funding needs for an expanded
operations research agenda and submit a revised budget for OR activitiesto USAID.
Identifying and subcontracting a recognized local or international operations research
organization to rapidly expand operations research activities. The Operations Research
Advisor should manage the contractor(s) to ensure that what they are doing is consistent with
the objectives of STRIVE and USAID.
. Putting a mechanism in place to collect data and analyze the cost effectiveness and quality of
different child support interventions, both individually and with regard to STRIVE's
categories of (a) psychosocia support, (b) economic empowerment initiatives, (c) food
security and nutrition interventions and (d) education assistance, as outlined in the
cooperative agreement. STRIVE should subcontract an organization or engage the assistance
of an individual (s) with expertisein cost effectiveness analysis. In addition, the Operations
Research Advisor should participate in the forthcoming interagency costing meeting for
children at risk programs to be held in July 2003 in South Africa.
Undertaking a similar, but scaled down, OR training workshop for senior management of the
P8 sub-grantees, OR/M & E staff of the S8 sub-grantees, and non-OR staff of CRS/STRIVE.
Encouraging and providing financial support to sub-grantees for hiring additional staff
dedicated to operations research.
. Considering the extension of operations research to the S8 organizations to validate the
assumption that larger organizations can scale up rapidly and more efficiently; ensuring that
S8 monitoring and measurement tools and methods are consistent with and supportive of the
P8 OR objectives.
Designing operations research questions to track community capacity building and/or
empowerment allowing them to make their own decisions and manage their own programs.
. Closdly examining staffing needs at the central and sub-grantee level to address the
operations research issues raised above. Since the various interventions require a variety of
skills—some short-term and others long-term—adopt maximum flexibility in structuring
human resource needs to make STRIVE a cutting edge program in programming and
operations research for children at risk.

10. Requesting that STRIVE become one of the field test sites for the ten proposed indicators

developed at arecent consultative meeting in Botswana on children at risk.'®

Section 5: Sub-grantee programming

I ntermediate Result 1: Psychosocial support (PSS) interventions piloted

18 Draft Report on the Technical Consultation on Indicators Development for Children Orphaned and Made

Vulnerable by HIV/AIDS," Gaborone, Botswana, 2-4 April 2003.
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Children living with HIV/AIDS have specific and special needs. STRIVE funding has enabled
sub-grantee organi zations to expand existing PSS services and to provide additional PSS
interventions to these children and their communities. Home based care volunteers are now
providing counseling servicesto children living in AIDS-affected families; child galas provide
children with an opportunity to demonstrate their skills to the community; and Speak Out

Wor kshops give children aforum to voice their concerns to community members. Through
STRIVE funding, more children have been able to attend community camps and a greater
number of teachers and peer counselors have received training in counseling.

Successful implementation of PSS activities, however, faces severa challenges. Of primary
importance is the lack of acommon understanding of the term “psychosocial support” not only at
CRS/STRIVE, but aso internationally, nationally, within STRIV E sub-grantee organizations and
in the communities receiving STRIVE assistance. This has made it difficult to obtain

meaningful baseline data, to design appropriate interventions, and to measure the efficacy of
these interventions. As aresult, the focus has been on the number of children receiving services
and the number of PSS interventions, rather than on qualitative changesin the child’ s life and
behavior.

STRIVE's definition of PSS as a separate intermediate result has led to sub-grantees
implementing stand-alone PSS interventions, mainly replications of successful models such as
camps, leadership training and counseling, rather than creatively weaving PSS into all aspects of
their programs. Because sub-grantees have not developed integrated plans that involve services
to the child across key developmental stages of their lives, services tend to be digointed and are
unable to take advantage of synergiesto increase their impact. Furthermore, few sub-grantee
organizations have involved communitiesin “dialogues of discovery” to determine what
communities did before and do now when children lose parents, how communities might define
positive changein their children or why they think children misbehave.

Topics that are not being sufficiently addressed by current STRIVE PSS interventions include
sex abuse and preparing a child for the death of a parent. Groups that may not be effectively
reached by current interventionsinclude HIV positive children and children living in infected
families, children not in community care (street children), guardians and volunteers caring for
orphans, vulnerable children and child-headed households.

It is recommended that STRIVE build capacity in the sub-grantees by:

1. Helping communities build children’ s resilience in the face of multiple risk factors by
strengthening the child’ s problem-solving skills, daily living skills, and their ability to utilize
external and internal resources.

2. Promoting the psychosocia well being of children, rather than placing emphasis on
implementing psychosocial support activities. They should encourage the community to
identify the components of children’s well being (their accomplishments), the threats to well-
being (the impact of AIDS, social isolation) and what the family and community can do
about these.

3. Strengthening the communities’ ability to provide continuity of care, beginning before a
child is orphaned and extending well beyond the initial period of bereavement.
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4. Working with communitiesto clarify the meaning of “psychosocial support.” Have
communities identify aword or phase (in the vernacular where possible) that summarizes
their understanding of the term and adopt the resulting word/phrase and definition for use
within STRIVE.

5. Involving the community in formulating and implementing interventions that address the
well being of children.

6. Working with the Mildmay International group currently setting up operations in Zimbabwe
and learn from their clinic and community PSS work with children in Uganda, particularly on
how to communicate with children.

I ntermediate Result 2: Food security interventions piloted

The SADC Food, Agriculture and Natural Resources Vulnerability Assessment Committee’s
December 2002 report concluded that the number of Zimbabweans in need of food assistance
was nearly 7.2 million people, an additional 480,000 people since the last assessment conducted
in August 2002. The Famine Early Warning Systems Network’ s February 24 Food Security
Emergency report on Zimbabwe stated that food insecurity is expected to worsen, since the
2002/2003 grain harvest could be as much as 20 percent below last year’s poor performance.
Zimbabweans in more than two-thirds of the country’ s districts are expected to experience either
moderate or extreme food insecurity during 2003/2004. The impact on vulnerable children of
another poor harvest islikely to be severe.

The impact of the HIV/AIDS epidemic exposes individuals and communities to, and lowers the
threshold at which, any additional shocks such as a complex food crisis and an increasein child
vulnerability can be absorbed or tolerated. HIV/AIDS directly impacts the social and economic
capacities of households and communities and, at the same time, socio-economic changes can
directly affect--negatively or positively--the spread of HIV/AIDS. An understanding of the
interrelationship between HIV/AIDS and food security in Zimbabwe is crucia for any effective
response to the current crises, the longer-term recovery strategy and the national response to the
orphan and vulnerable child crisisin the country.

STRIVE has attempted to address food security issues as they relate to children affected by
AIDS by supporting sub-grantees promotion of drought tolerant crops and crop diversification,
labor saving agricultural techniques, nutritional gardens, chief’s gardens and micro-nutrient-rich
vegetables. Interventions, including irrigation drip kits, a seed fair with vouchers, community
fields and horticultural gardens, were piloted. In addition, STRIVE increasingly assumed a
direct role in providing supplementary feeding in primary schools and early childhood education
centers.

A review of STRIVE’sfood security interventions indicates that they have met with mixed
success. Some community and chief’ s gardens are successfully providing food for vulnerable
children. Attemptsto introduce seed fairs and irrigation drip kit pilots were less successful.
Supplementary feeding programs are unsustainable for STRIVE and its sub-grantees as STRIVE
does not have a comparative advantage in this area, particularly in view of the number of
experienced groups involved in the large humanitarian effort underway in Zimbabwe.
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It is recommended that STRIVE:

1. Review food security interventions and refocus on activities that directly benefit the
vulnerable child.

2. Reorient itsfood security activities to focus on more measurable nutritional outcomes for
children at risk, including nutrition support to vulnerable children in and out of school,
vulnerable pre-school children, and community activities that provide additional food for
vulnerable children.

3. Strengthen its food security and nutrition baseline by incorporating information from recent
vulnerability assessments, district-level nutritional surveys and other related data.

4. Assist sub-granteesin establishing nutritional monitoring systems for vulnerable children in
both school and non-school settings; provide linkages to organizations that can provide food
relief, school feeding or other nutritional support. STRIVE should move away from the
direct implementation of food relief and food security services.

5. Reduce agriculture-based food security activities.

I ntermediate Result 3: Education assistance interventions piloted

It has been documented that education and keeping children in school are key elementsin
reducing the risk of HIV/AIDS among young people. STRIVE has the potentia to catalyze
programs that will keep Zimbabwe' s children in school, and keep them alive and healthy through
its Education Assistance interventions, particularly during the current period of materia
deprivation and emotional turmoil.

STRIVE's education programs were designed to ‘increase access to quality education for
children affected by AIDS, with a special focus on girls .>” Recently, interventions have targeted
all those broadly at risk. Funds are used to improve quality of local education: getting more
children, especially girls, into school; providing books, furniture, other consumables and minor
repairs to sub-grantee schools; and providing supplementary feeding. The principal direct
benefit isto children at risk whose school-related costs are subsidized or completely assumed by
STRIVE sub-grantees. Preliminary reports suggest girls' interests are well catered for.

In carrying out its education assistance program, STRIVE faces significant challenges. Within
the wider operating environment, drought and hunger inhibit school attendance even when
subsidies have been provided and increasing numbers of children at risk are in need of
assistance. Inability to pay school fees and levies continues to prevent many vulnerable children
from attending school, even though schools have been instructed by the GOZ not to exclude such
children. Within the STRIVE project, delays in disbursing funds, variable management capacity
at the sub-grantee level and difficult decisions to be made at the community level have hindered
progress.

Effectiveness of education assistance interventions has been compromised by lack of linkages
with other STRIV E-supported interventions, particularly food security/nutrition and

¥ Education Assistance Implementation Strategy, February 2003
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psychosocia support. HIV prevention programs, originally included in STRIVE' s design, have
not been implemented and constitute amajor gap in STRIVE’ s education assistance package.

Until the Government of Zimbabwe abolishes fees and levies and open schoolsto all,
CRS/STRIVE' s education management and planning capacity needs strengthening:

1. Concentrate education assistance on subsidizing enrollment costs, linked to improved
nutrition, care and counseling, and HIV/AIDS prevention programs.
2. Streamline selection of candidates for subsidies, transfer of resources between levels of the
organization, and management of systems and processes at all levels.
3. Increase education staff at sub-grantee level and improve the skills of all education personnel
with regard to HIV/AIDS and education, orphaning and children at risk, and community-
based programming.
4. Assist sub-granteesin developing systems for continual monitoring of attendance to identify
children dropping out of school either because of sickness at the household level or asa
direct result of hunger/poverty.
5. Improve linkages within CRS/STRIVE, among its levels, and with other organizations.
Better analysis of operations research feedback will improve both management and planning
capacity.
6. Link the scholarship program with:
= arevitalized HIV/AIDS prevention program delivered by selected teachers and
paraprofessional peer health educator teams in sub-grantee schools;

= programsthat promote the psychosocia well being of children to reach children and
young people in and out of school;

= school nutrition programs — supervised or sub-contracted to specialists in humanitarian
relief by STRIVE P8 and S8 sub-grantees —for al children in sub-grantee primary
schools, or at least those in the hardest hit ‘hotspots’ within STRIVE's areas of operation.

