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Part One
EXECUTIVE SUMMARY

This study was commissioned by CARE International in Jordan in order to evaluate the results of the Community Water Resources Management Project (CWRMP) implemented by CARE Jordan over a period of nine months and completed eight years ago (November 1997- June 1998). 
The project evaluation took place during the 26 February to 6 March 2006 according to specific TOR (Annex A). The project evaluation used participatory tools, including the use of available documents, interviews, focused group discussions and field visits. All tools were used to verify the results from Farmers, Voluntary societies (CBOs), local community and government officials from the Ministry of Social Development (MSD). 

The CWRMP aims to demonstrate a participatory model of sustainable management of community water resources. This was done through the implementation of three community projects, which rehabilitate water springs and canals in Tafila and Karak governorates in the south of Jordan. 
In Bsira Village (Tafila) the CWRMP built a small dam (2.5m) to hold and raise the water bed in the stream, building a 50m3 water tank and linking it with canals and plastic pipes to help getting irrigation water to farm lands. 40 families owning 500,000m2 of cultivated land benefited from the project. In Dana Village (Tafila) the CWRMP, constructed a 3000m of cement canals and the rehabilitation of Dana Spring in addition to building a small tank (6m3).  The project irrigates about 500,000m2 of land for 220 families. In Shabieh Village (Karak) the project built a 30m3 water tank and 1000m canal benefiting 40 families, irrigating 70,000m2 of land.

The CWRMP was implemented through three CBOs as counterparts in each village in collaboration with the Ministry of Social Development offices in Karak and Tafila. The project activities involved training, establishing water committees in each village and the contraction and construction of water systems. 
The PPE found that the CWRMP had been successful in meeting the goal and objectives as set in the project plans.  Benefiting farmers verified that clear and sustained impact was established on the water supply to support agricultural production. This was evident through minimized water  losses, increase in cultivated lands, reduction of irrigation time, better access and utilization of water for 300 families and improved quantity an quality of agricultural production (source: discussions with beneficiaries). A sustainable approach for community water management was established in the form of farmers and the CBO being able to organize themselves to solve problems arising. While, it was noted that the water committees established through the project were not sustained in the same form, the communities and CBOs nevertheless have created alternative systems to manage their water resources which was built on the idea of community participation in management water resources.  The project demonstrated a replicable model for Jordan to be used to address water problems and the potential to significantly change the attitude of local communities to deal with water issues. 
Since the end of the project CBOs in two areas (Bsira and Dana) have secured additional funds from donors for the expansion of the project and establishing new water resources management projects for the rehabilitation of water resources in their areas. 
The evaluation recommends that the community level organization needs to be revisited and revitalized and that the replicability of the project was not exploited as much as it could have been. The training provided for the CBOs was not utilized by the CBOs in an effective way which require CARE International in Jordan to reconsider it capacity building program for the CBOs in water resources management. 

The PPE noted that the involvement of the Ministry of Social Development and Ministry of Agriculture was effective in all aspects of the project. However it was noticed that the involvement of the Ministry of Water and Irrigation was limited. This should be considered in future projects. 

In addition it was noted that the role of women and an analysis of the access and use of water by women and farms not close to the canals was not part of the project’s design and implementation.
This report provides the details of the assessment findings and analysis of the strengths, weaknesses, opportunities and threats detected during the assessment along with the impacts that the project had on the partner institutions at different levels. 

Part two
Key Background information

I- Project Background
CARE'S experience in community managed water resource management to date
 has been positive and suggests that replicating the model on a broader scale will have benefits beyond the Areas in which CARE worked and would also serve to better impact on national policy and thinking and empowerment of local communities to manage their water resources. 

The Community Water Resource Management Project was set up to rehabilitate water springs, canals and cisterns over a period of six months in Karak and Tafila Governorates. It demonstrated a participatory approach to the sustainable management of community water resources through the implementation of three community projects which built the capacity of three counterpart organizations to manage and develop community water resources into the 21st century.

The CWRMP was designed to make contributions to the national debate on best practice community level initiatives to tackle the growing problem of national water shortages. The Ministry of Social Development were the operational counterparts and involved in all field issues.
1) Project Problem Statement:

In common with most countries in the Middle East, Jordan is experiencing a severe water shortage which will only get worse. Despite major water projects large areas remain un-served. The challenge of managing Jordan's water resource is not in finding new water sources, but rather in better managing available water resources. As the pressure on water resources mount so too does the need for a comprehensive policy framework that actively promotes the interaction between government and the community in this crucial issue. Policy and programmatic initiatives have neglected the involvement of local communities in the management of this very scarce resource yet without the active involvement of local communities at the community level policy initiatives will invariably fail.

Typical water related problems in Jordan include the inefficient and ineffective management of national water resources; subsidized water to end users; poor aquifer and surface water quality; inefficient irrigation networks; inefficient use of irrigation water.

2)  Project Objectives:

5. Demonstrate a community approach to sustainable community water resource management to counterpart organizations and donors and train at least two Ministry of Social Development personnel at Governorate level in participatory methodology, mobilizing local communities, strengthening local organizations, and training skills.
6. Rehabilitate three springs and up to 3,000 meters of irrigation canals and associated water delivery infrastructure with all necessary technical and physical inputs in three locations, thus providing access to water for up to 350 families in 6 months.
7. Strengthen the capacities of three local bodies to manage and develop community water resources through joint project management and practical training and to provide them with an income to maintain and develop common water resources.
8. Contribute to the national debate on best practice community level initiatives to tackle to growing problem of national water shortages.

3) Project Results/Outputs 

1. Improved water supply through the rehabilitation of three springs and canals in three villages; 
MoV
.     Springs and up to 3,000 meters of irrigation canals rehabilitated in three locations providing access to irrigation water/or up to 350 families in by July 1998.

2. Staff from the Ministries of Agriculture and Social Development trained in community mobilization and participatory methodologies;

MoV.    Two MSD and two ARMP staff trained in resource management and participatory methodologies.

3. Strengthened capacity of three local organizations to manage village water resources through training in local community resource management, community development skills and project administration and management;

MoV.    Three local counterparts trained in community resource management by the end of the project.

4. Three local Water User Associations receiving an income sufficient to cover operation, maintenance and the development costs of community water resources.

