[image: image1.png]



ZIMBABWE

MINISTRY OF PUBLIC SERVICE, LABOUR AND

SOCIAL WELFARE

NATIONAL PLAN OF ACTION FOR ORPHANS AND OTHER

 VULNERABLE CHILDREN: REPORT ON THE AUDIT OF CAPACITY TO COORDINATE AT DISTRICT LEVEL 

June 2005

TABLE OF CONTENTS

Acronyms

EXECUTIVE SUMMARY

1.0 INTRODUCTION

1.1 The need for a Paradigm Shift

1.2 Demographic Information and Area of Coverage

1.3 Development of the NPA for OVC

2.0 AUDIT OF CAPACITY EXERCISE

2.1 Rational

2.2 Objectives of the Audit of Capacity Exercise

2.3 Methodology

3.0 PRESENTATION AND DISCUSSION OF FINDINGS

3.1 Logistical Gaps

3.2 Human Resources Capacity

3.2.1 The Department of Social Services

3.2.2 Local Authorities

3.3 Coordination Opportunities

3.3.1 Active Programmes

3.3.2 Non-Governmental Organisations

4.0 CONCLUSIONS AND RECOMMENDATIONS

4.1 Conclusions

4.2 Recommendations

Tables


Table 1:
Administrative Divisions and Population

Table 2:
Department of Social Services: Social Welfare Officers Establishment

Table 3:
Local Authorities: Departments of Social/Community Services



Appendices




Appendix I:
Guide for Capacity Audit (Interview and FGD Guide)




Appendix II:
Staff Establishment per Province by District 

Appendix III: Proposed NGOs Supporting Secretariat                                 Appendix IV:
List of Local Authorities

____________________________

List of Acronyms

AIDS

Acquired Immune Deficiency Syndrome

BEAM

Basic Education Assistance Module

CBO

Community Based Organisation

CPS

Child Protection Society 

CRS

Catholic Relief Services

DAAC

District Aids Action Committee

DSS

Department of Social Services

FGDs

Focus Group Discussions

HIV

Human Immuno-deficiency Virus

LAs

Local Authorities

MoPSLSW

Ministry of Public Service, Labour and Social Welfare

NAC

National AIDS Council

NPA for OVC
National Plan of Action for Orphans and other Vulnerable Children

NGOs

Non-Governmental Organisations

OVC

Orphans and other Vulnerable Children

PSWO

Provincial Social Welfare Officer

RDC

Rural District Council

SCN-Z

Save the Children, Norway in Zimbabwe

SC-UK

Save the Children, United Kingdom

SWO

Social Welfare Officer

UNICEF

United Nations Children’s Fund

ZHDR

Zimbabwe Human Development Report

EXECUTIVE SUMMARY

The Ministry of Public Service, Labour and Social Welfare (MoPSLSW), has a statutory responsibility for the care and protection of children through the implementation of the Children’s Protection and Adoption Act (Chapter 5:06). The mandate has been fulfilled over the years by employing the casework method, which is mainly a reactive approach – reacting to problems already experienced. All the normal child development issues have been left to the traditional systems, particularly the extended family. Due to the HIV and AIDS pandemic, which has seen an increasing number of orphans and new phenomenon of child headed households overwhelming the system, a paradigm shift capable of targeting more children in a community focused approach is called for.

The National Plan of Action for Orphans and other Vulnerable Children (NPA for OVC) was developed to enhance the change. It focuses on mobilising resources and strengthening existing coordination structures for OVC programmes by providing a secretariat at national, provincial and district levels in the Ministry. The secretariat at national and provincial levels is now in place and an audit of capacity to coordinate exercise, the result of which will guide decisions on the provision of the district secretariat was undertaken. 