7. Form strategic partnerships with groups such as Save the Children and USAID's ZAPA
Project to advocate for education policy reforms.

| ntermediate Result 4: Economic strengthening interventions piloted

CRS/STRIVE' s economic strengthening intervention seeks to enhance household and
community economic resources through community-based approaches. The assumption isthat if
household economic activities are strengthened, both households and communities will be better
positioned to care for their children at risk. Economic strengthening activities under STRIVE are
not funded by USAID (CRSisusing its own funds) as technical provisions on the use of “child
survival” funds exclude such activities.

Economic strengthening activities were launched much later than other STRIVE-assisted
interventions. To date, the internal savings and lending (1S&L) scheme is the only household
economic strengthening activity that has been initiated by STRIVE, and that was begun only two
months prior to the mid-term review. No community safety net initiatives have been launched
by STRIVE, although several are being undertaken by sub-grantees and communities without
CRS/STRIVE support.
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Two sub-grantees are currently implementing IS& L programs, with athird poised to begin soon.
To provide technica services on the IS&L model to the STRIVE sub-grantees, CRS contracted
with CARE International in Zimbabwe. CARE istheinstitution that devel oped the IS& L model
and has extensive experiencein using it in Zimbabwe.

Although the IS& L groups have only recently been launched, those participating in the schemes
are both enthusiastic and clear about the potential benefits of participation. Because IS&Lsare a
variation of traditional “merry-go-round” lending schemes, they have been readily accepted by
communities and immediately become community owned and managed. The simplicity of the
model means that groups often form spontaneously once the scheme isinitiated.

Challenges facing the nascent 1S& L program include: spontaneous replication may not include
the same level of training and monitoring offered by STRIV E sub-grantees; the program could
become dependent on the sub-grantee field officer; and STRIVE needs to ensure that CARE
technical assistance successfully transfers skills to sub-grantee counterparts.

Key recommendations include:

1. STRIVE should wait (for at least six months) for results from the first three IS& L programs
before replicating the model. Criteriafor assessing results should include (a) an increase in
economic resources (assets) at the household level and (b) evidence that any increaseis
benefiting vulnerable children and improving their welfare.
2. If the six-month results prove positive, CRS/STRIVE should present USAID with awell-
documented and justified request for direct USAID funding for economic strengthening
activities.
3. The operations research unit at STRIV E should use baseline information available to develop
tools to track the impact of 1S& L activities on vulnerable children.
4. Operations research should be designed around the IS& L initiative. Possibilities include:
=  Comparing resultsin an IS&L community versus anon-I1S& L community
= Tracking cash inflows versus seasonal, agriculture-related income fluctuations to identify
the real incremental differences accruing from 1S& L participation

= Using teacher observation and recordsto track benefits to vulnerable children

= Checking on the improved health care/nutritional status of children under five and
relating this to whether the children are under the care of an IS& L member

= Determining whether the gender of 1S& L members related to the benefits received by
vulnerable children in the household

5. STRIVE should ensure that sub-grantees develop trainers from within their IS& L schemes
who can serve as trainers for new [S& L groups.

Section 6: Developing an adequate large-scale, national response to children at
risk

STRIVE, aong with many other partnersin Zimbabwe, is doing much to address the needs of
children at risk. However, an enormous gap clearly remains in meeting children’s material wants
and their rights as human beings. Neither the size of the gap, the deficienciesin the collective
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national response, nor the costs of implementing a truly adequate national response have been
measured. Orphaning and vulnerability due to AIDS and its partners—poverty, trauma, hunger
and disease—are massive long-term problems for communities, the nation and the world as a
whole.

The operations research component of STRIVE isintended to provide information needed in
order for USAID and its partners in government, non-government organizations and the
international community to plan large-scal e responses appropriate to the size of this challenge,
and to broadly understand how to deliver integrated support services to vast numbers of
disenfranchised children in Zimbabwe and elsewhere.

Closing the material and human rights gap for children affected by AIDS in Zimbabwe will
require avariety of approaches, which include:

= Carrying out a collaborative national situation analysis

= Developing and implementing a collaborative national plan of action

= Forging strategic aliances with the GOZ, UNICEF and other organizations actively
promoting children's well being

= Reviewing and revising national policiesrelevant to children’s safety, well being, and
development and revisiting Zimbabwe's commitments to international conventions

= Developing mechanisms, from national to community level, through which partners can
exchange information and find ways to work together

= Scaling up individual programs to benefit more children

= Scaling out effective programmatic approaches by enabling more organizations to replicate
them

= Monitoring and evaluating actions

STRIVE isasignificant participant, but it cannot and should not be expected to close the gap for
children at risk in Zimbabwe. Rather, STRIVE'sroleisto demonstrate, on alimited scale, how,
through adequate collective and collaborative effort, the gap can be closed. To thisend,
Zimbabwe needs STRIVE to develop into an established program whose priorities include:

= Ensuring that resources are mobilized to meet children’s basic physical needs

= Enabling children to attend school so that they are both educated and socialized, and can gain
skillsto better support themselves and others

= Strengthening the economic and other capacities of vulnerable households to protect and care
for their children

= Mobilizing and strengthening community action to protect and promote the well-being of the
most vulnerable children, including their psychosocial well-being

= Helping children and adolescents to avoid HIV infection.

Because resources will never be enough and the gap is so large, the principle of low-cost
community-based action is undoubtedly the best strategy during the current phase of the
epidemic in Zimbabwe. Although experience so far suggests that families and communities must
be the first line of response to HIV/AIDS, little is being done within the STRIVE program of
action to strengthen communities' own capacities to respond to HIV/AIDS and poverty.
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STRIVE clearly needs to empower sub-grantees to mobilize, support, and extend community-
owned, led and managed activities. Thiswill require a strong shift in the support paradigm of
current staff, but is both necessary and possible.

Recommendations for developing a sustainable, large-scale response to the needs of childen at
risk and their communities include:

1. Play an active leadership role in the national consultation on orphans and vulnerable children
in June 2003 and, on an ongoing basis, help to mobilize an adequate collaborative national
response to the country’s most vulnerable children, using the operations research lessons of
STRIVE.

2. Forge strategic alliances with both the GOZ and other agencies, such as UNICEF, to foster a
coherent national and scaled up response to children

3. Adjust STRIVE's capacity-building programs to enable sub-grantees to design and
implement community-appropriate approaches that measurably benefit vulnerable children at
alow cost per child.

4. Organize a study visit to COPE and SCOPE-OV C programs in Malawi and Zambia, and
collaborate with these and other organizations or programs in the region to develop a
community mobilization network for information exchange and training.

5. Caculate, through the STRIVE Operations Research Unit, the cost per child beneficiary of
selected interventions and gather quantitative and qualitative information on the respective
results for children of these interventions.

6. Ensure that sub-grantees receive training in methods of involving children and adolescents
effectively in decision-making and interventions.

7. ldentify, through the STRIVE Operations Research Unit, with cooperation from
USAID/Zimbabwe, aspects of USAID programming regulations and processes that hinder
effective child-focussed programming at the community level, by community-based
organizations and parents.

8. Diversify and expand the CRS funding base for STRIVE.

Section 7: Recommendations for USAID

Regarding STRIVE

The review team welcomes and fully endorses USAID’ s commitment to support along-term
scaled up program for children at risk in Zimbabwe. Given the deteriorating socio-economic,
political and health situation and the increasing impact of HIV/AIDS on children, this decision is
timely and necessary. To increase the range and effectiveness of its support to children at risk in
Zimbabwe, the review team recommends that USAID continue its current support to STRIVE,
extending the current pilot project through May 2005 to ensure the completion of the S8 scaling
up and operational research activities. USAID should aso consider providing additional fundsto
STRIVE, should they be required, to ensure that the operational research agenda findings are of
the highest standard possible and that they are widely disseminated for comments and analysis.
Specific proposals on how this could be done are included in Annex 4.
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Team discussions with CRS/STRIVE staff and sub-grantees highlighted several concerns
pertaining to USAID’ srole in supporting the STRIVE project, including:

Financial rules and regulations and their application: Several sub-grantees felt that
USAID's financial reporting requirements were creating tensions within their organization.
One respected STRIV E sub-grantee had to set up a completely separate financial system for
accounting for USAID funds. Other sub-grantees felt that the application of financial rules
and regulations, along with reporting requirements, were applied in too rigorous a manner for
community-based programs. The need for “finance with a human face” was highlighted.
Sub-grantees observed that STRIVE staff were under enormous pressure to apply USAID
rules rigorously without the flexibility appropriate to the deteriorating country environment.

Recommendation: The mid-term review team welcome's USAID's commitment to
addressing these issues and is encouraged by the agreement of the USAID controller and
CRSsfinancial and program staff to convene a meeting with representatives of both the P8
and S8 sub-grantees to discuss the issues raised by the partners, to agree on specific actions
to apply the USAID rules and regulations in a more flexible and friendly manner appropriate
to conditions (when possible) and to hold a training session with CRS/STRIVE staff on
USAID financial regulations.

Saffing: CRS/STRIVE staff reported that USAID/Zimbabwe staff were over-involved in
day-to-day project management. The inevitable result of such involvement was afeeling of
disempowerment among CRS/STRIVE staff. USAID responded that any "over

involvement" resulted from concerns over staffing, management and financial delays. It
might also be explained in part by the relative inexperience of both CRS/STRIVE and
USAID staff, in particular with regard to applying and interpreting financial and management
regulations. A compounding factor was the rapidly deteriorating country environment. Itis
to the credit of both STRIVE and USAID staff that thisissue did not flare into the open.

Recommendation: USAID/Zimbabwe needs to address the perception of over-involvement.
The hiring of anew STRIVE director presents a unique opportunity for initiating a "fresh"
relationship. Increased decision-making authority for the CRS/STRIVE director will also
enable him/her to be more responsive to USAID.

