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1 Documents

· Swiss Programme for the South Caucasus 2002 - 2006
· Annual program 2004 South Caucasus 

· Project Outline Support to Social Institutions in Georgia (SIG,11.03.2004)

· Fact Finding Sheet Cash for Most Vulnerable in Georgia (CfMV, 03.03.2004)
· Weekly Reports Emergency Programmes Georgia

2 Background

2.1 Situation

Following the so-called Rose Revolution and the change of the Government, the new Georgian Government is facing a severe budgetary crisis. Therefore Georgia called for urgent international assistance. The most urgent needs in the humanitarian field are:

· Winter heating programme

· Food assistance for orphanages and social institutions

· Arrears for refugee allowances, social welfare and health transfers

· Assistance to the inhabitants of social institutions (food, heating, electricity etc.)

Responding to the needs, the SDC Director General Walter Fust allocated on December 22nd 2003 one million Swiss Francs for a Programme to Support Social Institutions in Georgia out of the directors reserve.

Based on the request of COOF Tbilisi the Ministry of Finance provided a list of 43 Social institutions which are under the Ministry of Education. The list includes orphanages, children’s homes, homes for handicapped children and boarding schools. Most of the institutions were built in the early 1960s when Georgia was a part of the Soviet Union . Since Georgian independence the situation of the institutions deteriorated continuously. In the meantime many buildings are in a bad condition and the staff of social institutions receives their salaries irregularly. 
During a meeting in Davos between FWA and the newly elected Georgian president, M. Sakaashvili, the later asked for support to pensioners and most vulnerable. FWA agreed to allocate another one million Swiss francs for a Programme to support Most Vulnerable in Georgia. 

2.2 Developments up to now

Middle of February KFG was sent to Georgia for 4 weeks to assist the Regional Office in assessing the situation, elaborating proposals and appropriate implementation procedures and preparing project documents. (KFG was supported by HS.)
A National Project Manager (George Kokochashvili) was employed middle of March to carry on the work of KFG.

Programme to Support Social Institutions in Georgia:  For logistical reasons and because of time constraints the number of supported institutions was reduced to 12 (Kakheti Region, Mtskheta-Mtianeti Region (and Kvemo Kartli Region–1st phase only) in a first phase. It is planned to include 10 to 15 additional institutions in the same target area in a second phase. The support can be described as follows:
· To cover the expenses of 12 selected Social Institutions for food, heating, electricity, gas, water, medicine and communication for a period of up to 6 months. The total value of the support can only be calculated after the completion of the assessment
· Small projects in all of the selected Social Institution if needed. The small projects will cover the needs for basic equipment (furniture, blankets, kitchen utensils, clothes, books etc.) and small emergency repairs (mainly water and sewage system). The size and the value of the assistance per institution will depend on the findings of the assessment and the formulated needs of the Social Institution.

Programme to support Most Vulnerable in Georgia: A first preliminary assessment has been made by KFG and HS. The implementation of a “Cash Programme” will be likely. In the mean time the Ministry of Finance provided a list of potential beneficiaries in some eastern regions of Georgia. The newly employed National Project Manager George Kokochashvili conducted with a part time team a verification of the provided data. It was found that in the sample chosen in urban areas up to 20 % of the datas were incorrect. In rural areas the results are better. 
3 
General Objectives
3.1 Operational Frame defined by SDC HA
The general objectives for activities of the HA in the region are 
· to assure in the context of emergencies the survival and improve the living conditions of displaced and most vulnerable populations

· to improve the living conditions of the most vulnerable (refugees, IDPs, local population) by improving their housing conditions 

· to support the International Communities and the country’s efforts for return and/or integration of IDPs and refugees

The goal of the programme Support to Social Institutions in Georgia (SIG) is
· To cover the running costs of 12 Social Institutions in Eastern Georgia for a period of up to 6 months in order to secure the basic function of these institutions

· To support the selected Social Institutions with needed equipment and emergency repairs through small projects

The goal of the programme Cash for Most Vulnerable in Georgia (CfMV) is
· To support pensioners with cash payments alleviating the Budget of the  Min of Finance  if the quality of the list of beneficiaries proves to be satifactory

· To assist other most vulnerable people identified by the local community / municipality with  cash contributions; those beneficiaries will get an extra allowance which they do normally not get, and which is justified by their vulnerability
3.2 Assumptions and conditions

· The overall budget for each programme has been set at: one million Swiss francs; this means however for the SIG: 666'666 USD and for the CfMV : 740'000 USD  (as the exchange rate between Swiss francs and USD of the SNB has changed)

· The list of beneficiaries provided by the Min of Finance is eventually of high enough quality
· It is assumed that the COOF follows the findings of the assessment mission
· A precondition for a successful implementation is that the defined implementation procedures are accepted by the national authorities on the central and local level.

4 Specific Tasks
The main task is to assess how  the both programmes are implemented. The programme Support to Social Institutions in Georgia (SIG) is already mostly developed and ready to start. The following points need additional clarification:

· Work on the database and documentation of the SIG-Programme

· Decide on SDC’s contribution for each institution and assist the NPM in the preparation of the project documents

· Define standardised procedures in collaboration with the targeted institutions (contracts, reporting etc.)

