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1.  EXECUTIVE SUMMARY


It is difficult now to remember that in May 2001, just 14 months ago, the Institute of Social Policy, Kosovo, (the ISP) was a group of colleagues who had worked together at various social welfare institutions before their dismissal by the Serb authorities and kept in touch.  A small group of colleagues who had come back together with a vision that a new ISP had a place in modern Kosovo; receiving a small salary from the Ministry Department of Social Welfare (the Dept.) and the use of offices in a damaged building but with no furniture, heating, IT equipment, phone and limited professional activity.



In July 2002 the visitor finds an active and well-equipped office, staff working at computers and walls covered in monthly planners and flip charts from various recent team or staff meetings.  Team and staff meetings are held weekly and a diary at reception tracks the daily movement of staff to various meetings and professional visits to the Dept. and Centres for Social Work (CSWs).


The ISP and its staff have made great progress and had notable achievements in the last six months.  This improvement is directly linked to the recruitment, energy and vision of the new Director Mehdi Berbatovci in January 2002  As the reputation and credibility of the ISP has risen under his leadership there has been a noticeable change in all ISP staff’s approach to their work, involvement and effectiveness.  There is also no doubt that the removal of staff’s insecurity regarding the future of the ISP and their jobs, and the much-improved relationship with the Dept. has directly impacted on their motivation and effectiveness.

CARE’s focus during the first six months of the project (June to November 2001) - on building the ISP’s administrative, managerial and material resources and completing an intense Strategic Planning process – can now be seen as providing a sound base which has enabled the new Director and staff, since January 2002, to focus their attention and energies outwards on developing one of the core functions and services of the ISP: the professional support and mentoring of social services staff at CSWs. 

It is a notable achievement that with only four professional staff available (including the Director and Coordinator) the ISP has been able to visit 21 CSWs at least once and the 13-targeted CSWs between 4 and 5 times each.  A new Code of Ethics for Kosovo is finished, the first to be produced in a former Yugoslav state, and standards established for the CSW involvement and case management of Juvenile Delinquency court cases.  Through these actions ISP has regained the confidence and support of its main beneficiaries, the professional staff of CSWs.  

Beneficiaries and users clearly feel that research and analysis of new pressing social issues should be a priority and the main function of the ISP.  All informants note the link between good professional support and the information gained from research.  These views have been consistently held since the first project survey of June 2001.  ISP and CARE will not be able to deliver on this output before December 2002 as the research team were only recruited in May 2002 and none has previous relevant research experience. CARE has established sound support and training for the staff and, if current staff remain at ISP, it should be well placed to finish a credible piece of research and an overall Action Plan by the end of the project in December.

CARE’s financial support, through DFID project funds, has been essential to the ISP’s ability to function and offer services.  The ISP will need more government resources – including staff and materials - if it is to be expected to offer regular and quality support and mentoring to staff at all 31 CSWs, and particularly once project money no longer supplements ISP’s own small budget. 


All informants to the evaluation noted their appreciation of the support and contribution CARE has made to the success of the ISP over the last 12 months, and noted the close cooperation and respect between ISP and CARE at all levels.  The evaluation shows however that there is an assumption by some stakeholders that CARE is more involved in every day decisions and management of ISP than it actually is.  This is understandable given the need for intense hands-on support prior to January.  This evaluation and the results it shows will contribute to a change in this perception but the CARE team also needs to ensure that they are as transparent and informative about their exact role and how they offer capacity building to external agencies as they are inside the ISP.

DFID have generously approved an extension of the project to the end of December 2002.  In January 2003, activities within the new World Bank/DFID Social Protection Programme for Kosovo should commence.  The Institute of Social Policy is functioning effectively and given current performance should be well able to fully participate and benefit from this national project from early 2003.

A final evaluation will take place in December 2002.

2.  PURPOSE OF THE EVALUATION

To evaluate progress on capacity building activities with the Institute of Social Policy, Kosovo; as per 

· The Log Frame Analysis 

· The Monitoring, Review and Evaluation Plan

· The recommendations of the January 2002 Review Report
3.  BACKGROUND

3.1  In June 2001, the Institute of Social Policy of Kosovo (ISP) based in Pristina/Prishtina began receiving collaborative capacity building support from CARE International and Action Against Hunger (AAH), with CARE focused on professional social services and AAH focused on social assistance.  The overall aim of the project, in line with the Ministry of Labour and Social Welfare (MLSW)’s strategy for capacity building of Kosovo’s social protection system, is to assist the ISP, as an arm of the Department of Social Welfare, (the Dept.) to increase effectiveness in its role within the overall social protection system.  
3.2.

CARE determined that this could best be achieved by: 1) conducting a strategic review process to identify the most appropriate roles and responsibilities and to formulate goals/objectives for the ISP; 2) reviewing ISP’s organisational staffing and structure with recommendations for appropriate staff competencies and training needs; 3) upgrading material resources of the ISP; 4) supporting the ISP in implementing a number of strategic directions related to social services, as defined in its Strategic Plan; and 5) assisting the ISP in formulating an action plan for social policy initiatives that include research and analysis of social issues and advocacy for new social policies and/or social policy reform.
3.3.
The project end-of-first-year evaluation was carried out by the project’s external Monitoring and Evaluation consultant from the European Institute of Social Services (EISS), University of Kent, UK.  This was the third M&E visit to the project.  The first visit in July 2001 produced a Monitoring, Review and Evaluation Plan and an initial M&E Toolkit.  This was followed by a Review visit in January 2002 – the Report & Recommendations following this visit resulted in reductions in the number of project activities planned and the transference of responsibility to the ISP management for implementing the first three components 

3.4. 