Achievements and outputs: Both CRS/STRIVE staff and sub-grantees were concerned about
the intense focus of USAID on coverage and results. CRS/STRIVE staff felt that the nature
of the relationship changed once USAID/Zimbabwe began to emphasize, approximately one
year into project implementation, the need to scale up interventions and show measurable
“results.” CRS/ISTRIVE staff felt this changed the “rules of the game” mid way through the
project and required a major reorientation of the STRIVE pilot project--that the need to scale
up took precedence over theinitial objectives of the P8 and the core operations research
agenda. The focus on showing and reporting on results/coverage added additional pressure. It
isUSAID's opinion that CRS/STRIVE was fully consulted in the decision to scale up and
that CRS/STRIVE indicated that they were in favor of and ready to play alarger rolein
programming to meet the needs of children at risk.
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Recommendation: The team has recommended that no further scale up occur during the pilot
project. USAID/Zimbabwe should support STRIVE in consolidating its current program and
ensuring that the operations research agenda produces the results required to move beyond a
pilot effort.

= Changing context: USAID/Zimbabwe has, in CRS/STRIVE staff's opinion, been sensitivein
its support for the project within the changing country environment, in particular regarding
issues of hyperinflation, fuel shortages and staffing. It is clear, however, that as the situation
in the country deteriorates further, even greater support will be required from USAID/
Zimbabwe.

Recommendation: USAID/Zimbabwe will, to alarge extent, address this issue through the
tripartite meeting(s) on financial procedures mentioned above. In addition, USAID/
Zimbabwe should convene a meeting of CRS/STRIVE and sub-grantee representatives to
identify constraints due to the country context and develop strategies for addressing the
constraints. USAID/Zimbabwe should furthermore encourage and facilitate meetings
between CRS/STRIVE and other USAID partners to discuss coping strategies and develop
joint responses to contextual issues.

For thelonger-term

The review team believes that the procedural, programmatic and financial regulations of USAID
as an organization are inappropriate if alarge-scale response to the massive, long-term impacts
of HIV/AIDS on children and familiesis to be mounted at the national, district and community
levels. In asituation requiring innovation and creativity, USAID’s complex regulations are
telegraphed through STRIVE to its partners, slowing, limiting, and frustrating programmatic
action.

To overcome these barriers, USAID/Zimbabwe should:

1. Makeasubstantial, long-term commitment to help develop an adequate, collective large-
scale response to the impacts of HIV/AIDS on children and families.

2. Usethefive-point strategic framework and the 12 programming principles in Children on the
Brink 2002 as foundational guidance and gear its program toward achievement of the
UNGASS goals for orphans and vulnerable children.

3. Provide substantial support for programming by multiple lead organizations.

4. Work actively and play an advocacy role with UNICEF and the Government of Zimbabwe.

5. Participate in and support development of effective national to community level networks for
stakeholder collaboration.

6. Support policy analysis and development.

Given the magnitude and severity of the situation of children at risk in Zimbabwe, compounded
by the current food crisis, USAID/Zimbabwe should:
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1. Consider expanding its partner base to scale up responses to children at risk beyond STRIVE
through a variety of possible mechanisms.

2. Consider funding CARE to scale up its village saving and lending approach, which it
developed and has the unique capacity to implement.

3. Ensure the CARE project has a strong operations research component concerning benefits to
orphans and vulnerable children, which USAID/Washington could help to design.

4. Consider funding other organizations already working in Zimbabwe which have a distinct
comparative advantage in providing assistance to vulnerable children.

5. Give serious consideration to widening its partner base through a buy-in to an existing global
HIV/AIDS mechanism. The partner should be one that has extensive experiencein
programming for orphans and vulnerable children, including experience in the sub-region.
By diversifying its partner base, USAID would be able to rapidly expand its activities and
improve the quality of services provided to orphans and vulnerable children in Zimbabwe.

6. Because oneimplication of the above recommendation would be an increased management
burden on USAID/Zimbabwe, the review team also recommends that USAID consider the
implications of expanding its partner base for its management structure and address the
staffing implications accordingly.

CONCLUSION

The STRIVE mid-term review team was deeply impressed by the STRIVE project—by its goals
and objectives, by its accomplishments and by the people and communities involved in the
project. With its unique operations research focus, the team believes that STRIVE has the
potential to play acritical rolein informing child-centered programs not only in Zimbabwe, but
also globally. The recommendations contained in the body of this report, supplemented and
further defined in the report annexes, are meant to help STRIVE to better fulfill that potential.
The review team is encouraged and impressed by the rapidity with which CRS/STRIVE has
moved to develop action steps for implementing key recommendations.

The team would like to conclude this report by reinforcing the message that STRIVE, while
clearly akey player in reaching Zimbabwe's children, is not expected to "do it all.” Forging
strategic aliances with the Government of Zimbabwe, UNICEF, ZAPA, international PV Os and
NGOS, and local NGOs and organizations involved in child-focused programming is essential
for any large-scale response. Through such partnerships and collaborative efforts, STRIVE will
be better able to ensure that the well being of Zimbabwe's children improves.

USAID/CRS STRIVE Mid Term Review Page 36



ANNEXES






Annex 1
Scope of Work: STRIVE Mid-Term Review, May 2003

Background

Zimbabwe, which is at the epicenter of the HIV/AIDS pandemic, has experienced adrastic
decline in socio-economic indicators over the past 10 years. This declineisthe result of a
combination of political, environmental, and economic factors; current inflation is over 208%,
80% of the population live below poverty, 80% unemployment, over 6 million people (half of the
population) face starvation, and a highly polarized national community. However, the most
salient factor isthe rising prevalence and incidence of HIV/AIDS. The following statistics depict
the gravity of the situation:

*  34% of sexually active adults (15-49 years) are HIV-infected (UNAIDS, 2001);

o 2.3 million Zimbabweans are infected (UNAIDS, 2001);

» Lifeexpectancy hasfallen from 61 yearsto 39 (US Bureau of Census);

* There are an estimated 780,000 orphansin Zimbabwe; a number expected to increaseto 1.1
million by 2005 (UNAIDS, 2001);

* There are an estimated 3,846 deaths due to AIDS each week in Zimbabwe (UNAIDS, 2001).

Children orphaned by HIV/AIDS and children affected by AIDS (CABA) are among the most
vulnerable of Zimbabwean society. CABA face burdens of caring for an ailing parent and
younger siblings, the loss of family income as parents becomeill or die, and withdrawal from
school to care and provide for other siblings. Children aso experience psychological distress
when caring for ailing parents and grieving for them when they die. Y et, children’s psychosocial
needs received little attention until recently.

Many extended families and communities are under unprecedented strain because of HIV/AIDS.
However, there are hundreds of small, humble, yet powerful local initiatives where ordinary
people are doing extraordinary things to care for and support children.

Increasingly, NGOs and donors are recognizing that these community initiatives —when taken
collectively— produce the most significant and extensive response to CABA. With very little
public fundsinvested in CABA, it isall the more urgent for local organizations and communities
to enhance their capacity to respond to the impact of HIV/AIDS on children in an effective and
sustainable manner. Thereis need for local organizations to scale-up their activities to match
escalating numbers of CABA.

UNICEF/USAID recently hosted a Southern African regional conference in Namibia
highlighting OV C/CABA issues. A delegation from Zimbabwe representing GOZ, USAID,
UNICEF and civil society attended this event and presented the current situation of OVC/CABA
in the country. As aresult of that conference, the delegation committed to embarking on a
national consensus building effort designed to catalyze action among all levels of Zimbabwean
society to improve the care and support of OVC/CABA in Zimbabwe. CRS/STRIVE isa
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member of the interim OV C steering committee that is charged with initiating the consultative
process. The CRS/STRIVE mid term review will be linked to this effort in a number of ways:

* CRS/STRIVE will engage a consultant to conduct a brief update of Zimbabwe' s situational
anaysisfor OVC/CABA. The OV C steering committee will use the same information at the
first National Stakeholders' workshop scheduled for mid June 2003.

* Thissame consultant will assist the OV C steering committee in the design and logistic
arrangements for the National Stakeholders’ workshop.

* CRS/STRIVE will be akey informant in the desk review that will proceed the National
Stakeholders' workshop.

* CRS/STRIVE will invite key members of the steering committee to sit on an advisory
committee that provide input to the mid term review (PAC)

* The National Stakeholders' workshop will be akey forum through which to disseminate
information resulting from STRIVE activitiesin general and the mid term review specifically

For more information, the review team can refer to the two situational analyses on OVC/CABA
conducted by USAID and UNICEF respectively; aswell as USAID’s OV C RFA document.

US Government Support for HIV/AIDS Programs in Zimbabwe

The USAID/Zimbabwe “HIV/AIDS Prevention and Mitigation” Strategic Objective is focused
on the following components:

» Changing behavior and attitudes of individuals and communities through increased access to
quality health services, including condoms and contraceptives, voluntary HIV counseling and
testing (VCT), community-based HIV/AIDS education and VCT referral,

» Decreasing stigma and strengthening leadership through improved advocacy and policy,

» Enhancing the capacity of communitiesto assist orphans and other children affected by
HIV/AIDS,

» Sustaining the condom and contraceptive supply in the public sector, as well as the social
marketing sector,

* Supporting “ post-test services’ to provide VCT clients with long-term psychosocia support,
counseling and referral to other support services,

» Expanded access to economic opportunities for HIV infected and affected households, and

» Supporting peer educators and increasing access to condoms at border sites for truckers and
commercia sex workers under the Regional Corridors of Hope program.

The USAID/ Zimbabwe programs have focused on assisting Zimbabweans to mitigate the HIV/
AIDS crisis since 1994. Given the high transmission and prevalence rates, efforts by
Zimbabweans, donors and other partners have helped to ameliorate some of the effects of the
HIV AIDS pandemic, but not succeeded in decreasing the transmission, hence the increase
numbers in mortality. In 2000 USAID/ Zimbabwe updated its Health Strategic Plan and with
increased funding, made a strategic decision to initiate additional programs which would further
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assist Zimbweans to mitigate the HIV/AIDS crisis, to include care and support to orphans and
children made vulnerable by the AIDS pandemic.

In January and February 2000 USAID/Zimbabwe commissioned ateam of experts to assess the
impact of HIV/ AIDS and its effects on children affected by HIV/AIDS. The purpose of the
assessment, was primarily to provide a foundation for USAID actions to enhance capacity at the
regiona and local levels, leading to possible interventions by USAID, such as increased support
for community responses to children and families affected by the epidemic. Secondly the
assessment also served to highlight unanswered questions about the impact of HIV/AIDS on
Zimbabwean children. Examples included questions such as how the government of Zimbabwe
(GOZ), donors, and others can coordinate and communicate about their efforts to mitigate the
impact in children.

The key findings,

* TheHIV/AIDS epidemic is leaving increasing numbers of vulnerable children in need of
special care and protection.

