Summary, key issues and recommendations

This document is a report on a review of the SDC/IC- SHABGE Project which was established in July 1999 after a bridging phase from a previous project known as Local Initiatives for Farmer Training (LIFT).  The review has taken place 7 months before the planned end of this phase (June 2002) but under the expectation that the project may continue up to December 2003 and beyond. 

The Mission Team reviewed relevant documents, had meetings and discussions with stakeholders in the project in Dhaka (CARE and IC staff) and in the field in Nilphamari and Rajshahi with farmers and field staff of CARE, partner NGOs, SHABGE-DFID staff, VFFP staff and participants and held workshops with CARE staff and PNGO staff presentation in the field (see itinerary Annex 2).

The team has followed the questions and issues set out in the Terms of Reference (Annex 1.) and dealt with a number of related issues which emerged during the course of the review.  The report therefore consists of an analysis, with particular emphasis on perceived strengths and weaknesses, of outputs against the four major objectives followed by comment some important management and strategic planning and partnership issues.  This is followed by recommendations on the ten principle areas that we have covered. 

The key points that we wish to make are presented below. 

	
	Key issues and points
	Recommendations

	1
	Farmer Field Schools

1. During the two years in which it has been fully operational, the project has made good progress through the establishment of Farmers Field Schools.  

2. Some adjustments are necessary to develop a more farmer-driven approach. 


	1. The project should develop a more farmer centred approach that gives more scope for farmer driven action and farmer assessment of outcomes.

2. Greater use needs to be made of local knowledge and innovation in developing more sustainable cropping and crop/tree/livestock based systems.

3. Greater effort should be made in developing entrepreneurial skills and networks among and between FFS groups and service providers.

4. This part of the programme should continue at least until December 2003.


	
	Key issues and points
	Recommendations

	2
	1. The development of commercial systems. 

2. Not very effective development of LE relations with FFS groups. 

3. Market intelligence is weak.

4. Economic data collection methods are incomplete and subject to flawed analysis.


	1.Re-examine the LE strategy. Phase out contact with those that are not effective in providing required services to the FFS participants.  Continue where worthwhile and valued service is being provided

2.Assess the continuing contribution that commercial farmer groups can provide to the FFS groups .

3.Carry out marketing studies on supply and demand for vegetables, fruits and trees and establish a longer term monitoring system which is locally owned.

4.Re-assess the economic data collection system and start collecting relevant data that will give a full picture of the true economic changes that are taking place in the household economies of significant numbers of participating farmers, LE’s and commercial farmers.

	3. 
	Participatory action research is currently top-down, formula driven and limited in scope. 


	1.Study relevant literature on farmer-participatory research methods and experience

2.Develop a research and extension programme in which farmers are treated as colleagues and resource persons. Set up a “farmer research group” in each village of active and interested innovative farmers with active support from extension and researcher partners.  The nucleus of such groups already exists with the sub-group leaders and innovative farmers that have already been identified. 
3.Consider developing organic production systems wherever possible.  Think more about systems of production.

4.Run research in response to needs. Carry out more observation and documentation of actual practice. 

5.Hold “bazaars” at the beginning of each season and invite research and extension personnel to offer ideas for research.

6.Evaluate research with farmers. Use participatory methods more and take account of labour availability as a variable in assessment. 


	
	Key issues and points
	Recommendations

	4
	Organisational development at village level, with LE’s and CF’s not yet effective and may not be necessary 
	1.Take account of existing organisations – formal and informal - before trying to create others. 

2. Reconsider the development of FLA’s and LEA’s in relation to expressed need and demand.

3. Bring interested LE’s ( or farmers with relevant skills and interest)  closer to FFS  groups.

	5
	Gender and Poverty  Issues


	1. Rethink the time of the training / learning sessions.

2. Pay more attention to the careful collection of production and marketing data.

3. Create linkages between women growers and local buyers.

4. Negotiate with LE’s, where possible, to provide land for the demonstration area for the FFS.

5.  Staff at all levels need to recognise the fact that there are important gender divisions of labour in these systems and that men and children should participate in some training sessions.

6.  Work more closely with the ANR gender specialist in CARE.

7.  Promote FTs with experience. 

8.  Promote a better gender balance in staff composition i.e. appoint more women.

9. FT’s should be trained on how to assist women to become leaders and develop group sustainability 

10. Focus on the specific problems of poor participants. Project staff should negotiate access to a plot of land for poor farmers who have none. This could be similar to the Demo plot or through advocacy work.

	6
	Revision and rewriting of logframe.

Revision of the Monitoring and Evaluation System

More participatory monitoring system needed


	1.Critically discuss the outcomes of all internal review documents.

2.Revise and rewrite the Logframe with representatives of all stakeholders. Develop more qualitative indicators for the assessment of outputs and their effects. 

3.Make the monitoring and evaluation system understandable and manageable for all staffs and partner NGOs.

4.Reduce current levels of data collection to that needed to answer the questions prompted by the objectives. 


	
	Key issues and points
	Recommendations

	7
	Project structural needs and Management matters needing attention.
	1. Undertake a revision of project structure in full consultation with all staff and partners. 

2.  Rationalise the deployment of staff based on a simplified organisational structure

3.  Concentrate on providing a high quality of service and training at Thana level with an FFS in each village together with a local LE where appropriate.

4.  Develop a more constructively critical and collegiate culture among all staff. 

5. Management staff should spend   more time in the field in critical feedback sessions that contribute to replanning.

	8
	Implementation models. Direct delivery or partnerships? 
	1. Phase out direct delivery over the next year.

2.  Develop truly equal partnerships with partner NGOs.

3.  Develop a phased withdrawal strategy as the level and nature of the partnership changes over time.

4. Hold regular review meetings in the field and exchange ideas and experience with all partners

	9
	1. CARE strategic plan

SDC SLU approach

Merger of VFFP and SHABGE-SDC
	1. CARE should to clarify the implications of their Livelihoods approach to all staff as it might affect future work with the SDC/IC approach to Sustainable Land Use. 

2.  The SDC SLU approach needs some systemic additions and the conceptual framework needs a clearer representation.

3. The VFFP and the SHABGE Projects should combine using a programmatically based division of responsibilities for field activities. ( Option 2 in Strategy document , Nov. 2001)

	10
	Continuation of Project to 2003 and beyond
	1. The SHABGE Project should continue up to the end of 2003, provided that an agreed set of recommendations arising from this report are implemented. A further review should take place before the end of 2003.


1. Introduction and Background to the Review Mission

1. SHABGE (Strengthening Household Access to Bari Gardening Extension) is a project under the umbrella of SDC’s Sustainable Land Use (SLU) programme, implemented by CARE/Bangladesh in partnership with fourteen local NGOs in six districts in the north-west of Bangladesh. Its overall goal is … “to contribute to a sustainable increase in the productivity of horticulture and agroforestry systems in and around the homestead of poor rural households in an ecologically sound, socially just and economically profitable way”. The target beneficiaries of this project are the rural poor, the small farmers, and the disadvantaged groups, especially women. 

2. The SHABGE project has been built on the earlier LIFT (Local Initiatives for Farmers Training) project that CARE Bangladesh was implementing (through SDC funding) since 1987 in Nilphamari district - to promote the concept of homestead gardening with bio-intensive low external input technologies - following a direct-delivery approach. In 1997, both CARE and SDC felt the need for a strategic reorientation of the project based on the lessons learned not only from LIFT but also from the other ANR sector projects of CARE and the Village and Farm Forestry Project of SDC. The main changes brought in the strategy and design of the project were working through partner NGOs and adoption of Farmer Field Schools (FFS) as the main extension approach. A one-year bridging phase was undertaken during July 1998 – June 1999, in Nilphamari and five other districts around and including Rajshahi, to accomplish the initial steps towards the new directions and to develop the project document for SHABGE-Phase 1. Aside from SDC, two other development partners (donors) also fund SHABGE in different areas - DANIDA in Patuakhali (coastal Belt) and DFID in Dinajpur. 