The third visit in July 2002 was to be the Final Evaluation of a one-year project.  However, in June, the UK Department for International Development (DfID) generously agreed to fund an extension of project activities through to 31st December 2002.  The visit and this report therefore takes the focus of an end-of-first-year evaluation and makes recommendations for project activities over the next five months.

3.5.  
The evaluation took place over 15 days between 6 - 20th July 2002.

During this time the M&E consultant:

· Carried out focus-group semi-structured interviews with 35 professional staff (Director, Team Leader and Social Service Officers) at eight Centres for Social Work (CSWs).  These represented 50% of the CSWs targeted for support by the ISP plus two other CSWS outside of this group. 
· Carried out individual semi-structured interviews with the Acting Director, Head and Deputy Head of the Social Services Unit of the Department for Social Welfare (the Dept.); Head of Office at the UK Department for International Development, Kosovo (DfID); 9 of the 11 staff at ISP, and the four project staff of the CARE team. 
· Facilitated two-sessions at a one-day workshop with all Institute for Social Policy (ISP) staff.  One gave them detailed feedback on the results of the interviews at the CSWs and the second session focused on their understanding of the Log Frame Analysis for the project extension and their involvement in deciding and taking responsibility for collecting the Means of Verification that will be required.

· Met twice with the Director of the ISP to offer feedback and suggestions on improving management and administrative systems (component One) following the SSIs with ISP staff, and to give feedback on the results of interviews with CSW professional staff with recommendations. 

· Met with CARE project staff individually and as a team and offered recommendations for project management until December 2002 and the development of their exit strategy.

· Reviewed relevant project and M&E documentation at ISP and CARE.

· Reviewed and analysed results of the June 2002 survey of CSWs.  Prior to the visit the M&E consultant developed a questionnaire for all CSW staff in the target group and CARE carried out this survey one-month prior to the visit.  The questionnaire reflected some questions asked in the pre-project survey of June 2001. 

4.  FINDINGS & RECOMMENDATIONS OF THE JANUARY REVIEW

4.1.
The January 2002 review visit identified four key issues and constraints that needed to be addressed before June 2002.

· Staffing.  The report noted the lack of Dept. approval and ability of the ISP to increase its staffing level to the agreed 11, meaning that in January 2002 the ISP had been unable to undertake any activities regarding research (output 5) as it had no Social Policy researchers in post. 

· Professional knowledge and qualifications of ISP social services team.  The lack of confidence, among ISP service users, in the professional knowledge, qualifications and abilities of 2 of the 3 Social Services Officers (SSOs) – including lack of faith in their ability to improve their own skills or train others in the near future. 

· The lack of clear reporting lines between the Dept. and the ISP.  Reporting lines and responsibilities between the Dept. and ISP remained unclear.  

· The lack of activity and progress on components 4 and 5:  professional mentoring of CSW staff and research.  

4.2             The Review made two recommendations for how the objectives and outputs should be modified and revised, one on future project management and one as regards the indicators and tools for the final evaluation.
· Focus on 2 activities for tangible priority outcomes from components 4 and 5.

· Focus support on 12 Centres for Social Work as a reflection of current ISP staff numbers and resources.

· Continue management training and support activities with a transfer of responsibility to the ISP Director and staff for the logistics and arrangements and reporting obligations.

· Focus qualitative evaluation activities on the improvement in ISP professional staff competences and ISP support to CSWs. 

5.  METHODOLOGY

5.1.  
Five principle methods were used to evaluate the improvement in ISP support to CSWs.

i. Beneficiary assessment through semi-structured interviews

ii. Beneficiary assessment through survey in June 2001 and June 2002

iii. User assessment through semi-structured interviews with Dept. staff.

iv. A review of the number and regularity of ISP mentoring visits to CSWs since January 2002

v. A review of the number of spontaneous referrals from CSWs to ISP staff for second opinions and clarification on specific cases since January 2002.

5.2.  
Three principle methods were used to evaluate the improvement in ISP professional staff competences:

i. The testing and assessment of professional staff, pre- and post-training; as regards their knowledge and application of the new Child Protection guidelines for Kosovo; an understanding of the content of the Code of Ethics; and knowledge of juvenile delinquency.

ii. An external appraisal by Dept. Social Services staff on ISP staff training competences through observed mock-trainings on the new Child Protection guidelines post-training.

iii. User assessment through semi-structured interviews with Dept. staff

5.3.  
The Monitoring and Evaluation Plan, developed in July 2001, incorporated as much ISP staff involvement and participation in monitoring activities as possible and as appropriate.  Since January 2002 ISP staff have been involved in data collection for monitoring the progress and timing of project activities, and developing self-evaluation techniques where appropriate.

5.4.  
Following the January mid-term Review visit, the Director and Coordinator at ISP have taken responsibility for the implementation, monthly monitoring and progress reports for the first three components of the project.  These components involve maintaining improved management and administrative systems, and good practice regarding staff recruitment and supervision:  Implementing and reviewing the Annual Operating Plan:  Recording and keeping appropriate financial records and inventories for the material resources the project brought to the organisation.   ISP management also take responsibility for planning and scheduling official contact with CSWs and developing appropriate mentoring visit schedules, and maintaining records and data on CSW referrals to the ISP on specific cases and the support individual SSOs offer CSWs.

5.5.
The evaluation of the ISP’s own monitoring and implementation of the first three project outputs/components involved:

i. Semi-structured interviews with all professional and administrative staff, 9 out of 11 (4 of whom were recruited in May 2002) to evaluate the application of good recruitment and supervisory practices, and the clarity of roles and responsibilities.

ii. A review of internal ISP records including monthly reports, planners, mentoring schedules and visit reports.

iii. User assessment through semi-structured interviews with Dept. staff and supervisors.