MoV.    Three village water committees managing community water resources each with secure on going funding from irrigation water users.

II- Post Project Evaluation Objectives (PPE)
CARE requested the external consultants to conduct a PPE CWRMP outputs and impact through the measurement of achievements made in various objectives, using international standards of project evaluation. The evaluation terms of reference set to describe and comment on the progress and impact being made on the project objectives for the following aspects as stated in the ToR (Annex A):
a. Organizational Level: Drawing lessons learnt out of the implementation process and reflecting on adapting and modifying the preparation, analysis, planning and implementation of the whole process; reflection of the degree of project feasibility for future replication and scaling.    Drawn out lessons should be stimulated in the form of recommendations that could be incorporated within CARE's future planned approaches and strategies of project design and management.

b. Stakeholder level: Assessing the impact of the project on the local community, involved CBOs and MSD. Issues of impact should cover provision of access to water at community level, strengthening involved CBOs' capacities and setting a demonstration of a community approach to sustainable community water resource management system.
c. Technical Level: Assessment the rehabilitation of three water springs via the 3000 meters of irrigation canals associated with water delivery infrastructure with all necessary technical and physical inputs.
Part three
Evaluation Methodology

The PPE team adopted a methodology that depends on getting the needed information within the allocated time frame, in a manner that best satisfies that agreed terms of evaluation and the basics of evaluating development projects. 
The evaluation used a variety of tools for the evaluation of project outputs and Impact as follows:
1. Tools for project output evaluation (project products)
a. Documentation review (Secondary Sources)

This included reviewing the available project documentation including; Project initial proposal, Project logical framework, Memorandums of understanding signed between CARE and the CBOs, Project transfer agreements between CARE and the CBOs(Annex B).  The evaluation team also reviewed the documents available within participating institutions..
b. Site visits and interviews

The evaluation team interviewed partner institutions, project staff members, CBOs board members, MSD staff members, and CBOs general assembly members who were involved in the project implementation and follow up. (Annex C) 
The evaluation team visited partner institutions, in coordination with CARE, as well as other related institutions, members of the community, CBOs and local government departments during the evaluation. Also the three project locations were visited. (Annex D)
c. Interviews and meetings with CARE project team.

2. Tools for the Impact Evaluation  
Impact refers to the project effect, changes that occurred as a result of outputs. Project impact was assessed through focus group sessions with participants from all partner institutions and volunteers in each of the three project implementation sites. These focus groups discussed the issues of project design, planning, inception, implementation, monitoring, project sustainability and obstacles that faced project progress. The internal and external environments of the project were discussed highlighting the strengths, weaknesses, opportunities, and threats (SWOT) analysis. 
The assessment of the project impact also required the review of available documents (files, records), direct interviews and meetings with partner institutions who had different levels of involvement in the project. The team also used the direct observation by visiting the project sites and view the physical output in the form of canals, water tanks and pipes.

Part four 

Evaluation Findings 

I. Project outputs    
Outputs were analyzed in relation to each project objective as seen in PPE ToR which enabled us clearly to identify the degree of achievement made in the project 8 years after implementation was completed.  The PPE categorizes the following outputs (see Annex G for the analysis):
1) Water Springs and Canals rehabilitation: 

A. Bsira Project
Bsira is a village of Tafila governorate. Most of the people of Bsira are government employees and/or farmers. Bsira is famous of its grapes and olives, but people suffered due to lack of irrigation water and soil erosion. Farmers complained to the local governor who forwarded this complaint to the MSD. 

The CWRMP build a very small dam (2.5m) to hold and raise the water flow in the stream and building a 50m3 water tank and linking canals and plastic pipes to it to help getting irrigation water to farm lands. 

40 families owning 500,000m2 of cultivated land benefited of the project. 

B. Dana Project
Dana village is one of Tafila Governorate villages, the current population of Dana is limited to 15 families remaining there, and Qadesieh village established of Dana immigrants.

The water management project construct a 3000m of cement and the rehabilitation of Dana Spring in addition to building a small cement water tank (6m3). 

The project irrigates about 500,000m2 of land for 220 families.

C. Shhabieh Project
Shhabieh is the third project site and it is located in Karak governorate. It is inhabited with almost 9000 people; most of them are farmers as well as occupying government jobs. 

CWRMP built a 30m3 water tank and 1000 m canal benefiting 40 families, irrigating 70,000m2 of land.

2) Counterpart involvement: 
The Ministry of Social Development (MSD) offices in Bsira, Dana and Shhabieh were the main CARE counterparts of the project. MSD involved and participated in all project steps, which include the participation in the three areas selection, CBOs selection, and the monitoring and coordination role with CARE. 
The motivation for this involvement according to MSD Karak office Director Hamid Al Maatah was the interest to learn and expand the project to other areas as part of the role MSD plays in local development and the need for efficient water usage. MSD could not do such expansion on their own as they lack the appropriate resources and need still more assistance to do so. 
3) Training: 
CARE International delivered various training packages and concepts in the arenas of project cycle management, local community development, management of local resources and participatory approaches in order to build and enhance CBOs members', partner organizations and stakeholder’s capacity. The training was attended by CBOs board members, water committee (Farmers, local community)
 and 2 MSD and 2 Ministry of Agriculture staff.  
Training provided by CARE intended to build the capacity of the local CBOs and establish local development management abilities. The evaluation of the outputs in this regard shows that capacity remaining within the CBOs is minimal since most the training helped in implementing the project but was not utilized after the withdrawal of CARE. The training was not utilized by the CBOs since it needs and require a lot of time and efforts which is difficult for volunteers to maintain. Additionally, the CBOs capacity is low and the application of training is complicated for them to apply it alone. The training should be tailored to be user friendly. Benefits from the training were not retained  mainly because of the election system, which changes the members every two years. Only 2 of 9 still members in Dana CBO, and 6 members in Shhabieh CBO have died since.  
According to the two staff who previously trained Mr. Ali Al Badaina the former MSD office director in Bsira, and Ebraheem Al Tarwneh from MSD office in Karak, the MSD staff gained new experience, skills and knowledge through the training programs provided by CARE for this project and by participating in the project implementation. It was noticed by CARE's team that the trainings were used to design new projects for different voluntary societies (CBOs). As example Ibrahim Al-Tarawenh (MSD Karak office) helped Al-Taibeh CBO in designing new project for rehabilitation of three springs in Al-Taibeh village in Karak governorate and they managed to secure funding from the British Embassy in 1999.  
4) Management system
CARE in coordination with MSD selected three CBOs in the form of charitable Voluntary Societies, (Shhabieh in Karak Governorate, Dana and Bsira in Tafila Governorate), based on the following criteria as stated in the project documents and verified by the CBOs involved:

1. Community willingness to take responsibility for water resource management

2. Size of irrigation land

3. Number of farmers being served by the irrigation system

4. Willingness to contribute financially to the project. 

In the three villages the role of supervision and monitoring of the project (committees performance and functions sustainability) was assigned to the CBOs. Yet this monitoring role was limited to visits by the CBOs members to irrigated lands and observing irrigation turns among farmers as told by the CBO members themselves.