The aim of the exercise was to establish the strength and identify gaps in terms of human resources in the Ministry’s Department of Social Services (DSS) and the Local Authorities’ (LAs) departments of Social/Community Services and to identify OVC related programmes that already exist, undertaken by government and other stakeholders, including NGOs for the purpose of starting the process of building support/core groups. The exercise undertaken in May 2005 established among others that:

· In terms of social welfare officers (SWOs), engaged to implement all the programmes
 mandated to the Ministry the DSS operates at 56% of its strength (90 SWOs out of the establishment of 161). 
Due to short falls even those officers that have been reassigned to coordinate the programme at national and provincial levels are doubling up with all other duties. Unfavourable conditions of service including office accommodation are blamed for the exodus of officers, not only to the diaspora but also to other organisations in the country.
· The LAs on the other hand, in particular the urban ones were found to be reasonable resourced in terms of staff. The rural LAs differed with some of them starting to establish relevant departments. Due to their poor resource bases most rural LAs will need support to improve their capacity to work with the secretariat.

· Government programmes relevant to OVC reported throughout the country – in all the provinces and districts - were the Basic Education Assistance Module (BEAM), implemented by the MoPSLSW, Ministry of Education Sport and Culture (MoESC) and the communities; and The HIV and AIDS prevention and care, which has national, provincial and district coordinators implemented through NAC structures.

· A diversity of OVC programmes by NGOs was reported in all provinces providing opportunities to involve and scale up the programmes that are already in progress.

To conclude the report, two issues are addressed by the recommendations forwarded:

· Firstly, addressed is the short-term strategy of creating an enabling environment to carry forward the NPA for OVC for the next three years (2006-2008). This involves the recruitment of 66 SWOs, the reassignment of 75 support staff at district level and to officially invite LAs. NAC and identified NGOs to work with the secretariat as core groups to steer forward and strengthen the multi-sectoral child protection committees.

· Secondly, addressed is the long-term strategy for the DSS to start the process of improving staff conditions of service all round and work out an exit plan, particularly by gradually improving the establishment from 161 to 260 SWOs. 

1.0
INTRODUCTION

1.1 The Need for a Paradigm Shift

The MoPSLSW has a statutory responsibility for the care and protection of children, in particular Orphans and other Vulnerable Children (OVC). Over the years the Ministry fulfilled its responsibility through the implementation of the Children’s Protection and Adoption Act (Chapter 5:06) among others. The Act provides for the appointment of social workers to the post of probation officers to deal with children’s issues including their legal protection. The probation officer’s role among others is to research and report to any court in Zimbabwe on the circumstances of the child and propose measures to be taken to care and protect her/him. The casework approach is primarily reactive.

When traditional systems, particularly the extended family system, were functional the casework approach that targeted individuals and their immediate families was adequate. Due to HIV and AIDS pandemic the scenario has changed. Many affected children no longer have a family to turn to. Proxy indicators showing that the traditional systems are overwhelmed include:

· The 1992 Census recorded a maternal death rate of 395 per 100 000 live births (females age group of 15-49 dying due to pregnancy, delivery or related complications). In 2002 Census the rate more than doubled to 1 069 deaths. The 1997 Inter-Censal Demographic Survey showed the decrease of life expectancy from 60 to 54.9 and 38.2 years in 1997 and 2001 respectively.

· The Zimbabwe Human Development Report (ZHDR) 2003 highlights that in year 2002 the cumulative number of orphans was nearly one million exceeding the previous projections of 1.1 million orphans under the age of 15 years by 2005. Grandparents who, in most instances, have no resources care for more than 50% of these orphans. In 2001 close to 78 500 children (mostly orphans), dropped out of primary school and it was projected that the number would rise to over 100 000 annually. 

· In addition to orphans, Zimbabwe is believed to have 240 000 children living with HIV and AIDS, 150 000 living with disabilities, 12 000 living on and of the streets and about 5 000 living in institutions (UNICEF 2000 and Department of Social Welfare).

· The Census of 2002 included a question on child headed households due to the concern that many children are now left to live on their on when both parents succumb to AIDS. A total of 50 000 such households were recorded in the preliminary report.

These are indications that the number of the reproductive and                    economically active adults is reducing leaving children with no support. Due to the increasing numbers of children needing care and protection a paradigm shift capable of targeting more children in a community focused proactive approach is called for. 

1.2
Demographic Information and Area of Coverage
Zimbabwe has a total population of 11.6 million people (2002 Census Preliminary Report). The challenge in the population is the pyramid distortion caused by AIDS, which is removing the productive adults, leaving children and the elderly and increasing the high dependency ratio from 48% to 60% (ZHDR 2003). The whole population needs to be mobilised to care and protect children as they (children) are at risk of becoming vulnerable.

