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1 Executive Summary

1. VSA has received a significant proportion of its budffet e New 2¢a
Government since it commenced operation in 1962. This review is one of g

'ntation ofa
unitydevelopment

toring and

VSA is fulfilling the purposes outlined in the Compge e FAnding
(2003-07).

2. The Terms of Reference focus the revi
development approach to volunteer placemen

3. The review methodolog ynki Evaluation Principles of
partnership, independence, parti i : capacity building. The main
ernal Relations Unit which is a
significant component o A 8 d with development work abroad.
Methods were predomiya itative Ap defl interviews with a wide range of
stakeholders from NZA2 b field visits were undertaken, in

Cambodia and Vanya

t VSA is managing a programme in line with the
S ween NZAID-and NGOs-and-the Funding

teer sending organisation VSA’s performance is

e more development oriented in its approach and it is in
er of challenges, in particular placing partners rather than
aking ongoing and positive change to_that end VSA is

be

1s asked to consider the extent to which VSA’s developmental

tes to community development and poverty alleviation. However, this
atd used by VSA itself and there is no common definition of development
v&r and above the Strategic Framework for Relations between NZAID and
yris Declaration has been used as a reference point because it relates to

/é‘i? 1 ZAID fully subscribe. VSA partially subscribes in the sense that the Strategic
eview 2007 Final Version June 2007 i




Intent, and the Strategic Plan before it, talk about harmonisation wi
the Millennium Development Goals.

6. In responding to partner needs and priorities VSA has
positive change, guided by consecutive strategic plans which ha
their purpose and intended outcomes. Recruitment of staff
is assisting this process and planning processes at the Wellington end
refined. However, VSA. is currently operating in both valuie et sendmg and deyvs

driven, less-thoroughly scoped than they could &
policies and progratames.

7. VSA is a small organisation which4a
able to do detailed analysis. Although it
currently too broad to provide a basis e

development context in ¢ach coun
find an appropriate niche. This }

respond to a range of reg
to a focused and effec

8. VSA does j deve opment representative in most couniries
and this appears isational rather than development decisions.
This makes V in comparison with other donor and
development a e decentraliging in order to develop deeper partnerships
through g un i i des and engagement on the ground. There is a
strong arg%asmg TRt development experience in country rather than in

Welli hieve greater H‘ev:))pment effectiveness.

i aformydf TA (technical assistance through personnel who
to build canavlty) which is a common mode of aid delivery for many

+daor of TA, therefore faces many of the same challenges in

eYicing change and capacity development is often low because it is
dxternal organisational, institutional, social, political and cultural
erience shows that, without strong local ownership, TA is often too
ate systemic capacities. Therefore, where volunteers are working

", nltants there is a need to define roles carefully and scope assignments
afpbofiiately in the spirit of alignment with government and harmonisation with other
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Impact

experience and expertise who can deepen partng
government and other donors and volunteer agénsié

Hips, many of them taking
{,/and between VSA and
ZAID. At present most of
ty of purpose. The Strategic

a1 valued by both NZAID and
VSA, but an unintended consequen:
about partnerships, in partcularin relation to
as an issue only in discyss pat i
been the source of so

but it distorts the dialogue and has
NYAID Posts the key issue is often

current relationships, it is difficult to identify
and VSA has been, and remains, free to

o harmonise its programmes with the development

serijfnents is in line with the Paris Declaration but the challenge is

pridach taken by a number of donors and NGOs. Thinking on this ahs
SA, and some programmes or components of programmes are already
t overall VSA will benefit by doing less but with greater depth and for a
Much of the challenge is in developing a clear concept of what
ing"means in the current era and VSA has several initiatives to do this.
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move towards a deeper partnership with alignment. Removi
for funding In-country costs is a reccnt positive move but i

without committing VSA to change across the Hioasd
reasons, not be appropriate.

Learning

Fpportunity to capture, analyse
he agent of community development,
gt the development process.

hared. If volunteers better understand

are encouraged to Ally relevant and useful, this will strengthen

partnerships ang-+ lopment effectiveness.
16.  The igg/and Learni mework encourages an institutional approach to
i oug te varying interests. It has moved VSA forward
asAv : itoring as learning and there are good-results to-date
ch as case stu d the Partner Conferences, informing VSA practice.

are that it is difficuit to quantify how much leamning feeds back into VSA

Final Version June 2007 iv



development” has been clearly demonstrated during the lifetime of severa
consecutive plans which show significant progression in clarity of p ended
outcomes, and ways to monitor and learn. VSA has also professighalj oss all
in order to achieve better development effectiveness.
- 18.  The 2002/03 Social Accounts were a new and unlm@
with its stakeholders. Action from the Social Audit has been taken afld is sge
with the Planning and IT Manager actively driving the ¢
exist in the form of workshops and handbooks, creatj

systems across the five key areas of council, staff,
education/fundraising, and branches.

eyelopment

19.  Conclusions
Development Effectiveness

VSA’s processes for recruiting, se
improved and are highly effective:
well refined, reflecting VSA’s by
continually improving.

their capacity building rgl¢
generally impressed wih™
partners than the vo,

a tendency to De.op

assignmengs cetion of disparate assignments at country level

-amme which adds value to.a larger collective

T, lonsHip between NZAID and VSA is good in terms of meeting contractual
s but does not constitute a meaningful partnership, Under the Sirategic

A Review 2007 Final Version June 2007 v



improve development effectiveness, the focus of these

country.

Learning

The MLF is facilitating a learning cul
oufcomes that impact on processes. Hd
and amongst staff whereas the strong

el between volunteers and partners but
nore structured approach would be

ing impact would be valuable. Learning

gped but has potential to enhance each

Qﬂ.

tlearly define the parameters to which it wants to go in its move towards
volunteen’ng for devclo;)ment' in order to clarify whether the emphasis is
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2. Shift focus in-country
That, if VSA's emphasis is towards development, it considers devo €
staff strategically located in-country, in order to become more
3. Revisit relationship with NZAID

That VSA and NZATD individually and jointly revisit the of their ré i
and decide on what basis to take it forward — relationship (charactelised ce

or necessity) or partnership (characterised by close ¢
rights and responsibilities).

4. Experiment in Alignment
That if VSA and NZAID decide to move fo
during the term of the next funding agreementd
volunteer placements in one couniry that
entered into with partners who subscribe

21.  Issues for Follow Up .
Issues that VSA will need to cpgsideriyt continu towards a development
approach include:

« revisiting the placement o

dgtion of independent action as enshrined in the

and alignment (together and with other actors) as

est realised, applied and measured by agencies working on
ridging the gap between policy and practice;

@SgReview 2007 Final Version June 2007 vii




2 Background

in accordance with a four-year comprehensive fundi
on an annuzal basis.

also supports VSA’s governance, developme
fundraising programmes. In addition N
the in-country costs of volunteers in spgciite

and learning together with partner
is currently working in 15 countries

&% pertormance 1ndicators for reporting to NZAID.
on “signs of achievement”. They describe what

¢ to bg able to demonstrate about its work as an organisation. Each year a
i e ysis to be undertaken is developed from the MLF, and
Mstry £ Fovdigh Affairs and Trade undertook a review of its support to VSA in
9987 In 200 NFZAID funded VSA to undertake a Social Audit, and the results
e pre d a t of Social Accounts. The 1998 review provided specific

commer{datiofsifor implementation, and the Social Audit highlighted areas for VSA to
ocuu% .
@S eview 2007 Final Version June 2007 8




2.1 Purpose

This review is one in a series scheduled to take place every fo
Accounts took the place of the 2002 scheduled review, and it
since the last one. The review is being carried out to assess
programme managed by VSA is fulfilling the purposes outlined agreement bs
VSA and NZAID, and to consider if a new funding arrapgement should inGorperate
different purposes and objectives. For both NZAID
opportunity for the purpose of improvement as well
Terms of Reference for the Review are attached

2.2 Objectives

The Terms of Reference specify that the

+ How VSA’s implementati
contributes to community de
» How the design and e i
Framework is influencing

« What changes, if apy>-s
arrangement wh f% O
‘What are VSA dn -%%)

Uitent comprehensive funding
it Tor 2007 — 2011

aeffectiveness of current

¢ two organisations and what, if any,
these perceptions

ement the recommendations of the 1998

involved in the review were staff of both NZAID and VSA
Mand and in—country staff), VSA volunteers and in-country partners.
red key questions in particular detail in two countries (Cambodia and
ot aim to review work in Africa.