» Children are affected by AIDS in many ways, from the burdens of caring for sick parents and
younger siblings, to the absence of a mother who is caring for afamily member in another
household, to the loss of income and work as adults becomeill or die, to the loss of capital
expended on medications and funerals.

* Inseverdy affected communities, HIV/AIDS has an impact on children, families and
communities that is incremental.

» Continuous deaths among young adults lead to social and economic consequences that
increase with the severity and duration of the epidemic.

» Theeffect of HIV/AIDS on children and families is compounded by the fact that many
familieslive in communities that are already disadvantaged by poverty, poor infrastructure,
and limited access to basic services.

» Itisimperative for any initiative to link the provision of care and support activities to HIV
prevention seen more clearly than with children affected by AIDS.

» Careprograms are an ideal entry point for prevention programs and have the potential to be
effective in preventing the future transmission of HIV.

» Strengthening the efforts of communities responding to children affected by AIDSisnot only
an investment in devel opment—it is also an investment in the prevention of future HIV
infection and an investment in the shrinking HIV epidemic.

« If USAID decided to do initiative on orphans, children affected by AIDS and other
vulnerable children, its support should not undermine or kill community efforts but enhance
them.

Given the assessment findings and the growing number of children USAID sent out an RFA
soliciting for applications from organizations to implement sustained and replicable community
programs to assist children affected by AIDS under Intermediate Result 3 “ Enhanced Capacity
At the Regional and Local Levels In Zimbabwe to Support Community Responses To Children
Affected by HIV/ AIDS.”
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The Centers For Disease Control and Prevention (CDC) works directly with its counterpart The
Ministry of Health and Child Welfare (MOH) as well as The National AIDS Council (NAC) and
other public and parastatal sector organizations to transfer applicable skills, strategies and
assistance critical to a strengthened national response to the HIV/AIDS epidemic. However,
given the political and economic conditions affecting the national health system, this facet of
CDC’ swork has become increasingly complex. As CDC continues to work closely with this
sector, its program of assistance also includes support to and collaborations with strategic
partners. In addition, CDC's program of technical and financial assistance has been constructed
to ensure complimentary with the assistance provided by USAID.

The CDC Zimbabwean program of assistance is focused on the following components:

»  Supporting the implementation and expansion of the national Prevention of Mother to Child
Transmission (PMTCT) of HIV infection program,

»  Supporting the implementation of a behavior change program (Modeling and Reinforcement
to Combat HIV/AIDS or MARCH) to prevent HIV infection among youth and young adults,

* Improving the quality of HIVV/AIDS care with a special focus on biomedical interventions
such as treatment of Opportunistic Infections (Ols) and preparation for the introduction of
Anti-retroviral (ARV) treatment program,

»  Supporting the implementation and institutionalization of strategic HIV/AIDS surveillance
programs, and

»  Strengthening monitoring and evaluation capacities.

The STRIVE Project

The 2000 USAID/Zimbabwe funded Situational Analysis study on the impact of HIV/AIDS on
children resulted in the Mission’sinclusion of support to programming around community
responses to children affected by HIV/AIDS. In December 2001, USAID awarded a US$2.5
million award to Catholic Relief Services/ Support to Replicable Innovative Village/ Community
Level Efforts (CRS/ STRIVE) to implement a US$3.5 million 242 year pilot project to support
children affected by HIV/AIDS. The pilot project is supporting innovative interventions, which
allow resourcesto reach CABA quickly and efficiently. Ultimately, STRIVE intends that these
pilots will scale up and out, to reach significant numbers of CABA. In order to do so, attention to
techniques that result in cost effective processes will be extremely important.

CRS/STRIVE isworking through local and international NGOs. STRIV E addresses sub-
grantees capacity to deliver quality servicesto CABA through a capacity building strategy.
Similarly, STRIVE provides the financial resources that sub-grantees lack and which hamper
thelir ability to scale-out and up activities to reach more CABA.

Currently the piloted interventions revolve around four results oriented “packages’, which
comprise STRIVE' sintermediate result areas: 1) Psychosocial Support 2) Food Security 3)
Educationa Assistance with an emphasis on improving girls' access to education and 4)
Economic Strengthening of household and community safety nets to support CABA. The
following table provides an illustrative list of the activity packages.
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Intermediate results

Examples of activity packages

Psychosocia Support

Raising awareness within communities to support programming to
meet emotional, physical, spiritual, mental and social needs of CABA,
Capacity building of network organizations and community volunteers
in the coordination of PSS for CABA,

Establishment of community based counselling services, for CABA
Establishing support systems and widening social networks of trusted
people to which CABA can turn for safety and counselling services,
Organising and supporting PSS camps and annual galas for peer
socialisation, development of self-esteem, confidence building and life
skillsfor CABA.

Food Security

Enhance the capacity of communities to grow drought tolerant crops
for food production,

Promote the use of community fields and gardens to enhance food
security of especially vulnerable households (overlap with ES)
Encourage allocation of fieldsto CABA for nutritional crop
production and promotion of permaculture,

Increasing access to inputs and market information for CABA
guardians and to older CABA for production of cash crops

Educationa Assistance

Support and increase access to basic education for CABA through
block grants and direct assistance with school fees and uniforms,
Resource mobilization activities

Community schools

Economic
Strengthening

Promotion of self-managed, internal savings and lending groups,
Facilitation of market linkages between producers and markets
(overlap with food security)

Promotion of innovative community resource mobilization such as:
fundraising, community gardens, identifying community assets,
creating an inventory of skills and talents within communities.

Capacity Building

Promotion of participatory self assessments of organizational
capacity of sub-grantees,

Supporting gender audits of sub-grantees,

Supporting the development of sub-grantee capacity building action
plans,

Coordinating master plan for technical assistance and other I.R.
workshops for sub-grantees, andCoordinating the OV C-NGOs skills
bank.

The focus of the STRIVE project’s Operations Research agenda centers on the initial eight sub
grantees (the P8) interventions. This agenda began with a baseline situational analysis. A
thorough M&E system built from STRIVE's Performance Management Plan (PMP) and regular
monitoring visits by the OR unit staff facilitates the process of generating ongoing data showing
progress on project indicators and operations research variables. The OR research variables are:
1) replicability; 2) cost effectiveness; 3) quality of care; and 4) impact.
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The OR Unit carefully analyses and observes trends that emerge from the M& E and field
monitoring visit process to detect practices that appear to contribute towards fulfilling project
indicators. STRIVE sub-grantees are al so piloting different combinations of interventions. In
addition, they will carry out these combinations in different settlements; urban and rural sites of
high-density suburbs, peri-urban informal, mining, communal, small-scale commercial and
resettlement sites. Each of these combinations is a potential “model” representing the sum of
“best practices’ for that combination.

The OR Unit will document these emerging “best practices’ as well as the combinations of
intervention areas, which appear to achieve significant positive impact on the well-being of
children and on community responses. The “best” practices and intervention combinations will
form the core of follow on support promoting future projects. The major thrust of this future
support will be to scale up programming in support of community initiatives so that community
members and caregivers are better able to support and care for children.

In addition to the M& E system, stand-alone studies (e.g. case studies or focus group discussions
using qualitative and participatory research methods) will fill information gaps and explore cross
cutting issues of perceptions and behavior of community members, children, caregivers, etc. as
they engage in activities to care and support CABA. Other potential areas for studies revolve
around issues related to the effectiveness and/or sustainability of sub grantees activities. Finally,
STRIVE may conduct studies to better understand the implications of Zimbabwe' s changing
environment and its affect on CABA, caregivers and communities. Cross cutting issues currently
identified by STRIVE during discussion with its sub grantees include:

* Identification of psychosocia support tools and activities (to measure psychosocia well
being),

* Perceptions of volunteers and volunteerism and their role towards eliciting community
participation, and their impact on cost effectiveness, scaling up and sustainability,

*  Community and children’s perception and definition of vulnerability of children.

Purpose of the Mid-Term Review

Rather than conduct aformal external evaluation, thisreview isintended to be an evaluative
process based on self-assessment, participatory and collaborative processes, including peer
reviews by OV C experts within Zimbabwe and from neighboring countries.

* A midterm review of STRIVE activities was written into the original project design asa
means of taking stock, learning lessons and for providing a means of mid-course correction.
More specifically, the purpose of the participatory and collaborative mid-term review isto
guide the STRIVE Project, CRS/ZW and USAID to:

» Assessthe current status of the STRIVE Project, measured against its original objectives as
laid out in the RFA/Project design document,

» Assestherelevance of the STRIVE project in meeting the needs of children affected by
HIV/AIDS in the deteriorating environment,
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* Assess and examine the capacity and ability of the STRIVE Project to adjust to Zimbabwe's
rapidly changing socio-political and economic situation,

* Make recommendations to USAID and STRIVE on how to Better plan for future
interventions taking into consideration the operating environment and lessons learned from
the on going project.

The mid-term review will assist the STRIVE Project and key stakeholders to develop a clearer

framework for meeting the care and support needs of OV C/CABA in Zimbabwe. This scope of

work proposes a participatory and collaborative peer review.

The review process will involve the key stakeholders sin the STRIVE project; USAID, CRS,
key government ministries (MOESC, DSW, MOHCW), other donors, Unicef, STRIVE sub-
grantees, and peer reviewers drawn from similar OVC/CABA programs in Africa and key other
key informants. The review will examine the three distinct but inter-related components:

A. Zimbabwe' s operating environment (food insecurity, socio-economic and political situation,
HIV/AIDS epidemic), including the OV C/CABA context within Zimbabwe.

B. CRS/STRIVE, and
C. Sub-grantees.

Work to be Accomplished

The following (5) five priority objectives will guide the steering committee and the peer review
team to come up with concrete recommendations for STRIVE, CRS/ZW and USAID on future
support and implementation of OVC/CABA programming in Zimbabwe.

Objectives

Objective 1. The Operating Environment in Zimbabwe

The STRIVE team together with a consultant will look at their operating environment and
produce a document which puts the STRIVE operating environment into context®. This
document will be compiled based on information obtained through

» aliterature review of key OV C documents on Zimbabwe
» previous comments from CRS which outline their perception of the operating environment
» factson OVC from USAID

This document will suggest how the situation in Zimbabwe might evolve in the next 6 and
12 months, and for these scenarios provide:

»  concrete suggestions on how STRIVE will respond to the key issues or indicators
*  what the possible mitigatory strategies will be, and
»  describe theimplications for STRIVE, CRS, USAID and other key stakeholders.