3.  SHABGE pursues SDC’s lead goal of poverty alleviation, promotion of partnership and sustainable development; follows its guiding principles of promotion of gender-equality, participation and empowerment of the poor and also the elements of SLU strategies. The project activities include farmers’ training on:  ecologically sound, profitable, practical homestead horticulture and agroforestry practices (through FFS); establishment of locally-based commercial systems of input supply (seeds and planting materials) for such production systems; development of improved production and marketing practices through action research; and promotion of local institutional structures capable of supporting households and communities in homestead farming. The current (first) phase of SHABGE is of three years duration – from July 1999 to June 2002 with a funding of US 3,155,000.

4. During February 2001 a Mid-Term Review of the project was carried out by an IC-CARE team  ( Neil Parker, M.A. Quddus and A.H.J.M. Kamal).  The main conclusions and recommendations  were as follows:-  

1. The team considered that, in general,  the Project was progressing well but a number of strategic issues needed addressing

2. The testing of several forms of project implementation had made the organisational structure very complex . Staff favoured direct delivery rather than partnership but this went against the principle of local institution building . These arrangements and their impact needed further review. 

3. The whole area of technical support for individual LE’s and for the support for LE associations needed clarification of the strategies involved.

4. Partner NGOs had little ownership of the programme due to the failure to link the project to other programme elements.  Experience of the VFFP programme of better linking mechanisms has proved to be more effective. 

5. Staff turnover in the partner NGO’s is high.   There is a need to develop a mechanism to ensure that staff completed a minimum length of service before leaving.

5.  The present review team bore these conclusions and recommendations in mind when conducting their review and found that they formed a relevant background to many of the questions and discussions that were held. 

1.2 Purpose of the Review 

6. The purpose of this review was to assess the performance of the project, given the objectives set for the phase and to propose elements for the definition of the future course of the project. This required the mission to undertake two specific tasks:

· Review of the performance of the project, given the objectives set for the phase of the project in the Kredit Antrag and Project Document.
·  Assess the project design/framework under the present context and propose necessary adjustments/reorientation in the light of SDC’s new Sustainable Land Use Strategy.

7.  This review was carried out towards the end of the Project, leaving little time for adjustment based on findings and recommendations. However, the Review Team was also asked to suggest whether there could be an extension to the end of 2003 and beyond. If so, what changes might be necessary to guide the project through this phase. The full terms of reference for the Mission are given in Annex 1.

2. Team composition, programme and methodology

8. The review team consisted of : 

David Gibbon

Team Leader, Agriculturalist , United Kingdom

Shahnaz Monir 

Institutional Development Consultant, Bangladesh

Jahangir Kabir 

Sociologist, Bangladesh

9. The Review was carried out from November 3rd to 25th 2001. The team had 

meeting and discussions with IC, SDC, CARE staff in Dhaka, undertook field visits and held workshops with partner NGO field and CARE project staff in Nilphamari and Rajshahi, visited SHABGE-DFID project based at Dinashpur, attended a presentation on the VFFP and a field trip with the FTIP review team. Further meetings with CARE and IC management in Dhaka.  The full itinerary of the mission is given in Annex 2. 

10.  The main methods used  were:- 

· Observations around homestead and crop areas, informal, semi-structured interviews with FFS Participants, Associate Participants, Field Trainers, LE’s, LEA’s, Commercial farmers, men and women in communities not involved in programme and DAE staff.

· Discussions with project management, monitoring and evaluating staff  - IC, CARE, VFFP, PNGOs and Partner NGO staff

·  Workshops with CARE –SHABGE staff and PNGO staffs using participatory techniques for assessing progresses. These were - SWOT and Force Field Analysis, Matrix scoring and ranking of project activity performance against effectiveness, efficiency and other criteria.

· Review of documents: reviews, internal evaluations and reports from IC and CARE. 

11. Presentations were made to SDC staff on 20th November and to CARE and IC staff on 25th November.  In these meetings the team addressed the main questions that are set out in the terms of reference, namely: 

· Progress, (achievements, strengths, weaknesses and recommendations) using outputs and the specified indicators in relation to the four main objectives in the Project Document Logframe (1999) and the Kredit Antrag. (May 1999).

· Project management issues relating to structure, organization, communication, staff training and learning.

· Commentary of alternative arrangements for implementation: direct delivery or a variety of partnership arrangements

· Assessment of alternative strategies for the future: CARE (livelihoods), SDC (SLU) and future CARE involvement in IC/SDC Sustainable Land Use Programme (VFFP/SHABGE collaboration or merger).   

3 . Assessment and Findings. 

3.1. Outputs to Objectives in the Project Logical Framework

3.1.1. Objective 1. Horticultural technology development with women growers.

12. The first objective of the Project is to enhance skills and knowledge of households and communities required to access, adapt and adopt ecologically sound, profitable and practical homestead horticulture and agroforestry practices. 

13.The main way in which this objective is to be reached is through the development of skills and knowledge of groups of women  (mainly) farmers who participate in an intensive training and practical activity learning programme in Farmer Field Schools (FFS). The work in based in the districts of Nilphamari and Rajshahi.

14. This has been the most successful part of the project. 9500 participants, most of whom are women, are engaged in Farmer Field Schools. The programme involves regular meetings and activities of groups of about 25 participants and intensive sessions of learning and action related to the introduction of new vegetable crops and the development of more intensive production techniques. The programme has motivated many women in these groups, increased production, consumption and sales of crops and increased income to many of these growers.  

15.Crucially important to the success of this has been the involvement of husbands and children , both in the preparation of land and assistance in the growing of the crops, but also in the transport and sale of vegetables in markets. Husbands are also involved in seed purchase in local towns.  This has now been  recognised by project staff  and husbands are now more involved in planning and training activities.

16.The opportunity has developed for women to become viable vegetable growers and extension actors in their communities. The success of this activity has also led to an expansion of the “homestead area” and the utilisation of some fallow or cropland in the winter season in some areas.

17.There are some weaknesses that need addressing. The 2-weekly training sessions are too long and are often at a time (the morning) which is inconvenient for many women. There is a season-long, very full programme and it is not known how much retention of information has occurred. 

18.There is not yet enough attention to the development of indigenous knowledge or of a focus on farmer-driven technology innovations. The priorities are said to be based on needs but very often the Review team found that often the same packages were being implemented at each FFS. We observed that few staff were confident enough to encourage and work with farmers on their ideas and build them into the learning programme. There would appear to be great scope for this as most people are growing their own traditional vegetables alongside the exotic ones that have been introduced and they also have a lot to contribute with their own knowledge and expereince.  

19.There is reluctance, by monitoring staff, to take labour use into account when assessing the economics of crop production.  This has emerged, partly, from the belief (expressed to the review team by many of the field staff) that most women have a lot of “free time “ on their hands. This, of course, is patently incorrect, as any reading of studies of women’s labour use in similar situations will show. It is agreed that labour data is not always easy to collect, but it is nevertheless an important element in the calculation of partial budgets and gross margins.  The data produced by the monitoring team that is expressed, as “gross margin” of production is therefore not correct.    It is not true to claim that labour has little opportunity cost for women and numerous interviews with women participants showed.  Staff need to have more appreciation of reproductive activities of women and probably need help from a gender specialist in this. 

20. There is not enough analysis and discussion of activity progress with farmers that then might feed back into the re-planning of the programme.  

21. The approach is undoubtedly effective within the social dynamics of local communities as farmers are encouraged to “adopt” two associate participants and work with them to extend the learning process and develop the technologies on their own land. Many of the associate participants were poorer than the primary participants and a number that the review team interviewed had very little, or no, land other than their homestead area immediately around the house.  

 22. The field trainers are also involved in working with groups (boys and girls) of schoolchildren in a similar programme on technology development and learning. The school normally negotiates the lease of a plot of land on which the crops and technologies are demonstrated. This activity appears to be successful but it might be appropriate in the long run to facilitate the permanent access to the produce from such a piece of land. The schoolchildren the team met were enthusiastic and motivated and shared their learning with their families and others. 

