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The Pact Community REACH program is a global USAID-
funded grant-making program designed to facilitate rapid
award of funds to NGOs implementing HIV/AIDS pro-
grams at the community level. This paper documents the

Pact Community REACH experience using South-to-South
collaboration as a mechanism to support NGO capacity devel-
opment in response to HIV/AIDS in the Russian Federation.
Not as extensively used in HIV/AIDS programs, South-to-
South collaboration has been used successfully by reproductive
health programs to facilitate learning between organizations
working in similar contexts. South-to-South collaboration has
the potential to be an effective and efficient way for countries
and communities to share strategies and approaches that have
been designed and implemented in the context of relevant
social, cultural, and economic issues.

Community REACH provides funding directly to local
NGOs or grantees. In some instances, grantees utilize these
funds to make awards to other local organizations (sub grant-
ees). Using this NGO-to-NGO capacity building approach,
Community REACH supports South-to-South collaboration
and builds the capacity of its grantees to support sub grantees
and other local partners.

The Community REACH experience working with grantees
and promoting South-to-South collaboration was particularly
important in the Russian Federation as USAID and other
donors continue preparation to phase out funding and support
for health programs.

Uniquely positioned, Community REACH grantees demon-
strated an understanding of local constraints and issues and an
awareness of how HIV manifested itself within their communi-
ties. Grantees faced a number of common challenges including
trying to engage new sub grantees, working with sub grantees
with varying levels of experience; weak relationships with
government, health facilities, and medical practitioners; limited
capacity to collect data and report to donors; little prior experi-
ence with service delivery and program implementation; and a
lack of a unified voice among HIV/AIDS NGOs. In response

to these challenges, grantees identified and implemented a
number of practices including awarding small grants to low-
capacity organizations as well as small organizations in remote
areas; tailoring guidance and mentoring to fit the specific needs
of sub grantees; developing networks to help NGOs engage and
discuss common issues; conducting trainings for civil society
groups, providers, and government officials; and raising the
profile of people living with HIV (PLHIV). With emphasis on
networking, collaboration, information sharing, small grants,
supportive supervision, and technical assistance, Commu-

nity REACH built the capacity of grantees to use innovative
strategies and tools to address longstanding barriers in capacity
development and achieve success in HIV/AIDS programming.

Overall, the Pact Community REACH experience demonstrat-
ed that South-to-South collaboration was an effective way to
build the capacity of NGOs in response to HIV/AIDS. Build-
ing the capacity of grantees to support sub grantees was an
important step towards sustainability and building the capacity
of civil society to respond to the HIVV/AIDS pandemic. South-
to-South collaboration should continue to be supported and
documented as part of a successful HIV/AIDS strategy.
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The Community REACH (Rapid and Effective Action Com-
bating HIV/AIDS) Leader with Associates (LWA) award is a
global USAID program funded through the Global Bureau

for Health’s Office of HIV/AIDS. Awarded in 2001 to Pact,

a U.S.-based private voluntary organization, the Community
REACH program is designed to facilitate the rapid award of
grant funds to nongovernmental organizations (NGOs) playing
valuable roles in the global fight against HIVV/AIDS.

The ultimate goals of NGO capacity building are to improve
the ability of local NGOs to respond to HIV/AIDS and deliver
services to individuals, families, and communities in a sustain-
able way. The Community REACH program aims to provide
stewardship of donor resources to engage local NGOs at the
grassroots level through subgrants, technical assistance, and
capacity building in scaling up of successful programs and
implementation of innovative programs in response to HIV/
AIDS. Since receiving the award, Pact’s Community REACH
Leader program has awarded more than 130 grants to NGOs
in 25 countries totaling almost $25 million. Pact’s guiding prin-

ciples to successful engagement of local NGOs in the response
to HIV/AIDS! include encouraging a transparent and com-
petitive selection process, ensuring stakeholder involvement,
targeting local organizations, allocating appropriate resources,
and focusing on results.

Community REACH provides grant funding directly to local,
indigenous NGOs (grantees). These grantees utilize funding to
implement HIV/AIDS programs or provide direct services. In
some instances, grantees utilize funds to make awards to other
local NGOs (sub grantees) that do not have the capacity to
satisfy donor requirements for proposal submission, reporting,
or financial accounting.? In turn, sub grantees utilize funding
to implement HIV/AIDS programs. Using this NGO-to-NGO
capacity building approach, Community REACH supports
South-to-South collaboration and builds the capacity of its
grantees to support sub grantees and other local partners. Fig-
ure 1 illustrates this approach and provides an example of the
organization Community of People Living with HIV (Com-
munity of PLHIV) and two of its sub grantees.

Pact Community REACH

Community REACH Grantee

(Community of PLHIV)

Sub Grantee
(Centre Plus)

Sub Grantee
(Ponimaniye)

Figure |. Community REACH in Support of South-to-South Collaboration
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Purpose

The purpose of this paper is to document Community
REACH?’s experiences using South-to-South collaboration

as a mechanism to support NGO capacity development in
response to HIV/AIDS. Examples of Community REACH’s
experience working with grantees and promoting South-to-
South collaboration are found in their work in the Russian
Federation through Siberia AIDS Aid, Community of PL-
HIV, Mildmay in Kenya, GOAL Uganda, and American Red
Cross (ARC) Honduras. Though the majority of this paper
focuses on Community REACH grantees and sub grantees in
the Russian Federation, examples from Kenya, Uganda, and
Honduras are highlighted throughout. For the purposes of this
paper, grantees are defined as organizations that receive fund-
ing directly from Community REACH while sub grantees are
defined as groups that receive funding from these Community
REACH grantees.

Approach

The authors utilized a series of qualitative methodologies to
document the results of Community REACH’s South-to-South
mechanism for building NGO capacity in HIV. They gathered
data from a literature review of NGO capacity development;
carried out interviews with the Pact Community REACH
team; conducted telephone interviews and field interviews with
Community REACH grantees and sub grantees in Russia,
Kenya, Honduras, and Uganda; summarized findings from two
“Lessons Learned Workshops” held in Irkutsk and Moscow, and
conducted a review of relevant project documents. These data
were synthesized and analyzed and are presented in this paper.

The paper is organized into four main sections. First, using
information gathered from the literature review, the paper pro-
vides background on the importance of NGO capacity building
and the potential of South-to-South collaboration. The next
section highlights Pact’s approach to building the capacity of
NGOs and introduces broad categories of capacity development
that are needed by grantees when supporting other NGOs.
Using these categories, the remaining sections explore the Com-
munity REACH program’s work with two grantees in Russia
and conclude with a discussion of their success and challenges in
implementing South-to-South collaboration.
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NGO CAPACITY BUILDING

The following section draws upon the capacity development literature and Pact’s Community REACH experience to provide
background on the importance of building the capacity of NGOs as well as the potential for employing South-to-South partner-

ships in response to HIV/AIDS.