18 The OV C steering committee will use the same general information at the first National Stakeholders’ workshop
scheduled for mid June 2003
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The review team will go through this document and be guided by it when they examine the
following questions:

* What implication does the operating context have for (or how will it affect) STRIVE,
CRS/ZW, and USAID’s OV C strategy? What are the general implications for OVC
programming in Zimbabwe?

*  What might STRIVE, CRS/ZW and USAID have to do differently given Zimbabwe's
changing environment? Could STRIVE, CRSZW and USAID play new/additional rolesin
OV C programming.

Objective 2: The STRIVE Project

The review team will:
» Assess adequacy of processes developed for:

v Grant making—How adequate and efficient and effective is the grant making
process?

v Grants management—How adequate and sound/efficient are the financial systems?

v Building capacity—Are the needs of the sub-grantees being met (TA, OD, data
monitoring support, etc?)

v Operations Research—Are OR objectives/questions still relevant? How can data be
accurately collected? Isthe information gathered so far being used to adjust as the
project goes along? Will OR processes provide us at the end of pilot the results we
want (tangible options for the future)?

v Future Direction (Scaling up). How should the STRIVE project adjust to respond to
the changing environment and other factorsin Zimbabwe?

Objective 3: STRIVE Management Structure
The review team will:

» Assess the adequacy of the management and staffing structures and systems of
CRS/STRIVE to meet the technical and financial support needs of sub-grantees currently
and make recommendations for improvements.

Objective 4. Sub-grantee Programming
The review team will:

e Determine whether the interventions of the Pilot 8 (P8) STRIV E sub-grantees are moving
towards what they intend to achieve as spelt out in the RFA and contract.

e Determine also whether the interventions of the Scale-Up 8 (S8+) STRIVE sub-grantees
are moving towards what they intend to achieve?

e What istheir implication for the Phase |1 scale-up?
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Stakeholders and Review Team Composition and Roles

A. Stakeholders—“Review Think Tank”

A steering committee of Stakeholders called the ”Review Think Tank” will provide advice on
what the mid-term review should focus on and how it should be conducted. The Review Think
Tank will be drawn from key stakeholders and will provide a mechanism to lend authority and
validation to the mid-term review process and to the outcome of this process.

1. They should discuss scope of work, including the criterion used to assess the various
objectives.

2. They should validate the 6 and 12-month scenarios developed in light of the changing
operating environment.

3. They should provide a means of gaining information on the big picture regarding OVC/CABA
in Zimbabwe.

Composition:

Thiswill have a membership of around 10 professionals drawn from key stakeholder
organisations and experts on OV C/CABA programming. This committee will be comprised of
professionals drawn from CRS (Backson Muchini & Kyle Jemison), USAID (Victoria James &
Patrick Osewe), UNICEF (Betty Mukiba, Myke Huijbregts), DSW (Mrs. Dhlembeu,), MOESC
(Mrs. Chirewa, Mr. Clement Jumbe), MOHCW (Mrs. Dete), and leadersin children’ sissues like
Linda Dube, Greg Powell, Geoff Foster, Jonathan Brakash and Stefan Germann.

Roles:

* Meet at the beginning of the process for one day (Week of April 28) to gain comprehensive
understanding of the Mid-Term Review process, and review the whole process of the review.

«  Meet the review team at the beginning of the review May 5™

» Attend presentation of preliminary findings May 22 to offer insight and reactions to findings
and suggest what other information might be needed within the time remaining for the
assessment.

« Conveneto review the fina draft on May 28" and recommend to STRIVE ways to
disseminate information about project activities/findings

B. Assessment Review Team

In order to achieve the four (4) objectives of this Mid-Term Review, an Assessment Team will
be assembled from key stakeholders, experts on OV C programming (including peer reviewers),
an organizational development expert, afinancial auditor, atechnical writer, and a logistician.
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Composition

The team will include the following people:

Peter M cDermott - Team leader (USAID/Washington); will provide leadership, coordinate
and facilitate the team, focus on OR component, ensure that all key objectives for the review
are answered and that the final report meets the requirements of SOW. He will be assisted by
USAID staff asrequired. Victoria James will assist with interviews, meetings, background
information, data collection etc.

Lynne Cogswell - Organizational Development Consultant; will focus and lead the team on
assessing CRS/STRIVE organizational and management systems and structures (human
resources) as they relate to sub-grantees. Lynne will also provide an OD document to be
included in final the Midterm Review document.

John Williamson - Will look at issues of scaling up to meet the scope of the AIDS impact on
OVC/CABA. Provide global perspective on OVC/CABA issues.

Mark Loudon — Logistician;

Asfollows:

Before thereview:Will provide logistical support before and during the review

Develop a document which puts the STRIVE operating environment into context: This
document will be compiled based on information obtained through a literature review of key
OV C documents on Zimbabwe, previous comments from CRS which outline their perception
of the operating environment, and facts on OV C from USAID.

Assist Lynne Cogswell in developing a separate OD piece.

Walk the STRIVE team through the OD piece and operating environment context piece.
Develop an action plan for the review, produce atimetable of who needs to go where, and
work with someone in USAID or CRS (who can negotiate the issues of payment and travel
authorisation) to make the necessary arrangements. This includes setting up interviews, field
vigits, and all other review related appointments.

During the Review:

Facilitating discussions among Review Team members to agree on procedures, content etc -
both before and after their arrival;

Assist with desk reviews, preparation of abstracts, preparation of questionnaires,

Maintain a schedule of activities/appointments for FGD's, interviews, field trips etc (this
should be done with the assistance of programme staff at USAID and CRS for contacts,
introductions, payments €tc);

Work closely with regional peer reviewers (Stan, Pelucy, Brenda) to facilitate and document
their findings;

Support Tanya where necessary (for example reporting on interviews/FGD's/field visits,
taking photographs, compiling data);

Preparing and /or helping Peter or Tanyato prepare presentations to update the Steering
Committee on progress.

Stefan Ger mann, Geoff Foster;
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* Inaddition to their role as members of the think tank will provide consultancy servicesto the
team and team leader on key issues of scaling-up.

Brenda Yamba, Stanley Phiri, Pelucy Ntambirweki and Perry- Regional Peer reviewers,

» will focus on general programming and management quality issues bringing their
experiences from similar OVC/CABA programmesin Africa.

Tanya Himelfarb - Technical Writer;

*  will write-up the mid-term review draft and final report with input from all the review
teammembers and deputize the Team Leader.

Rita Sykes and Molly Saurombe (USAID/ZW) and Arthur Jani (CRS-STRIVE) - Financial

Reviewers,

» will focus on financial systems of CRS/ZW/ STRIVE and at sub-grantee levels to determine
compliance with 22 CFR 226, OMB Circulars and Standard Provisions, and general financial
management iSsues.

Responsibilities and Tasks

The review team will:

*  Review the operating environment for the STRIV E Project.

«  Review the Scope of Work and an action plan to implement it*°.

*  Review reference documents and other relevant documentation.

e Conduct interviews and focus group discussions with CRS STRIVE sub-grantees, selected
members of sub-grantee communities, other donors, USAID key partners and key
stakeholders (to include Department of Social Welfare, MOHCW, MOESC).

*  Conduct field visitsto CRS STRIVE sub-grantees.

*  Review management structure of CRS/ STRIVE and financial systems of CRS and
STRIVE sub-grantees.

*  Prepare middle and end of assessment debrief to USAID, the CRS/ STRIVE teams, other
donors and key stakeholders on their findings and recommendations. USAID, CRY
STRIVE and key stakeholders will provide comments at the presentations, which the
assessment team will incorporate in the draft report.

«  Thetechnical writer will be responsible for preparing the final report®.

Methodology

The review team will use participatory methods, have interviews with key informants, and do
some desk reviews in assessing some documentation in order to collect information for the mid-
term review for STRIVE. In order for this mid-term review to be alearning experience for al
key stakeholders, the review team will periodically debrief key staff from CRS/ZW, USAID and

19 The team will review the Scope of Work and action plan with the USAID and CRS/ZW STRIVE before
conducting the assessment.
% The technical writer will work under the direction of the Team Leader,
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other key stakeholders from government and donor/NGO community. Key methods will be as
follows:

«  Participatory methodologies using Focus Group Discussions® (FGDs)
. Individua interviews with key informants and

*  Review of key secondary information

*  Work closely with peer review steering committee

*  Hold discussions with the donor community

* Involve children as much asfeasible

Review Target Groups

The following key project stakeholders will be targeted as sources of information:

»  Key government ministries and departments e.g. National AIDS Council, the Ministry of
Education, Sports and Culture, the Ministry of Health and Child Welfare and the
Department of Social Welfare.

»  Other donors, like SIDA, DFID, OXFAM, UNAIDS, CDC, UNICEF,

. STRIVE staff,

*  USAID staff,

*  STRIVE sub-grantees,

e  Children, and families affected by HIV/AIDS

. OVC/CABA

e Community leaders and

*  USAID key partners — Futures Group, Advance Africa, PSI, PACT, DAI/LEAD, &
ZNFPC.

. Private Sector - Anglo-American Corporation, TA Holdings

Period of Performance

The dates for the mid-term review are April 28% — 28, 2003. lllustrative timing of major events
by week follows below. The day-to-day schedule for the period of performance to follow.

Prior to Review

Review statement of work, develop action plan, set up appointments, interviews
and meetings.

Review operating environment of STRIV E document.
STRIVE team self-assessment

% Review team will be responsible for final development of tools used for FGDs in collaboration with CRS/ZW
STRIVE staff.
2 Core review team will begin May 5
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Week 1

Week 2

Week 3

Week 4

STRIVE team presented and walked through self-assessment document.

Review additional documents, conduct interviews and field visits, and debrief
CRS and USAID.

Meeting of PAC to gain comprehensive understanding of the Mid-Term Review
process

Meeting of Review team
Begin interviews and field visits

Continue with interviews and field visits (where necessary), and debrief CRSY
STRIVE and USAID.

Meeting of stakeholders on preliminary findings
Prepare draft report and present to stakeholders.
Incorporate comments from stakeholders into final report

Complete final report
Convene to review final report

A more comprehensive schedule for the STRIVE Midterm Review will be forwarded to all
participants and stakehol ders once more specific arrangements have been determined.

Output - Deliverables

a) Before Review by CRY STRIVE

»  Document describing the Operating Environment of the STRIVE Project. This document

should:

v' Summarise the current situation in Zimbabwe in terms of the principal political, socio-
economic and key child development indicators that define the operating environment.
v Identify and elaborate on strategic programming, which allows CRS and USAID to bring
value-added support to OV C/CABA programming in Zimbabwe.
»  Document containing the outcome of the STRIVE staff self-assessment (following the
objectivesfor thisreview).

b) After Review

. Report on the Mid-Term Review of the STRIVE Project. This report will cover the key
objectives of this assessment, having a section on each objective and providing concrete
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recommendations for addressing key issues within the program. The sections will also
include;
v' management quality assessment (management structure) will focus on;

0 key human resource and administrative systems that have contributed to quality of the
STRIVE Project in setting trends towards meeting its strategic objectives and intermediate
results.

