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Summary of the Thematic Review of Danish Church Aid
“Organizational Decentralization and HIV/AIDS”

Background

In accordance with Danida’s stratédpr its support to the Danish NGOs, thematic
reviews of the framework organizations are undemalegularly to enhance learning and
dialogue between the Ministry of Foreign Affairsdatmese organizations, and to assess
their organizational capacity and performance exdieg by their approach to a
particular theme. The previous review of DCA wasgied out in 2003 and focused on
Rights Based Approach to Food Security in Cambddidviarch 2006 the most recent
review was carried out focusing on HIV/AIDS in ZaimbThe Review was not intended
to provide a complete picture of how DCA works whiliiv/AIDS in Zambia, but rather
to assess the capacity and performance of DCA elfesdpby Hiv/Aids programming

in Zambia. Following is a brief summary of the méimdings from the review and DCAs
response to the principal recommendations:

Main findings:

» Decentralization:
The review team found that the decentralization B@A presence on the ground has
been instrumental for its impressive level of doyanalysisjmproved local knowledge
and development of relevant and coherent polidesntry strategies and programmes.
According to the review team, the decentralizabbmesponsibility and decision making
to the 10 focus countries, where DanChurchAid imq@ets country programmes, is well
underway. However, there is some room for improvanie relation to the clarification
of roles and responsibilities to avoid duplicatemmd gaps, coherence between workload
and capacity, and harmonization of organizatioeaups and work processes. According
to DCA senior management the recent restructuritidhapefully contribute to this.

The review team finds that looking ahead, orgaroral decentralization - and hereby
the more intensive work with partners — calls foless ‘strategy heavy' path in Head

Quarters (HQ). This is not meant in terms of sulbstaand quality, but in terms of

volume and words. The key is going to be a sucuoksivelopment dialogue and

implementation of the partners’ strategies, whiatiuide the core essence of DCA values
and quality. For the next generation of DCA stratdgvelopment, brief principles are

likely to be more suited and cost-effective. Alswre effort needs to be dedicated to
activity plans turning the policies into practice.

» Organizational restructuring
The review team found that the organization has, spite of organizational
decentralization, continued to expand staff numbekQ. This trend should be reversed
to ensure that field offices are strengthened angdosvered to manage essential aspects
of the country programmes without constant suppod reference to HQ. Shift of

! The review was conducted by an independent cargutbmpany. This report contains the views of the
consultant, which do not necessarily coincide i views of Danida or DCA
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resources and more emphasis on the role and resoofcthe Programme and Policy
Advocacy Unit (PPAU) and Programme Management WRIMU)® would be more
appropriate for the continued strengthening of doality of the programmes and the
partnerships. There is also a need to anchor crdag issues in country offices through
for instance staff training, appointment of ancpersons, a Technical Assistance (TA)
placement system from HQ, external consultancies;egional postings. This challenge
should be met without delay because the progranamepresently being rolled out. PDU
should be instrumental in this process.

Financial management is another key function ireedtralized organization, and needs
upgrading in DCA The controllers are presently engaged in trgimih country office
staff and partners to upgrade the capacity at cpwiffices.

* Delivery of HIV/AIDS programmes

Overall, the quality of the community approach sapgd by DCAs partner; Church and
Health Association, Zambia (CHAZ) (including HBGramunity awareness, and micro
finance) to support the HIV/AIDS activities in tkemmunity are assessed to be of high
quality. However, the review team assesses thaéexbeptionally good work of CHAZ
on care has tipped the balance between care/sugpdrprevention that widens the gap
to DCAs HIV/AIDS Strategy 2006-08. It is stronggcommended that CHAZ strengthen
its prevention component especially targeted ahgqueople.

The community based HIV/AIDS approach taken by CH&#beds a strategic mix of
HIV/AIDS and poverty that is highly commendable poor rural communities. The
review team assesses that the approach developedHBy with DCA as sparring
partner represents best practice since it has n@ements of sustainability and
incentives for both the community and the caregivevolved. However, it is assessed to
have reached its potential as a HIV/AIDS programirerther development in the
communities will have to include more comprehengdeerty alleviation strategies.
DCA should be praised for pushing the agenda is dmiection by assisting in getting
HIV/AIDS to feature more prominently in the PoveRgduction Strategy Paper (PRSP)
cooperation in Zambia.

The review team recommended that organizatiores @KIAZ relying on volunteers to
provide HIV/AIDS care and support services to tbenmunities develop a “Caring for
Carers” Charter (as has been done in Botswana wadil@nd) as soon as possible. Such
a Charter could include a policy of incentives, gaticies to avoid burn out including
psychosocial support, TB screening and prophylaRiSA could assist CHAZ in this
work by inviting other organizations — church basexdwell as non-church based — to
share experiences and ideas.

Monitoring and evaluation (outcomes and impact}tid a sore point judged from the
Zambia sample, however this is consistently beiogked on and improvements are not

*These units have since the time of writing beenhioed into one: "Programme Development Unit”.
* This finding was not Zambia specific, but genenadl based on interviews in HQ.



done overnight. The review team is confident th@ADaddresses the shortcomings of
monitoring and evaluation consistently and seryppuBICA should assist CHAZ in an
effort to strengthen outcome/impact monitoring, \&sll as continuous evaluation
activities in the communities. The demands on vaers with sometimes very limited
schooling need to be adapted to what is possible ith@n what is wanted. This makes
reporting a challenge in itself and increases témahd for good baseline and impact
studies by CHAZ — an issue that should be pursydd®A.

