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Summary

Purpose of the Evaluation

The purpose of this evaluation is to carry out a post evaluation of CARE Ethiopia Civil Society Capacity Strengthening Pilot Project support to TSDA Iddir Association in Kolfe Keranio Sub-City of Addis Ababa (1 October 2002 to 31 December 2003), and a final evaluation of Extension Project support to two individual iddirs, Kebele 40 Iddir in Kirkos Sub-City and Andinet Teramaj Iddir in Yeka Sub-City, Addis Ababa (April 2004 to June 2005). The Evaluation focuses on lessons for future programming in Civil Society Capacity Strengthening. 

Summary of Project Activities

The same Project Logical Framework was used for both the Pilot and Extension. 

Goal: To promote community empowerment and good governance in selected kebeles in Addis Ababa.

Purpose: To enhance the capacity of civil society organizations to play an active role in the development of their communities while representing the voice of poor and marginalised people in decisions affecting their lives. 

Table 1: Project Planned Outputs for Pilot and Extension and Actual Activities

	
	Planned Outputs
	Activities Done

	1
	Capacity assessments
	Self-Assessments done by: TSDA, Kebele 11 Administration, Kolfe Keranio, Kebele 40 Iddir, Andinet Teramaj Iddir

	1
	Capacity development plans made and implemented
	Trainings in Governance, RBA, Gender, Empowerment, Financial and Procurement Management, Filing and Project Design (Pilot), and in Governance, Financial and Procurement Management and Project Design (Extension) 

Office Equipment: TSDA, Kebele 40 Iddir, Andinet Teramaj Iddir 

	2
	Linkages strengthened between CSOs, government and private sector
	Experience Sharing Workshop (August 2004), Cross Visits (June 2003, Jan 2005) (no private sector participation)

	3
	Project lessons learned documented and disseminated
	Review by Alula Pankhurst (August 2004), Review by Genet Binyam (May 2005), this Evaluation (June 2005)


Method of this Evaluation

A team of two consultants, one international and one local carried out the evaluation between 30 May and 1 July 2005. Methods included document review, key informant interviews, workshops, discussions and field observations to gather information about the project, particularly in relation to the Terms of Reference (see Annex 1) Self-assessment tools used at the start of project engagement were repeated to measure change. A Feedback Workshop was conducted with many of those who contributed and a debriefing was held with CARE office staff. A Calendar of Activities and List of Key Participants are given in Annexes 2 and 3.  

Findings

Institutional Development

1. CARE Civil Society Capacity Strengthening Project has been successful in influencing institutional development of TSDA Iddir Association, Kebele 40 Iddir, and to a limited extent Andinet Teramaj Iddir;

2. For TSDA CARE has influenced the direction, pace and scale of development, but TSDA probably would have developed independently without CARE’s support, due to the internal strength of the organization; 

3. Key changes in TSDA influenced by CARE include: change in organizational structure and addition of two professional staff; improved office environment, financial management and reporting; increased service delivery; and expanded linkages with government and non-government organizations;

4. These developments have implications for community empowerment. Ordinary members are involved in TSDA activities and informed through the reporting system and via their own iddir leaders, but have limited direct decision making power since the establishment of the Council comprising three leaders from each member iddir, as key decision making body. Mechanisms to ensure that members are fully informed and consulted about Council decisions may need to be strengthened;

5. TSDA shows admirable capacity to respond to criticism and is tackling some of the institutional weaknesses identified by the Team, including transfer of leadership and financial sustainability through income generation. Attention should also be given to bringing women into decision making roles, gradually reducing dependence on CARE for technical advice, and ensuring that TSDA does not become overstretched in terms of service delivery capacity. 

6. Kebele 40 Iddir had reached a ceiling for independent development and external assistance has been critical in ensuring future development of its innovative and practical approaches to tackling poverty;

7. Experience with Kebele 40 Iddir shows that individual iddirs can make efficient use of project inputs in a short period of time. Technical advice under the Project supported the development of a high quality project proposal. The proposal was approved by CARE for grant funding in May 2005;

8. It was difficult to assess institutional development of Andinet Teramaj Iddir  as the Team were unable to meet with any leaders or members, although the leaders completed a questionnaire. There appears to have been little change over the project period; 

9. CARE’s project has also strengthened the capacity of selected local government officials in dealing with civil society organizations;

10. However, decentralisation has had a much greater impact on local government than the CARE project. Staffing levels have increased, job descriptions are more clearly defined including a post of Social and Civil Affairs Chief, and the Kebele now handles a budget. However, decision making power remains limited; 

Selection of Project Partners

11. Selection of project partners was conducted in a thorough and participatory manner, although some criteria may have limited selection of suitable organizations; 

12. Andinet Teramaj Iddir appeared promising at the time of the selection but has proved to be disappointing. CARE needs to use this experience to improve selection criteria in future;

Project Inputs 

13. Project inputs were determined through participatory methods and have generally responded to the priorities of each organization. For example, for TSDA, a more complex organization, more training was given in management, whereas the focus for Kebele 40 and Andinet Teramaj Iddirs has been on Project Development;  

14. Most project inputs have been effectively used by the target organizations.

15. Self-assessments were appropriately used to plan follow-on project inputs. The tools used in the self-assessments were considered useful by the participants. However, the self-assessment sheet was time consuming and not all indicators are relevant to iddir organizations. The tools are designed for one off assessment rather than for measuring change over time. 

16. For TSDA, training in governance, financial management and filing systems and project design have led to more tangible results than training in gender and empowerment. Although the majority of service delivery beneficiaries are women, and the six women iddirs are being encouraged to form their own sub-association within TSDA, women are not well represented in the decision making bodies, with only one woman on the Board and none in the Executive Committee. However, 18 of the 72 Council members are women and TSDA has made progress in this area compared with before the project.  Empowerment of ordinary members has also improved on some counts, but needs assessments are not done on a regular basis, and, as mentioned above, decision making is mainly handled by the Council. 

17. TSDA has recognized the need for training of ordinary members and recently provided training in HIV/AIDS peer education and home based care, and in vocational training, with HACI funding, which has been greatly appreciated; 

18. For Kebele 40 and Andinet Teramaj Iddirs it is too early to assess the full impact of training, although both have already developed project proposals following training in project design. However, Andinet’s proposal has not been approved due to its poorer quality;

19. The office equipment supplied to TSDA is all being used effectively and has improved the efficiency of the organization; for Kebele 40 Iddir only a desk and chair are in use, with the rest still in packaging waiting for office accommodation; it was not possible to assess how Andinet office equipment is being used as the office was not visited;

20. The Experience Sharing Workshop and Cross-Visits were greatly appreciated by participants from partner CSOs and local government staff, and were frequently mentioned during discussions. One Kebele staff took a video during the Cross Visits and showed it to his constituency on returning. 

Missed Opportunities

1. The Project Logical Framework was not used as an implementation and monitoring tool, but only in order to secure funding;

2. No monitoring system was put in place at the start of the project. This meant that the final evaluation was highly participatory, but placed increased burden on respondents as data had to be collected from scratch;

3. Partners for the Extension were not given the opportunity to share experiences with TSDA on a regular basis. One planned visit to TSDA during the Extension had to be postponed. Three Kebele 40 Iddir members who attended the Evaluation Feedback Workshop at TSDA said it was their first visit there. TSDA participants at the workshop were impressed with Kebele 40 Iddir’s presentation;

4. Regular coordination with other NGOs working in civil society strengthening could have been improved, although there were involved in Cross Visits and the Experience Sharing Workshop;

Constraints on carrying out the Evaluation

1. One partner organization, Andinet Teramaj Iddir , could not find time to meet with the Evaluation Team. The stated reason was examination pressure as six of the seven leaders are teachers. 

2. Political unrest during field work led to the cancellation of several meetings with government officials at Sub-City and City levels, and one NGO meeting had to be conducted by telephone due to the transport strike and insecurity on the roads;

3. The absence of a monitoring system increased the primary data collection requirements, although it also ensured a highly participatory evaluation;

4. The team failed to meet with non-beneficiaries in the project area. A meeting was arranged with a non-member iddir in TSDA’s area, but they did not turn up. 

Lessons Learned

1. It is possible to influence institutional strengthening over a one or two year project period if target organizations are appropriately selected;

2. Organizations which have a strong internal dynamic and have reached a ceiling for independent development make efficient use of external assistance. Kebele 40 Iddir is a good example of this;

3. Organizational development depends heavily on the quality of the leadership, therefore it is appropriate to focus training on the leadership at least initially;

4. Transfer of leadership needs to be addressed to ensure sustainability and replicability of organizational success. This applies both to TSDA and Kebele 40 Iddir;

5. There is demand for training from ordinary members, particularly related to service delivery and vocational skills training. Exclusive focus on leadership training increases the gap between leadership and members and may lead to resentment. This was a lesson from the Pilot which was incorporated into the Extension, during which more ordinary members were trained;

6. Conflict management issues need to be addressed in Civil Society Capacity Strengthening, as conflicts of interest pose a constraint on individual CSO development as well as on formation of associations; 

7. Collaboration with local government is important for the success of civil society organizations, therefore it is important to involve local government in project activities. However, Kebele level officials have limited decision making power despite decentralization, and current government policy, especially in relation to land is a binding constraint on the development of CSOs;

Recommendations to CARE

1. Partner selection criteria should be modified to give increased emphasis to the dynamics and strengths of the target organization, rather that location, past experience with CARE or whether an Association has been or is being formed. 

2. Given the limited number of Associations CARE should not limit its support to iddir associations but should adopt a mixed approach, targeting innovative and replicable individual iddirs, strong associations, and also networks of associations at the city level, such as that envisaged by TSDA;

3. CARE should continue to encourage partner organizations to pursue their own priorities in undertaking development activities to address poverty;

4. CARE should continue to support TSDA, particularly in replicating its activities in the neighbouring Sub-City of Addis Ketema and the development of a city wide iddir association forum. But technical assistance should gradually be withdrawn to avoid dependence on CARE; 

5. CARE should continue to support Kebele 40 Iddir beyond the implementation of their grant funded project. Support should in particular be given to spreading the innovative work in changing harmful traditional practices and developing income generation activities for iddir. The formation of an association should also be supported, if necessary with training in conflict management; 

6. CARE should continue to respond to the priorities of partner organizations but may need to increase pressure for gender balance in decision making, community empowerment and transfer of leadership. In this area they can draw on the experience of ACCORD; 

7. Future projects should consider offering conflict management training. Conflict of interest constrains both individual iddir and the development of associations; 

8. Training should include training of trainers or other mechanisms for ensuring that training is passed on to non-attendants. This is crucial for organizations where leaders are re-elected every two years, and where long term charismatic leadership poses a constraint on replicability of organizational success;

9. CARE should continue to involve kebele, sub-city and city government in civil society strengthening projects, both in training and in experience sharing events. Training should be targeted at those with decision making power;

10. CARE should encourage regular networking of NGOs involved in civil society strengthening, in order to share experiences, encourage complementary working practices and increase NGO voice vis a vis government in relation to policies affecting civil society development; 

11. CARE should encourage regular Experience Sharing Workshops for CSOs, NGOs, Government and Private Sector. This is an efficient means of spreading ideas and encouraging their adoption. Lessons from this evaluation could be presented at such a workshop;

12. CARE should establish monitoring systems for Civil Society Capacity Strengthening projects, linked to the Project Logical Framework and the institutional self-assessments (if these are used). Monitoring tools should include indicators developed with participants and adapted to their organizations. Tools used in this project could be modified. Given that Civil Society Capacity Strengthening projects are process projects which need to respond to individual organizational developments, the Logical Framework should be regularly updated to reflect any changes.  
Main Report

1.0 Purpose of the Evaluation

The purpose of this evaluation is to carry out a post evaluation of CARE Civil Society Capacity Strengthening Pilot Project support to TSDA Iddir Association in Kolfe Keranio Sub-City of Addis Ababa which ran from 1 October 2002 to 31 December 2003, and a final evaluation of Extension Project support to two individual iddirs, Kebele 40 Iddir in Kirkos Sub-City and Andinet Teramaj Iddir in Yeka Sub-City, Addis Ababa which ran from April 2004 to June 2005. During the Extension period TSDA continued to receive technical advice from CARE. Kebele 40 Iddir will continue to receive technical support for its project, recently awarded a small grant from CARE. Both thus view themselves as ongoing beneficiaries. Andinet Teramaj Iddir project proposal has not yet been approved. 

The Evaluation focuses on lessons for future programming in Civil Society Capacity Strengthening. Section 2.0 outlines the methods used in this Evaluation, while Section 3.0 summarizes project goals and inputs. Section 4.0 covers the findings of the evaluation, and follows the eight questions included in the TORs, although the ordering has been changed to match the material presented (see Annex 1 for full TORs). 
2.0 Method of this Evaluation

A team of two consultants, one international and one local carried out the evaluation between 30 May and 1 July 2005. Following a review of documents, the team did a brief Stakeholder Analysis to identify who should be consulted. Consultations included key informant interviews, workshops and group discussions. Limited field observations were also carried out. A Feedback Workshop was conducted with many of those who contributed and a debriefing was held with CARE office. A Calendar of Meetings, List of Key Participants and List of Project Documents consulted are given in Annexes 2, 3 and 6. 
Key Informant Interviews: Informants included: CARE staff; staff from NGOs working in Civil Society Capacity Strengthening, ACCORD and Concern; and a staff from HACI which funds TSDA support to OVCs via CARE. Staff from three Kebele Administrations working with the three targeted CSOs, and one staff from Kolfe Keranio Sub-City were also met. 
Workshops: two half day workshops were held, the first with TSDA Executive Committee staff, TSDA Iddir Leaders and Members on Monday 6 June, the second with Kebele 40 Iddir office holders on Monday 13 June. Following open ended discussions, working groups focused on different topics. Some groups completed the institutional self-assessment tools used at the start of project engagement, to assess progress in institutional strengthening. The Workshop programme is at Annex 7.
Group Discussions: these were held with TSDA and Kebele 40 Iddir leaders, office holders and members and focused on experiences and views about Iddir development activities; Iddir Associations; CARE project support; changes in their iddir over the past two years; gender and leadership issues, determinants of success; future priorities and training needs. 
Selection of participants: In order to get a balanced view, random samples of Iddir and Iddir members were selected, then invited for discussion. In the case of TSDA, the number of each of the 24 member iddirs was written on a small paper which was then folded. Participants in the Workshop picked three papers at random, and the selected iddirs were invited to a subsequent meeting. For Kebele 40 Iddir, a random sample was taken from the list of 305 members in the contributions book. First the number 17 was selected by the Evaluation Team Leader pointing a pencil on the page with closed eyes. Then every 30th following name was selected and written down, giving a total of 11 names. Five of these were able to attend a subsequent meeting, but the remaining six were unavailable mainly due to work commitments. 
Field Observations: at TSDA office vocational trainees were seen sewing school uniforms, orphans were seen collecting food aid from HAPCO, and people were waiting to visit the HIV/AIDS office. At Kebele 40 Iddir office the iddir’s grinding mill was observed in operation.  
3.0 Project Activities                                   
The same Project Logical Framework was used for both the Pilot and Extension. According to this Framework, the Goal of the project is to promote community empowerment and good governance in selected kebeles in Addis Ababa. The Purpose is to enhance the capacity of civil society organizations to play an active role in the development of their communities while representing the voice of poor and marginalised people in decisions affecting their lives. The outputs include capacity assessments, capacity development plans made and implemented; linkages strengthened between CSOs government and the private sector and project lessons learned and documented. A summary of project outputs and actual activities undertaken is shown in Table 1 of the Summary, and more detail is provided in Section 3.2 below. The Logical Framework is included at Annex 4 and a Project History is at Annex 5.
3.1 Selection of Partners

CARE’s rationale for starting a pilot project in urban Civil Society Capacity Strengthening was based on their experience with a large urban community infrastructure improvement project, Urban Food for Work (UFFW) which ran from 1993 to 2002. This had been successful in developing internal roads and drainage in 54 kebele of Addis Ababa (about half of all kebele) and in establishing CARE’s reputation, but maintenance was not uniform due to weak civil society organization. CARE chose to work in a UFFW site for the Civil Society Capacity Strengthening Pilot in order to build on the trust established during UFFW. 