@,;ewew 2007 Final Version June 2007 9



2.4 Terminology

For clarity and brevity in the report, the term ‘partner’ is used to,g< e
organisations that VSA place volunteers with, in accordance wity cormsudn developme;

terminology. In relation to VSA, the term 'staff' is used to reft

tQ paid employg

A full description of in the Workplan which is attached as

Amnex II.
3.1 Revie es
The revie oachk-+was cczli With the principles specified by NZAID:

e

~F
ri \r§ ip: the review ndertaken with full involvement of VSA at every
oRihe process including representation on the Steering Group. VSA ensured

g infopfiped of the purpose of the review

Qi amy-ppilitical or organisational influence in the findings
e\ Triew was undertaken with participation of all stakeholders in

¢wed rather than their organisation

capachy building: the review had an explicit aim to build capacity within VSA to
dertake an evaluation process and to enhance learning within NZAID

@4 ;eview 2007 Final Version June 2007 10




3.2 Limitations of the Review

There were three limitations to the review;
1. Im accordance with the terms of the Funding Arrang
of NZAID and VSA. It was anticipated that, durin
the willingness of partners and volunteers to speak freely.

not appear to be an issue as their ability to spegk-fgely is more like :
affected by cultural factors rather than by thg -ﬁm independ

JC1)
G Iﬁhlll
[18 ?2

2. The External Relations Unit was not i
the opportunity to reflect the integrate

placing it in context with thé
3. The timeframe for the rev
was inadequate to triangula

Vanuatu. The extent £ ch aeralised is therefore

questionable and VSA sta eih during debriefing. Although
Africa had been dghbse S dse study there was
disappointment thet the X 1 rkeynore reference to those countries
and to the différemngs be o Aftica\programme and the other programmes.

3.3 Method

es
The process 0 eyigw took pla ee phases: two weeks in Wellington
undertaking doc ary r¢ nducting interviews with staff of VSA and

NZAID, lunte: P key stakeholders: one week field visits to
i restrt o the capital city; and a period of analysis and writing.

sée and would support generalisation of the findings. Vietnam-
& selected because there were existing documentary sources of

% A which could be ‘showcased’. The partnership conferences held
e alsodiscussed with VSA as a special topic even though Africa had been

a casd study. Although this yielded very useful information it also led to

ATD during de-briefing that discussion of Africa had been partial. In

; s envisaged that working in post conflict countries might present specific

Aohges TY VSA so Solomon Islands was also identified as a mini case study. A limited

&of triangulation of findings was attempted by comparing the findings of field work

‘4 Review 2007 Final Version June 2007 11



with the experience (Bhutan, Laos, PNG, Timor Leste) of the acco
Programme Officers and the one based in Cambodia.

Methods were predominantly qualitative. Semi-structured in
person, by telephone and email using a specific set of open;
volunteers, partners and other stakeholders within a commof fo
areas. Within VSA, in addition to individual interviews, the Programme Qf

drawing on the range of staff who had particula
currently in working relationships. Although th
demonstrate one of the key findings very clgm

originally been determined by V
drawn on and ensure that all v

#n voice even if their
eghs were recent arrivals in

L= P
; ‘@ ? cCiffc process was developed for
Sers A amended after trialling, in which the
S %

ions to all interviewees and then

assignment description
interviews with bo
independent team

provided the opp SA team members to ask additional
questions to m, formation and learning. At the end of each day all
team membe i structured manner and a wrap-up session was
held on the ( ~n depth discussion about best practice in
voluntees 8 eam members and NZAID and VSA staff durin

f1ald mmg:;gf% s

-
LLCACEYWTT

rtophe independent team members worked from the VSA office and used the
/ feed finddries from the case studies and other interviews in order to
fyrther discus d triangulation, and to enhance the quality of analysis.
oA T ¢ team was aware that the two chosen case studies may not be

programmes and this became the subject of discussions after the
. Where Cambodia and Vanuatu were perceived to be potentially

cp v Of
Ex 3
(& ey amed. Otherwise the authors believe that the conclusions are
@gmm&
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4 Findings

4.1 Development Effectiveness

The Review was asked to consider the effectiveness
developmental approach to volunteer placement th
development and poverty alleviation. .

4.1.1 Strategy and Intent

During the period of review VSA was ¥ 003-06) and,
latterly, to a new Strategic Intent (2007 eady being effectively
implemented with full ownership of hich was perceived to
have been developed largely by tht e out adequate staff
participation.

Over the years VSA has come to i vepopment agency rather than a

ai? international development agency’.
ffectiveness.

The tables below i Plan and Intent which are most relevant for
the Review.

high quality assignments which work towards development
objectives negofiated with partners

ensure partners recognise VSA as a quality provider of skilled
volunteers

ensure volunteers personal and professional needs are met
develop and strengthen relationships with partners

« develop and strengthen relationships with sister agencies and
other international development organisations overseas

A funciitys throug 1o

A~ e Aefationships --
as unteergmpartners

Vi pmentor

Asa dsgfiof ¥ SA the Strategic Plan states that ‘ ¥S4 exists so that partner
commy nd volunteers achieve sustainable wellbeing and mutual understanding

th eeifve development’. Sustainable wellbeing encompassed the element of
O

@A ;eview 2007 Final Version June 2007 13



organisation and increased awareness in New Zealand.

Whilst the definition of development in the Strategic Plan i

the Review (and this is a stated limitation of the
other intentions of development education and
represent the holistic nature of VSA’s approa
the challenge VSA is setting itself.

Selected Statements from the Strategic It @7 11
~N/

Intentions

Development he development strategies of

NZ volunteers, partners and

communities abroad share skills
and knowledge to help improve '
quality of life and build seli- . dlationships with development pariners

determining communities and slp the special relationship with NZAID
stable nations share a¢hj #And learning
Development Educatio, i .@ dlopment education work

New Zealanders unde| ir ag'volunteers, branch members and staff to actively
rale in international d en ghis and experience

and participate as goo . ore experiences for more NZers to deepen their
neighbours in the Manding of development and provide opportunities to make

community e difference

ihute to international best practice on volunteering
rk to make volunteering easier for NZers

Volunteering

Tofm new partnerships with NZ communities and organisations
uild wider support for volunteering

# qu-a are the common goals of reducing poverty and promoting
pment, in the Comprehensive Funding Arrangement the terms "poverty
fatioiand dommunity development' do not appear as such. This absence of
ohJaghguage and definition provides a challenge for the Review team to define the
VSA’s development effectiveness can be evaluated.

SAReview 2007 Final Version June 2007 14




context of a global, defining and important trend. At the
that, although the New Zealand Government is a si
Declaration is a high-level statement and has not
contractual arrangements between NZAID and

hich VSA recruits and
% of experience. Planning

to an appropriate standard’ A Ce tral level jn Welfix ston, therefore, it is possible that
VSA has gone as far a ‘-@ i wtesses that relate to volunteer

sending.

Volunteer Sendin, elogment Dyegfijsation

sses the needs of partners it is important to
gnding organisation. In that model, the volunteer

.I
ent model; artner is at the centre of the development challenge. The

Q:a vemments that will make a significant difference to reducing
ication of this is that it is likely to be more effective to work with

in the context of their government's anti-poverty agenda. This does
Os necessarily support the government, and there is plenty of scope for

aration on Aid Effectiveness: High Level Forum, 2005. OECD/DAC www.oecd.org

eview 2007 Final Version June 2007 15




complementary.

In its transition from volunteer sending to development agenc
operating in two modes. In the cases where good developm ;
assignment is well scoped through a full and participatory proceSswith partne

appropriately qualified volunteer is identified, and skills are shared in both/ire
other cases, VSA continues to be in volunteer sending 4 in which assig
supply driven, less-thoroughly scoped than they could 7e not Jifjke
government policies and programmes.

Q¥

4o

Country Strategies

detailed for selecting
cs f is necessary to
espond to based, among

all requests can be accommodated and &
or rejecting requests. For a small agene

other things, on its mandate, the i cruitability of volunteers.
In Cambodia, for example, the nily fragmented with 10
volunteers (including two UniVols), s and in the Royal University

of Cambodia. There is litj}€ apilysi “develorfgent context in country and

subsequently a weak styé ind of assignment possible and
does not allow focus ambodia has a huge international

community and b afor challenge in terms of making choices
about which partn; i o Tnove beyond a disparate bag of

assignments.