The Importance of
Building the Capacity of NGOs

The literature on capacity development widely acknowledges
that initiatives encouraging sustainable funding and promoting
organizational development such as strategic planning, leader-
ship development, and program management; well-functioning
financial and administrative systems; and technical skills in HIV
fundamentals, prevention, care, and treatment are essential for
strong HIV/AIDS programs.®#567 When local NGOs develop
and implement these initiatives, it is more likely that the local
economic, social, and cultural context will be taken into consid-
eration as compared to initiatives led by external/international
partners. These local NGOs demonstrate an understanding of
contextual constraints and issues and an awareness of how the
epidemic manifests itself within their communities. Uniquely
positioned, NGOs are extremely effective at identifying solu-
tions that are appropriate for their communities. By establishing
close relationships and developing linkages with other commu-
nity partners, NGOs can mobilize their communities and work
with local and national governments to identify and implement
flexible responses to local challenges as well as identify resources
to support and sustain promising initiatives.® Building NGO ca-
pacity increases their self-efficacy and a sense of ownership and
allows donors to work towards the development and implemen-
tation of exit strategies.

The Importance of
South-to-South Collaboration

South-to-South collaboration is an approach to capacity devel-
opment that reproductive health development partners have
used to encourage horizontal exchange between countries,
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individuals, and NGOs.>%° Not as widely used in HIV/AIDS
programs, South-to-South collaboration facilitates the sharing
of experiences between and within low- and middle-income
countries. In addition to highlighting local expertise, this ap-
proach to capacity development has the potential to be more
effective and efficient as countries and communities share
successful strategies and approaches that have already taken
into consideration relevant social, cultural, and economic is-
sues.' Though donors may still play a leading role in initiating
South-to-South collaboration, with emphasis on locally driven
processes and locally developed solutions, South-to-South
collaboration demonstrates great potential as an approach to
sustainable capacity development.*?

Pact’s Approach to Capacity Building

Through South-to-South collaboration, local organizations can
play an important role in building the capacity of other local
institutions. However, in resource-poor settings, local organiza-
tions that are playing the role of a “grantor” themselves require
skills building and capacity development as they work toward
accomplishing their missions.

Experience gathered through six years of implementing the
Community REACH program has shown that there are three
key pillars to ensuring support to local organizations in terms
of building their capacity. These pillars are as follows:

1. Grant-Making: Pact ensures success in grant-making
through competitive processes that select effective and
accountable partners. The program employs transparent
and efficient grant mechanisms coupled with assistance to
grantees to ensure donor compliance (program manage-
ment, program monitoring and reporting).



2. Technical Support: Pact provides appropriate technical
support on HIV/AIDS and other relevant program areas to
grantees in order to improve service effectiveness, efficiency
and quality based on national or international standards.

3. Institutional Strengthening: Pact provides support to
grantees to maximize their overall organizational ef-
fectiveness, efficiency and sustainability. Institutional
strengthening focuses on the following three areas:

* Finance, Administration, and Sustainability — poli-
cies and procedures that contribute to organizational
accountability, efficacy, and long-term sustainability.

*  Governance and Program Management — Systems,
structure, and culture of the organization that allow it
to achieve its immediate and long-term mission.

PACT

*  Policy and Advocacy — the ability of a grantee to
positively influence national and local institutions that
have an impact on the HIV epidemic and the national
response, through advocacy, lobbying and networking.

Community REACH supports a number of grantees to act as
grant-makers themselves. The same pillars identified above are
needed by Community REACH grantees to build the capacity
of other local NGOs responding to HIV/AIDS. Figure 2 below
illustrates Pact’s approach to capacity building and the pillars
necessary for South-to-South collaboration.

For the remainder of this analysis we will use the capacity build-
ing framework described above to analyze the success of local
partners as South-to-South capacity-builders and grant-makers.

IMPACT

NGO
Performance

Local HIV/AIDS Response Capacity

Technical Institutional Grant-
Support Strengthening Making

Figure 2. Pact’s Approach to Capacity Building
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The following section uses the five categories of Grant-making; Technical Support; Finance, Administration and Sustainability;
Governance and Program Management; and Policy and Advocacy previously outlined to discuss Community REACH grantees’
efforts to build the capacity of their sub grantees in the Russian Federation.

Russian Federation

Supporting the sustainable development of NGOs is of par-
ticular importance in Russia. Though the Russian government
provides the vast majority of medical services, additional
support is still needed to improve the lives of PLHIV. Govern-
ment-funded facilities must rely on NGOs for prevention and
care services such as community outreach for at-risk popula-
tions, pre-and post-test counseling, and peer education. There
is a need for NGOs and government to collaborate to provide
more comprehensive services and to more effectively reach
underserved and hard-to-reach populations.

Russian NGOs are currently dependent on international donor
and private sector philanthropic activities. Though substantial
funding has been distributed across the Russian Federation by
international donors such as the Global Fund to Fight AIDS,
Tuberculosis, and Malaria (GFATM), other donors such as
USAID have begun to plan their withdrawal from Russia.
Strengthening the capacity of NGOs, therefore, becomes even
more of a priority. USAID and other donors are currently
working to support the development of NGOs to facilitate the
transfer of effective models and essential skills to help ensure
sustainability as part of their long-term strategy to withdraw
funding in the area of health.*®* While there are a few examples
of NGOs receiving funding and contracts from the Russian
government, these have been limited in number and scope.

In Russia, NGOs face legal and regulatory hurdles. The Russian
Federal Law On Introducing Amendments to Certain Legisla-

tive Acts of the Russian Federation, enacted in April 2006, posed
new requirements on public associations and noncommercial
organizations. “ These new requirements restrict who may form

an organization in the Russian Federation, expand the grounds on
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which registration may be denied, and enhance the supervisory pow-
ers of the state over organizations.”** An amendment to the “NGO
Law” enacted in April 2007 placed additional requirements on
NGOs that receive funding from abroad to re-register their or-
ganizations and provide detailed documentation about funding
received from foreign donors.® This process required that NGOs
spend a substantial amount of time on paperwork in consulta-
tion with legal specialists to re-register with the government.

The amendment was intended to improve NGO accountability;
however, there is ongoing debate about whether the law has gone
too far by making it costly for NGOs, particularly small orga-
nizations, to comply. Community REACH grantees reported
that this “NGO Law” has posed barriers to many organizations
in maintaining their premises and continuing their project work
while trying to respond to the new legal requirements.