23.This knowledge transfer process seems to be very successful and we estimated that a total of 23,000 people were benefiting from the associate participation. How sustainable the process is, remains to be seen. The project is still very much driven by target numbers for every activity and while this is partially useful, there needs to be a greater appreciation of the value of detailed, full economic analysis of production, of market information and, crucially, of qualitative, farmer based criteria used in the assessment the sustainability of change.

3.1.2 Objective 2. Commercial systems development 

24. The second major objective of the project is to facilitate the establishment of local commercial systems of vegetable growing. The project planned to support the training and development of 800 Local Entrepreneurs (LE’s), (60 % of whom are female.). The intention is to ensure the availability of inputs that are required to support increased productivity of homestead and small-scale commercial horticulture and agroforestry.

25. A parallel activity has been to develop (training in low external input production systems and ICM) with interested groups of commercial vegetable growers who might also provide services to the participants of farmer field schools. In many ways, this group of farmers seems to offer more relevant experience and possibilities for support services to the FFS participants than the LE’s.  LE’s primary value to the FFS groups ( in a limited way only ) is in seeds and seedling supplies to the FFS groups.  The idea that CF’s might have a more constructive role in the future is based on the fact that they are experienced and knowledgeable about where to obtain good quality seeds, what are the latest ideas in IPM and in the techniques of marketing.   Their practices are more visible if they live in the community and they are therefore a potentially effective source of relevant information.

26. This part of the programme differs slightly in the two focus regions. In Rajshahi 

the contact and support for Local Entrepreneurs is new from the beginning of the project, whereas in Nilphamari the Local Entrepreneurs were identified during the earlier LIFT Project.  Many of these established local entrepreneurs have moved into tree (timber and fruit) seeds and saplings long ago and are not very interested in producing seeds and seedlings of vegetables for the FFS groups. 

27. According to the project records, the target numbers of LE’s have been reached 

and some are providing some services to members of their communities, such as pruning, grafting, seeds and seedling supply. 

28. However, a number of LE’s have dropped out of the project and a significant number are reported as doing rather poorly. Many do not appear to be well equipped to produce many vegetable seeds for the FFS communities and many LE’s live too far away from these groups to be really effective. It was the impression of the review team that the LE’s were far more interested in tree seedling sales as these provide a reasonable, but not very high, income. 

29.  Two other factors affecting the outcome of this activity are that, a). It is well known that many exotic vegetable seeds are difficult to produce in Bangladesh and b). As a consequence, these seeds are imported from abroad and sold in local markets and shops.  The FFS groups are aware of this and so husbands buy these seeds during their visits to markets. 

30. It is also evident that there are already many very professional nurseries in the region (due in a large part, to the success of the VFFP programme over recent years. It may be that there is already an over supply of tree seedlings in some areas so it is important that the project staff examine the supply and demand situation in all areas in some detail. 

31.  In looking at this area, the review team were disappointed to recent receive production, consumption and sales data rather late in the period. The analysis of this data is now rather urgent and it is important that this is examined carefully and an assessment is made on its value to the objectives of the project. 

32. As part of the activities connected with the development of LE systems, a low cost drip irrigation system has been tried out. Evidently it was successful in one area but not in another.  As the method offers much in this area, particularly for dry season production, it should be explored further. There is much experience on the method already in the country.

33. There is also a plan in the project framework to develop a number of organisations to support the field initiatives. One such organisation is the Local Entrepreneur Association.  These are being established in Rajshahi (37) and Nilphamari (16) and preliminary meetings are being held for training and to discuss needs and plans. However, the distance and cost for the participants to attend these meetings would appear to be problematic in some cases, and more importantly, the purpose for establishing such an organisation is not always clear.  It is certainly not clear yet whether such an association can serve a more needed function than existing social interactions at local level. 

34. One concern of the review team was that the field staff were not well equipped to become facilitators of organisations as they almost all were agricultural graduates or diplomas with no social science, community or institutional development training. There is more discussion on this topic under Objective 4. (Paras-  45-49).

3.1.3.Objective 3. Research and development of sustainable practices

35. This objective was designed to contribute to the development of economically profitable, ecologically sound and practical horticulture and agroforestry production and marketing practices. Such an ambitious objective is difficult to fulfil as the first two parts, namely economically profitable and ecologically sound, involve complex assessments and need some years to verify the sustainability of these systems. 

36.  However, a start has been made on the development of vegetable and fruit tree growing and management practices and the assessment of economic returns from samples of participant farmers and LE’s.

37.  The main means by which the project is developing the new technologies is by running a series of “Action Research” field trials that mainly take place on the FFS demonstration plots but sometimes at other locations. 

38. These trials are intended to address the main problems and issues that farmers face and to introduce crops, varieties and practices is simple comparative experiments. The trials include: - comparisons of low external input IPM treatments; the use of combinations of manufactured chemical fertilisers and organic manure or compost; crop and variety introductions and tests; simple techniques of protecting fruits against fruit fly attack; fruit tree pruning and fertiliser treatments and combinations of trees and annual plants for shady places.

39. Many of the problem areas that these trials are trying to address are appropriate and needed, but the range of issues undertaken is relatively limited and some are comparisons that do not need to be made (e.g. the use of chemical pesticide treatments in comparison with bio pesticides. It is not possible to separate the chemical effect as can interfere with any other non-chemical treatment). It could also be hazardous to human health in homestead areas if people have no experience of handling chemicals ). 

40. This work also seems to take up an inordinate amount of staff time and the outputs from the trials (written reports of which seem to be designed for an academic board. (see CARE, 2001b.). This needs clear justification in project planning and reporting documents.  They are not currently disseminated in a fully appropriate manner that would have value to women farmer clients. Some of  the benefits may be directly apparent, but the reason for the trial may not be and a simple demonstration, or a replicated action by a group of farmers, might be more appropriate and effective in many cases.   

41. Some of these trials seem to have been based on work carried out in the previous LIFT project. They are all designed in a rather prescriptive manner and have a number of serious design and implementation flaws. The whole style of these experiments is very prescriptive and driven by a rather rigid set of assumptions about how to conduct experiments with farmers.  This “research “ has resulted in a great deal of confusion among field staff on PNGOs and farmers as neither group fully understand the principles or the apparent complexity of the trial layouts, nor the fact that some do not seem to address priority needs in any particular area.  The same set of trials seems to be repeated in all locations. 

42.  The use of recommended standard levels of fertiliser is, in some respects, commendable, but it also indicates that staffs have not recognised that farmers normally adjust levels of such inputs in relation to previous cropping, season and soil type.  It also excludes the possibility of developing organic or ecological systems of production is a unique, chemical free environment which might enable farmers to get a premium for their vegetables. Although this is a very limited market at the moment, there are signs that this will grow as concerns about chemical residue increase.

43. There is a significant recent experience throughout the world on farmer-participatory research and development that should be studied before this work proceeds further.  Much of this work shows the advantage of bringing farmers fully into the design, implementation, monitoring and evaluation of such a research process.

44.  There is a significant overlap in this programme with the themes and work of the VFFP programme. This is that both projects have an interest in the development of fruit and other tree species in farm homestead areas.  For this reason there are plans to merge the projects in the future.  At present the two projects are working from different starting points and with different focus, but there is undoubtedly a case for greater collaboration which will avoid duplication and build on the particular expertise and experience of each project.  

45. As a general comment on the approaches of both projects, there needs to be much greater systemic thinking and understanding of farming systems that might put the specific interests of both projects in a more realistic context.  Neither project yet seems to take account of the implications, particularly with respect to labour use, but also to the rest of the farming and other livelihood activities that farmers engage in, of the impact of vegetable and fruit or other tree growing. 

46.  Such a perspective would give project staff a greater understanding of the nature of livelihoods, and how people sustain them, than they have at the present time. 

3.1.4. Institutional development among farmers and entrepreneurs

47. This objective is designed to promote local institutional structures capable of supporting households and communities in homestead farming as well as initiating other activities. Each of the major activities has involved groups of people coming together to work on a common interest through a learning process.  It has been assumed from the outset that forms of institution will be necessary to develop sustainable change.