The country is administratively divided into 9
 Department of Social Services provinces, with 66 districts. For manageable administration purposes the districts are further divided into 85 local authority areas. Nearer to the children, further existing institutions to work through include 1 626 wards, 253/15 chiefs/mayors areas and 2 460 819 households that will be working with the secretariat to reach out to OVC in their midst ensuring that no child is left out. Table 1 below shows the distribution of population and the administrative structures in the provinces. 

Table 1: Administrative Divisions and Population
	Province
	No of Dist/LAs
	No of Wards
	Chiefs/

Mayors
	Total Population
	No of H/holds
	No of Chn.

	Harare 
	3/4
	90
	0/2
	1 896 130
	491 332
	850 095

	Manicaland
	7/8
	252
	31/1
	1 568 930
	366 705
	891 568

	Mashonaland Central
	7/8
	183
	25/1
	995 427
	288 615
	545 743

	Mashonaland East
	10/11
	214
	32/1
	1 127 413
	259 586
	615 824

	Mashonaland West
	7/13
	95
	13/4
	1 224 670
	184 999
	649 393

	Masvingo
	7/9
	214
	37/1
	1 320 438
	244 376
	751 877

	Matebeleland North/Bulawayo
	10/10
	177
	54/1
	1 381 598
	295 166
	725 648

	Matabeleland South
	7/9
	143


	23/1
	653 054
	 70 495
	377 757

	Midlands
	8/13
	258
	38/3
	1 463 993
	  259 545
	817 686

	             Totals


	66/85
	1 626
	253/15
	11 631 653
	2 460 819
	6 225 591



1.3 Development of the NPA for OVC

The National Plan of Action for Orphans and other Vulnerable Children (NPA for OVC), (referred to in this report as the Plan), was developed to enhance the change from dealing with one child and family at a time to a collaborative movement involving service providers community and recipients themselves effecting change in their own lives. One of the components in this approach is the strengthening of existing structures to coordinate the collaborative efforts by the provision of a secretariat made up of staff dedicated to the programme up to district level.

The role of the secretariat include the identification and coordination of programmes meant for the benefit of OVC, mobilising and raising awareness and capacity developing the community to respond to the plight of children. The national and provincial secretariat is now in place and they have undertaken an audit of capacity exercise at district level. This report intends to present findings of the exercise, the environment and social dynamics within which the Plan is being implemented, opportunities and gaps as well as recommendations for the way forward.

2.0 AUDIT OF CAPACITY EXERCISE

2.1 Rationale

One of the objectives of the Plan is to strengthen the existing coordination structures for OVC programmes by providing secretariat in the Ministry from national, provincial to district levels. Under the priority areas for 2005 Work plan, one of the planned activities is to carry out district level audit of capacity to coordinate implementation of the Plan. The findings of the audit of capacity exercise will guide decisions on the provision of the district secretariat, as the strengths and gaps in the capacity will be identified.

2.2 Objectives of the Audit of Capacity Exercise 

The specific objectives of the exercise were:

· To establish capacity of the Department of Social Services (DSS) and 

 Local Authorities (LAs) by staff complements and responsibilities.        

· To identify NGOs already operating in the field of OVC in the provinces and start the process of establishing support/core groups.

· To identify coordination opportunities on which to build on within each province per district.

2.3 Methodology

The exercise was a study, which was preceded by the development of a study instrument in order to ensure that the resultant provincial reports would enable the production of a synchronized audit report.

The exercise started with a field training session from 13-19 March 2005. While the capacity to coordinate (staff complements), is provided in numbers, issues covered during the exercise necessitated the use of qualitative data gathering methods:

· Interviews using semi-structured interview guide with heads of organisations with OVC-related activities, with DSS and LAs forming the most part of the exercise. A total of 94 informants were interviewed.   

· Focus Group Discussions (FGDs) with OVC-related organisations were held with 63 groups (515 participants), to study the social dynamics that already exist and identify coordination opportunities to build on.

The Guide for Capacity Audit (Interview and FGD Guide) is attached (Appendix I).