Concerning the second programme Cash for Most Vulnerable in Georgia (CfMV) there are still open questions concerning the reliability of beneficiary data, the exact target group, the implementation procedure and the backstopping modalities. There is the option that one part of the contribution could be channelled directly through the Min of Finance (Part I) and another part of the contribution implemented on a local level in cooperation with the Municipalities and Districts (Part II).
· Assess the results of the per random verification of pensioners in Eastern Georgia
· Elaborate jointly with the Min. of Finance how the quality of the list can be improved
· Define the target group more precisely and the benchmarks for the “Cash for Most Vulnerable” programme (CfMV)
· Identify and define partners for the CfMV-Programme and define applicable working procedures 
· Define modalities and responsibilities for the selection of beneficiaries based on jointly agreed criterias 

· Identify and define payment procedures ( by direct bank transfer (Part I) and through the normal pension payment procedures (for Part II))
· Elaborate the project document for the CfMV Programme

For both programmes the following tasks have to be done:
· Introduce the new Project Manager xxx and brief him on the latest developments
· Regulate the future cooperation within the HH Social Emergency Programmes. Clarify the line of command and competences

· Elaborate a project document with applicable benchmarks

· Elaborate a risk analyses 

· Elaborate a working plan and a budget 

· Regulate financing and bookkeeping procedures

· Come to an agreement with the COOF 
· Meet with Government representatives and local administration
· Meet with international Organisations and NGOs
· Transfer of Tasks from the Assessment Mission to the Project Management.
5 Reporting
Mission report until 04.05.2004.
6 Responsibilities

· BCM is responsible for organisational matters and for the presentation and representation of the elaborated results. He will sign responsible for the main final decisions for the project implementation
· HS is responsible for the implementation of the assessment mission concerning the contents of the elaboration and formulation of the projects.
· KFG will be responsible for the elaboration of additional in depth information and for the elaboration of the Management Tool. He will be supported by the future Project Management.
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Appendix 1:  All over mission programme (provisional)
During the timeframe were the assessment takes place, BCM and HS will be engaged in another SDC HH programme formulation in the field of natural disaster preparedness in Armenia and Georgia. These tasks are not included in the following schedule.

	Date
	Time
	Itinerary/Duty
	Who
	Lead
	Remarks

	April 20
	05.00
	Arrival Tbilisi, transfer to Hotel Beau Monde 
	All
	Alex
	

	
	11.00
	Transfer to CoOf
	
	kh
	first briefing

	
	13.00
	Lunch
	
	
	at COOF

	
	14.00
	SIG briefing
	All
	KFG/KOG
	idem

	
	17.00
	Update: „Programme for Most Vulnerable“
	All
	KFG/KOG

HS
	idem

	April 21
	08.00
	SIG -Programme field trip to Kacheti
	All
	KOG
	with Alex, all day 2 cars

	
	17.00 
	Return

Discuss on immediate logistic requirements
	All
	
	

	April 22
	09.00
	Organise immediate logistical requirements 
Discuss upon future office location and requirements
	KFG, MAC

KOG
	KFG
	

	
	12.00
	(Meeting with ICRC)
	BCM

HS

KFG
	kh
	

	
	14.00
	Discuss personell requirements and draw up job descriptions

Discuss financing procedures with local COOF administration
	KFG, MAC

KOG
	KFG
	

	April 23
	09.00
	Presentation and final decision on administration, logistics and personnel
	All plus RUT
	HS
	

	
	14.00
	(Cross-over meeting with mission MAA/ZP)
	BCM
	RUT/kh
	at COOF

	
	14.00
	Work on Management Tool and Project Definition
Work on SIG Programme
	HS/MAC

KFG/KOG
	
	

	April 24
	All Day
	Work on Management Tool and Project Definition
	KFG/MAC

KOG
	KFG
	

	April 25
	All Day
	Work on Management Tool and Project Definition
	KFG/MAC


	KFG
	

	April 26
	all day
	Field Trip: 

· Identify Partners for MV- Programme on local level
· Possibility of Bank transfer
· Visit Potential Beneficiaries
· SIG Programme requirements
	KFG/MAC

KOG
	KFG
	

	April 27
	All day
	Integrate Findings in provisional MV project document
	
	
	

	April 28
	09.00
	· Briefing on findings and results

· Talks with applicants for personnel
	BCM, HS KFGMAC,KOF
	
	

	
	14.00
	Idem

· Project formulation
	KFG,MACKOF,
	
	

	April 29
	All day
	Final work

(Visit Fnance Ministry?)

(Visit Ministry of Education?)
	KFG,MACKOF,
	BCM/ HS
	

	April 30
	09.00
	Final work

(Visit Fnance Ministry?)

(Visit Ministry of Education?)

Transfer of Tasks to PM
	KFG,MACKOF,
	BCM
	

	
	14.00
	Debriefing
	All SDC present
	
	at CoOf

	May 01
	
	Return flight to Switzerland
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