The CWRMP approach focused on forming a local water committee of 7 members to represent the tribes of the community, beneficiaries, and local CBO. The main role of this committee was to establish and manage a system of collecting farmers' contributions to maintain springs and canals and expanding the project outreach to ensure the sustainability of the provision of water to cultivated land. Additionally, the water committee is responsible for supervising the construction work in terms of springs and canals rehabilitation with the local contractor who was hired to undertake the rehabilitation of water resources. Moreover, the water committees were responsible for contacting farmers to decide on the work needed for the rehabilitation of water resources and best techniques to do that.  It became obvious for the evaluation team that the committee was replaced with another structure and system to handle the management of water resources according to the needs and community relations in each village.  In Shhabieh village and Dana village they decided to move the responsibilities of the water committee to the Board members of the CBO.  In the three villages they have decided to stop collecting the regular contributions from the farmers and collect money upon needs for maintenance of water resources. In the three villages, they felt that they do not need the committee because the farmer’s call for contributions to maintain springs and canals when it’s needed and they could organize the work without having the committee structure.   
In addition the maintenance was done as each farmer independently maintains the part of the canal passes through his land as the farmers met said. 

5) Awareness of the water problems
The awareness of water problem was noticed as a major output of the project, this was proven in the discussions with farmers and community members in the focus group discussion. The farmers continually participated in the maintenance, cleaning of the canals, better use of the water and most of the farmers have built small water catchments tanks for the winter rain.   The CWRMP made the people realize the benefits on their land, income and on the water preservation for the country as a whole.     

2. Project Impact:

Project impact refers the short and long term effect, what changes occur as (better utilization and rehabilitation of water resources, improved agricultural production (quality and quantity), reduce water losses, reduce irrigation time, increase cultivated land, increased the capacity of 3 CBOs and MSD staff, and raise community awareness towards water problems) a result of outputs. The evaluation assessed impact at organizational level, stakeholder level and technical level as requested in the evaluation ToR.
A. Impact at Organizational Level:
CARE Jordan has been involved in participatory learning programs for many years, and has conducted water related activities in Jordan since the early 1990’s. CARE incorporated the experiences and lessons leaned for the best use of participatory approaches in this CWRMP successfully. Thus the major impact at this level was the successful design, implementation and results verified by the existence of the project after 8 years of implementation, and even further the replication and expansion of the project in the same and other areas as pointed out by MSD officials in Karak and Tafila.  
All meetings, interviews and group discussions addressed positively the role of CARE and the responsiveness of CARE staff before and during the project implementation. This issue was addressed by questions to the CBOs, Farmers (beneficiaries) and MSD staff on the willingness to cooperate with CARE Jordan again. All answers were positive.  This success was represented in the project design and planning though the following:
Positives:

· The project timeline was met as anticipated originally; one month extension was given for Dana Village project to complete the canal according to CARE staff.
· CARE International in coordination with MSD selected three CBOs in the form of voluntary societies, (Shhabieh Village in Karak Governorate, Dana and Bsira villages in Tafila Governorate), Those CBOs were selected to participate in implementing and managing the project which will eventually be phased over to the local community through transferring its ownership to those participated CBOs. It was clear to the evaluation team that selecting the three CBOs (voluntary societies) was inevitable since their respective communities did not have any other CBOs, yet selecting criteria was applicable in their case. MSD nominated around 15 villages in Karak and Tafila for the project implementation. Three villages were selected according to the criteria set. This was an indicator of level of concern by the project team to pick the most appropriate villages as mentioned by MSD and CARE staff.
· CARE formed a local water committee of 7 members to have them represent the tribes of the community, beneficiaries and local CBO. This committee was the liaison between the community and different development local and international organization in general, as well with involved parties within this project. The main role of this committee was to establish and manage a system of collecting farmers' contributions to maintain springs and canals and expanding the project outreach to insure the sustainability of the provision of water to cultivated land. The committee was active during the project implementation.
· CARE Jordan operates joint bank accounts with the CBOs until the end of the project, and then the account was handed to the CBOs. CARE signed with the CBOs a transfer agreement witnessed by MSD. 
· Conducting the training before the project start up for the MSD and CBOs put all parties in line with the expectations and common understanding of the project concept and approach as MSD former office director in Bsira Ali Al Badineh elaborate. 
· Using local contractors assured quality and timing and install local experiences as emphasize by the CBOs, despite the problem with the contractor in Shhabieh because the contactor was a relative of newly appointed Shhabieh CBO chairman. (according to CARE).
· MSD role ensured the continuing supervision of the project, and continually coordinate with CARE, this role was evident during the evaluation as MSD staff arrange and facilitate the evaluation activities.
· The flexibility of CARE to allow for decisions to be taken by the CBOs, and allowed for taking MSD staff suggestions, was well preserved according to the CBOs members and Karak MSD director.  No specific example was given to the evaluation team.
Negatives:
· The majority of the Water Committee and CBOs board members who were involved and trained on managing the project when it started 8 years ago are no longer members of the board of directors, this influenced the sustainability of on going capacity building that was supposed to take place within project life.
· Water committee no longer exists as planned to represent the community, beneficiaries and CBO in managing the project. The relation between the local committee and the CBOs was not clear and sometimes confusing. Despite the important role that the committee was supposed to handle, it became dysfunctional after the project was handed over to the community. The main reason for the discontinuation of the water committee as pointed out by the farmer’s members was the death of 6 members in Shhabieh and not paying the financial contribution in Dana as pointed out in the meetings with the CBOs. The unsustainability of these new village structures raises questions regarding the viability of ongoing strategies being used by agencies, CARE included across Jordan.
· It was hard for the evaluation team to find resource people to get sufficient information about the project management systems, procedures and upgrading. Some of the staff who worked directly in the implementation of the project are  no longer working for CARE. The evaluation team tried to contact the previous staff but it was not successful to reach them ( MaherQubbaj, Hassan Bahjat, Ghada Al-Sharif). Most the information was obtained from the remaining  staff who was involved in the project (Anis Tarabey and Khaled Waleed).
· It was clear at the CBO level that a lack of management systems and regulations were in place to ensure that the institutional memory and the accumulated experience was retained. Thus, transfer to the newly elected board of directors was difficult leading to a loss of continuity 
· In CARE level it was also clear that documents from projects that ended eight years ago are not available. In particular progress reports and training reports. 
· CBOs were given the role of supervision and monitoring of the project, performance of committee’s and functions sustainability. Yet this role was limited to visits by the CBOs members to irrigated lands and observing irrigation turns among farmers as Khalid Waleed from CARE stated and as noticed during the discussions with the CBOs.
· CARE conducted an evaluation at the end of the project in 1998. The evaluation was conducted by a joint team from CARE Australia and CARE Jordan in addition to the CBOs and MSD staff. The evaluation results were shared will all concerned parties and it was focused on assessing the achievement of objectives and outputs.
· The CBOs followed a non systematic, non-structured methodological monitoring. The monitoring was limited to getting feedback from farmers in an informal, non-systematic and unorganized ways. The monitoring was undertaken through the regular interaction with farmers as part of the daily life of citizens in the villages. 
· Monitoring and Evaluation plan: a well prepared logical framework of the project and an action plan that was developed in a participatory approach with involved parties were provided by CARE and were used while CARE was still involved in the implementation. However, after CARE pulled out and handed the project over, the professional methodologies that had been part of the training of the CBOs were not used.  Instead, society members were satisfied when some farmers had some point of views or a complaint related to water resources issues and considered this as an evaluation of the project performance. Due to lack of formal documentation of those complaints and point of views, the team was only able to collect some of those issues out of few members or farmers memories. This was taken as an indicator by the evaluation team of the fact that the impact of the training(s) provided by CARE at the beginning of project was not sustained and almost vanished by time.