One result of of volunteer sending, along with strategies that
make mogtthi appear to be responding in a rather ad hoc way to
requests. ry presence, and-where there-is-a-need-to

bers to the do it is possible that VSA is remaining involved with
er than is desirable because criteria for discontinming support are not set.

% 1 the original assignment description (AD) and several had found
dt¢ from the outset even though they had been developed only months

of KeAl/scoping processes. Programme staff at VSA are responsible for developing the
r with established or new partners but in practice volunteers sometimes find

eview 2007 Final Version June 2007 16



and balances when on field trips.
Development Practice

Representation of VSA in 12 locations in the field &
a Field Representative, Field Officer and contractg

" Administrators. Of these staff, those with ‘interndii
mostly based in Wellington rather than in-countgy
in some locations is an advantage in terms of ton

cultural mores and hierarchies may m
and other stakeholders.

For some volunteer agencies and
NZAID, the trend is towards a dect

Sx{ce recognising that

partnerships cannot be built atfisia piSatjod and alignment agendas are
to be realised. In Vannatu, NZ 5 tesrs all observed that VSA’s lack
of presence on the ground limits the . fpar(nerships of depth. At this stage

of VSA’s development iy1s headquarters-focused may have the

Now that staff wi e are being recruited there is greater
capability to enga; in in-debti Aiscussion about their needs and priorities and to
challenge assupipifo in tnership. However, some staff still revert to
providing mog 26 astoxal sypport to volunteers and this can easily crowd
out time for imdpropmidg at $A's relationship with partners. Partners also vary
widely in ﬂ!il g : apability to engage in devellopment dialogue. With

strenigths and_fgakfiesse \ isTesultsinrelationships betweenr V8A staff ————
t vary greatly in qu
ctices and this is changing the way that the Programme

and er!
Wi SA/especi i
and str developme
| and how they see partnerships. Many issues arise during

Officeré approad .
deyeldpment of the ¥gignment description but, while this is an important document for
SAM é%

nd vo ay it forms the basis of recruitment, it tends not to be a priority for
ers. it have been made to improve relationships with partners by
i s' understanding of VSA. However, there is increasing awareness that
A Pe on the needs of the partner rather than the needs of VSA. Time spent
bécause of distance, can be very intense and does not always lend itself to
anding and accountability. Staff are also learning to be more honest with

@'A Review 2007 Final Version June 2007 17




Partners at the Centre

There are continuing efforts to improve relationships between
so that time frames for identifying assignments, recruiting an
present parters find the time period very long, even when
long it will take, and they say that it is like sending a fondin¥ pro
which, afier a certain period of time, they assume that nothing is happenin

The Africa Partner Conferences are an innovation 1

iQus monitoring
than their

partners as the ownership lay with VSA. Partn¢
regime useful and felt that reports were orien

together with other organisations hosti
future support.

2dch country, based on the
K is a small organisafion with
0 be beneficial to work more

Sefor are examples of moves towards
ense of the complementary approach
AID's Strategic Framewortk, has both

and advantage of
advantages and diéa
respond fo nee
mean that VS

éve. Tt is formed through working together daily and attempting to
as they arise and in context. At country programme level there

4 Review 2007 Final Version June 2007 18



personal benefits they had received by working with the volunteer,
confidence, changed attitudes to work and vision to do things diffe

sorts of skills inspired through coaching and mentoring relati %
social capital outcomes, are typically difficult to measure. 11T didcusses the issig

involved in measuring social capital.

Individual staff in partner organisations spoke convincingly and powweg
§ a¥]
b

enerally, b

Volunteers in Cambodia and Vanuatu mostly understg o;
Qse in gove

However when talking through the issues d
the importance of working with government.in
in the NGO sector, especially in Cambodia
problematic, also appreciated that NGOs

'A) which is a common mode
er volunteering agencies and
s providing TA, they live and

of aid delivery for most donors
NGOs, states that volunteers are
work in the community ¢ ;
many volunteers also 1}
on a lower income. S

e typically expatriate lifestyle, albeit

i @ bsidise their standard of living from
{pgwdrid and a changing context of

savings. These varjdtfop edt a C o

volunteering: The point } V57 may be continuing to see volunteers as
fundamentally g1 mo y paid TA when in many cases there are more
similarities ) ts spend years in a particular country and
may have bee affthemselves so the values and lifestyle choices

~
aces many oﬁl@me challenges in supplying and managing volunteers
as ofiér Agenkigs or companies do in supplying and managing more highly paid
L5 a P2 in general tend to be over-ambitious and its actual
effectivehtst in i sinp/change and capacity development is often determined by the
f anfSation and institutional environment within which it is located
gfinputs. TA also tends to address multiple objectives such as gap
as well as the stated aim of capacity building and there is usually a
wHat is intended or expected, in whom and over what timeframe, how
h what impact on performance. The OECD DAC Guidelines for
tion {1991) noted that, without local ownership and strategic
ical co-operation from donors is too fragmented to create sustainable

& ~
2CQ%%IOM term, reflecting the era of technical advice. It is still widely used but generally refers to
S1
ity ki

rovided through advisors, whether technical or more generic, and where the main objective is

4 1ding

@)§ ;eview 2007 Final Version June 2007 19




systemic capacities in developing countries and may even prevent

VSA and other volunteer organisation through volunteers.

In traditional volunteering situations, where the voluntcer wj

whether it remains appropriate to place volunteg
broader donor-funded projects, such as UND
provide more resources and peer support ng
mixed, but there is a sense among voluntde
when they recommend otherwise. Rathé
the roles volunteers can play in Solopae
be a tendency to continue a historig s
changed. NZAID in Solomon Isl
assignments in this regard.

Development Support to Volunteers

éq Al fe hiey would draw on their own
professional resourceggath 3 3 VSA. After the initial pre-departure

Zealand-based, peer networks once they

own, Mdsiky Ne
t this has value, advice provided may reflect

are expected to
are established j

Zexland solutions rather than a more appropriate
expesiénce and adaptation locally to meet particular needs
47372: Learning). There is therefore a gap in VSA’s

5 in-counfry as the organisation changes-emphasis

A

. act v
ecqotal evidence that VSA volunteers contribute fo changes in
idual 0 € and attitudes by acting as good role models and being a
tinuirfgfsour motivation and support. Measuring their impact is more difficult. It
15 almost\impossible to attribute capacity development or change to individual inputs
beca $0 many other variables in the organisational and institutional

he value and sustainability of outcomes also depends on depth and
f engagement and contributions by many stakeholders. Therefore, whilst VSA is
engaged in attempting to measure and record impact, at present it is unknown

@%gﬁw 2007 Final Version June 2007 20




whether impacts from either single volunteers or a series of volunte
individuals and their organisation. Whether they can, in addition, ha
beneficiaries is even less certain and, in most cases, volunteers
beneficiaries and VSA does not claim any impact.

Some volunteers may have an impact in the community whivh is ide their 2s
role and which is responsive to opportunity. The Rebuilding Bougainville ¢a

do not directly relate to formal objectives of assignnyé
context of recovery from conflict, volunteers have a

VSA is also supporting the ongoing qualitativedgseay S
Vanuatu which may increase understanding o¥the gerinp-én social
4.3.2: Learning)

Whilst these are valuable attempts, and
stage they remain predominantly ang

relafionship continues beyond the
he Pri Skul Asosiesen Blong Vanuatu

rplayer-as-iteould-be-witheut-apreseneein-eountry——m———
: sigs with government and NGO partners an in-country

Pacilitate greater learning and networking between volunteers and
vojanteers are placed with. Volunteers in Cambodia and

orked with cach other at country level, in the latter because
in the former because the focus Has been on practical

ing impact it is clear that VSA, from its NGO perspective, has
compatible with those articulated in the Paris Declaration: ownership;
s alignment; results; accountability. The challenge for both governments

A Review 2007 Final Version June 2007 21



of ‘fewer, deeper, longer’ and, if VSA is to focus its efforts in ofq
will need to continue fo do less but do it with greater depth a
movement towards this has been started, for example by th

programmes in Pacific, by committing to long-term partnerships

new programme in Indonesia in order to establish exag
take this further now means identifying what it is
countries and niche areas into which efforts can b