6.  AN EVALUATION OF THE METHODS CHOSEN

6.1.
Following the 1999 conflict and the return of Kosovar Albanians to staff the majority of the 31 CSWs, services are offered within the legislative and regulatory framework of the former Federal Republic of Yugoslavia, amended somewhat by UNMIK Regulation 1 of September 1999.  CSWs are responding to individual and family problems in post-conflict Kosovo using the framework of 26-year-old statutes and relying mainly on longstanding pre-war custom and practice; and the experience of the few qualified and experienced staff available.  
6.2.
The roles and responsibilities of the various ministries and central government departments involved in the provision and regulation of social services are yet to be clearly defined.  And the responsibilities and obligations of government services at the local level – police, courts, hospitals, residential facilities etc – are still unclear and vary from municipality to municipality.  

6.3.
CSW staff are working in an environment where no code of conduct, standards of social work practice or case-management apply to direct their work or offer the basis for a structured framework for an assessment of their needs and evaluation of ISP’s effectiveness in supporting them.  In fact the main activity of the ISP Social Services Advisers in the past four months has been the development and distribution of a specific Code of Ethics for CSW staff in Kosovo as the first step in establishing Kosovar standards.


There is as yet no detailed information on the qualifications and experience of the staff who provide or manage social work services through the CSWs.  Of the 35 professional staff interviewed as part of this evaluation only 3 older staff (at Prishtina and Mitrovica) noted specific qualifications relevant to social work, all gained more than 20 years ago.  The majority of “professional staff” are younger and acquired their qualifications recently, as pedagogues, sociologists and jurists with very little experience of direct social work.  

6.4. The ISP is therefore building its capacity to offer services to the Ministry of Labour & Social Welfare through the Dept. and the staff of CSWs in a context where its agreed role and responsibilities are as yet unclear, and the needs of its beneficiaries many and varied.  

6.5. In such a context, it is valid to incorporate into the evaluation, the opinions and perceptions of the users and beneficiaries themselves regarding the value and effectiveness of ISP’s support and services for their specific needs at this time.

6.6. There is no tradition of consultation, feedback and evaluation from beneficiaries or clients from the pre 1999 Kosovar culture and people are not accustomed to being asked their opinions on higher levels of the hierarchy.  This needs to be taken into consideration when using focus groups or semi-structured interviews with CSW staff.  The use of an external evaluator will also lead to the natural closing of ranks and the provision in some cases of unreserved praise in all answers.  The SSIs were therefore structured to allow time for initial generalised and prepared statements of praise, and for the evaluator to outline in some detail the reason for the evaluation and how its results would be applied to benefit both ISP and CSW staff.  

6.7. The majority of questions focused on specific factual information and in discussing these facts details regarding how the ISP could improve its support were covered and opinions on ISP staff capacity gained.  For example, “have you referred any cases up to the ISP?” allowed probing of a number of critical issues – where the lack of referrals may have been to a lack of faith in the qualifications of ISP staff and the kind of referrals an indication of where CSW staff feel ISP staff have specific experience.  The question “what support was least useful?” would receive no response as it implied criticism but the question “what should ISP focus on in the next 12 months?” elicited such responses as “recruiting better qualified staff” allowing probing questions on current opinions of ISP staff’s capacity to support them

7.  USER ASSESSMENTS.

7.1
The semi-structured interviews with senior staff at the Department of Social Welfare focused on:

Contact with ISP and its staff

ISP’s contributions to the development of social policy


Their perceptions of progress on the 5 project outputs

Core issues regarding ISP

Their priority activities and outcomes for the next four months.

Comments on CARE’s involvement in the project
7.2.
These questions reflected the structure of interviews in July 2001 and January 2002 and therefore a credible basis for direct comparison and evaluation of changes in perceptions and opinions over the12 months of the project.  In January 2002 the strongest criticisms of the ISP and its staff had come from the Dept. particularly the two international staff members – the Director and Head of Social Services Unit.

7.3. 
There is remarkable consensus on improvement and achievements of ISP and its SSOs since January 2002 and the recruitment of the new Director, Mehdi Berbatovci.   All informants are very pleased with progress on all aspects of ISP’s work and the work of the Director – he is ambitious and has a clear view of the role of ISP – and have confidence in the abilities of the newly recruited younger staff.  

7.4. 
The reputation and credibility of the ISP was raised at government level by their work on the new Code of Ethics, which was discussed at Ministry level and with CSWs.   All Dept. staff noted that the authority of the ISP had increased greatly since January through their contact with CSWs.

7.5.
The serious core issues and reservations made at interviews in January have “all been addressed” and there are now no major concerns with ISP’s role or performance.

7.6.  
Since January 2002 the ISP Director has been reporting in to the Head of the Social Services Unit in the Dept.  The Head and her Deputy meet weekly with the Director and Coordinator of ISP.  This is the main contact point between the Dept. and ISP and the forum where ISP can raise issues of social policy.  

7.7.  
The meetings are beginning to discuss more strategic social policy issues.  ISP’s contribution to proposing and formulating social policy is seen as the valuable work ISP has done in supporting the work of CSWs and raising CSW issues with the Dept. and training CSW staff.    The Dept. now sees how the ISP can support its work and requested that the ISP presented mentoring visit results and used this information to inform themselves of priority issues.  ISP reviewed and developed the new CSW monthly report form for the Dept. which has been very useful.

7.8.  
The whole Dept. was pleasantly surprised by the competences of the ISP SSOs, Director and Coordinator when they presented the Child Protection mock training to Dept. staff in April.  “All ISP staff gave acceptable presentations, some even good” All Dept. staff were therefore happy to give permission for ISP SSOs to train the CSWs.