Following submission of a project proposal to DFID in May 2002, and the official stating date of the project on 1 October 2002, partner selection was carried out in December 2002. The 54 UFFW kebele were screened according to a set of criteria, and 14 were pre-selected based on CARE staff knowledge. The criteria included: 

· involvement of CSOs in community development activities; 

· level of support from local government for CSO development initiatives;
· willingness of community to participate in development activities;
· maintenance of UFFW infrastructure by CSOs, community and kebele;
· efforts of kebele and CSOs to secure external support;

· willingness of kebele and CSO to determine priority needs of the community and to work together to meet them;

· willingness to work according to the conditions of the project.

A further set of criteria were used for the 14 pre-selected kebeles, and these were weighted. They included: 
· success of and local interest in UFFW infrastructure (10);

· presence of strong and active CSOs (15);

· presence of at least one local/international NGO working in the area (10);

· demonstrated initiatives by CBOs in the area (15);

· level of household income (10);
· population size (10);
· interest of CBOs in civil society strengthening (15);

· interest of local government to work with CARE in civil society strengthening activities (15);
The 14 were visited and individual CSOs assessed. TSDA, an association of 20 iddir, was selected as the strongest CSO to be the partner for the Pilot. The overall conclusion was that iddir
 (funeral savings and support groups) were the only grass-roots organizations which represent the entire community including the poor, and do not represent special interest groups, as do most other CSOs. 
Two other Sub-Cities which scored high were Yeka and Kirkos. These were therefore selected for the Extension. During a Project Familiarization Workshop for the Extension, held in October 2004, local government staff were asked to nominate promising CSOs. Five iddir and one iddir council from Yeka and two iddir and two iddir associations from Kirkos were then invited to a Selection Workshop at which each gave a presentation. CARE staff then visited each to confirm information provided during the presentation. The following selection criteria were used:

· Legal status of the CSO;
· Membership size of the CSO;

· Permanent address and office;

· Development work undertaken by CSO;

· Future development plan;

· Linkage with other CSOs;

· Coordination between CSO and Kebele Administration; 

· Interest of local government in civil society strengthening;
· Main problem of the area identified by CSO;

· Relationship with other NGOs with similar interventions to CARE.

Kebele 40 Iddir was selected as the strongest iddir in Kirkos Sub-City, and Andinet Teramaj Iddir as the strongest in Yeka Sub-City. Interestingly, Kebele 40 Iddir was considered stronger than two iddir associations
, and was selected despite not having been an UFFW site. Andinet Teramaj Iddir  was recognized as being weaker than other iddir in Kirkos Sub-City but was the only iddir undertaking development work in Yeka Sub-City. 
For each of the partner CSOs, local Kebele Administrations and selected Sub-City staff were involved in most project activities, including trainings, workshops and cross visits, and an objective of the project was to facilitate relationships between CSOs and local and city government as well as to benefit the individual CSOs. 
3.2 Project Inputs and Participation: Pilot (1 October 2002 to 31 December 2003)
1. Launching Workshop (20 March 2003)

This was attended by 40 stakeholders in the project, including the selected partner CSO, TSDA; Kebele and Sub-City representatives from the project area; iddir and Kebele representatives from Yeka and Kirkos Sub-Cities identified for possible future project interventions; Social and NGO affairs office (SNGOAO), Ministry of Capacity Building (MoCB), ACCORD, AA University and Addis Ababa Chamber of Commerce.
2. Self-Assessments (April-May 2003)
Three day self-assessments were done by the Board Chairman and nine members of the Executive Committee of TSDA Iddir Association in April 2003, and by three staff of Kebele 11, Kolfe Keranio Sub-City in May 2003. A representative from the Sub-City Capacity Building office also attended the latter. The purpose of the self-assessments was to identify gaps where CARE could support institutional development, and to provide a baseline from which to measure such developments.  
3. Training in Governance, RBA, Gender and Community Empowerment (June-July 2003)
This five day training was given by CARE staff, and was attended by 17 TSDA Executive and Board officials, and three member iddir leaders; two staff of Kebele 11 Administration, Kolfe Keranio Sub-City, and one member from Kebele Administrations in each of Yeka and Kirkos Sub-Cities (anticipated beneficiaries of the Extension). There was also a PR officer from Kolfe Keranio Sub-City, Director of Kolfe Keranio Primary School and a representative from AA University, giving a total of 27 attendants. The purpose of the training was to strengthen the capacity of TSDA and Kebele leadership.    
The training appears to have been participatory and appreciated by attendants. 
4. Training in Financial Management (September-October 2003) 
This was on the job training given to eight TSDA Executive Committee officials and four Kebele Administration staff by external trainers. The manuals developed during this training were only submitted in their final form shortly before the Evaluation (almost two years after the training), and were not yet in use. 
5. Training in Filing Systems (July 2003) 

This was on the job training given to six TSDA Executive Committee staff and two  Kebele Administration staff by external trainers.
6. Training in Project Design, Monitoring and Evaluation and Business Management (2-7 December 2003)
A five day training was given to 32 people from the Board and Executive Committee of TSDA (6), member iddirs (22) and one from each of the neighbouring Kebele Administrations (4). Concept papers were developed following the course. 
7. Office Equipment Supplies (September 2003 and February 2004)
All office equipment supplied to TSDA was checked by the Evaluation Team and all items were in regular use. 
8. Cross Visit to ACCORD in Dire Dawa (June 2003)
The Chair and one Executive member of TSDA, two iddir representatives from Yeka and Kirkos Sub-cities, Chair of Kebele 11, Kolfe Keranio, and two CARE staff joined this visit. They were impressed with ACCORD’s progress in bringing women into leadership roles in iddir, including one Association of Women’s Iddirs, and with the use of mini-media. In response to demand from the target group of poor women, ACCORD’s entry point was credit and savings and one salaried accountant is allocated to each iddir. 

3.3 Project Inputs and Participation: Extension (April 2004 to June 2005).
1. Self-Assessments (December 2004)

Two day self-assessments were done by 13 office holders and four ordinary members of Kebele 40 Iddir and by seven office holders and five ordinary members of Andinet Teramaj Iddir. 
2. Experience Sharing Workshop (25-26 August 2004)
The purpose of this Workshop was to promote linkages and joint planning among stakeholders involved in Civil Society Capacity Strengthening. 15 CSOs, 5 NGOs and representatives of 21 relevant government organizations from Federal, City and Sub-City levels participated. The Chamber of Commerce was invited but did not attend, so there were no representatives from the private sector. Attendants included beneficiaries of both the Pilot and Extension. The first day focused on experiences of CSOs with presentations from 10 iddirs and iddir associations, while the second day included presentations from six NGOs working in Civil Society Capacity Strengthening. Government officials gave presentations on government policy. Participants recommended that such workshops should be held regularly.
3. Dissemination of Review of CARE’s partnership with TSDA (August 2004)

A half day workshop to present findings of the review was attended by government officials, NGOs and donors. 
4. Project Familiarization Workshop (12 October 2004)
The purpose was to inform stakeholders about the Extension Project, and identify potential partners. The Workshop was attended by 39 people, including: 17 iddir and one association of four iddir from the two targeted Sub-Cities of Yeka and Kirkos; two people from TSDA; 13 Kebele and three Sub-City representatives from Yeka and Kirkos; one City Social and Civil Affairs officer; a representative from MoCB; and Concern, an NGOs working in Civil Society Capacity Strengthening in Kirkos Sub-City. TSDA gave a presentation.
5. Partner Selection Workshop (23 October 2004)
Five iddir and one iddir council from Yeka Sub-City and two iddir and two iddir associations from Kirkos Sub-City gave presentations on their development work as part of a participatory competitive selection process. 
6. Cross visit to Awassa and Shashamene (22-24 December 2004)

Eleven people joined the visit, including TSDA Chair, three representatives each from Kebele 40 and Andinet Teramaj Iddirs , two from another iddir identified as a possible future partner, and one Kebele Administration staff from each of Kirkos and Yeka Sub-Cities. 

In Shashamene a micro-credit enterprise supported by ACCORD and run by 708 members drawn from 38 iddirs was visited. The visitors were impressed with HIV/AIDS awareness work, good gender balance, training in governance for iddir leaders, and the development of a tradition of savings, but felt the iddir were too dependent on ACCORD.

In Awassa the group visited Save the Generation Awassa Town Iddirs’ Association which is working on HIV/AIDS, including home based care, education support to orphans, skills training and awareness raising through drama and shows. It also lobbies iddirs to engage in development activities beyond funeral support. The association was formed by 56 people, (two women and two men from each of 14 iddirs) who attended training in HIV/AIDS by OSSA in 1995. 
The group also visited Mary Joy whose program includes health and sanitation, education and social promotion and savings and credit service for women, with HIV/AIDS as a cross cutting theme. They employ 11 PLWAs in the organization.   Although they claim to work with 104 iddirs of Awassa which have formed a Union the group felt that links were not strong enough to ensure sustainability. 
7. Training in Governance (5th and 6th May 2005)

An outside trainer was hired to give this two day training to nine office holders and two members of Kebele 40 Iddir; five office holders and three members of Andinet Teramaj Iddir; and two staff from Kebele Administration 06, Kirkos 
Recommendations included training for more members and training in Human Rights. 
8. Training in Project Design, Monitoring and Evaluation and Business Management (10-14th May 2005)
This training was given by INDAK international P.L.C and was attended by 25 office holders and members of Kebele 40 and Andinet Teramaj Iddirs and officials from Kebele Administration 06, Kirkos. Staff of Yeka Kebele Administration declined the invitation due to the upcoming elections (held on 15th May). Following the training Kebele 40 and Andinet Teramaj Iddirs developed project proposals, and CARE has agreed to provide grant funding for Kebele 40 Iddir’s project. 
9. Office Equipment 
Office equipment has been provided for Kebele 40 and Andinet Teramaj Iddirs. Most of Kebele 40 Iddir’s equipment is not yet in use as there is no office space until an office is constructed. The Team did not see Andinet Teramaj Iddir ’s equipment as the office was not visited. 
10. Fund for project proposal (May 2005)

Kebele 40 Iddir project proposal was approved. Andinet Teramaj Iddir Proposal has not yet been approved.  
Table 2: Participation of Organizations in CARE CSCS Project 

	
	TSDA Iddir Association
	Keb.  Admin  Kolfe 
	Keb. 40 Iddir
	Kebele Admin. 05/06/07
Kirkos
	Andinet Teramaj Iddir
	Keb. Admin01/02
Yeka

	Self Assessment 
	1 Board member;
9 Executive Committee members;
	3 staff
	7 leaders;
5 members;
	
	13 leaders; 
4 members;
	

	Training  in RBA Governance, Gender and Empowerment
	10 Board;
  7 Executive Committee members;
3 members;
	2 staff
	
	1 staff
	
	1 staff

	Training in financial management 
	8 Executive Committee members;
	4 staff
	5 leaders
	
	3 leaders;
	

	Training in filing system
	6 Executive Committee members;
	2 staff
	
	
	
	

	Tr. In Governance
	
	
	9 leaders
2 members
	2 staff
	5 leaders;
8 members;
	

	Training in Project Design
	6 Executive  Committee members;
22 members;
	4 staff
	13 leaders and members
	
	13 leaders and members;
	

	Office Equipment
	Yes
	
	Yes
	
	Yes
	

	Cross Visit Dire Dawa
	1 Chairperson;
1 Executive Committee member;
	1 staff
	1 iddir leader;
	
	1 iddir leader;
	

	Cross Visit Shashamene and Awassa
	1 Chairperson;
	
	5 leaders

 (2 from other iddir);
	1 staff
	3 leaders;
	1 staff

	Experience Sharing Workshop
	1 Chairperson;
3 members;
	
	1 Chair;
	1 staff
	
	


4.0 Findings

4.1. What changes have occurred in the institutional strengthening of TSDA, Kebele 40 and Andinet Teramaj Iddirs and local Kebele Administrations? Are they the result of CARE interventions?

This section argues that there have been measurable changes in institutional strengthening in all of the beneficiary organizations. CARE has had a positive impact on these changes, although other influences have also been important, including the internal dynamic of the organizations, government decentralization and support from other NGOs. Areas for further improvement are also highlighted.
4.1.1 Tesfa Social and Development Association, Kolfe Keranio Sub-City 
TSDA Iddir Association was initiated in 2000 by six iddir. Membership quickly grew to 10 and then 20 iddir. Legal recognition was obtained in June 2001. By the time CARE approached them in 2002, TSDA was already a strong organization, with clear election procedures and by-laws. They were already supporting orphans and the elderly in their communities, and had secured funding from Help Age, training from Mary Joy and scholarships from Africa Village. 

Gaps identified during the self-assessment conducted in April 2003 included: participatory techniques for community empowerment; financial management and information system; office environment: project design; and financial sustainability. Training and office equipment provided by CARE aimed to address these gaps. 
4.1.1.1 Institutional Strengthening and CARE Impact

The impression of this Evaluation is that TSDA has been strengthened as a result of CARE inputs (see section 3.2). Given its internal strength TSDA probably would have developed without the CARE project, but the project has influenced the pace and direction of change. 
Member iddirs were asked in an open meeting how TSDA would have developed without the CARE project. They were adamant that TSDA was formed by the member iddirs with no external assistance, and that CARE had approached them rather than the other way around. They would still have progressed without CARE, they said, but CARE provided resources which enabled them to meet the needs of a larger number of beneficiaries. They would be able to develop still further were it not for the lack of land, a major constraint which they blame on the City Government and the current land policy. 

In contrast with this picture of self-sufficiency, a consulted staff from HACI had the impression that TSDA was heavily dependent on CARE for technical expertise, particularly in project proposals, monitoring and evaluation (although they have recently hired a staff member for this). He felt that TSDA should draw more on the professional expertise held by member iddirs, rather than relying on outside expertise. This view was re-iterated at the Feedback Workshop where it was pointed out that many professional members did not contribute to TSDA. 

