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Disclaimer

“This Report was prepared with the financial assistance of the European Commission. The views expressed in this report are those of the consultants and do not necessarily reflect those of the European Commission.”

Executive Summary

1. Introduction

1.
The DZADP’s original proposal was based on lessons learnt from earlier experiences of projects in the Dry Zone and also on the study conducted in 1997 by CARE International Sri Lanka on food and livelihood security. The proposal was appraised and revised in April/May 1998 and again in the beginning of 1999. In the second half of 1999 the EC and CARE United Kingdom signed the contract and the project operations started in March 2000 in Hambantota and Anuradhapura Districts – with the project management unit based in Kandy. 

2.
The project activities are implemented in cooperation with District Government Agencies as well as a number of selected partner NGOs. DZADP expanded its interventions to Moneragala and Puttalam District in September 2002. A Mid Term Review Mission took place in May/June 2003, with its final report issued in August 2003. In June 2004 the project was further expanded to Mannar District. In August 2005, as foreseen, DZADP disengaged from its activities in Hambantota and Anuradhapura Districts. At present (November 2006) phasing-out activities are on-going in Moneragala and Puttalam Districts as well as in Mannar District as far as the security situation allows.

3. The original objective of the project: “To contribute to increased returns from Dry Zone agriculture in Sri Lanka” was broadened following the Mid Term Review mission recommendations towards an emphasis on living standards: “To contribute to an increase in living standards in rural areas of the Dry Zone of Sri Lanka”. Accordingly the project purpose was revised as: “To sustainably enhance the productivity and incomes of farm households in five selected dry zone areas, which are in command and catchment areas of minor tanks, thus creating a model that could be replicated more widely in the Dry Zone”. Expected Results focus on strengthening of Farmer Organisations (FOs) to take a pro-active role in all aspects of development and life of the rural communities. 

4. The total cost of the action eligible for financing (including the extension to Mannar District – 30 March 2004) by the European Commission was   € 10,405,400 . According to the Contract Amendment LKA/B7-3000/98/0175-01 DZADP, the Commission’s commitment was € 5,918,400 equivalent to 56.88 % of the estimated total eligible cost. The counterpart contribution of CARE, GoSL, Partner NGOs and Farmer Organisations amounted to € 4,487,000.

2.
Purpose and Methodology of the Mission.
5.
The final evaluation of DZADP was carried out from 2nd October till 6 November 2006. Its purpose was to provide the Department of Agriculture, the European Commission and other interested and relevant stakeholders, with sufficient information to make an informed judgement about the past performance of the project (efficiency/effectiveness/impact), to assess its sustainability and to document the lessons learnt (see Annex 1. Terms of Reference). The evaluation team consisted of two independent consultants, Rural Development Specialists: Prof. M.N.M. Ibrahim and Ms. Alice de Jonge.

6.
The briefing took place on 2nd October 2006 in EC Delegation in Colombo by the outgoing and incoming Programme Managers of DZADP for the EU, the Attaché Development Cooperation and the Head of Operations. In collaboration with the Project Director DZADP and the project’s Team Leaders and staff a four weeks field visit programme was carried out to the five districts where the project intervened: Hambantota, Moneragala, Anuradhapura, Puttalam and Mannar. Information was gathered through semi-structured interviews and group discussions with target groups, beneficiaries, stakeholders, partner NGOs, Government Officials, and former DZADP staff working for other projects; through observations based on technical experience and participation as observers of workshops. 

7.
Several days were also spent in the DZADP head office in Kandy, to discuss with the Project Director and head office staff, and to review and analyse literature, documents, assessments, proposals, log-frames, reports, and training material. Discussions were also held with a number of consultants who had provided services to the project. 

8.
The mission met the Director General of Agriculture and the Director General of Animal Production and Health, at the head quarters in Peradeniya. In Colombo the evaluation team had discussions with relevant CARE Officials as well as Directors of other INGOs and consultancy firms who have rendered their services to DZADP.

3. 
Observations

3.1. 
General

9. In spite of the hurdles DZADP encountered, especially in the last two years of its existence, the project has made a number of important and significant achievements (as mentioned in § 4). The mission is of the view that the project has progressed satisfactorily in achieving most of its proposed goals.

10. The Mid Term Review found a well-managed project led by a Project Director (PD) and a Deputy Project Director (DPD) who were in place from the inception. However, since then frequent changes occurred in the senior management team at the head office as well as in the field, led to interruptions and temporary set back in the implementation of the project.

11. The Tsunami (26-12-2004) drew staff of DZADP and its partner organisations to relief and rehabilitation projects, which caused a slow down in the intervention process. Also the aggravation of the conflict in the North and East has a serious impact on the project interventions and phase-out process in Mannar District, the “youngest” of the five DZADP districts.

12. Phasing-out of the entire project entails reducing support of field level government officers for the activities and reducing staff numbers in the project itself. 

3.2. 
The phased-out districts (Hambantota and Anuradhapura)

13.
Hambantota and Anuradhapura Districts phased out in August 2005. In fact DZADP phased out twice in Hambantota: once temporarily when the Tsunami struck and all the project staff was drawn towards the Tsunami relief projects and all project activities were suspended for about 4 months. Subsequently the activities restarted with few field staff operating from Moneragala, and the real phase-out was in August 2005.

14.
Field visits to both Hambantota and Anuradhapura districts indicate that some of the activities initiated by the project continued. The DZADP training on capacity building was highly appreciated and its impact was still seen in FFO (Federation of Farmer Organisations), Farmer Organization (FOs), women groups and with Farmer Animators (FA) interviewed. Much of the established links between the FOs and government institutions were in place and functional. An important function of many of the FOs seems to be the provision of loans to their members with the objective to purchase inputs for agriculture. 

15.
In most of the FOs visited, women were well represented as a result of the interventions of DZADP. Also some women FAs were still active, especially involved in goat rearing activities which is linked to ongoing government schemes. 

16.
In strengthening of several of the FOs, government extension agents like AR&PAs
 and AIs
 played a key role and they continue to support the farmer groups after the project phased out, expressing their appreciation for the DZADP training. Discussions were held with Government officers at Divisional and District level, who also appreciated the DZADP interventions, especially on the training and capacity building components. 

17.
The credit of the improved collaboration noticed by the mission between the Government officials and the NGOs goes to DZADP. A number of partner NGOs visited by the mission team was positive towards the efforts of DZADP. Some continue to work with selected DZADP target groups, through other projects. NGOs met, appreciated the “cluster of villages” approach of the field work in Anuradhapura District as opposed to the division in sectors per NGO in other project areas.

18.
A few prominent achievements of the intervention of DZADP in agricultural business development like processed lime fruit (drying and smoking) for the export market and the cultivation and organised marketing of big unions, substantially increased the income and living standards of a number of farm families and the activities sustain to-date. However, in general the development of small enterprises among FO members had varied levels of success.

19.
The Immediate Impact Assessment (IIA) conducted in February 2006 was one of the important sources of information on the two phased-out districts. It indicates that in both Hambantota and Anuradhapura around 23% of the FOs is active as well as 2 out of the 4 FFOs established by DZADP. The mission team agrees with the IIA that the revival of the links between farmers and service providers (mainly government officers) and the enhancement of capacities through training on all levels are among the successes of the project. The gender aspect has also come out in a positive way. Successful entrepreneurship by CEFE
 trainees and the participation of, especially male, youth remains poor.

20.
The mission’s visit to the field in Anuradhapura had to be abandoned on the advice of the Project Director DZADP based on the information received from CARE security network, thus curtailing some of the planned activities. 

21.
To the missions satisfaction there are some on going or planned projects by the Government of Sri Lanka (NEIAP II
 in Anuradhapura) and CARE Sri Lanka (Oak
 Programme in Hambantota) which are in place to follow up the activities initiated by DZADP

3.3. 
The Phasing-out Districts (Moneragala, Puttalam and Mannar).

Moneragala and Puttalam Districts

22.
DZADP intervened in Moneragala and Puttalam Districts since September 2002. It is now on the verge of phasing-out (on 31 December 2006). The disengagement plans have been chalked out in October 2005, in workshops with Government and NGO partners. Government officials seem to be in different states of awareness of the phasing-out of the project. All appreciated the training and capacity building organised by DZADP as well as DZADP’s efforts in building of bridges between Government institutions, NGOs and the farming community. Several Government Officials pronounced themselves ready to take up some aspects of post-project monitoring and continuation of activities. At the time of the missions’ visit, agreements with Government Officials as well as NGOs about the follow-up of the projects’ activities were being drafted and /or about to be signed.

23.
A number of partner NGOs who were involved with the DZADP activities were met. Majority of them were happy about the DZADP approach and some had planned how the activities and beneficiaries of a phased-out DZADP could be incorporated into their ongoing and future projects funded through other donors. Partner NGOs who “dropped out” during the implementation did so under the stress of the work load (‘the race to achieve targets’) of project activities. The emphasis on the achievement of quantitative targets as well as the (strict) sector approach (one NGO responsible for one sector) as opposed to the “cluster of villages” approach was not appreciated equally by all the partner NGOs.

24.
The mission team visited some well-functioning FOs and some weaker ones. In an appreciative inquiry different project staff members gave their independent opinion on the sustainability and viability of the farmer organisations in Moneragala and Puttalam. This resulted in a prudent 50 % of the FOs probably remaining functional immediately after project withdrawal. Resource Centres were operational under several FOs, in some cases housed in a spare room in one of the members’ houses, which enhances the social aspect of the Resource Centre and probably therefore the more frequent use by the farmers. Within the framework of FOs, some of the men and women FAs selected and trained by DZADP intervention were actively providing services to fellow farmers. However, there is a need to scrutinize the selection process to involve not only the young, but also those who have sufficient experience on farming, good communication skills, who have a good relationship with grass root level officers, are willing to listen to others and are “without family worries

25.
Under the Farming Systems sector innumerable demonstrations have been carried out. The mission team came however in a season that none of these were visible. Nevertheless the team took note of the appreciation of the farmers for these demonstrations, especially those on Other Field Crops, a viable alternative for a weak performing paddy crop in the Yala (shorter rainy season).

26.
A few successful small enterprises were set up, even though the Business Development sector did not grow up to a satisfactory level.  The lack of quality of the products fabricated and a premature move to invest on costly machinery may be a serious threat for their survival.

27.
A number of minor tanks rehabilitated through the intervention of the project was visited. Some of these were successfully managed through their tank committees (a separate decision making group within the FO), however the quality of the leadership will be a decisive factor to their success. The Water Resource Management sector, seems to have served mainly those farmers with land in the command areas – mostly the somewhat better-off.

Mannar District 
28.
In Mannar District the projects’ activities started only in June 2004 – in 3 DS Divisions out of which half was in the un-cleared area and other half in the cleared area. Mannar DZADP seems to have taken considerable time to start off, the break in the activities because of the Tsunami was one of the reasons. Added to this the frequent changes in the Team Leader position has let to set back in implementing activities. Due to the prevailing security situation and CARE’s strict security rules, the mission team could not make field visits. Instead it had extensive discussions with the Mannar field team, which has its base since 18 September in the CARE Anuradhapura office. 

29.
From mid-2005, DZADP in Mannar together with their partners (3 NGOs and the government infrastructure), have made a number of achievements especially in farmer mobilization and strengthening of FOs via training and capacity building. The most salient one may be the large number of trained and active Farmer Animators (more than 100) who are assisting the only Livestock Development Instructor in the District – for which they receive some incentives. According to an appreciative inquiry among some of the Mannar team members, around 50% of the FOs are functioning well at present.

30.
The Water Resource Management sector could so far rehabilitate 4 tanks out of the 20 selected. Another 5 are expected to be rehabilitated by 31 December 2006. For the remaining 11 tanks, all in the un-cleared area, the paper work has been done and they will be handed over to the Assistant Commissioner of Agrarian Development, since under the present security situation there is no opportunity to rehabilitate these tanks.

4.
Main Conclusions

31.
The finances of the project have been well managed with the final checks and balances carried out in the CARE Sri Lanka office in Colombo. There are indications that all funds allocated to DZADP will not be spent, partly due to the inability to complete the tank rehabilitation work in Mannar district where security situation inhibits regular contacts with clients and partners in the field.

32.
General Comments:

Successful capacity building and training of partners (Government and NGOs) and the farming community has taken place. All the training and capacity building in the farming community and for partners was done by Sri Lankan trainers and consultants in the local languages – Sinhala and Tamil.

Links have been established between Government Institutions and the Non Governmental sector as service providers for the farming community as their client. The farmer community, through the FOs, has been guided to find their way to the service providers and to request and insist for the latter’s services. This is a step in the direction of demand-driven service delivery.

A start have been made with the establishment of Resource Centres (closer to the farmers as the Agrarian Service Centres) and a mechanism of Farmer Animators, which works the best in the poorest areas, where the farming community is devoid of any assistance. However continued attention and nursing will be required from the DZADP partners to make them effective, efficient and sustainable.

The originally intended “cascade” approach to tank rehabilitation was gradually replaced by a more ad hoc selection of tanks and an increasing sector-wise orientation, which also led to a “race” in order to achieve the set targets per sector.

The monitoring and evaluation activities of the project had several interruptions. During the entire project period the post of Coordinator Monitoring and Evaluation has been filled by at least five different persons consecutively. The present Monitoring and Evaluation Coordinator should be commended for his excellent efforts to bridge the vacuum and to revive neglected data for a general quantitative overview of the project. 

33.
Partnership with GoSL and NGOs: Indirect Service Delivery:

The strategy of Indirect Service Delivery has been a valid, but no easy, choice in the design of the project. Partnering with GoSL needed a different approach as partnering with NGOs. The relationship of the project with the partner NGOs was more at a level of assigning ‘contractors’ to implement the activities and achieve the targets, rather than a true partnership arrangement.

Nevertheless, DZADP has made a difference for the partner NGOs staff and the government staff, who have been working with the project, through training and capacity building.

34.
Institutional Development and Organisational Strengthening

The capacity building and training under this sector has been one of the main achievements of DZADP with a sustainable impact. Partners as well as clients, especially FOs, express that they have gained in knowledge and insight through the actions of the IDOS component The development of the Resource Pool of trainers, which can provide in the training needs in the Divisions and Districts, has taken off in the right direction there where the project is still operational. In the phased-out districts the Resource Pool has somewhat faded away.

Elements of the projects’ strategy for IDOS: training, cross visits, demonstrations, field days, etc. seem sometimes too tight, tax participants too much – in relation to their farm work, their time available and their ability to internalise the offered knowledge and experiences.

However, cross-visits of farmers and partners for exposure to alternative action, are a valuable tool for extension that is used in DZADP with different levels of success. More careful planning, preparation with the participants and follow-up is needed for an optimum impact.

35    Marginal Farmers in the Catchment Areas of Minor Tanks: 

These are also among the primary client group of the project according to the project purpose in the logical framework. These farmers, have not always been first priority to the project. This is due to the focus on – government established and thus official – Farmer Organisations, whose members are mainly farmers with irrigated land and assured crop production. Marginal farmers have benefited from the project, also through small farm enterprise development, but the number of beneficiaries in this category as well as the quality of the benefits could have been much more important when the CBOs encompassing these farmers also would have been targeted.

36.
Farmer Organisations, Federations of FOs and Farmer Animators:

At present an estimated 65 -70% of the FOs is functioning well to reasonably well in the districts where the project still intervenes (appreciative inquiries among the project staff in the different districts). This is also valid for around 50% of the Federations (personal observation of the mission team). This strengthening of FOs, in fact the secondary target group of DZADP, mainly composed of farmers in a somewhat better economic position, is nevertheless a considerable achievement of the project.

The well-functioning FOs, especially those composed of several small groups; carry out a variety of activities. Less well functioning FOs are too narrow focussed and seem to be mainly acting as credit providers to their members. However, FOs or FFOs as micro finance providers may be not the ideal solution for credit provision at village level.

The Farmer Animators programme is a success where the right candidates have been selected to take up this responsibility, and where there is no alternative extension support. Government grass root level officers and their respective departments have acknowledged the worthiness of the FAs publicly.

37.    Water Resources Management

A fairly large number of minor tanks have been rehabilitated through which command areas and / or the number of cropping seasons could be extended and profitable crop cultivation assured. Mainly FO members have benefited from this tank rehabilitation.

The implications of tank rehabilitation were not always sufficiently taken into account: land issues, farmers in the catchment areas, usufructs of the tank, etc. and have caused several conflict situations, of which some have not been solved yet.
The established Tank committees and the creation of operation and maintenance funds for the tanks by DAZADP needs further guidance by the line agencies after phasing out.

38.
Farming Systems Development

Demonstrations for alternative crops (OFCs – Other Field Crops) and perennial crops have made a difference for the food security as well as for the household income of the beneficiaries of the project.

The number of demonstrations implemented has exceeded its target. However, the demonstration farmers selected may not have been always the most suitable farmers to carry out a demonstration and attract other farmers for the intended learning process attached to it.

The success of the improved goat shed and goat rearing scheme, in collaboration with GoSL is obvious. Chicken rearing has proven to be a remunerable enterprise when well-managed. But it experienced a backfire of the bird flu epidemic, but success stories survived in pockets. The activity failed however, to spread to neighbouring farmers.

39.
Business Development

The Business Development sector has hardly explored the market for enterprises and services in the Divisions and Districts prior to designing and planning its programme. This is one of the reasons that business and enterprise development has not grown out of its’ rather peace meal approach: there is no overall vision in this sector on a strategy. The lack of senior technical support, especially in its initial phase, has contributed to this.

CEFE training has been useful for most of its graduates who were already involved in an own enterprise and possessed entrepreneurial characteristics.

40.
Gender

A more gender sensitive behaviour and thinking among its partners and clients has been the achievement of the project (ID-OS sector). Women as decision makers, farmers, entrepreneurs, etc. have become more visible through the intervention of DZADP.

The targeted 50% of women membership of FOs has not been reached. However, an average of 31% of the FO members being women is not a negligible achievement. Men and women in Muslim villages in the project seem to have benefited less in this domain.

41.
Youth

When taking into account the percentage of youth that has participated in the projects’ activities, this sector of the community has been relatively well reached. (32%)

To keep young farmers, women as well as men, in farming, special measures will have to be taken to make farming in the Dry Zone a more attractive enterprise. The project has made a commendable attempt in this direction, with however limited success.

Business and enterprise development for/with the youth of the Dry Zone and employment of youth in general may need an approach different from that of DZADP, including an increased emphasis on thorough vocational training, which was beyond the scope of the project.

