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1/ General context 

Based on the growing danger which AIDS represents in Chechnya, the development of HIV/AIDS programmes in the region is very relevant. 

Caritas Czech Republic (CCR) has already gained a certain experience in this field through the implementation of its two first projects and the conception of a third one. Since the beginning of the programme in 2006, Secours Catholique-Caritas France (SC-CF) has supported it. Two projects have already been implemented; they are described in two documents by the French partner: IP32420 for the first project and IP35960 for the second project. 

This programme has been developing through different activities based on training, dissemination of information, prevention, awareness-raising, promoting tolerance, promoting the rights of patients, advocacy, networking, lobbying, and assistance to HIV/AIDS patients. These activities can be divided in 3 main fields: 

- Information/prevention; 

- Support to patients; 

- Lobbying. 

Diverse actors in relation to this programme appear at different steps of its development. It is worth to identify them to collect all the documents and to conduct interviews. The list may not be exhaustive and can be completed: 

- Caritas Czech Republic; 

- Donors: CAFOD, Secours Catholique-Caritas France, other potential donors; 

- CCR local partner: Life; 

- other structures they cooperate with : public local structures as Grozny centre of Prevention and Fight against AIDS, Necrology dispensary, Interdisciplinary commissions, local and federal levels of Ministry of Interior, Ministry of Health, Ministry of Education, Ministry of Justice and UFSIN-Federal Penitentiary Service Department, prisons, universities, hospitals ; UN agencies as UNICEF, WHO, UNAIDS; local NGOs as Pozitiv, CHA; International NGOs as PLWHA network, MSF Holland/France, AIDS East-West Foundation; 

- beneficiaries, i.e. HIV/AIDS victims;

- different target groups such as teachers, students, medical staff, law enforcement structures, prisoners, prison staff, Ministry of Interior, the gay community, prostitutes, drug addicts; 

- the local population. 

2/ Preliminary remarks on the evaluation

An external evaluation wished by Secours Catholique-Caritas France

As a former donor of the HIV/AIDS programme implemented by CCR in Chechnya, SC-CF wishes to evaluate the action realised. Funds from SC-CF remained after the first project and a part of them was used for the implementation of the second project. SC-CF would like CCR to use the exceeding funds to implement an external evaluation of the whole AIDS/HIV programme realised till now. The Europe Department of SC-CF will monitor the evaluation, partly through its coordinator based in Russia, who will be a contact point with the evaluator, CCR and SC-CF. Based on the results of the evaluation, SC-CF and CCR will discuss to what extend SC-CF will cooperate with its Czech partner in this programme in the future and especially in the third project. 

An evaluation based on the whole programme, with a special focus on the part supported by SC-CF 

Thus, the purpose of this evaluation is to assess the two HIV/AIDS projects implemented by CCR in Chechnya. SC-CF would like the evaluator to focus on the first and second projects and to assess their impact and to specifically develop his analysis on the part funded by SC-CF. However, it is important for SC-CF to get a complete panorama of the programme, including the part funded by the other donor, CAFOD. 

Thus, this evaluation represents the first step of the whole evaluation process expected by SC-CF. In this way, this evaluation will constitute an ex-post evaluation of the two realised projects and an assessment with recommendations to help define the future of this programme. Based on the conclusions of this evaluation, a second step may be implemented. In this case, this second step would constitute an analysis of the third project in order to assess if this new project fit the recommendations of the first evaluation step, and potentially to redefine/reorient the new project.

A participative approach 

The evaluation will be oriented in a participative manner to include the local team and encourage a better cooperation between CCR, its local team, its local partner, the other structures they cooperate with, the beneficiaries, the target groups, and the local population. 

The dialogue between the evaluator and the local actors has to be encouraged, so that the evaluation won't be considered as an outside control by the people working in this field or as a risk of “criminalisation” for the HIV/AIDS victims. The evaluation implementation is also as a time and a tool to help the local team understand better the project and improve their practices, as well as to allow a better understanding and involvement from the beneficiaries’ and target groups’ side. 

The huge role of the target groups and beneficiaries’ appreciation

The evaluation also has to be largely based on interviews with the target groups and beneficiaries, since the field of the programme (raising awareness, promoting tolerance, changing habits etc.) is very subjective. The qualitative aspect of the indicators is very important and this is why a great attention should be put on the target groups’ and beneficiaries' appreciation of the different projects and to their own evolution or change all along the programme implementation. Moreover, the interviews should take the specificities of each target group in consideration. 