Changes observed in TSDA include: changes in organizational structure and governance; improved office environment; improved financial management; increased capacity of service delivery; expansion of the association from 20 to 24 iddir including about 4,000 members; and increased number and strength of linkages with government and non-government organizations and with the general public. Tesfa also manages a larger budget, with increased membership contributions, and substantial grants from a range of donors. These changes were reflected in the repeat self-assessments and in the Workshops and discussions. Remaining weaknesses include: limited transfer of leadership skills; poor gender representation in the leadership, especially the Executive Body; dependence on CARE for technical advice; remaining gap in awareness between the leadership and ordinary members, and limited member participation in decision making. 

Changes in organizational structure

TSDA changed its organizational structure in September 2003, as reflected in a new organogram (see Annex 9) A new decision making body was introduced. The Council comprises three elected leaders from each member iddir, (Chair, Secretary and Auditor) and most decisions are now made at this level, rather than by the General Assembly, comprising all ordinary members (over 4,000 people). However, the General Assembly continues to meet annually. The Council elects the Board and the Executive Committee. This has been a necessary response to the increasing size of the organization, although it does reduce the participation of ordinary members in decision making. Other changes include the introduction of the position of Manager, taken by the previous Chairman, and the addition of external advisors to support the Manager; the additional of two professional staff in project design and accounting; and clearer job descriptions for the Executive Committee. According to respondents, although the changes were a necessary response to the stage of development which TSDA had reached, the self-assessment and governance training conducted under the CARE project were major factors in guiding these changes. 
Improved Office Environment

TSDA works from an office complex comprising some offices donated by Kebele Administration 12, while others have been built on the same site by TSDA. Most of the office equipment currently being used was donated by the CARE project, including a computer, printers, filing cabinets, tables and chairs as well as mini-media system, TV and video and musical instruments used in outreach work. The total cost of this equipment was birr 69,595. Other equipment was purchased with HACI funding, via CARE.  
Improved financial management and filing system 
Improvements in financial management and filing systems have been partly a result of CARE training in these areas, since the manuals
 developed following the training are put in use
Box 1:  Trends in TSDA Budget 

The budget which TSDA manages increased from Ethiopian birr 69,060 for the year ending March 2003 to birr 433,549 by 2004 and birr 877,000 for the year ending March 2005. In 2003 contributions made up 81% of total income. This had fallen to 11% in 2004, a year in which HACI (Hope for African Children Initiative) funding made up 88% of the total. By the year ending 2005 contributions made up only 5% with the remainder coming from various external donors. HACI funding accounted for 68% of the total income. CARE has had a direct impact on increasing TSDA’s budget in the short term, particularly through securing three year funding from HACI. Through training and technical support CARE has also strengthened TSDA’s ability to secure its own sources for the medium and long term. However, most of TSDA’s current donors fund specific target groups such as the elderly, or those affected by HIV/AIDS. If TSDA wishes to set its own priorities, including addressing the problem of youth unemployment, they may need to generate their own income, or find more flexible donors.  
Increased capacity of service delivery 
This has been largely the result of successful applications to other donors, with support from CARE both indirectly, through training in project design, and directly, through CARE networking and facilitation. Training in Project Design, Monitoring and Evaluation and Business Management led to the development of five concept papers for submission to donor agencies. One of these, with HAPCO (HIV/AIDS Prevention and Control Office) was accepted for funding. 
The largest current donor is HACI, and funding was secured via CARE, which is a member of the HACI consortium (see box 2). Other donors in the year ending March 2005 include: 
· ACCORD support for a savings and credit scheme for 200 people and care for PLWA (birr 30,000); 
· Addis Ababa City HIV/AIDS Prevention and Control Office (HAPCO) funds for support to PLWAs and orphans and for awareness raising (birr 41,595);
· Help Age support to the elderly in house renovation, income generation and cataract operations (birr144,591);
· DKT which provided funding for the TSDA newsletter, Voice of Tesfa no. 2 (birr 2,000);
A recent further application to Help Age has not yet been approved. Service delivery extends beyond the membership of TSDA, and Kebele and Sub-City Administration refer eligible people, such as orphans and PLWAs to TSDA for support. In this way the whole community benefit from TSDA’s work.
Box 2: Hope for African Children Initiative (HACI) support to TSDA
HACI is a fund managed by a consortium of international NGOs to support orphans and vulnerable children in nine African countries including Ethiopia. NGOs submit proposals for projects managed by local NGOs or CSOs. CARE submitted a bid on behalf of TSDA. Following a six month pilot phase (US$52,250), funding has been secured for a further three years (US$275,714). The funds are used to support 1000 orphans with clothing and educational materials, 160 PLWA with financial support, food and Arts, and vocational training and tools for members. 
Expanded service delivery has created a need for training of members involved in project activities. Trainings have been given in HIV/AIDS peer education and home based care, and vocational training for 52 women selected from the six women iddir members of TSDA. Funds were from HACI while technical support was provided by CARE. ACCORD and DKT also provided training. 
It was not within the remit of this Evaluation to look at the quality of service delivery or to recommend changes in TSDA programming. Although donors each have their own monitoring and evaluation systems it will be necessary to review TSDA service delivery and compare the impact and cost-effectiveness of different approaches, as Pankhurst has noted (2004, p.38). One monitoring visit concluded that TSDA was currently geographically overstretched (Ato Debebe of HACI, personal communication). 
Expanded linkages with other organizations
TSDA’s good relations with local Kebele and Sub-City Administrations have been further strengthened over the project period. This is reflected in TSDA’s establishment of a Partnership Committee (Timer Committee) which meets monthly. Members include Sub-City and Kebele representatives and personnel from health, HIV/AIDS, and educational offices and establishments. The objective is to review TSDA’s progress and all issues are openly discussed including the budget (see Pankhurst, 2004, p.35).  
The CARE project has supported good relations with Government through joint training and cross visits and through the Experience Sharing Workshop. 
Although relations with Kebele and Sub-City Administrations are good, TSDA has not managed to secure land for future projects, despite having made a deposit of birr 10,000, and this places a major constraint on TSDA's development. Current plans which depend on obtaining land include: a metal and wood workshop for unemployed youth, income generation for women; kindergarten, clinic, library, meeting hall, and centre for the elderly (Pankhurst, 2004, p.38). The government response is that the current land policy makes it difficult to allocate land to CSOs. 
As noted in the previous section TSDA has increased the number of links to NGOs. TSDA has also become member of CRDA. 

TSDA is keen to share its experiences and encourage other iddir to form associations. They also wish to promote a forum of Iddir Associations at the City level. They are currently working with iddir in the neighbouring Sub-City of Addis Ketema. 

The TSDA newsletter, Voice of Tesfa is evidence of increased efforts to publicize their experiences to the general public. The editor of the previous newsletter has taken up a post at a local Kebele Administration office, but TSDA does plan a further edition for September 2005. 

The increase in linkages also increases the number of influences on TSDA’s development. CARE recognizes that Government and other NGOs have also had an impact on TSDA over the project period. 

Community Empowerment
Community empowerment is included in the Goal of the CARE project and was identified as a gap during TSDA’s institutional assessment. It is a difficult thing to assess during a short evaluation, but respondents from TSDA thought that community empowerment had improved, while outsiders noted it as a continuing weakness. 

Indicators of community empowerment include decision making processes, participation in development activities, rotation of leadership and dependence of TSDA on external support. 

Respondents from TSDA Executive Committee thought that information feedback mechanisms and conditions for community participation had improved, while ordinary members thought their participation in TSDA development activities had increased (see Box 3). It was pointed out that many of the member iddir leaders are on TSDA Board, Council and Committees, and they have become more aware and active in development, benefiting from their involvement in the training courses offered and in TSDA development activities. When it was suggested that the Council limited decision making power of ordinary members they did not regard this as a problem, but pointed to the necessity of the Council, given the large size of the General Assembly. 

By contrast, several outsiders noted that the Executive Committee continued to take most of the responsibility for running TSDA, even though there were professional ordinary members who could contribute. Slow turnover in the leadership and dependence on CARE technical assistance were cited as limiting community empowerment. 
The impression of the Evaluation Team is that community empowerment has increased, particularly for the TSDA leadership, which now has greater leverage vis a vis government and NGOs, but also, for member iddir leaders and even for the general membership (see Box 3). However, the gap in awareness between the leadership and membership remains a weakness in TSDA, and may have been reinforced by leadership training under the CARE project. Participation of ordinary members, particularly women and younger members, in TSDA leadership, decision making and activities could be strengthened. Recent trainings for members may be addressing this to some extent. 

Box 3: Community empowerment in TSDA?
Contrary to expectations the TEAM were informed by a semi-random sample of ordinary members that their participation in their own iddir had increased on joining TSDA, and that their iddirs were engaged in more development activities, inspired by TSDA. The fact that trainees usually share what they have learned with the members and the community significantly increased interaction and participation. Besides, the collaboration with other TSDA member iddirs also encouraged discussions and working relations. Furthermore, many were involved in TSDA service delivery activities and some had received training, while one respondent was herself a beneficiary of a cataract operation. Members clearly felt pride in belonging to TSDA. According to one respondent, “we have started to think not about dying but how we are going to live”.  
4.1.1.2 Remaining areas for Improvement

Transfer of Leadership Skills 

The Manager of TSDA, Ato Berhanu, is a charismatic and competent person who was instrumental in setting TSDA up and continues to lead its development. Five of the nine Executive Committee members have also been in leadership positions since the start of TSDA in 2000, while the remaining four have been in their positions for between two and four years. All have received training under the CARE project. All continue to work full time on a voluntary basis, with no incentive system in place.
Periodic elections are held, but the trust in the existing TSDA leadership and its quality is so high that it is very difficult to find replacements. The Manager has asked to be allowed to step down but has been under pressure to stay in his position. TSDA leadership recognizes that it needs to train up new leaders to ensure sustainability of TSDA over the long term, and they have already started taking some action in preparing potential young leaders. 

Some respondents said they would be willing to join the leadership or the executive committee, if elected and if they got support. But they felt that it would be difficult to replace the existing leadership overnight, and thought that a training-in period would be required. One option would be an apprenticeship system whereby each Executive Member takes on an apprentice and trains them up for a period of one year or so before the apprentice takes over. 
Gender pyramid 

Although women predominate in service delivery and as beneficiaries, they are not well represented in decision making bodies, especially the Executive Committee, which has no women. The Board has one woman out of seven, while the Council has 18 women out of 72 members. 
Box 4: Has TSDA achieved an acceptable gender balance? 
During the Feedback workshop women attendants challenged the view that TSDA was not gender balanced, saying that it had done a lot for the Women’s Iddir members of TSDA, including encouraging the formation of a Women’s Iddir Association within TSDA. The Manager added that, while the leadership may be predominantly male they always accounted for women’s needs, as reflected in the service delivery programmes, where the majority of trainees and beneficiaries are women. The ACCORD representative then described how ACCORD had encouraged women into leadership positions. One approach is to select equal numbers of women’s and mixed iddirs, another is to insist on balanced gender representation in all Committees. The Evaluation Team suggested that, as in other areas, TSDA could be a pioneer in establishing gender balance at the decision making level, and this suggestion was accepted.  

Dependence on CARE for Technical Advice

TSDA leadership are aware that they should not depend too heavily on CARE for technical assistance, and they would like to see CARE move on to support other, perhaps weaker, associations.  They have already hired a Project Design staff member who has been with TSDA for two months. They also plan to hold a workshop to discuss options for financial self-sufficiency. They might benefit from experience sharing with Kebele 40 Iddir in this area. 
Overstretched Service Delivery
One NGO respondent suggested that TSDA may be geographically overstretched in terms of service delivery. This probably reflects the lack of alternatives in the locality. A respondent from the Sub-City HIV/AIDS office refers PLWAs and orphans to TSDA, as they offer the best services available. If TSDA are overstretched this may affect the quality of services, and they may need to consider hiring more staff on a salaried basis. 
Community participation in TSDA decision making and activities
The shift from General Assembly to Council as the key decision making body represents a shift from direct to indirect decision making for the ordinary membership. It will be important to ensure that members of each iddir are consulted and informed about Council decision making. Increased participation of ordinary members and member iddirs in TSDA decision making and activities would relieve pressure on the Executive Committee. 

4.1.2 Kebele 40 Iddir, Kebele 06, Kirkos Sub-City
Kebele 40 Iddir was established in 1978 and gained legal status in 1982. They currently have 305 members. With decentralization their Kebele number has changed to 06. Kebele 40 Iddir had made some impressive achievements before CARE selected them. They have a strong internal dynamic and determination, and an innovative but practical vision to reduce poverty, in one of the poorest areas of the City. The leadership is strong and trusted by the membership, decision making is participatory and financial management is transparent, with development spending approved by the General Assembly (all members) and audit reports presented to the General Assembly (all members) semi-annually. The structure includes an Executive Board, Management Committee, Auditor Office and four Sub-Committees in Harmful Traditional Practice Prevention; HIV/AIDS prevention and control; Women organizational affairs and education and training. The organogram is at Annex 10. 
Despite these achievements, the iddir had reached a ceiling in terms of what they could achieve without external assistance. This placed them in a good position to make effective use of external assistance. 

In 1998 Kebele 40 Iddir made the decision to engage in poverty reduction activities beyond funeral support. For this they needed funds and they adopted a two pronged approach of reducing costs and generating income. Savings were made from member monthly contributions of birr 5, reaching birr 45,000 by 2002, and this money was used to buy three grinding mills. Grinding generates a regular income, ensuring financial sustainability for the iddir, and provides a service to members who pay less than for other commercial mills. Poor members can get grain on credit at the mill. The original investment has been paid off and future profits will be used to expand existing support to vulnerable groups including AIDS orphans and the elderly. The Chair estimated that there are about 20 double orphans in the Kebele of whom 12 are iddir members. 
A major contribution to savings has been the changes in traditional funeral practices to reduce the cost. This is a controversial issue which appears to challenge religious as well as cultural practice, but after much discussion, all members of the iddir have signed an agreement to cut out certain practices including some of the feasting, which reduces the cost of a funeral to about half. Reducing funeral costs contributed to savings for purchasing the grinding mills. Savings are also used to support the bereaved family, and to support vulnerable groups in the community. The iddir is now trying to spread these ideas to other iddirs. The Committee for changing harmful practices is also focusing on changing the ‘working culture’, particularly to encourage women to engage in income generating activities rather than the popular but time consuming cultural practice of the coffee ceremony (see Box). Other innovative activities include HIV awareness during funerals, and a change in the by-laws to allow wives of divorced members to continue membership free of registration fees, rather than being cut off from iddir support as is the usual practice. This reflects the strong gender awareness of the iddir (with no CARE training in gender). 
Box 5: Changing traditional practices in Kebele 40 Iddir
The Chair of the Committee for changing harmful traditional practices HM is a woman, who has herself set up her own business making and selling potato chips. She used to attend coffee ceremony about three times a day, but never has time now. She is also working on other issues, less directly related to income generation, such as domestic violence, rape and female genital mutilation. A high proportion of iddir members are widows, and according to HM women have been at the forefront of campaigns to change traditional practices in her iddir. Asked where she got inspiration for her campaigns, she said she listens to the radio and watches television.
Kebele 40 Iddir also has an HIV/AIDS Committee and is supporting OVCs and PLWAs in the Kebele, including those who are not members of the iddir. They have also been involved in awareness raising with some NGOs. 
Kebele 40 Iddir is also making progress in sharing experiences with other iddir and with forming an Iddir Association. By-laws have been drafted for an association of six iddirs. A further 13 iddirs were approached and experiences were shared, but they have not yet agreed to join an association. 