48. The Farmer Field schools have undoubtedly been a success in engaging and motivating groups of women in a common purpose and there are undoubtedly emerging needs which will have to be satisfied if the initiative is to be sustained.  The natural leaders of small groups of participants become very effective extension agents and some LE’s have also developed facilitation skills.

49. There has been the encouragement and assistance in the formation of farmers’ leaders associations and also in local entrepreneur associations. In the case of the LEAs, three constitutions have been developed. The purposes of these initiatives are not always clear, either to the participants or to some staff.  

50. The review team consider that the involvement of young project staff in ins

titutional development if fraught with problems. Firstly, the inexperience of staff in this field would suggest that someone with appropriate experience and training is needed for this kind of activity. More importantly however, it would seem to be essential that before embarking on this path, there should be the development of an understanding of the local social context with respect to institution formation and to existing formal and informal institutions.  

51. Most importantly, it would seem to be essential to allow any group of people who come together for a common purpose, to decide themselves whether and when they need or want such an organisation, what form it should take. 

3.2  The Project design and framework , management and  collaborations

3.2.1  Design: the logical framework

52. The project has a logical framework which was developed during the project design phase and formed part of the original project document in early 1999. This was modified following comments and a Revised Version appeared in July 1999. (CARE-B, 1999a). This document contains most of the elements of a project planning matrix but it is hard to follow and there is no summarise table which contains the goal, purpose, objective, outputs, activities, objectively verifiable indicators and assumptions. There is a list of outputs and activities and a further list of indicators without specification of the target numbers (of participants, adopters’ etc). In the view of the review mission this document is in urgent need of revision to reflect the current and future direction of the project.

53. From the outset, the primary indicators of progress in this project have been target numbers against each objective and output. There are few indications that other, more qualitative indicators were considered or used in the early stages of the development of the project or have emerged since. 

54. However, there have been many discussions, fora and internal reviews (for further comment see below) during which qualitative indicators of change were mentioned, but these never seem to have been incorporated into a revised framework.

3.2.2. Monitoring and Evaluation

55. The project has a significant input into monitoring and evaluation, with many activities organised both at the district level and from the central project office. These activities involve the collection of numerical data and other information from sample surveys, from selected farmers and LE’s and from periodic reviews. The design of the monitoring system is set out in a 60 page handbook (CARE-B, 1999b) which also contains 20 pages of recording forms for the collection of data. 

56. The system requires the collection of large amounts of numerical data that requires careful checking, compilation, analysis and interpretation.  The system is unduly complex, hard for field staff to fully comprehend and controlled from the central Dhaka office.  

57. The review team experienced some of the problems with this system as they were expecting to receive an up to date summary of the current data available and its analysis. This would seem to be a reasonable expectation, as this was the first external review since the project began.  The team did receive sets of current data late in the review visit but there are many questions about the value and status of some of the data collected which we had no time to investigate fully. A copy of part of the Logframe together with results and project staff comments is presented in Annex 5. 

58. The anticipated targets, with few exceptions are being meet but there is no way in which one can assess the sustainability of such changes, nor get any sense of the important qualitative changes that might be occurring. 

59. A consequence of the reliance on the achievement of target numbers as a measure of success has been the desire of all staff to fulfil and exceed these numbers wherever possible.  This creates a rather anxious environment that does not allow much time for reflection, reading and developing a critique of working practices, relationships and project strategies. 

60. Despite the above concerns, the Team were made aware, through repeated questioning, that there had been several very important, internal reviews and studies over the life of the project. Some reported in English (for example, Shaik, Roy and Chakrabarty, 2000; D’Arcy Davis-Case, 1999; Uddin, 2000) and some in Bangla (Self-Evaluation Workshop, September 2001).  These reports contain many useful ideas and insights, which could have led to a widening of the indicators used in the project, but the team could not find out ( during the visit) how these reports had been handled or discussed.   It has been revealed later that many of the outputs from these reports had been adopted and additional actions, including training , had been put in place to handle some of them.  However, this review has discovered that there are still many outstanding issues arising. For example, only one APO position is occupied by a woman.  The main area where action needs taking is at management level as many of the problems that have been repeatedly highlighted cannot be resolved by more training. 

3.2.3 Gender and Poverty Perspectives

61. Women have managed homestead land in Bangladesh for centuries. There is enough indigenous knowledge with them. Yet, the project considered vegetable and fruit production as one of the options for enhancing socio-economic condition of the rural women. It is assumed that the skills gained will provide them opportunities for self-capacity and economic development. Farmer Field School (FFS) is the means by which the project provides basic skills in horticulture production and encourages them to work in a group. Though the implementation strategy includes conducting a gender analysis using appropriate tools and design for selection of participants, no evidence of this was observed in the field.

62. More than 85% of the FFS participant are women. During the last 20 months participants were trained on integrated cultivation techniques of different winter and summer crops. They learned the techniques through setting trials on improved method versus local practice of cultivation. Besides specific techniques, women were also taught to monitor, analyse and take decision at different stages of the crop (FMA). Trials have help the women to understand the basics of growing healthy crops by using good seed, keeping good soil condition using compost and taking environment friendly preventive measures for controlling pests and disease. 

63. Normally the sessions are held in the morning (from 9 a.m.) and continue for three hours. This is peak hours of household activity and as such women do not want to give enough time to the sessions. Also, having small children with them during the session makes them lose focus on the topic being discussed.  During the peak season of paddy harvesting (Reported April-May and November-December) attending FFS sessions also become difficult for women. Another factor that impacts the FFS sessions negatively is the size of the class. Having 25 women in a session makes it difficult for the FT to control and enable everybody participate in the session.

64. This gain of knowledge and skills has given women recognition in the family and community and, as a consequence, their husbands are asking them for farming decisions. They have increased production of vegetables, which resulted in higher consumption and income in the family. With the capacity to earn an income they are emerging as decision-makers in the family. They can now spend their income in buying seeds, things they fancy or household necessities and spend it in educating the children. . Those who did not sell improved consumption. But, keeping records of such activities is not done systematically and one observation (from the data given by CARE) is that male members are making more money out of vegetable sales than females, but we do not know the reasons behind this.

65. The majority of the women were able to sell some crops and earn an income (see Annex 4). Most of the income was spent on meeting household needs and some by the husband to take produce to the market and having snacks. 

66. The nature of work has given women greater mobility to work outside the homestead area. A Local Entrepreneur woman enjoys this freedom more than a participating farmer. The Review Team found that women are not being opposed for participating in outdoor activities, rather being appreciated for their work by the people of the community especially by the male relatives and elderly neighbours. Yet with this increased mobility women are not always able to go to the market, though that does not pose a serious problem for them. 

67. The husbands of both the female participants and the APs have learned techniques from their wives and are applying them in their own work. During a session with APs, it was observed that a group of men were sitting nearby listening to the session and were encouraging women by telling them to take part in the discussion. In some cases husbands were so motivated by their wives success that they are providing the wives with greater amount of land for vegetable production. And, more often it is the husbands who are buying seeds from the market for the FFS farmers and taking the produce to sale in the market. 

68. The children of the participants are also helping in carrying out different activities related to vegetable and fruit production. For example, they take part in caring for the vegetable beds, prepare beds and take produce to the market. This actually highlights the fact that labour implications and seasonal demands on women’s workload need to be taken into account by the project. 

69. Some women have emerged as LEs. However, since the beginning of the project a number of them have dropped from the program. The reason being that in cases number of nurseries is greater than the demand for their services, leading to competition between them in terms of price. Also, farmers mainly get quality seed from a seed seller in the market or nearest town through their husbands. Women were seen to participate in the LEA meetings. FFD gives a good opportunity to the LEs to interact with the community and expand their market. But it was reported that in some cases the male visitors feel shy to come to the female FFS participants stalls and asking questions about their activity. 