7.9.  
There is disappointment that research at the ISP is “still in its infancy” but all informants noted the constraint that ISP’s research team was only recruited in May 2002.  The Dept. was involved in the recruitment process and has confidence in the new team at ISP.  They understand that ISP staff will need intensive training in research skills and methodologies alongside the actual research.  All Dept. staff will be happy with one credible piece of research by December 2002.

7.10.  
Core issues are now a) keeping staff and reducing staff turnover - this is mainly an issues of salaries and b) the Dept’s ability to provide ISP with an adequate budget to enable them to visit and offer CSWs regular trainings.

8.  CSW SURVEY RESULTS – SUMMARY ANALYSIS 

8.1.
In June 2002 CARE Kosovo carried out a survey of all professional staff at the 13 Centres for Social Work where the project and ISP Social Services staff have been focussing their support since January 2002.  The CSW professional staff were asked to complete a written questionnaire.  The questionnaire repeated some questions asked in the CSW survey of June 2001 adding additional questions regarding the quality and relevance of contact with ISP since September 2001.

8.2.  
The questionnaires asked CSW staff about their

Knowledge of ISP and its activities



Contact with ISP staff and materials



Evaluation of contact with ISP staff
 



Evaluation of ISP’s mentoring visits



Evaluation of ISP’s trainings



Priorities for the future

8.3.  
In June 2001, 143 professional social workers in 28 Centres for Social Work were surveyed.  In July 2002 half that number, 75 were surveyed in 13 CSWs.  It has not been possible to isolate the June 2001 responses from the 13 CSWs questioned in July 2002.  It is therefore not possible to make direct comparisons at the individual CSW level but since responses for the 13 CSWs are contained in the totals for June 2001, we can make valid comparisons in areas where exact questions and information are repeated in both surveys e.g. regarding contact and knowledge of ISP and relate these to the 13 CSWs with which ISP has been working.  The July 2002 survey will be repeated in December 2002 at the end of the project and should be able to provide more rigorous comparators. 

8.4.  
The June 2001 survey had the aim of informing future project activities and the ISP’s Strategic Planning exercise and focused questions on the preferred role and activities of ISP and the needs of CSW professional staff.   There are no evaluative questions on ISP staff performance.   

8.5.
Contact with ISP June 2001 and July 2002.    In June 2001 ISP staff visited the CSWs more frequently but this contact (96%) was from the ISP Social Assistance Team who regularly monitored the Social Assistance Scheme (SAS).  This function was passed to the Dept. in February 2002.  The July 2002 survey shows that 95% of the CSWs surveyed had received a professional mentoring visit in the last year and 68% reported 3 to 5 mentoring visits in that time.

8.6. CSW staff’s understanding of the role of the ISP.  In June 2001 64% of respondents defined ISP’s role as “supervising” the work of the CSWs (this would reflect the ISP’s high profile SAS monitoring role). At that time 26% had either no or only slight knowledge of the newly reformed ISP.  In July 2002 only 21% of respondents chose to describe ISP’s current function as Supervision of CSWs; the largest group (38%) noted the function as Professional Support & Mentoring, and 32% noted Research and Policy Development.

What is your understanding of the function of ISP?

JUNE 2001

JUNE 2002


Supervision of CSWs Social Assistance work
64%
Professional support & mentoring
38%

Don’t know
26%
Research and Policy development
32%

Analysis of social protection work
6%
Supervision of CSWs
21%

Informs us on professional work
5%
Appeals work
7%

8.7. Both surveys asked CSW staff to outline how the ISP could be of most help to them in the coming year.  A year ago respondents noted Professional counselling and stimulation (44%) and more contact and cooperation (31%) above the provision of materials and professional literature (13%) or analysis and research (2%).   This year professional support still comes top at 38% but following some months of support involving discussions on new social issues, research and policy development, come close behind at 36%.  The closeness of these two aspects as priorities was also reflected in the interviews with CSW staff.  

How could the ISP be of most help to you?  What activities should it focus on in the next year?

JUNE 2001

JUNE 2002


Professional Counselling
44%
Professional Support
38%

Cooperation and more contact
31%
Research & Policy development
36%

Materials and Professional Literature
13%
Supervision of CSWs
20%

Make the admin simpler
7%
Appeals work
6%

Training in computers
3%



Analysis and research
2%



8.8. The importance of Research and Policy development work is underlined when comparing June 2001 and 2002 results regarding what respondents felt should be the main function of ISP.  CSW staff have been consistent both years in placing Research and Analysis as the priority function of the ISP, regardless of recognising the current priorities of professional support and training.

What in your opinion should the main function of ISP be?

MAY 2001

JUNE 2002


Social Research and Analysis
41%
Research and Policy Development
44%

Improved professional work
40%
Professional Support
38%

Supervision and control of CSWs work 
13%
Supervision of CSWs
11%

Be more active
3%
Appeals work
6%

Don’t know
2%



8.9.
ISP staff made 29 mentoring visits to CSWS between February and June 2002.  The survey on these visits to the 13 CSWs showed:  
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8.10.
The July 2002 survey asked CSW staff to evaluate the kind of contact they had had with ISP staff, the mentoring visits, and ISP’s trainings.  
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8.11
Overall the survey shows that 60% of staff thought that ISP support had been useful over the past year, 30% very useful and 8% thought it average.  No one thought it was not useful.
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9.  BENEFICIARY ASSESSMENTS

9.1.  
The M&E consultant met 35 professional social workers through focus group semi-structured interviews (SSIs) at 8 CSWs.  The Director, Team-leader and social service officers were met at each CSW except Shtime where only the Team leader was available.