4.2 Partnership with NZAID

The relationship between NZAID and % )
entity. In reality, as shown in Diagr
many taking place at distance, be

and within VSA itself. In addition

NZAID.
Ws between
N

Dlagram 1: Present r

/7 ~ N ]
\/ atls Declaration
‘ N L >
KN T
'V
vén/ NZAID
/< @/}I_’m n \%\/ Wellington
I,
< VSA —| NZAID
e]sewher % I Host Govt elsewhere
q .
VSA -~
< Volunteers | /
| -~
@ - Partners -~

’ Community Development I

@A Review 2007

%
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diversity of networks and connections of power between the plett
involved in aid. This is relevant to VSA since it is a recipi
donor of technical assistance through the volunteer. B€
relationships that are being continuously shaped and
each other, the effect of any particular action on

In the diagram the strongest relationship is be ellington
although this is represented by a broken rather nse 14s not yet a full
partnership. The only real partnership is tfa A’s partners,

which is appropriate if VSA is to genui
Broken lines indicate relationships rathex
of this discussion the reviewers are ge
organisations or individuals whichn
contrast, & partnership is characte

documents. The
NGOs recogni
relationship.
between NZA
relationshdproes

el e VSA has support in NZAID, there are some staff who hold
ong V' s abgu}y VSA and who resent the special relationship VSA is perceived to
above other NGOs that need to contest funding. Because in-country
ost 0 be negotiated on a country by country basis they have provided a
me NZAID staff to argue for full alignment and have distorted the broader
coherence between all VSA and NZAID programmes. Thus, whilst it is likely to

atszs Jor Aid, Eyben, R, (Education).Earthscan 2006
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be more effective for VSA to increase alignment with NZAID the re@sqn d means
of, engagement have often become contentious and dominated by di :
those enshrined in the Framework and Funding Arrangement.

Responsibility for managing the relationship befween VSA
NZAID Development Programme Manager (DPM) for Civil Soct

Relationships between AIDPAC and VSA have tefijled
systematic’ and there has been patchy attendancé By/A
meetings held between VSA and NZAID. Severa
the rapid growth in NZAID and the tendencyf

been a priority. In AIDPAC there h

The Funding Arrangemex
funding and annual re

so difficulties in estaBbli
beyond general i

o]
barriers are a com r.: 4

4.2 efivéen VSA Staff and NZAID outside Wellington

Relatio s betagen ountry programme staff (based either in country or in
1ling(dn) and ff (based in country or regionally) tend to be individual rather
etitutignal, re is no organisational structure to support them. NZAID officers
SA sta ere in the same location which provides a barrier to
n ordination. Although VSA staff are generally good at ensuring that

cases VSA meets with the High Commission or Embassy rather than NZAID
hich can result in NZAID feeling marginalised.
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is an advantage in terms of communication with partoers and HE
have, to date, tended to have limited development experjence and their rold

Where there are local staff, cultural mores and hieraz
effectively with partners and other stakeholders. Iy1z

pulse. This allows greater responsivenessza
more opportunities 1o build relationgf [
leadership and communities. In m;
communication by email or telepho
on the ground presence.

For both VSA and NZAID fhe f ieat4nd is a determining factor in
increasing impact throug erapisO~goordinate exist in both directions to
a greater or lesser degre® Dut therg iffefinpwviews about which agency needs to drive
coordination, and on phat basi¥./a 't vity to the issue of NGO
independence. In Cardbe { j i

Bangkok) and VS

sides in Wellin
other’s progra

feenn NZAID (based regionally in
) is weak and there are frustrations on both
cak at country level on either side about the

'Dtait at P 12¥es that 1t has kept VSA Tully miormed m hne wiih
under the Sm Framework, VSA has to date developed its prioritics
$inh Dinh province with little reference to NZAID. Similarly the VSA

e he NZAID perception in Vietnam is also that VSA is overly
idudls (local from Binh Dinh, VSA staff or current and returned
by the institutional objectives of the government partner, and
sts for assistance are seen to be based on subjective rather than
ZAID and VSA are now engaging in a more positive dialogue in

atn NZATD has six staff at Post but VSA has no staff in-country. Comments were
e Review team in-country both by NZAID at Post and by partners that VSA
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cannot make or sustain real partnerships without having a person on %

Additionally VSA has little profile and potential partners may not.kno

what assistance they can ask for. Relations between NZAID an
collegial but they are informal and without structure, based onyBfogr.

from Wellington. NZAID has no instructions to carry out

for VSA over and above some routine consular activities. NZAID
with Peace Corps and VSO because they are focusing i
placements were described to the reviewers as ad hoc,

4.2.1.3 Between Volunteers in co

Where both volunteers and NZAT
Islands, Timor-Leste, South Aftrica)
structural link and generally ne: sid
Newly arrived volunteers appear t;
appreciate links with other MNex

the work they wer
the country, one ex
their non-gove:
departments.

hin NZAID that some staff hold strong positive or negative
ed privileged status with NZAID compared with other
is at odds with policy in the Strategic Framework, but it is

DPAC\bas limjited ownership of the relationship with VSA which is seen to be the

omaieMAIPGIO. The appointment of a liaison person in AIDPAC, who was the
mai ontact with the NZATD Civil Society DPM in AIDGLO, had the positive
ef] ncodraging active communication and resolving some longstanding grievances

ad previously affected decision making. This role was much appreciated by VSA.
@ fits of the role included learning and sharing experiences and ideas between
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individuals to communicate with and effective
knowledge of the Pacific programme which is

outside Wellington, the issue for NZA
in the Strategic Framework is operafforma

Rose is toamsweriwy of the key Review questions about
approach, and the effectiveness of current

¢ ¥ organisations.

t different relationships, most of which do not

ck joint clarity of purpose. Partnerships would
iagram 2 below.

The Strat(é@raﬁagwork g Arrangement, in enshrining the independence of

NGOs, ackadw]é€dges VSA’Swight It deploy volunteers in the countries and sectors of 1ts
{s\s important and vued by both NZAID and VSA but a consequence is

has the potential to confuse the dialogue about partnership
{ in particular, the question of alignment.
exs At Post the question of ‘non-core bilateral funding’ has been a

¢ been unresolved questions about how appropriate it is for
¢ posts of volunteers in some countries with no or minimal

oved one of the main reasons for engagement with ATDPAC.
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Diagram 2: Partnerships

VSA Members Paris Dec é\

VSA Council "
vsa @2:7 - =\
‘Wellington ay
[/ A
R
D

l Host Go'{

VSA I .
elsewhere VS A ygo‘h\ N&lse here
q5.) ~

t is difficult to identify real

bed in the Framework, the

pnts means that VSA is free to pursue
ZAID, or in the same ones but in
actorily. It is only when development

for alignment are clear.

In the current structure, angd
incentives for VSA to ality

pawbeen able to impact in a small but tangible way,
cirvrduals, predominantly in NGOs. At the same time
edationally that what volunteers actuallydidwas .

unted to capacity ‘lending’ rather than capacity
e years, VSA has sought to move to an organisation

ent has b % pioritised by the current-CEQ and there is considerable evidence

@ ved s ore appropriate leaming (see 4.3) and greater accountability (see
4

@.2.4% prehensive Funding Arrangement
T@t unding Arrangement has been, for both NZAID and VSA, a great

ent on the previous versions. It is easy to understand in principle and allows,
@p ely, for the detail to emerge in the Annual Planning process. Significantly
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revised in 1999-2000, and subsequently updated, it is a permissive
that it permits a range of possibilities and does not limit VSA. The ox

the In-Country Costs, which has complicated partnership devel
changed as of April 2007 and will therefore not be an issue in/Alte n
requirements are clear and the present CEO has revised the so that

repests are
shorter and contain only essential detail. This has been accepted ZATD ani esult

is readable and relevant reporting.
¢ O and
i D, the key
tonskip. The

ategic goals
sapnisatiefial goals,

-

Recognising that, in line with the Strategic Framewg¢
noting that there are few incentives at present for gre
issue which faces NZAID and VSA is the purpgé
purpose of the FA states that funding is providéd
and objectives” and one of the key elements is“sqQhgrile
objectives and priorities™. Such a purpose # %ﬁ b arties were happy
o Tyl Jt this (£ motthe case. Many of the
safficiently congruent

NZAID staff who participated in the revigh
3 . And there is a sense

with NZAID at country level where ga

Lhefmonising activities
wdeful to consider a degree of
dbe a commitment in principle and

would need to be experinfeatal. yted in fhis Review, is a learning and changing
organisation and that is@ over many years. The choice of
countries that VSA i Pt arangg of factors including historical

relationships, Co
perception of the

er good choice because much groundwork has already
d because the work is already sectorally clustered.