3.0 PRESENTATION AND DISCUSSION OF FINDINGS

3.1 Logistical Gaps

The Provincial Coordinators undertook the exercise with support from the National Secretariat. Initially the audit exercise was scheduled to start immediately after the training and to be completed by mid May 2005. Unfortunately the officers who have been reassigned to the secretariat had other responsibilities to fulfill before undertaking the exercise. For example some of them are acting Provincial Social Welfare Officers (PSWOs) and they attended other workshops and work assignments, while others are doubling up with being heads, probation and field officers for the districts from which they were withdrawn. This is an indication of gaps that exist. The fieldwork was therefore undertaken at different times, which affected the production of a synchronized report. 

Due to transport problems the exercise would not be completed within the ten days as per initial plan. After the completion of fieldwork there were delays in processing provincial reports due to unavailability of computers and designated support staff. The report therefore looks at the entire establishment as it affects coordination. 

3.2 Human Resources Capacity

3.2.1 Department of Social Services Staff Establishment

The Plan calls for the involvement of the entire population in the protection of children. This entails working with the community, strengthening traditional systems and regularly monitoring childcare and protection activities. The current staff establishment and staff in post are as indicated in Table 2 below with detailed establishment per province by district attached (Appendix II). 

Table 2: Department of Social Services Social Welfare Officers (SWOs) Establishment

	Province
	Establishment

(SWOs)
	Staff in Posts
	Strength

(%)
	Proposed Establishment

	Harare
	37
	15
	40
	29

	Manicaland
	18
	14
	78
	26

	Mashonaland Central
	9
	2
	2.5
	23

	Mashonaland East
	11
	6
	54
	29

	Mashonaland West
	10
	7
	70
	24

	Masvingo
	13
	11
	84
	25

	Matebeleland North
	36
	19
	52
	49 (2 provinces in 1)

	Matebeleland South
	11
	4
	36
	26

	Midlands
	16
	12
	75
	29

	                  Total
	161
	90
	56
	260


The table shows that the department is operating at district level with 90 probation officers out of the 161 establishment, (56% of its strength). The worst hit province being Mashonaland Central with only two officers in post. Interviews with the PSWOs revealed that officers are over stretched and inadequately resourced. Considering that at the districts, that is where the clientele of the Ministry is, the inadequacy of having just one officer per district cannot be over emphasized.

The capacity of the DSS needs to be viewed in relation to the area, population covered and complexity of problems brought to their attention. For example a ward is composed of an average of 5 – 6 villages with around 100 households per village. Each ward would need to be visited about twice a month, meaning that an officer can reasonably cover an average of eight
 wards to effect the needed coordination and implementation of all humanitarian programmes mandated to the department. An average rural district is composed of 25 wards. As a long-term measure the PSWOs suggested that the establishment be increased to at least 3 officers per rural district offices. In urban areas the ratio would be worked out in relation to the population considering the diversity and complex nature of problems manifested in the respective areas.

In addition to SWOs reassigned or recruited to the secretariat at both provincial and district levels, there is need to reassign either a social welfare assistant (SWA) or clerk as support staff. DSS has a complement of over 160 SWA/clerks throughout the country. The staff needs to be rationalized to enable 75 of them to be reassigned to the secretariat.

There is also need, however, to examine factors contributing to the Department’s failure to recruit officers as per establishment. Forwarded factors included the exodus of officers to the diaspora and conditions of service that include remuneration. Concern was also raised that the Department does not seem to make an effort to provide for the welfare of its officers in terms of office and staff accommodation. In Mashonaland Central for example only the provincial offices are habitable. In Bindura they operate from a converted garage with poor ventilation, in Centenary they use one small room, which serves as an office, a storeroom, a kitchen and reception. In Matobo the small office has no water or sanitary facilities and the list goes on. Delays in filling vacant posts were caused or caught up by demands such as those brought about by drought and the need to focus on the nation’s food requirements.

The Department needs to seriously look into the office accommodation needs to improve the operating environment.