9.2.
The Guiding Questions for the SSIs were designed to find out the quality and nature of ISP staff engagement, on social issues with professional staff at CSWs.  Questions covered:

Contact with ISP staff

Evaluation of contact with ISP

Evaluation of ISP activities overall

Evaluation of Project Outputs

Opinions on the role and function of ISP

Opinions on future priorities

9.3..
All 8 CSWs received at least one visit from ISP SSO staff since September 2001.  6 of the CSWs received at least two visits.  

9.4.
6 CSWs noted two important meetings:  1.  Consultation on Code of Ethics   2.  Introduction of Social Enquiry Forms and discussion on Juvenile Delinquency
9.5. 
CSWs do not keep notes or a database of cases referred up to ISP for 2nd opinions, they are recorded monthly in reports but not aggregated for further analysis.   The specific cases individual staff could remember were - Adoption @5, Marriage counselling/custody issues @6, Repeat juvenile offender 1, support in placing client in residential home 1.  The majority of cases referred involved application of the law and CSW staff noted and appreciated the specific skills of the ISP SSA they chose to see.

9.6. The most useful contact with ISP was in the following order.

· Consultation on Code of Ethics “we were listened to and our experience recognised” x 6

· Guidelines on approaching new problems and issues:  “ISP raised the issue of cooperation by CSWs with schools, courts, police and victim regarding juvenile delinquency and provided guidelines.”  “ISP provided guidelines (forms) to show us how to solve the situation.”  X 6
· The Practical Guide to Social Work  CARE publication distributed by ISP. And other Professional Literature most useful.(x 4)

· “ISP have more experience than our staff so all advice is very useful” Shtime, Dragash.

9.7. The overall evaluation of ISP activities.

The following reasons were given for ISP having become a more effective organisation in the past year.

· It is now doing what it should be doing

· It is now looking into issues in depth.  Glad to know of research into abandoned babies.

· Definitely more effective, ISP had less facilities and staff after the war than CSWs

· The focus on Social Services work and not Social Assistance has made them much more effective x3

· They now have the materials and staff to offer services.

· The CSWs are more standardised in their work



Are the staff more effective?

· ISP staff listening and acting on CSW ideas x4

· Since September staff have been more enthusiastic and involved 

· ISP staff really listening when they visit and want to know the problems our CSW is facing.

· ISP staff now open to new ideas and listening to CSW issues and gaining from CSW SSO experience

· Yes, more knowledge and training skills



9.8.
The interviews confirmed the findings of the survey that CSW staff feel that Research and Analysis of new priority social issues should be the priority and main function of the ISP in the coming years.  They all noted the link between good professional support and the information gained from research.     

10.  ISP RECORDS & TESTS – SUMMARY ANALYSIS 
10.1.
In January 2002 the new Director of ISP established a plan and regular schedule for his two Social Service Advisers, the ISP Coordinator and himself to carry out mentoring and support visits to CSWS.  The M&E report of January 2002 recommended that ISP staff limit their professional support activities to 12 CSWs between January and July due to staff shortages and to ensure the regularity and quality of that contact.  The new Director has planned regular support to the 12 plus one other following a request from Decan, a total of 13.   However he has also planned that ISP SSOs will have visited every CSW at least once by September 2002.  Current mentoring records show that staff have made 29-group mentoring visits to 21 different CSWs.  

10.2
The two experienced SS Advisers at ISP have also made 22 further visits to 12 CSWs as a result of individual requests from CSWs.  (see records attached in ISP documents appendices)
10.3.
Since February 2002 ISP has kept records of individual visits by CSW professional staff to the ISP offices in Prishtina in order to consult with one of the ISP SSAs on a specific case.  28 referrals to ISP for advice have been recorded between February and June this year.  These records show the two ISP SSAs dealing with about 10 referrals each month.  This data collection is recent and it will be useful to see how the data collected over the next 6 months compares for the end of project evaluation.

10.4.

The issues addressed through one-to-one referrals are

Adoption




12 

Child Custody




12

Divorce




3

Delinquency




7

Elderly





1

Family counselling



1

Fostering




1

Guardianship




10

Marriage counselling



7

Special Needs




1

10.5. Since January, Pre- and Post-Tests have been carried out on all professional staff at ISP, for two trainings and post-tests after one workshop.  Pre-and Post tests were administered before and following their training on The Child Protection Guidelines Manual for CSW staff.  These tests were administered by CARE Project Managers with the support of external international trainers.  (and results supported by the mock-trainings on this manual to Dept. staff – see 8.8).  Results showed excellent improvement with 39% of staff showing “good understanding” after the training when none had before.  

Pre & Post Test results for Training on Child Protection Manual

Pre Tests Results
%
Post Tests Results
%

GOOD understanding   
0%
GOOD
39%

AVERAGE understanding
78%
AVERAGE
44%

POOR understanding
22%
POOR
17%

10.6.
The consultant who offered the training on Juvenile Delinquency - the Dean of the School of Social Work in Zaghreb - also administered tests before and after the 3-day training.  Results for all ISP staff show accuracy improving by 11% overall through the trainings:  pre-test correct results of 54% rising to 65% after the training.    

10.7.
For the work on Code of Ethics, CARE staff and the trainer set a post-workshop questionnaire to assess the level of comprehension ISP staff had on the meaning of the Code of Ethics.  All 5 ISP staff gained scores between 13 & 19 meaning good comprehension of the meaning of Code of Ethics.  This is one level below top marks and “very good comprehension”.  Full and individual results are attached under ISP documentation.