ZAID, in managing the relationship with VSA has been that

y Manager (along with others) has been overloaded and the result
€ years, the annual budget has been disbursed to VSA with minimal
hat VSA is actually doing. One reason why the FA specified that there
D and VSA staff member on this Review team, in addition to the aim

rkload and limited travel budgets. Whilst this has been beneficial it cannot
for ongoing partnership development based on information sharing. But it also
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begs the question about where the relationship needs to be stronge:
of the relationship is Wellington but, if VSA and NZAID aim to }

appropriate.

. These are major implications for policy and practice
by this Review. Discussions about how to move fo
4.3 Learning @ &
O (o

"VSA will...continue to share high-quality info and’advice amohg ornail, branches, members,
volunteers and staff.' (VSA Strategic Plan .

"We will...share the achievements and 1&sqr ur wopk wi and with others working in

developrent.’ (VSA Strategic Intent 2007-2

N

@ the progress over time that VSA has

N

The statements above provide a godt-indicatio
made towards prioritisingTeamipg within and

at how Jearning has ta @ ithi T par
and Learning Framewqris (M F Y 6

icular reference to the Monitdijng

beybpd the organisation. This section looks

cording to relevance and interest to each. Examples of

ratayille and the role of New Zealand VSA volunteers' (2005),

» degrees. For example the Bougainville case study continues to

atAts-progress-and-there-has-been-significant-buy-in-to
2 is just that - a framework - rather than a prescriptive

Aha i g s17,
F during the 2003-2007 period of review include the case

provi ckground information and reflection for VSA's Bougainville field office
eturns Review, underway in early 2007, is expected to inform practice in

@em the Recruitment & Training and Internatiopal Programmes units.
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Yeh ing has
en, docuimments kepton
F1J) hold regula

The strong relationship between par
best opportunity to capture, analyge

strengthen and harmonise other rels
development effectivenes example a vi

sarming environment between VSA,
agement and lobbying efforts with host

andBobk sets out the process for tracking each
sedures required by VSA Programme staff,

cess of the Vietnam Health Review included a
orts from volunteers since the start of the

ateers interviewed for the review, however, seem to have

ol nce feeds back and informs VSA. Some volunteers

sulrsory at best, and a few have not and do not intend to report.
hole' of reporting correlates with this lack of enthusiasm for —

eers better understand the long-term importance to VSA of their experience in-
%, and if they and the partners they work for are encouraged to report in a way that
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for VSA.
More structured reporting from partners alone could

of a minuted 'conversation' around relevant questico
a structured conversation might be more effective£3

fesfipn
. ding
and volunteers, as well as country-, partner- ant-asdignpient-s

confidentiality, but volunteers dos
element in pre-departure briefing.

nt‘debriefs at VSA in Wellington, are
lescribed as the most effective way for
e gh much of this learning is to do with
lopment effectiveness. Debriefs are seen by
here they are informing planning for future

Field visits by VSA in-
where most leaming #

pastoral care and Iog d

volunteers as n
volunteer assi

it that thiey do ot at the moment see VA asa
rmation. Through the External Relations Unit (and

rs ko could provide voluntary distance-support for volunteers
ove towards VSA being seen as a potential professional

do this without facilitation (for example monthly volunteer
Mled in Phnom Penh by VSA field officers, but fell apart when left

¢ Kfrica programme, which brought local partners, Africa field staff and volunteers
o workshop M&E in a Tanzania Partner Conference in 2005. This was
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_considered valuable by partners as it both overcame their initial res %@t the
relevance of M&E for their work, and allowed them to meet and petw ther fprth
first time. ‘ '

VSA is also supporting the work of NZ-based academic Jo tschka in Vamaatu. Thig
is attempting to measure impact over time using relatively new qu
to capture information on the ground; in this case that
pre-schools run by Pri-Skul Asosiesen Blong Vanua
which has had input from VSA (and other) voluntee

VSA and partoers a clearer measure of voluntec
effectiveness.

Some substantive learning takes place b
provide generally good and effective ong

organisation) technical assistance, i i
training. Where there are individug

d in a different way.
The monitoring of such i act - by partners, VSA and
volunteers - is generall ' Q Iedsure in terms of quantifiable

g ulty across development
organizations and egpéci ¢ to measure the impact of TA or of

anex fkély'that there is an impact on individuals and some
communities b emelk difficult to quantify,

/1
Processing Less}@ﬁed: and th¢' UniVol experience

i ahoration-with-the-University-of Otagor targets-students-with

oks to a nine-month volunteer placement for them. The first

VIEW con

ed the{UniVols programme in the context of development effectiveness, partnership
ent

ation within NZ — which is outside the ToR - as well as towards development in-

@%e fir Vols left for their assignments in. the first quarter of 2007,
1 larndd

‘orking group spent more than a year designing a proposed youth programme, incorporating
erged from an earlier, unsuccessful school leaver programme.

A
{250 2
Y

A
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The final concept was that a pilot group of three student volunteers from Otago U Wbe

selected and sent into the field in February 2007.

What happened during recruitment . VP
eight '>

The unexpectedly high calibre of applicants gave VSA the opportunity to licants.
Specific assignment descriptions were not available for several UniVols Anfl ¢ir briefing, ™
which some UniVols had not yet been placed.

volunteer input.

What this meant in-country

Less time was available than anticipated to liaise with partney/ofganisaficns.

'Selling’ the UniVol concept to pariners - apait from those : 2 an

expected; partners generatly wanted experience rather tha
There was a rush to make deadlines based around the upive

the UnitWels pilot was
{Vols with new and

untried partner organizations.

What was learned
- | Potential partners, preferably existing ones,
NGOs have more flexibility than governm
Partoers respond more to the skills-set of
of youth volunteers.

Rporiunistically.
PVSA, rather than to the idea

How the lessons will be applied

Briefings — which took place wj ; 0l specific component and will take place
after assignments have been ig

Assignments will be scoped.ea entori will be arranged, ideally with a current
volunteer.

How the process was dos

" | VSA have tracked they : i pramme from design to implementation. Particularly
noteworthy is the 4 { ing troubles of the pilof group have been documented
early on in the fo 1th specific recommendations for changes.

How it looked

CniVo gdiaand-Vanuatowhere thisTeview made freld-visits:

The revigwers safions with UniVols in Cambodia raised several areas of concern
and it g to note that, on return to Wellington, these had already been recognised and

addreé t was enco ing to note that VSA wanted the reviewers to see the UniVols in-
COUnTING gfofe contex } issues around their placements on their return.
Uni aceme Vanuatn, visited subsequently, were seen in a different context. This

ided insi ﬁ mmendations and changes VSA is undertaking, particularly in regard

N

/) N
3L ing between VSA and NZAID

-0 scheduled meetings prescribed by the Funding Agreement provide an
l ty for learning between the organisations buf these tend to focus on funding
afion issues. VSA has provided input at the planning stage in to various NZAID
ategies (Africa; some Pacific countries). Joint attendance at, and contribution

core volunteers.
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VSA and NZAID might therefore consider ways to
learning opportunities. In Wellington, for examp
scheduled meetings between regional units, ang/ifi
VSA and NZAID are working (for example e
common interest (for example alignment ane¥
organisations would be the liaison people

LA -
&% gf biannual
A4 yifl C

Other opportunities for learning
or debriefs after field visits with
face to face meetings in-coun

fravel logistics preciude
>stheduled. Such briefings
syated with, and add value to, the

ay formal structure for rautual
ave to allow for different cultural and
works. For example the inclusive
ence, where the High Commissioner joined in
1ly adapted for, say, SE Asia although the

1d remain the same.

It is also clear that onedi
leaming that was tim€
work practices in
nature of the So

nd-the wider-world

¥dncation, wherg VSA's learning enters the public domain, is undertaken
Aal Reld Uplywhich includes in its work publication of the widely-
ma e, school awareness and fund-raising activities, and the
Net conferences. Again, the work of the ERU is excluded

kol XL
e TOR acknowledged limitation of the review.
>22.3.5 nitaring and Learning Framework (MLF)
Th %‘anfor this section is about the design and early implementation of the MLF,
it tsAnfluencing VSA's planning processes and development practice.

cally the TOR asked:
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e 'What are the strengths and weaknesses of the MLF? Can it
how?

e How is the MLF contributing to VSA's goal of being a

Direct comments from interviewees are given in quotation

contributing to VSA's overall achievement

VSA 2004-05 Annual Report to NZAID

The MLF is the umbrella under which VS84
place. It is outcomes-based and is seen asC]és

design and implementation
process of the MLF bas contribute waership of the framework. Work
is well underway to develepand embed the fragéwork mto VSA's work.