4.1.2.1 Constraints on Kebele 40 Iddir Development prior to the CARE Project 

Prior to the project, the constraints faced by Kebele 40 Iddir in implementing their novel programme of savings and income generation to alleviate poverty included: lack of office (they are using a storeroom next to the mill, and repeated applications to the Kebele Administration for office space have so far failed); lack of office equipment; financial constraint to undertake development projects; institutional networking limited to Kebele and other iddir and no NGOs working in their area; and human resource constraint (the leadership humbly refers to the iddir as ‘a beginner’). 
The Chair of Kebele 40, Ato Zewdie Asfaw, has clearly played a leading role in the development of the iddir and this is recognized by the membership. As one interviewed member put ‘we made small contributions and our leader has turned our dream into a reality’. When asked what would happen if the Chair moved or took up employment members responded that they would not allow him to! This reliance on an individual leader poses a challenge for long term sustainability of Kebele 40. 

Kebele 40 Iddir is clearly ahead of other iddir in the locality and a further challenge will be forming an association of iddir at different levels of development. 

4.1.2.2 Impact of CARE Project Inputs on Institutional Strengthening of Kebele 40 Iddir 
Kebele 40 Iddir leaders said that the training and cross visits had changed their mentality, reinforcing their shift from funeral support to development activities (which had begun in 1998), increasing their dedication to serve the public and improving their working culture and unity among the leadership. Cross visits had also inspired them with new ideas. CARE also provided technical assistance to Kebele 40 Iddir in developing their project proposal, which CARE has now agreed to fund with a one time grant of birr 82,650. The project proposal was submitted to CARE before the training in Project Design, Monitoring and Evaluation and Business Management was given. CARE advised Kebele 40 Iddir to seek professional advice from their membership, which they did.  CARE also advised Kebele 40 Iddir on how to improve earlier drafts of the proposal. Training in project design was followed by development of manuals which are now in use. 

Box 6: Kebele 40 Iddir Project Proposal
Kebele 40’s Project proposal reflects their understanding of local priorities and their strong gender awareness. Components include providing interest free loan for 30 women’s small businesses (birr 30,000), supporting the education of 70 girls in Grade 9,  to reduce drop out rates which are especially high at this level (birr 12,500) and the addition of three more mills at a cost of birr 45,000, to increase income for carrying out development work. Kebele 40 Iddir involved the Kebele Administration and a local school in the project design, as well as benefiting from CARE technical advice. 
Most of the office equipment provided by CARE is not yet in use, as there is still no office. The iddir plans to build a temporary office on the same site as the store room and mill, but still hope to obtain office space from the Kebele Administration in future, and CARE is helping to facilitate this. 

Participation in the Experience Sharing Workshop inspired Kebele 40’s Chairman to work harder to form an iddir association, and CARE has supported this initiative, attending two meetings with the six iddir who have agreed to join. . 

A further result of the CARE project has been improved relations with Kebele Administration.

It is interesting to note that Kebele 40 Iddir has strong gender awareness, although gender training was not including in CARE inputs. Women are represented in the Executive Board (one out of 15) and on all of the Sub-Committees. The Committee for changing harmful practices is chaired by a woman and covers practices harmful to women; and targeted beneficiaries include unemployed women and school girls. The iddir has a strong working relationship with women iddirs in the locality. 
One indication of institutional strengthening is the continuing popularity of the iddir, which is still growing. The CARE project may be one factor influencing this. 

4.1.3 Andinet Teramaj Iddir, Kebele 01/02, Yeka Sub-City
Andinet Teramaj Iddir gained legal status in 1985. Prior to contact with CARE Andinet Teramaj Iddir had also made the shift from exclusive focus on funeral support to carrying out development activities. They were supporting some PLWAs through home based care, working with the Sub-City HIV/AIDS Committee, and had secured places for some unemployed members on a government vocational training scheme. Those who were trained are now self-employed. They had also started a saving and credit scheme which reached 170 poor members and generated some income for the iddir. They had a strong relationship with the local Kebele Administration, although they had not been able to secure land for an office. Andinet Teramaj Iddir appeared to be a very democratic and accountable organization, reviewing its by-laws every two years, and with a good filing system. The CARE Project Manager attended an annual meeting of the General Assembly, which 350 of the 398 members came. A strong trust in the leadership was evident at the meeting, although members did not seem to be directly involved in the development activities. Andinet Teramaj Iddir are also trying to form an iddir association. 
It has been difficult for the Evaluation Team to assess institutional strengthening over the project period of Andinet Teramaj Iddir as it was not possible to visit or meet with leaders or members during the Evaluation. The leadership explained that since six out of seven of the Executive Members most of them are teachers they were fully engaged with final examinations of the academic year. The fact that CARE has not approved their project proposal may have affected their interest in meeting with the Evaluation Team. The leadership completed a questionnaire according to which the trainings under the project improved their knowledge and increased motivation. 
According to the Project Manager, although Andinet Teramaj Iddir looked promising initially, they have proved to be disappointing. They have attended project activities including the cross visit and trainings, but do not seem to have used them to develop their iddir. Despite more intensive technical support than Kebele 40 Iddir received, their project proposal has failed to reach the required standard. 

4.1.4 Kebele Administrations

Kebele Administration staff from the locality of beneficiary CSOs have participated in most of the CARE project activities (see Table 2 and section 3.2 and 3.3). But decentralization of local government has had a much greater impact than the CARE inputs. Nevertheless, participation in the project has strengthened staff capacity, in some cases reinforcing changes brought about with decentralization. 
4.1.4.1 Impact of Decentralization on Kebele Administration
According to the self-assessment done by Kebele 11, Kolfe Keranio Sub-City, gaps identified prior to decentralization included: 

· Highly centralized planning. Plans come from the higher level;
· Low level of awareness and practice in community participation;
· Inadequate capacity to design projects for poverty alleviation;
· Poor filing system;
· No clear job descriptions;
· No budget. 

Key positive changes with decentralization include:
· Increased emphasis on civil society strengthening, with one staff assigned as Social and Civil Affairs Chief, and with the Kebele Development Committee now elected by the community;

· Budget for development as well as to cover staff costs. The size of the budget and proportion for development varies, as Kebele can collect taxes and rents from their locality and the size of these also vary. In some cases a large proportion of property is owned by the Kebele yielding rental income far higher than rural Kebele can obtain. Interviewed Kebele staff said they had about 4 million birr for development, but much of this is already earmarked for central government programs. The impression is that Kebele Administration decision making power in relation to their budget remains limited;  

· Increase in number of staff from three to about 45. This was accompanied by merging of several kebele into one, and addition of new offices previously at Woreda level, including finance, HIV/AIDS, sport, PR and women’s affairs;
· Staff are better qualified and receive more training. Government training has

included governance, management and administration, finance, record management, project management and HIV/AIDS. Some officers also received training from NGOs including in gender. However, many staff still lack the capacity to do their jobs effectively. The Evaluation Team noted that the five Kebele Administration staff interviewed appeared competent and committed. However we were informed that few have BA level degrees. 
4.1.4.2 Limitations of the Decentralization

Interviewed staff agreed that decentralization had been positive for Kebele Administration, and that at least some community members felt more positive towards the Kebele as a result. But they emphasized that they still had limited decision making power, and planning was still top down, as illustrated in the case study below. 

Box 7: Kebele Administration capacity post-decentralization
The Social and Civil Affairs officer of one Kebele Administration described the objectives of his job as ‘strengthening civil society’. This involved assessing community needs and improving their access to services. Accordingly, he carried out PRA in each of the 18 ketena (neighbourhood) in his Kebele in order to identify problems. Results were analysed and discussed with the community at the Kebele level. Ranked priorities were:
 - Improved access to health care;
 - Schools, Internal roads, Water.
But it has not been possible to address the top priority. Firstly, the government has prioritized school building for Kebele Administration budgets, and most of the budget is needed for this. Secondly, there is a government regulation that a health clinic can only be built if the serviced population is 10,000 or more, which is higher than the Kebele population. Thirdly, the Kebele Administration cannot approach NGOs for assistance unless they are already working in the Kebele. Fourthly, community contributions for government development activities increased from 35% before decentralization to 65% now, and the community in this Kebele is very poor. As a result of these constraints the Officer felt he had limited capacity to carry out the objectives of his post. 
4.1.4.3 Impact of the CARE Project 
Some of the areas where CARE has influenced changes brought about with decentralization include: the increased emphasis on civil society strengthening; improved capacity of staff and improved relations with iddir. Interviewed staff commented that CARE training was better than government training as it was more participatory and more time was given to it. Relations with beneficiary CSOs were already good before the project, but it was acknowledged that CARE had helped to strengthen these relationships. The Experience Sharing Workshop and Cross Visits were also appreciated as illustrated in the box below. 

Box 8: Impact of CARE inputs on Kebele Administration staff
One Kebele staff who joined the Cross Visit to Shashamene and Awassa, made a video during the trip, which he showed to his kebele community on his return. Those who saw it were impressed, particularly with the elderly doing drama for HIV/AIDS awareness, as they were used to drama being done only by the youth. 
In summary, decentralization has had a positive impact on Kebele Administration and on CSOs, including beneficiary CSOs. CARE has reinforced some of the positive developments. However, the Kebele Administration continues to have limited capacity to support civil society development due to its limited decision making power. 

4.2 Were the most appropriate tools used to gauge institutional assessment? 

This section assesses tools used in institutional self-assessments and the Project Logical Framework. 

4.2.1 Institutional Self-assessment Tools

The self-assessment tools used were: discussion and descriptive analysis, SWOT analysis and a detailed self-assessment sheet. A tool relating to stages of institutional development was used in designing the self-assessments. 
Self-Assessments were done separately in May 2003 by TSDA Iddir Association and  Kebele Administration 11, Kolfe Keranio Sub-City, and in December 2004 by Andinet Teramaj Iddir, Yeka Sub-City, and Kebele 40 Iddir, Kirkos Sub-City. 

The stated objectives of the self-assessments were to:

· Provide a baseline measure of the structure and capability of the organization;

· Identify gaps and plan project inputs to address them;

· Train participants in the attributes of an effective organization;

· Create increased commitment to organizational improvement.

The self-assessments were designed by CARE staff and focused on the four key areas of governance, management practices, program development and service delivery, and sustainability. Concepts were discussed to reach common understanding before participants assessed their organization. The Kebele Administration did only the descriptive analysis including identification of gaps, Kebele 40 Iddir and Andinet Teramaj Iddir  also did a SWOT, while TSDA completed all of the tools including the self-assessment sheet. 

All of the tools were repeated during the Evaluation in order to measure change and compare beneficiary organizations. 

4.2.1.1 Descriptive Self-Assessment

The descriptive self-assessment was done during all four of the self-assessments. It is open ended and therefore able to capture issues specific to the individual organization. Descriptions were used to identify gaps which then formed the basis for programming CARE project inputs. They were also probably the most useful source for this Evaluation Team in identifying issues to follow up on. 

4.2.1.2 SWOT Analysis

Respondents identify Strengths, Weaknesses, Opportunities and Threats for their organization in relation to the four areas of discussion. These are entered into a two by two grid. SWOT analyses were done by the three CSOs during their self-assessments, but not by the Kebele Administration 11.

As with the descriptive analysis, the SWOT analysis picks up issues specific to the institution, provided they fit into one of the four categories. It is a good way of summarizing descriptive information, and is particularly good for identifying weaknesses, which may not come out of open-ended discussion.  It can be repeated at a future date to measure change, although it is not designed for this purpose, and comparison of new and old data can be laborious. A further problem is that it may be difficult to have the same respondents complete the analysis the second time, so respondents bias may affect results.

In this project SWOT analysis helped in identifying gaps for improvement, and was a useful learning tool for respondents. For the Evaluation, repeat SWOTs were done by TSDA and for Kebele 40, but not by Andinet Teramaj Iddir . The SWOTs were done by groups of respondents, including at least some who had done the original SWOT. However, they were not guided as they had been during the original self-assessments, but were left to do the SWOT in their own time and report back to the Evaluation Team. Respondents were asked to indicate only where changes had occurred rather than to do a complete SWOT analysis again. This simplified the process and highlighted a few areas where respondents thought that change had taken place. 

However, the method was interpreted differently by the two organizations which carried it out: TSDA and Kebele 40. TSDA simply annotated the original SWOT, marking areas of change and improvement. This limited results to aspects which had been included in the original SWOT, but was easy to analyse. Kebele 40 did a new descriptive analysis focusing on change. So Strengths were aspects which had improved, and most of them had been identified as Weaknesses in the original analysis. This approach was able to capture new issues not included in the original SWOT, for example, formation of an association. Both approaches are useful but the variation indicates that more guidance is needed in using the tool and it needs to be specifically adapted as a monitoring tool, in order to measure change consistently.  

4.2.1.3 The Self-Assessment Sheet 

The Self-assessment sheet was developed by CARE staff based on existing institutional development tools, and provided a framework for the Self-assessments, particularly in terms of the topics covered.  These are Governance, Management Practices, Programme Development and Service Delivery and Sustainability. For each topic there are a number of sub-topics, each with a number of indicators. In total there are 106 indicators. For each indicator the respondents record a score for their organization based on a fourfold scale: 

1. Needs urgent attention and improvement;

2. Needs improvement on a fairly wide or limited scale, but not major or urgent;

3. There is room for some improvement;

4. No need for immediate improvement.
The sheet is included at Annex 8.
The self-assessment sheet was completed during TSDA’s self-assessment but was not used during the other three self-assessments. For the Evaluation it was completed by TSDA, Kebele 40 Iddir and Andinet Teramaj Iddir. This was in order to compare the organizations with each other as well as to test out the tool.

A blank copy of the Assessment Sheet was completed, by two groups of five people in each, during the one day TSDA workshop (6 June 2005), and by the leadership of Kebele 40 and Andinet Teramaj Iddirs in their own time. In the case of TSDA the two groups compared results with each other, generating further discussion. Each TSDA group included at least one person who had participated in the original self-assessment. 

Results from the self-assessment sheets 

Results of the self-assessment sheets are summarized in Table 3 below. For each topic, scores for each indicator have been summed, then averaged. Results have been rounded up to the nearest whole number. It can be seen that TSDA has increased scores over the past two years, while both Kebele 40 and Andinet Teramaj Iddir  have similar scores to TSDA in 2005. However, in interpreting results the issues discussed in the following section should be taken into account. 

Table 3: Average Indicators for each Self-assessment Topic 

	
	Governance


	Management Practices


	Program Development and Service Delivery
	Sustainability

	TSDA 2003
	2
	2
	1
	1

	TSDA 2005
	4
	4
	4
	3

	Kebele 40
	4
	3
	3
	3

	Andinet Teramaj
	3
	4
	4
	3


Using the Self-assessment Sheet to Measure Change over Time: TSDA
For TSDA the results of the re-assessment showed improvement in most of the indicators.
Most indicators had moved from 1 or 2, to 3 or 4. The biggest improvements were seen in Financial Control, Reporting and Information system. Repeating the tool was useful in illustrating improvements over time. However, problems in interpreting results include:
 - the groups carrying out the assessments were not identical, although each included at least one person who had done the original assessment. There is potential for respondent bias;
 - The original assessment was done in anticipation of support from CARE and some scores appear too low, compared with descriptive assessments;
 - The final assessment was done during the Evaluation of the CARE project and respondents may have exaggerated change to illustrate CARE impact. 