70. Ninety percent of the APs are female. But only 50% could practice knowledge gained (PIR, Second Semester, and pp.5). This may be due fact that a number of these women are from poor families with no land around their homestead. As such it is not possible for them to practise the knowledge gained. Also being poor they can not spend money in buying seed nor needed fertiliser. All primary participants do not take the responsibility to share with APs seriously (other than the small group leader). The project has a very positive impact in terms of developing the leadership skills of the small group leader. 

71. The Review Team found that at PNGO level, 50% (in 12 out of 13) of the Field Trainers are women. Similarly, in direct delivery, 50% of the FTs are women (except in Nilphamari Sadar Thana). Among the CARE-SHABGE staff, there is only one woman at Project Officer level. Thus the gender balance was not achieved at the project management level. Possible reasons behind this are that the educated women are immediately picked up by other organisations and that usually it is still difficult for women to be away from home or known environment and support. Also, a trained CARE and PNGO women, when given a chance, move to a better job. 

72. The expected output of staff training (season-long foundation training) in terms of gender is not very practical. The module targeted for the FTs should concentrate more on practices and possible ways to address them rather than theory or policies. 

73. The project is creating enabling environment for reduction of poverty though it does not target poor. In some of the project documents “poor” has been defined as anybody having less than 100 decimal of land. As per standards this definition actually bypasses the poor segment of society. One good initiative of the project is that of inclusion of at least five poor women in one FFS. But it failed to design any specific activities for these poor women. 

3. 2.4. Management: structure and organisation

74.  The project has had a varied history and has inherited some of the characteristics of the previous projects that were essentially hierarchical in structure. The Bangladeshi culture is basically hierarchical. Hierarchy is a fundamental part of family, village and political life. Hierarchy also is a dominant characteristic of all organisations in Bangladesh. CARE-B is no exception since all employees bring hierarchical values with them when they join the organisation. A hierarchical organisational structure also exists in the SHABGE -SDC Project. 

75.  There are two basic types of organisational structure. One is 'mechanistic' and the other is 'organic'. The mechanistic type is characterised by a stable specialisation of task, a precise definition of role obligations and techniques, and a tendency for most operations to be governed by a hierarchical structure of authority and communications. A continual reallocation of task, a flexible definition of role responsibilities and methods, and a propensity of advice and communication characterise an organic structure. The mechanistic organisation has been considered most appropriate for routine conditions and the organic is best for changing conditions. "A learning process organisation" is a key attribute of the organic organisation. 

76. The existing project structure is complicated and difficult to discern the line relationships. It creates role confusion at each level and is not conducive for the formation of a strong project and team sprit.  Many staff are not entirely clear about their position and responsibilities and to whom they are answerable. With the technical staff, some have responsibilities to their district and others to headquarters but both are at the same level.  The flow of monitoring information from field to headquarters is not fully clear, nor is it clear who has responsibility for monitoring at field level.  Having staff based at district level with unclear lines of responsibility can make people insecure and unmotivated.  The seemingly regular changes in project structure and responsibility are also very unsettling.   

77.  There is a need for rationalisation of staff location/bases that will ensure maximum effectiveness with respect to the needs of farmers and field staff. This applies to all the different arrangements for delivery of outputs.

78. Some of the problems emanate from complicated lines of communication, both with regard to the transfer of results and outputs, and the discussion of outcomes which might lead to changes in plans and even strategies. Under the present structure there appears to be little scope for a genuine bottom up communication of ideas and questions that might address real; problems in the field work. 

79.  Another area of concern with regard to communication relates to the publication, storage and retrieval mechanism for documents produced by the project.  Considering that many staff at district level wants to establish resource centres, the failure to introduce either a basic numbering system for published documents or to store them in an easily retrievable manner, is very surprising.   This lack of a systematic library and documentation might well be partly the reason why so many documents, that are of great importance in the critical review and re- planning process, are not studied and discussed in depth. (See also para 58 above). The review team had some difficulty finding several documents that subsequently turned out to be significant in our later discussions.   

80.  Staff training and continual learning is a matter for some concern although there has been a great emphasis on a long, intensive training period at the inception of the project.  Staff is well trained in basic natural resource management skills and to some extent in facilitation, but they are also asked to facilitate the development of organisations. In this are they are poorly equipped and they may not be the most appropriate people to do this kind of work.  They also need to become much more familiar with farmer-participatory research and development methods and recent developments elsewhere in Farmer Field School techniques and experience. 

81. There also appears to be no systematic ways in which staff training needs are addressed and reviewed. There are two kind of future training needs. One is in developing a career path for the staff and the other is a task based, which are required to accomplish the programme objectives and outputs effectively and efficiently.          

3.2.5. Project Implementation Models

82. The project has developed four main of methods of delivering outputs.  

1. Partnership with Local NGOs. This is designed to create better linkages with grassroots organisations and to transfer skills to farmers, commercial farmers and local entrepreneurs.  The NGOs have their own development programmes which focus on the same localities and farming families. In most cases there is less chance that these services will be discontinued over a short period. In the longer term CARE should be withdrawing from the partnership and leaving the local NGO to take over. This strategy should build up the capacity of both CARE ( to assist with the capacity –building of the NGO)  and the NGO ( to implement the programme).  Over time, this capacity of the NGO can be built into a Thana extension service centre. Farmers can come here for services and staff can be assigned to support farmers and LE’s and coordinate linkages with DAE and VFFP. 

One important criteria for selecting NGOs could be that they have a relevant programme in the area of implementation. 

2. Parallel Implementation ( Coaching Team; aslo known as the parallel approach) .  This is a useful approach to build capacity and skills of PNGOs, both from the organisational  and personnel perspective. The approach should be planned within a strictly limited period, with internsive interaction at the start and gradual withdrawal .

3. Direct Delivery.    This is a useful approach in which to test and try out different techniques which might facilitate partner capacity building and for self learning.  However, DD is specifically project based, it is less likely to be sustainable in the longer term when funding ceases. 

4.  Staff sharing between SHABGE and VFFP. Staff sharing seems to be mainly occurring in support of the development of LEA’s . However, sometimes conflicting advice on management or administrative matters can be confusing.  As the nature and targets of the two projects is different and different skills are required, it is not possible to implement project activities with the same staff at field level.  For administrative purposes, it should be possible to share staff among the project provided they follow the same implementation strategy. 

83. It is the view of the Review team that the Direct Delivery mechanism is not sustainable. It does give quick and dramatic results in the short run and was the preferred method by the November 2000 SHABGE-DFID review team (Barton, Alex and Blackshaw, 2000), but in our view, if the intervention is not supported by the active involvement of a local grassroots organisation, it is unlikely to succeed in the medium of long term. 

84. It has to be admitted that the local NGOs lack some of the necessary resources, particularly human, to carry out the programme, and there have been misunderstandings and confusion over differing roles and responsibilities in the past.  It is also true for some NGOs that without CARE funding, they would not be able to carry out the programme.  However, it is the view of the team from our interaction and review workshops with different groups of CARE staff and NGO staff, and from long experience of two team members in Bangladesh, that some form of partnership with NGO’s is essential for the long term successful implementation of the project. 

85. It is not possible to make analytical comments on the nature of the partnerships that have been created as they all seem to be slightly different and the contributions made by both parties are different.  What works well in one are may not work in another. The exact nature and successful operation of the partnership has to depend on a close reading and monitoring of every situation and the constant response to feedback from partners.  Unfortunately, this does not always happen as the results from our review workshops show.  The outcomes from the workshops also showed that PNGO staff were much better informed about the true nature of the situation on the ground than the CARE staff, which reinforces the idea that NGOs are essential, partners.   

86. Partnership NGOs often feel like “poor cousins” as they have poorer pay and conditions than their CARE counterparts.  There is also a competitive spirit exhibited by some of the CARE staff that does not make for amicable relationships.  

87. There is a definite need to develop exit strategies by CARE wherever there are direct delivery activities and these need to be planned soon. 

3.2.6 Strategies of CARE-B and SDC/IC. 

88. Both CARE-B and SDC/IC have produced long term strategic plans in recent weeks. The SDC plan focuses on what it calls a Sectoral approach which focuses on the known track record and strengths of previous projects in agroforestry related interventions (SDC, 2001). This would seem to be a logical and rational follow on from past experience. The strategy has appropriate goals and objectives and sticks to proven entry points which have been shown to have been effective in making positive contributions to household livelihoods for many smallholder farmers. 