It is a 'fluid' docury
perceived as a wealhe
own professio @ A
described by the MALE fA ;

separate from learning, to a broader notion of

! car that the processes as well as the output
from monitoring afid ¢
monitoﬁ.h@u ; gramme used a SWOT analysis of both M&E and

fiAoted that 'one consequence of good M&E is our’

the iWpériners who alde Saw the latter as a positive movement towards learning.

& iy the MHLF is that it is difficult to quantify how much learning
fio VSAW are outputs used by others in the organisation in
is is goesmmg llenge for development organisations. Another is that
the' field experience of VSA staff and volunteers is processed and
vagiadble; the MLF is designed primarily for use internally in
by surprising that it is not well understood in-country. There is also a

unc tw taff who see the MLF as a useful, dynamic document and those who

not selg'g relevance to them. It was described as "Pollyanna-ish' in setting the bar too
igh, the 2003-2007 period of review — as not being SMART enough and
bei®yto id; the new MLF is more focused.

iew period covers the implementation of the first MLF. It should be noted that the
ork in progress, that it has been revised for the period for 2007-2011, and that
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the revised version is already operational. This, in itself, is a good
and changing accordingly. The first MLF was clearly aligned with
2003-07 although that plan's acknowledged lack of focus and g
in the MLF's less than specific outcomes.

The MLF has been revised to align with the current Strategic Int 007-20 3G
clearer focus of the Intent has allowed the MLF to articulate more precise -

what signs of
be. This

So the MLF allows staff to see what the outco
achievement there are, and what supportin;
allows for the provision of concrete cross/Sg

to the Asia Programme unit under whobse
learning for VSA about the challenges
than NGOs; about balancing pa
assignments in NZ; it documents
between VSA and several agedti

seission around the process of
ard or slow going to get some activities

iduatly twgerta)
monitoring activifygh nto the organisation and provides
personal/profe, gt s value more clearly.
In terms of ho ign : lementation of the MLF is influencing VSA's
dde t approach it is clear that there are good results to

ts;SUC eZase strdies; infornmgV-SApractice: The MEF1s
all units to artiduldte, plan and operationalise their annual monitoring
ver, the first MLLF during the 2003-07 review period was considered by
i angd'whspecific. The current MLF 2007-2011 is SMART-er and

E efforts where they matter most — at partner/volunteer
vidence for its ongoing influence is not yet there and it is
ekpect it. Implementation of the MLF is being monitored so this
rept over time
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4.4 Accountability

4.4.1 Implementation of the recommendations he

review

#21 which related to a management audit of VSA tha @ ~
Recommendation #19, regarding a programme of joiht flefd reviews sfaf
been actioned but only by one joint field trip to ]

'operational plans'; Tield Representativ
member - is no longer a current positi

Since 1998 VSA and its Council hav
international development', a i

clarity of purpose, intended g

4.4.2 Responsedd

counts process as a means of promoting and
bility. VSA approached the process with equal
a new, and unknown, way in which it could engage

NZAID sugge
supporting on;
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5 Conclusions

5.1 Development Effectiveness: respondin artiier needs,
increasing capacity and impact

VSA’s processes for recruiting, sending and supporti have

improved and are highly effective. General organisafy i g Mg

processes are sound. . :

At country programme level there is some excé
particular in their capacity building role as ges

stakeholders are generally impressed wi
older volunteers who bring years of exp

ich volunteers and their
wincere efforts to respond

6 I eaahg o are less well developed

VSA has a long history as a volunte
needs have been of primary importa
to the needs and priorities of partne
and therefore less effective. Thére]

road and beyond the capability of a small NGO
some solid progress in the transition, there is a
tegic in choices about partners and
n of disparate assignments at country level

der of technical assistance whose primary role is to develop
e same challenges, in terms of selecting personnel and

S g th ¢ impact; as other larger and better resourced agencies. Global
ssQifs from ieule show that local ownership and strategic management are critical
inofder t ¢ uts being fragmented and unsustainable. This is particularly
portant fvherg¥plunteers are working in an environment where there is a concentration
fTAsu mon Islands or Cambodia. VSA has the potential to increase
e ough greater engagement in the alignment and harmonisation agendas.

ds little evidence of impact. In part this is because measuring the impact of
assistance is difficult for any agency and it is almost impossible to attribute

@A Review 2007 Final Version June 2007 ' 39




continning source of motivation and support. In some cases it j§
negative impact if the presence of a volunteer replaces a loc
relationship continues beyond the point that it is useful. k j
some volunteers have an impact in the community which is"outst
and which is responsive to opportunity. However, overz

If compared with the kind of TA generally p{ov ;
consultants VSA is highly cost effective. It proxides i
considerable experience and life skills, many &4
more highly paid colleagues. To that extenj V'S
Whether VSA could provide the same vglys
and quantity is beyond the scope of thig &

¢ for money.
ithi ducing the quality

5.2 Partnership with N.
Funding Arrange

e hdent of or aligned with NZAID. At
ghntry gostshhas Begn contentious but has been under
retenthyw-bedn made which will overcome some of the

i3 I‘,’ in Wellington, feel constrained in developing

¢ desire to str o3 the relationship into a partnership appears to be
yside of VSA althctigh the reason for this is not well articulated. In the
ith cument relationships, it is difficult to identify real incentives

'WHOWW&Q if VSA wishes to be more effective in

s-much tefain from a deeper partnership with NZAID in which it can

\ m gxgater resources to analyse and develop strategies and its

andi-goverty agenda of the partner government. To that end the effort in
ipdAeeds to recognise the web of relationships and take place at

ellington level. Where VSA and NZAID both have in-country
re is likely to be greater success and potential to increase effectiveness.

unding Arrangement is an improvement on the previous version and has

ectd of both NZAID and VSA because it is permissive rather than restrictive.
ising that, in line with the Strategic Framework, VSA is an independent NGO and
t there are few incentives at present for greater alignment with NZAID, the key
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issue which faces NZAID and VSA is defining the purpose and na ationshi

alongside national government strategies. It may also be use
commitment to harmonisation with NZAID.

For some years the annual budget has been disbursed to VSA wi
understanding of what VSA is actually doing owing to
NZAID position. The purpose of NZAID participating

expose the DPM to the work of VSA. Whilst this ha beneficial #f cammohstibstitute
for ongoing partnership development based on in afjongharing. tt the focus
1 ifiprove élopment

of the relationship is Wellington but, if VSA A to de
effectiveness, the focus of the relationship ac 0 m&

5.3 Learning: the MLF, plan nrgeesses gnd-development
practice

m VSA4qnskthe

h

nity to capture, analyse and share
p but it is too early to have evidence

At present volunt de feir experience feeds back and informs
VSA. Their perg ortat BeCause they are indicative of a qualitative and
quantitative g i Land what is received. Strengthening reporting
so that it is eq er§ and their work with partners will strengthen
par’mersh?% ctured repert om partners is also potentially important and
‘-‘.’

useful. LN

N/ Y ,
t generally see VSA as an organisation from which they can leamn in

i effectjmgness of their assignment. VSA is finding means to
ir Zountry, in which face to face Iearning can take place, is
ereffective

n improving processes from Wellington. The Africa Partner

ation are key challenges to all organisations and VSA has in place a
ring and learning which is producing interesting and useful
flectioys\on pragtice. Substantive learning takes place at individual level between

Ik ers but the monitoring of this over time is currently weak.

Impfyv § on measuring impact would be valuable.