11.  CONCLUSIONS

11.1
All evaluation activities directly related to achievements on the five outputs of the project and the key indicators as outlined in the Project Log Frame Analysis.  My conclusions are therefore grouped under the five results required from the project.  (The final evaluation in December 2002 will focus more on an outputs to purpose review).

11.2. 
Overall.  The ISP and its staff have made great progress and had notable achievements in the last six-months, since January 2002.  This improvement is directly linked to the recruitment, energy and vision of the new Director Mehdi Berbatovci.  His strategic approach and management abilities have been responsible for the renewal of faith in the ISP and its role in any new social protection system of Kosovo.  However Mr. Berbatovci has ensured the full involvement and development of his staff.  As the reputation and credibility of the ISP has risen under the new Director’s leadership there has been a noticeable change in all ISP staff’s approach to their work, involvement and motivation.   There is no doubt that the removal of staff’s insecurity regarding the future of the ISP and their jobs, and the much-improved relationship with the Dept. has directly impacted on their motivation and effectiveness.

11.3. 
OUTPUT ONE:  The ISP has established a management structure and a full staff complement with an appropriate range of professional skills and with clearly defined roles and responsibilities


ISP now has a full staff compliment of 11, with three new Social Policy Researchers recruited in May 2002.  It has not been possible within the constraints of the Kosovan labour market and salary offered to find applicants who already have the required and appropriate qualifications, although one SPR has a diploma from the faculty of Social Work, University of Tirana, Albania.  The recruitment process demonstrated equal opportunities, transparency and a rigorous application and interview process and a sensible focus on the applicant’s attitude and analysis where qualifications are low.  Three women have been recruited giving an appropriate gender balance in the two professional teams.  Appropriate training is already taking place  to raise the skills of the new Researchers – these will be outlined in the narrative report.

In individual interviews with current staff, all were clear on their roles and function within ISP, with a clear understanding of working in teams and how they contribute to their team and ISP’s work.   There is confusion as to the roles and responsibilities of the Director and Coordinator (reflected in similar problems at CSWs as the Team Leader/Coordinator positions are new) as the Director has felt the need to be fully involved in the mentoring of CSWs and chairing the weekly SSA team meetings.  

Communication within ISP also needs some attention given the amount of travel staff now undertake and the days away from the office.  Now the team is larger more formal and regularised meetings or processes for sharing information internally need to be developed.  

The M&E consultant made some specific administrative recommendations to the Director during the visit that were all well received and already assessed as needing attention. 

11.4.
OUTPUT TWO.  The ISP has defined its role in the evolving social protection system through the development of a three-year strategic plan

There is now no question as to the role and valuable function that the ISP takes within the current social welfare system.  All Dept. senior staff show confidence in the current and future competences of the ISP and its staff to maintain and develop its core role.  This confidence is evidenced in the Dept’s involvement and pushing of the Ministry to approve two pay rises for ISP staff since January, and presenting a budget for ISP’s future running costs 5 times higher than the current one to enable ISP to undertake more CSW trainings and visits.

This is a major achievement with a number of important knock on effects for the achievement of other outputs.  Serious longer term planning can now be undertaken.

The World Bank/DFID project due to start in January 2003 will undertake strategic planning work at Ministry and Dept. level which will further assist a clearer definition of ISP’s function and assist its own review and development of its three-year Strategic Plan.  This plan remains a relevant document and the basis for ISP’s internal planning.

11.5.
OUTPUT THREE.  The ISP has the material resources to monitor, review, and supervise the professional work of the 32 Centres for Social Work and Sub-offices.

CARE’s financial support has been essential to the ISP’s ability to function and offer services.  The project has provided all office equipment and all ISP staff now have access to a computer and printer and have received some IT training. ISP’s offices are currently being full renovated at government expense – a further official recognition of its role and importance.  Prior to the war ISP employed 9 professional staff to support 24 CSWs and could call on a variety of professional skills from within its staff.  The ISP will need more resources – including staff - and materials if it is to be expected to offer regular and quality support and mentoring to staff at all 32 CSWs, and particularly once project money no longer supplements ISP’s own small budget. 

11.6.
OUTPUT FOUR.  ISP staff are trained to monitor, review, and supervise the professional work of the Centres for Social Work in a) upholding standards of social work practice, and b) supporting the professional development of their staff

The end of year narrative report will detail the intense trainings and supporting study visits undertaken by ISP staff, and this evaluation has been able to confirm and record the rise in knowledge and training skills achieved to date.  All parties involved, Dept. senior staff, CSW professional staff and ISP staff themselves while recognising the improvements in contact with CSWS and the quality of that contact, know that further regular trainings over a period of time will be required.  A schedule of trainings and workshops by international specialists, ToT trainings and specific technical assistance to develop materials relevant to Kosovo will probably be required for each new social issue given attention over the next year.

The ISP Director’s focus on scheduling and ensuring regular monitoring visits has been successful and it is a notable achievement that with only five professional staff available (including the Director and Coordinator) the ISP has been able to visit 21 CSWs at least once and the 13 targeted CSWS between 4 and 5 times each.  The new Code of Ethics for Kosovo is finished, the first to be produced in former Yugoslav states, and standards established for the involvement and case management of Juvenile Delinquency court cases.  The group mentoring that has taken place on these two issues is noted by CSW staff who participated as the most useful professional support they have had.  Through these actions ISP has regained the confidence and support of its main beneficiaries, the professional staff of CSWs. 