89. The document could be more concise and the conceptual diagram is both confused and confusing. A little more clarity here would help to explain the concept to those unfamiliar with complex diagrams.  There is a need for a little more on systemic thinking about how farms and farm homesteads work and how farmers utilise different resources to fulfil their livelihood needs. 

90.  There has been some concern to stress the sectoral approach, (as opposed to a livelihoods approach) which is justified in some way. However, the approach as it is written here does incorporate wider, contextual dimensions of farming and its relation with the wider economy, which is essential if any intervention like the one proposed, is to be sustainable. 

91.  CARE-B, after many years of discussion and development, has launched its long-term strategic plan that incorporates five principal dimensions: - Rights and Social Justice, Education, Governance, Organisational Culture and Restructuring.  In the section that is particularly relevant to this review, a household livelihood approach figures strongly as a leading method of developing programmes which will address livelihood security needs and guide other programme interventions. It is evident that the start of this work will be a substantial data collection and monitoring exercise that will run over several years.   The implications for existing projects of CARE are not entirely clear, but the approach may involve some effort in additional training and the incorporation of many more staff with social, political and economic science expertise, and those with appropriate advocacy experience.

92. There is a concern that this exercise will involve the collection of large amounts of data and will demand a great deal of precious time from farmers. The experience of recent years is that participatory monitoring and evaluation techniques (see Guijt, 1998) can be just as effective (and at a fraction of the cost) as data driven approaches. 

93. There are profound social and political questions about the role of an international NGO becoming involved in advocacy and human rights issues and at the same time being involved in household rural and peri-urban agricultural development interventions that are intended to benefit the very poor.  There is a need for some very clear thinking about the purpose of the many elements in the future strategy.  The review team does not wish to enter into debate about such issues at this point but focus on the implications of the changes for the current project. 

94.  The teams feel that the existing focus of SHABGE (on women’s vegetable and tree production and development in homestead areas), is appropriate and does not need any expansion of activity into wider livelihood areas. What the staff needs is a greater help to enable them to understand the principles of farming systems and livelihood concepts. This does not mean that they should be expected to work in all areas of livelihood development. 

95. Finally, the team was asked to comment on a paper produced by Intercooperation during the Team’s last week in Dhaka. This paper discussed the implications for future co-operation of the CARE and SDC strategic plans, in the light of the proposed merger between the VFFP which is implemented directly by Intercooperation, and SHABGE – SDC which is implemented by CARE.   

96. The proposal to combine these two projects would seem to be sensible in view of the overlapping interests and the danger of duplication, particularly in the are of tree and nursery development.  It is clear that the two projects have relative strengths and should be able to combine these.   The alternative proposals are:-

1. An area approach in which VFFP and SHABGE take responsibility for different geographical areas and each carry out both sets of current responsibilities.

2.  A co-operative approach in which each project teams compliments the other in all the current areas of operation.

3. Phase out the current SHABGE project and develop a pilot livelihoods study in a new area. The intention here being that the teams would enter the new areas without any preconceived agenda, develop a full understanding of the context and the needs of villagers over some time and then respond to whatever needs are considered to be the most important. 

97. For several reasons, the review team considers that neither option 1 nor option 3 is feasible. Option one would not work as neither team has sufficient strength in each other’s fields of expertise without a huge training programme. Option 3 indicates a mistaken perception of what is required for a livelihoods approach in the area of agriculture and natural resource development.  The current SHABGE could easily develop a livelihoods perspective  while retaining  its very clear entry point provided all staff develop a wider appreciation of systems and the wider context. 

4.  Further discussion, needs and recommended action

4.1 Farmer Field Schools and Participatory Learning

98. This is generally a very successful programme despite a rather prescriptive approach to technology development. The approach of the CARE staff is still rather top down which gives little opportunity for constructive farmer critiques and feedback that could influence the learning agenda.  The programme needs to be reoriented to focus more on farmer needs and to allow greater lead roles of farmers themselves in the process of learning. “ Trainers” should be operating more as facilitators and fellow learners and other support staff should be feeding in new information and ideas about alternative crops and technology options that might be worth exploring further. 

99.  Technologies need to be much more innovative and incorporate indigenous technical knowledge from the region. There should be much more exploration of intercropping with local and indigenous vegetables and flowering plants and it is certainly worth developing organic or ecologically based systems where this is appropriate. 

100. Greater networking and interaction needs to be developed among growers, vegetable buyers, LE’s, CF’s and service providers.  More effort needs to be made in developing entrepreneurial attitudes among farmers and in understanding the operation of markets and how best to interact with them.  Successful marketing should be followed by training on capital accumulation and reinvestment. 

101. Some way needs to be developed to assess the development of skills among farmer participants. This could be a combination of self-assessment and externally assessed competence certification. 

102. Women participants have become more confident as a result of the programme and they now have greater knowledge and competence in vegetable growing which is in great demand. 

Recommended Action

1. The project should develop a more farmer centred approach that gives more scope for farmer driven action and farmer assessment of outcomes.

2. Greater use needs to be made of local knowledge and innovation in developing more sustainable cropping and crop/tree/livestock based systems.

3. Greater effort should be made in developing entrepreneurial skills

and networks among and between FFS groups and service providers.

4. This part of the programme should definitely continue at least until December 2003.

4.2  Commercial systems: LE’s and CF’s.

103. The whole approach regarding the development of LE’s needs to be reassessed. This part of the programme has had mixed success despite the apparent fulfilment of target trainees. Some LE’s are badly placed in relation to the needy FFS groups and some are not really interested in providing seeds and seedlings of vegetables, particularly when many can be bought in local markets.   The training and support systems for these activities seem unduly high and cannot be justified in the longer term. Once LE’s are established they seem to be only interested in sapling production.  The project should develop and exit strategy as soon as LE’s are viable businesses and there should certainly not be more than 2 years support. . 

104. Commercial farmers are developing low external input systems of growing vegetables and may be more reliable contact for the FFS groups to provide, seeds, seedlings and market intelligence and partnerships.  There is a need to develop further role and options for CF groups in marketing, training, extension and research and input supply.

105. The supply of vegetable seeds and seedlings comes from a variety of sources, including markets, shops, LE’s and Commercial Farmers. This situation appears to be slowly improving and it therefore raises questions about changing strategies over the LE’s as key actors and providers.  There may be now a need to support training to enable them to carry out marketing studies of local and distant markets in order to be better informed about the supply and demand situation for seeds, saplings, vegetables, fruits and timber.  Such market intelligence is needed on a continuing basis and should be the responsibility of all LE’s as it undoubtedly is for CF’s. 

106. Fruit and timber tree saplings are generally available from most nurseries and there is even a possibility that there is an oversupply of seedlings due to the continuing success of the VFFP nurseries.

107.  Data collection on production, consumption and marketing needs to be summarised and analysed as soon as possible in order to assess its value and the value of the information that emerges from these exercises.  Financial data needs to be much more skilfully collected from a wider sample of developing farmers and analysed as soon as possible.  More qualitative data needs to be used to assess the sustainability of the production and economic changes and how significant these are in relation to rural livelihoods.

Recommended Action.

1. Re-examine the LE strategy. Phase out contact with those that are not effective in providing required services to the FFS participants.  Continue where a worthwhile and valued service is being provided

2. Assess the continuing contribution that commercial farmer groups can provide to the FFS groups.

3.Carry out marketing studies on the supply and demand for vegetables, fruits and trees with LE’s and establish a long term monitoring system which is locally owned.

4. Re-assess the economic data collection system and start collecting relevant data that will give a full picture of the true economic changes that are taking place in the household economies of significant numbers of participating farmers, LE’s and commercial farmers.

4.3  Farmer Participatory Research and Extension

108. “Action Research” needs to undergo a serious review by all those involved. The methodology has changed little in two and a half years and it is no longer appropriate to the needs of a programme which wishes to be a truly farmer participatory research and development process (see earlier notes under section 3.1.3.) 