Community REACH provided grants to two small organiza-
tions with limited resources and capacity in Russia, Siberia
AIDS Aid Fund (Siberia AIDS Aid) and Community of
PLHIV, to build networks and strengthen the capacity of other
local HIV/AIDS organizations. These grantees applied different
capacity building strategies, such as small grants, training, and
one-on-one mentoring, to strengthen the outcomes of their sub
grantees and build their sub grantees’ capacity to implement
programs and deliver services in the long term. Their South-
to-South collaboration is of great significance in the Russian
Federation as the U.S. Government and other donor organiza-
tions continue to gradually decrease funding to these programs.
Lessons learned from grantees in Kenya, Uganda, and Honduras
are included where relevant.



Grantee: Siberia AIDS Aid Fund

Overview of Community REACH Support
and Approach to Capacity Development

The Siberia AIDS Aid Fund (Siberia AIDS Aid), a local NGO
based in Tomsk, received a grant from Community REACH in
2003 to develop the Siberian Network of HIV/AIDS Service
Organizations—a network of service providers directly sup-
porting PLHIV—as well as organize and manage peer support
groups. Though Siberia AIDS Aid had experience in networking
and exchanging information and skills with other NGOs as a
means of capacity development, this was Siberia AIDS Aid’s first
experience operating as an “intermediary” grant maker for other
local organizations.

Siberia AIDS Aid’s goal under this Community REACH grant
was to mitigate the impact of the HIV epidemic by:

 sharing the experience and resources of nonprofit
organizations of the Siberian region;

e developing and providing direct services to PLHIV;

 reducing stigma and discrimination of people affected
by the HIV/AIDS pandemic;

e mobilizing resources within the community to
implement HIV prevention strategies; and

 attracting PLHIV to HIV prevention.

Siberia AIDS Aid’s approach to capacity development included
awarding and managing sub grants, providing and demonstrat-
ing direct services such as counseling, conducting trainings and
seminars, organizing forums and conferences, publishing infor-

mational materials, and facilitating the exchange of information.

Siberia AIDS Aid documented approaches employed by its sub
grantees through a series of bulletins and other publications
with the goal of replicating good models throughout Siberia by
combining resources from AIDS service organizations.

PACT

Grant-making

Siberia AIDS Aid staff previously served as expert reviewers for
other small grant programs and were familiar with organizations
that implemented strong and successful small grants programs.
In preparing the Request for Proposals (RFP) and the small
grants application materials, Siberia AIDS Aid analyzed the ex-
pertise of these organizations, including Community REACH,
and contacted colleagues with experience in managing grants to
seek advice and materials.

To select and identify qualified partners, Siberia AIDS Aid
developed detailed application criteria including:

 realistic goals and a demonstrated understanding of
their impact;

e measurable outcomes;

e implementation of the Greater Involvement of
People Living with HIV/AIDS (GIPA) Principle;

e sustainability after the end of the grant;

» alignment of activities with the budget; and

e personnel plans aligning personnel to activities.

When Siberia AIDS Aid released the RFP in September 2003,
its staff also distributed the RFP to oblast (state) AIDS centers
to forward to registered organizations and individuals where
there were little or no organized activities for PLHIV. Siberia
AIDS Aid asked potential sub grantees to propose their own
programs and budgets without any limitation on activities or
funding ceilings.

Siberia AIDS Aid began to build capacity of potential sub grant-
ees even prior to providing the small grants. While reviewing
grant proposals, Siberia AIDS Aid worked with local NGOs to
provide guidance on revising and strengthening the grant applica-
tions. During this process, they began to introduce the concepts
of project management, monitoring and evaluation (M&E), and
fiscal accountability. Considering the views of an expert review
panel, Siberia AIDS Aids first round of small grants was imple-
mented in Omsk, Novosibirsk, Kemerovo, and Irkutsk oblasts
and in Krasnoyarsk and Altai Krai.!’
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“Building the capacity of new and fledgling
organizations did not necessarily mean
building them from scratch.”
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Dr. Julia Kondinskaya,
Director, Siberia AIDS Aid

In 2005, Siberia AIDS Aid reported that although they helped to create ten support
groups for PLHIV in Siberia, there was a need for more substantial and integrated
support to PLHIV as well as their family and friends. They also hoped to provide
targeted assistance to HIV-positive women, HIV-positive men having sex with men,
and to families and sexual partners of PLHIV.

Considering these needs, Community REACH provided Siberia AIDS Aid with addi-
tional funding to implement a second round of small grants. The primary objectives of
the second round of grants were to continue providing support and strengthen the sus-
tainability of already established support groups for PLHIV as well as expand services
for PLHIV in Siberia, including information centers, discussion groups, online and
telephone counseling, and work in prisons. During this round, Siberia AIDS Aid re-
ceived eight complete proposals and funded five. Many of the same organizations won
a second grant. However, Siberia AIDS Aid reported that they were unable to fund a
few organizations with successful first round activities due to their lack of compliance
with reporting requirements. Though sub grantees received substantial training in this
area, some of the newer organizations found reporting to be challenging.

Governance and program management

Siberia AIDS Aid’s innovative approach to governance and program management
included scheduled meetings each quarter with the project manager and local activist
from each sub grantee. Siberia AIDS Aid conducted these meetings either as one-on-
one visits or in group settings with other sub grantees. They took advantage of the
training events, forums, and conferences to provide supportive supervision. Additional
support in this area included targeted trainings for managers and activists; yearly site
visits by Siberia AIDS Aid staff; and online and telephone consultations with Siberia
AIDS Aid staff on technical as well as management issues. Siberia AIDS Aid reported
that M&E was a strong component of their grant management strategy, which included
the development of an electronic database with reporting forms. This electronic system
helped sub grantees manage data collection and improved the quality of data reports.

Finance, administration, and sustainability

Siberia AIDS Aid developed policies and procedures for administering a small grants
program. Siberia AIDS Aid staff reported that these procedures allowed them to
build the capacity of sub grantees in financial and program management and convey
the importance of accountability, efficacy, and long-term sustainability. Staff cited
these policies and procedures as a practice that helped ensure the success of their
Community REACH funded project.



Siberia AIDS Aid also demonstrated the importance of financial and programmatic
accountability by requiring revisions of financial and program reports from their sub
grantees when needed. In addition, sub grantees were not permitted to apply for the
second round of grants until they had satisfactorily submitted all required reports on
the first grant.

Technical support provision

During the first stages of the grant-making process, Siberia AIDS Aid found that
technical knowledge and support were of primary importance. With a solid technical
foundation, additional skills in the areas of program management or reporting could
be more readily adopted and implemented.

Siberia AIDS Aid staff reported that “zaining in fundamentals of HIV and basic
organizational development has been integral to the success of our efforss.” They asserted
that the fundamentals are a necessary component of ensuring the NGOSs’ success

and sustainability. To strengthen the capacity of sub grantee NGOs, they provided
training and mentoring on elements of organizational development, such as fundrais-
ing, management, reporting, and strategic planning as well as fundamental technical
knowledge about their program area. Dr. Julia Kondinskaya of Siberia AIDS Aid
stated that “donors have stopped providing or funding basic trainings in fundamentals,

but those areas are essential to building civil society and reaching greater numbers.”