There has been little one-to-one contact by ISP staff with individual SSOs at the CSWs and since Directors and Coordinators dominate group meetings it is not yet clear how much individual benefit has been gained from the group mentoring visits.  The ISP has an obvious and recognised role in supporting the newly established CSWs where staff have few skills or prior experience.  There is only one recorded referral to ISP staff from the larger more-experienced CSWs.   These larger, longstanding CSWs e.g. Prishtina and Mitrovica, have staff with as much if not more experience than current ISP advisers.  In the current situation of Kosovo, previous experience and opinions held from working under a different system and circumstances may have little relevance.  CARE and ISP’s strategy of  inviting up to 10 CSW staff to all ISP trainings is a good strategy for ensuring they have the support and understanding of all CSWs.

11.7.
OUTPUT FIVE.  The ISP has developed an action plan to fulfil its role in analysing and informing CSWs about social trends, and advocating to DHSW for appropriate social policies.  

Beneficiaries and users clearly see this as the most useful future role and function of the ISP in the social protection system and these views have been consistently held since the first survey of June 2001.  

Interviews with CSW staff confirmed the findings of both surveys that CSW staff feel that Research and Analysis of new priority social issues should be the priority and main function of the ISP.  They all noted the link between good professional support and the information gained from research.    This puts a renewed emphasis on ISP looking more at its role in disseminating written information and data to CSWs as a parallel priority to mentoring visits, and a way of using its limited resources more effectively.  The importance of the ISP’s research function was reinforced in interviews with Dept. staff

The new Research Team has been in place since early May and its induction has included trips to CSWs with the mentoring team.  An overall Action Plan for research work has understandably not been developed yet.  However a detailed Action Plan has been outlined for ISP’s first piece of research into the situation of abandoned babies in Kosovo (a piece of work requested by the Dept.).  All new research staff participated in developing the plan and have discreet tasks within it, and activities will start in September.  CARE has arranged with a visiting international Sociologist, teaching Research Methodology at Prishtina University, that she be employed part-time for some months to come to offer in-service training in research to the 3 new SP Researchers.  A particularly creative and imaginative way of solving the problem of training up new staff whilst also being able to complete an initial piece of research work, and a good illustration of CARE’s flexible and imaginative approach to managing the project and offering support.

ISP and CARE will not be able to deliver on this output before December 2002, and the three senior directors at the Dept. interviewed all appreciate the constraints the ISP have in achieving results on this output before early next year.  CARE have established sound support and training for the staff and, if current staff remain at ISP, (delays in their salary payments and long commutes from other towns may mitigate against this) it should be well placed to finish a credible piece of research and an overall Action Plan by the end of the project in December.

12.  CARE’S ROLE & MANAGEMENT 

12.1.
CARE commits four fulltime staff to this project.  An international Project Manager, and local staff as Assistant Project Manager, Project Officer and Project Assistant.   The M&E consultant interviewed all four to understand how the team implements its capacity building activities, to assess their current involvement and understanding of their capacity building role, and to offer some observations for planning future management and capacity building strategies.

12.2.
The team works very well together and are all personally committed to the project and ISP’s success.  The Manager has a clear understanding of how to empower, involve and make best use of all staff.  Each has a separate responsibility and direct role in the capacity building.

12.3.  
It has always been recognised within CARE that the capacity building of ISP and its staff is a long term proposition and certainly would not be achieved within a one-year project.  However the external circumstances and pressures on ISP in the summer of 2001, to prove it had a useful and credible role or perhaps face closure again or transfer into a Dept. unit dictated that some specific results were required within 12 months.  

12.4.
Given the baseline CARE started from – semi-skilled staff and empty offices – the first six months of the project from June to December 2001 required the fulltime support of all four CARE staff and daily contact with ISP.  The project has combined the activities of physically building up the ISP office and equipment whilst also supporting the development of the staff’s administrative, management and technical skills.  

12.5.
For the first six months of the project CARE project activities were also the totality of ISP’s work.  CARE took an intensive approach to support and given the lack of management skills of the previous Director this was appropriate.   This did result in some confusion in December as to their role supporting the ISP as an organisation and/or supporting individual staff members who did not have the required motivation or ability to fulfil their responsibilities.  However CARE were not alone in this and from October to December 2001 progress was constrained by internal differences within the Dept. to staffing at ISP and the lack of a management decision from the Director of the Dept.  

12.6.
Following the recruitment of the new Director and the M&E Review visit in January 2002, CARE reduced its direct involvement with everyday management and administration.  The ISP Director, Coordinator and Administrator take responsibility for implementing the management systems and maintaining good practice, for coordinating activities and trainings which support the management of ISP and keeping the inventory and financial records regarding equipment purchased with project funds.  Monthly monitoring reports have also been collated and provided by the ISP Coordinator since January. 

12.7.
Concurrently, the CARE Assistant Manager has taken on responsibility for managing and supporting the ISP in the above activities.  The Manager – a qualified social worker – leads on supporting activities only in the last two components and offers capacity building through technical advice on professional issues such as the provision of models for developing the Kosovo Code of Ethics, facilitating meetings where issues such as developing standards of social work and carrying out trainings to CSWs etc., are discussed. She also arranges the provision of external trainers and study visits in conjunction with the Director of ISP.   Final decisions on visits and trainers are taken by the Director.

12.8.
All informants to the evaluation noted their appreciation of the support and contribution CARE has made to the success of the ISP over the last 12 months.   All Dept. staff interviewed are happy and confident about CARE’s management and involvement in the project, and noted the close cooperation and respect between ISP and CARE at all levels.  “ISP wouldn’t have this structure without CARE’s support”;  “I would like to have other agencies co-operate as CARE has with ISP”;  “There is true respect and cooperation between CARE and ISP, between CARE’s Project Manager and the ISP Director;”  “CARE has played a very important role in establishing the ISP”.
12.9. A number of the ISP staff interviewed, noted their appreciation of how CARE ensured they were consulted on all aspects of the project – from the choice of furniture, to selecting trainers from CVs.  And the transparency in how the project is managed involving ISP in knowing all budgets, costs and invoicing.  CARE acted on the ISP recommendation that the administrative training be done by the Albanian NGO ANTTARC.