5. 
Lessons learnt

· The Cascade-cum-Watershed approach is a valid approach for future Dry Zone rural/ agricultural development projects. Within such an approach a variety of community based organisations can find a place, covering a range of clients – from the poorest of the poor to the better off farm families.

· A phasing-out strategy has to be built in the design of a project to enhance the sustainability of the projects actions after project withdrawal. 

· A holistic, integrated project of the dimensions of DZADP needs an uninterrupted senior management team with a good blend of compatible, committed and experienced expatriate and national staff throughout its project period to ensure a continuous, smooth functioning Project Management Unit. The implementing agency should make this a point at any cost. 

· The same is valid for the Monitoring, Evaluation and Documentation System and staff of such a project. Documentation and dissemination of a project’s experiences – successes as well as failures – should be undertaken from the beginning of the implementation. A special small, but active, unit could be created especially for this purpose. Documentation and dissemination are issues that deserve a more prominent place in a project design and in its log-frame.

· A strategy of Indirect Service Delivery is worthwhile when implemented in true partnership with the Service Providers – Government – Non Government – Private Sector. 

· What partnership means has to be determined with the partners and its development has to be monitored throughout the project period. 

· The private sector cannot be overseen as a partner in rural economic development and has to be taken in to create a win-win situation for all involved.

· Proper business & enterprise development in a region needs a preliminary study on what enterprises and/or products the region needs: which is the market for what products & services.

· Business development through training alone cannot be successful in case of the creation of new enterprises: starting up capital is needed.

· A training master plan is a must in an extensive project like DZADP, to ensure that well-spaced, quality training events – periodically alternated with a re-assessment of the training needs - have a sustainable impact on the trainees. A follow-up plan is a part of this master plan, including refresher training. 

· Cross visits to peer groups are an excellent means of dissemination/introduction/ promotion of new activities. These events need proper planning, preparation with the participants and follow-up.

· Savings and credit may not be a role and task for Farmer Organisations or Federations of FOs. Linking of project clients with existing, trustworthy credit institutions and guiding them to make effective use of these institutions, may be a better option (SANASA Bank, Samurdhi bank – who may need to be strengthened in their capacity to deliver credit to marginal farmers) and will avoid conflict and favouritism in the FO / FFO.

· A peoples’ project as DZADP should be given a “field” name the clients and partners (NGOs, Government organisations, private sector partners) can relate to, use frequently and be proud of. Such a name that expresses the mission / vision of the project, and its donor (EU in this case) can be made visible through an array of products to be disseminated in the project area and outside (bags, badges,, caps, flags, t-shirts, articles in newspapers, rural radio and TV programmes, etc.).

6. 
Recommendations

· The mission strongly recommends that the DZADP staff in the Districts should exclusively work on phasing-out plans in order to finalize agreements on follow-up and monitoring activities with GoSL and NGO partners, and also with the private sector so that a smooth exit from the project sites could take place towards the end of the year (2006). This will also warrant contacting on-going and planned projects in the Dry Zone to arrange a follow-up mechanism.
· The long overdue documentation and dissemination activity needs to be as fielded as soon as possible, and proven models/protocols for replication made available (in the form interactive CD, video documentaries, printed manuals, etc..) and distributed to lead government and non-governmental institutions.
· A careful monitoring should take place that all FOs and FFOs receive their seed money in time (before 31 November 2006); if necessary relax the rules.
· Possibilities should be explored to increase the operation and maintenance funds of tank committees and revolving funds of FOs with remaining project money (within proper budget heads)
· As a gesture of goodwill and appreciation of the contribution made by the various line ministries, DZADP should take the initiative to convene a final National Steering Committee meeting not only to wind up project activities but also up-date the members on the activities completed since they last met in November 2004.
1. Introduction

1. The overall objective of the Dry Zone Agricultural Development Project (DZADP) after the revision by the Mid Term Review mission is: “To contribute to increased living standards in rural areas in the Dry Zone (the Northern, Eastern and South Eastern part of Sri Lanka). The project is funded by the European Union and implemented by CARE International UK. 

2. The total cost of the action eligible for financing (including the extension to Mannar District – 30 March 2004) by the European Commission was € 10,405,400. According to the Contract Amendment LKA/B7-3000/98/0175-01 DZADP, the Commission’s commitment was € 6,118,400 equivalent to 56.88 % of the estimated total eligible cost. The counterpart contribution of CARE, GoSL, Partner NGOs and Farmer
 Organisations amounted to € 4,287,000.

3. The project started its implementation officially in September 1999 and will continue till 31 December 2006. A review of the project was carried out halfway its implementation period in May/June 2003. The final evaluation of DZADP was carried out from 2nd October till 6 November 2006. Its purpose was to provide the Department of Agriculture, the European Commission and other interested and relevant stakeholders, with sufficient information to make an informed judgement about the past performance of the project (efficiency/effectiveness/impact), to assess its sustainability and to document the lessons learnt (Annex 1 Terms of Reference). The evaluation team consisted of two independent consultants, Rural Development Specialists: Prof. M.N.M. Ibrahim and Ms. Alice de Jonge.

4. The Mission expresses its appreciation of the support and friendliness it met throughout its stay in Sri Lanka. It wishes to thank the EC Delegation in Colombo for their kind reception and CARE International Sri Lanka, the Project Director of DZADP and her staff for their assistance in facilitating the logistic arrangements and the field visits. The Mission is also grateful for the openness with which the partner NGO’s, Government Organisations/Institutions and former DZADP staff shared their views and provided information on their work with the project. To farmers, women and men, the mission members extend hearty thanks for the hospitality on their farms and in their farmer organisations, and for the enthusiast way in which they expressed their collaboration with the project. The mission team especially appreciates the flexibility with which all involved, were ready to accommodate the needs of this long expected, yet suddenly appearing final evaluation mission.

2. The Project and its relevance

5. Relevance: the extent to which the project objectives and the selection of the target groups has been compatible with the mandate and strategy of CARE International and the EC country strategy and has addressed the existing problems in the Dry Zone.

2.1.
Constraints for farming in the Dry Zone

6.
The Dry Zone of Sri Lanka covers approximately 75% of the total area of the island. An average of 575 – 1400 mm of precipitation falls in a bimodal pattern in three months of the year. Furthermore the Dry Zone has high evapo-transpiration rates and a low capacity of the soil to retain water. Insufficient water and its irregular supply to assure at least one crop, is therefore the main problem for farming in the Dry Zone. Village tanks play a major role in retaining the run-off water. There are thousands of these tanks all over the Dry Zone. The minor tanks, with a command area of less than 80 ha, collect the run-off from their catchments during the Northeast Monsoon (October – December) and this water is used for cultivation in the major cropping season: the Maha. With some additional influx during the Southwest Monsoon a further crop is possible in the command areas of some tanks during the Yala, the dry season (April – May).

7.
Apart from irrigating the crops, the tanks serve several other purposes: the provision of domestic water (bathing, washing clothes, etc.), drinking water for livestock, keeping a fish stock as a source of protein in the diet of the villagers, etc. The tank is also a group-binding feature in the community. Several of the major tanks, under the authority of the Irrigation Ministry, have been repaired in the past decade by several donors and projects. The minor tanks, under the Department of Agrarian Development (now Ministry of Agrarian Development), however were overlooked by the government and donor organisations and, in 1999, at the start of the Dry Zone Agriculture Development Project, most of them were in a dilapidated condition. Those which were repaired were not well taken care off, since Farmer Organisations, in charge of these minor tanks, were poorly functioning.

8.
In addition, farming practices used were not sustainable and not geared towards conservation of soils and saving of water, resulting in poor yields and crop cultivation only in the Maha season. The extension services, supply driven and mostly insufficiently funded, did not focus on these problems, mainly of small and marginal farmers, and did not offer the required methods and technologies. On the other hand the farmers were not ready and organised enough to voice their needs and request services from the extension officers from the various GoSL institutions. The poor income out of agriculture forced many farm families to search for complementary livelihood as daily labour elsewhere.

9.
Where production potential is present, the access to safe and affordable input credit is often a major impediment to successful cultivation. There where production / productivity are of a commendable level, marketing of the products is the major problem: distance and transport of produce to markets, no market information, low prices and the interference of middlemen. The lack on knowledge and skills on value addition of agriculture produce adds to low marketability.

10.
A special problem of the Dry Zone is the disinterest of youth in agriculture and in the same time the lack of remunerative occupation for the young people in the rural areas. Many young men migrate to towns in search of jobs which drain the future generation of farmers in the rural Dry Zone. For women it is even a more difficult situation since they are trapped in a conventional community and more often denied equal opportunities with men.

2.2.
Project origins and design

2.2.1.
Project Origins and History.

11.
The Dry Zone Agriculture Development Project (DZADP) is a joint venture between the European Commission and the Government of Sri Lanka (GoSL) with, in this exceptional case, CARE UK as the recipient of the grant and implementer of the project,  and CARE International Sri Lanka as the projects’ administrator. CARE started its activities in Sri Lanka in 1956. During the second half of the last decade, CARE International Sri Lanka focussed its interventions on increasing food and income security and improving the basic living conditions of vulnerable households. 

12. DZADP’s original proposal (1997) was based on lessons learnt from earlier experiences of projects in the Dry Zone, among others INTEGRATED, and SARUKETHA in the Kurunegala and Puttalam Districts of the Dry Zone, in which CARE encouraged an attitude of self-help and community mobilization. Another basis for DZADP is the study by CARE International Sri Lanka in 1997: Rapid Food and Livelihood Security Assessment for Dry Zone Households in Sri Lanka. Furthermore consultations at national and provincial levels were held with officials of the GoSL.

13. The proposal was appraised and revised in April/May 1998 and again in the beginning of 1999. In July 1999 and September 1999 the EC and CARE United Kingdom signed the contract, respectively. The project operations started effectively in Hambantota and Anuradhapura Districts in March 2000 with the arrival of the first Project Director, and the project management unit based in Kandy. A National Steering Committee (NSC) was formed in 2000, involving representatives from all line ministries and departments under their purview. The NSC meeting was chaired by the Secretary, Ministry of Agriculture. In the Districts where the project is active, District Steering Committees (DSC) were created, with which the district project teams worked closely together.

14. The project activities are implemented in cooperation with District/Provincial Government Agencies as well as a number of selected partner NGOs. DZADP expanded its interventions to Moneragala and Puttalam District in September 2002. A Mid Term Review Mission took place in May/June 2003, with its final report, expressing a positive opinion of the project, issued in August 2003. Even though the Mid Term Review was not very enthusiastic about the idea, considering it as a token action towards the conflict affected areas, the project was further expanded to Mannar District in June 2004.  In August 2005, as foreseen, DZADP disengaged from its activities in Hambantota and Anuradhapura Districts. At present (November 2006) phasing-out activities are on-going in Moneragala and Puttalam Districts as well as in Mannar District as far as the security situation allows.

2.2.2.
Project Design.
15.
When the mission team terminated its field work in Sri Lanka, still the original, approved project document upon which the contract between the EC and CARE UK had been signed in July and September 1999 could not be retrieved. In the second progress report (March – August 2000) the project was described as follows:

“…….. The geographic focal points for implementation will be Agrarian Service Centres (ASCs) (two per district). From the Agrarian Service Centres the project will reach out to selected rural communities and Farmer Organisations. Local non-governmental, community-based and private sector organisations will be drawn into the project network. 

Project Implementation Strategy/Components

· Promotion of appropriate and effective low-input farming systems and technologies through training, demonstration and advocacy activities.

· Institutionalising demand-driven service delivery in all government and non-government support service organisations.

· Establishing links and opening channels of communication between organisations involved in agriculture.

Target Population

Over its full life span the project aims to directly reach 16,000 small-scale farming households in four dry zone areas. Through the lateral spread up to 50,000 families will benefit from the project. 

Beneficiary households will be those with incomes of less than Rs.3,500
 (EURO 45) per month  The project will specifically target farmers in non-irrigated upland areas and farmers in the catchments of dilapidated minor tanks”. (under-lining by mission team)

16.
From semester report 3 (September 2000 – February 2001) onward four components are distinguished to respond to the constraints faced by the farming community in the Dry Zone:

1. Institutional Development and Organisational Strengthening (ID-OS), aimed at capacity building of project partners, especially GoSL agencies, and NGOs which play a leading role in the implementation of the project and are the probable service providers for the local communities. ID-OS is also the main component for the mobilisation of FOs (and eventually Federations of FOs) and the integration of partners with client groups at the District Secretariat (DS), Agrarian Service Centres’ (ASC) and District level.

2. Irrigation Management (later Water Resources Management - WRM) component through which the project plans to rehabilitate a number of minor tanks, taking also into account the surrounding watersheds and, if possible cascades, and the training and capacity building of the communities for the operation and maintenance of their tanks. Alternative ways of water harvesting are also explored: agro wells and rain water harvesting practices

3. Farming Systems Development (FASYS) component converts the tank rehabilitation into an increase of production and productivity: it especially promotes sustainable agricultural methods and techniques, and crop diversification to reduce the dependency on paddy alone. The FASYS component aims at taking the needs of the local population and those of the environment into account.

4. Business Development (BUDEV) component sees as its main task tackling marketing problems: optimising the present marketing channels, creating alternative ones including the linkages necessary between producers and distributors. Furthermore the component is engaged in promoting innovative solutions for business and enterprise development, for example small-scale processing and value-addition at village level. FOs have been identified as key players in the BUDEV component.

17.
Gender and Youth Development is not considered as a separate component but as issues meant to be incorporated in all the actions of the project. Women and youth are identified as specially vulnerable groups. The gender sensitive approach of the project promotes a more equal role of women in the communities and a more prominent role in village development. Young people are encouraged to take more actively part in the development of their communities. Through interesting new technologies that make agriculture a more remunerative enterprise, youths are redirected into farming. Special roles like that of Farmer Animator, are entrusted to them. But farming will only be an option for a limited number of young people. The Business Development Component of the project also gives priority to women and youth in the promotion of small enterprises.

2.3.
Project objective, purpose and results.
18.
The project’s original objective was “To contribute to increased returns from Dry Zone agriculture in Sri Lanka” with as project purpose: “16,000 farm households in four Dry Zone Districts sustainably increase productivity and net income”. The Mid Term Review mission recommended in August 2003 a broadening of the project’s focus from agriculture alone to rural income generation in general: “To contribute to increased living standards in rural areas in the Dry Zone” accompanied by the following project purpose: “To enhance productivity and incomes in command and catchment areas of micro tanks in a sustainable way, so creating a model that could be replicated more widely in the Dry Zone”.

(Annex 3 gives both logical frameworks) 

19.
In the adjusted logical framework under expected results Farmer Organisations (FO) take even more the forefront than in the original log frame. Also women and youth are incorporated in each of the expected results and the indicators, ensuring them a verifiable place in the project’s actions. Small and marginal farm households depending on dry land farming only, are however less represented than in the original log frame – it was probably assumed that they are also FO members, which is not often the case.

2.4.
The relevance of the components to achieve the objective, purpose and results of the project.

20.
The original design intended an integrated approach, and when the components were identified, a considerable extent of interaction between them was assumed. However, as the project advanced the components diverged increasingly and became almost separate sectors. This was also due to the growing emphasis of the project on the quantitative achievement of activities, planned in the Annual Work Plans (AWPs) versus a more process-oriented approach, whose implementation has been attempted over the last year of the (extended) project period.

21.
The strong emphasis of the project on the work with Farmer Organisations (FOs) in which mostly farmers with land in the command areas of village tanks (irrigated farming) are organised, pushes the other primary target group, small and marginal farmers in the catchments - rain-fed farming - to the background. 

22.
The overall objective of DZADP pointed originally towards agriculture production and productivity as the ultimate means to increase the incomes of farmer households. On recommendation of the Mid Term Review the emphasis was turned more towards the wider objective of an increase of living standards. The agriculture production oriented-ness persisted nevertheless in the projects activities. Other, underlying causes of the poor performance of the agricultural sector in the Dry Zone were not sufficiently taken up: the almost non-existent linkages of – especially small and marginal – farmers with trustworthy credit providers, the poor market infrastructure and opportunities to market agriculture produce.

ID-OS:
23. The component is relevant to partner organisations, NGOs as well as Government Agencies, to be trained and strengthened. In the first place to assist the project in the implementation of its activities and secondly to be able to provide services to the farmer community when the project withdraws, including the writing of project proposals for new, future projects. The FOs capacity building took an equally important place in the component’s programme through training and seed fund provision for strengthening their organisation as well as for income generation in agriculture. Development of leadership and an increased acquaintance with the legal implications for their newly registered organisations were among the most relevant aspects of the FO capacity building through the ID-OS component of DZADP.

24.
Through the ID-OS also the Federations of Farmer Organisations (FFOs – in Anuradhapura called Agrarian Development Committees) were formed to increase the strength of the FOs, especially in organised marketing. Whether the FFOs can indeed play a role in the development of the farming communities depends for a large part on the leadership in place and the second generation leadership being groomed by it. The bias towards FOs as the most important CBO in the project’s activities has diminished the relevance of the project for the lowest income groups, dry land farmers without irrigated paddy land. Including an organisational diversity, a ‘cascade’ of rural, village based organisations, in the project’s actions would have brought benefits for all, also the poorer families.

25.
In the present phase-out period of DZADP, the actions of the ID-OS component are particularly relevant: working on joint planning of development activities of partners (GoSL & NGOs) and clients (FFOs, FOs, & CBOs), and offering the last training opportunities and Institutional Building Grants (IBG) to the partners, that would strengthen their capacity to take over the (follow-up of the) project’s activities and continue to provide services to the clients when the project has withdrawn.

WRM:
26.
Water shortage is recognised as one of the major impediments to agriculture development in the Dry Zone. Organisations/Projects like WFP, ADB, NEIAP etc. have been rehabilitating medium and major irrigation tanks in collaboration with the Irrigation Department (now a ministry). DZADP therefore planned, together with the stakeholders in selected villages, the rehabilitation of minor irrigation tanks. Initially a cascade-based approach was adopted. This approach however, was rather time consuming since it involved across-district, and sometimes cross-provincial deliberations with the concerned authorities. In the second phase of the project, in Moneragala and Puttalam Districts this approach was replaced by selection of individual tanks, keeping in mind among many criteria also the “do-no-harm” principle that CARE International actively promotes: through the rehabilitation of a tank no other tank or other farming community should be damaged or suffer.