a. Action plans were never done for the project since CARE handed it over to the CBOs.

b. Monitoring and evaluation system, documentation or reports were not available.

c. Lack of ideas among CBOs members to develop new concepts or enhance project performance.

d. Lack of historical documentation of the project evolution except for very few documents such as; project agreement, memorandum of canals and tanks specifications, lists of beneficiaries names at the beginning of the project and delivery receipts between the society and contractors.   
The training helped in implementing the project but was not utilized after the withdrawal of CARE. The training was not utilized by the CBOs since it needs and require a lot of time and efforts which is difficult for volunteers to maintain. Additionally, the CBOs capacity is low and the application of training is complicated for them to apply in there own. The training should be tailored to be more user-friendly.

It should be noted however, the evaluation team recognizes the fact that few individuals who benefited from the training, are applying it in their own way in their own private life, for instance, some farmers mentioned that after they got the training by CARE they were able to monitor their financial situation according to Khalid Barkat who is a farmer in Shhabieh and Mohammad Zwideen a member of Bsira CBO. This is a good indicator that training has established partially the objective of building the local capacity.

B . Stakeholders Level: 
Impact on Farmers: Answers in the group discussions  
Positives:

1- Expansion of cultivated land through irrigation systems established by the project.

2- Increased amount and quality of agricultural products.

3- Diversification of agricultural production.

4- Increase the green cover in project sites.

5- Encourage land owners to reuse there lands for agricultural production.

6- Encourage farmers to contribute to add canals and water pipes to use their lands in agricultural production.

7- Enhance and strengthening the relation between the CBO and the community.

8- Coordination and cooperation among farmers to maintain canals, pipes and water reservoirs.

9- Organize and manage irrigation turns among farmers.

10- Reduce time needed to irrigate farms.

11- Increase animal husbandry through providing drinking water for the animals.

12- Adding a source of income to supplement farmers' main income source.

Negatives:

· Farmers were not committed in paying regular financial contribution
 for the Water Committee. However, the evaluation team realized the fact that the community had created a substitute system, and this system maintains the sustainability of the water supply for irrigation. In some cases when springs and main canals needed maintenance one of the farmers takes the responsibility to do so and gets reimbursed by the rest of the farmers. In other cases they collect the money and undertake the rehabilitation. 
Impact on Local Community:

Positives:

1- Creating a system to organize and manage water resources contributed to enhancing and strengthening relations among community members.

2- Attitude towards agricultural activities had changed and people are encouraged to cultivate their neglected land. 

3- Establishment of a water management system to better use available water resources and help changing peoples' attitude toward the use of water.

4- Women are generating income through cultivating in their families farms and participate in supporting the family income mainly in  Dana and Bsira .

5- Environmental impact was noticed since cultivation of land stopped the erosion of soil, increasing cultivated land, reduce the loss of water and establish a water management system.

Negatives:
The community members interviewed pointed out that only farmers who own the agricultural land that the canals pass through benefited directly from the project, while other farmers did not benefit. The community requested CARE to expand this project to include more land. This was realized when 10 farmers came to the meeting in DANA thinking that the evaluation team are working on the expansion and will give plastic pipes. Nevertheless, in Dana and Bsira they have secured funds to expand the projects implemented by CARE and implement new projects for the rehabilitation f water resources management. 
Impact on MSD: Social Development Departments in Karak and Tafila:
Positives:

· The Social Development Offices in Karak and Tafila participated in the project management and implementation as part of their role to respond, provide solutions to community needs, and enhance the quality of life.

· Their involvement in the project enhanced and strengthened the relation with voluntary societies which made easier for them to assess actual community needs and cooperate with CBOs to plan applicable development processes.  
· MSD helped in the replication and expansion of water projects in Dana and  Bsira such as:

-Gharandal (Tafila) water project Funded by CANADA Fund, NEF 2000. 

-Dana (Tafila) Water canal project expansion funded by UNDP-GEF 2005.