In the process of building the capacity of sub grantees, Siberia AIDS Aid also grew
professionally as they commissioned or conducted trainings on new topics outside of
their specialty areas. The trainings, networking events, and conferences led by Siberia
AIDS Aid for their sub grantees included:

e pre- and post-test counseling;

e organization and management of peer support groups;

 international conference on “HIV/AIDS Treatment: medical and
psychological aspects”;

e Siberian forum of PLHIV;

e fundamentals of fundraising and program management;

« fundamentals of HIV/AIDS counseling over the telephone;

 conference on “Perspectives on developing direct services for PLHIV in Siberia”;

e prevention of burnout; and

e time management.

PACT

THE MILDMAY
KENYA EXPERIENCE

Mildmay sub grantees commented that
as a result of Community REACH sup-
port they developed skills in a number
of areas that helped them manage and
implement their program. Areas of
improvement included:

* promoting program transparency;
* involving community and ministry
in the program design phase;
« conducting needs assessments
to inform program design;
* monitoring progress and
reporting back to donors;
e prioritizing interventions
to reach vulnerable groups;
« developing and writing proposals; and
» managing funds.

Sub grantees highlighted that they
learned not just to copy from others
but to examine the needs in their par-
ticular area and respond creatively.

As a result of Community REACH
funding, Mildmay sub grantees also
reported that their HIV technical

skills had improved in specific areas
such as counseling and communica-
tion, GIPA, CD4 count, nursing care,
antiretroviral therapy (ART), nutrition,
opportunistic infections (Ols), stigma
and discrimination issues and impact,
immune boosters, adherence, public
speaking, positive living, mother-to-child
transmission (MTCT), disclosure, trans-
mission routes, referrals, community
vulnerability, size of problem, universal
precautions, and hygiene.
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Policy and Advocacy

Siberia AIDS Aid convened an international conference on
“HIV/AIDS Treatment: medical and psychological aspects”

in Tomsk in November 2004. Participants came from all

over Russia and from parts of Europe to see the “Siberian
Network.” The Director of Siberia AIDS Aid, Dr. Julia Kon-
dinskaya, reported that “people couldn’t believe that Siberian
organizations could unite and form a Network.” These activities
and this Network were among the first calling for unity among
Russian PLHIV activists and professional organizations. Dr.
Kondinskaya noted, “Whereas in Moscow and St. Petersburg
activists maintained that specialists and PLHIV should operate
separately, in Siberia we maintained partnerships.” Follow-

ing the first round of sub grants, Siberia AIDS Aid brought
together all sub grantees as well as other interested parties for
the first Siberian Forum for PLHIV in Krasnoyarsk. Dur-

ing this forum, sub grantees engaged in a discussion of the
issues and problems that each organization faced during grant
implementation as well as the general concerns of PLHIV and
PLHIV organizations. This forum began a wave of activism
and participation across Siberia.

In addition to collaborating with other NGOs and international
donors, Siberia AIDS Aid stressed the importance of their collabo-
ration with the Tomsk City government, where Siberia AIDS Aid
is located. The Tomsk City government supported Siberia AIDS
Aid and the Siberian Network by offering meeting rooms, free
access to mass media, and their city emblems to lend additional
credibility to the issues and events held by Siberia AIDS Aid. Dr.
Kondinskaya stated that this played a role in inspiring and build-
ing the capacity of the sub grantees to collaborate with their own
local governments as they, “/earned that it is possible and important

10 build and maintain a partmership with the government.”

Siberia AIDS Aid has long been committed to building a
network of AIDS service organizations in Siberia and is fiercely
proud of the accomplishments that have been made possible in
Siberia through close collaboration and cooperation. This as-
pect of Siberia AIDS Aid’s mission contributed significantly to
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their success with Community REACH funding. Siberia AIDS
Aid’s dedication to building capacity and sharing information
among these new Siberian organizations provided opportunities
to fledgling initiatives and contributed to the growth of AIDS
prevention and treatment efforts throughout Siberia.

Factors that contributed to Siberia AIDS Aid’s success

There were several factors that contributed to Siberia AIDS

Aid’s successful South-to-South collaboration. The processes
and approaches used by Siberia AIDS Aid for providing sub
grants generated key best practices, including:

e Providing training in HIV fundamentals and basic or-
ganizational development capacities such as fundraising,
management, reporting, strategic planning and other key
skills for which donors had ceased support for training.
Siberia AIDS Aid recognized that building a strong founda-
tion within their sub grantees in these skill sets was essential
to strengthening civil society, ensuring quality of service
provision, and reaching greater numbers of people. Mildmay
in Kenya also reported that training sub grantees in HIV
fundamentals as well as program design and management
was a key factor for success. See sidebar on page 9 for details.

e Ensuring that M&E was a compulsory part of the small
grants program.

e Maintaining clear policies and procedures for finance,
administration, and accountability in grant-making, grant
administration, and program management.

e Building partnerships between sub grantees that allowed
them to become and be viewed as peers and equals by en-
couraging and providing opportunities for networking and
knowledge sharing between sub grantees.

e Modeling good relationships between NGOs, the gov-
ernment, health facilities, and medical practitioners and
encouraging their sub grantees to establish
similar relationships.

e Developing regular avenues for communication including
guarterly meetings with each sub grantee, continuous coun-
seling to sub grantees, and regular site visits.



Challenges and innovative solutions to building capacity of sub grantees

Tension between HIV-positive and -negative groups

Siberia AIDS Aid reported that previously in Russia, tension existed between HIV-
positive groups and HIV-negative activists and professionals. As PLHIV struggled
to secure their rights and demonstrate the importance of their active involvement in
the response to the epidemic, they viewed the involvement of HIV-negative activists
and professionals as unnecessary. Despite this challenge, Siberia AIDS Aid contin-
ued to model the value of diversity within and among organizations, and stressed
the importance of collaboration and cooperation between PLHIV and HIV-nega-
tive activists and professionals. As initiatives grew in the Siberian region and PLHIV
groups gained experience, these groups steadily recognized the value of diversity and
the importance of having broad-based support.

Varying levels of sub grantee experience

Siberia AIDS Aid’s sub grantees had varying levels of experience and knowledge. Sub
grantees with less experience required increased support from Siberia AIDS Aid and
received frequent consultations by telephone and email in addition to periodic visits
and in-person consultations. In order to encourage collaboration and capacity devel-
opment as well as recognize local expertise, Siberia AIDS Aid facilitated exchanges
among sub grantees to help ensure that the models and approaches for developing
peer support groups, providing care and support to PLHIV, and reaching PLHIV in
prisons were also shared and replicated. Though this range of experience among sub
grantees required Siberia AIDS Aid to be more thoughtful and individualistic in their
support for sub grantees, it also presented an opportunity for information exchange
and collaboration between local partners.