3.2.2 Local Authorities

All established LAs have social/community
 services departments, which provide social services, while smaller town boards do not seem to do much in the provision of such services. Most LAs preferred to reassign staff as focal persons from their normal staff complement to avoid disparities particularly in salaries as a result of recruiting staff on contract basis. They also raised concerns of lack of resources to implement the Plan and other programmes for children. Some LAs have partnered with NGOs in implementing OVC related programmes. For example UNICEF is working with LAs in 20 districts some of which have piloted village registers and Save the Children Norway in Zimbabwe (SCN-Z) has been working in partnership with the DSS and 8 LAs for the past 3 years. Some of the LAs partnering with SCN-Z have introduced budget lines for child protection issues in their budgets since 2004. More partners are being identified to continue capacity building the LAs for their involvement in OVC programming. 

There are 85 LAs in the country with well-defined boundaries and every person falls under a local authority area. The LAs as responsible authorities in their area of jurisdiction are also mandated through the Rural and Urban Councils Acts to provide for the welfare of vulnerable persons. The active involvement of the LAs is crucial in the implementation of the Plan hence their inclusion as part of the secretariat. 

Table 3 below shows the number of LAs per province and comments on their preparedness for involvement in the implementation of the Plan.

Table 3: Local Authorities Departments of Social/Community Services

	Province
	No of LAs
	Staff Complement 
	Comments

	Harare
	4
	84
	Most of the staff is for Harare Municipality. Epworth 

	Manicaland
	8
	20
	All LAs expressed willingness to assign an officer for OVC programmes. 

	Mashonaland Central
	8
	43
	All the LAs confirmed willingness & ability to assign an officer for the programme

	Mashonaland East
	11
	24
	Mudzi and Seke indicated lack of capacity, as they do not have substantive officers. 

	Mashonaland West
	13
	38
	Chirundu, Chegutu RDC and Nyaminyami have indicated lack of capacity.

	Masvingo
	9
	27
	Chireddzi urban is said to be creating the department, as they did not have one.

	Matebeleland North & Bulawayo
	10
	37
	With Bulawayo City Council having 15 Officers. LAs are willing to implement the Plan

	Matebeleland South
	9
	21
	Bulilima and Mangwe are in the process of setting up departments as they are new.

	Midlands
	13
	32
	The LAs have confirmed that they are in a position to re-assign officers. They also work with NAC coordinators who can also be reassigned as focal persons.

	                  Totals
	85
	326


	


3.3 Coordination Opportunities

The Plan builds on to OVC programmes already going on in the country. The identification of active programmes in the provinces per district and NGOs provided the secretariat with an opportunity to know their areas of operation and to start the process of building core groups to support the implementation of the Plan. The identification of active programmes and NGOs per province by district is on going with those identified so far including the following:

3.3.1 Active Programmes

· The HIV and AIDS prevention and care programme by NAC, which has national, provincial and district coordinators was identified in all provinces.

· Basic Education Assistance Model is reported in all provinces.

· A diversity of community based programmes including those implemented by churches and NGOs that work with partner community-based organisations (CBOs) are reported in all the provinces. For example UNICEF is working in partnership with CBOs in more than 20 districts while Catholic Relief Services (CRS) is partnering with 8 more CBOs. The identification of other partnerships in OVC programming in continuing and the Plan will build on and strengthen them to scale up.
3.3.2 Non-Governmental Organisations

A diversity of OVC programmes by NGOs was reported. Some organisations are operating in specific provinces while others are reported in more than one province. These include Zimbabwe Red Cross Society, Save the Children Norway in Zimbabwe, and UNICEF (in all provinces), Catholic Relief Services (partners in 8 provinces), Plan and Care Internationals (in 6 provinces) and Save the Children UK, (in two provinces). Information on the NGO coverage is continuing to be received as more are identified.

The secretariat at all levels has identified core groups they work closely with in steering and supporting multi-sectoral child protection committees. At national level the core group is composed of the Ministry (secretariat), UNICEF and NAC. At provincial the core group is composed of the DSS, NAC and an NGO representing other NGOs. At district level it will be composed of the DSS (programme coordinators), LAs programme officers, DAAC coordinators and NGO representatives.  The core groups are responsible for steering and strengthening the Child Protection Committees at all levels. NGOs supporting the secretariat in steering forward the Plan are indicated in Appendix III.