A few indicators had not improved. 
Repeating the tool was useful in highlighting aspects which had not changed and still required improvement. These included:

A.2.g: ‘there is fair representation of gender, race etc in the Executive Body
Original score: 1, Repeat score: 2

It was pointed out that there are no women on the TSDA Executive Committee. However, there is a woman staff member (Project Proposals) and there is one woman Board Member. 


B.1.a: ’Administration systems and manuals in place and regularly reviewed and updated as part of strategic review process’
Original score: 1, Repeat score: 1 

Apparently, the manuals developed following training in 2003 have only just been finalized and delivered to the TSDA office in electronic format. No hard copies have been distributed but they should soon be in use. The manuals are Peachtree Accounting and Procurement System.

B.3.d: ‘Appropriate incentive system in place’ Original score: 1, Repeat score: 1 
This is due to the voluntary status of most positions, and discussion revealed that this is an area of concern by current office holders. 

There was disagreement between the two groups over some scores, for example: 

D.2.d ‘CSO has developed fund-raising mechanism’ and D.2.e. ‘there is cost sharing practice’ Group A scored 1, 1, Group B scored 4,4. The groups scoring 4 included a TSDA accountant. 

Problems encountered in using the self-assessment sheets

Time required to complete the form

Completing the self-assessment form took over an hour during the TSDA workshop. It might have been faster had the sheet been translated into Amharic.

The scoring system

Respondents found it hard to use the scoring system, especially scores 2 and 3, which are open to different interpretations. The scale is for four levels but there are five columns. One groups filled in column five. 

The labelling

In several cases there are repeated labels, for example, section A.2 has two cms, B.2. has two bs, B.8. has two bs; D.1. has two ds and two es. This created confusion in scoring the indicators. 

Some indicators included more than one question 
A.2.g. ‘there is fair representation of gender, race etc in the executive body’ Including both gender and race in the same indicator led to some confusion. 

B.1.a: ‘Administration systems and manual in place and regularly reviewed and updated as part of a strategic review’ includes four questions in one. It is not clear how it should be answered if, for example, administration systems are in place but not manuals, or if they are in place but not regularly reviewed

Some terms were hard to interpret 

A.3.c. ’Community/constituency is recognized as partner’ one group interpreted partner as referring to organizations such as NGOs; 
A.3.g ‘Community concerns properly voiced by CSO at the local level’ participants were not sure how to interpret ‘local’ in this context, whether Kebele, Sub-City or City level. 
B.2.c ‘Supervisors are well oriented with performance management procedures and practices’ It was not clear what was meant by ‘Supervisors’ in the context of iddirs. 

B.9.a ‘CSO has clear objectives and SMART indicators’: there is no definition of SMART on the form. 
Some terms were not relevant in the context of Iddirs

12 of the indicators refer to ‘staff’, yet at the time of the original self-assessments none of the CSOs had any paid staff, and all office holders were volunteers. TSDA now has two salaried staff but the majority of office holders remain volunteers. Indicators referring to ‘staff’ were variously interpreted, with some ignored as ‘not applicable’ while others were answered in relation to volunteer office holders. 

Results are difficult to analyse and use
Because of the large number of indicators and the complexity of some of them, results are hard to summarize in a useable form. No guidelines are provided on how the results should be analysed. The approach used by the Evaluation Team was to take average scores for each topic (Governance, Management Practices, Program Development and Service Delivery). 

Results are subjective

During the original self-assessment the TSDA respondents were guided through the form and trainers may have provided a check on subjective scoring. However, the impression is that scores were lower than descriptive assessment suggests. During the Evaluation no guidance was given and, although each TSDA group had someone who had completed the form the first time, Kebele 40 and Andinet Teramaj Iddir had not used the form before. Scoring seems rather high in most cases, suggesting little need for further improvement in the organizations, which does not entirely match with other sources of information used in the Evaluation, such as workshop discussions. 
Summary of points relating to the self-assessment sheet
Participants in the exercise thought that the self-assessment sheet was useful and they could not identify any topics which had been left out. They did find the tool time consuming and some questions hard to interpret. The Evaluation Team have the following recommendations:

1) The tool should be simplified, with fewer indicators under each main heading. It will then take less time to complete, it will be easier to analyse and results are more likely to be used; 

2) The scale should be simplified. Numbers one to four are sufficient without the description which proved confusing;

3) No indicator should include more than a single factor; 

4) The tool should be adapted to the particular institution being assessed. Indicators which are not applicable should be removed. In the case of iddirs indicators relating to staff should be modified. Relevant indicators which could be included are: Participation of the membership in developing by-laws; Budget is approved by membership.  

5) The tool is based on a snap shot appraisal, and could be better adapted to measure change. For example, under each main heading a question directly addressing changes in the institution could be included. This would improve its usefulness as a monitoring tool. Currently only the section on Sustainability attempts to measure change directly. 

6) Because there are so many indicators, and the assessment is subjective, it is not always easy to prioritize key issues for improvement; 

7) The sheet and other tools should be translated into Amharic to ensure broader participation.

4.2.1.4 Stages of Development and their Characteristics 
This tool identifies four stages of institutional development: Start-Up Organization, Developing Organization, Expanding/Consolidating Organization and Sustaining Organization. For each stage the level of development is described in terms of Governance, Operations and Management Systems, Human Resources, Financial Resources, and External Relations. This tool was used by CARE staff in developing the Self-assessment sheets but was not used directly in the Self-assessments. TSDA was assumed to fall into the Start-Up Organization category. It is not clear how the tool accommodates organizations which display features from more than one of the defined stages. This would seem to limit the applicability of the tool. 
4.2.1.5 Conclusion

A strength of the self-assessments was that they used a range of different tools, with complementary results yielding a very thorough analysis. The descriptions highlight issues specific to the organization, while the self-assessment sheets identify the key issues for organizational development and allow for comparison over time and with other organizations. However, using all of the tools is time consuming, and the self-assessment sheet in particular needs to be simplified and adapted for Ethiopian CSOs, so that it can be used more widely. The self-assessment tools are not well adapted for use as monitoring tools. For future projects institutional self-assessments should be integrated into a monitoring and evaluation system. 

4.2.2 Project Logical Framework

A Project Logical Framework was attached to the original project proposal submitted to DFID. The one page Logical Framework provides a useful starting point for understanding the project. However, although it was successfully used as a design tool, it does not seem to have been used as a planning tool during implementation, nor was it updated in relation to actual results. This represents a missed opportunity and also limits its potential as a monitoring and evaluation tool, as the Framework has become outdated. For example, the Framework includes reference to the private sector, even though the limited attempt to include the private sector failed
. The Framework also provides few measurable indicators. This is partly because specific project inputs were developed in response to participating organizations and could not be predicted at the start. If the Framework had been regularly updated then actual inputs could have been incorporated. 

The failure to adapt the logical framework is somewhat ironic given that short and long term planning was one of the topics covered in the trainings given to iddir leaders and members and to Kebele Administration staff. According to the brief given to Kebele 40 Iddir during their self-assessment ‘Short or long term plans also have to be reviewed and adjusted according to existing realities; they are not static and unchangeable.’ 

4.3 How effective have the trainings been and were they targeted at the right level?
This section looks at the selection of trainees and training topics, effectiveness of the trainings and gaps identified in training topics. Training topics are described in Section 3.2 and 3.3, and impacts are described in section 4.1.
4.3.1 Selection of Trainees and Training Topics

Training topics were based on the Self-Assessments carried out by the leadership and office holders of beneficiary CSOs. For the Extension some ordinary members also participated (see Table 2). The full membership was not consulted on their training needs, and training topics were oriented towards strengthening the leadership and office holders. 

Ordinary member respondents of both TSDA and Kebele 40 Iddir attributed the success of their organizations to the strong leadership. This suggests that the membership benefits indirectly from training to strengthen the leadership. However, focusing training exclusively on the needs of current leaders and office holders may constrain transfer of leadership, as those who have not received training lack the confidence to take over the positions. For iddir organizations which hold elections every two years it may be more appropriate to train at least some ordinary members who are potential future leaders. 

Leadership training also increases the gap in mentality between leaders and ordinary members, and this has been noted by the training participants (Pankhurst, 2004). Although some attempts were made to pass on trainings to ordinary members, mechanisms for this should be strengthened in future, for example by running Training of Trainers. Trainees could then run similar trainings for groups of members. 

4.3.2 Effectiveness of the Trainings

Training content has been appropriate for the target organizations, and trainings have been highly participatory and much appreciated. The sequence of training topics also appears to have been appropriate, with governance training preceding and feeding into training in project design. However, the quality of training in gender and community empowerment does not appear to have been as high as for other topics. This may be one reason why the impact of these trainings is also harder to identify. Training in governance, financial management and project design have had more tangible impacts  (see Section 4.1). 
4.3.3 Remaining Gaps

Training gaps identified by the Evaluation Team include:

· Conflict Management Training for Iddir and Association leadership. Conflict of interest constrains both individual iddir and the development of associations (see section 4.5.1). Training in management and administration for the leadership of individual iddirs. This was mentioned by ordinary members of TSDA who benefit from improved management of their individual iddirs. 

· Leadership training for ordinary members who are potential leaders;

· Vocational training for ordinary members. Both TSDA and Kebele 40 Iddir already plan to do this, and member respondents prioritized it. 

4.4 Are the gaps identified the right ones to address? 

In general inputs have been well selected in response to felt needs of the beneficiary organizations, and they have all been appreciated. 

Conflict management seems to have been missed out of the assessment tools and subsequent project inputs. The Evaluation Team came across several cases of conflict in different situations. Potential conflicts include: 

· Between iddirs concerning the formation of an association (Andinet Teramaj Iddir’s attempt to form an association has been constrained by conflict);

· Between iddirs within an association (TSDA had a ‘rebel iddir’ which was eventually expelled from the association); 

· Between iddir leadership and membership concerning joining an association (Genet, 2004); 

· Among iddir leadership over leadership succession, (see Box) or if some are late for meetings or fail in their responsibilities; 

· between hired staff and volunteers (HACI staff, personal communication). 

Box 9: Conflict within an Iddir
One TSDA Women’s Iddir had a leadership problem but according to the by-laws, TSDA could not intervene and a second best solution was implemented, whereby a member’s husband was elected to stand in on a temporary basis. Members of that iddir said they would support changing the by-law so that TSDA could help out in such situations. Training in conflict management could also help TSDA’s efforts to replicate their Association in other Sub-Cities, and Kebele 40 Iddir to develop their emerging Association.

Concern has successfully included conflict management training in their Civil Society Capacity Strengthening project. 

Gender and empowerment appear to have been given less emphasis than governance and financial accountability and transparency in the practical application of the trainings. 

No Gender or RBA training was given for Kebele 40 Iddir and Andinet, even though Andinet has poor gender representation in the leadership. Kebele 40 Iddir has active women’s participation in all of their committees and have introduced some gender sensitive by-laws. 

4.5 Are we hitting the right Target Groups? 

During the Pilot CARE worked with an association, whereas for the Extension two individual iddir were selected. This section starts with a comparison of individual iddirs and associations, and then looks as CARE’s selection procedures. Finally, a revised set of selection criteria are suggested for future projects.  

4.5.1 Individual Iddir vs. Association

The question of whether iddirs should form associations generated lively debate among respondents from TSDA, individual iddir, local government and NGOs. Most informants, including ordinary members, thought Associations were better, although the sample was biased as it was not possible for the Evaluation Team to meet with non-beneficiary iddirs, or those who had failed to form associations. Advantages of Associations which were mentioned include: 

· They have more resources to pool and share, including financial contributions, labour, technical expertise and office and other facilities; 
· They have the capacity to tackle community wide issues such as poverty and unemployment;
· They have the capacity to challenge community wide attitudes towards, for example, HIV/AIDS or funeral practices; 

· They have increased negotiating power vis a vis Government and NGOs and can get funding more easily;
· Government does not have the capacity to work with individual iddir;

· They can agree to focus on the common good, as there are reduced expectations of individual benefits;

· There is less conflict in implementation of development activities;

The relative strength of an Association was illustrated with the proverb ‘A rope tied together can keep down a lion’. The desire to form Associations may also reflect a cultural preference for group activities as reflected in the popularity of iddirs and the fact that those who can afford it join several iddirs. 
Associations can potentially reach a larger number of beneficiaries just because the membership is larger and pooled human resource capacity is greater. But there is also the danger that large associations will become removed from the membership, and turn into NGOs. Some advantages of working with individual iddir include: 

· Members have greater decision making power; 

· They can focus on local priorities;

· They require less management skill; 

· The membership is easier to mobilize; 

· Success cases may be easier to replicate.

The choice should also depend on the objectives of the project. If the goal is to increase civil society leverage vis a vis government then associations may be more effective, but if economic empowerment is the goal then individual iddir may be more appropriate, as the majority of members are eligible and expectations can be met. This is the approach adopted by Concern, working with individual iddir in Kirkos Sub-City. 
Constraints on Forming Associations

If Associations have so many advantages, why are there currently so few in Addis Ababa City, and why do so many fail? Two major factors appear to be suspicion on the part of iddir leaders and members towards those trying to form associations, and  conflict within and between individual iddirs. Iddir leaders may feel threatened and believe that they will lose power on joining an association.
Suspicion is based on previous experiences with iddir leaders embezzling funds and with Government mobilizing iddir resources for its own programmes (see also Pankhurst, 2004). One of the strengths of iddirs lies in their autonomy and many are reluctant to compromise this as the box below illustrates. 
Box 10: Fear of losing Iddir autonomy
According to the Chair of Kebele 40, one iddir whom they invited to form an Association responded by re-distributing its savings and dissolving itself, rather than risk losing autonomy. They had believed that an Association would pool savings and they would lose control of their own savings. Kebele 40 Iddir reassured them and they maintained the iddir, but have not joined the association.
Suspicion of government motives is one reason why many government initiatives to form associations fail. Other reasons include lack of clear vision, lack of resources and lack of interest on the part of member iddirs. For example, Kolfe Keranio Sub-City HIV/AIDS office tried to create Kebele level and Sub-City level Iddir Fora to replicate TSDA and tackle HIV/AIDS. A recent assessment found that the Sub-City Forum of 260 iddirs is working but the Kebele ones are not functional. The Sub-City Forum has its own office and runs weekly meetings, while the Kebele ones have no resources. 
The Team came across several cases where conflict challenged Iddir Association formation and TSDA’s ability to manage conflict has been key to its success (see Box below).  For example, Andinet Teramaj Iddir was involved in trying to form an association of six iddirs, but the attempt failed. According to a local Kebele Administration official the iddirs could not agree on a by-law concerning sharing offices between iddir which have and those which do not have. 