Membership turnover

In Siberia, membership turnover of PLHIV activists was a challenge. Siberian PLHIV
activists who disclosed their status became increasingly involved in education, com-
munity mobilization, advocacy, and program design and began to receive invitations
to attend trainings and conferences in Moscow. Over time, as these PLHIV activists
achieved success in their efforts, they experienced increasing demands on their time,
which resulted in their decreased participation at Network meetings and in program
implementation. Some relocated to Moscow to deepen their involvement in activism.
Membership turnover was initially viewed as a setback and considered a loss for in-
stitutional memory. The Network and Siberia AIDS Aid soon realized, however, that
turnover was an indicator that PLHIV activists had developed the confidence and
skills to branch out and apply themselves to new initiatives. Membership turnover
was also an opportunity to identify and train emerging leaders.
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“When donors provide significant funding
in a region, the government steps back,
but then when the donor decides to leave,
it seems that there is little effort spent
advocating to the government about
refunding the programs that work and
working collaboratively with the NGOs that
have been successful.”

Dr. Julia Kondinskaya,
Director, Siberia AIDS Aid

PaGe 11



PACT

Reporting

Reporting posed a particular challenge for some sub grantees
and even led to decreases in funding for the second round.
Despite receiving extensive training and mentoring in fulfilling
reporting requirements, several sub grantees faced difficulties
honoring reporting deadlines. In particular, sub grantees with
limited capacity were unable to develop or maintain their own
data collection and reporting systems, which affected the quality
of their data. In response to this challenge, Siberia AIDS Aid de-
veloped an electronic database with reporting forms to assist sub
grantees with data management, quality assurance, and report-
ing. Many sub grantees continue to require additional support
in this area and Siberia AIDS Aid reported that they continue to
use this electronic database and reporting system in their work.

Barriers to Sustainability

Siberia AIDS Aid noted that the limited interaction among
donors, government, and NGOs continues to affect the
sustainability of programs and identified an ongoing need for
donors and government to communicate and develop sustain-
ability plans together.

At the end of Siberia AIDS Aid’s Community REACH-
funded project in late 2006, the Siberian Network of support
groups for PLHIV consisted of 13 active organizations. The
Network still existed in 2008, consisting of 10 organizations
and support groups throughout Siberia. Challenges remain,
such as the newly enacted “NGO Law” as well as limitations
regarding qualifying for donor funding for NGOs. However,
Siberia AIDS Aid reports that the Network’s efforts to exchange
information and impart knowledge to all their members and
contacts has contributed to improved relations with govern-
ment entities, stronger and more successful activities, and
greater ease in reaching the populations they wish to serve.
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Grantee: Community of PLHIV

Overview of Community REACH support
and approach to capacity development

Beginning in early 2006 Community REACH funded the
Moscow-based NGO Community of PLHIV in a similar manner
as Siberia AIDS Aid to provide technical assistance, training, and
small grants to PLHIV initiatives across the country.

Established in 2003, the Community of PLHIV is an NGO
with a mission to improve the quality of life of PLHIV in Rus-
sia. Community of PLHIV works in close cooperation with
governmental organizations, international and Russian NGOs,
the private sector, donors, and mass media. Community of
PLHIV also works with smaller organizations throughout Rus-
sia providing them with technical assistance and training in the
following areas:

e engaging and mobilizing PLHIV;

 facilitating institutional development and capacity
building for PLHIV in Russia;

e advocating for PLHIV rights and interests at all levels of
decision making;

 raising public awareness of HIVV/AIDS and reducing the
stigma and discrimination experienced by PLHIV; and

e promoting the involvement of PLHIV as experts,
decision makers, and service providers.

Community of PLHIV leverages funding from several donors
in its approach to elevate the issues of PLHIV and build capac-
ity of sub grantees. With support from Community REACH,
Community of PLHIV serves as an umbrella organization. In
this capacity, they provide technical and financial support to
build the capacity of smaller organizations to deliver qual-

ity services. Community of PLHIV has been able to expand
outreach to PLHIV throughout Russia by working with local
partners situated throughout the Russian Federation’s regions.
Community of PLHIV collaborates with established partners
while also helping to build the capacity of new organizations.



Grant-making

Community of PLHIV’s strategy to expand outreach to PLHIV throughout Russia
included developing a small grants program, which provided a financial award to one
grantee in each of six federal okrugs.'® The sub grantees were then responsible for working
with other local partners within their okrug to mobilize PLHIV, raise awareness of the
right to treatment and care, and build local capacity to provide treatment, care, and sup-
port services, such as peer counseling and counseling on adherence to treatment regimens.

Based on the feedback of an expert review committee, Community of PLHIV made
awards to six grantees after receiving 24 applications from across Russia. The quality
of proposals varied widely, and there were cases in which all applications within a fed-
eral okrug were weak while multiple strong proposals were submitted from another
federal okrug. As a result, Community of PLHIV had to reject several strong applica-
tions and accept some weak proposals; however, this approach allowed Community
of PLHIV to support a wide range of nascent organizations and ensure broader
geographic coverage.

In addition to building capacity through training and mentoring, Dr. Sergey Smirnov,
Director of Community of PLHIV, noted that the small grant funding itself was an
essential component of the capacity building strategy. “By providing resources to PLHIV
initiatives for program implementation, Community REACH allowed Community of PL-
HIV to expand further into the regions and allowed the PLHIV groups to put the skills and
knowledge they obtained during trainings into practice.”

Governance and program management

Community of PLHIV's expressed mission to engage and mobilize PLHIV and facilitate
institutional development and capacity building for PLHIV groups in Russia is evident in
the design and implementation of their Community REACH-funded project. Communi-
ty of PLHIV’s approach to grant management included online, telephone, and in-person
consultations with sub grantees from the stages of proposal development through imple-
mentation and reporting. They served as a consistent presence to provide support, advise
the leaders of these small organizations, and facilitate information exchange and sharing
of experiences among sub grantees. While providing this type of intensive assistance across
the vast expanse and five time zones of Russia was logistically challenging, Community of
PLHIV seized every opportunity to meet with sub grantees at international and national
events independent of Community REACH funding. Additionally, Community of
PLHIV’s extensive network and list of current and past donors, including the Joint United
Nations Program on HIV/AIDS (UNAIDS), GFATM, and the Elton John Foundation,
are testament to the organization’s focus on leveraging funding to achieve greater results.
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“During the grant selection process and
while developing grant agreements, we
provided consultations to sub grantees

to help them formulate priorities and
goals, develop work plans, budget, and
increase PLHIV involvement, etc. All of our
comments and recommendations were
documented to help ensure quality of the
grant and the sub grantees’ conformity
with the program.”