27.
DZADP-commissioned studies on the selection of tanks emphasised the consequences for land and land ownership when tanks are rehabilitated and command areas increased. Distribution of additional command area to landless was advised. But the mission team could not find any information to indicate that this had been realized.

28.
Training of Tank Committees, a part of the FOs,  in operation and maintenance of the village tanks was a relevant aspect of the WRM programme since the earlier dilapidated state of the minor tanks was mainly due to a lack in maintenance (by the (now) Ministry of Agrarian Services). An additional step in the direction of proper maintenance of the tanks was the introduction of Operation & Maintenance Funds, granted to the Tank Committees against a matching grant of their own.

FASYS:
29.
The main elements of the Farming Systems component have been grouped around sustainable agriculture: crop diversification, Integrated Pest Management (IPM), small livestock promotion, soil and water conservation, perennial crops, all through numerous demonstrations, and the introduction of a system of Farmer Animators. All of these have been relevant especially for FO members. A holistic farming systems approach has however, not been adopted. This may be due to the flagging of the related cascade-based approach. The watershed management approach, initially foreseen by the project, was also not prominently implemented. These more holistic approaches would have incorporated to a larger extent the marginal, dry land farm households in the catchments. The Mid Term Review mission in 2003 had already pointed out the worth of a more holistic approach as opposed to the more fragmented approach of the FASYS component, that continued to be implemented in pursuit of the targets set by the Annual Work Plans and as a more (market) production oriented programme with only little emphasis on food security aspects. An element of the FASYS component brought into the programme in a later stage of the project is the idea of Resource Centres in remote areas, making information available for farmer communities that are too far away from the ASCs to make frequent use of them.

30.
The system of Farmer Animators, trained “master” farmers, to supply service to their fellow farmers, is especially relevant – and successful – in those areas where the regular (government ) service providers are scantily represented. Food security aspects received more attention in Mannar District, where Home Gardening for food & nutrition security was introduced through the activities of Farmer Animators.

BUDEV:

31.
The Business Development Component is a very extensive and comprehensive one, almost a project on its own in view of the relevance for the farming community that is the client group of DZADP:

Agriculture can be only developed into a remunerative enterprise when produce can be marketed for attractive, competitive prices. Therefore production has to be tuned to market demands. On the other hand well functioning off-farm enterprises are also an important factor in sustaining and enhancing rural living standards, as the project aims at.

The elements of the BUDEV component are:

·  
Entrepreneurship strengthening and development

·  
Organised production and marketing

·  
Provision of marketing information (market demands, channels, quality requirements, seasonal price trends, etc.)

·  
Provision of market information (daily / weekly price information)

·  
Post-harvest technology training and value addition.

32.
Training and cross-visits are the main activities undertaken in the BUDEV sector. CEFE
 training for business development (refer for more information to Annex 13) needs a careful selection of participants and a relatively long term follow-up to be successful. It can however be especially relevant to those who have already started an enterprise and want to upgrade it. Business counselling is another activity which needs special skills from the counsellors to be relevant for the entrepreneurs. Technical skill training for entrepreneurs was added in a later stage of the project on request of many CEFE graduates. In addition, workshops are held to link starting entrepreneurs to the official credit providers. At present CEFE training is no more used for those wanting to start an agricultural enterprise (following a recommendation of the MTR). Farm Planning exercises would be more useful in this case, integrated with Farming Systems Development.

33.
For farmers in FOs the training programmes and planning sessions on organised production and marketing are the most useful. Furthermore market linkage events are conducted and forward agreements (contract farming) established between FOs, FFOs, other CBOs and the market chain. A Market Information System is being developed but has so far not been relevant to the majority of the clients, due to a slow flow of relevant information and insufficient experience to use it to advantage.

In the last year of the project several strategic workshops in the BUDEV component were planned, among other things: “Marketing Workshop – best practice training and strategy development” and a “Workshop to develop a strategy to help and enhance micro-enterprises in the Dry Zone”. The latter was held as an initial event and brought together those agencies working on micro-enterprise development in Puttalam District. So far they had been working in isolation. A core team was formed to work further on the strategy and involve policy-level decision makers. Now the project’s disengagement is imminent, it would be worthwhile to hand over the follow-up of this action officially to one of the participating agencies.

2.5.
Project area

34.
A map of Sri Lanka showing the districts where DZADP is engaged is given in Figure 1 below. The project office is located in Kandy, and the CARE head quarter is located in Colombo. The two ASC divisions involved in each district, together with the number of FOs, CBOs, AIs, AR&PAs and LDIs are given in Table 1. 

Map of Sri Lanka and Project Districts
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Table 1: Names of ASC divisions, number of the GoSL staff and the NGOs 

	DISTRICTS
	DS Divisions/ASCs
	FOs
	CBOs
	RCs
	AIs
	AR&PAs
	LDIs
	Partner NGOs

	Hambantota
	Meegaha Jandura
	36
	01
	1
	1
	13
	1
	CSF – FORUT,TDA

	
	Yoda Kandiya
	27
	05
	2
	1
	12
	1
	SEIC, HRDF,WDF

	Anuradhapura
	Ranowara
	31
	0
	1
	1
	12
	1
	NESED,ISRC,IHO

	
	Gammirigaswewa
	34
	0
	2
	1
	13
	1
	RPDF,RJ,FASCO

	Moneragala
	Siyambalanduwa
	38
	0
	2
	2
	30
	1
	PPF,LUDC,SEEDO,JDC

	
	Thanamalwila
	37
	2
	3
	2
	29
	1
	PPF,LUDC,SEEDO,JDC

	Puttalam
	Nawagathegama
	27
	05
	5
	1
	14
	2
	VINIVIDA,IHO

	
	Mahakumbukkadawala
	23
	13
	4
	1
	11
	1
	WIWOSE,CSO,IHO

	Mannar
	Manthai West
	06
	0
	0
	2
	0
	0
	NEDRO

	
	Nanaddan
	05
	0
	5
	1
	0
	1
	CSA

	
	Madhu
	09
	0
	6
	1
	0
	1
	SewaLanka, RDF,TECH


RC: Resource Centre; AI: Agricultural Instructor (DoA); AR&PA: Agricultural Research and Production Assistant (DoA & DoAD); LDI: Livestock Development Instructor (D0AP&H).

2.6. The project’s  clients (FOs – marginal farmers)

35.
The DZADP has selected 281 villages, as project operational units. Those are the smallest geographical units of the Divisional Secretarial Division of the District.  With the disengagement in the Anuradhapura and Hambantota districts, the project worked with the remaining 162 villages.  In 2006 DZADP added a further 5 villages from Mannar district, from the Divisional Secretariat Manthai West.  The villages are to be chosen by the GoSL-staff of the ASC, according to set of criteria provided by the project.  

36.
Within the village, the DZADP singles out Farmer Organizations (FOs) or sometimes other available Community Based Organizations (CBOs) as participants in different activities of the project.

The project has an outreach to 20,020 households with FO/CBO membership during the project period, through various project activities.  They were among the 34,224 households in the communities where the project was active.  Special attention was given to the women and the youth in the villages. (Refer Annex 6 Districts Outreach, for additional, disintegrated figures)

37.
In the early project documents from the first few years of the project, the client groups were identified as “small-holder farmers who possess around one or less than one hectare of land in the Dry Zone and are located in micro-watersheds and command areas of minor irrigation systems”. Furthermore it is mentioned that “……the approach to development pursued under the project by creating the demand for agriculture technology and services among farmers is new and not yet perfected. In this situation, selecting the most disadvantaged target groups for intervention can create problems in implementation and achieving objectives. Therefore, particularly in the early phase of the project, emphasis in selection of FOs will be biased towards those with basic infrastructure”

38.
DZADP has continued its focus on FOs as its client groups by excellence throughout the life of the project. Farmer Organisations were originally established by the Government to undertake maintenance of irrigation schemes. The project aims at developing their scope of activity and their capacity and has worked with as many as 273 (128 in H + A, 125 in M + P, 20 in Mannar) FOs during the project period. Also a few other Community Based Organisations (CBOs) were supported and their capacity was built. These were mainly women groups and youth clubs (in total 6 in H + A, 20 in M + P, 0 in Mannar)

39.
By nature the members of most of the FOs are farmers possessing irrigated land. It means an “insurance” against crop failure, which the rain-fed farmers do not have. FO members are therefore most of the time the better-off farmers. Through the intervention of DZADP several FOs have now admitted also members who are dry land farmers in the watershed of the tank the FO is maintaining. However not all the FOs were ready to do so, limited by their constitutions. The limited number of CBOs belonging to the client groups of DZADP indicate a limited number of dry land farmers (often marginal) being involved in the project activities. A greater variety of CBOs (there are many and of different levels in a village) selected for involvement in the project’s activities would have been more relevant for the poorer sections of the farming community.

2.7.       The projects’ management structure and partners (GoSL, NGOs, private sector)

2.7.1.
Management structure and Implementation arrangements

40.
The implementation of the Dry Zone Agricultural Development Project (DZADP) was designed to take place in very close collaboration with partner organizations. The Government of Sri Lanka was identified as the key player in the execution of the project activities. This was determined from the initial preparations of the project, as the different Government Agencies were involved in the design of the project. Other major players are the different NGOs operating in the various districts where the DZADP is implemented. Private sector agencies, more in particular those working in the area of agri-business, were earmarked as well to become partners in the DZADP. The DZADP organization structure is given in Figure 2.

2.7.2.
Government of Sri Lanka

41.
Several Agencies, and in particular the Department of Agriculture (DoA) have a long-standing tradition of delivering services to the farmers in the Dry Zone. The main partners and as such agents of change, in the DZADP from the Government side were:

· Department of Agriculture

· Department of Agrarian Services 

· Provincial Ministries of Agriculture

· District Agricultural Committees

· Agrarian Service Centres 

· Department of Forestry

· Department of Animal Production & Health

· Department of Irrigation

· Samurdhi Authority (Agricultural and Social assistance on grass-root level)

41.
The roles of the partners, and in particular GoSL, were not limited to mere implementation of the project activities.  The partners form an essential part of the planning and decision-making process.  The National Steering Committee (NSC), chaired by the GoSL, sets the framework and is to provide guidance to the project.

42.
Unlike the case in Anuradhapura and Hambantota districts where the principal GoSL project partner was the Department of Agrarian Services, the project partner in the Monaragala, Puttalam and Mannar districts is the Divisional Secretariat.  DZADP opted to work in partnership with Divisional Secretariats, in order to capitalize on their strength, mandate and relative position in the district.  The advantages of working with the Divisional Secretariats are:

i. The Divisional Secretariat Division is the administrative unit used by the Civil Service and the Administration in Sri Lanka, while the Agrarian Service Centres is only used as an administrative unit by the Ministry of Agriculture.  A number of support services such as veterinary services and agricultural extension are located at the Divisional level. 

ii. The situation is further complicated by the fact that the geographical boundaries of Divisional Secretariat Divisions and Agrarian Services Centres do not correspond.  In some cases, one ASC falls within different Divisional Secretary Divisions while in others one Division covers two or more Agrarian Service Centres.  

iii. The Divisional Secretary is responsible for the overall development of the areas and coordinates in the district, while the Agrarian Service Centres are limited to agricultural development.



2.7.3 Non-Governmental Organisations and Private Sector Agencies as partners

Non-Governmental Organisations
43.
DZADP worked with around 25 local NGOs as partners. The NGOs were involved in the project for several reasons. They were expected to bring in their experience in participatory development, especially community mobilisation, working with CBOs, PRA and special technical skills in e.g. water harvesting, etc. The selection of NGOs was outsourced to consultancy firms, with very little involvement of the project staff, which turned out not to be conducive for the subsequent partner relation between the project and the NGOs. After the experience with the first batch of NGOs in Hambantota and Anuradhapura, selection criteria were changed and more emphasis was laid on working area of the NGOs, which had to correspond at least with the DZADP District, their mission, vision and activity range. With selected NGOs a MoU for a period of two years was signed and within this MoU several short duration contracts stipulating the activities to be carried out with their timeframe. Training and capacity building of the NGOs as well as Institutional Building Grants for further training and purchase of equipment was part of the agreement between DZADP and the respective NGOs.

44.
The mission team visited several partner NGOs in the phased-out as well as the phasing-out districts and met a number of quite professional NGO managers heading experienced organisations with sometimes strong visions and missions and committed staff. Many of these NGOs appreciated the collaboration with DZADP, especially the training and capacity building the project had arranged but had some critical notes on the “partnership”, which they experienced more as contracts to achieve the targets of the project. Most of the NGOs who dropped out in the course of their first MoU could not manage the time pressure under which they had to work and – according to some – for which they had to compromise on quality of the action…..In spite of the hurdles, many of the NGOs have done a commendable work and out of those the mission team met, quite a number will continue to monitor the project’s clients they served during the implementation.

Private sector agencies as partners.

45.
However private sector agencies and companies are mentioned as partners in the Indirect Service Delivery strategy of DZADP, they were hardly taken into the implementation of the project, and not at all in the steering of the project through membership of the NSC or DSC. That there is scope for farmers to link to the private sector in an equal relationship is shown in cases where the project as well as a private company delivered services to farmers at almost the same time to the benefit of the farmers (refer Annex 10A, a case study). In the last phase of the project, contracts between farmers / agricultural producers and private companies were mediated with different levels of success. Incorporation of the private sector into a project needs to be built into the strategy right from the start and with a clear vision and agreement between the project and the private companies, who at best have a voice in the project’s steering committees.

2.7.4
The influence of the Tsunami on the project

46.
The project activity is largely determined by the capacity and motivation of its partners. The project was affected, not only by the strains felt in support systems, but in more direct ways.  Hambantota District was directly affected by the Tsunami and the whole team diverted attention away from the project to emergency relief.  Many of the members of the DZADP teams from other districts were also seconded to help for a short while until the acute situation was over.  The Deputy Project Director moved over full time to Tsunami rehabilitation work.  Project partners, particularly in civil society were equally affected with the staff moving across to Tsunami projects.  The situation was intensified by the strong demand pull that has sent salaries upwards and left a scarcity of personnel with any solid experience, in the job market. The problem has been compounded by the GoSL graduate recruitment programme which has drawn in junior level staff, particularly those in local NGOs with the promise of job security.  

47.
The new project director and deputy project director were in place in June 2005 and by the end of August 2005 most of the field level vacancies had been filled.  It should be stressed however, that the staffs recruited have been employed with less experience than would normally be the case for an INGO like CARE.  Some of the junior staff recruited over the last two years, were newly graduated, with little or no experience other than the experience gained in placements during their education.  It was therefore imperative that they would receive the proper training to ensure that DZADP could continue to work to the same high standards as has been the case till the Tsunami struck.  The project has implemented a staff development program for both partner and project personnel, but the focus stayed on capacity building for the partners. 

2.8.       Coherence of the project with GoSL Rural Development Policy and EC’s country strategy

48.
The relevance of DZADP to GoSL Rural Development Policy at the inception of the project:

a. Mitigating the reduction of GoSL services to smallholders: DZADP will soften the dislocation to smallholders caused by the transition of agricultural support services from GoSL control and the move towards its privatisation. GoSL has also prioritized Integrated Pest Management (IPM) in its agricultural planning.
 CARE was, at that time, demonstrating in “INTEGRATED” the central role of NGOs in collaborating with the Directorate of Agriculture (DoA) to develop and promote IPM technology, translating GoSL policy into field practice. DZADP continued the same practice.

b. DZADP’s concept of creating better links between farmers, Farmer Organisations and the Government Agencies supported GoSL’s innovative, participatory development. GoSL has articulated a local level coordination of services to local communities to replace the conventional line ministry service delivery. This process is improving the GoSL’s identification of and responsiveness to farmer needs, and thus empowering the farmers.  

The Rural Development Policy has changed recently, with the change of government in January 2006. The concerned policy papers are still in the process of drafting and are nearing finalisation, as was admitted by the different Directors General met by the evaluation team.

49.
DZADP and EC’s country strategy at the inception of the project.

DZADP complements EC strategy in three main areas:

a. Promoting sustainable agricultural development; through among other things, Integrated Pest Management (IPM), improved soil conservation practices and an enhanced management of water resources.

b. Adopting a genuinely Participatory Approach through the Farmer Field Schools on IPM, partnerships to be developed between community-based farmer organizations, Divisional Agriculture Committees and GoSL line ministries and departments (on District and Divisional level). Finally, in the area of credit, the foreseen group lending methodology is a proven way to train farmers in inter-dependence, and credit discipline for economic self-management.  

c. Protecting the natural environment through improved cultivation and pest control through IPM, which reduces environmental contamination and soil degradation from synthetic pesticides. Improved water management reduces the risk of soil erosion and plays a valuable role in hydrology, recharging ground water aquifers as well as improving the micro-climate of the region.

50.
Over the years of the project’s life, new EU - Sri Lanka country strategies have been in place, emphasizing programmes that directly addressed poverty alleviation in rural areas through projects aimed at improving irrigation and water management and through a series of projects to assist small farmers. A feature of these activities has been the promotion of off-farm co-operation activities to stimulate rural employment and added value income generation possibilities. In DZADP the mentioned elements are represented. However, at present DZADP is considered one of the last “conventional development projects” of the EC in Sri Lanka. In future the EC will concentrate more on shorter term, one to three years projects as under the Programme of “Aid to Uprooted People”, which relates stronger to the conflict affected areas and population. Also Tsunami Relief and Rehabilitation projects have been in the forefront over the last two years with as focus: linking Relief, Rehabilitation and Development.

2.9.
Strategies to achieve the objectives.
51.
DZADP’s strategies are: Indirect Service Delivery (ISD), Human Resource Development and Empowerment and Self-help. As described above, DZADP reaches the farmers through partner organisations: Government Agencies and NGOs. The partners, who are in the same time the support organisations for the farmers, are expected to play a leading role in the implementation of the project activities. In the first place they are to focus on social mobilisation and to build the capacity of the FOs and their members. The next step is the implementation of the activities through the four project components.

Indirect Service Delivery (ISD)

52.
DZADP has chosen to be an Indirect Service Delivery project, which means that it is implemented by partners, who are responsible for the service delivery to the clients. To make this a successful process, the project emphasises on capacity building of the partners to enable them to deliver quality services to the clients according to the objectives, standards and timeframe of the project. This capacity building consists of training, mostly through external consultants, and technology / material support through hardware grants, for which the partners have to provide a matching fund.