Box 11: A rebel within TSDA?
The leadership of one member iddir campaigned against the existing TSDA leadership. In order to overcome the problem the TSDA leadership devised different conflict management mechanisms including open discussion and sending elders to resolve the problem. But after a thorough examination of the case, the Board cancelled the iddir’s TSDA membership. The iddir then took the case to court but with no success. This experience alerted the leadership to the need for leadership rotation. 
As Kebele 40 Iddir has learned, in order to overcome suspicion and resolve potential conflicts a great deal of time, tolerance and management skill is required. 
CARE’s approach has been to allow Association formation to go at it own pace, according to the internal dynamic of individual iddir. An alternative approach, adopted by ACCORD, has been to encourage the establishment of Associations in locations where civil society organization is weak and the population poor. They have been successful in some cases, but it has involved intensive inputs over a longer period of time than the CARE project. In response to demand from the target communities ACCORD used savings and credit schemes as an entry point for Association formation. For example, in Akaki Sub-City ACCORD assisted the formation of an Association of Iddir managing a savings and credit scheme in 1997. Support was provided until 2003 when ACCORD pulled out, and the scheme and Association are still functioning well. ACCORD believes that a minimum of five years is required for a new Association to become self-sustaining in a poor location. In other cases, they have selected to work with Associations which are already formed, as the following box illustrates. 
Box 12: Under pressure to form an association?
Ato Zewdie, Chair of Kebele 40 Iddir, Kirkos Sub-City, gave a presentation at the Experience Sharing Workshop organized by CARE. During the coffee break an ACCORD representative asked if he would be interested in support from ACCORD. He said he would, but when the ACCORD representative found out that Kebele 40 Iddir was not an Association but an individual iddir, he was told that his iddir was not eligible for ACCORD support. This impressed upon him the potential benefits of forming an association. On the other hand, he was proud to be selected by CARE over two other contending Associations.
Given the slow process of organic development of associations and the small number of viable and sustainable ones already formed, the Evaluation Team believes that restricting assistance to associations is currently too limiting in the fight to build civil society capacity. 

4.5.2 CARE’s Selection Process

The Team commend CARE on its selection process to date. It has been thorough and participatory, but possibly limited by some of the selection criteria. (Please see section 3.1 for a list selection criteria used). For example, previous experience with CARE UFFW and presence of another NGO were both criteria used in selection for the Pilot, but Kebele 40 Iddir, a successful beneficiary of the Extension, had no previous experience with CARE, and there have never been any other NGOs working in the area. 
For the Extension it was decided to choose one beneficiary CSO in Kirkos and one in Yeka Sub-City, as these did well on selection criteria used for the Pilot. But although Kirkos had a number of promising CSOs including two associations, Yeka had only one iddir which had engaged in development work. Given the criteria to work in Yeka this gave CARE no choice, and Andinet Teramaj Iddir was selected, even though other iddirs in Kirkos were recognized as being stronger. 

Did selected organizations make effective use of the funds? 

The Pilot and Extension both received the same amount of donor support, £25,000. Which shows better results? Direct comparison is difficult because TSDA has received support over a longer period of time, but the general impression is that TSDA and one of the individual iddirs have made good use of the funds, while the second individual iddir has not shown such promising results. Lessons can be drawn from this for future selection. 
Although TSDA was already a strong organization before the CARE project, it has made effective use of CARE project inputs (see section 4.1), and was clearly a good investment in Civil Society Capacity Strengthening. 

The impression of the Evaluation Team was that Kebele 40 Iddir was also worthy of support because of the novel and effective work they were doing to alleviate poverty in their community. With a membership of 325, covering an estimated 2,000 people the beneficiary group is quite substantial. By contrast with TSDA which focuses on support to vulnerable groups, Kebele 40 Iddir aims to benefit all members through poverty reduction. Kebele 40 Iddir has managed to fund its own development work through income generation, whereas TSDA relies heavily on external funding. Whereas TSDA is a rather unique example, perhaps beyond the dreams of most ordinary iddirs, Kebele 40 Iddir appears to be more replicable, and is working hard to spread its ideas among local iddirs, as well as to form a (small) association. 

Whereas TSDA Iddir Association and Kebele 40 Iddir both made efficient use of inputs from CARE, Andinet Teramaj Iddir has been disappointing and should be used as a lesson. Could their poor performance have been anticipated? Although Kebele 40 Iddir appeared to be a stronger candidate from the start, Andinet Teramaj Iddir  also looked promising. This suggests that great care is needed in the selection process. Lessons from the case of Andinet Teramaj Iddir  include: 
· Having an educated leadership looks positive but is not sufficient. A strong spirit of volunteerism is also necessary;
· Having a close relationship with the local Kebele Administration not sufficient for successful iddir development; 
· A stated commitment to development work is not enough. To qualify for assistance iddir should be doing as much as they possibly can already, without assistance;

· An iddir which is democratic and efficient may still be relatively inactive in development work. 
4.5.3 Suggested Selection Criteria

The overall conclusion of the Evaluation Team is that the question ‘should we support Associations or Individual Iddir’ may be the wrong question to be asking. The most important criteria relate to the internal dynamic of the organization. Suggested criteria include: 
· Positive internal dynamic and strong leadership;
· Membership and leadership already engaged in and committed to development activities and doing as much as they can with what they have;

· Practical approach to poverty reduction;

· Innovative activities being carried out, which could be encouraged and might otherwise fail (e.g. Kebele 40’s activities changing traditional funeral practices, and promoting female education); 

· Good relationship with local government;

· A variety of organizations with different approaches to development should be selected to maximize learnings; 

· Individual iddirs, associations and forums of associations should all be eligible;

· Success should be replicable;

· Selected organizations should have reached a ceiling for development, so further progress requires external assistance.

According to these criteria Kebele 40 Iddir would score as high as TSDA. 

4.6 Have there been Missed Opportunities to interact with governance actors?

Kebele Administration staff were more involved in this project than were other government staff. This section argues that staff from higher levels of government could be more involved in future projects. 

Kebele, Sub-City and City level staff were invited to CARE Workshops such as the Experience Sharing Workshop, but trainings were offered only to Kebele Administration staff. This is appropriate since they work directly with CSOs. However, despite decentralization Kebele Administrations have limited decision making power (see section 4.1.4). This is one reason why future projects might consider involving more staff from Sub-City and City levels in project trainings and workshops, particularly where there is scope for joint activities, since these levels have greater decision making power in relation to civil society organizations. 
TSDA has a good relationship with the Sub-City HIV/AIDS office and one dynamic staff member participated in Evaluation Feedback Workshop. He recommended that CARE hold a workshop to disseminate findings from this Evaluation to Government staff, particularly focusing on the limitations on Kebele Administration capacity to support civil society development. 
4.7 Do there exist CARE internal staff training/capacity needs?

Currently there is only one staff member and he seems well qualified for the job and popular with stakeholders. The only possible training need identified is in conflict management as this poses a constraint on Civil Society Capacity Strengthening. On the other hand, the recommended training in conflict management could be given by an outside trainer. 
4.8 What are CARE’s Weaknesses and Strengths in facilitating capacity building programmes and intervention? 

This section summarizes CARE’s performance in this project using a SWOT analysis. 
4.8.1 Strengths of CARE’s approach
· Thorough and participatory beneficiary selection process, although some criteria were unnecessarily limiting (see next section);

· Flexible approach to supporting a variety of iddir;
· Programming responds to the needs of the organization and goes at their pace rather than forcing a pre-set agenda;

· Inputs were of good quality, including trainings and workshops;
· Local and City Government were included in the project. This is important as civil society needs to develop hand in hand with government to ensure accountable government and quality services. Also, Government poses constraints on CSO development, particularly by limiting access to land. However, expectations of participating government staff may be raised and there are limits to what can be changed in the government environment by NGOs;

· Lessons from the Pilot were incorporated into the Extension. For example, more trainees for the Extension were ordinary members, rather than office holders. This followed from discussion in the Review which recommended extending training to more members to reduce the gap in awareness between leadership and members (Pankhurst, 2004, p.32). The Extension also responded to Pankhurst’s suggestion that CARE expand coverage to other organizations beyond TSDA; 
· Networking for CSOs, NGOs and government staff, for example through the Experience Sharing Workshop and two Cross Visits, was effective. A second Experience Sharing Workshop was planned but delayed due to the elections.
· Experience was shared with other NGOs working in Civil Society Capacity Strengthening, particularly ACCORD and Concern. 
4.8.2 Weaknesses of CARE’s approach
· No monitoring system was used in the project and the Logical Framework was not updated in line with experience;
· Self-assessment tools were too complex and not designed specifically for iddir;

· Conflict management was not addressed although it is a major issues for civil society development;
· Training of ordinary members was not prioritized from the start;
· Mechanisms for transfer of training knowledge were not formalised or given sufficient priority;
· Gender balance in the leadership was not addressed adequately. A more pro-active approach may be needed;
· Experience sharing was limited to one Experience Sharing Workshop and two Cross Visits. Extension beneficiaries did not have the opportunity to visit TSDA;

· There was no regular networking of NGOs in Civil Society Capacity Strengthening.
4.8.3 Opportunities in support of future programming
The gradually increasing number of iddirs which are making the shift from funeral support to development work (Pankhurst, ed, 2003) although only about 5% are currently active (Alula Pankhurst, personal communication);
· The gradually increasing number of iddirs which are forming associations;
· Increased confidence of some iddirs and associations to deal with NGOs and government;
· A more favourable policy environment following decentralization (see section above). For example, according to a Sub-City HIV/AIDS staff, a fund of birr 8,000 per iddir is available from HAPCO to support HIV/AIDS work;
· Increasing NGO experience and learnings from supporting civil society. An evaluation by ACCORD showed that their Civil Society Capacity Strengthening project in Dire Dawa had reduced poverty; ????????????
· A donor review of assistance to civil society is currently taking place (see Box). 
Box 13: Donor Review of support to CSOs
The donor review may recommend donor pooling of resources and harmonization of approaches. CARE’s approach fits well with donor priorities, which include promoting governance, innovation in service delivery, CSO-government collaboration, building capacity and facilitating a more enabling environment for CSOs. Options for donor harmonization include a mechanism for dialogue between donors and CSOs, joint funding, joint reviews and evaluations as well as an overall increase in funding to civil society (UNDP, June 2005);
4.8.4 Threats to future programming
· The current political uncertainty;
· Stalling in Ministry of Capacity Building Programme for CSOs, which has not yet been approved. One of the 14 proposed programmes is in Civil Society Strengthening (UNDP, June 2005);

· Government land policy inhibits CSO development;

· The possibility that donors will not increase current low levels of funding to CSOs. DFID, for example, currently allocates about £1 million to its Partnership Fund for Civil Society Capacity Strengthening, compared with £30 million for government direct budget support. 
· Limited capacity of local government to support civil society development, despite decentralization (see section 4.1.4)
· Limited capacity of most iddir to undertake development work and limited willingness of members to increase their contributions to fund such work. 
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Figure 1: TSDA Evaluation Workshop
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Figure 2: Members of Women's Iddir, TSDA

[image: image5.jpg]



Figure 3: Beneficiaries waiting at TSDA office
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Figure 4: Members of Kebele 40 Iddir air their views
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Figure 5: Feedback Workshop discussing evaluation findings

[image: image8.jpg]



Figure 6: Participants at the Feedback Workshop

Annex 1: Terms of Reference (TORs)

Conducting Final and Post Evaluation of the Civil Society Capacity Strengthening Project

Poverty is a result of multi-dimensional factors, but it is compounded more by structural impediments than natural calamities. Where public resources and services are controlled by a certain group in a manner that prohibits the participation of other groups from decision-making and policy formulation process, there is always disparity in wealth distribution that leads to one group growing richer and the other spiraling poorer. This results in disparity of resource appropriation and service provision. In such a situation there is always competition for control over resources and services. This is more evident in countries where there is poor governance which Ethiopia is no exception. 

Governance is the sum of the many ways individuals and institutions, public and private, manage their common affairs. It is a continuing process through which conflicting or diverse interests may be accommodated and cooperative action may be taken. It includes formal instructions and regimes empowered to enforce compliance, as well as informal arrangements that people and institutions either have agreed to or perceive to be in their interest. Therefore, developing an understanding of governance and underlying causes of poverty—and ultimately developing the capacity to address these issues in a broad alliance of development actors—holds the key to overcoming poverty.  

Cognizant of this reality, CARE-Ethiopia has been working on a pilot scale with a federation 24 neighborhood voluntary associations called Iddirs in Addis Ababa to strengthen its capacity to play a proactive role in local development endeavors and represent the voices of poor and marginalized social groups in decisions that affect their lives. To this end, it has carried out a number of capacity strengthening activities to make the federation more effective in making the desired change in lives community members it represents. There are now good indications that the federation is making steady progress in bringing the desired changes in the community it represents

CARE has been supporting these Iddirs over the past 2 years through two funded projects.  The first was a pilot (October 2002 – June 2004) focused on capacity building of TSDA.  The lessons learned and experience from the pilot was used to design and implement a second project (September 2004 – June 2005) with two single Iddirs in Addis Ababa.  There is critical for CARE Ethiopia to conduct post evaluation of the pilot project and a final evaluation of the current project that will end in June 2005.  The aim of the evaluations is not only to confirm desired changes are happening because of the project interventions, but also to learn lessons that could improve CARE’s program quality in civil society strengthening and governance programming.

As a result, CARE Ethiopia is presently looking for a consultant to carry out the project post and final evaluations in a short period of time.

Purpose 

To carry out a post and final evaluation of the Civil Society Capacity Strengthening Pilot project and Expansion project to discern lessons that will inform CARE Ethiopia and its partners on how to improve their program quality in promoting good governance and rights-based approaches. To this end the consultant will be expected to answer the following eight specific Questions through the evaluation process:

1. Are we right in selecting the most appropriate tools to gauge institutional assessment

2. As a result of the assessment they have identified gaps, we were told they are gaps, but are these the only ones?  Have we left other gaps that we didn’t find out through the assessment?  And were the ones we chose the right ones to address (i.e. would have the greatest strategic impact).

3. What changes have occurred and made in the institutional strengthening of TESFA, Kebele 40 Atekalay Iddir, and Andinet Teramaj Meredaja Iddir?  Are they real changes?  Or are they a result of our interventions?

4. CARE needs to be informed from this evaluation for the future.  What are our weaknesses and strengths in facilitating capacity building programs and intervention?

5. Are we hitting the right target groups? We first went to TESFA as a federation, but are the individual (e.g.  Kebele 40 Atekalay Iddir, and Andinet Teramaj Meredaja Iddir) more important to work with?

6. What missed opportunities have there been to interact with other governance actors?

7. Does there exist CARE internal staff training /capacity needs? If so what are they?

8. How effective have the governance, rights, gender, empowerment trainings been?  Did they target at the right level?  Did it improve their internal governance?  Has it helped them to be transparent and accountable to their grassroots members (service satisfaction survey)? Does the training/capacity building efforts helped them to work on protecting their constituencies’ rights and/or in trying to hold others accountable for the benefit of their constituencies. 

9. How the first phase pilot project was sustainable in terms of program and finance. 

Specific Objectives

· To ensure that all the necessary preparations are made for the project evaluation.