0 identifying trends and describing what to build on and lessons learnt.

o providing for aplan for addressing weaknesses in human resource performance systems
and in management and administrative systemsin afollow-on phase.

v program quality assessment (programming processes) will focus on:

o0 key programming processes that have influenced the quality of the STRIVE Project in
setting trends towards meeting strategic objectives and intermediate results of STRIVE.

o providing for aplan for addressing weaknesses in programming strategies, interventions
and processes in a scale-up phase.

v' Each section will provide concrete recommendations on how the project should proceed in
the next six and twelve months.

Reference Documents To Reviewed Before Arrival (Information on CD)

e Situational Analysis Document (USAID 1999 and UNICEF)

* Basdline Survey (CRS/STRIVE 2002)

*  Collection of P8 & S8 technical proposals

*  Technical Proposal (CRSY STRIVE)

* PMP(CRY STRIVE 2002 and USAID 2002)

*  Annual Work Plan (CRY STRIVE)

. USAID HIV/AIDS Crisis Mitigated Design Document

* CRY STRIVE Sub-grantees Technical Proposals and Budgets
*  Zimbabwe Orphans Policy (DSW)

*  Operating Environment of the STRIVE Project

Logistics

*  CRS/STRIVE will handle all contractual arrangements with consultants and peer reviewers
coming from the region. USAID will arrange travel logistics from the U.S. to Harare for
USAID/ WASH. USAID will also pay for any in-country air travel.

*  Scheduling of meetings. A consultant logistician will handle appointments of the review
team with sub-grantees, government ministries, other donors and key informants based in
and out of Harare.

* A consultant logistician will also arrange for air transportation for field visits by the review
team.

*  Meeting room/place: CRS/ZW conference room and hotel meeting facilities.
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o Transport: CRS/ZW will provide vehicle transportation for field visits; team can use taxis
for appointmentsin Harare.
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lllustrative questions per assessment objectives23

Objectives Illustrative questions
Assess the Operating Environment for e What isthe current situation for OVC/CABA in Zimbabwe?
STRIVE (before review). * What are the key indicators for this situation?

How is the current situation affecting the work of STRIVE?

What are the possible mitigatory strategies of dealing with the challenges faced in this
environment?

What are the implications of these strategies for STRIVE, CRS, USAID and key
stakeholdersin OV C programming in Zimbabwe?

What are three possible scenarios in which this current situation can evolve to? Andin
each scenario: what are the key indicators, what are the possible mitigatory strategies,
and what are the implications for STRIVE, CRS, USAID and other key stakeholders?

Assess the adequacy of the current
management systems and structure of
CRS/STRIVE to meet the technical and
financial support needs of sub-grantees and
other core players.

Is the current management structure at CRS adequate in meeting the programming
needs for sub-grantees and OV C/CABA in Zimbabwe?

What isrequired for the current STRIV E management structure to adequately support
sub grantees.

How prepared is it in managing a scale-up phase?

What isrequired of CRS, USAID and other key stakeholders involved in programming
around OV C/CABA for maximum impact?

Assess adequacy of processes followed in:

v Awarding grants,

v Building capacity,

v Operation Research,

v Scaling up (CRS/ sub-grantee

levels)

Isthe current grant making process adequate for meeting the needs of sub-grantees,
OV C and communities?

Is the current capacity building strategy adequate in addressing the capacity of sub-
grantees?

How can STRIVE, CRS and USAID continue to learn from OV C programming in a
scale-up phase?

Is the current programming strategy of working through partners adequate in meeting
the needs of CABA/OV C in Zimbabwe?

% Assessment team will review thislist with USAID and CRS in order to refine, add or subtract questions.
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Objectives

Illustrative questions

Determine whether the strategies used by
STRIVE effectively address the needs of
CABA.

Are the current interventions in the CRS STRIVE project addressing the needs of
children affected by HIV/AIDS?

What are the strengths and weaknesses of the strategies used in grant making, scaling-
up, building capacity of sub-grantees, etc.?

Does funding meet the guidelines of the Child Survival and Health Program Fund?
Isthe STRIVE management structure adequate to respond to the needs of implementing
partners to date?

Did resources (technical, human and financial) reach the intended beneficiariesin an
efficient manner that did not undermine community ownership?

What were the roles of community members, CABA and their families in determining
project activities and in carrying them out?

What was the process used to engage community level actors? How inclusive was it?
Did the process lead (or isit likely to lead) to broad community involvement?

How did CRS/STRIVE sub grantees define CABA and vulnerability in implementing
interventions addressing the needs of beneficiaries? Were there any differences?

How relevant are the original objectives for STRIVE given the changing environment?
Arethere interventions left out the current agreement that should be included in the
scale up phase?

What isrequired for CRS/STRIVE and current sub grantees to cost effectively scale up
identified best practices on a nationwide scale?

Can sub-grantees and communities scale up their current interventions? Why or why
not?

Should CRSY STRIVE consider teaming up with other partnersin phase 2 scale up?
How can CRSY STRIVE involve diverse faith based organizations in the scale up phase?
What isrequired of CRS, USAID and other key stakeholders involved in programming
around children for reaching out to the greatest numbers of OV C/CABA in Zimbabwe?
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Annex 2 CRS/STRIVE Mid-term Review, April-May 2003
Overview of Operating Environment (#2)

By Mark Loudon

INTRODUCTION

Thisreport is designed to assist CRS/STRIVE staff and members of the mid-term Review Team
to make decisions on future policies and actions for STRIVE, its beneficiaries and donor.
Thisreport isdivided in three parts:

» Sections 1-6 which summarise current data on development issues such as HIV/AIDS and
orphaning from arange of sources (quoted in the footnotes and bibliography), and

» Section 7 which discusses possible scenarios for the future, and the implications of each
scenario for STRIVE and its partners. Note that this section is simply intended to stimulate
discussion, not to persuade anyone to a particular point of view.

» Sections 8 and 9 which offer some concluding remarks and list the key documents referred
to.

1. DEVELOPMENT INDICATORS

These are standard indicators used to assess the devel opment status of a country, extracted from
the UNAIDS Epidemiological Fact Sheet on HIV/AIDS and STls, 2002 Update:

Indicator Y ear Estimate
Total population 2001 12,852,000
Population aged 15-49 2001 5,972,000
Urban Population 2000 35%

GNI per capita 1999 US$530
GNI per capita growth rate 1999 -2.6%

Per capita expenditure on health 1997 US$49
Govt budget spent on health 1998 17.0%
Total adult literacy rate 1997 86%
Male primary school enrolment ratio 1996 114.8
Female primary school enrolment ratio 1996 111.3

Mal e secondary school enrolment ratio 1996 52.4
Female secondary school enrolment ratio 1996 44.6
Crude birth rate (per 1,000 pop) 1995-2000 37

Crude death rate (per 1,000 pop) 1995-2000 18
Maternal mortality rate (per 100,000 live 1995 610
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I ndicator Y ear Estimate

births)
Life expectancy at birth 1995-2000 43 years
Total fertility rate 1995-2000 5.0
Infant mortality rate (per 1,000 live births) 1995-2000 65
Under 5 mortality rate 1995-2000 108

2. HIV/IAIDS

UNAIDS, working closely with Government and research institutions, estimates as follows?*:
«  Number of adults and children living with HIV/AIDS by end 2001 = 2,300,000

made up as follows:

* adults (15-49) 2,000,000 Adult rate 33.7%

* women (15-49) 1,200,000

 children (0-15) 240,000
«  Estimated number of deaths due to AIDS during 2001 = 200,000% ie: 3,850 per week

3. ORPHANS AND VULNERABLE CHILDREN (OVC)

Zimbabwe shares with Zambia, Malawi, Lesotho and Rwanda the dubious honour of having the
world’s highest proportion of orphaned children (from all causes). The best available estimates?’
suggest that in these four countries between 17-18% of al children under the age of 15 had lost
one or both parents by 2001.

In Zimbabwe this amounts to just over a million orphans, out of atotal child population of
around 5.8 million. However Zimbabwe is unique in that 77% or 780,000 of her orphans have
lost one or both parentsto AIDS. The next highest proportion of AIDS orphansisin Zambia, at
65.4%.

Orphan trends

[llustration 1 (overleaf) reflects data for Zimbabwe from Children on the Brink 2002.

It has been projected®® that by 2005, Zimbabwe will be one of only four countries in the world
where more than one out of every five children will be orphaned (by all causes). The others are
Botswana, Lesotho and Swaziland. Unfortunately, Zimbabwe is expected to maintain itslead in
terms of AIDS orphans, with 85.7% of orphans having lost one or both parentsto AIDS,
followed by Botswana at 84.0% and Swaziland at 75.9%.

It isimportant to note that these data were collected in 2000. Since then poverty has increased
sharply. Asdiscussed later in this report, the accelerated decline during 2002 must have

2 UNAIDS Epidemiological Fact Sheet on HIV/AIDS and Sexually Transmitted Infections, 2002 Update
% Range of uncertainty 1,800,000 — 2,700,000
% Range of uncertainty 155,000 — 242,000
# By UNAIDS, UNICEF and USAID in Children on the Brink 2002, published July 2002. Similar figures were used
gy a Zimbabwean delegation to the Regional Workshop on OV C in November 2002.
Ibid.
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implications for the rate of orphaning —which means the orphan data, frightening though they
are, are amost certainly optimistic.

Vulnerable children

In addition to orphans Zimbabwe is believed to have 240,000 children living with HIV/AIDS;
600,000 internally displaced children; 150,000 children living with disabilities; 12,000 children
living on and off the streets; 5,000 children in institutions; and 26% of children aged 10-14
engaged in child labour®.
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[llustration 1. orphan data for Zimbabwe from Children on the Brink 2002.

% Presentation by Zimbabwean delegation at the Regional Workshop on OV C in Windhoek in November 2002,
except children living with HIV/AIDS which isfrom UNAIDS figures quoted earlier.
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4. POLICY

The Government of Zimbabwe has developed two relevant policies™:

The National Orphan Care Policy (adopted by Cabinet in May 1999) represents a commitment
to national and community support to OV C, including allocation of resources to enhance access
to education and health services. Implementation is led and coordinated by the Child Welfare
Forum in partnership with local authorities and NGOs. Whilst the policy is being implemented, it
lacks concrete indicators and a timeframe. [copy?]