3+

between VSA and NZAID takes place in specific cases, such as the Africa
nferences, but in general it is under-developed. There is much to gain from a
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more structured approach to learning at country level as each orga
relationships, experiences and perspectives which can inform the

5.4 Accountability: the 1998 Review and 2
Accounts

The majority of the recommendations of the 1998 Koyt
where not, the reasons recorded. In the 10 years e that o
quantitative focus reflect a different approach ,

to dwell on the issues at this stage.

eters to which it wants to go in its move towards
' in order to clarify whether the émphasis is
" :

vagis o take it forward =relationship (characterised by convenience
sship (characterised by close cooperation with clearly defined joint
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Issues for Follow Up _ g@

Issues that VSA will need to consider if it continues to mowg A0 a devel nt
approach include:
» revisiting the placement of staff in-country, and sreighing 1

Issues that VSA and NZAID will need to
for development effectiveness include:
« implications arising from the notids

ownership, alignment, Sy
accountability can be best 1 d, app sd-mgasured by agencies working on
the ground; that is, bridging the gap betydes
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Annex I: Terms of Reference

BACKGROUND _
Since VSA commenced operation in 1962 the New Zgala

provided a significant proportion of VSA’s bu

Development Assistance (ODA) Programme. NZAID currertly provi port
to VSA in accordance with a four-year compiehkensive fundin ment

(2003-2007) agreed on an annual basis.

A core grant supports VSA's work in dev
scoping assignments and the recruit
volunteers in the field. It also supports
awareness and fundraising program
grants to contribute to the in-countn

where pariner organisations do i
costs.

agement of

velopen cation, public
ition provides non-core
ecified countries

rces to meet these -

Volunteer Service Abroad {V$ B tional volunteering for
development, linking New /Zea i orking to create positive
- rking in partnerships with
government, NGOs and commuhi -@. organisations key development
needs are identified. ' jonds 1§ requests for skilled volunteers to

support its partners iy

working and learning together with
for change. VSA is currently working

ignment at any time.

onitoring and Learning Framework (MLF).
-a-structure-and-mechanism-for documenting

nting VSA's strategic plan. Whilst primarily a

NZAID. The indicators developed are based on
{  They describe what VSA wouid like to be able to
ork as an organisation. Each year a moniforing plan

mo 1
Wkey an to be undertaken is developed and the results reported on.

ign Affairs undertook a review of its support to VSA in 1998.
ID funded VSA to undertake a Social Audit and the result
as a set of Social Accounts. The review provided specific

200 :
ere
rec
V34 tefo on.

ons for implementation, and the Social Audit highlighted areas for




&

This review is intended to provide recommendations th iftprm t
development of a new four-year funding arrangement betw: and VS
This new agreement will be finalised by 30 June 2007.

PURPOSE ' : !Q
This review is being carried out to assess the exte@h the gramige
managed by VSA is fuffilling the purposes outlined in th reemen een
VSA and NZAID, and to consider if a new fynding arrang uld

incorporate different purposes and objectives.

The review provides an opportunity to Ie
practice so as to improve developmeni

rma! Relations Unit
draiding). 1t will not involve
draw on the feedback
ongoing Africa Strategy

e duration of the current

undertaking a field visit to
provided by VSA's partnerg to
Review. The time period

funding arrangement, that is, 007. ,

The main stakeholde d in theTevdw are staff of both NZAID and VSA,
including New d i - staff, and in-couniry partner
organisations. Th il cops questions in particular detail in two

geographical loc

OBJECTIVE@
The review will i on:
O

e

A's implem fon of a developmental approach to volunteer
C nt contributes {0 community development and poverty alleviation

the d%ﬁd early implementation of VSA's Monitoring and
rning amawork is influencing VSA's planning processes and

i% unication and coordination between the two organisations and
ha¥ if any, policy and practice implications arise from these
erceptions?




. What actions VSA has taken to implement the recom tigps of t
1998 Ministry of Foreign Affairs and Trade review nd to t
results of the 2002/03 Social Accounts.

The following key questions will guide the review: &

1. How effective are the processes that VSA_has in plac

developmental approach to volunteer placeme i 510 muni

development and poverty alleviation?

. How effectively does VSA respon
priorities?

. What evidence does VSA )
building work?
. What are VSA and ie

communication and/sqordmation "ﬁ‘ e two organisations and

what, if any, polic practl pllcations  arise from  these
perceptions? i ‘
5 ! >the lessons, challenges and gaps

. What is going at a
'@- oved?

and how ca

2. How is VSA Monifgfipy and Learning Framework contributing to
VSA's dey racti uding organisational development?
. What tren eaknessés of the design of the Monitoring
a Fra& ? Can it be improved and if so, how?
7~ >

troduction o Monitoring and Leamning Framework, how is the
ork confributing to VSA’s achievement of its intention to be a




. Are the purposes, roles and mechanisms outlined in hensi
funding arrangement still those desired by stakehold

. Are there gaps in current funding arrangements? ‘

«  What changes, if any, should be made whe new’ arrapgemen
drafted?

METHODOLOGY

A consultant or team of consultants will be e ar sked

a design, plan and budget for the review, in A icipe ]

as feasible and appropriate, and gender
the review.

The component of the review that is Néw ¥e
the offices of VSA, and NZAID, Th

returned volunteers.
rk is contributing to improved
dcation and women's affairs. ‘

In Vanuatu the review will focus on ho

development outcom Iy childhoe 1-* .
i SA’s work with NGOs and how this
j (N&_COo

munities they work with.

Case studies, including in-co
countries. These will examine
in development outcomes i

O, undertake the Péview, in consultation with VSA.

Wtablished including a representative of SAEG, the
Manager, the CEO of VSA and another person

steering group will

NZAID is%ﬁ’ssioning Wiew. NZAID will choose a consultant or team of
t

ack to the consultant on the review plan and budget




COMPOSITION OF THE REVIEW TEAM

The review team will consist of a consultant or consultants, D Ci
Society Programme Manager.

The review team will need the following skills, knowle&j erience: : g

. Experience as a reviewer/evaluator of “com ity development
programmes A good understandin (

development intervention

. Experience with working with
organisations

«  Experience of and skill in partigioa
and gender analysis

In—country partners will be asked
and beneficiaries of volunteer pl

A VSA Programme Officer wi
The VSA Programme Offic re
the design and management SAp

REPORTING REQUI S
A half way report wi e to the
provided in brief ngz 0 dis nate

e been directly involved in
in the locality being visited.

i gted to resemble the final report. The
steering commit me n i$sues that have arisen at this stage
and provide guid ddr%ese. : ,
The review @o rovide ritten report with recommendations aimed
at improving theprogramge port should not exceed 50 pages in length,
excluding appenejces agthg m to the NZAID guidelines on the structure of

'
-

Wons will be considered in the drafting of the new
: arrangement between VSA and NZAID. If

changes to the way VSA or NZAID operates, these




Methodology and Workplan
March to May 2007

Annex [[: Review Methodology E@

1. Purpose of the Review

The review is being carried out to assess
managed by VSA is fulfilling the purpose
VSA and NZAID, and to consider if 2
incorporate different purposes and obje

The focus of the review is on exa
and NZAID to learn and improve.

® Yo the current comprehensive
arrangement for 2007-200117

between the two organisations and wha,
jons arise from these perceptions?
plement the recommendations of the

d to the results of the 2002/03 Social

N w\/
The the review is all VSA's work excluding that of the External
\ Weness, development education and fundraising)

007.




The main stakeholders are in-country and NZ-based staff SA a
NZAID, and in-country pariner organisations. @

3. Limitations of the Review

There are two limitations to the review:
1. In accordance with the terms of the Funding?
team includes staff of NZAID and VSA. D

the partner organisations and voluntee

2. The External Relations Unit was not | e
limits the opportunity to reflect the | e
development.

4. Program Logic @

During the early pericd of revie

clearly stated. The purpos

communities and voluntegrs jeve s
understanding through effe d

period 2007-2011 now clearly ates

and knowledge betweermNew Zealan

s, partner organisations, and
f life and build self-determining

mption of NZAID is that VSA shares
es'. Further, that hamessing the different
will result in a productive and mutually

In engaging. wit
NZAID's strategic
approaches
beneficial re

(N T AN

ive’o Methodﬁ%\’

am ding Ahe review are Sue Emmott and Virginia Jealous
t Cons ontracted by NZAID). The extended team for field
man {NZAID Civil Society Manager) for both countries,

i Ngah\Rgy (MSA- Program Officer for Laos and Timor Leste) and Karen
O Officer for PNG).

e phases:
s in Wellington undertaking documentary review and conducting
staff of VSA and NZAID, returned volunteers and other key

~/

! hensive Funding Arrangement between NZAID and VSA
@at icPolicy Framework for relations between NZAID and NZ NGOs

©




Phase 2: Field visits to Cambodia and Vanuatu (1 week each)
Phase 3: Analysis and write-up