4.0 CONCLUSION AND RECOMMENDATIONS

4.1 Conclusion
From information in the report the DSS is not in a position to reassign officers to the secretariat at district level. Accordingly, the 66 district coordinators for the NPA for OVC need to be recruited. 

Already there are 71 vacant posts (161-90), meaning that the 66 posts will not be an expansion as it is within the establishment. It is understood that due to the demands occasioned by drought most government resources are being mobilised to fulfill the national requirements on food and staff recruitment has been deferred. External resources to support the district coordinators for the time being are required. 

Most Local Authorities on the other hand are in a position to reassign officers to work with the secretariat as programme officers. NAC also has national, provincial and district coordinators to support the secretariat. The DSS is also able to reassign support staff – programme assistants - from the pool of clerks and social welfare assistants already in the establishment. A total of 75 social welfare assistants/clerks are required to be part of the secretariat. NGOs are already involved and are able to support as part of the core groups to steer forward the Plan.

4.2 Recommendations

The recommendations below address two issues, Firstly, addressed is the short-term strategy of creating an enabling environment to carry forward the Plan for the next three years (2006-2008). This involves the recruitment of 66 SWOs, the reassignment of 75 support staff at district level and to officially invite LAs. NAC and identified NGOs to work with the secretariat as core groups. Secondly, addressed is the long-term strategy for the DSS to start the process of improving staff conditions of service all round and work out an exit plan, particularly by gradually improving the establishment from 161 to 260 SWOs. The exit plan will ensure continuity of the protection of children through the multi-sectoral community based approach coordinated by the strengthened Ministry. 

The proposed dedicated staff in the secretariat will be composed 239 staff members (4 at national level with 3 of them recruited on contract basis; 18 at provincial level, all of them reassigned to the programme by the Ministry; 217 at district level with 132 in the DSS – 66 of them recruited against the permanent vacant posts and 66 reassigned from the DSS support staff; and 85 programme officers reassigned by LAs).

The sustainability of the programme is assured in that only 3 posts out of 239 are recruitments on contract basis. For the NPA for OVC to be carried forward it is recommended that: 

· The Department of Social Services reassigns specific support staff to complete the secretariat. A total of 75 programme assistants for the provincial (9) and district (66), are required 

· The recruitment of 66 social workers by government as district coordinators be considered with interviews being decentralised to provincial offices to reduce delays. Salaries and related expenses for the recruited officers will be availed from resources mobilised for the programme for at least three years with government gradually taking over.

· Local Authorities be officially invited to reassign programme officers to work as part of the secretariat in the implementation of the NPA for OVC. From the programme resources those LAs with no capacity could be supported to improve their establishments.

· NAC as well as identified and recommended NGOs be invited officially to work with the secretariat and be part of the core groups at all levels in the implementation of the NPA for OVC.  

· For the Department to execute its responsibility as the coordinating body the conditions of service and provision of resources need to improve and the authorities are required to look into the welfare of officers – including the provision of office and staff accommodation, transport and computers. 

· As a long term strategy, the Ministry needs to start now the process of increasing the establishment of the social welfare officers from the current 161 to 260 by year 2008 to enable the implementation of the NPA for OVC and all other programmes to be handled by the normal staff without contract posts as an exit plan. 

_____________






� Programmes include (1) Family and Child welfare – foster care, institutional care children in conflict with the law and the implementation of NPA for OVC as it is a long term strategy considering that the effects of the HIV and AIDS pandemic on children are still to reach the climax. (2) Social Safety Nets – Public Assistance, Drought/Disaster responses and processing for registration and monitoring the work of NGOs. 


� The Department of Social Services has 9 operational provincial offices. Bulawayo and Matabeleland North provinces have one provincial office. In this report the two provinces are treated as one as the same provincial staff service the two provinces.  


� Census 2002 Preliminary Report has combined the 15-19 age group. In the NPA for OVC children are those persons below the age of 18 years. However, if a young adult aged 19 years is heading a family, they need support.





� The ratio of officers per coverage is based on the average number of wards per district –1 626 wards divided by 66 districts divided by 8 wards per officer = 3 officers per district. The officer would be able to put at least two working days per month to one ward. 


� In some LAs the departments that provide social services are referred to as Social Services Department, while others refer to them as Community Services Department.
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