3/ Needed materials for the evaluation’s database 

The evaluator is in charge of the conception of a database, which will be transmitted to SC-CF at the end of the evaluation. 

- SC-CF documents IP32420 for the 1st project and IP 35960 for the 2nd project will represent a part of the documentation basis;

- Caritas Europa document on its HIV/AIDS strategy, which is been finalised and represents the main directions for Caritas network in this field; 

- Documentation on the HIV/AIDS context in Chechnya, to provide information on the link between HIV/AIDS and education/social affaires/health; on NGOs initiatives; on local/federal initiatives; on international initiatives. The attention will be rather put on the Chechen context than on the global Russian context and documents will be for example notes from Ministries of the Chechen Republic. 

All other documents which help the evaluator answer the questions will be relevant, for example:

- All the programme documents by CCR, its partners, the donors (needs assessments, logical framework, budget, project proposals, monthly/ intermediate/final reports, notes on the past interviews and exchanges, etc.) 

- Documentation on logistics of the CCR and the local partner (tools of monitoring, accounting, human resources management, etc.)

- Documentation from the organisations working in the same field and/or with whom CCR cooperate

- Interviews with all the staff, beneficiaries, target groups, direct and indirect stake-holders. 

4/ Evaluation guidelines

The evaluator will follow the questions raised as guidelines, but he/she can choose to focus on the more relevant ones and add its own questions if needed. He/she will put a particular attention to the questions raised by CCR and its partners and donors during the implementation of the project. Based on his/her answers, the evaluator will provide recommendations. 

A specific attention should be put on the relation between needs/objectives/strategies/actions/results, on the effectiveness and impact and on the lessons learnt of the programme. 

The assessment and the recommendations will cover the three main field of action: Information/prevention; Support to patients; Lobbying. It is important to distinguish these three fields in three parts and to adapt the evaluation questions to each of them. Some questions are transverse and related to the programme in general; these questions may be answered in a distinguished part of the report.

Relevance and adequacy of the programme

- To what extend does the programme answer the needs? 

Is the quality of the need assessments sufficient? 

Is the analysis of the context sufficient and accurate? 

Is the definition of target groups and stake-holders appropriate? 

Is there enough hierarchy amongst identified needs? Are the priority need targeted? 

Is there a direct relation between the assessed needs and the project objectives? 

Was there enough evolution from project IP32420 to project IP 35960? 

Is the chosen field of action relevant compared to the excluded field? (Ex: pain reduction, prevention focusing on condoms or needles using were excluded after the need assessment of the 1st project) 

- To what extend are the strategies coherent with the objectives? 

Do the designed strategies correspond to the objectives? 

Are the planned activities coherent with the objectives? 

Are the solutions proposed adapted to the constraints of the environment? (Ex: security/political = difficult access to territory, social/cultural = sensitive issue in the Chechen society)

Are the strategies coherent/complementary/coordinated with the federal and local health policy? 

Are the coherent/complementary/coordinated with other structures working in this field? 

Efficacy and impact

- To what extend are the programme objectives reached? 

Are the planned activities implemented? 

Are the global objectives realised? 

Are the specific objectives reached? 

What are the positive or negative unexpected effects of the action? 

Which target group can be identified as the one who benefits the more/the less from the programme? 

What is the impact of the programme on HIV/AIDS victims? 

Were the strategy enough efficient to develop an impact at individual level and at the collective levels for each target group? 

Is the programme responsible of changes at policy level? 

Is the programme significant among other local partners partly responsible of positive changes in HIV/AIDS related issues? 

Is the impact of the programme recognised by the diverse stake-holders? 

Is the programme equipped and organised to measure its own impact? 

Efficiency and methods’ coherency

- Are the achievements sufficient compared to the consumed resources? 

Does the staff have an efficient management of the timeframe and calendar? 

What is the cost the programme’s realisation in terms of human, material, financial resources, in expenses and values? 

Do the results match the resources involved? 

What are the unexpected elements that impacted the ratio results/resources?

- How relevant and strong are the methods? 

Important question: What were the management difficulties with CAFOD as a donor, why and how were the answered? 

Important question: What were the difficulties with Life as a local partner, why and how were they answered? 

Does the programme utilise all possible synergies and “cost reduction in chain”? 

Is the cost-effectiveness enough monitored? 

Is the programme enough result-oriented at the management/operational level?