Although the review will undertake in-depth case stughe fwo countrig
(selected jointly by VSA and NZAID) it was not eo fo limit the
(] R =

investigation to Cambeodia and Vanuatu only. With limite
review will aim to broaden the findings through:
‘mini’ case studies of Africa, Vietnam and Bougai

working in post conflict countries
drawing on specific country experig
team to the field (PNG, Timor Le

garning (Focus 3), in
ot the primary focus,
studies wilt also elicit

Methods wil! be predominantly q
+  semi-structured injervi

focus group wit

in depth discu

during field

- Annual Pla

- Monitoring and {2z
- Socfali{cﬁmty

\4
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Annex lll: Notes on Social Capital @

Contributed by Sally Jackman, NZAID DPM Civil Society

VSA has identified increased social capital as ari outcome of VO er involvema
in communities. For example, in the VSA report “Rebuilds inville” *
about a contribution to social capital resulting from the social contdefs of y

do not directly relate to formal objectives of assignme

agthorms that shape the

quality and quantity of social interactio the sum of the

institutions which underpin a society — i

or a common purpose.” Bot
straightforward guidance in ide

The Department of Statisp ] gwoirk for the Measurement of Social
Capital in New Zealand/] \ Thi 4 suggested social capital indicators

s Attitudes ay changes associated with dense social
capital

e Populafig al has to be understood within in a context
specifid patts of demographics, family associations,

1 exgeriences ifeludimgrefigious activities, communication capacity and

v ofnetworks and relationships
tions as these together norms about acceptable actions, mandates
, and social sanctions. The characteristics of interaction between
w description of social capital in any society.
iptiendf social relations these indicators provide could assist

al fabric that enablessocial cooperation, but implementation as

idl/capital have substantially limited the number of indicators, which
xnatory power of the concept and limit the usefulness of the term.

A faces is that it is extremely difficult to quantify the impact of

red
The if j
voldtedrs onsocial relations in communities, however, this does not mean that influence
- 1 0

i curting. For example, VSA volunteers in Cambodia are helping NGO staff
nd how to teach illiterate people about farming techniques and legal rights.

14




on, whi

Previously Cambodian staff have relied on the presentation of wri
0 the abili

has limited the ability of the less literate people to learn new conce
of teachers to learn about the reality of rural peoples. VSA has
“bridging social capital” — that is, the capacity of different
bridges of understanding that enable collaboration towards

In Vanuatu a VSA volunteer supported Ni-Van women to create¢’a re per
column on women’s issue. This increased com ation capacity inCrease
“bonding social capital”, that is, a sense of soliday i 2 owards
common goals.

These developments may not be easily count houl

valuable than more tangible outcomes. :

15




Annex IV: SOCIAL AUDIT FOLLOW UP

VSA has worked on five key areas.

&

@

1, Council
Rale of Council

)y N
Council strategic thinking(/WMp Febru 05

Monitoring and Learping Framework i
CEO's report iteraji
Govemnance strue
2007)
» Council indugtign

2. Staff
=  Communication

= Human resource
systems

4.
Staff m@
Buzz ( i
ITT \ .

kshops 2005
stve orientation programme in place
g tracking — Workplace survey

— —— T
3. voluptears 7 4 % : :
- _Supp N stems in place to inform branches when
%N teersdepartandretumn
D ellington branch meeting with volunteers at
. y VSANZ

briefing

Ongoing process - Debriefing
= Core business

16




4. Profile raising,
development
education and

Main function of the External
Eg: new magazine - VISTA
new initiatives - Addv
new campaigns - Pr

Y

f isi .
undraising » Development educatio
= Fundraising strategy
» Increase in media spots inCluging TV
advertisements
5. Branches

«  Role of branches and
communication with
Wellington office

= |nteraction a

q
-

"N

(pyomoting speakers and
L enusation),

feds in the field)
orking group),

or Change (development

), '

Bupporters (primarily ptaying an
acy role for volunteering for

ches workshop

anches sub committee

nar Zona af A\ SO A Ve o b
ATST ZUTIC U T UM o WO Kolto

@ntemaﬁonaf development).
g ss workshops

r

r

isa

g

I
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Annex V: Persons Met and Documents Consulted; @

~WELLINGTON
CEQ VEBA

[ Programme Manager Pacific, V:
Field Representative, Solomon sfan
| Manager Corporate Services, VSA
! . Manager Planning & IT, VSA
Programme Manager Asig 0&

| Programme Officer
Programme Office
Manager External K&

afiggemaThcg! VSA
Manager Regri S\ Training, Y6A )
Recruitment Soordinafof, VSA Z q(g} (&3

Recruitmeft Soordinator, VSA
Recruitment 8oordina

-
]
[{s]

o

3

3

®

=

slands {phone)
(phone)
bodia {phone)

ger Vietnam (email and phone)
ager Bangkok (email and phone)
ment Program Manager indonesia & Timor-Leste

evel
\E%e;mpm Civil Society
N Manager Solomon Islands (email)
Director Pacific, NZAID
rector Global, NZAID
; nstitutional Strengthening Adviser, NZAID
. DPM NZAID
DPM Pacific Governance, NZAID
Education Adviser, NZAID
Former High Commissioner Sclomon Islands

f Executive Director Gouncil for International Development
A
-5 Volunteer Cambodian Disabled People's Organisation

\ ;* Executive Director COPO
: Volunteer Farmers Livelihood Development

FLD Livelihoods staff

Q : ' FLD Administrator
' 18




ba-

»VANUATU -,

LN,

FLD Business Development

Executive Director FLD

Former Volunteer Cambodia Trust
Former Volunteer Cambodia Trust
Country Director Cambodia Trust
Accounts Cambodia Trust
Administration Manager Camb
Rehabilitation Program Manager Camb

Trus S ‘:T('?L) {‘.’e'
VSA Program Officer (Cambadja & Bhutan)
Administrator, VSA Cambggi
UniVol, Rural EconomicD [ ARty

Former Volunteer
Acting Exec Direct
Lawyer, COP

Program Offigép{Laes §
Former Voluhtee ogiation g
O ERATE

Pefth, Cambodia
Penh, Cambodia
Penh, Cambodia
Penh, Cambodia

49D

N

Unitveél, PCV
High Commissioner, Vanuatu
IC Manager, Vanuatu

eputy High Commissioner, Vanuatu
Project Manager, EduTrain
Volunteer, EduTrain —
National Coordinator, Pri Skul Asosiesen Blong Vanuatu
President, PSABY
Volunteer, PSABV
Former CEC VSA
Unassigned partner of volunteer
Unassigned partner of volunteer

ONLY)

Volunteers, Malaita Provinciai Government, Solomon Isiands

19
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- VSO Position

%

AusAlD Policy Statement Volunteers and Australian Develgpngent Segperation’ (2004
Comprehensive Funding Arrangement between NZAID an 003-2007

DAC Evaluation Quality Standards ~ test phase application (200

NZAID Country Strategies for Cambodia & Vanuatu
NZAID Guideline on the Structure of Review and Eva
Review of VSA Core Contract with MFAT (1998)
Schischka, John Research on Participatory
Asosiesen Blong Vanuatu (PSABV) Report on
Strategic Policy Framework for refations b
(2003)

VSA Annual Plans, Annual Reports & Annp p
VSA Cascade of Plans 2007-2011
VSA Case Study 1 — Rebuilding Bougai

Volunteers (2005)
VSA Regional and Country Strategje
VSA Monitoring and Evaluation Tag2s
VSA Monitoring and Learning Framgwort
VSA Pacific Volunteer and EFA grap

VSA Review of Health Assignme 2
VSA Social Accounts 2002/2003

Documents Consulted

VSA Volunteeg
elc)

&
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Annex VII: VSA Staff Participants in Review @
Contributed by Mui Ngah Lee (Cambodia) and Karen Hoﬂ@

We were happy to be asked to participate in th
programmes in Cambodia and Vanuatu. We see this revie
learning by both VSA and NZAID in terms of ho

better together to achieve development effe W
volunteering.

practices in the context of the &

have started to consider how torigiprove on the FORCRITE
- The process of developing{@p : 3 'ith partner organisations
- How we engage with the pattrgrofganis indssignment identification and
development . ‘

- The ongoing streng
distance
- The recruitment, 2
- The in-county
strenthening of

f volunieers ,
¢ and partner organisations -The
relevant NZAID counterparts in-country

- Monitoring er assignments, through effective reporting
mechanisms _
- How to defin yand collect evidence of VSA's effectiveness

mecipating in this review is to find ways to share our

ollzagues not only within the International Programmes Unit
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