The National HIV/AIDS Policy was developed in 1999 and guides present and future responses
to the epidemic in Zimbabwe by all stakeholders. The Policy encourages a multi-sectoral
approach and contains guiding principles and strategies for many aspects of the fight against
HIV/AIDS.

It also includes a component on care and support programmes for OV C in relation to issues such
as child abuse, stigma and counselling.

UNGASS goals

Zimbabwe sent a delegation to the Eastern and Southern Africa Regional Workshop on OVC in
Windhoek in November 2002. This workshop was designed to help 20 countries in the region
prepare action plans to fulfil their commitment to the goals of the UN General Assembly Special
Session (UNGASS) on HIV/AIDS in June 2001, asthey relate to OV C. Clauses 65-67 of the
Declaration of Commitment provide that by 2003 member countries will develop, and by 2005
they will (fully) implement arange of national policies and strategies to support and protect
OvC.

At the conclusion of the workshop the Zimbabwean del egation, which included government,
NGO and donor representation, presented an action plan covering the following activities:

* Review the National Orphan Care policy based on a participatory situation analysis (of OVC)
leading to a concrete National Action Plan, to be finalised by 2003 and implemented by
2005;

» Establish coordination mechanisms and partnerships for OV C interventions,

» Build consensus and commitment among all OV C stakeholders through advocacy;

» Exchange experience, positive practice and lessons |earned through regional linkages;

e Scaleup response at al levelsfor OVC;

* Review the legal framework with regard to child-friendly services and protection;

* Build consensus on OV C programme indicators.

% The Situation of Orphans and other Vulnerable Children in Zimbabwe — A Country Report for the Eastern and
Southern Africa Regional Workshop on Orphans and other V ulnerable Children, GoZ, UNICEF and others,
November 2002.
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An ad-hoc committee is working under the leadership of the Ministry of Public Services, Labour
and Socia Servicesto convene a national meeting of OV C stakeholders in June, which should
produce the basic outline of aNational Action Plan.

As part of this process, the Futures Group has agreed (within the USAID-funded Zimbabwe
AIDS Policy and Advocacy Project) to develop a national inventory of OV C-related
organisations and services.

5. LEGISLATION®!

Zimbabwe has a well-developed legal framework for the protection of children’srights—
including vulnerable children. The Government is a signatory to the CRC and to the African
Charter on the Rights and Welfare of the Child. Relevant statutes include the Children’s
Protection and Adoption Act, the Children’ s Protection and Adoption Amendment Act, the
Education Act, the Guardianship of Minors Act, and the Sexual Offences Act.

While these instruments apply to all children, they are not specific to OV C. In addition, more
effort is needed to interpret and implement these laws, and children need to be empowered to
claim their own rights, particularly on issues relevant to orphanhood such as inheritance.

6. CHILD CARE AND PROTECTION PROGRAMMES?®

Government has adopted a decentralised approach to care and support for vulnerable children
through Community Capacity Development programmes. Orphan care programmes are
coordinated through Child Welfare Forums at district and at central level. Programmes targeting
the most vulnerable children include:

* TheBasic Education Assistance Module (BEAM) isaform of social protection that
Government provides to 690,000 vulnerable children through atuition fee, levy and
examination-fee assistance module.

e Inaddition to BEAM, Government provides social assistance of Z$1,500 per month for
935,000 vulnerable families to assist with basic living costs.

* AnAIDS Levy on employees of 3% was introduced to support the National HIV/AIDS
Policy. The National AIDS Council administers the National AIDS Trust Fund which
supports programmes for persons affected by HIV/AIDS, especially OVC.

* Other OVC programmes are implemented in partnership with CBOs and NGOs. There are
well over 100 local and international NGO’ s working specifically for OV C in Zimbabwe.
More than half of these NGOs work specifically in the context of HIV/AIDS. Programming
within these organisations includes child rights and advocacy; child abuse; OV C (eg: home-
based care, skillstraining, VCT, material and psycho-social support, will writing projects);
ECCD:; children with disabilities; and children living on and off the streets:

3! Extracted from The Situation of Orphans and other Vulnerable Children in Zimbabwe — A Country Report for the
Eastern and Southern Africa Regional Workshop on Orphans and other Vulnerable Children, GoZ, UNICEF and
others, November 2002.

* bid.
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7. SCENARIOS

The value of scenario planning

Scenarios are essentially a set of educated guesses about the future. The accuracy of the
scenarios depends both on the quality of data used in formulating these guesses and the
(un)predictability of the situation. Traditionally scenarios are divided into optimistic, pessimistic
and neutral viewpoints. Management decides which is the most likely, and plans accordingly.
However there are two facts which suggest a modification to this approach. Firstly, the situation
in Zimbabwe is so volatile and politically charged that a detailed discussion of what might
happen would be, at best, wild conjecture. Secondly STRIVE isworking for large numbers of
children whose lives are being shaped by the situation in which they find themselves and who, in
thelir turn, will play a significant role in shaping the future of this country.

It is therefore not necessary or useful, for this exercise at least, to predict which scenario is most
likely. It isonly required that we agree each scenariois, at least theoretically, “possible’, and that
there is no other “possible” scenario which should be included. Once there is agreement that
these scenarios ar e broadly representative of what ispossible, it makes senseto plan for the
most pessimistic scenario, using the argument that one should “hopefor the best, but plan
for theworst”.

It isimportant not to see this approach as any kind of moral judgement on the future of
Zimbabwe — the same approach would be indicated wherever one sets out to protect the rights
and values of the next generation. The stakes are simply too high to gamble the future of our
children on our hopes, no matter how optimistic we may be. Note that the following scenarios
avoid statistics which could lead to a sterile debate on detail, when thisis essentially a“big-
picture” exercise.

Defining the scenarios

STRIVE exists to support and evaluate community-level projects which, in turn, aim to protect
the rights of orphans and other vulnerable children. The vulnerability of children, and the ability
of communitiesto protect those children, is directly related to the socio-economic situation and
to the state of the HIV/AIDS epidemic.

All sources agree there is a*“basket of factors’ influencing the socio-economic situation, starting
with the weather and the HIV/AIDS epidemic, extending through political and policy
developments, and culminating with external factors — such as the behaviour of neighbouring
states toward Zimbabwe and the commitment of donors.

There seems to be consensus that, at present, these factors are
making Zimbabwe weaker. All that is required for the country \
to dlip further into crisisis that nothing changes. Thus, the
“neutral view” is not that living conditions will remain the
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same, but rather that thing will continue to get worse at the same rate (first curve).
The “optimistic view” isthat some factors will change for the
better (like good rainfalls or political reform). Positive change
does not necessarily mean that Zimbabwe will return to what it T
was afew years ago —it could simply mean that the rate of
decline slows down or stops (second curve) so that living
conditions for the average person get no worse.

The “pessimistic view” isthat the negative factors will become
stronger — possibly by reinforcing each other (like hunger and
HIV/AIDS) —which means the rate of decline will accelerate
(third curve).

A worrying possibility isthat the rate of decline in Zimbabweis
aready accelerating, asin the third curve. If thisistrue, it
means that positive change is needed simply to achieve a
straight-line decline (the first curve) and that much more profound change is needed to halt the
decline (the second curve), let alone reverseit. It al'so means that the pessimistic scenario shown
above could in fact be neutral, requiring no change in influencing factors.

The status quo.

It isamatter of record that the economy of Zimbabwe isin decline, with negative growth and
triple-digit inflation. Drought, unemployment and other factors have contributed to widespread
hunger, necessitating the distribution of food-aid to hundreds of thousands of Zimbabweans. Late
rains may not be enough to resolve maize shortages during 2003.

Foreign debt servicing has fallen into arrears, undermining the Government’ s ability to raise
further loans abroad, and an acute shortage of foreign currency is affecting Zimbabwe' s ability to
import essential commodities such as food, fuel and agricultural inputs. The absence of these
commodities has dire implications for the economic future of the country.

As regards the future, there seem to be no data to suggest that the above trends are changing for
the better. Long-range weather predictions suggest erratic rainfall particularly in the south and
east of the country. Shortages of seed and fertilizer, and a reduction in the national herd, will
contribute to a continued decline in food production.

The International Monetary Fund and World Bank believe the Government’ s policy of tighter
foreign exchange controls and fixing prices will not improve the economic situation and could,
in the medium term, result in even more business bankruptcies and unemployment.

A number of factors are negatively impacting on the ability and willingness of bi-lateral and
multi-lateral agencies to support development and humanitarian relief programmes in Zimbabwe.
These include concerns about the human-rights record of the Government and priorities
elsewhere, such asthe Horn of Africaand the Middle East. Debates about the acceptability of
genetically-modified grain are also complicating the delivery of food aid.
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Underpinning the decline of the economy, and weakening Zimbabwe' s ability to recover isthe
HIV/AIDS epidemic (described earlier in this report) which is seriously affecting the ability of
households to produce food or generate income, and is undermining commercial production and
consumption in all sectors. The epidemic also weakens the ability of Government and non-
government agencies to deliver essential services such as schooling and health-care.

Is almost impossible to overstate the effect which HIV/AIDS has on a nation and, unfortunately,
Zimbabwe' s epidemic ranks with the worst in the world. The enormity of the situation is masked
by stigma, denial, and the fact that AIDS has no symptoms of its own but renders the body
vulnerable to other infections, while it makes society vulnerable to socio-economic decline.

In its turn, socio-economic decline and poverty are thought to contribute to the spread of HIV.
One reference says that, over the past year, Zimbabwe has had the fastest rate of economic
decline of any nation not at war, which raises the horrifying possibility that the epidemic in
Zimbabwe may have gained renewed momentum during this period.

The implications for children are dire. General vulnerability due to poverty, displacement and
denial of essential services such as schooling and health care will increase. Orphaning as a result
of AIDS, but also through starvation and violent death, will also increase. Grandmothers, who
are often the last layer of the family safety net, are particularly vulnerable to poverty and alack
of health care services, which means that more children will find themselves in child-headed
households or living off the streets.

Scenario one: continuation of status quo

In the absence of positive change, things will get worse in Zimbabwe. How much worse depends
on whether the country is currently on a straight-line decline or an accelerating decline (as
described earlier).

In this “neutral” scenario the level of hunger will continue to increase from year to year,
although there will be seasonal fluctuations. It should be borne in mind that accessto food is not
only afunction of the crop size, but also of the cost and the availability of staple foods. This
means factors other than the weather are impacting on food security.