-Jennieen (Karak) Canals project funded by USAID 2002. EBBER Canals project funded by MOPIC in 2002.  

-Gargour (Karak) canal and reservoirs Project funded by Farmers Union 2003 

· MSD staff noted that they gained the ability to train other colleagues and societies on project design, proposal writing, and logical frame work and project management. They gained the ability to monitor and evaluate project as a result of being involved in the implementation of this project.

Negatives: 


Although MSD played a significant role in the monitoring, follow up and supervision, no formal plan was set by MSD, which will reduce the chance of transferring the knowledge in the cases where MSD current staff leave or moved to other areas. In addition to the fact that MSD headquarter in Amman involvement was minimal.

Impact on other related stakeholders:
Agricultural department participated in the project by assigning two of there staff to be involved in the training and then to be part of the technical team to set the specifications for the construction work of canals and water reservoirs. They also played the role of supervisors during the construction work. 

As a result of their involvement in this project, the Agricultural Department adopted CARE approach within their scope of work in the "Agricultural Resources Management Project (ARMP)". As well as requesting CARE to train there staff to apply it in the northern and southern regions of Jordan.

The role of the Water and Irrigation department was only at the design phase in terms of setting the plans and designs for the construction and rehabilitation of water springs and canals. 

The Agricultural Resources management project implemented by the Ministry of Agriculture in Karak and Tafila participated in all stages of the project and they played a major role in supervising and monitoring the technical aspects of rehabilitation. The project approach and methodology were used by the ARMP in other villages and CARE's team assisted in training of other CBOs on project methodology.   The ARMP in the North of Jordan also used CARE team to train the CBOs there on the project methodology in order to be used for effective management of water resources in their areas. 
C. Technical Level: Answers in the group discussions  
Following are the main impact on this level:

Positives:

1- Renovating and conserving available water resources

2- Establishment of an effective and efficient management system for water resources utilization.

3- Increase awareness of community members towards better use of water resources.

4- Establishment of an organized example for community development processes reflected in the organized irrigation turns between farmers.

5- Application of the same approach by ARMP in Tafila, Karak and Irbid. 

6- Local contactors understanding the technical issues related to the water issues.

7- Community understanding the potential water shortage solutions and action needed.

Negatives:
· Natural causes such as floods from streams, heavy rain, and snow might harm springs and canals, with no clear plan for maintenance and rehabilitation in such cases. This point was discussed in the focus group discussion in the three project areas. No clear answer was given except that this can be real threat to the project in the future.
Part four

Project SWOT analysis
The CBWRP project was analyzed through the focus group discussion in the three project areas attended by all concerned parties from farmers, MSD, CBOs and CARE.  (Annex (C) ). Project SWOT analysis was conducted, the following are the main results:
PROJECT STRENGTHS

· Successful water management project implemented at community level.  

· Strong and excellent relation between the society and local community

· Increased number of society members

· Documented list of project beneficiaries and their irrigation turns

· Enhanced capacity of the current societies' board of directors to manage development projects

· Sustainability of the water management project

· Lessons learned out of implementing the water management project.

PROJECT WEAKNESSES
· Dysfunctional local water committee   

· Lack of ability to employ gained capacity and experience through training and project implementation due to losing participated members at the beginning of the project

· No monitoring and evaluation system.

· No documentation and track record systems

· Lack of gender balance in project design, management and implementation

OPPORTUNITIES
· The need to expand project coverage area

· Replicating the same approach with other donor agencies

· The need to replicate the same approach for other springs in the area

· Laying more canals depends on the volume and pressure of pumped water

THREATS

· Flooded water through streams fills the canals and water reservoirs with gravel and dirt blocks the water from reaching irrigated lands

· Soil erosion due to the up mentioned reason

· Minor conflict between some community members in prioritizing turns of constructing new canals to their land  

Part Five 

Conclusions

1) The Community Water Recourse Management Project was implemented as originally planned and within the timeframe.
2) The project met all of the specific objectives, both in terms of quantitative and qualitative results.
3) The project achieved its aim of demonstrating a sustainable model for community water management. The CBOs and MSD involved in the project realized this fact and seeking other donors to replicate and expand the project approach. Two of the CBOs (Bsira and Dana) have secured funds and implemented new projects and expanded the existing projects using the same methodology of community participation and involvement in managing water resources 

4) The project managed to incorporate the participatory approach at all level during the period of  implementation. Farmers, CBOs and the government officials worked well together   in designing, implementing and management of new projects for water resources management. 
5) Local community understanding of Jordan’s water problems and the need for better water management practice at the level of their community has been improved   

6) The impact on the water supply and agriculture production was verified by all farmers, measurement of this impact require specialized technical study. Nevertheless the farmers were evident that the amount of land cultivated increased (although no exact number was given). 
7) It was noticed that the access to water was increased for 300 families and reduced the water losses. Additionally the farmers stated the project helped in reducing the time required for irrigating their land due to increase supply

8)  The farmers stated that the quantity and quality of their agricultural production are improving due to water availability. 

9)  The project monitoring and evaluation was weak and not documented in effective way. This led to a loss of very important information on the best systems and what worked best.

10) The project set a successful case to be shared and disseminated to all relevant organizations; Government, donors and NGOs. To date this has not happened other than through ongoing work by CARE in water resource management.
11) Water Committee established at the beginning of the project was not sustained. As alternative measure different mechanisms were taken by the CBOs and farmers themselves to ensure the rehabilitation and management of the Water resources (canals, springs and associated water delivery infrastructure) in the past 8 years. Nevertheless farmers express there concern for the risk of floods and natural disasters on the infrastructure and how this risk can be avoided.   
12)  Gender issues never been tackled in the project implementation, the impact on women was marginal and indirect due to the fact that all farmers were male and the CBOs involved in the project are male dominant structures. 
13) The involvement of the Ministry of Water and Irrigation was very limited to the design of water rehabilitation plans which didn't allow them to benefit from the project approach in managing water resources at community level. 
14) The involvement of the Ministry of Agriculture through the ARMP was very beneficial and effective in influencing their directions in designing water resources management project at the community level.    
Part Six 