DZADP collaborates with the following partners:

· GoSL: the line agencies of the Ministry of Agriculture (DoA, DoAD, DoAP&H, etc.- since January 2006 all separate ministries) and other government agencies related to agricultural development.

· NGOs with their working area in the districts where the project is active.

· Private sector agencies, mainly related to agriculture and operational in the project area

53.
The relevance of ISD is that it can reach a much wider client group through the project’s interventions and possibly have a more sustainable impact, since the partners stay in the project area when the project withdraws and are assumed to continue delivering services to the clients – in this case the FOs with whom they have built up a relationship through the project.

In DZADP the partner relations with and between GoSL and NGOs have developed in a relatively appreciable way, even though partnership proper, in which visions and missions are shared and the partners are functioning on an equal level, has not been entirely reached, especially with the NGO partners.

Human Resource Development.

54.
Capacity building of the clients, mostly FO and CBO members, is equally important. This ranges from strengthening the sense of community awareness and cohesiveness to upgrading the clients technical and management skills in farming and providing them financial and material assistance. The latter assistance was supposed to play a limited role in the process of HRD. For partners as well as clients this “hard ware” assistance has been of major importance in their decision to participate in the project and has meant a lot in terms of improving their organisations’ ability to deliver services to their clients and farmer members.

Empowerment and Self-help.

55.
Human resource development and other project interventions through the partner organisations were expected to enhance the organisational structures in the villages and of the FOs, resulting in a more outspoken farming community, able to express its needs and rights to the service and support system. The also strengthened service and support system will then adequately respond to the requirements of the farmers, who, from their side will take their responsibilities in this process. Through such an empowering and mutual learning process facilitated by the project, a demand-driven service delivery system can be realised. The three aspects of the strategy are strongly related to each other and formed the strength of DZADP throughout the project period. They have proven to be relevant even if not always equally successful. DZADP’s strategy will certainly have a positive effect on the sustainability of the project interventions after the project has phased out. The mission could observe this in Hambantota and Anuradhapura, where strengthened Farmer Organisations, government officials and NGOs continue their relationship of service demand and delivery.

2.10 Gender and Youth

56.
In Sri Lanka women are actively involved in agriculture, however this was so far insufficiently acknowledged. Women farmers had less access to new agriculture technology than men, especially the better-off farmers who were and still are, favoured by the extension programmes. Efforts have been made to mainstream gender but this had not led to an increased gender perspective in the government agencies that provide services to the farming community. Therefore is was relevant that DZADP opted for the mainstreaming of gender and youth by not making it into a separate component but considering it as all-pervading issues to be taken into account at every step of the project. In this gender equity programming DZADP seeks to raise awareness on gender inequity and to empower women farmers to take part in rural decision-making. It targets in particular clients, FOs and other CBOs, and partners, officials of Government Agencies, NGO managers and workers at all levels, and its own staff. Several gender coordinators have been part of the project’s head office staff consecutively.

57.
Youth, women as well as men, are an important client group, especially for the Business Development component, which introduces agricultural enterprises as well as off-farm employment as possible opportunities. The relevance of keeping young people in agriculture in the Dry Zone, as the project aims at, may be doubtful under some circumstances, where arable land is limited and has the tendency to become too fragmented to still make a living out of it. In these cases non-agricultural employment opportunities may be more adequate. Vocational training plays an important role in the process, but is however beyond the scope of the project.

2.11. Environmental issues

58.
In the Dry Zone “chena” (slash and burn) cultivation has been rampant over the years as population pressure increased and irrigation projects opened up more lands for cultivation. The actions of DZADP made more irrigable land available through the tank rehabilitation and in the same time catered for the upland farmers in the catchments. The project has made commendable efforts to reduce erosion and transform destructive chena practices into sustainable highland farming through the introduction of perennial crops with water saving pitcher irrigation, soil fertility management through compost production, integrated pest management, etc.

59.
An Environmental (and/or Social) Impact Assessment was however not made so far, to assess the impact of tank rehabilitation and a change in farming practices on the natural (and social) environment. Such assessments were not foreseen neither at the start nor at the end of the project.

3.
Efficiency of the implementation

Efficiency: an evaluation of how the financial, material and human resources have been allocated to implement the activities and achieve the results.

3.1 Project management and staff 

60.
The project management has known a stable and a more unstable period in the 7 years of the project’s life. Around 6 months after the official start of the project in September 1999, an expatriate Project Director (PD) was in place. With him collaborated a national Deputy Project Director (DPD), who brought a wealth of experience and knowledge on project implementation in the Dry Zone. This team managed the project till January/February 2005 and made it proper for four years.

61.
The departure of the first PD, for reasons of remuneration, interrupted the flow of the project. Periods of changing duration with a PD, an acting PD or without PD, followed. Added to this the occurrence of the Tsunami (§ 2.7.4) and the departure of the DPD, made the project lose crucial institutional memory, a part of its strategic line and quite some élan. This has affected the project till date (October 2006), however the present PD gives a commendable effort to bring back a – programmatic – strategic line. The élan suffered a last blow when it became clear in June 2006 that there would be no more extension beyond 31st of December 2006 (legally impossible for the EU)

62.
The staff in the DZADP head office in Kandy consisted furthermore of a Monitoring and Evaluation (M&E) Coordinator, a Gender Coordinator and staff for Administration and Finance. Over its 7 years of implementation the project has seen five (5) M&E Coordinators. The present one has been in office over the last year and should be commended for his excellent efforts to bridge the vacuum and to revive neglected data for a general quantitative overview of the project. Also the post of Gender Coordinator has been filled by three different people consecutively, the last one already leaving the project in June 2006. A Training Coordinator, a much needed staff member in the project, was there for a very short time in 2005, but could not achieve much in that period.

63.
The mostly young staff in the districts is committed, feel ownership of the project and have in general very good contact to the clients. It was not always easy for these young people to strike the correct note with the NGO partners, who were sometimes quite senior and much more experienced in development work. At present the District Team Leaders do an appreciable job in keeping the project going till the end, in spite of staff members leaving for other jobs since more than 6 months.

3.2 Finances and Administration

64.
The finances of the project have been well managed with the final checks and balances carried out in the CARE Sri Lanka office in Colombo. There are indications that all funds allocated to DZADP will not be spent, partly due to the inability to complete the tank rehabilitation work in Mannar district where security situation inhibits regular contacts with clients and partners in the field. 

Contract CARE - EC

65.
The Overall Work Plan and the Annual Work Plans except AWP year 7, have been approved by the National Steering Committee (NSC) and were subsequently submitted to the EC as per contract.

AWP Year 7 followed a slightly different procedure. Since the Tsunami in December 2004, the NSC had not met officially, all the members having other priorities in relation to relief and rehabilitation of the Tsunami affected areas. Many efforts were made by the project office in Kandy to convene a NSC meeting, but without success. The Director / Projects of the Ministry of Agriculture and Livestock, being most connected to DZADP, and the Project Director of DZADP mutually agreed to table the AWP 7 at the DSCs and forward it to the EC with the approval of the DSC and Director Projects.

Funding arrangements

66.
The EC funding for DZADP are routed through CARE-UK, which retains a small amount for service costs, to CARE International Sri Lanka. The separate bank account for the project, suggested by the Mid Term Review mission, was not considered opportune, since the costs of hiring separate administrators to maintain it, would be higher than the interest earned on the money that would be on this account (preferably no more than needed for the month). This interest is not enough to change the system. The mission members (rural developers and no financial experts) who found this an acceptable plea, were assured by the highest financial official in CARE International Sri Lanka, that in the 50 and more years that CARE has been working in the country, no donor money was diverted.

CARE has advanced its own funds to meet the project’s expenditures when EC funds were delayed.

Financial progress

67.
Annex 12A gives an overview of the Amended Budget in 2004, at the inclusion of Mannar District in the project, as well as the Budget Reallocations made in 2005. The training budget was coming to an end but not so the training. Therefore the training budget line was complemented out of the budget lines for Local Staff, Travel and Running Costs, which were estimated to have an excess by the end of the project (31 December 2006). This budget reallocation was approved by the EC.

By the time the mission was fielded, some un-clarities about the farmer contribution to the project, mainly in terms of work on tank rehabilitation and community mobilization, were in the process of being sorted out. 

68.
The estimation of the rest funds of the project – to be returned to the EC – can be found in Annex 12E. The budget line for Works, which includes the tank rehabilitation, is among the highest under spending, due to the security situation in Mannar District in the last six months of 2006 and therefore the inability of the project to rehabilitate 11 tanks there (4 have been rehabilitated, 5 are in progress – in the so-called cleared areas, and 11 were administratively dealt with, but cannot be reached at present).

69.
Local staff has under-spent due to all Hambantota and part of Anuradhapura, Moneragala and Puttalam staff leaving the project to work in Tsunami Relief projects. Only in May 2005 new staff was recruited. In the last year of the project, especially when it became clear that there would not be an extension, staff members in the head office in Kandy as well as in the different field offices started to apply for other jobs. CARE is not in the position to give job security to its project staff. Consequently a lot of experience – in this case on working in the Dry Zone – is lost and has to be built up again for follow-on & future projects.

70.
The M&E budget may have been used more when M&E coordinators would not have changed so often and a clear M&E strategy would have been followed throughout the project period, including more regular and comprehensive impact assessments like the Immediate Impact Assessment in Hambantota and Anuradhapura Districts end 2005, beginning 2006. To the mission team’s surprise, no project-wide impact assessment had been carried out before the missions fielding.

71.
When asking about the financial and administrative phasing out of the project, especially what would happen to the assets of the project, the mission received a variety of answers. However, the Assistant Country Director Programme Support and financial expert of CARE International Sri Lanka is in the process of preparing a document regarding the phasing out of DZADP’s finances and administration. In this Memorandum the project assets are also included: they will be transferred to partners if so stipulated in the project’s contract with the EC. In other cases the assets will remain in the custody of CARE-SL and the donor will indicate what has to happen with them. The project office in Kandy as well as the field offices in the Districts will be closed.

Cost-effectiveness of the project.

72.
The cost-effectiveness is not easy to estimate for DZADP, being an Indirect Service Delivery project in which capacity building and training have taken such a prominent place. Especially this element, capacity building and training, has been appreciated “more than money” by farmers right through to District and Provincial government officials, who have benefited.

73.
A simplified calculation shows that the approximate 21,000 directly benefiting households + partners have cost the project around € 10 million over 7 years. This means + € 500 per household of 5 people = € 100 per person. What could families have done with € 500 when received directly? This could be eventually seen through the achievement of the World Bank-funded and just started Gemidiriya Project, operating in the Southern Dry Zone for the coming 12 years. In this project the villages receive directly the project money (+ € 50 – 70 per person) for their “village company” to implement their village development plan. (refer www.gemidiriya.org)

74.
Some of the training could have been more cost-effective. Not to cost less but costs could have been shifted fro venue costs to more apt / quality training consultants, who include follow-up systems in their consultancy

3.3
Institutional Development and Organisational Strengthening

75.
This component is the back-bone of the project, the pillar on which the Indirect Service Delivery is built. It has been well implemented through-out the project period, in spite of the set-backs it has also known: several changes in Gender Coordinators, who are one of the main collaborators in this component. 

76.
Training, workshops, cross and exposure visits are the main tools of the ID-OS sector. The training of partners, GoSL as well as NGO partners has been mainly outsourced to external consultants and consultancy companies. The mission team met several of them and could appreciate their quality. Nevertheless, monitoring of such external collaborators is needed to discover whether their performance is in line with DZADP’s requirements and approach, and their training events are efficient and effective. Gender training and conflict resolution were among the most important training events. NGO partners also received technical training regarding the component they were asked to implement. Annex 8 gives an example of the types of training given in Moneragala District – not only by ID-OS but also by the other components.

77.
Strengthening of FOs and facilitating the formation of FFOs are further tasks of the ID-OS sector, through training by the trained partner organisations and through the provision of seed money grants to be used to develop activities according to their own requirements and identified needs.

These actions of the project have been for an important part efficient but also met with problems that hampered an efficient implementation. Different FOs are on different levels of development and may need tailor-made training for an efficient capacity building. Therefore, the uniform training modules need some diversification.

78.
The IBG (Institutional Building Grants) to partners and the Seed Money Grants to FOs were not as efficient as it could have been. This was identified by the project staff during the reflective learning workshops held twice a year, and new guidelines have been drawn up that are more strict on selection of proposals from partners as well as FOs. A better distribution of the benefits and an at least 30% share of the benefits to youth and women as well as a clear agricultural development objective of the proposals has been stipulated. Also issues like the height of the amount of the grant, the duration of the activity, the recovery of the loans and the rotation of the money have been tackled to improve the efficiency of the grants. 

3.4
Farming Systems Development

79.
In its initial years the project was successful in bridging the gap in the extension system at the time of decentralization of government services. An important achievement of the FASYS component are the links that have been laid between FOs and government extension officers. Especially the AR&PAs (Agricultural Research and Production Assistants – village level extension workers) and certain FOs have been building up good relationships that may continue beyond the project duration. In Hambantota District the mission team found this happening.

80.
On recommendation of the MTR in 2003, expertise in farming systems was brought in and the process of demonstration was improved. However, a more holistic approach towards Farming Systems Development was not followed and the demonstrations remained stand-alone improved practices – nevertheless useful for the farmers, who increased their income through the cultivation of new, improved varieties, other field crops (OFCs), perennial crops, etc. Also the selection of demonstration farmers improved and more farmers who could be innovators were selected. Apart from selection of farmers, selection of demonstration spot was considered of importance to attract other farmers in the learning process.

81.
The system of Farmer Animators (FAs) has been efficient especially in areas where farmers were devoid of any assistance from government extension staff, e.g. in Mannar, where more than 100 FAs assisted the only Livestock Development Instructor of the Department of Animal Production and Health for example in campaigns to vaccinate animals, especially chicken and goats.

3.5 Water Resources Management

82.
The project has developed a comprehensive programme for Water Resources Management.

The WRM component’s most important element was the tank rehabilitation carried out in close collaboration with the FOs in charge of the tanks and with a contribution of approximately 25% of the cost of the rehabilitation through work by the FO member. The selection of cascades – as far as this was possible – and tanks as well as the technical implementation was carried out in collaboration with renowned consultants in the domain and with the DoAD , that has sound technical staff in house for this work. However, assignments were sometimes too short to assess all the aspects and possible consequences of tank rehabilitation, like screening of catchments to estimate run-off.

83.
One of the consultants advised: “Lands in command areas of most of the selected tanks have to be distributed among the landless farmer families by the Divisional Secretary. Selection of farmer families and issuing them with ownership certificates have to be done before giving final commitment for the rehabilitation of the tanks by DZADP”
. It remains unclear whether this was undertaken in one of the many rehabilitated tanks.

84.
The pace of the work in the tank rehabilitation was not always to the satisfaction of the project (staff) since the involved government officers had often other priorities, given to them by their superiors (e.g. the 10,000 tank rehabilitation project from GoSL). Other constraints in the implementation of rehabilitation work was the weak financial management by some of the FOs involved and the consequent lack of clarity in the transactions, which affected the unity in the farmer organisations. An FO which wants to carry out tank rehabilitation (or a similar infrastructural work) has to be headed by a genuine and strong leadership, without political influences.

85.
Operation and Maintenance Plans, including Irrigation Management Plans, as well as Integrated Water Management Plans to conserve and protect catchments were made with the FOs after extensive training and have started to be implemented. There, where the implementation of these plans will be a continuing process, also after the project withdraws, the tank rehabilitation can be considered as very efficient and worth its costs. The ownership transfer of the rehabilitated tanks to the FOs and the communities is apparently a very slow process. 

86.
Environmental Impact Assessments and Social Impact Assessments have not been carried out since they were not foreseen in the design. Therefore certain problems cropped up, which could have been avoided through learning from such studies. E.g. the encroachments of the catchments and how to deal with them in a participative way even before they become a problem.

87.
At the time of the mission, almost all the Tank Committees had received the DZADP contribution to their Tank Maintenance Funds upon presentation of their matching fund (50%).

88.
The Tank Rehabilitation Programme in Mannar suffered from the security situation in the project area. The majority of the tanks could not be rehabilitated – however paper work has been finalized and the tanks can be handed over to the DoAD for rehabilitation in due time with rehabilitation eventually carried out through another project.

89.
Water Resources Management is not only Tank Rehabilitation; also promotion and demonstration of less water consuming and drought resistant crops, for example for highland cultivation. The project’s actions in this domain have been useful for many non-irrigated farms. In collaboration with the FASYS component demonstrations with pitcher irrigation in perennial crops, and drought resistant seasonal crops have been laid out. The technology has known a relatively wide spread.

90.
Another element of the WRM component is rain water harvesting. Only in Hambantota and Anuradhapura Districts, rain water harvesting was taken up by 22% of the trained families (around 200). In the other districts it was not started due to lack of a clear strategy, which is being developed at present (refer Annex 4C)

3.6 Business Development

91.
The mission found that the management and implementation of this component was of different quality in the districts where the project is still operational. Project Coordinators and Project Officers for BUDEV do not always form a team, even less with the NGOs that have to implement the activities. This may be due to the staff changes that have taken place in and after the Tsunami period. Newly recruited, young staff has potential but needs guidance. Partner NGOs who implement the programme may not always be so conversant with business development. Institutions like SEDD (Small Enterprise Development Division – under the Ministry of Sports and Youth Affairs) may be a more preferred partner, provided it is (wo)manned by active officers, like it seemed to be the case in Puttalam District.

92.
The BUDEV programme has suffered the lack of input of one or more experienced consultants on enterprise and business development at the project’s inception to put the component’s programme on the right track. Another omission has been the lack of a preliminary market study, the outcome of which could have given directions in which the BUDEV component had to develop. Those working in business development in DZADP over the years, have done their best but lacked a strategic guiding principle and thus the BUDEV programme has known a somewhat peace meal approach.

93.
CEFE training, a relatively expensive event, has been imparted in a more efficient way in the latter half of the project period, selecting participants with a greater chance of success in developing and/or enhancing their enterprise than in the starting phase. Then, young and inexperienced candidates were chosen in a bias towards youth, especially young women, who were not really ready to start a business.

94.
Follow-up of CEFE trainees, carried out by partners and CEFE training consultants through business counselling, was not entirely up to the mark, partly due to insufficient monitoring from DZADP staff. The activities on organised production and marketing could only be lifted off very partially, also here lacking a sound strategic basis and senior experience in this field. 