Dr. Sergey Smirnov,
Director of Community of PLHIV
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THE GOAL UGANDA
EXPERIENCE

GOAL received Community REACH
funds to increase the ability of PLHIV
to cope with stigma and discrimination
and reduce institutionalized stigma and
discrimination in Bugiri, a poor rural
district in eastern Uganda. The project
was based on a partnership between
NACWOLA Bugiri, a PLHIV member-
ship organization, and BUNASO, a
membership organization of NGOs
and community-based organizations

in Bugiri district. GOAL coordinated
the overall project, providing intensive
organizational and technical support
to NACWOLA Bugiri and BUNASO,
building their capacity to develop an
integrated approach to addressing
stigma and discrimination at individual,
community and institutional levels and
implement the GIPA principle—the
greater involvement of PLHIV.

As a result of its efforts, GOAL was
able to increase the coping skills of
PLHIV and strengthen organizational
capacity of the Bugiri branch of NAC-
WOLA in counseling and coping skills,
information, education, and communi-
cation (IEC) strategies, and advocacy.
GOAL also strengthened the organiza-
tional capacity of BUNASO in IEC and
advocacy, reduced stigma and discrimi-
nation at community and district levels,
and increased support for PLHIV.

NACWOLA and BUNASO were
exposed to a range of techniques,
including trainings, workshops, mentor-
ing, technical support visits, exchange
visits, and study visits. Building linkages
with other organizations such as the
NACWOLA national branch and the
Ugandan Network of AIDS Service Or-
ganizations enabled NACWOLA Bugiri
and BUNASO to access information,
resources, and technical assistance.
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Finance, administration, and sustainability

Community of PLHIV worked closely with sub grantees to build their capacity in
financial accountability and programmatic reporting. In addition to producing clear
guidance and procedures for sub grantees, emphasis was placed on quality assurance
and detailed reporting as demonstrated by Community of PLHIV’s requirement that
sub grantees produce substantial revisions to their financial and program reports to
satisfy expectations and requirements of donors. The feedback and revisions were
documented to ensure that sub grantees could refer to the guidance at any time and
were explained in detail through online, telephone, and in-person communication.

Technical support provision

Community of PLHIV provided technical assistance and training to the sub grantee
organizations through one-on-one consultations, mentoring, and formal group trainings.
Their efforts to build the capacity of PLHIV initiatives began with the organizations that
were awarded grants during the proposal phase. Once these groups had been selected by
an expert panel, Community of PLHIV provided assistance and advice on strengthening
their proposals in the interest of building their capacity in proposal writing for the future.

Following award of the sub grants, trainers hired by Community of PLHIV also provid-
ed fundamental HIV technical training on topics including peer counseling, outreach
to injecting drug users (IDUs), and adherence counseling. Trainings funded by other
sources, but attended by Community of PLHIV’s Community REACH sub grantees,
focused on issues such as working with mass media, fundraising, financial management,
organizational development, and sustainable programming.

As a member of the Coordination Council and the Secretariat of the All-Russian
Union of PLHIV, Community of PLHIV had established relationships with other
regional NGOs and networks, which enabled them to evaluate the capacity of poten-
tial sub grantees, estimate regional capacity development needs, and adapt trainings
to meet the needs of participants. They sent out questionnaires in advance to learn
about their trainees, including their knowledge of specific topic areas, and used this
information to design and tailor training curricula.

Policy and Advocacy

Community of PLHIV has built strong relationships with the national government,
international donors and organizations, as well as local NGOs and continues to
represent the interests of PLHIV across the country in a variety of fora. The organiza-
tion continues to positively influence issues of importance to PLHIV, such as access
to treatment, care, and support, by:



 actively participating in committees and councils estab-
lished by the national government and international donors;

 cooperating with the private sector to negotiate pharma-
ceutical prices, advocate for improved quality of drugs, and
review treatment protocols;

e monitoring and advocating for the rights of PLHIV on
issues such as clinical trials and access to care; and

e planning and convening meetings of civil society organi-
zations to share experiences and build capacity of these
organizations to respond to the HIV epidemic.

While the Community of PLHIV’s Coordinating Council
consists of representatives from PLHIV organizations throughout
Russia, many PLHIV identified the need for a more representa-
tive and formal organization and have established the All-Russian
Union of PLHIV. Based on these needs that were identified by
the PLHIV community in Russia, Community of PLHIV played
a key role in establishing the Union and serves as the Secretariat
for the All-Russian Union of PLHIV. Community of PLHIV has
included representatives from each federal okrug (region), while
the Union will have a representative from each oblast (state).
The Union is a much larger entity than Community of PLHIV,
representative of all of Russia, and PLHIV feel that it will more
clearly represent PLHIV needs to government entities. It is an
independent entity and fully supported by the individuals and
organizations participating in the Union. Some of Community
of PLHIV’s sub grantees are leaders within the All-Russian Union
of PLHIV and have been elevated to this status in part because of
the knowledge, skills, and experience they gained from the Com-
munity REACH grants.

Factors that contributed to
Community of PLHIV’s success

Comprehensive approach

Community of PLHIV’s comprehensive approach to train-
ing and capacity development is one of the main factors for
its success. From support for the development of proposals
to financial and administrative management, Community of
PLHIV has helped strengthen the capacity of local partners.
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Community of PLHIV also used the training-of-trainers
(TOTSs) approach so that their sub grantees could continue to
build the capacity of other local partners. TOTs were con-
ducted on issues such as peer counseling, outreach to IDUs,
and adherence counseling. Community REACH documented
successes with other organizations such as GOAL Uganda that
used this comprehensive approach to training and capacity
development. See sidebar on page 14 for more information.

Using technology to share information

Community of PLHIV initiated a variety of opportunities for
PLHIV throughout Russia to share information and resources
despite the size of the country and barriers to communicating
with less accessible regions. For example, with support from
Community REACH, Community of PLHIV established

an electronic forum for PLHIV as a means of communica-
tion between regions. Organizations have used this forum

to discuss issues of concern, advertise trainings and grant
programs, and generally share information. The importance of
information sharing and the establishment of networks were
also reported by ARC Honduras. See sidebar on the next page
for more information.