By thefirst quarter of 2004 it seems likely that as many or more people will be dependent on
food-aid. However food handouts cannot provide complete nutrition to all who need it. Hunger
and malnutrition will increase. And with increasing hunger, people who are HIV-positive will
progress more rapidly to AIDS and death.

HIV/AIDS will lead to growing rates of absenteeism in the workplace, as workersfall ill and
when they stay home to care for sick relatives or attend funerals. Thiswill increasingly affect all
business sectors (and therefore employment and income levels) as well as the delivery of
services by Government and NGOs. The social safety net provided by these institutions, along
with communities and families, will therefore get progressively weaker as more and more people
who were helpers and income providers instead need help and support themselves.
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The Zimbabwean dollar has already lost much of its value, and this trend seems set to continue.
Eventually only movable assets — livestock, vehicles, food, furniture etc — and foreign currencies
will have value, and people will increasingly barter goods rather than exchange them for cash.
Inflation and poverty will together conspire to deprive families of their assets, including
productive assets like agricultural implements, which they need to survive and, eventually,
recover.

Continuing shortages of foreign exchange will impact on all aspects of life, further increasing
unemployment and making essential imported commodities such as fuel, drugs and spare parts
increasingly expensive and/or difficult to find. The number of skilled Zimbabweans leaving the
country will grow, contributing to the decline of institutions such as schools and hospitals, and to
the withering of infrastructure such as telephones, electricity and roads.

Unskilled and unemployed people will also leave the country, of course, some asillegal
immigrants to neighbouring states, while others will turn to crime. At the same time the army,
immigration services, police, courts and prisons will be weakened by emigration, HIV/AIDS and
potentially the inability of Government to pay their salaries. Among other consegquences, this
could lead to increased corruption, smuggling and human trafficking, while alternative judicial
systems such as “people’ s courts’ and vigilante groups may emerge.

Implications for STRIVE

STRIVE and its partners will be increasingly stretched as the number of children needing
protection grows. Indeed, STRIVE is already being scaled up — both in number of employees and
in the number and size of its partner (sub-beneficiary) organisations—and it is likely that these
partners are also going through rapid growth in the demand for their services, and probably in the
range of services they offer and the number of staff and volunteers they employ.

However scaling up presents its own challenges. STRIVE staff are distracted from their core
business of supporting partners at the very time that partners need them most, while STRIVE
recruits and trains additional personnel. Partners will be similarly distracted from serving their
clients — children and their caregivers—and their situation may be compounded rather than
helped by too many interventions by STRIVE and others.

Clearly it falls within STRIVE's capacity-building mandate to help its partners through this
process of growth. However, this task presentsits own set of challenges. Firstly, it will be
difficult (but not impossible) to manage the growth of STRIVE and to support the growth of its
beneficiary organisations at the same time. Secondly, too much “help” can distract a partner
(particularly a community-based organisation) from its core business, which means their clients
can suffer. This effect needs to be carefully considered and, if possible, measured.

Organisations going through rapid expansion, like STRIVE and its partners, are prone to losing
touch with their strategic goals as they grapple with day-to-day challenges, and are particularly
vulnerable to poor internal and external communication. This can place stress on staff-
management relations and on key relationships with donors, government and other stakeholders.
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In the business world, times of rapid growth and change are recognised as being so risky and the
challenges posed are seen to be so unique that specia “change management” personnel are
sometimes brought in to oversee the process.

Effective planning is very difficult in afast-changing environment such as Zimbabwe. A
common mistake in isto plan for current needs rather than for anticipated needs. For example it
may be short-sighted to plan for the number of OV C currently in a particular village, and to
design interventions which rely on existing skills and commitment in that community. Instead
one should anticipate growth in the number of OV C, and changesin the resources likely to be
found in that community, and plan accordingly. Failure to do so means that interventions will
always betoo little, too late — if they succeed at all.

Working in a changing situation also presents challenges in measuring the results of one’s
interventions. Outcomes need to be measured against a moving baseline (plotting the situation
expected without the intervention, against the situation with the intervention in place). This
baseline needs to be continuously reviewed and updated to reflect changing circumstances, if the
results of the intervention are to be considered authoritative.

Of course the growing number of OV C will not be the only challenge facing STRIVE and its
partners. It would be naive to believe that our people are in some way immune to the socio-
economic and health issues which are attacking the nation. As skilled and experienced people
become harder to find in Zimbabwe, it will be harder to keep our key people, and harder to
replace them when they leave. Burn-out will be a growing problem, as will illness and competing
family priorities. STRIVE should therefore anticipate the loss of personnel at ever-increasing
rates, and plan for their replacement at short notice, without losing the continuity of its services.

Scenario two: positive change

Various factors could result in an improvement in the economic situation in Zimbabwe such as
an improved harvest, good rainfallsin the second half of 2003 and political developments
leading to stronger economic performance, a re-engagement by donors and a return of the IMF
and World Bank.

Already the Famine Early Warning Systems Network has announced the current harvest could be
160% better than the 2001/2 season, and that the expected 1.3 million tons of maize may be
amost enough to feed the country. However afull report on food security by the UN will only be
available in May. Obviously an improved harvest would do much to aleviate short-term hunger,
but deeper structural problems are likely to inhibit afull recovery of the agricultural sector for
many years.

The positive effects of policy reform will also take time to unfold, although improved access to
foreign exchange would mean fuel and basic foodstuffs could become available amost
immediately. However, as we have seen in the past weeks, Government does not have the
resources to subsidize these commodities and rising prices will place them beyond the means of
most consumers.
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Recovery in employment through business expansion will take longer still and, unfortunately,
will continue to be undermined by the HIV/AIDS epidemic.

In general, as discussed above, to plan for an optimistic scenario is an indulgence which we
cannot afford — not because such a scenario isimpossible (as recent positive developments have
illustrated) but because to do so would mean gambling with the future of our children.

Scenario three: accelerated decline

This scenario differs from the “ neutral” scenario mainly in relation to the speed of decline. In
most respects the same things will happen, but they will happen sooner.

But there are differences. In an accelerated decline scenario we are more likely to witness
catastrophic collapse of programs and institutions — such as food-security and agricultural
support programs, hospitals and schools, and the criminal justice system. Thisin turn could lead
to social unrest and the displacement of people, both within Zimbabwe and across her borders.

In extreme circumstances foreign governments may close their embassies and withdraw funding
of social programs, while private donor agencies and humanitarian relief organisations may be
influenced by considerations of safety to withdraw. At a certain point, even domestic agencies
may have difficulty moving around and interacting with people working at grass-roots level.

Implications for STRIVE

Thereis perhaps little point in anticipating a scenario in which STRIVE ceases to function.
However, long before this situation is reached (if it ever is) STRIVE and its partners will need to
operate in very different and creative ways, if we do not want to abandon Zimbabwe' s children
to their fate.

In an environment where state authority breaks down, and survival depends on black markets
and crime, gangsters or warlords often emerge to fill power vacuums. In such circumstances
STRIVE should be aert to changes in the social dynamics within partner communities, and the
“rules’ in terms of which community-level organisations operate. For STRIV E personnel to
move safely and engage constructively in those communities will require careful negotiations.

If circumstances become more extreme externally, they are likely to become more extreme
internally aswell. The occasional loss of a staff member to another agency, another country or to
seriousillness could turn into a steady exodus. Planning for this eventuality will be expensive
and onerous, but the cost should be measured against the importance of STRIVE's work to the
future of Zimbabwe.

For example an internship program —in which all staff members have “understudies” —would
place enormous strain on STRIVE’ s budget and infrastructure but may be the only way to ensure
continuity under extreme conditions. Alternatively, producing detailed written reports of all
activities would place a major burden on staff and seriously affect productivity, but would enable
areplacement to rapidly pick up where the previous incumbent left off.
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Perhaps the most challenging task will beto help STRIVE's partners (sub-grantees) to operatein
uncertain and potentially dangerous conditions, while facing a massive growth in demand for
their services. One approach may be to work with each partner to develop a survival strategy,
looking at their unique circumstances and resources. Another would be to establish a mobile
support unit, which could offer temporary support to partner programs which are faced with
unforeseen gaps in people or skills.

8. CONCLUSION

About the only thing we can be sure about in Zimbabwe is that nothing is certain. This makes
effective planning avery challenging exercise.

Fortunately in one area at least, STRIVE has a key advantage. As we have found, the fact that
the program is funded in US dollars means that the weaker the Zimbabwean dollar, the more
money we have to spend. However, this also meansthat if the slide of the local currency is
halted, the resources available to STRIVE will be fixed — even though the level of need islikely
to continue to grow.

Ultimately most decisions — about policies, funding, people and relationships — are likely to
come down to a single question: “how far should we go?’ Answering this question, in turn, has
as much to do with how important we perceive STRIVE's work to be, asit does with our
expectations of the future. The more important our work, the more conservative our planning
must be.

Clearly thisis a decision which needs to be taken by the STRIVE team, with the advice and
support of their key stakeholders — including the Reference Group and Review Team members
from the mid-term review. It is hoped that this document is able to stimulate this process.
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ANNEX 3
CATHOLIC RELIEF SERVICES (CRS) STRIVE PROGRAM
EFFECTIVENESS

PREPARED BY LYNNE COGSWELL, ORGANIZATIONAL DEVELOPMENT
SPECIALIST (EXCEPT ADDITION ON S8 MEETING)

EXECUTIVE SUMMARY

A. Findings

* Planning seemsto be very fractured resulting in “reaction” not “pro-action.”

» STRIVE vision; strategic thinking and project direction seem to be unclear.

*  Present management structures do not appear to be conducive to effective management,
delegation, or decision-making.

» Linesof authority, roles and responsibilities, while clearly laid out, do not appear to be
adhered to or respected.

* Over-involvement from USAID in STRIVE’s day-to-day activities and management has
apparently hindered its ability to manage its work.

* Administrative systems appear to be sound, but insufficient staff isin place.

* The present Director is stepping down, though he will remain until heis replaced.

» Rolesand responsibilities of PDM staff and the overall purpose of the PDM Unit appear to
be constantly evolving, causing confusion among Units and partners alike.

» Qutsourcing seems to be inadequately used; staff appears to want to take on many service
delivery tasks themselves.

* Linkages and relationships at al levels seem to be tenuous. STRIVE does not appear to have
clarified whether it should and needs to formalizeits linkages at all levels.

» Information is often not effectively shared nor passed along and in some cases has been
withheld. Communication flow seems to be hindering quality responsiveness.

B. Conclusions

» Strategic program planning is fragmented and insufficient and needs to be undertaken anew
to strengthen STRIVE’ s vision and provide clear direction for the short- and lon