95.
Commendable attempts made by the last DZADP Project Director to remediate these flaws, came in fact too late (into the phasing-out period) to be efficiently and effectively implemented. Outcomes of discussions and workshops still to be held, will be used in future projects (already in the pipeline – e.g. a value chain project by CARE).

3.7 Cross-cutting Issues
Gender and Youth

96.
The strategic movement of DZADP to mainstream the gender issue by not making it into a separate component but nevertheless engaging a gender coordinator on the project’s head office level, has been very useful. Not all the gender coordinators (there were at least 3 during the 7 year project period) were equally efficient and effective but the gender training and workshops opened many discussions and changed many attitudes – from the attitudes and practices in farm families to those among the partners and the project staff, including drivers…..

The natural environment

97.
Soil and water conservation activities initiated by the FASYS component and related to agriculture and environment conservation in the catchments of the rehabilitated tanks, have increased in the latter part of the project. Alternatives for devastating chena cultivation practices have been widely demonstrated and more sustainable dry-land cultivation methods have been adopted by catchment farmers. Organic farming, IPM and the use of organic fertiliser (also as cost reducing measures) have equally picked up. 

4.
Effectiveness

Effectiveness: the extent to which the activities of the project have resulted in achieving the objective, the purpose, the results and the indicators.

4.1
Constraints to an effective implementation.

98.
In three phases DZADP has grown into a relatively large project with its project areas geographically spread out. This has been an important challenge for the project management, the more so because the different project areas had also different dynamics.

99.
In the first 5 years of the project, the National Steering Committee met regularly. After the Tsunami the NSC meetings and involvement in the project stopped altogether. 

100.
The District Steering Committees have been the bodies most involved in the implementation of the project at District level. The effectiveness of the DSCs depended for a larger part on the commitment of the District Government Agents and the interest of the higher level District Officials in the project and thus very much on the person in the post. Transfers of officials entailed so different levels of attention for and cooperation with the project.

101.
The quality of the extension services by the government’s grass-root level officers (AIs, LDIs, AR&PAs) depends also for an important part on the individual person in a post. Staff rotation, changes of government – in-casu ministries – and reorganisations make it difficult to rely on the extension officers as partners. The system of Farmer Animators has been introduced by the project in view of these problems. This system however, functions only when the trained farmers are recognised by the extension officers, which has been the case in several instances, especially in Mannar district.

102.
A problem of the FA system still to be solved is the remuneration: FAs do not receive incentives as yet; however their counterparts of other projects do (e.g. the Village Animators in the Gemidiriya Project funded by the World Bank). Action on this matter needs to be taken very soon.

103.
Mannar District has its particular implementation problems, the project area being partly in the LTTE controlled area. In August 2006 the security situation forced the Mannar team to suspend its activities for one month. The project office was shifted to Anuradhapura CARE office and activities resumed in a lower-key way in September. Consequently not all planned project achievements will be reached in Mannar.

4.2
Log-frame and indicators

104.
As already mentioned earlier in the report, the present M&E Coordinator has bridged the gap that had developed over the years in the monitoring and evaluation of the project. Annex 4 gives the compilation of Results, Indicators and Achievements of the project till August 2006 (compiled by the M&E Coordinator). In numeric terms many results have been achieved. Except for Hambantota and Anuradhapura Districts (IIA, Feb. 2006), no qualitative assessment has however been carried out so far in the phasing out Districts of Moneragala, Puttalam and Mannar. Prudent conclusions on the effectiveness of the implementation and the impact of the project have to be based on field observations and assessments of sections of the project in one of the districts, which documents are very few.

4.3
Institutional Development and Organisational Strengthening

105.
When we have a look at the log-frame indicators pertaining to the activities of Expected Result 1 (Annex 4A) it is obvious that the activities under the ID-OS component have been effective as far as the number of registered FOs and FFOs concerned: almost 100% of the target has been reached and 298 FOs and CBOs out of the 300 planned, have been registered (situation as in August 2006). Annex 7 , on the FO Performance, gives a little more insight in the validity of these registrations and the worth of the FOs. As for the Federations of Farmer Organisations (FFOs) comprising 20 – 30 FOs in a federative structure based on the ASC or Divisional areas, the target has been exceeded: 10 have been registered against 8 planned. The mission team could observe that some of these FFOs function very well – others do not, depending mostly on their leadership. It was also observed that FOs step out of FFOs, often for reasons of conflict with the leadership of the FFO. One of the FFOs, an active one, in Hambantota District lost about ¼ of its membership in the year after the project phased out, but continued functioning to the advantage of its 21 remaining member FOs.

106.
The log-frame indicators regarding the membership of the FOs give a glimpse of the place of the FO in the village and the number of households that can benefit from the project through the FO. From all the households in the villages where the project is active, only 59% has an FO membership. Many FOs still restrict their membership as per their constitution, to those who have lands in command areas of tanks – as they are in fact the custodian organisations for the tanks. The mission came across situations where the FO had opened its membership for dry-land farmers also and where almost all the households in the village were FO members. The project also advocates a more open membership policy for FOs (to be discussed with DoAD) and the target for FO membership is 70% of all the households in the villages. But the figures still indicate that out of 34,224 households in the project’s villages, more than 14,200 are not in the position to benefit directly from the project through FO/CBO membership (Annex 6 Districts Outreach).

107.
Also the participation of women as members in FOs as well as their place in decision-making offices lags behind the planned targets. The planned 40% of women membership was in reality 29% in August 2006 and from the planned 50% of the office bearers being women only 24% could be reached. Taking into account the lifespan of the project and its multi-component structure, this may be considered reasonable: century-long opinions and behaviours of women and men can not be changed in a period of 7 years. It needs many more years of advocacy and gentle habit forming before gender equity will be reached.

108.
According to the numbers in the indicators, the linkages between the FOs and the service providers have been laid for 100%. As long as the project cares for these linkages through moral support and incentives (IBGrants, etc.) this may be the case. However what will happen after the project withdraws the mission team could observe and it can be read in the IIA report on Hambantota and Anuradhapura, where some, but not all of the GoSL officers continue to provide their services. Especially the AR&PAs, who have benefited considerably from the training facilitated by DZADP, stayed active, work closely together with active FOs and express increased job satisfaction since the training through DZADP. Continuing support of the partner NGOs depends however very much on their stability in the region and whether the new projects they acquire, can include the follow-up of their earlier clients. Much also depends on the commitment of individuals, and in the case of government grass-root officers also on the priorities of their superiors on district level and in the concerned ministries.

4.4 Farming Systems Development

109.
The achieved log-frame indicators as of August 2006 (Annex 4B) indicate that most of the quantitative targets have been achieved under Result 2 and even were exceeded. The targeted number of acres under perennial crops is 250% more than planned and the number of farmers keeping livestock through the project activities is even almost 400% more, the small livestock component being a very popular one and carried out in combination with e.g. a goat exchange programme of the government and, in the case of poultry, support to poultry farmers from private sector companies. 

110.
Soil Conservation measures have been practiced by 2000 farmers (40%) more than planned. According to the log frame indicators 49% of the participating farmers have cultivated OFCs in Yala season against 50% planned. That this target not also has been exceeded is possibly due to the priority given by farmers to food security, which means paddy cultivation, over more market-oriented crops that many OFCs are (chillies, onions, vegetables, high value crops like Thibbatu (Solanum viatecium (Ortega))(etc.). To also attend to the need for food security, home garden development was introduced in a later stage, especially promoted by FAs in Mannar, who received home garden demonstrations as an incentive for their work with other farmers.

111.
Demonstrations in combination with training, field days/visits and exposure/cross visits were the main tools to achieve the log frame indicators. As already mentioned, the demonstrations were hardly embedded in Farming Systems Plans either of FOs or individual ones, but greatly appreciated by the farmers since these activities brought new knowledge, new varieties and planting material, better practices and improved relations with government extension services, and, last but not least: more income.

112.
The Farmer Animators (FA) programme had opted for about 580 FAs offering services to FO members but has reached so far only 312 active FAs. The FA program is still being refined among other things through adapted selection procedures and more generalist training. Instead of very young people, more experienced farmers are selected, who also have a good relationship with the government extension services. Furthermore FAs are now publicly promoted as farmers who can be of service to fellow farmers. A weak point is still the remuneration of FAs, which is non-existent under DZADP as opposed to paid village animators of other, newly started projects in the same area (e.g. Gemidiriya).

113.
The Resource Centres are not mentioned in the log frame since they have been introduced after the last project document-cum-log frame adjustment (at the incorporation of Mannar in June 2004). They are however, a useful tool in achieving Result 2 and can also be a part of the model as mentioned in the project purpose. At the time of the mission (October 2006) 31 Resource Centres were installed and functioning with different levels of effectiveness. The centres accommodated in a spare room in an FO member’s house seemed to be the most accessible and most frequently used. 

4.5
Water Resources Management

114.
The quantitative achievements of the WRM component have not reached the planned indicators of Results 3 as yet in the overview of August 2006 (87 out of 100 have been finalised – refer Annex 4C). But from the discussion, especially with the Mannar team, the mission could make out that every possible effort would be made to fill this gap. It is however a little doubtful whether under the present circumstances the 16 still planned and administratively already prepared tanks, will be rehabilitated before the 31st of December 2006. Taking into account the nearing rainy season and the so far not improving security situation, this may be difficult, but the 5 tanks in the government controlled areas may be completed.

115.
More important may be to concentrate in the remaining months of the project on the thorough establishment of the Tank Committees and their Operation and Maintenance Funds. In that respect 63 Funds have been established. The mission team found that some FOs with a rehabilitated tank were not aware that they had to make haste to apply for the Fund and provide the matching fund at least before the end of November 2006.

116.
Under the project 134 Irrigation Management Plans were developed and implemented by August 2006: 83 with the assistance of DZADP and 54 by FOs themselves. This exceeds the 100 planned. In the same way the target for Micro Watershed Management Plans was exceeded by 33 (40 planned, 73 developed, out of which 65 with assistance of DZADP and 8 by FOs themselves).

117.
Only 50% of the Cascade Management Plans could be developed (6 out of 12). This is also due to the fact that the cascade-based approach was gradually abandoned in the course of the project because of several constraints that consumed too much time and effort to solve (and that were not taken into account in the design of the project). Rainwater Harvesting was only implemented in the first phase of the project and mainly in Hambantota, where around 200 families (20% of the 1000 planned) participated in this activity and built a rainwater harvesting tank. In the other districts the activity was not pursued due to the lack of an appropriate strategy. To develop such a strategy was again planned in June 2006, in fact too late to be implemented under the project.

118.
The WRM component has contributed, in combination with the FASYS component, in a very important way to the achievement of the project purpose: To enhance productivity and incomes in command and catchment areas of micro tanks in a sustainable way, (so creating a model that could be replicated more widely in the Dry Zone – the model still has to be documented and disseminated.). A quantitative assessment on the extent of productivity and income increase still has to be carried out by the project.  

4.6
Business Development

119.
When looking at the overview of quantitative results of the Business Development Component, almost all the indicators have been reached or even surpassed (Annex 4D). The establishment of non-agricultural enterprises even with more than 100% (422 against 200 planned). Also the representation of female entrepreneurs in new agricultural enterprises as well as non-agricultural enterprises is commendable (50% and 67%). Since no assessment of these enterprises been undertaken by the project (as yet?), it is not clear what  the quality of the businesses is, how long have they been operational and what is the increase in income and / or living standard of the entrepreneur and her/his family? Certainly, quite a number of success stories have been collected, especially in Moneragala and Puttalam Districts and when these numbers are prudently extrapolated to the other Districts, a very rough estimation of around 100 noteworthy cases can be made, which is 10% of quite successful developing businesses (from dehydrated lime fruits to “bites” (snacks eaten in combination with alcoholic beverages).

120.
DZADP in Mannar District is also collecting success stories: here the lessons learnt in the other districts are applied with good result.

121.
CEFE training (refer Annex 13) is one of the major tools of the BUDEV component. The Immediate Impact Assessment (IIA) carried out in Hambantota and Anuradhapura, approximately 6 months after project closure there, gives a 52% of the trainees being in business at the time of the assessment (a survey done by one of the project’s partner NGOs). The reflective workshops, introduced by the present (and last) Project Director of DZADP, give however another picture: technical training, which is more demand driven, is apparently more (cost) effective than the relatively expensive CEFE training: more trainees are in business after technical training than after the CEFE course. Selection of participants for the CEFE training is a continuing problem as is the selection of the right CEFE module (there are at least 15). Follow-up of the training and the business counselling programme also need improvement.

122.
A few cases of successful businesses have been described in Annex 10, some of them with an indication of the income out of the enterprise, obtained during the interviews of the mission team with the entrepreneurs. Some of these entrepreneurs have been able to make a real difference to their lives, like the families engaged in drying of lime fruit for the export market, and a poultry farmer as well as a very active FA who is also secretary of his FO.  A young couple that took up coir rope making supported by DZADP was successful and expanded their farm enterprise with pig rearing, collection and sales of coconut, and they are thinking of other creative opportunities to improve their living standard. This “snowball effect” of a training received through the project was an unplanned positive outcome of the initial action of DZADP. These successes should be documented as soon as possible, their mechanism of success be analysed and disseminated as models to escape from poverty.  

123.
The organised marketing activity, for inputs as well as sales of produce, has also surpassed its quantitative target: 137 FOs have established their organised marketing. However, the same remarks as for the enterprise development can be made: no assessment has been carried out and the quality of the action can not be judged. Project staff and farmers came forward with several constraints in this domain. Real practical, joint crop planning was apparently not yet carried out in FOs, however training and cross visit events on this subject have taken place. Change of production pattern to suit the market demand will take time since it involves risk and learning to plan according to information received. In Anuradhapura, where the Dambulla Economic Centre plays an important role in the trade in farm produce, some successes are scored.

124.
The MKIS (Market(ing) Information System) knows different models in the different districts: from very simple in Mannar to more complicated in Moneragala, where price trends over the years are taken into account. Timely collaboration with the concerned line agencies at district level seems not to be that easy. Apparently there is a “lack of political will” and budget to implement the activity on a regular basis, together with the partner NGOs at the Divisional level. The project staff indicates that awareness raising on the availability (and use!) of price information in newspapers and on the radio, could be more effective.

125.
The attempt to introduce forward agreements between farmers and buyers (traders, factories, hotels, etc.) has suffered from dishonesty among producers as well as buyers, but has again been picking up towards the end of the project. 

4.7. Cross-cutting issues

Gender and youth.

126.
The implementation of the gender equity policy of the project through training – gender sensitisation workshops for all - and advocacy – with FOs and FFOs on membership and leading positions of women – has been in general effective, even if the targets have not been fully reached. As already mentioned, it cannot be expected of people to change their age-old ideas and attitudes regarding gender in-equity completely within the lifespan of the project.

127.
Youth has been purposely involved in all the activities of the project. Figures indicate that 32% of all participants were young people (15 – 30 years). There are no gender segregated data on the youth participation, but interviews in the field taught the mission team that the majority of the youthful participants is female. The male participants keep themselves apparently somewhat at bay and may need an approach and activities different of those of the project, to engage them.

5.
Impact

Impact: positive and negative effect of the project on the clients …. and the partners

5.1
Introduction

128.
A baseline survey was carried out in July/August 2000 for the first phase of the project: Hambantota and Anuradhapura, but it has only limited useful value to measure the impact of the project. For the preparation of DZADP in Moneragala and Puttalam a study on the identification of major development issues was undertaken by Pass Consultants, one of the supporting consultancy firms of DZADP. This study however does not give sufficient data on demographics, farming systems, cropping patterns, labour and other employment, income, living standards etc. For Mannar a simple but effective baseline survey was carried out in the villages where DZADP planned to operate. This baseline can be used to measure the impact of the project to a certain extent.

129.
No impact evaluation was made at mid term. In February 2006 an Immediate Impact Assessment Report was issued about the phased-out districts: Hambantota and Anuradhapura. This document was relatively positive about the impact and the immediate sustainability of the project’s actions in the two districts.

130.
Towards the end of the project, before the final evaluation mission was fielded, DZADP has also not under taken an impact evaluation survey. Except the quantitative data on the activities completed, there is no qualitative or quantitative assessment of the situation at project end but for a small number of assessments of parts of the actions within the components. Some of these are however not dated and it is not clear whether a recent situation was taken into account. (see Annex 15 Consulted Documents)

131.
The monitoring and evaluation activities of the project had several interruptions. During the entire project period the post of Coordinator Monitoring and Evaluation has been filled by at least five different persons consecutively. The present Monitoring and Evaluation Coordinator has made a commendable effort in collecting, analysing and publishing project findings. 

132.
Every DZADP district team collected and wrote a range of case studies on successful activities in all the components (the mission discovered one case of a “failure”, which one of the DZADP team members was bold enough to write). The case studies however, carry hardly a critical note and very few of them give an insight in the economics behind the success – which is in fact the crux of the activity. The present M&E Coordinator also gives an effort to fill this gap 

5.2 Institutional Development and Organisational Strengthening

133.
NGO as well as Government partners of the project have appreciated the capacity building through training, cross and exposure visits, coordination meetings and Institutional Building Grants (IBG). Many of the partner’s staff members expressed that this capacity building was one of the best things that could have ever happened to them: “We will never forget the insights we obtained and apply them for the rest of our working years,” mentioned Cashew Corporation Officers. This indicates a relatively durable impact on these organisations even if the benefit of this impact will not always continue to come to the clients of DZADP. As long as the project is active, the commitment of the partners is commendable and relatively well assured. The improved relations among government partners and also between government partners and NGOs in some cases, has contributed to the strengthening of FOs and the formation of FFOs.

134.
District Resource Pools for training have been formed and are in the process of being institutionalised in at least two of the districts: Moneragala and Puttalam. The Resource Pools in Hambantota and Anuradhapura have, however, lost their dynamism according to former project staff in these areas. On the other hand, these former staff members, now working in other projects, e.g. the “OAK” project in Hambantota (Tsunami Rehabilitation) expressed that DZADP trained government officers are “good collaborators” – a sign of DZADP’s impact and a certain sustainability of its actions.

135.
Most seed money grants have served their purpose of strengthening the activities and income generation of FO members and “return” as revolving funds. Strong, well-led FOs have been able to maintain the grants as the capital of their organisation. In some FOs mishandling of the money has caused problems. The mission team met several FOs and CBOs who had as “vision” to become credit providers for their members through these seed money funds (at a maximum of three per organisation, matched by the organisation’s own funds). As stated earlier, this role in micro-finance may not be the preferred one for a community based organisation. As for the IBGs for government as well as NGO partners, and especially the “hardware” grants: they had only partly the expected impact: improve the institution’s capacity to provide services to their (and the project’s) clients. The mission team could observe several sophisticated equipments idling away as show pieces in higher level officer’s bureaus. 