Suggestions and Recommendations
1- Provide the CBOs board members with specialized training on project cycle management, proposal writing, fund raising and water resources management in order to increase their capacity in designing, planning, and management of similar projects and secure funding. The training should be based on the training needs of the CBOs and requirement of effective management of water resources.  
2- From technical point of view it is advisable when putting the technical designs for water projects is to consider building storage water tanks that will benefit large numbers of farmers.  In addition to install water pumps (Shhabieh and Bsira) to get the water to the high lands.
3- Consider replicating the same project for spring’s rehabilitation in the area, there is still many springs in need for rehabilitation, MSD have a list of these areas, examples are the High EIN Sahour in Shhabieh and springs in Dana.
4- CARE should reconsider the approach of establishing a separate water committee for managing water resources since it was clear that water committees are not sustained at the community level.  Any structure that will be established in the future for managing water resources at the community level should have clear role and responsibilities taking into consideration community opinions and needs. Such structures should have clear sustainability plan and relations with the CBOs. 
5- Gender analysis should be conducted upon designing new water projects in order to identify women needs and roles in managing water resources.
6- Monitoring, evaluation and documentation should be developed within the CBOs in order to improve access to information and lesson learnt that will help in planning for future work.

7- CARE should have worked on sharing the project approach and methodology with different governmental and non-governmental organization at the national and regional levels and among other CBOs in the country in order to disseminate and replicate the project approach and results. This could be through national workshops and media coverage.
8- MSD should be involved more at the national level through comprehensive training on the project approach and methodology to secure funding from donors to transfer and replicate it with other CBOs at national level. 
9- Ministry of Water and Irrigation should be involved more effectively in all aspects of the project cycle.
10- CARE should follow up with the Ministry of Agriculture (ARMP) in order to seek and obtain their feed-back on adopting and replicating the project methodology.   

Annexes

Annex (A) 

Terms of Reference for the Finalization of the Evaluation Report 

For the

 Ex-Post Evaluation of the Community 

Water Resources Management Project

Date
21 May 2006.

Report finalization Date

10 June 2006.

Purpose of the TOR: 
To prepare a comprehensive report that describes thoroughly the findings of the evaluation and analysis of the data collected that captures, explains and states the impact of the project.  
Objective
It is expected that the evaluation report will describe and comment on the progress and impact being made on the following aspects:

a. Organizational Level: Drawing out lessons learnt out of the implementation process and reflect on adapting and modifying the preparation, analysis, planning and implementation of the whole process. As well as a reflection of the degree of project feasibility for future replication and scaling.

Drawn out lessons should be stimulated in the form of recommendations that would be incorporated within CARE's future planned approaches and strategies of project design and management.

b. Stakeholder level: Assessing the impact of the project on the local community, involved CBOs and MSD. Issues of impact should cover provision of access to water at community level, strengthening involved CBOs' capacities and setting a demonstration of a community approach to sustainable community water resource management system

c. Technical Level: Assessment the rehabilitation of three water springs via the 3000 meters of irrigation canals associated with water delivery infrastructure with all necessary technical and physical inputs.

It is also necessary to assess the level of project contribution to behavioral and attitude changes towards the national water shortages in Jordan at policy making level, as well as community level initiatives to tackle this growing problem.

Locations of the project

Dana and Bsira village (Tafila Governorate) and Shhabieh village (Karak Governorate) – South of Jordan.
Stakeholders
· CARE Jordan.

· Ministry of Social Development (MSD).

· Dana and Bsira voluntary societies (Tafila Governorate) and Shhabieh Voluntary Society (Karak Governorate).

· Beneficiaries (farmers).
Activities

The consultant will specifically be responsible for the following: 

· Analysis of the data collected that describes clearly and thoroughly the progress made and impact of the project at the three above mentioned levels (organizational, stakeholders and technical). The finding should be substantiated by the necessary data (reference should be made to who said what). 

· Description of the project information, methodology and approach. Key background information should include dates of the projects, costs of the projects, differences between project sites etc) and description of what was actually done in each location.

· The impact of the project should be clearly stated and obvious 

· Gender must be taken in consideration during data analysis to assess gender sensitivity in the project design and implementation.  

· Include the necessary annexes to the report. These should be as follows: Annex A, full TOR; Annex B; list of all documents used; Annex C list of all people met, where and when; Annex D – all raw data: from interviews; focus group discussions (dated and participants listed); workshop report.

· The report should be produced in English Language by 10 June 2006, according to the following format:

1. Executive Summary

2. Introduction.

3. Evaluation Methodology.

4. Key background information

5. Findings.

6. Analysis.

7. Conclusion.

8. Recommendations (stakeholders and consultant)

9. Annexes

· The report should be in Times New Roman font, size 12.   

Annex (B)

List of Documents used in the Evaluation

1. Project initial proposal

2. Project logical framework
3. Community Water Resources Management Project Evaluation, Care Australia, September 1998.
4. Memorandums of understanding signed between CARE and the CBOs

5. Project transfer agreements between CARE and the CBOs

Annex (C)

 Evaluation Schedule

	Activity
	Date 

	1. Preparation for Evaluation

Meeting with CARE 
	21 Feb 06

	2. Evaluation teem meeting 

Preparing evaluation plan and tools 
	23 Feb 06

	3. Field visits to Dana- Tafila:

· Queen Alia Fund- JOHUD 

· MSD Bsira Office 

· Dana Voluntary Society

· Project site visit 

· Interviews with farmers 
	26 Feb 06

	4. Field visits to Al Shhabieh – Karak:

· Karak MSD office
·  Meeting with Al Shhabieh board members in the project site  
· Project site visit 

· Interviews with farmers
	27 Feb 06

	5. Field visits to Bsira – Tafila:

· MSD Bsira Office 

· JOHUD center in Bsira, meeting with Bsira Voluntary Society members and farmers.