109. The starting point for this revision would be for relevant staff to become familiar with current literature and experience in farmer driven participatory research (reference list included in Annex 3). There is also a need for all those involved in this process to develop an understanding of the experiential learning cycle and the way in which this can encourage a learning experience over time. This is represented in the following diagram.  
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Figure 1.  A series of experiential learning cycles (A, B and C) with increasing knowledge as the process continues (C. King 2000. adapted from Kolb, 1984)

110. In the view of the review team, the staff engaged in the research process are not spending enough time in the reflective observation part of the process which should involve farmers, both in the critical reflection and in the development of new ideas (abstract knowledge) about what should happen next in the active experimentation phase.  Only in this way can the process really make progress. At the moment there seems to be little learning taking place and the ability to refine and develop ideas continuously is very limited. 

111. The on farm experimentation should address real problems, not repeat what we already know, and be replicated by a significant group of farmers on their land, not on the demonstration plot. 

112. Much more use can be made of indigenous knowledge form Bangladesh and the region and farmers can be involved much more in the extension process.  

113. Labour costs should be brought into the measurement of inputs and assessment of the outcomes of field trials.

114.  With respect to agroforestry options, it is very unwise to develop packages and much better to encourage farmer experimentation and innovation with different combinations of trees and crops. 

115. There needs to be a discussion about the use of chemical fertilisers and the possibility of developing “chemical free” organic or ecological production systems which will involve a high degree of intercropping and innovation. 

116. Experiments, introductions, demonstrations, field days, “bazaars” and exchange visits with other regions of Bangladesh (or India and Nepal) can all be used as ways of developing farmer knowledge and experience and in extending the understanding of options and messages.   

Recommended Action.

1. Study relevant literature on farmer-participatory research methods and experience

2. Develop a research and extension programme in which farmers are treated as colleagues and resource persons. Set up a “farmer research group” in each village of active and interested innovative farmers with active support from extension and researcher partners.  The nucleus of such groups already exists with the sub-group leaders and innovative farmers that have already been identified. 

3. Consider developing organic production systems wherever possible.  Think more about systems of production.

4. Run research in response to needs. Carry out more observation and documentation of actual practice. 

5. Hold “bazaars” at the beginning of each season and invite research and extension personnel to offer ideas for research for discussion with farmers as potential research partners. Researchers should also be bringing ideas from elsewhere.

6. Evaluate research with farmers. Use participatory methods more and take account of labour availability as a variable in assessment. 

4.4  Farmers’  Organisations

117. It is the view of the Review team that the strategy relating to the support for LE’s needs to be reassessed. It follows that the development of LEA’s and any other form of organisation, with facilitation by the project staff, need to be reassessed also.  The reasons relate to the need to take account of existing farmers associations and organisations and to allow farmers to decide themselves whether they want or need an association. 

118. Any group of farmers embarking on a new development path may wish to collaborate for a time as this facilitates exchange of ideas information and could initiate marketing and input supply cooperation.  Whether or not they set up an organisation should be left to them and not imposed from outside.

119.  The other main concern of the Review team is that we do not consider that the current project staff are fully competent to become engaged in this kind of activity and they would need additional experience and skills if this policy were to be continued. 

120. Perhaps the most appropriate role that project staff could play in the future would be to support and assist these processes on request and provide relevant information or make contact with appropriate people.   

Recommended Action

1. Take account of existing organisations – formal and informal before trying to create another one. 

2. Reconsider the development of FLA’s and LEA’s in relation to expressed need and demand.

3. Bring interested LE’s (or farmers with relevant skills and interest) closer to FFS groups.

4.5  Gender and Poverty 

121. The timing of the training sessions needs to be changed though more involvement of women farmers in finding the best time for them following each session. 

122. The review team has a concern about how production data is recorded and think that there might be significant errors in some cases.  There is aneed to give careful support for this activity and literate members of the family can be brought into this process.

123. One way of developing a closer linkage between the FFS group and the LE’s would be to develop a much closer relationship between the two.  If LE’s are located close to the FFS (in future only LE’s in the same village should be supported). Staff could negotiate for the LE to provide land in his/her nursery for the demonstrations and learning activities. 

124. There is a well-qualified gender specialist in the ANR group of CARE. This person should be involved in the SHABGE project as an adviser.

125. Field trainers, particularly women, feel that they have little opportunity to develop their careers. Proven staff at this level should be given training and encouragement  (with HRD CARE) and rewarded with promotion wherever appropriate.

126. The whole programme is focused, primarily, on the development of and women farmers. It is obvious that there should be far more women field and other staff at all levels than at present.   In such a project it is not true to suppose that men can communicate, train and develop new technologies than women. 

127. Field trainers still need further training on gender analysis in order to identify and promote potential leaders of the FFS groups. 

128. The problem of the very poor is the fact that they have very limited access to any land other than that immediately around the homestead.  The Review Team suggests that efforts should be made to negotiate access to a plot of land for a group of the very poor. They could, perhaps operate this land on a co-operative basis rather like the demonstration plot areas.  It could enable poor women to generate food and an income on a shared basis with a landowner . The arrangement could be formalised later through existing practices for land rentals.  This is just one suggestion of a way in which the poor might take advantage of resources that are close and currently  underutilised in the dry season.  There are of course, other ways in which the skills of the poor might be utilised and these also need pursuing . 

Recommended actions

1. Rethink the time of the training / learning sessions.

2. Pay more attention to the careful collection of production and marketing data.

3. Create linkages between women growers and local buyers.

4. Negotiate with LE’s, where possible, to provide land for the demonstration area for the FFS.

5. Staff at all levels need to recognise the fact that there are important gender divisions of labour in these systems and that men and children should participate in some training sessions.

6. Work more closely with the ANR gender specialist in CARE.

7. Promote FTs with experience. 

8. Promote a better gender balance in staff composition i.e. appoint more women.

9. FT’s should be trained on how to assist women to become leaders and develop group sustainability. 

10. Focus on the specific problems of poor participants. Project staff should negotiate access to a plot of land for poor farmers who have none. This could be negotiated on a similar basis as the Demonstration plot or through advocacy work.

4.6  Monitoring and Evaluation

129. As an initial step, a critical review of all the internal review documents, which have raised many important issues with respect to the performance of the project, should be made. The outputs from this should feed into the Project Logframe replanning meeting below.

130. The discussion that follows assumes that the project will continue at least until the end of 2003. (see below).  If this is agreed, then an initial step would be to hold a workshop in which there are representatives of all project stakeholders present.  This meeting would reconsider many aspects of the Logframe and redevelop in the normal manner but with modified objectives, outputs and additional qualitative indicators that will be addressed in the remaining time of the project. The Logframe should contain a clear purpose and it should be set out in one continuous table.  It should be agreed that the Logframe is revisited and if necessary revised or adjusted, every 6 months from now on. 

131.  If this can be agreed, then the monitoring system needs to be redeveloped to focus, both on the collection of relevant economic, ecological and social information that will really answer the questions posed by the objectives and on the qualitative assessment of change arising from criteria developed by participants themselves. 

132. The monitoring and evaluation system needs to be clear to everyone in the project who is involved in the collection of information, including partner NGO staff. Everyone involved should be able to explain why any piece of information is collected and also understand and discuss the outputs which should be reported back to the field in an appropriate manner. 

133.  A critical review of the current data set needs to be carried out and decisions made on the value of all the information.  Anything that does not contribute to the purpose of the project should be rejected. 

Recommended Action

1. Critically discuss the outcomes of all internal review documents  and take appropriate action at all levels.

2. Revise and rewrite the Logframe with representatives of all stakeholders. Develop more qualitative indicators for the assessment of outputs and their effects. 

3. Make the monitoring and evaluation system understandable and manageable for all staff and partner NGOs

4. Reduce current levels of data collection to that needed to answer the question prompted by the objectives. 

4.7  Management issues

134. The feedback from workshops and the previous review documents is that there are some uncertainties in relation to internal relationships in the organisation CARE-B should initiate process to minimise the negative aspects of hierarchical behaviour by introducing a simple flatness of its structure and participatory culture in the work place. 