5.3
Farming Systems Development

136.
The IIA of February 2006 indicates a relatively important impact of the actions by the FASYS component. Approximately 6 months after DZADP phased out in Hambantota and Anuradhapura an appreciation for the demonstrations was drawn up from more than 68% of the respondents to the survey. Training on best practices was also very positively remembered (“Training has a greater worth than money; nobody can take the knowledge away…” according to one of the farmers). The mission team is of the opinion that these aspects of the Farming Systems programme will have a positive impact in the other districts as well. However, training, field, exposure and cross visits could have had an increased impact when better spaced and planned. The “race for the targets” as one AI expressed it, made the training programmes often overloaded and visits to different sites during one trip, confusing. Well prepared with the participants, and focussed visits with a follow-up discussion may give a more lasting impact. Less is sometimes more.

137.
Most of the activities under FASYS were and are directly geared towards improving the household income of the farmers involved – cash income as well as substituted expenses – and when this has been achieved, it is felt as an important impact on a farm families life.

138.
The impact of the FA programme and the Resource Centres on the farming community as a whole has still to be proven, however impact on individual farmers have been noticed by the mission team.

139.
The establishment of links between farmers in FOs and government agricultural extension officers has had a positive impact on individual officers and the services they delivered to the farming community, even if not everywhere quite to the extent expected. This is an achievement of the FASYS component and even more so of the capacity building and training through the ID-OS sector of DZADP.

140.
A stronger integration of the FASYS and the BUDEV components on market information, market linkages, organised marketing, crop processing, etc. would probably have enhanced the impact of the farming systems and agricultural activities. This integration of components has, however, been rather weak.

5.4
Water Resources Management

141.
The action of DZADP in Water Resources Management has had manifold impacts on the communities where the programme was implemented. On the positive side there is the community participation in the tank rehabilitation process enhancing a sense of unity and community ownership of the tank. Also the quite intensive training related to the tank rehabilitation and the subsequent installation of the Tank Committees and their Operation and Maintenance Plans and Funds, plus the planning rounds on Watershed Management, have built the capacity of many FO members. 

142.
On the negative side there were the lack of transparency and the malpractices in some of the tank rehabilitation processes that divided communities and brought the powerful groups even more to the fore. Positive was, that in some communities the FOs gave up their monopoly over tank and water by admitting also upland farmers among their membership: the mission team met a few FOs covering almost all the families of the village. On the other hand it was visible that in some cases especially the already well-off had benefited most and were in command of the tank and its increased benefits.

143.
Land issues and conflicts between command and catchment area farmers in some tanks have still to be finalised. Will the project be able to facilitate solutions that are just and impartial? Will marginal upland & dry-land farmers be distinguished properly from encroachers who have sufficient lands elsewhere?

5.5
Business Development

144. The BUDEV component has made an impact on the lives of a number of clients of the project: the real success stories changed the living standards of participating entrepreneurs considerably. Among them were very poor families, especially female-headed households. There are also a large number of developing businesses that have to prove their worth after project withdrawal. This will partly depend on the follow-up that can be given by partners of DZADP through follow-on projects or through the usual monitoring of activities in the partners’ areas of operation.

145.
The training and capacity building organised and facilitated by the BUDEV component has had an impact on many who participated, however not immediately visible. Some of the trainees met by the mission expressed that time – and certainly also starting-up funds - were needed for them to decide on the business to undertake. Some people started but had to stop for some reason. They are however determined to restart on basis of the plans and calculations made during the CEFE training. The CEFE training has had a more important impact after the selection of participants was increasingly based on already existing experience with business. CEFE training combined with technical training gave the best chances to start or upgrade a business.

146.
Whether the project has had a tangible and important impact in the domain of marketing of agricultural produce is still too early to judge. The Immediate Impact Assessment (IIA) indicates that the links laid between farmers, FOs and the Economic Centre in Dambulla for example, has had impact for quite a number of producers in the two ASC divisions of DZADP in Anuradhapura.  In the presently phasing-out districts the mission team could observe some impact of organised marketing in which a strong local leadership was instrumental; e.g. the organised production and marketing of big onions. The newly opened Economic Centre in Wellawaya, in Moneragala District was talked about by farmers and small business groups in the Southern Districts as a new option to market their products.

5.6 Cross-cutting issues

Gender and Youth

147.
The project has had a considerable impact on gender in the project area. Government as well as NGO partners have been sensitised on the gender equity issue. In the Resource Pool for training, the gender training plays an important role, especially the training in schools. In Puttalam District the mission team met a number of enthusiastic trainers who will certainly continue to make an impact on the young population of their district.

148.
The training and advocacy on gender equity have had a very positive impact on FOs, whose female membership and leadership importantly increased. Most FOs with female office bearers function very well. Especially women FO treasurers are in demand since they are considered to safeguard the FOs cash and to be incorruptible. 

149.
In particular female youth has benefited from the project, in the domain of agriculture and agro-processing enterprises, and capacity building. The mission team met well-voiced and assertive young women in FOs and CBOs, appreciating DZADP’s training as instrumental in their development. Male youth also benefited, but according to the mission’s observation to a lesser extent. Women group and organise themselves easily. When there are many women in a group, young men feel mostly shy to participate – a culturally defined mechanism. To organise them may need a separate approach and initiative by male project staff (gender equity!)

The Natural Environment

150.
The impact of the project’s actions on the natural environment could not be directly observed by the mission team, neither be set off against documentation on relevant pre-project situations. The integrated watershed management plans drawn up together with FOs and now in the process of implementation, could have a positive impact on the natural environment around the minor tanks.

151.
The mission places a question mark with the method of compost making is some FOs: collection of leaf litter in an extensive way, from the natural environment could cause depletion of the natural eco-system. Organic – and other – farmers should preferably generate the biomass needed for compost on their own land. This is very well possible by planting for example fences of Glyricidia, a fast growing, Nitrogen-fixing tree that can be almost continuously lopped.

6.
Sustainability

Sustainability: extent to which the activities will continue after the project.

6.1
Phasing-out, follow-up and handing over of activities

152.
Phasing-out strategies or plans were not foreseen in the design of the project. They have in fact been developed from January 2005, after the Tsunami.

Hambantota and Anuradhapura Districts phased out in August 2005. In fact DZADP phased out twice in Hambantota: once temporarily when the Tsunami struck and all the project staff and the partner NGO staff was drawn towards the Tsunami relief projects and all project activities were suspended for about 4 months. Subsequently the activities restarted with few field staff operating from Moneragala, and the real phase-out was in August 2005. Also at the DZADP senior management level the Tsunami meant a crisis: the Depute Project Director was shifted (against his wish) by CARE as Director to the Tsunami projects, taking with him years of institutional knowledge on the project – the then PD being appointed only in January 2004 and leaving in February 2005. When in May/June 2005 DZADP got on its feet again, at least 50% of the field staff consisted of young graduates, who needed training and guidance to be able to fulfil their duties. The senior management in the project’s head office was also newly recruited. Fortunately the Team Leaders of different districts maintained the institutional memory of their field areas and the relationships that had been built up over the years with the government partners.

153.
The phasing-out process in Moneragala and Puttalam started approximately a year in advance, however at a slow pace since there were still expectations about a few months extension (funds were not going to be exhausted by 31 December 2006)  to give the project in Mannar the opportunity to complete its actions, especially the tank rehabilitation. In June 2006 the final verdict was announced that no extension of the project could be legally upheld.  

154.
One of the bases of the phasing-out process were the Reflective Workshops, a revival of the earlier sector (component) meetings, in which the successes and constraints of each component were reviewed and action plans – in view of the phasing-out - were drawn up. Furthermore, a number of workshops, some as early as October 2005 with the partners were organised in each of the three districts where the project was on-going (in Mannar this action was started only recently). From discussions with some of the partner NGOs, the mission team had the impression that the Partners were not explicitly (in writing) informed about the withdrawal of the project by 31st December 2006. Annex 9 gives some examples of the Phasing-out or Disengagement Plans for different districts and the progress made with them towards August 2006.

155.
Partners, government as well as NGOs, play the key role in the follow-up of the project’s activities. Some of the members of the District Steering Committees, who are the district officials for the line agencies have pronounced themselves ready to cater to the follow-up of the activities and were keen in taking up this task. But many were already involved in new up-coming projects, which often mean new funds and new opportunities to reach the governments own targets. NGOs with new projects (& funding) in the DZADP areas, were open to incorporate the DZADP clients in the new activities and monitor the earlier ones. In Anuradhapura and Hambantota Districts this was already happening through a number of former partner NGOs.

156.
At the mission’s arrival, the DZADP teams had not yet made intensive contacts with on-going and new projects in their areas, to involve them in the follow-up planning. The mission team’s attention for this matter may have initiated some action in this line. The Gemidiriya Project, funded by the World Bank and operating in the Southern Dry Zone, is one of the possible players in the follow-up of DZADP activities.

6.2 Organisations and institutions

157.
The appreciative inquiry on the functioning of FOs and the conclusions of the IIA on this matter (refer Annex 7) indicate that around 25 - 27% of the FOs will continue to do an admirable job as organisations in service of the community. Another 35 - 40% will also continue to work but not have such a strong influence on the development of the community. Nearly 10 - 40% (depending on phased-out or phasing out district) of the FOs is in a doubtful position as for their survival and positive role. In general, how an FO develops and, after project withdrawal, will continue its task in support of the advancement of the village, depends on a few critical issues: 1) the leadership and the eventual second generation leadership; 2) a transparent management, especially of its financial matters; 3) the role of women in the FO: are they able to lend their special capacities to the decision making in the organisation?; 4) a positive relationship with the concerned Government Institutions and the strength to secure services from the grass-root level officers for the FOs village; 5) the capacity to keep out political issues, corruption and other tensions – it needs some wisdom to tackle these issues!

158.
Follow-up support, attention and interest from outsiders, officers, visitors, etc. in their work and functioning is useful for all FOs, excellent as well as average ones. Appreciation improves every body’s performance. It is however a not so usual aspect of relationships in the Sri Lankan society (and the Asian society as a whole)

159.
Most of the partner NGOs met, also in the already phased-out districts, have benefited from the training and capacity building through DZADP. They still make use of it. In the phased-out districts the NGOs visited by the mission team were all still in, more or less intensive, contact with their former DZADP client group and several organisations were well aware of what was going on, how FOs functioned and which ones had disappeared from the scene (mostly because of weak leadership and conflicts). In these phased-out districts “gentlemen’s agreements” were reached with DZADP on follow-up at the project’s withdrawal. In the yet to be phased out districts of Moneragala and Puttalam, more solid agreements are drawn up and in the process of being signed by both partner NGOs and Government Institutions.

160.
Whether the support of the Government Agencies will wane away depends often on the person in office, whether she/he takes her/his work serious and enjoys it. In the already phased-out districts a decline in interest of Government Agencies could be observed. Also the staff of the phasing out districts mentioned a declining interest of the government for the last part of DZADP, let alone for the follow-up of activities. Government Agencies with a grass-root level outreach often lack the funds to provide their services in a proper way to the farmers, the government having other priorities than small farmer development. At present (October 2006) such projects have already come up and the attention of the grass-root level agents has the tendency to go in their direction.

161.
Collaboration with the AR&PAs seems to be one of the more sustainable ones, these being officers that are from the same village and personal relationships have been built. Relief projects after the Tsunami experienced that DZADP trained Government and NGO staff were “good collaborators” – a sign of impact and sustainability of the actions of especially the ID-OS sector.

162.
The seed money grants and IBGs made some FOs opportunity organisations and some of the government and non-governmental agencies into opportunity partners. An undated assessment on the  

effectiveness of seed money grants mentions the steep increase in membership after the grants have been received. Often these grants only serve their purpose: to increase the capacity of the FO members to enter into income generating activities, for one cycle due to malpractices and a lack of financial management in the FO. This indicates that most FOs cannot handle such “micro credit” funds. Farmer Organisations are not the preferred institutions to provide credit. Proper linkages to existing and appropriate & trustworthy official credit providers, who in their turn can be strengthened by a project like DZADP, may be more sustainable. Also a proper savings & lending habit should be installed with farmers through training “on the job”. Institutions like SANASA Bank, Samurdhi Bank , Janashakti Bank and certain NGOs (Sarvodaya (SEEDS), SEWALANKA) are experienced in savings and credit and cater to the needs of the farming community.

6.3 Farming Systems

163.
At present, as an aspect of the phasing out of the project, demonstrations, especially those with perennial crops, are being revived and handed over to government agencies, officers or partner NGOs. This will certainly enhance their sustainability, especially when results could already been reaped from the crop. Knowledge on remunerative crops and varieties, especially when farmers have also been made aware where to obtain seed and planting material, and the proper advice (via the improved linkages with the govt. extension officers), has already been proven sustainable in the short run in the phased-out districts. How sustainable the cultivation of alternative crops is, there, where farmers have no easy access to markets, is the question. So far a planned revival programme for village fairs has not been implemented project area-wide.

164.
Several of the activities in the framework of the FASYS component will need continued attention after the project has withdrawn. These are mainly the activities that do not show immediate economic result, like soil and water conservation measures, and those which need expert involvement from time to time anyhow, like animal husbandry and animal health. 

165.
The Farmer Animator programme as well as the Resource Centres need still a considerable amount of “nursing”, attention and acceptation / acknowledgement of the concerned government officials like AIs, LDIs, AR&PAs, who can take up these tasks based on the improved capacity they built up through the project.

6.4
Water Resources

166.
From the 87 tanks rehabilitated under the project, 63 have an operation and maintenance fund (in August 2006) – thus all the rehabilitated irrigation systems may have this fund by the end of the project. Depending on the leadership of the FOs and of the Tank Committees and the ability of the FOs to maintain the fund – through activities like inland fisheries in the tank – and keep the whole process transparent, these tanks / irrigation systems will be continuing to provide benefits to their users. The already mentioned integrated watershed management plans have not yet been in action for a long time. Communities still need guidance in the operation and maintenance as well as in the implementation of their watershed management plans, to create a habit to take care of the watersheds, involving those who make their living in these watersheds for a win-win situation. A well-planned follow-up is needed by government institutions involved (DoAD) through their grass-root level workers e.g. the AR&PAs, who have been closely involved with the FOs in several places (except Mannar).

167.
The Immediate Impact Assessment in the districts of the first phase of the project indicates that the entire action of after-care in tank rehabilitation has been already more sustainable than in other projects where tank and watershed maintenance by the communities was badly ignored.
 

6.5
Businesses, enterprises, organised marketing

.

168.
An appreciable extent of sustainability of the enterprises started through the facilitation of the project can be expected. This can be seen already in Hambantota and Anuradhapura, where the IIA study identified an optimistic 52% of the projects’ trainees still in business. The sustainability of enterprises and also of organised production and marketing is certainly not depending on the project’s intervention alone. Aspects like local leadership, entrepreneurial characteristics of the new business women and men as well as the choice of the right occupation or produce (the ones in demand) are of equal if not more important influence. 

169.
Keeping youth in the Dry Zone in agriculture through agriculture enterprise development may be a partial solution for remunerative occupation. Arable land may suffer increasing fragmentation from such an action and thus increasing poverty when a new way of agriculture is not developed. The mission team could observe some activities in this line where organic and intensive production and marketing was promoted (Hambantota) and several young farmers were involved.

Non-agricultural off-farm employment tuned to the demands of the Dry Zone may give a more sustainable future to young men and women.  

170.
The Market(ing) Information System developed and introduced by DZADP will not be sustainable without the financial and technical input of the project. Already during the project period the MKIS’s functioning is weak. A proper functioning MKIS needs more infrastructure, financial and technical support than government institutions can offer at present.

6.6 Cross-cutting issues

171.
Action undertaken in the frame work of gender (sensitisation) will derive their sustainability from regular repetitions. The Resource Pool for training in some of the districts, will, when properly institutionalised, give the needed follow-up. There will certainly also be new projects that take up gender as one of their cross-cutting issues and each time the society, rural as well as urban – and on all levels – will make another step in the direction of gender equity. The Gemidiriya project, World Bank funded and GoSL implemented, which is operating in the Southern districts where DZADP is also active, explicitly tackles the role and task of women in decision-making about the development of the village. In the Northern Dry Zone the PEACE (Pro-poor Economic Advancement and Community Empowerment) project funded by Japan, does the same. It is now understood that women are equal partners in (rural) development but attitudes need further adaptation to the equity idea.

172.
Young people have benefited from the project in different ways and became a little more visible in the process. How sustainable their small businesses and their farm enterprises will be, depends for a part on the possibility these occupations will give the youth to make their life’s dreams come through. A wider creation of employment of youth in the Dry Zone may be possible through intensive vocational training – an action beyond the scope of DZADP.

6.7 Documentation and Dissemination.

173.
Documentation was apparently quite intensive in the first phase of the project: different assessments had been made and training modules were developed. It was however not easy for the mission team to retrieve these documents, probably due to the loss of institutional memory through staff turnover in the period around the Tsunami. During its visit the mission team was offered by different staff members, documents that they had written from their experience in the project and their vision on it. Annex 14 Publications of DZADP, gives an overview of already published (in the project) and still to come out documents by staff and consultants researching different aspects of the project’s experience. This list may not be exhaustive and only give an indication of the wealth of material available in DZADP. This material and the lessons that can be learnt from it should not go lost! The mission thus suggests that these documents be edited where necessary and be published in a reader to be distributed to all partners, NGOs and government institutions on different levels, to Agricultural University and College libraries, to social institutions, research institutions, etc. Those documents that could be useful for Resource Centres could be translated into Tamil and Sinhala and find a place in the Resource Centre libraries. 

174.
The same is valid for photo and video material, which could be adapted and used for extension and information of farmers: interactive CD’s, posters, flash cards, photo manuals e.g. on crop diversification, tank rehabilitation by communities themselves, gender equity, etc. A photo cum video cum publications archive (of DZADP to start with, and other phasing-out projects to follow) could be opened (possibly by CARE, one of the partner NGOs, a University or Agricultural College) that could provide those who need to prepare extension material or course modules with a choice of information.

175.
A proper documentation and dissemination is one of the aspects that makes a project’s activities “sustainable” and remembered in the long run. The information and lessons gathered should not be scattered and become invisible. They should be accessible and referred to by future projects and other interested persons and institutions.