Are the project management system and the monitoring sufficient? 

Important question: Is the programme gaining from lessons learnt/ best practices? What are they? 

Are the written materials sufficient as guidelines and evaluation tools of the action during its implementation? 

Do the methods used in the frame of the programme allow the objectives’ realisation? 

Do they conform to the principles expressed in the programme? 

Do the methods allow the results at the cheapest cost? 

Are the strategies to reach each target group enough adapted? 

Are the content of the activities enough adapted to each target group? 

Are the chosen methods sufficiently flexible to get adapted to remote management (in case of restricted access to territory)? 

What were the external or internal factors, which help or hinder the realisation of the objectives? And were the planned strategies adaptable to these factors?

Sustainability 

- What mechanisms and tools make the programme sustainable? 

What are the multiplier effects of the action? 

Was there any efficient experience sharing or capacity building process (Caritas Czech Republic/local partner/other partners whom they cooperate with)? 

Was there a start for a transfer of competencies between direct partners (Caritas Czech Republic/local partner)? 

Does the programme encourage capitalization of experience? 

Does the programme formalize models or guidelines for stake-holders to encourage mechanisms’ replication? 

- What sustainable indicators can be observed? 

Does the programme encourage the State (local and federal level) responsiveness? 

Does the programme encourage a reaction at other levels? (Ex: new projects in the same field by other structures like hospital, NGOs, etc.)

Does the programme increase the coordination between Caritas Czech Republic head-quarter and its field mission? 

Does the programme increase the collaboration amongst CCR, its local partner and other structures they cooperate with? 

Does the programme reinforce the cooperation between CCR/partners and the stake-holders?

Does the programme allow the involvement of beneficiaries? 

Does the programme allow the empowerment of beneficiaries? 

Does the programme increase of CCR knowledge and know-how in AIDS field and related issues (prison, prostitution, etc.)? 

Is the programme long-term sustainable on the organisational side? 

Is the programme long-term sustainable on the financial side? 

5/ Realisation of specific evaluation tools

Beside the evaluation and recommendation work, the evaluator will realise three specific documents: 

- A schema about associative networks’, public powers’ and IOs’ implication towards each others and their respective initiatives and roles in HIV/AIDS issue. 

- Analyse of the human resources involved/consumed in the programme in a qualitative (Ex: local/international staff; turn-over; length and type of contract; sharing of the responsibilities, etc.) and quantitative approach (Ex: numbers in terms of time and budget).

- Comparative analysis of the budget with a comparison of the estimated budget and the realised budget of the programme, based on the budget approved by SC-CF in IP32420 and IP35960 documents with the same repartition/denomination of expenses and including a detailed budget of the programme. 

6/ Methodology and scope of work

- An external evaluator will be hired, from an internationally recognised company based in Russia and with which SC-CF could envisage a long-term cooperation for this specific evaluation and others; 

- Potential evaluators will submit a methodological offer and a quotation to SC-CF and will then be chosen; 

- He will conduct a desk review of relevant documents necessary to obtain proper perspective in undertaking this consultancy; 

- He will conduct needed interviews with CCR staff, donors, partners, structures they cooperate with, beneficiaries, target groups, indirect stake-holders; 

- At the end of the contract, he will submit to SC-CF a final report including recommendations and the specific required documents (described in 5/ Realisation of specific evaluation tools); 

- Depending from the results of the evaluation, an official restitution might be organised and followed by a discussion in Chechnya with the evaluator, CCR and SC-CF and other players to capitalize experience and envisage the future of the programme. 

7/ Details of implementation 

Timeframe

- Preparatory communication and designing for evaluation:  3 days

- Transportation for visit to Groznyy: 2 (1 day go/1 day return)

- Data-gathering: 10 days

- Analysis, presentation and report writing:  5 days

Total:  20 days on a 1-month delay basis

The delay till the primary restitution to SC-CF must be a short-term one to allow a fast decision-making from SC-CF on its financial support, and possibly the second step of the evaluation process (as described in 2/ Preliminary remarks on the evaluation) concerning the next project presented by CCR. 

Budget

Consultant Fees: Evaluator tariff x 20 days

Based on the quotation made by the evaluator, other expenses will be discussed with the donor, i.e. transport for field visits, food, accommodation, other expenses (printing, photocopying, etc). 

Terms of Payment

There will be three payments enumerated as follows;

20% upon signing of contract

30% upon presentation of findings

50% upon submission of final report