· Project site visit 

· Interviews with farmers
	28 Feb 06

	6. Evaluation Team meeting 

Review the collected data, preliminary analysis, preparation for the workshops 
	2 March 06

	7. Workshop in Karak -handicapped Center 
	5 March 06

	8. Workshop in Dana Hotel 
	6 March 06

	9. Submission the first draft report to CARE
	12 March 06

	10. CARE feedback of the first draft report
	12 March 06

	11. Result sharing workshop 
	20March 06

	12. Final Report Submission to CARE
	29 March 06


Annex (D)

List of people participated in the evaluation

Ministry of Social Development (MSD)

	Name
	Job
	Location
	Date
	involvement

	Hamed Al Maiteh
	MSD Karak Office Director
	Karak MSD office

Handicapped Center
	27 Feb 2006

5 March 2006
	Interview

Group Discussion

	Ebraheem Al Tarawneh
	MSD Karak, Head of local development division
	Karak MSD Office

Handicapped Center
	27 Feb 2006

5 March 2006
	Interview

Group Discussion

	Randa Adayleh
	MSD Karak, Local Development Division
	Karak, Handicapped Center
	5 March 2006
	Group Discussion

	Mouath Al Omareen
	MSD Bsira Office Director
	MSD Bsira
	26 Feb 2006

28 Feb 2006
	Interview

Group Discussion

	Ali Al- Khasaba
	MSD Bsira, Local Development Division
	MSD Bsira

JOHUD Center

Dana
	26 Feb 2006

28 Feb 2006

6 March 2006
	Interview

Group Discussion

Field visit coordinator




CBOs and Farmers:

	Name
	Job
	Location
	Date
	Involvement

	Atta Refou’
	Farmer- Bsira
	JOHUD Center in Bsira
	28 Feb 06
	Interview

Group Discussion

	Ghaleb Refou’
	Farmer- Bsira 
	JOHUD Center in Bsira
	28 Feb 06
	Interview

Group Discussion

	Ahmad Al Zwaideen
	Farmer- Bsira
	JOHUD Center in Bsira
	28 Feb 06
	Interview



	Rateb Al Shamileh
	Farmer- Karak
	Karak - handicapped Center
	5 March 06
	Group Discussion

	Naief Barakat
	Farmer- Karak
	Karak -handicapped Center
	5 March 06
	Group Discussion

	Nedam Al Shamileh
	Farmer- Karak

Shhabieh CBO Member
	Shhabieh 

Karak - handicapped Center
	27 Feb 06

5 March 06


	Interview

Group Discussion

	Akef Al Shamileh
	Farmer- Karak

Shhabieh CBO Chairmen
	Shhabieh 

Karak - handicapped Center
	27 Feb 06

5 March 06


	Interview

Group Discussion

	Khalid Barakat
	Farmer- Karak

Shhabieh CBO Chairmen
	Shhabieh
	27 Feb 06
	Interview



	Zuhair kateishat 
	Farmer- Dana

Dana CBO Chairmen
	Dana CBO

Dana Hotel
	26 Feb 06

6 March 06
	Interview

Group Discussion 

	Salah Mahasneh
	Treasurer of Dana CBO
	Dana CBO Dana Hotel 
	26 Feb 06

6 March 06
	Interview

Group Discussion

	Ali Al  Khawaldeh
	Farmer- Dana

Dana CBO Member
	Dana CBO 

Dana Hotel
	26 Feb 06

6 March 06
	Interview

Group Discussion

	Alian  Al Salaimeh
	Farmer- Dana


	Dana CBO

Dana Hotel
	26 Feb 06

6 March 06
	Interview

Group Discussion

	Ahmad Al  Khawaldeh
	Farmer- Dana


	Dana CBO

Dana Hotel
	26 Feb 06

6 March 06
	Interview

Group Discussion

	Mohamad Al  Khawaldeh
	Farmer- Dana


	Dana CBO

Dana Hotel
	26 Feb 06

6 March 06
	Interview

Group Discussion

	Abed al Qader Al Khawaldeh
	Farmer- Dana


	Dana CBO

Dana Hotel
	26 Feb 06

6 March 06
	Interview

Group Discussion



	Ali Awad  Na’nah
	Farmer- Dana 
	Dana CBO

Dana Hotel
	26 Feb 06

6 March 06


	Interview

Group Discussion

	Ali Eid Na’nah
	Farmer- Dana
	Dana Hotel
	6 March 06
	Group Discussion

	Mohmoud Omar Na’nah
	Farmer- Dana 
	Dana Hotel
	6 March 06
	Group Discussion

	Odeh Kalaf  Na’nah
	Farmer- Dana
	Dana Hotel
	6 March 06
	Group Discussion

	Mohamad kateishat 
	Farmer- Dana
	Dana Hotel
	6 March 06
	Group Discussion

	Abed Al Majeed  Eid 
	Farmer- Dana
	Dana Hotel
	6 March 06
	Group Discussion


Others

	Ali Al Badyneh 
	Director of Queen Alia Fund - JOHUD Center 

Ex-director of Bsira MSD office
	JOHUD Center 

Tafila
	26 Feb 06

28 Feb 06
	Interview

Group Discussion

	Ayshah Al Fakeer 
	Director of JOHUD Center


	JOHUD Center 

Bsira
	28 Feb 06
	Group Discussion


CARE Staff

	Khalid Waleed
	Evaluation Coordinator
	CARE
	26 Feb 06

28 Feb 06
	Interview

 

	Anis Tarabieh
	Program Manager

	CARE
	28 Feb 06
	Interview




Annex (E)

List of Institutions Visited

· MSD offices in Karak and Bsira

· Jordanian Hashemite Fund for Human Development in Bsira

· Queen Alia Fund in Tafila

· Dana Voluntary Society (Participated CBO)

· Karak Handicapped Center (Participated CBO)

Annex (F)

 Evaluation Checklist

Evaluation Checklist for Farmers 

1. What is the CWRM Project?

2. What were the problems the farmers faced before the project?

3. How was the production and the lands situation before implementing the project

4. What is the current situation for irrigation system?

5. What is the project impact on their livelihoods, farms, and production?

6. What is the type of the relation between farmers and each other’s, the CBO’s, CAER and MSD?

7. What is the farmer’s role in project maintenance, cleaning the canals and tanks?

8. What is the role of woman in the project?

9. What is the project impact on water usage?

10. What is the water committee? And what it’s expected role?

11. Are you willing to participate a gain with CARE or other organizations? 

12. Recommendations

Evaluation Checklist for MSD

1. What is the CWRM Project?

2. What was the role of MSD in the project cycle?

3. How the MSD and CARE select the project sites?

4. What were the criteria for selected CBO’s?

5. What is the type of the relation between MSD and CBO’s relating to the CWRM Project?

6. What is the type of the relation between MSD and CARE relating to the CWRM Project?

7. Dose the MSD staff benefited from the training?

8. Are you willing to participate a gain with CARE or other organizations? 

9. What are the lessons learnt from this experience?

Evaluation Checklist for CBOs

1. What is the CWRM Project?

2. What was the role of CBO’s in the project cycle? 

3. What is the type of the relation between CBO’s and farmers?

4. What is the type of the relation between CBO’s and MSD relating to the CWRM Project and other projects?

5. What is the type of the relation between CBO’s and CARE relating to the CWRM Project?

6. What were the training programs the CBO’s members had attended?

7. How the CBO’s member benefited from the training?

8. What was the water committee?
9. What was the project impact on CBO’s capacity?

10. What is the role of woman in the project?

11. What are the CBO’s current and future plans?

12. What were the obstacles and challenges the CBO’s faced during the project implementation? Are they still existence or not?
13. Are you willing to participate a gain with CARE or other organizations? 