· To identify and develop appropriate tool(s) and activities that will be used for a comprehensive project evaluation.

· To involve stakeholders at different levels to actively participate and that the work of the evaluation is carried out according to pre-set standards and plans.

· To provide overall technical as well as organizational support in carrying out the intended evaluation.

· To lead the proper documentation of the evaluation processes, findings as well as the lessons learned from the exercise for future use.

· To produce a well documented evaluation report that spells out all the strengths and weaknesses of the intervention, lessons to be incorporated in future interventions and recommendations for CARE and its partners.

Methodology

The survey would be conducted in the targeted areas of operation and both quantitative and qualitative study methods will be employed. The consultant is expected to design and deploy appropriate methodology. 

Scope of Work

The consultant will work with a local consultant identified by CARE to facilitate discussions in the local language and as a means to build the capacity of local resource people for future similar work.  The tasks that will be undertaken by the team are:

1. Review internal and external reports related with the specific project like the project proposal, project progress reports, capacity assessment reports, and other relevant documentations.  

2. Select the most appropriate tool(s) to conduct the evaluation and prepare the necessary guidelines and checklist to conduct the evaluation.

3. Inform and involve all relevant stakeholders in the evaluation process.

4. Ensure consistency of data collection processes and conformity with the methodology, timeframe and the check list developed for this purpose.

5. Analyze and synthesize information collected and identify strengths and weaknesses of the whole process of project implementation, spell out lessons for future use and recommend better options in promoting good governance and rights-based approaches.

6. Arrange debriefing session and present the overall process and findings.

7. Submit report with recommendations and extracted lessons by incorporating feedback from all concerned parties in hard and soft copies.  NOTE- The report will be in English and hence it is anticipated that the contracted consultant under this TOR will take the lead in report preparation and finalization.

Work Schedule 

The consultant will submit her work plan to undertake this assignment. However, the over all task needs to be completed in 15 contract days by July 1, 2005.  It is agreed that work can take place between May 30 through July 1, 2005, based on an 8-hour work day timeframe.  Below is the anticipated work organization:

Week 1 (30 May – 3 June):
Design evaluation methodology and tools, organize interviews for following weeks.  Detailed workplan is expected by June 3rd.

Weeks 2-3 (6-10 June,13-17 June:)
Data collection, interviews with Iddirs, sub-city officials, CARE staff, and other stakeholders.


Week 4 (20-24 June):

Analysis and write-up

Week 5 (27 June – 1 July):  
Draft report dissemination, incorporate feedback from communities, CARE, etc.  Produce final report.


Outputs

· Presentation of draft report to stakeholders to elicit feedback and comments that are incorporated into the final report.  (CARE will organize this workshop.) 

· Final report that includes:  a) an analysis of field work findings based on the key questions hi-lighted above; and, b) strengths and weaknesses of the intervention, lessons to be incorporated in future interventions and recommendations for CARE and its partners.  

Required Qualification and Competencies

· Master’s Degree in Development Science or Social Sciences.

· Experience in conducting project evaluation.

· Good knowledge evaluation methods and data-collection skills.

· Good analytical skills and frameworks, particularly power relations and gender analysis.

· Excellent facilitation skills.

· Proficiency in English.

· Ability to work as a team with a local consultant.

Logistical Arrangements

The consultant will have to use her own computer.  Costs such as printer/photocopy, telephone services and stationeries will be reimbursed by CARE upon presentation of receipts that are needed to carry out the assigned work.

Resource Requirements

The consultancy will begin on or around 30 May 2005 and conclude no later than 1 July 2005.  CARE Ethiopia will pay the consultant up to a maximum of 15 work days.  Final payment will be based on an invoice from the consultant that is proper and approved by CARE for actual full days worked.  

Key Contacts

CARE Ethiopia’s Program Director (Dawn Wadlow) and Civil Society Project Manager (Walleligne Alemaw) will be the prime contact persons for the consultancy.  Other CARE staff will be engaged including CARE-Ethiopia’s DME Unit (i.e. Antenane Korra).  CARE UK’s Urban/Governance Advisor will also be available for consultation as required.


Annex 2: Calendar of Meetings 

Evaluation of CARE Civil Society Capacity Strengthening Project

June 2005

	Date
	Day
	Time
	Location
	Participants
	Objective

	30/5/05-2/6/05
	Mon-Thur
	
	CARE office
	CARE staff
	Planning

	3/6/05
	Fri
	9:00
	ACCORD
	ACCORD
	Compare approaches

	3/6/05
	Fri
	10:30
	Concern
	Concern
	Compare approaches

	6/6/05
	Mon
	9:00-14:00
	TSDA office
	Exec Comm.  + members
	CARE impact + assessment tools

	7/6/05
	Tue
	9:00-14:00
	TSDA office
	Iddir leaders + members
	CARE impact 

	8/6/05
	Wed
	9:00-14:00
	TSDA office
	Kebele 12 Kolfe Keranio  
	Decentralization, CARE impact 

	9/6/05
	Thurs
	9:00
	
	
	Writing up

	10/6/05
	Fri
	11:00
	Telephone 
	HACI staff
	CARE impact

	13/06/05
	Mon
	9:00
	Kebele 40, Kirkos 
	Kebele 40
	CARE impact

	14/06/05
	Tue
	
	
	
	Writing up

	15/06/05
	Wed
	9:00
	TSDA office
	Members
	CARE impact

	16/06/05
	Thurs
	9:00
	Kebele Admin, Kirkos
	Kebele 06 staff
	Decentralization, CARE impact

	17/06/05
	Fri
	9:00
	Kebele Admin, Yeka
	Kebele 02 staff
	Decentralization, CARE impact

	20-21/06/05
	Mon-Tue
	
	
	Team
	Prepare Feedback Workshop

	23/06/05
	Wed
	10:00
	TSDA office
	CSOs, NGOs, government
	Discuss findings

	24/06/05
	Thurs
	10:00
	CARE office 
	M&E staff
	M&E

	25/06/05
	Fri
	
	
	Team
	Writing up

	28/06/05
	Mon
	10:30
	DFID office
	DFID staff
	DFID policy

	8/07/05
	Wed
	14:00
	CARE office 
	CARE staff
	Debriefing


Note: meetings with iddir members and government staff scheduled for 9 and 10th June were cancelled due to political tension and insecurity. Planned observations of iddir meetings on Sundays 11th and 18th June were also cancelled for the same reason. 

Meeting on 14 June cancelled due to non-availability of Andinet Teramaj Iddir leadership. 
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CARE

Ato Walleligne Alemaw

Project Manager, CSCS Project, CARE

W/ro Genet Binyam

Social Development, CSCS Project, CARE

Ato Antenane Korra

M&E, CARE

Donors and NGOs
Ato Desalegn Berhe
DFID



W/ro Tigist

Concern 

W/ro Kassuch Abegaz 
ACCORD


Ato Debebe Ero

HACI

Ato Abdi Adem

ACCORD

Dr Gobene Kebede
Adviser to ACCORD

TSDA Workshop (selected participants)
Ato Birhanu Abera
TSDA Manager


Major Tefera Duffera
Iddir Chair Major Feleke Kassahun
TSDA Educ. and Training Head
Ato Samuel Adenaw
Iddir Chair Ato Dawit Melesse
TSDA Social and Dev. Chief
W/ro Birtukan Nigusie
Iddir Chair
Capt. Kassahun Yiman
TSDA Public Relations

W/ro Tsege W/Mariam
Iddir Chair

Ato Desalegne Lencho
TSDA Treasurer


W/ro Metasebia Altaye
Iddir Chair
Ato Behaylu Lakew 
TSDA Accountant Chief

W/ro Rashe Shele 
Iddir Chair
Ato Taddesse Garedew 
TSDA Accountant

Major Tilaye Yimer
Iddir Chair
Ato Alemayehu Legesse 
TSDA Store-Keeper

Maj Gashaw Asmare
Iddir Chair 
Ato Ayele Birhane
TSDA Secretary 


W/ro Etalemahu Bekele
Iddir Secr.

Ato Metasebia Kebede
TSDA



W/ro Etaferahu Bekele 
Iddir Secr
W/ro Hirut Getahun
TSDA Staff


Lt. Amare Shewamoltot
Iddir Secr
Ato Arega G/hiwot
HIV Chief


Ato Negusse Dessta
member

Ato Sisaye Tadele
member



W/ro Mulu Mebratu
member
TSDA open meeting

18 women members and iddir office holders


11 men iddir office holders

5 men iddir members

TSDA meeting with randomly selected iddir

Nebar Kolfe Iddir



Lideta Mariam Iddir

Kolfe Genet Iddir



Kidane Mihiret Iddir

Kebele 40 Iddir, Kirkos Sub-City

Ato Zewde Asfaw

Chair

Ato Kinfe Michael

Chief Auditor

Ato Sissay Teffera

Committee member

Ato Yetbark Altaye

Head, HIV/AIDS Committee 

W/ro Hiwote Mamo

Head, Changing Traditional Practices Committee

Ato Atnafu Gebre Selase



Tsehay Girma

Randomly selected members of Kebele 40 Iddir

Ato Mohamed Adem

Gete Ungeche

Atalelech Negafu


Ayelech Amdeselassie

Elenar Wendim

Government Officials
Ato Abdulkadir 


Manager, Kebele 12, Kolfe Keranio
Ato Endale Tilahun

Social Affairs, Kebele 12, Kolfe Keranio

Ato Markos Alemayehu

Micro and Small Industry , Kebele 11, Kolfe Keranio

Ato Getachew Gonfa

Head, HIV/AIDS office Kolfe Keranio Sub-City

Ato Soloman


Head, Kebele 05/06/07 Kirkos Sub-City
Ato Astawesegn Gelaw

Social and Civil Affairs, Kebele 01/02, Yeka Sub-City

Annex 4: Project Logical Framework

	LOGICAL FRAMEWORK

	Project Summary


	Measurable Indicators
	Means of Verification
	Important Assumptions

	Goal:

To promote community empowerment and good governance in selected Kebeles in Addis Ababa.
	· Greater acceptance and legitimacy of civil society organizations role in governance of Kebeles 

· Greater synergy of aims/activities in networks/movements between all sectors of society (Govt, Private sector, CSOs)


	· Interviews with key informants, including: government officials, chamber of commerce’s, and CSOs

· End of project evaluation report.
	(Goal to Supergoal):



	Purpose:  

The project aims to enhance the capacity of civil society organizations in one selected Kebele to play an active role in the development of their communities, while representing the voice of poor and marginalized people in decisions affecting their lives.
	· Existence of fora for civil groups to input into a wider range of decisions

· Change in individual civil groups' capacity, organizational skills and effectiveness
· Civil groups assume roles in influencing decision-makers in ways that will benefit poor people
· Participatory governance structure in CSOs that promotes open decision-making and leadership selection and strong linkages and grounding with surrounding community.

· An understanding among CSOs of the importance of building inter-sectoral linkages with state and market actors 

· Basic understanding of policymaking process by CSOs and their constituencies.
	· CSO self-appraisals 

· Interviews with Key Informants, Municipal leaders, CSO organizations, private sector organizations 

· Project Evaluation Report - end of project.
	Purpose to Goal: 

Freedom of expression

· Level of security remains stable

	Outputs:

1. Capacity assessments carried out with at least five (5) CSOs, capacity development plans made and implemented

2. Linkages strengthened between CSOs, government and the private sector 

3. Project lessons learned document produced and disseminated 
	· Case study developed and disseminated and shared in workshop

· Capacity gaps identified  /# of CSOs with basic management procedures in place 

· At least 5  CSOs institutionally strengthened

· At least 3 CSOs with well developed strategic plans

· # Civil Society forums organized and held

· Lessons learned document disseminated through series of workshops
	· Case study

· Project Reporting

· Lessons learned document 

· Results of capacity assessments 

· Forum meeting reports 

· Lessons learned document
	· Security remains stable

· Municipal authorities are willing to increase level of collaboration with civil society organizations and private sector actors 

	Key Activities*:

1. Build organizational capacities of institutions that better represent their constituencies
2. Increase effectiveness and synergy between the institutional actors of the three sectors of society (government, civil society and private sector)
3. Develop a mechanism to disseminate and incorporate lessons learned.  
	· Case studies produced and shared in workshop

· % change management assessment scores of 3 CSOs 

· #- of Discussions held with sample of community leaders, women, church officials, civil authorities of their governance perceptions

· # of capacity building plans developed for selected CSOs

· at least 2 CSOs with  basic skills in advocacy strategizing and campaigning 

· # of established relationships between  CBOs, NGOs, local governments and central state agencies and private sector organizations

· Workshop held to share project lessons.
	Key Informant interviews

Documentation of assessment process

Feedback from private  sector

Lessons learned and case study documents

Results of capacity assessments of partner organizations capacity (prior to and after IS training) 
	Activity to outputs:

Security remains good 

Municipal authorities are willing increase level of collaboration with civil society organizations and private sector actors. 
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CARE Ethiopia Civil Society Capacity Strengthening Project

PILOT PROJECT 1 Oct 2002-31 Dec 2003

	DATE
	ACTIVITY
	PARTICIPANTS

	May/July 2002
	Proposal submitted to DFID 
	

	1 Oct 2002
	Project Start Date
	

	6 Nov 2002
	Capacity Building Specialist starts work
	

	Dec 2002
	Site Selection – pre-selection 
	CARE staff

	Dec 2002
	Site Selection – field assessments
	CSOs in 14 Kebele

	Feb 2003
	Institutional Mapping of Kebele 11, Kolfe Keranio Sub-City
	CARE staff

	Feb 2003
	Project Manager hired
	

	Feb 2003
	Second release of funds from DFID
	

	05 Mar 2003
	Operational Agreement signed with Social and NGO Affairs Bureau of Addis Ababa City Administration
	

	20 March 2003
	Launching Workshop
	CSOs, Kebele Admin., MoCB ACCORD, AA Univ. 

	April 2003
	Quarterly Report (QR) 01 Jan–31 Mar 2003
	

	2-4 April 2003
	Capacity Needs Assessment Workshop: TSDA
	Chairman, Board, Exec. Comm. Of TSDA (10)

	22 April 2003
	Signing of MOU with local government
	

	7-9 May 2003
	Capacity Needs Assessment Workshop: Kebele Administration 11, Kolfe Keranio
	3 Kebele Admin. staff, MoCB staff (4)

	27-29 June,

 4-5 July 2003
	Training in RBA programming, Governance, Gender and Community Empowerment
	Selected TSDA Board and Exec. Comm; Iddir reps, Kebele Admin. (27)

	3-4 June 2003
	Cross visit to ACCORD  Dire Dawa
	2 TSDA, 1 Kebele Amin., 2 iddir, 2 CARE staff

	11 July 2003
	Proposal sent to EU for project extension 
	TSDA Exec. Comm.

	 July 2003
	Training in Filing System
	

	07 Sep 2003
	Office Equipment supplied to TSDA
	

	23 Sep-14 Oct 2003
	Training in finance and procurement
	

	30 Oct 2003
	Original Project End Date
	

	2-7 Dec 2003
	Training in Project Design
	TSDA Exec. Comm, members, Kebele Admin. (32)

	31 Dec 2003
	Final Project End Date
	


EXTENSION PROJECT: 1 April 2004 – 30 June 2005

	DATE
	ACTIVITY
	PARTICIPANTS

	April 2004
	Funding agreement signed with DFID
	

	10 July 2004
	Social and Civil Affairs Bureau evaluation of pilot project completed
	Sub-City, CARE staff

	25-26 Aug 04
	Experience sharing workshop
	15 iddir, 5 NGO, 21 government reps.