There are more recommendations specific to the amehtation of the HIV/Aids
programme in Zambia. See them in the full repoefefence to the link on the internet)

» Time for change in partnership?
HIV/AIDS is by far the largest programme in Zamhbiad consists of 8 projects totaling
34 mill DKK over 3 years. DCA has since 1993 workedZambia to fight HIV/AIDS
together with its main partner CHAZ that has workedhis field since 1986. With the
assistance of DCA, CHAZ has developed its own HINZ8 Strategic Plan 2006-2010.

The programme in Zambia raises the question of DEAOle as a partner to a strong
organization. In terms of funding levels, DCA iseas important donor to CHAZ than it
used to be, and CHAZ has experienced a signifigemwth in the last couple of years.
Nevertheless, DCA is the most trusted partner astd im high regards by CHAZ for the
long-term relationship and assistance providede@afly the capacity building is much
appreciated. The review team recommends that D@niders whether to phase out
assistance to Chaz, and focus on other partnefs avigreater need for support, or
develop a new type of partnership. CHAZ is at @nésrying to convince donors to stop
funding specific programmes and projects and imsbesy into CHAZ's strategic plan for
HIV/AIDS. Besides the known cost effectivenessngadf implementing one strategic
plan, CHAZ also looks to harmonization of reportengd evaluation amongst donors. A
group of core donors (including DCA) intends toabtisha basket fundto finance the
strategic plan and agree to common and joint pro@sd A draft memorandum and joint
financing agreement has been prepared.

It is the view of the review team that DCA shouldt automatically discard strong
partners like CHAZ, but take the opportunity tettepproaches, which make assistance
more effective and less bureaucratic. This is apodpnity for DCA to pilot a
harmonization process with other donors and joibhaaket fund arrangement with a
trusted partner. This does open new avenues bdtradegic, but also at an operational
level, which need to be worked out - also vis-aanida. For this to work CHAZ (or
another partner) must also build up capacity anelde and maintain high standards of
monitoring of activities, outputs and contributitowards impact (outcomes), as well as
in financial monitoring and management. Both DCAl &anida must be able, through
reporting systems, to ascertain that the partr&trategic plan delivers results both at
programme level and towards strengthening of civdiety.

There is a specific request from CHAZ that DCA pdevorganizational development
support. CHAZ needs to establish and re-engineer businessepses and this support



role would be obvious for DCA as the most trustegtmer. DCA should consider if
organizational development (OD) should become ae coompetence within the
organization with special emphasis on helping mastrin organizational restructuring
and system development processes. Clear partnepsimgples, which will establish
how DCA can add value to both weaker and strongeinprs and the perspectives of
partnerships, including exit strategies, are e&sént

Follow up to the review:

After the report was finalized a workshop wagdheith the teamleader, the two NGOs
reviewed at the same time (the other was Danish@eds) and Danida to discuss the
findings and recommendations and how to implemaemt DCAs response to the
principal recommendations was to:

» focus on fine tuning the restructuring to ensure tipgrading of the regional
offices and their support in HQ

» strengthen the programme finance unit in HQ andebenal offices.

» generally focus more on practical guidelines foplementation of strategies and
polices and build capacity in the regional officééith regards to HIV/AIDS the
strategy will be updated by December 06 to enshee doherence between
HIV/AIDS strategies and programmes. Furthermorectmal guidelines and
sharing of best international practices for projecmponents dealing with
Orphans and vulnerable children is currently undgrw to support the capacity
building of country offices and partners.

* build monitoring capacity with regional offices apdrtners

» encourage CHAZ to develop their HIV/AIDS activitissa less project oriented
way by supporting the development of a comprehenstrategy for their
HIV/AIDS work that includes several donors. Curignt joint framework
agreement to this end is underway with the Roydh&ldands Embassy, the Irish
Embassy and DCA as funders. The CHAZ “case” isetqu to be one of a few
pilot cases for testing the principles of DanCh&id's Partnership policy with
its emphasis on basket funding and budget support.

* ensure that experience, ideas and good practicasaang for the caregivers” are
shared in DanChurchAid’'s HIV/AIDS work in genetay producing practical
guidelines and sharing of best practices in 2007.

» continue its emphasis on the importance of streamgily prevention activities in
its ongoing dialogue with CHAZ, both in relation the specific projects that
DCA supports and in the discussions on CHAZ' HIMDAS strategy that lays the
foundation for the Joint Frame Agreement. DCA wihduct an internal review
of the entire Zambia HIV/AIDS programme in late BO@here among other
things the balance between different interventi@as will be assessed.

DCAs follow up to the recommendations was subseipidiscussed with Danida as
a preparation for the annual consultation in Jan@an7.

® DCA Partnership Policy. Draft 15/8 2005 presentss of the issues, but the principles need to bemo
concrete. CHAZ as a pilot of a basket fund arrargggnwould help establish some of the principles for
core partners.