In addition to conducting trainings, Community of PLHIV’s
sub grantees have built the capacity of PLHIV in their okrugs
and communities through working meetings and discussions.
For example, PLHIV representatives from the Central Federal
Okrug, the most populous territory in the Russian Federation
consisting of approximately 38 million people in 18 oblasts
(states),*® convened to discuss, among other things, improv-

ing the efficiency of communication and information sharing
between the organizations in the okrug. As a result, the coordi-
nating organization in this okrug, Centre Plus—a sub grantee of
Community of PLHIV—developed an interactive website that
allows PLHIV throughout the okrug to identify nearby initia-
tives and service organizations and facilitates communication
through an online forum. By encouraging these discussions and
exchanges, sub grantees have continued to foster South-to-South
collaboration among their local partners.
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THE AMERICAN RED CROSS
HONDURAS EXPERIENCE

ARC partnered with the Honduran Red
Cross, Casa Alianza, and ASONAPV-
SIDAH—the National Association for
PLHIV—to lead the Honduras Youth
Voluntary Counseling and Testing
(VCT) Linkage and Referral Project.
The project objectives were to increase
access to HIV preventative services

for homeless youth; conduct preven-
tion trainings for homeless youth and
other PLHIV; build the capacity of ARC
outreach efforts; and strengthen part-
nerships in country.

With Community REACH support,
ARC Honduras and its three partners
launched an Interagency \Work-

ing Group (IWG) to help support
communication and coordination of
NGO activities in the areas of VCT,
prevention, and care. In 2008, the IWG
includes more than 38 entities through-
out Honduras. Participating partners
coordinate activities and share technical
approaches and lessons learned.
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Challenges and innovative solutions to building capacity of sub grantees

Building a Network of PLHIV

Community of PLHIV emphasized the importance of networks as a mechanism

to advocate for PLHIV issues and to increase collaboration among individuals and
organizations. Community of PLHIV sub grantee Centre Plus, along with other
local partners within the Central Federal Okrug, established an “emergency reaction
group” and a set of procedures to protect the rights of PLHIV. In instances of rights
violations related to a person’s HIV status, the local PLHIV support representative
will attempt to resolve and rectify the situation. If unsuccessful, the PLHIV represen-
tative in the region approaches the oblast council, which addresses the central council
of the All-Russian Union of PLHIV. Representatives of this national council work to-
gether with Community of PLHIV to contact local government entities, the Federal
AIDS Center, and the Ministry of Health to advocate on behalf of the PLHIV that
filed the claim. Most notably, Centre Plus and partners successfully streamlined the
emergency reaction group to move through all levels of action within two days. By
working closely together, they have been able to cut through bureaucracy and access
the support that PLHIV need.

Sustainable Commitment

The All-Russian Union of PLHIV provided PLHIV throughout Russia with an ad-
ditional support mechanism to help ensure sustainability of their initiatives. Though
grants have ended, the relationships and dedication to helping regional initiatives
remain. Community of PLHIV, the All-Russian Union of PLHIV, as well as sub
grantees expressed commitment to providing the necessary assistance and support to
PLHIV organizations to ensure sustainability and success.

Challenges and innovative solutions to building capacity of sub grantees

Government relations with civil society

The relationship between government and civil society continues to be a challenge

in Russia. Dr. Smirnov noted that government and civil society require training and
sensitization to work productively with PLHIV. Likewise, PLHIV require additional
knowledge and skills in areas such as leadership, public speaking, planning, and advo-
cacy to work effectively with the government. Despite these challenges, Community
of PLHIV and sub grantees such as Centre Plus have made strides toward involving
PLHIV in the provision of HIVV/AIDS services and gaining credibility at the national
level. Centre Plus has also established an office in the government AIDS Center,
which is an innovation in collaborative partnership in Russia.



Low level of knowledge and skills among many sub grantees
and partners

Several sub grantees reported limited experience in project
implementation prior to receiving the small grant from Com-
munity of PLHIV. Dr. Sergey Smirnov, observed that “z4e more
we train people, the more we realize how much more training they
require.” Many sub grantees lacked general HIV knowledge
and experience in counseling, program management, report-
ing, and other technical areas. Their limited capacity initially
affected the quality of their activities as well as their reporting.
Community of PLHIV addressed this challenge by providing
comprehensive technical assistance and supervision to help sub
grantees plan, implement, and document their programs.

Introduction of PLHIV activities in regions without

prior experience

Sub grantees such as Centre Plus endeavored to reach oblasts
where there had previously been little or no organized activ-

ity among PLHIV. Initiating dialogue and activities in these
regions was particularly challenging. Despite this challenge, the
Director of Centre Plus, VIadimir Mayanovskiy, reported that
PLHIV in these regions who were previously disengaged have
made tremendous progress and now regularly seek out informa-
tion, training, and opportunities.

Poor access to communication technology

Communication is difficult in Russia due to its vast geographic
area. Community of PLHIV faced a number of challenges
while trying to engage underserved and remote regions.
Though regular access to Internet and telephone was an issue,
they made use of online forums, which allowed several sub
grantees to increase their participation without relying on costly
phone calls or in-person consultations.

Need for more South-to-South collaboration

Dr. Smirnov also noted that technical support from interna-

tional partners was not always the most productive and effective
way to build capacity in Russia. He stated that external partners
were not as well positioned to conduct effective trainings due to
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Community REACH Building the Capacity of NGOs

their limited understanding of cultural issues, local politics, and
the specifics of how the epidemic has evolved. Dr. Smirnov sug-
gested international partners should continue to invest in local
NGOs such as Community of PLHIV to conduct needs assess-
ments, prepare materials, and conduct trainings for other local
partners. Support for South-to-South collaboration would be
more effective in identifying and addressing needs and building
sustainable capacity in Russia.
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DiscussioN: CoMMuNITY REACH

GRANTEE EXPERIENCES IN CAPACITY BUILDING

Community REACH?’s experience working with grantees and promoting South-to-South collaboration was particularly impor-
tant in the Russian Federation as USAID and other donors continue preparations to phase out funding and support for health
programs. With emphasis on networking, collaboration, information sharing, small grants, supportive supervision, and technical
assistance, Community REACH grantees built the capacity of sub grantees to use innovative strategies and tools to address long-
standing barriers in capacity development and achieve success in HIV/AIDS programming.

Networks and Collaboration

Establishing networks was a key element of successful capac-

ity development for both Siberia AIDS Aid and Community

of PLHIV. Previously unconnected organizations were able to
engage and discuss common issues and concerns as well as share
their ideas for potential solutions. Mobilizing organizations across
a tremendous geographic area by using information technology
was a new and exciting way to share information, knowledge, and
technical expertise. Networking was also a particularly significant
approach to building the capacity of PLHIV. The establishment
of networks increased collaboration and cooperation among
individuals and organizations with varying levels of expertise and
was an important way to engage and promote local experts while
helping to build the capacity of fledgling organizations.

Strengthening relationships with local governments, health
Jacilities, and medical practitioners

In addition to collaborating with other organizations, both
Siberia AIDS Aid and Community of PLHIV emphasized the
importance of strengthening relationships with government
bodies and building the capacity of sub grantees to do the same.
Strengthening relationships with local government helped

both grantees to establish legitimacy and credibility, while also
providing a platform to discuss PLHIV issues more broadly.
Though dialogue is still needed to develop stronger advocacy
platforms for PLHIV issues at the local levels, particularly as do-
nors step back their funding, these were important steps in the
right direction to build the capacity of civil society and ensure
that government sees value in continuing to invest in this work.