135. To help with this it would be useful to introduce a clear structure.  We are aware that producing another organogram is fraught with danger but here is our  suggestion based on a very cursory analysis of the situation: 

Figure 2. Proposed Operational Structure























136.   The structure should create an environment for the staff in which skills are complementary and blend to achieve quality performance in the programme.

137. The Project should operationalize numerous informal as well as formal feedback systems both upward and downward through the meetings and constant dialogue.  Researchers and monitoring and evaluation personnel should report back formally and informally on a regular basis on what they have observed and deduced from the information collected.

138.  Coordination is an essential ingredient of an organisation. The culture of "Self coordination" is to be practiced at all level. Through various formal and informal mechanisms, program managers and support system managers (technical person) should share information with one another and negotiate their relationship to contribute the program. Reliance of self co-ordination rather than overhead coordination, is necessary in flat structures and works best within a framework of shared values and strategies, clear output goal, both short and long term, and mutually accepted rules and procedures. 

139.  Location and numbers of staff.  The Thana is an administrative unit. All the services (extension + input) are available at the Thana level.  The Programme should cover all the villages of a Thana. It is suggested that an FFS should operate in each village. It will provide a demographic strength to the FFS. This strength will create a demand for services from Thana level. If the FFS are demographically poor in that case they will remain poorly served by the different extension and service providing agencies.    

140. The relationships between CARE and PNGO staff could be improved if the NGO partner staff were treated as colleagues rather than competitors.  The NGO staff met by the Review team had an important understanding of the situation at village level and had an excellent rapport with the communities they were working with. It would seem that they have skills and experience to offer that the CARE staff could benefit from. 

141. For almost all the activities that are being undertaken by the staff, there is a need to incorporate additional people that have a social science or community development background.  People who have only a technical background cannot achieve all the objectives of the programme. Nor is it possible, even with intensive training, to train natural scientists to become social scientists.  An experienced  graduate social scientist  could be placed at the regional level and it is also possible that one or more of the Thana coordinators of the PNGO’s could have a social science background and one with a gender background. 

142. The above paragraphs (134-139) give the rationale for improving the management structure. We should emphasise that there is no need to keep two key persons at central and district level for management of such a simple single entry project.  Also, most technical and administrative activities ( including monitoring, evaluation and research ) take place at the field level, and thus need more day-to-day coordination , reflection and feedback. The phasing out process is also much easier for a less top-heavy project.   Another reason to simplify the organogram was that the project already shares members between Nilphamari and Rajshahi and we considered that there was no reason to keep district level offices. 
Recommended Action.

1. Undertake a revision of project structure in full consultation with all staff and partners. 

2. Rationalise the deployment of staff based on a simplified organisational structure ( see  Figure 2. Page 30)

3. Concentrate on providing a high quality of service and training at Thana level with an FFS in each village together with a local LE where appropriate.

4. Develop a more constructively critical and collegiate culture among all staff. 

5. Management staff at all levels ( both CARE and PNGO’s ) should spend more time in the field in critical feedback sessions that contribute to replanning

4.8     Implementation models

143. The review team is confused by the range of alternative implementation arrangements and thinks that it is time that there was a consistent policy and action. 

144. We consider that partnership arrangements with NGO’s are most appropriate and that direct delivery should be phased out. Even with the partnership arrangement, there should be a phased reduction in the presence and intervention of CARE staff as the Partner NGOs develop their skills and experience.  At a later date the CARE staff should develop a lighter touch and provide services on demand, while at the same time bringing information and ideas from elsewhere. 

Recommended Action

1. Phase out direct delivery over the next year.

2. Develop truly equal partnerships with partner NGOs.

3. Develop a phased withdrawal strategy as the level and nature of the partnership changes over time.

4. Hold regular review meetings in the field and exchange ideas and experience with all partners.

4.9  Long Term Strategic plans and collaboration between SHABGE-    

 CARE/SDC and VFFP.

145. SDC’s strategy for Sustainable Land Use emerges from a strong commitment to a Sectoral approach which is in an area where it has had most success in Bangladesh.  The approach relies heavily on specific inputs and technologies in horticulture and agroforestry that contribute this objective and to the development of more sustainable livelihoods. The approach can be considered to be appropriate as it builds on the strength and experience of many years in this area. It is considered that the approach needs some clarification, particularly the conceptual diagram, and the addition of systemic thinking into the analysis of the context of farm, household, village and Thana levels and scales.

146. CARE has also recently developed a long term Strategic Plan that has a very bold and ambitious vision that covers many fields in the social, economic and political sphere.  It is assumed, from a reading of this document, that within the commitment to a Sustainable Livelihoods, there is a continuing interest in the development of farming systems as one of the key entry points to this approach. It is considered that there needs to be a clear distinction between advocacy and human rights activity and research and development of natural resources and the development of more sustainable farming.

147. These documents have contributed to the discussions on the future relationships between CARE and SDC/IC in horticultural and agroforestry development.  SDC/IC has proposed a number of options on the relationship between the VFFP and SHABGE-CARE project.  The preferred option for the review team is the second one in the SDC/IC discussion paper of November 2001, namely that the tow projects combine their expertise and work over the same areas in the Northwest . 

Recommended Action

1. CARE should to clarify the implications of their Livelihoods approach for all staff as it might affect future work with the SDC/IC approach to Sustainable Land Use. 

2. The SDC SLU approach needs some systemic additions and the conceptual framework needs a clearer representation

3. The VFFP and the SHABGE Projects should combine, using a programmatically based division of responsibilities for field activities. ( Option 2 of the SDC/IC discussion paper of November 2001).
4.10 Extension of the project to 2003 and beyond.

148. The Review team considers that provided the above-suggested adjustments are taken into account the SHABGE–SDC Project should continue until the end of 2003, provided action is taken during the next 6 months to implement the key recommendations of this report.   Further internal reviews will be necessary during 2002 with specific attention to the effectiveness of the revised Logframe and the partnership with VFFP and in 2003.  If it is decided to extend the project ,a further review should take place towards the end of 2003.   The Team is not prepared to say at this point whether the project should continue beyond this time. There is no reason why it should not replicate the same approach, if it continues to be successful, in other districts where there is a similar need. 

Recommended Actions

The SHABGE Project should continue up to the end of 2003, following adjustments made in the light of the present review,  at which time a further review should take place. 

149. The Review Team has spent some time trying to conceptualise what we feel to be an appropriate set of relationships between the key actors in this project.  We began with the main beneficiaries, the women farmer participants and their associates, and have tried to show how they might be related to the other actors at village, thana and wider levels. Figure 3 represents our interpretation of the situation and the key actors who are engaged in relevant development activity, as we would envisage it in the future.

The main actors and elements are :- 

Farmer Field Schools:
These are  the key focus of the project . PNGO’s develop the farmer  skills and support them to gain access to local and wider, resources.  In the future, the PNGO-created Thana Extension Service Centre can support the emerging farmers and groups and link them with other services at  thana level.    

Local Entrepreneurs:
One or two LE’s per village, depending on the population. This is the preferred location of the FFS and part of the LE land should be used as a demo plot.  PNGO’s also required to support LE skill development and information linkages to other stakeholders and actors. 

Commercial Farmers: 
A small number of commercial farmers in the community to be trained in a range of skills which will demonstrate the value and benefits of growing vegetables and tree crops. They can be responsible for developing more environmentally friendly farming practices and marketing techniques and disseminating them among the FFS members. They could also be utilised for facilitating marketing opportunities for farmers.

148.  As FFS women emerge as vegetable growers, they should be encouraged to become better linked to service providers within the village who can enable them to pursue more intensive cultivation activities (loans for cultivation or lease of land or for information) . At thana level , the direct link should be through the Thana Extension Service Centre ( TESC). This should provide all those who need it with a variety of relevant support and with other existing organisations which operate at the thana level.










































































Figure 3. Community Integration Framework for Sustainability
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