12.10.
The evaluation shows however that there is an assumption by some stakeholders that CARE is more involved in every day decisions and management of ISP than it actually is.  This seems to be particularly true in the Dept.  This is understandable given the difficulties that the previous ISP Director faced.  This evaluation and the results it shows will contribute to a change in this perception but CARE also need to ensure that they are as transparent and informative about how they offer capacity building and their exact role to external agencies as much as inside the ISP.

12.11.
CARE’s Project Manager and technical adviser is already planning her further withdrawal before management is handed to a local CARE staff member in September.  Funds only allow the continued involvement of the international adviser for two of the four month extension to 31st December 2002.  The ideal withdrawal strategy would be that the technical adviser (ex Manager) offers half-time involvement and support through to the end of the project – supporting the professional development of ISP staff and CARE’s new Manager in a responsive but hands-off manner for two-weeks in four.  Both the ISP Director and current CARE Asst. Manager will feel the sudden loss of daily advice if this role is cut completely at the end of October 2002.  However given current funding restraints and the difficulty of finding another half-time job to keep the CARE adviser fully employed and in Kosovo, alternative approaches need to be planned.

13.  RECOMMENDATIONS

13.1.  
During the visit the M&E consultant offered specific feedback and recommendations to CARE and the ISP Director regarding specific activities within project components, these are attached in the ISP appendices.  There are only four main recommendations, relating to the project, coming out of the trip.

13.2. The ISP Director is committed to offering professional support services to all 31 CSWs but with only 3 Social Service Advisers.  Prior to 1999, nine social service advisers supported staff in 28 CSWs.  In January 2002 the M&E consultant and CARE staff recommended focusing support on just 12, rising to 18 in September 2002, in order to ensure the quality and consistency of the support.  If all 31 CSWs are to be offered support the Director needs to develop a strategy for ensuring quality, accuracy and regularity given limited staff numbers.  Various options are possible including regional groupings of CSWs for support purposes, larger more experienced CSWs twinning with newer ones, or ISP focusing its own support on the newly established centres and using the staff and skills of the larger more-experienced CSWs to assist their support work.  Such a strategy will enable the ISP to co-opt the support and involvement of more experienced staff at the larger CSWs and develop more understanding between the two, recognising the value and contribution more experienced CSW staff can make to ISPs work and ensuring that these staff continue to develop and expand their own skills.

13.3.
ISP maintain a formal and ongoing database of referrals and visits to CSWs in response to a request by the CSW, and noting the issue involved.  This database will be useful to record ISP effectiveness but more importantly will provide additional data to offer ISP information on priority issues for CSWs, and issues where the application of the current laws and practices are not clear enough and referrals are required.  This database will provide additional information when selecting priority issues for legislative or social policy revisions.

13.4.

CARE review the trainings and activities planned for the four-month extension of the project (September 1 to December 31 2002), to ensure that capacity building activities and training interventions take no more than 50% of individual ISP staff member’s time.  This will allow the ISP to focus on improving and developing its regular activities and allow CARE staff to observe and respond to needs assessed through the observation of the ISP’s routine management and administration.

13.5.

CARE is currently developing a detailed work plan for the next phase of the project through to December 2002 and in close discussion with the ISP Director regarding its reduced support role after September.  This will inform their exit strategy to begin September 2002.  It is recommended that CARE formalise their exit strategy with ISP and the Dept. as soon as possible in order that it is known in detail and the implications of CARE’s withdrawal understood by all relevant and concerned parties.  

13.6. Recommendations from CSW professional staff arising from the evaluation visits are:

How can ISP’s support be more effective?

ISP staff need better understanding of most recent social problems x4

ISP staff need more professional experience and wider experience.

Need to relate their ideas on new issues to the Kosovan context.

ISP have received training and new information but still are not better qualified than many CSW staff.



CSW staff 

Opinions on future priorities for the ISP

· More and better qualified staff x6 CSWs

· More and regular visits

· Research on new social issues x4 CSWs

· Use research to develop prevention measures x3 CSWs

· Provision of better data and documentation
· CSW needs and experience to inform all ISP’s work x 2 CSWs. 

· Use the skills and experience of CSW staff in older CSWs to expand ISP’s capacity in research and professional support.

· Facilitate sharing of materials, experience and forms between CSWs

· Introduce standardised forms for all CSWs x2

· Standardisation of best practice, more working groups

· More CSW to CSW cooperation and support to share experience and case-studies.

· Work with schools to develop prevention measures

· Involve school teachers in all trainings re: Juvenile delinquency, drugs, child prostitution.

· Clarification of laws governing the CSWs.

· Develop CSW skills in case management

· More support on dealing with psycho-social cases.



Copy of one OHP slide used as part of the M&E consultant feedback to ISP staff on the findings of the evaluation.

MP 23/07/02

APPENDICES

Itinerary

CSW Results -  
Survey June 2002 (attached)




Focus group interviews with CSW staff (CARE office files)




CSW referrals to ISP SSOs January to June 2002 




(CARE office files)

ISP staff visits to CSWs in response to specific requests, January to June 2002. (CARE office files)

ISP Results - 
Pre and Post training test results (total staff summaries and individual results in CARE office files)




ISP individual staff interviews (CARE office files)




Mentoring visits schedule and details (CARE office files)

Record of individual visits from CSW staff to ISP for specific case advice (Care office files)

SSA visits to CSWs as a result of individual requests from CSWs. (Care office files)

Dept. 
Notes on senior-staff interviews (Care office files)
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