Siberia AIDS Aid and Community of PLHIV also successfully
modeled good relationships with specialists in AIDS centers and
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hospitals. By emphasizing the importance of these relationships
to sub grantees, they helped to increase awareness and access

to services provided under the projects and helped build trust
between PLHIV and medical professionals. Strong relationships
also increased the knowledge of medical professionals about
PLHIV and nonmedical aspects of living with HIV and AIDS.

Small grants

Siberia AIDS Aid and Community of PLHIV’s emphasis on
small grants was central to their success in building the capacity
of sub grantees. The provision of small grants allowed Com-
munity REACH grantees to work with sub grantees of varying
levels of experience and in remote geographic locations—char-
acteristics that would historically have limited organizations
from competing for donor funding. Though several sub grantees
began with limited capacity and progress was incremental,
investing time and funding in developing their capacity was

an important step toward building the capacity of civil society,
reaching more people, and strengthening HIV/AIDS services in
hard-to-reach areas.

Supportive supervision and technical assistance

As indigenous NGOs, both Siberia AIDS Aid and Community
of PLHIV were well positioned to understand the organization-
al capacity and HIV/AIDS technical needs of their sub grantees.
Both grantees were successful in providing comprehensive train-
ing that was tailored to meet each sub grantee’s needs. Siberia

AIDS Aid also noted that training others was an important way
for Community REACH grantees to build their own capacity.

Grantees were successful in building the capacity of sub grantees
in the areas of fundraising, proposal development, program,



financial, and administrative management, reporting, and
strategic planning. As a result of these trainings and supportive
supervision, several sub grantees were successful in obtaining ad-
ditional donor funding. Examples include the following:

e The Irkutsk branch of the Russian Red Cross, which obtained
funding from Pact Community REACH to implement a project
to reach out to guardians and families of HIV-positive children.

e The Krasnoyarsk organization We against AIDS, which ob-
tained direct funding through the GLOBUS program to create
an information center for PLHIV and their families, includ-
ing telephone counseling, peer-to-peer counseling, training
seminars for PLHIV, support groups, and a special library.

e The Novosibirsk organization Humanitarian Project, which
obtained funding from the German Deacon Service to
translate and publish a book for medical practitioners work-
ing with PLHIV.

e The Crisis Center of Psycho-social Help “Parallel 69” in
Norilsk City, which obtained funding from the GLOBUS
program to develop direct nonmedical services for PLHIV.

Innovation in communication

Both Siberia AIDS Aid and Community of PLHIV emphasized
the importance of regular communication as a key to capac-

ity development. This was particularly important for fledgling
organizations in need of regular supervision and more intensive
support. Both grantees developed innovative approaches to build-
ing the capacity of PLHIV and their sub grantees despite the
significant barriers posed by geography. Innovation in communi-
cation included creative use of meetings and other gatherings as
opportunities for training and mentoring; online forums and dis-
cussion groups; site visits and one-on-one mentoring; telephone
consultations; and exchange with other local partners.

Strengthening capacity of PLHIV
PLHIV were long ignored in Russia as stakeholders or individu-
als who could play an active role in addressing the HIV and

AIDS epidemic. The fact that Siberia AIDS Aid and Commu-
nity of PLHIV focused their efforts on building the capacity of
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PLHIV to implement successful projects through small grants

was truly innovative in Russia. Building the capacity of PLHIV
changed the definition of expertise and leadership and provided
a forum for PLHIV to work together and learn from each other.

Documentation and information sharing

Siberia AIDS Aid and Community of PLHIV were also successful
at developing effective methods for documenting and monitoring
progress. Siberia AIDS Aid issued informational bulletins on a
variety of topics and convened two widely attended fora to share
information about HIV and AIDS. In November 2004, Siberia
AIDS Aid held an International Conference on “Treatment of
HIV/AIDS: Medical and Psychological Issues” in Tomsk. They also
held a second conference in February 2005 in Krasnoyarsk and
brought together PLHIV to attend the Siberian Forum for PLHIV.

Siberia AIDS Aid also monitored services and programs
through a database of clients and collected and documented
several different models for developing peer support groups,
involving PLHIV, and methods for project implementation.
Community of PLHIV is currently documenting the efforts of
PLHIV initiatives across Russia through a collection of profiles
documenting a selection of PLHIV personal stories.

Overall, South-to-South collaboration was a successful approach
to capacity development for Community REACH grantees in
Russia. However, both Siberia AIDS Aid and Community of
PLHIV faced a primary challenge upfront by working with sub
grantees of varying and limited capacity. With donor emphasis
on quality assurance and accountability, grantees were required
to invest substantial time and resources to build the capacity of
sub grantees to deliver quality services, manage financial and
administrative systems efficiently, and provide quality project
documentation. Understanding these challenges as inherent to
South-to-South capacity development, both grantees prepared
for this work in advance by conducting capacity needs assess-
ments and working with potential sub grantees during the
proposal stages. The success of future South-to-South collabo-
ration will continue to rely upon these local NGOs and their
ability to understand the capacity needs of local partners.
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In conclusion, after reviewing the literature on capacity development and South-
to-South collaboration and conducting qualitative interviews with Community
REACH grantees, it appears that South-to-South collaboration is an effective way to
build the capacity of NGOs in response to HIV/AIDS. Grantees and sub grantees
are a part of the communities they serve and can provide services and inspire change
in their communities in a way that national governments, international NGOs, and
donors simply cannot. Though other stakeholders play a significant role in the global
response to HIV/AIDS, grantees and sub grantees are essential partners that donors
in particular should not overlook as they develop exit strategies.

Building the capacity of grantees to support sub grantees and other local partners is an
important step in strengthening the capacity of civil society to respond effectively to
the HIV/AIDS pandemic, particularly as external donor funding decreases. Organiza-
tions that become experts in grant-making, governance and program management,
finance and administration, and technical support provision are well positioned to
influence the institutional landscape, act as local resources, and lead advocacy ef-

forts to increase government investment in locally driven initiatives. Local NGOs are
particularly well positioned to mobilize local networks and resources more efficiently
and can provide consistent and hands-on training and supervision that meets local
and regional needs as compared to international donors. NGOs can also identify

and respond to local needs using innovative approaches to capacity building, such

as exchange visits and workshops. This peer-to-peer exchange is an important way

to build capacity of organizations and improve programs and service delivery. It is
therefore critical to build and strengthen the capacity of local NGOs to share their
expertise with other local partners to ensure a comprehensive and sustainable response
to HIV/AIDS.
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