	9 Sep 2004
	Operational Agreement for extension signed with Social and Civil Affairs Bureau 
	

	Aug 2004
	Review of Pilot by Pankhurst
	

	28 Aug 2004
	Dissemination Workshop on Pilot Review
	Gov, NGOs, donors

	12 Oct 2004
	Project Familiarization Workshop
	MoCB, Soc. + Civil Affairs, Kebele Admin., TSDA, 20 iddir, Concern

(39, 11 women):

	23 Oct 2004
	Partner Selection Workshop
	6 iddirs Yeka/Kirkos

	10 Nov 2004
	Final Selection at CARE office
	Program Director, Project staff

	Dec 2004
	Self-Assessment by Andinet and K40 Iddirs
	

	22-23 Dec 2004
	Cross visit to ACCORD Shashamene and Awassa 
	K40 3, Andinet 3, Kebele admin. 2, Iddir 2, TSDA 1, CARE staff 2 (13) 

	Feb 2005
	Kebele 40, Andinet submit draft proposals
	

	 2 Feb 2005
	Submission of  1st QR: 1/7-30/9 2004
	

	10 Feb 2005
	Submission of 2nd QR: 1/10-31/12 2004
	

	May 2005
	Training in Project Design, M&E, Business Management
	

	May 2005
	Training in Governance
	

	May 2005
	K40 Approval of Project Proposal 
	

	June 2005
	Office Equipment and Furniture Kebele 40
	

	June 2005
	Office Equipment and Furniture Andinet
	

	30 June 2005
	Project End Date
	


Annex 6: List of Project Documents Consulted
Project Documents from CARE office
1) CSCS Project: A Proposal from CARE Ethiopia to DFID, May 2002

2) Site Selection Criteria (undated)

3) Field Assessment Report, 24 December 2002

4) Field Assessment Report, 25 December 2002

5) Summary of Lessons Learned from the Field Assessment, 8 January 2003

6) Institutional Mapping of Kolfe Keranio District Kebele 11, 20 February 2003
7) Stages of Organizational Development and their Characteristics (undated)

8) Quarterly Report, October-December 2002
9) Quarterly Report, January-March 2003

10) Project Financing and Operational Agreement between TSDA, Kebele 11, Kolfe Keranio, Sub-City, Kolfe Keranio and CARE, 5 March 2003

11) Launching Project: Proceedings, 20 March 2003

12) Capacity Needs Assessment Report, TSDA, by Tihut Yirgu and Walleligne Alemaw, 2-4 April, 2003 

13) Capacity Needs Assessment Report Kebele 11 Kolfe Keranio Sub-City 7-9 May 2003

14) Report on a Cross Visit to ACCORD’s Project Activities in Dire Dawa, June 6 2003

15) Quarterly Report, April-June 2003

16) DFID Request for Project Extension October 2003 – September 2004, July 2003

17) RBA, Governance, Gender and Community Empowerment Workshop, 27-29 June, 4-5 July 2003

18) Quarterly Report, July-September 2003

19) Terminal Report CSCS Pilot Project, March 2004

20) Brief Account of CSCS Pilot Project of CARE Ethiopia (extracts Terminal Report)
21) DFID Grant Agreement, March 200

22) Building Civil Society Capacity: Review of CARE’s Partnership with TSDA Social and Development Association, by Alula Pankhurst, August, 2004 

23) Experience Sharing Workshop: Proceedings 25-26 August 2004

24) Familiarization Workshop: Report, 12 October 2004

25) Partner Selection Report, Walleligne Allemaw and Genet Binyam, October 25 2004

26) Partner Selection: CARE Office, November 10, 2004

27) Institutional Capacity Assessment Report of Kebele 40 Atekalay Iddir, by Walleligne Alemaw and Genet Binyam, 13 December 2004

28) Institutional Capacity Assessment Report of Andnet Teramaj Meredaja Iddir by Walleligne Alemaw and Genet Binyam, December 2004

29) Experience Sharing Visit Report to Awassa and Shashamene, by Walleligne Alemaw and Genet Binyam, January 2005

30) First Quarterly Report, 2 February 2005

31) Second Quarterly Report, 10 February 2005

32) Progress Report of CSCS Project and Request for no-cost Extension, 15 March 2005
33) Kebele 40’s Atekalay Iddir Proposal Project, Draft February 2005, Final, May 2005
34) Andinet Teramaj Iddir Proposal, Draft February 2005, Final, May 2005

35) Training in Good Governance, 6-7 May 2005
36) Training Report on Project Design, Monitoring and Evaluation and Business Management, INDAK International, May 10-14 2005
37) Lessons Learnt: The Case of TSDA by Genet Binyam, May 2005

TSDA

1) Audit Reports for the years ending March 2003, 2004, 2005
2) Voice of Tesfa Newsletter, 3rd Year Issue  No. 2, January 2004 
3) By-laws, 2005 

Annex 7: Programme for Evaluation Workshops

9:00 Introduction, Objective and Overview of Evaluation Process

10:00 – 10:45 Working Groups 1: Changes over Project Period 

Group 1: Organogram 

Group 2: Activities, Services and Beneficiaries

Group 3: External and public relations 

Group 4: Timeline of events 

Group 5: Financial accountability and transparency 

10:45-11:00  Tea Break

11:00-12:00  Plenary Discussions

12:30– 13:15 Working Groups 2: 

Group 1: Impact of specific CARE inputs 

Group 2: Constraints on development, Determinants of success, and Future Plans. 

Groups 3 and 4: Repeat of Self-Assessment tools 

13:15 – 14:00 Final Plenary Session

14:00 – 14:30 Evaluation of the Day


Annex 8: Self-assessment Sheet
	CARE Ethiopia 

Civil Society Capacity Strengthening Project

ORGANIZATIONAL CAPACITY ASSESSMENT TOOL

ASSESSEMENT SHEET



	Name of CSO:               

Date of Assessment:     

Conducted by:              


Rating Scale

1. 
Needs urgent attention and improvement

2.
Needs improvement on fairly wide or limited scale, but not major or urgent

3.
There is room for some improvement

4.
No need for immediate improvement

A. Governance
	1.   Vision

	a. The CSO has clearly articulated vision/mission statement

b. The CSO has a clear strategic planning system aligned with mission

c. There is good understanding of the vision and feeling of ownership at all levels
	
	
	
	
	

	 2.   Board/Leadership

	a. There is democratically elected executive body and has defined term of service

b. Executive body meets regularly to review plans and performances

c. Clear election processes and procedures

c. Duties, responsibilities and authority of board and senior management   

    body/leaders are clearly defined;

d. Staff are directly involved in directions and policy development and not 

    consulted on occasions; *
e. Staff clearly and consistently articulate the vision/mission of the organization; *
f. There is delegation of authority to act along with responsibility; *
g. There is fair representation of gender, race, etc. In the executive body; 
h. Accountable and transparent management body to members and partners
	
	
	
	
	

	3.   Constituency/Partnership

	a. Active participation and involvement of constituency and other stakeholders    

       planning and decision-making;

b.   All members have equal vote;

c.   Community/constituency is recognized as partner;

d. There is regular survey of community/constituency needs with results 

     integrated in planning processes;

e. Full scale advocacy and lobbying functions in place;

f. There is full compliance with reporting, tax and labor regulations;

 g. Community concerns properly voiced by CSO at the local level;

 h. Institution actively participates in local development initiatives;

 i. Affordable qualified legal and labor management advise;
	
	
	
	
	

	4.   Legal Status

	a. Institution has a well defined constituency base

b. Institution is legally secured

 c.  Institution is able to fulfill its legal commitments/obligations; ***
	
	
	
	
	


B. Management Practices

	 1.   Management Practices’

	a. Administration systems and manuals in place and regularly reviewed and 

       updated as part of strategic review process;

 b.  Clear organizational structure that defines lines of authority and responsibilities

c. There are written by-laws that clearly define roles and responsibilities of 

    executive body and other members

d. Accountable and transparent management;

e. Management is team-based, participatory and consultative

f. There is open communication in the CSO at all levels

g. Responsibilities are delegated and shared with proportional authority

h. There is annual plan clearly understood at all levels

i.  Filling systems are in place and utilized;

j.  Minutes of meetings recorded and shared with members

k. Annual performance reviewed, reports produced and communicated

    to all members and stakeholders;
	
	
	
	
	

	2.   Roles and Responsibilities

	a. Fair and clear membership and/or staff recruitment procedures and criteria 

      in place and institutionalized;

b.   Procedures for different personnel actions (supervision practices, appraisal, 

      transfer, promotion, disciplinary actions, etc.) are clear and followed;

b. Human resources policies and procedures clearly understood by all staff; *
c. Staff input/opinion regularly sought on HR and taken into account;

d. There is ability to retain qualified staff for long term efficiency and effectiveness; *
  f.    There is clear job classification and descriptions for each position

  g.   There is a defined term of service for positions filled by election
	
	
	
	
	

	3.   Staff Management

	 a. Duties and responsibilities are clearly defined at all levels

 b. Individual /personnel files are properly maintained

 c. Supervisors are well oriented with performance management procedures and

     practices

 d. Appropriate incentive system in place

 e. Gender equity and diversity policy well articulated
	
	
	
	
	

	 4.   Staff Development 

	a. Staff training plans and materials developed

b. __(#) staff members are trained in the last 12 months
	
	
	
	
	

	 5.   Financial Sources

	 a. Institution has defined fund sources

 b. Institution has a plan to broaden its fund sources
	
	
	
	
	

	6. Budgeting

	 a. Executive body regularly forecasts required budget and determines sources

b. Expenditures are based on predetermined budget and sources of fund

c. Budgeting process is integrated with annual operating planning processes

d. Senior staff are responsible for preparing and managing of their own unit 

Budget;

  e.   Expenditures are based on predetermined budget and sources of fund
	
	
	
	
	

	7.   Financial Control

	a. Cash and stock controlling systems are in place at each transaction point

b. Basic functional systems in place

c. Cash management duties segregated

d. Internal control, procurement and property management systems in place

e. Transactions are made through bank

f. Internal audit regularly conducted

g. Transactions are made in compliance with internal audit and financial control 

    procedures
	
	
	
	
	

	8.   Financial Reporting

	a. Financial information provides input to the financial planning process

b. Accounts are reconciled and closed regularly and communicated to all 

      concerned bodies

  b.   Financial reports are accurate and timely

  c.    Donor requirements are regularly met; **
	
	
	
	
	

	9.   Information System (Progress Reporting

	  a. CSO has clear objectives and SMART indicators

  b. Operations are executed according to predetermined plans 

  c. Activity progress reports are compiled and shared with all stakeholders    

      regularly

  d. Performance is evaluated jointly with stakeholders

  e. Decisions are based on performance evaluation results

  f. There are appropriate information dissemination channels
	
	
	
	
	


C.  PROGRAM DEVELOPMENT AND SERVICE DELIVERY

	1.    Clarity of Service Delivery and Target Groups

	a. The type of services and conditions of service delivery are clearly defined in the 

    by-laws

b. All members and stakeholders know the by-laws in detail

c. Target groups are clearly defined

d. Services meet the real needs of all beneficiaries

e. Members are satisfied with the quality and timeliness of services

 f. There is always equity and fairness
	
	
	
	
	

	2.   External (Public Relations)

	a. Organization has clear image and message of the intent or purpose as well 

      as policy platform

b. Organization is able to engage decision-makers in dialogue on policy

c. Organization has specific board and staff members to serve the policy dialogue
	
	
	
	
	

	       External (Constituency Relations)

	a. Organization is perceived as valuable resource by the community/constituency

b. Community’s/constituency’s input is integrated into most management considerations

c. Relationship between the organization and the community/constituency is that 

      of full partnership serving common purpose
	
	
	
	
	

	       External (Government Collaboration)

	a. Organization seen as full and credible partner by the government

b. Formal mechanism for lobbying and collaboration with the government 

      in place and are often used

c. Organization provides input into policy processes pertinent to the program
	
	
	
	
	

	       External (Collaboration)

	a. Organization plays leadership role in promoting coalition/project among similar NGO

b. Organization is fully integrated into NGO community with formalized group advocacy mechanisms
	
	
	
	
	

	       External (Local Resources)

	a. Organization has capacity to mobilize local resources including from the private sector

b. There is private sector/NGO collaboration for mutual benefit
	
	
	
	
	


D. SUSTAINABILITY

	1.     Program Sustainability

	a. Organizational setup has regularly improved according to emerging needs

b. Staff/members have increased both in gender and professional mix

c. Service delivery capacity has increased by_%

d. Executive body is able to mobilize constituency at any time

e. Constituents/partners are in general satisfied with quality and timeliness of    

    services

d. Community actively participates in program development and performance 

    evaluation and also has institutional ownership of completed services

e. Activities have potential for replicability and scale up

f. Mechanisms are in place for efficiency and effectiveness

g. CSO has capacity for developing sellable proposals and concepts
	
	
	
	
	

	2.    Financial Sustainability

	a. CSO has long-term and diverse fund source(s)

b. Annual budget has increase by _%

c. Activities are carried out in a cost effective manner

d. CSO has developed fund-raising mechanism

 e. There is cost sharing practice.
	
	
	
	
	



Annex 9: Organogram of TSDA 2005
TSDA’s organizational set up includes a General Assembly, Council, Board of Managers, The Executive Committee and the Manager and related offices . 



5700  members of Iddir

                                   

72 Iddir leaders (18 women)



7 (1 woman)


3






7 (no women)


1


3












Annex 10: Organogram of Kebele 40 Iddir

[image: image9]
Proportion of women in the leadership positions:

1) Executive Board – 1 female out of 15  

2) Harmful traditional practice prevention sub-committee: 3 females out of 7

3) HIV/AIDS Prevention & Control sub-committee: 4 females out of 7

4) Women organizational Affairs sub-committee: 2 females out of 5
5) Education & Training sub-committee: 1 female out of 7
Note: the organogram of the iddir has not been basically changed over the life of the CARE project, but two sub-committees were added (i.e., Women organizational Affairs and Education & Training) 
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� Priscilla Magrath is an independent consultant based in Addis Ababa, and can be contacted on priscillamagrath@ueagraduate.com.


� Tsegaye Tenkir is an independent consultant and can be contacted on tsegat2@yahoo.com


� Iddir are voluntary neighbourhood associations established to provide funeral support to members who make regular monetary contributions. Iddirs probably originated in Addis Ababa about 100 years ago, and have flourished particularly in urban areas of Ethiopia over the past 40 years (Pankhurst, 2003). Most people belong to at least one Iddir. 


� Both of these associations were initiated by the Kebele Administration


� Peachtree Accounting and Procurement Manuals


� A representative from the Addis Ababa Chamber of Commerce attended the Launching Workshop for the Pilot in March 2003, but invitees to the Experience Sharing Workshop in August 2004 did not attend. 
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