7.
Conclusions 

7.1

General Comments:

a.
Successful capacity building and training of partners (Government and NGOs) and the farming community has taken place. All the training and capacity building in the farming community and for partners was done by Sri Lankan trainers and consultants in the local languages – Sinhala and Tamil.

b.  Links have been established between Government Institutions and the Non Governmental sector as service providers for the farming community as their client.

c.   A start have been made with the establishment of Resource Centres (closer to the farmers as the Agrarian Service Centres) and a mechanism of Farmer Animators, which works the best in the poorest areas, where the farming community is devoid of any assistance. However continued attention and “nursing” will be required from the DZADP partners to make them effective, efficient and sustainable.

d.   The farmer community has been guided to find their way to the service providers and to request and insist for the latter’s services: towards demand-driven service delivery.

e.  The originally intended cascade-based approach to tank rehabilitation in combination with a farming systems approach to crop production, was gradually replaced by selection of individual tanks and an increasing sector-wise orientation, which led to a “race” in order to achieve the set targets.

f.   The monitoring and evaluation activities of the project had several interruptions. During the entire project period the post of Coordinator Monitoring and Evaluation has been filled by at least five different persons consecutively. The present Monitoring and Evaluation Coordinator should be commended for his excellent efforts to bridge the vacuum and to revive neglected data for a general quantitative overview of the project.

g. DZADP has adjusted its programme in several instances to cater to the needs of its clients and to mitigate the shortcomings of its partners, especially the government institutions. This was done within the broader framework of the project document (proposal) as well as within the EC prescribed budget lines. Examples are the Farmer Animator programme, the Resource Centres and the home garden programme.

h.   It is to be regretted that the project phases out in a couple of months. After a long gestation period many actions of the project are in a consolidation phase and need a few more months of attention to become sustainable.

7.2.
Partnership with GoSL and NGOs: Indirect Service Delivery:

a.  The strategy of Indirect Service Delivery through has been a valid choice in the design of the project.

b.   The relationship of the project with the partner NGOs however, was more at a level of assigning ‘contractors’ to implement the activities and achieve the targets, rather than a true partnership arrangement.

c.  Nevertheless, through training and capacity building, DZADP has made a difference for the partner NGOs staff and the government staff, who have been working with the project.

7.3.

Institutional Development and Organisational Strengthening
a.   The capacity building and training under this sector has been one of the main achievements of DZADP with a sustainable impact.

b.  The development of the Resource Pool of trainers has taken off in the right direction in the Districts where the project is still operational. In the phased-out districts the Resource Pool has somewhat faded away.

c.  Cross visits of farmers and partners for exposure to alternative activities, a valuable tool for extension that was used in DZADP with different levels of success. More careful planning, preparation and follow-up is needed for an optimum impact.

d.  Elements of the projects’ strategy: training, cross visits, demonstrations, field days, etc. seem sometimes too tight, tax participants too much – in relation to their farm work, their time available and their ability to internalise the offered knowledge and experience.

7.4.

Farmer Organisations, Federations of FOs and Farmer Animators:

a.
At present an estimated 60% of the FOs is functioning well to reasonably well in the districts where the project still intervenes (refer Annex ….). This is also valid for around 50% of the Federations (personal observation of the mission team). This strengthening of FOs is a considerable achievement of the project.

b.  The well-functioning FOs, especially those composed of several small groups; carry out a variety of activities. Less well functioning FOs are too narrow focussed and seem to be mainly acting as credit providers to their members, through the project’s seed money grants.

c.   FOs or FFOs as micro finance providers may be not the ideal solution for credit provision at village level.

d.  The Farmer Animators programme is a success where the right candidates have been selected to take up this responsibility, and where there is no alternative extension support. Government grass-root level officers and their respective departments have acknowledged the worthiness of the FAs publicly. The remuneration of FAs has still to be resolved.

7.5.
 Marginal farmers in the catchments of Minor Tanks: 

a. Marginal farmers are among the primary client group of the project according to the project purpose in the logical framework, but have not always been first priority to the project. This is due to the focus on – government established and thus official – Farmer Organisations, whose members are mainly farmers with irrigated land and assured crop production.

b. Marginal farmers have benefited from the project, mainly through small farm enterprise development, but the number of beneficiaries in this category as well as the quality of the benefits could have been much more important when the CBOs encompassing these farmers would have been targeted in equal terms as the FOs.

7.6.

Farming Systems Development

a. Demonstrations for alternative crops (OFCs – Other Field Crops) and perennial crops have made a difference for the food security, but mainly for the household income of the beneficiaries of the project.

b. The number of demonstrations implemented has exceeded its target. However, the demonstration farmers selected may not have been always the most suitable farmers to carry out a demonstration and attract other farmers for the intended learning process attached to it.

c. The success of the improved goat shed and goat rearing scheme, in collaboration with GoSL is obvious.

d. Chicken rearing experienced a backfire of the bird flu epidemic, but success stories survived in pockets. The activity failed however, to spread to neighbouring farmers.

e. LEISA and reducing cost of production are important issues for small and marginal farmers in the catchments: dry land farmers. The project’s attention for these issues was rather weak.

f. Home gardening for food security, food quality and substituted expenses for poor families was introduced in the last phase of the project through Farmer Animators, especially in Mannar District, a conflict affected area.

7.7       Water Resources Management

a.
A fairly large number of minor tanks have been rehabilitated through which command areas and / or the number of cropping seasons could be extended and profitable crop cultivation assured.

b.
The initial cascade-based approach had to be abandoned in the course of the project due to constraints that were too time-consuming and too complicated to solve within the project’s scope and life (trans/cross Provincial involvement of Government Agencies, bureaucratic hurdles, as well as technical complications).

c. Due to the omission of Environmental and Social Impact Assessments (EIA and SIA) in the design, implications of tank rehabilitation seem to have been insufficiently taken into account: land issues, farmers in the catchment areas, usufructs of the tank, etc.

d. The established Tank Committees and the creation of operation and maintenance funds for the tanks by DAZADP was a commendable action. It needs however, further guidance by the line agencies after phasing out.

e. The rainwater harvesting action was abandoned because of lack of proper strategy and technical input.

f. The complementarities between the WRM and the FASYS component come occasionally to the fore when observing the field situations. They were however not spelled out in a strategic plan.

7.8.        Business Development 
a.  A few, however isolated, successes have been achieved by the Business Development component, and improved the living standards of some farming families considerably.

b.
The Business Development sector has hardly explored the market for enterprises and services in the Divisions & Districts prior to designing its programme. It also lacked senior technical support in its initial phase. 

c. This is one of the reasons that business and enterprise development has not grown out of its’ rather peace meal approach. 

d. The present management makes a commendable effort to still bring a strategic “red threat” into the BUDEV component.

e. CEFE training has been the most useful for those graduates who were already involved in an own enterprise and possessed entrepreneurial characteristics and those who also received technical training.

f. Organised production and marketing has in most cases not grown into a drive of farmers to plan their production on basis of marketing info. There, where it has become an important activity, local leadership was very much involved. The presence of important Economic Centres in the project areas was instrumental in the development of these activities.

7.9.       Gender

a.   A more gender sensitive behaviour and thinking among its partners and clients has been the achievement of the project (ID-OS sector)

b.
Women as decision makers, farmers, entrepreneurs, etc. have become more visible through the intervention of DZADP.

c.
The targeted 50% of women membership of FOs & CBOs has not been reached. However, an average of 31% of the FO/CBO members and 27% of the office bearers being women is not a negligible achievement.

7.10.

Youth

a. When taking into account the percentage of youth that has participated in the projects’   activities, this sector of the community has been relatively well reached. (32%). Segregated data are however not available.

b. To keep young farmers, women as well as men, in farming, special measures will have to be taken to make farming in the Dry Zone a more attractive enterprise.    The project has made a commendable attempt in this direction, however with limited success.

c.    However, farming on increasingly fragmented land holdings may not be the preferred livelihood option for the young generation.

d.   Business and enterprise development for & with the youth of the Dry Zone and employment of youth in general may need an approach different from that of DZADP, including an increased emphasis on thorough vocational training, which was beyond the scope of the project.

8.
Lessons learnt

8.1.
General

a. The Cascade-cum-Watershed approach is a valid approach for future Dry Zone rural/ agricultural development projects. Within such an approach a variety of community based organisations can find a place, covering a range of clients – from the poorest of the poor to the better off farm families, to be involved through intensive community mobilisation.

b. Such an approach needs special preparation involving higher level authorities in a wider geographic environment (cross-district / provincial and cross-government agencies / ministries).

c. It also needs a proper baseline (against which later achievements can be measured) including social and cultural elements, and an environmental baseline to be carried out at the start of the project.

d. A phasing-out strategy has to be built in the design of a project to enhance the sustainability of the projects’ actions after project withdrawal.  

e. A holistic, integrated project as mentioned above, of the dimensions of DZADP, needs an uninterrupted senior management team with a good blend of compatible, committed and experienced expatriate and national staff throughout its project period to ensure a continuous, smooth functioning Project Management Unit. The implementing agency should make this a point at any cost. The same is valid for the Monitoring, Evaluation and Documentation System and staff of such a project.

f. A strategy of Indirect Service Delivery is worthwhile when implemented in true partnership with the Service Providers – Government – Non Government – Private Sector.

g. What partnership means has to be determined with the partners and its development has to be monitored throughout the project period.

h. Continuous management in close cooperation with an NSC and with DSCs who are frequently updated on the progress of the project and involved with it through occasional, but well prepared field visits – and meetings by rotation held in each district, can assure a strategic guiding principle.

8.2.
Institutional Development – Organisational Strengthening 

a. A training master plan is a must in an extensive project (like DZADP is/was), to ensure that well-spaced, quality training events – periodically alternated with a re-assessment of the training needs - have a sustainable impact on the trainees. A follow-up plan is a part of this master plan, including refresher training.

b. Cross visits to peer groups are an excellent means of dissemination/introduction/ promotion of new activities. These events need proper planning, preparation with the participants and follow-up.

c. Savings and credit may not be a role and task for Farmer Organisations or Federations of FOs. Linking of project clients with existing, trustworthy credit institutions and guiding them to make effective use of these institutions, may be a better option (SANASA Bank, Samurdhi bank – to be strengthened in their credit delivery to marginal farmers) and will avoid conflict and favouritism in the FO / FFO.

8.3.
Farming Systems

a.  Low External Input and Sustainable Agriculture (LEISA) and Farm Planning are crucial elements when developing (a) farm(ing) system(s) with the farming community in a cascade or watershed.

8.4 
Water Resources Management

a.   Water Resources Management and Farming Systems Development need to go hand in hand to the benefit of catchment as well as command area farm families.

8.5.
Business Development
a.  The private sector cannot be overseen as a partner in rural economic development and has to be taken in to create a win-win situation for all involved. The same is valid for the village market & credit intermediaries (mudelalis).

b.
Proper business & enterprise development in a region needs a preliminary study on what enterprises and/or products the region needs: which is the market for what products/ services.

c.
Business development through business skill training alone cannot be successful in case of creation of new enterprises: technical training as well as starting-up capital is needed.

c. Developing a programme to link agricultural producers to markets, needs thorough, practical, preliminary research to identify markets, market trends and demands, quality requirements and many more market related issues. Such a research has to be carried out by experienced market consultants who understand the environment and the purpose for which the study is done.

d. All projects who engage in business and enterprise development in rural areas should take (strategic) advice from experienced consultants in developing their programme. The expenses for such consultants will be paid back largely through an efficient and effective implementation of the programme, with a sustainable impact.

8.6.
Concluding Comments
a. A peoples project as DZADP should be given a “field” name the clients and partners (NGOs, Government organisations, private sector partners) can relate to, use frequently and be proud of. Such a name that expresses the mission / vision of the project, and its donor (EU in this case) can be made visible through an array of products to be disseminated in the project area and outside (bags, badges,, caps, flags, t-shirts, news letters, articles in newspapers, rural radio and TV programmes, etc.).

b. Documentation and dissemination of the projects’ experiences – successes as well as failures – should be undertaken from the beginning of the implementation process. A small and active unit could be created especially for this purpose. Documentation and dissemination are issues that deserve a more prominent place in a project design and in its logframe – to enhance the sustainability and spin-off of a project.

c. Longer term projects (5years and more) should be given the opportunity to be flexible enough to adjust their original plans / design if this turns out to be the best option to achieve the objectives.

9.
Immediate recommendations

a. The mission strongly recommends that the DZADP staff should exclusively work on phasing-out plans in order to finalize agreements on follow-up and monitoring activities with GoSL and NGO partners, and also with private sector so that a smooth exit from the project sites could take place towards the end of the year (2006). This will also warrant contacting on-going and planned projects in the Dry Zone to arrange a follow-up mechanism.

b. The long overdue documentation and dissemination activity needs to be fielded as soon as possible, and proven models/protocols for replication made available (in the form of interactive CD, video documentaries, printed manuals, etc.) and distributed to lead government and non-governmental institutions.

c. Monitor that all FOs and FFOs receive their seed money in time (before 31 November 2006); if necessary relax the rules.

d. Explore the possibilities to increase the operation and maintenance funds of tank committees and revolving funds of FOs with remaining project money (within proper budget heads)

e. A more strategic planning exercise for business and enterprise development in the Dry Zone and coordination between agencies involved in this matter has been initiated by DZADP recently. The follow-up of this initiative has to be handed over officially to one of the participating agencies. 

f. As a gesture of goodwill and appreciation of the contribution made by the various line ministries, DZADP should take the initiative to convene a final National Steering Committee meeting not only to wind up project activities but also up-date the members on the activities completed since they last met in November 2004.

g. Impact Assessment on a selected sample to be carried out as soon as possible – probably outsourced because the DZADP staff has no time to spare for such an action at present. The information compiled by the present M&E Coordinator as well as the micro-assessments on certain topics carried out by the DZADP field staff in the past year could be useful bases for such an overall assessment.

h. An ex-post evaluation after, for example one year, is recommended, to give more insight in the sustainability and the mechanisms of sustainability of DZADP’s actions
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ANNEX 1     

REQUEST No.2006/125570 – Version 1

SPECIFIC TERMS OF REFERENCE

1. BACKGROUND

1.1 Country Profile

Sri Lanka has two broad climatic zones, the wet zone and the dry zone. The dry zone covers nearly 75% of the terrain and comprises most of the northern, eastern and southern sections of the country. As agriculture is the dominant economic activity at household level in this area, income is heavily dependent on productivity and profits gained from the sector. However this is constrained by 

a) Limited water resources - The Northern Dry Zone receives around 120 to 190 cm of rain annually, predominantly from October to January feeding the major (Maha) growing season.
 During the rest of the year there is very little precipitation. In southern areas, there is also significant rainfall during the Southwest monsoon from May to July for Yala season, although without irrigation this is insufficient for crops.  

b) Unsustainable cultivation practices – Due to a variety of causes related to crop management and market issues such as poor crop diversification, watershed management, improper land preparation, poor market access, limited exposure to alternative technologies yields are persistently low

c) Poor access to farmer support services and networks – Agricultural extension services are very costly for the Government (GOSL). While privatization is an inevitable development there is both fear and inability to collaborate/participate as farmer groups with GOSL, NGOs and the private sector.

d) Situation of Women and Youth in the Dry Zone - Although women’s contribution to the agricultural sector is extremely significant, female representation in village communities or at higher forums are limited. Unemployment rates too are quite high and youth who stay in the agricultural sector, do so as a last resort.

e) The civil strife, which prevailed during the last couple of decades, has adversely impacted the development of the dry zone, especially in the north and east. Thus a significant need for long-term sustainable development programmes which would help to build up weak or non-existent institutional linkages and engage in peace-building activities between communities is of paramount importance. 
1.2 Project Summary

The Overall Objective of the Dry Zone Agricultural Development Project (DZADP) is to contribute to increase living standards in rural areas of the dry zone. DZADP commenced implementation in 1999. It initially worked in Anuradhapura and Hambantota districts, and expanded to Monaragala and Puttalum districts. Following the ceasefire between GOSL and the LTTE in 2002, the NIP for 2003-2005 stated that the signature of the Country Framework Agreement and the progress in the peace process opens the possibilities of extending the geographic coverage of current programmes into conflict affected areas and of exploring closer linkages between relief, rehabilitation and development. The Mid Term Review of the project also recommended replication of activities in more districts and Mannar was selected and began implementation in 2004.  

1.3 Key Issues

· The tragedy of the Tsunami disrupted life in Sri Lanka as a whole and to DZADP it caused a re-staffing of personnel. Project personnel were switched to other areas to cope with the emergency situation and the influx of new NGOs the island created job opportunities. This also affected the staff of partner NGOs. 

· The worsening of the security situation, especially since November 2005, has seriously impacted progress of work in the Mannar district. Influx of IDPs to both Puttalam and Mannar has resulted in a heavy strain being placed upon host communities. While the Mannar sub office has been closed on a number of occasions, staff activities are restricted even during other times due to travelling difficulties and curfew. Restriction of building materials and fuel into LTTE areas as well as difficulties in obtaining contractors/machinery to work in Mannar has lead to tank building becoming an extremely challenging task.

· NGO partner dependency is an issue but every effort is being made to help these partners to leverage funding to undertake development activities from other sources.    

2. DESCRIPTION OF THE ASSIGNMENT

These terms of reference relate to the final evaluation of the project which is due to end on 31.12.2006. 

· Global objective

To provide decision makers in the Department of Agriculture, the European Commission and other interested stakeholders with sufficient information to make an informed judgment about the past performance of the project (its efficiency, effectiveness and impact), to document lessons learnt.

· Specific objectives

The mission should incorporate an assessment of the project’s relevance, efficiency, effectiveness, impact and sustainability and thereafter produce a report analyzing the assessment made. 

· Expected Results

The evaluation mission will deliver –without being limited to :

· a verification of the relevance of the project in addressing the existing, institutional, economic, social and environmental problems in the dry zone

· a substantial  appraisal of the project efficiency and effectiveness, especially with regards to cost-effectiveness
· a sound assessment of the sustainability of the Project results on the irrigation infrastructure, on the local institutions, on the agricultural improvements after project completion

· a sound evaluation of the impact of the project

· Requested services, including suggested methodology

For the purpose indicated above the European Commission requires the services of two Rural Development Specialists (Expert Category II and III) The duties of the Evaluation Mission will include but not be limited to the 

· Analysis of the project’s coherence with the EC’s country strategy and the Partner Government’s development policy.