14. What are the lessons learnt from this experience?

Evaluation Checklist for CARE

1. What is the CWRM Project?

2. Who managed and work in the project from CARE? 

3. What was CARE experience in CWRM projects? Did CAER Jordan reflect its experience in the project design and management? 

4. What were the selecting criteria for the project sites and implementing CBO’s?

5. What was the water committee? And what was its expected role? Why it was failed? 

6. What is the type of the relation between CARE and Farmers?

7. What is the type of the relation between CARE and CBO’s?

8. What is the type of the relation between CARE and MSD? 

9. What are the lessons learnt from this experience?

10. Available documents on the project?

Evaluation Checklist for Group Discussion

1. Project impact on farmers, CBO’s capacity, MSD and local communities

2. SWOT analysis for the Project: 
· Strong points

· Week points

· Opportunities

· Threats

3. Recommendations

	Objectives
	Outputs
	Verifier
	Source of information
	Impact
	Verifier
	Source of Information

	Demonstrate a community approach to sustainable community water resource management to counterpart organizations;

	1. MSD Involvement and Participation                             

2. Training (2 MSD Staff from Bsira and Karak offices)
	Participation and Role:
· Role of MSD in site selection. 

· Coordination in all project steps, 

· supervise the 

    Project transfer  

    to CBOs, 

· Attendance of 4 local MSD officers in 3 workshops.
	MSD staff, Care Staff
	MSD increased Capacity: 

MSD play significant role in Replicate the project as a model though other donors in the same or other areas. 
	Replication and Expansion: 

Gharandal water project Funded by CANADA Fund, NEF 2000. Dana Water cannel project expansion  funded by UNDP-GEF 2005.Jennieen project funded by USAID 2002. EBBER Canals project funded by MOPIC in 2002. Gargour cannel and reservoirs Project funded by Farmers Union 2003 
	· MSD Staff       

· CBOs            

· some project documents

	Rehabilitate three springs and up to 3,000 meters of irrigation canals and associated water delivery infrastructure with all necessary technical and physical inputs in three locations
	Dana Project:                                                                         

· Rehabilitation for Dana Spring  

· 3000m of cement canals                                                         

· Water Tank hold 6m3                                                                                                                                                    

· Bsira Project:                                                                           

· Water mini dam 2.5m height 

· Water Tank 50m3                                                             

· Rehabilitation  of Bsira spring                                                                                                                                       

Shhabieh Project:                                                                                  

· Water Tank 30m3                                                                         

· Cement canals 1000m                                                       

· Rehabilitation  of Ein Sahour spring


	Existence
	· Site visits, 

· CBOs 

· agreements 

· Settlement letters
	Improved Water Supply:
· Better Access to Water for 300 family, 

· Reduce water lost, 

· Increase agriculture production, 

· Reduce irrigation time, 

· Increase cultivated land
	Beneficiaries response 
	Beneficiaries, Interviews and Focus groups 


Annex (G): Output-Impact Analysis
	Objectives
	Outputs
	Verifier
	Source of information
	Impact
	Verifier
	Source of Information


	Strengthen the capacities of three local bodies
	· CBOs Role,

· Water Committees role

· Training, 


	Project implementation process
	Agreements, Contractors agreements, Action Plans, Announcements Interviews with CBOs
	Sustainability:
· Community participation and commitment, 

· Trust through increasing CBOs members        

· Replication of the project in Dana and Bsira.
	Commitment and Future Plans 
	· CBOs, 

· Interviews with community members. 

	Contribute to the national debate on best practice community level initiatives to tackle to growing problem of national water shortages
	Awareness of the water problems
	Better practices from local communities:

Maintenance,  cleaning, better usage, Water catchments.  
	Farmers, MSD, CBOs, Community, 
	Best Practice

· community participation, 

· better water management and water preservation
	Success:
· Water preservation and better usage 

· Community involvement, 

· Replication of other projects, 

· Sustainability
	Farmers, MSD, CBOs, Community,


Annex (H)

Evaluation Difficulties

The evaluation team faced the following difficulties and problems:

1) CARE staff who managed the project is no longer available
2) Lack of appropriate project documentation, especially the documentation on the training, local committee members, and Monitoring records.

3) The main evaluator left the evaluation after the submission of the draft report, most of the notes was reconstructed, except the data on the workshop held in Tafila.

4) The CBOs and local community was not informed well on the purpose of the evaluation, which led to lose of time explaining and preparing for the interviews and focus group discussions.  In one case in Dana 10 farmers came with the impression that CARE is distributing water pipes.

5) Farmers, CBOs, gave no numbers or CARE on the expansion of irrigated land, the improvement of agriculture productivity, water supply and the exact numbers of families benefited. All data in this regards was verified only as impressions from all stockholders.   
Annex (I)

List of Acronyms
	CWRMP
	Community Water Recourses Management Project



	MSD
	Ministry Of Social Development


	CBOs
	Community Based Organizations or referred as Voluntary Societies



	MOPIC
	Ministry of Planning and international Cooperation



	NEF
	Near East Foundation


	GEF
	Global Environment Fund


	ARMP 
	Agricultural Resources Management Project




�  Project  background as stated in Project Original Proposal, CARE Int’l Jordan, 1998


� 1993 until 2006: Permaculture projects, Dry-lands management and integrated water-resource management


� MoV: Means of Verification


� The number of participants in the training could not be verified.


� Farmers and CBOs did not give reasons why the farmers did not pay the contributions.


� See Annex G, Project Output-Impact analysis
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