· Assessment of the quality  of day-to-day management

· Establishment of how far the costs of the project were justified by the benefits

· Analysis on whether planned benefits have been delivered and received, as perceived by all stakeholders (including specific vulnerable groups such as women and youth).

· Analysis on whether assumptions at result level turned out to be inadequate or unforeseen external factors intervened, assess if management was able to adapt to achieve purpose; and how well it was supported in this by key stakeholders including GOSL and EC

· Analysis on how the economic effects were spread between economic growth, salaries and wages and how this relates to the project’s overall objectives

· Analysis of sustainability issues – including the financial and economic sustainability of the proposed measure, environmental impact, benefits to both women and men and the use of appropriate technology

3. EXPERT’S PROFILE

Main Expert I: Leader  - Rural Development & Food Security Specialist (Cat. II)

Minimum qualifications and skills

· A post graduate degree in agricultural economics, Socio-economics or in a field directly related to the ToR.

· Experience with EC procedures, PCM, cost benefit and impact analysis

· At least 5 years international experience with social mobilization/dynamics of farmer groups

· Experience in institutional analysis of partnerships including government partners

· Excellent written and spoken English skills

Main Expert II : Rural Development and Food Security Specialist (Cat. III)

Minimum qualifications and skills

· A degree in Agriculture, Economics or Sociology

· At least 5 years experience in the area relevant to the assignment

· Experience with government set-up in the dry zone

· Fluency in English and Sinhala is essential. 

· Knowledge of Tamil will be an added advantage.  

Between the two experts they will have a knowledge of crosscutting issues such as gender, environment and other vulnerable groups.. 

4. LOCATION AND DURATION

The evaluation will take place in three phases:

	Timetable and Description of Activities
	Working Days

	
	Expert Cat. II
	Expert Cat III

	Phase I :  Desk Phase

Review of key documentation

Request of information from Delegation (see attached list)

Planning of field visits
	5
	5

	Phase II : Field Phase

Field visits (travel to 5 districts of project implementation, to Kandy Project Office, CARE Sri Lanka Office, visit relevant stakeholders including GoSL authorities, briefing and debriefing of Delegation)

Preparation and submission of Aide Memoire
	20
	18

	Phase III : Synthesis Phase 

Preparation and submission of draft final report

Compilation of final report
	10

5
	1



	Total number of working days
	40
	24


The Evaluation Mission can be guided during the preparatory stage by EC policy documents such as the Country Strategy Paper and the National indicative paper as well as documents related to the project.. The expert may use data/information collection tools including planned surveys, questionnaires, field observations, administrative records, interviews and management report as per his/her discretion. 

The field phase will require the Mission to travel to all five districts that the project is implemented in as well as Colombo and Kandy (Project Office base) if necessary. The mission will provide a briefing and debriefing to the EC Delegation and prepare an Aide Memoire. 

· Expected start date : 2nd October 2006


· Foreseen finishing period :  31st December 2006 

· Total duration of assignment: approximately 3 months 
· Location(s) of assignment : Sri Lanka (field)

5. REPORTING

The Evaluation mission will submit for discussion an Aide Memoire upon conclusion of the field phase at the debriefing with the Delegation. 

A draft final report will be submitted at the latest by the 20th November 2006. The Commission will revert with comments to the draft within two weeks of its receipt. The Evaluation Mission may accept or reject the comments made but in case of rejection they shall motivate (in writing) their opinion and annex the relevant comments and their responses to the report. The analysis and findings should be thorough and based on proved/primary evidence. The report in 5 originals together with electronic copy (CD ROM) will be dispatched via express courier services to the Commission’s Delegation in Sri Lanka. 
6. ADMINISTRATIVE INFORMATION

· Important Remarks

a) During contacts with Sri Lankan Authorities or any other organization, the expert will clearly identify himself as an independent consultant and not as an official representative of the European Commission.

b) Prior to the commencement of the mission, the expert should obtain work permit visas for Sri Lanka.

List of Documents

Country Strategy Paper 2002 – 2006

http://ec.europa.eu/comm/external_relations/sri_lanka/csp/index.htm
Co-operation Agreement with Sri Lanka

http://www.dellka.cec.eu.int/en/eu_and_country/agreements.htm
National Indicative Programme 2002 – 2006

DZADP Progress Reports 

Report 1 
Sept 1999 – Feb 2000

Report 2
March – August 2000

Report 3 
Sept 2000 – Feb 2001

Report 4 
March  – August 2001

Report 5 
Sept 2001 – Feb 2002 

Report 6
March – August 2002

Report 7
Sept 2002 – Feb 2003

Report 8
March – August 2003

Report 9
Sept 2003 – Feb 2004

Report 10 
March – August 2004

Report 11
Sept 2004 – Feb 2005

Report 12
March – August 2005

Report 13
Sept 2005 – Feb 2006

DZADP Overall Work Plan – 1999 – 2005

DZADP Annual Work Plan

AWP
Sept 2000 – August 2001

AWP
Sept 2001 – August 2002

AWP
Sept 2002 – August 2003

AWP 
Sept 2003 – August 2004

AWP
Sept 2004 – August 2005 + Sept 2004 – August 2005 (Mannar district)

AWP
Sept 2005 – August 2006

Baseline Report July – August 2000

ANNEX   3B
Logical Framework – DZADP

(AS AMENDED AFTER INCLUSION OF MANNAR DISTRICT)
	
	INTERVENTION LOGIC/ DESIGN SUMMARY
	VERIFIABLE PERFORMANCE INDICATORS / TARGETS
	MEANS OF VERIFICATION
	ASSUMPTIONS & RISKS

	OVERALL OBJECTIVE
	To contribute to increased living standards in rural areas in the Dry Zone (DZ) districts of Hambantota, Anuradhapura, Moneragala, Puttalama and Mannar)
	Sustainable increases in household incomes and assets , and consequent improved nutrition, housing and education levels
	Official agricultural statistics produced by GoSL and others such as World Bank

Final and ex-post evaluation surveys
	Political stability

Cessation of conflict 

(hostilities)

Risk

Extreme inflation

	PROJECT PURPOSE 
	To enhance productivity and incomes in command and catchment areas of micro tanks in a sustainable way, so creating a model that could be replicated more widely in the DZ
	A 30 per cent increase, in real terms, in income from agricultural and non-agricultural  activities 
	Final and ex-post evaluation surveys

Sample surveys
	Institutions are committed to and continue to support the Project goal

Risk

Rain-fed production affected by severe drought

	EXPECTED RESULT (1)
	Farmers’ Organizations (FOs) are identified, mobilized and strengthened, with increased participation of women and youth, to enable them to act as proactive & effective conduits for the delivery of services to their members by GoSL agencies and NGOs as development partners
	FOs active in all communities receiving benefits from the project and taking part in planning and monitoring of relevant activities in their ASC or Divisional areas

Increase in the number of registered FOs

Increase in average membership of FOs

Increase in FO funds 

Agreements made with service providers

Twenty-five per cent of FOs have female leaders

Increase in the number of women holding decision-making positions in FOs

Fifty per cent of women in targeted households involved in extension programs

Eighty per cent of FOs involve women in management activities
	Agreements with service providers 

Project progress reports

Final and ex-post evaluations

Minutes of FOs boards and annual meetings

FOs’ and FFOs’ reports

NGOs’ progress reports

FOs’ membership registers

ASCs’ statistics on OF activity

Household surveys

Participant lists from agricultural training programmes

Final and ex-post evaluation surveys

Progress reports and membership lists from FOs
	Climatic conditions remain favourable

GoSL field-based workers continue to provide services

The level of GoSL support to field-based workers continues

Small mechanical farm implements are available

Risk

Rain-fed production affected by severe drought 

Substantial male resistance to the changing role of women

	EXPECTED RESULT (2)
	FOs are promoting improved and adapted farming systems and post-harvest methodologies 
	More than 50% of the members of the participating FOs have adopted project promoted farming systems practices, which include annual and perennial cropping, livestock, soil & water conservation measures, and agri‑processing.
	Self-evaluation reports of FOs, FFOs and ASCs (FOs)

Final and ex-post evaluation surveys

Statistical reports of Agrarian Service Centres (ASCs)
	Climatic conditions remain favourable

Small mechanical farm implements will be available

Risk

Rain-fed production affected by severe drought 

	EXPECTED RESULT (3)
	FOs are promoting and practising effective management of water resources
	Increased water availability for irrigation

50% increase in cropping intensity  under the rehabilitated minor irrigation systems

Operation & Maintenance funds are established by participating FOs

Management plans for irrigation tank and watershed designed and implemented by participating FOs
	Participatory self-evaluation by FOs (including management plans)

Final and ex-post evaluation surveys Annual report s of FFO, FOs and ASCs

Reports of PID and DoAD

NGOs’ progress reports 
	Collaboration of GoSL for integrated approach in micro catchment areas

	EXPECTED RESULT (4)
	FOs are proactive and effective in supporting agricultural and non‑agricultural marketing and enterprise  developments in their community
	Enterprises set up by FO members (gender and age segregated)

Marketing services made available by FOs to the community 

Reduced prices of agri-inputs in the community

Marketing agreements established by members of FOs, either individually or in groups 
	Final and ex-post evaluation surveys Participatory self-evaluation by FOs

Marketing reports from FO, FFOs and ASCs.

NGOs’ progress reports 
	Economic conditions for agriculture remain favourable.

Risk

GoSL agricultural policy co-ordinated with other policies (imports).

	EXPECTED RESULT (5)
	Service providers are responding effectively to demand and providing quality services that give equal recognition to the needs and rights of both male and female members of the community
	Increase in the number of farmers expressing satisfaction with service provision (relative to baseline and with data desegregated by gender)

Type and number of services being offered to  communities


	Client perception survey

Activity & monitoring reports of GoSL agencies & NGOs

Minutes of ASC – ADC - FFO meetings
	Availability of NGOs 

Risk

Well-trained NGO staff are attracted to work for private training institutions 

	ACTIVITIES TO ACHIEVE RESULT 1
	Social mobilisation of communities and FOs

Training for FOs to develop and strengthen organisational capacities 

Facilitating dialogue and cross-learning between FOs   

Facilitating development of federations of farmer organisations 

Development of a partnership between government agencies and NGOs to provide services to FOs

Developing  advocacy capacities and opportunities for FOs

Training of FOs in organisational strengthening 

Developing of monitoring and self-assessment capacities of FOs

Facilitating development of federations of FOs in the different project areas

Facilitating development and strengthening of linkages between service providers and FOs

Developing organisational capacities of FOs through seed funding / institution building grants

Developing gender awareness and gender dialogue through training and exposure within the FOs
	300 FOs and CBOs registered with DoAD

8 Federative structures of FOs established and registered 

70% of households in communities are members of FOs 

80% of registered FOs and CBOs receive services from 2 GoSL and 2 NGO service providers 

40% of FO members are female 

50% of officers of FOs are female


	Project progress review

Monthly Progress reports of partners

Field visits

FO reports 

FO review meetings 

 
	2nd Phase will commence on January 2004

	ACTIVITIES TO ACHIEVE RESULT 2
	Introduction of sustainable and diversified farming systems, using participatory methods

Training of Farmer Animators in the FOs

Farmer demonstration program on seasonal and perennial crops 

Farmer training in soil conservation 

Farmer demonstrations on soil conservation
	 580 Farmer Animators offering services to FO members 

4500farmers cultivate  perennial crops (measured in acres)

 4500 farmers practice soil conservation measures

increase of 50% in the cultivation of Other Food Crops by Farmers 

1150 farmers practice livestock productions (chicken and/or goat rearing)
	
	

	ACTIVITIES TO ACHIEVE RESULT 3
	Rehabilitation of minor irrigation systems 

Training of FOs on maintenance and repair of minor irrigation systems 

Facilitating establishment and growth of FO funds for maintenance and repairs

Training of FOs in integrated watershed management 

Facilitating dialogue and collaboration between FOs in the same meso-watershed

Facilitating development by FOs of management plans for minor irrigation tanks

Facilitating development of maintenance plans by FOs for irrigation systems 

Training for farmers on new and adapted methods for water management and conservation at household level
	100 minor irrigation systems rehabilitated 

100 FO maintenance and repairs funds established 

100 irrigation management plans developed and implemented 

40 micro watershed management plans developed and implemented 

12 cascade management  plans developed and implemented

1000 households practise rain water harvesting 


	
	

	ACTIVITIES TO ACHIEVE RESULT 4
	Training of potential entrepreneurs  in businesses development with 50% of trainees women and 30% youth 

Training of farmers in agri-processing

Developing skills and capacities of FOs in organised marketing

Facilitating FO initiatives of organised marketing through seed funding 

Facilitating dialogue and collaboration between private sector and FOs

Training on basic skills in business development for farmers

Providing marketing information to FOs through partner organisations 
	600 agribusiness established by entrepreneurs who received training; results to be desegregated by age and sex 

200 non-agri-business established by entrepreneurs who received training: results to be desegregated by age and sex

 120 FOs active in organised marketing of inputs and/or produce

240 FOs offer market services to their members 
	
	

	ACTIVITIES TO ACHIEVE RESULT 5
	Building capacity of partner organizations in institutional development and organizational strengthening 

Training of partner organisations in training methodologies and communication methodologies 

Technical training for partner organisations 

Facilitating self-assessment of partner organisations through organizational audits 

Developing partnerships between FFO – ADC and partner organisations 

Facilitating the coordination and communication between GoSL and NGO service providers 

Developing institutional capacities of partner organisations through Institutional Building Grants

Developing gender awareness and gender dialogue through training and exposure within the partner organisations 
	300 FOs and CBOs registered with DoAD

8 Federative structures of FOs established and registered 

70% of the Households in communities are member of FOs 

80% of registered FOs and CBOs receive services from 2 GoSL and 2 NGO service providers 

Number of service providers in project areas has increased by 50%

60 agreements in place between NGO & GoSL service providers and FO/FFO

75% of the FOs show satisfaction with services received by service providers

Agrarian Development Councils are active and operating in all project areas.
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ANNEX 4A

(August 2006)
	
	
	Apura
	Htota
	Monaragala
	Puttalam
	Mannar
	Total

	A1
	300 FOs and CBOs registerd with DoAD:
	65
	69
	77
	68
	19
	298

	A1.a.
	Number of FOs registered with DoAD.
	65
	63
	75
	50
	19
	272

	A1.b.
	Number of CBOs registered with DS
	0
	6
	2
	18
	0
	26

	 
	 
	 
	 
	 
	 
	 
	 

	A2
	08 FFOs established and registered:
	2
	2
	2
	2
	0
	8

	A2.a.
	Number of FFOs established.
	2
	2
	4
	2
	0
	10

	A2.b.
	Number of FFOs registered.
	2
	2
	2
	2
	0
	8

	 
	 
	 
	 
	 
	 
	 
	 

	A3
	70% households in communities are members of FOs:
	71%
	57%
	57%
	55%
	63%
	59%

	A3.a.
	Number of households in selected communities.
	4962
	7305
	11150
	5388
	2074
	30879

	A3.b.
	Number of households with FO membership.
	3534
	4169
	6325
	2948
	1303
	18279

	 
	 
	 
	 
	 
	 
	 
	 

	A4
	80% registered FOs and CBOs receive services from
	100%
	100%
	100%
	100%
	100%
	100%

	
	2 GoSL and 2 NGO service providers:
	 
	 
	 
	 
	 
	 

	A4.a.
	Number of FOs receiving services from GoSL service providers.
	65
	63
	75
	50
	20
	273

	A4.b.
	Number of CBOs receiving services from GoSL service providers.
	0
	6
	2
	18
	0
	26

	A4.c.
	Number of FOs receiving services from NGO service providers.
	65
	63
	75
	50
	20
	273

	A4.d.
	Number of CBOs receiving services from NGO service providers.
	0
	6
	2
	18
	0
	26

	 
	 
	 
	 
	 
	 
	 
	 

	A5
	40% of FO members are female:
	31%
	37%
	29%
	19%
	18%
	29%

	A5.a.
	Number of overall membership in FOs.
	3534
	4169
	6348
	3155
	1379
	18585

	A5.b.
	Number of female membership in FOs.
	1096
	1525
	1842
	604
	243
	5310

	 
	 
	 
	 
	 
	 
	 
	 

	A6
	50% of officers of FOs are female:
	24%
	36%
	21%
	15.0%
	14%
	24%

	A6.a.
	Number of overall officers in FOs.
	325
	340
	356
	230
	100
	1351

	A6.b.
	Number of female officers in FOs.
	78
	123
	73
	35
	14
	323
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      ANNEX 4B
(August 2006)
	
	
	Apura
	Htota
	Monaragala
	Puttalam
	Mannar
	Total

	B1
	580 Farmer Animators offering services to FO members:
	24
	12
	102
	102
	72
	312

	B1.a.
	Number of overall Farmer Animators.
	120
	140
	121
	122
	106
	609

	B1.b.
	Number of Farmer Animators offering services to FO members.
	24
	12
	102
	102
	72
	312

	 
	 
	 
	 
	 
	 
	 
	 

	B2
	4500 farmers cultivate perennial crops (measured in acres):
	 
	 
	 
	 
	 
	 

	B2.a.
	Number of farmers cultivating perennial crops.
	919
	1267
	4250
	1060
	774
	8270

	B2.b.
	Number of acres cultivated with perennial crops.
	750
	1557
	6059.5
	1078
	678
	10122.5

	 
	 
	 
	 
	 
	 
	 
	 

	B3
	4500 farmers practice soil conservation measures:
	 
	 
	 
	 
	 
	 

	B3.a.
	Number of farmers practicing soil conservation measures.
	262
	2415
	2779
	487
	400
	6343

	 
	 
	 
	 
	 
	 
	 
	 

	B4
	Increase of 50% in the cultivation of Other Food Crops
	25%
	26%
	69%
	79%
	285%
	49%

	 
	By farmers 
	 
	 
	 
	 
	 
	 

	B4.a.
	Number of farmers cultivate Other Field Crops prior to DZADP
	1626
	4668
	3229
	912
	245
	10680

	 
	Interventions 
	 
	 
	 
	 
	 
	 

	B4.b.
	Number of farmers cultivate Other Field Crop after DZADP
	2037
	5899
	5456
	1631
	943
	15966

	 
	Interventions 
	 
	 
	 
	 
	 
	 

	 
	 
	 
	 
	 
	 
	 
	 

	B5
	1150 farmers practice livestock productions 
	287
	520
	1052
	1463
	1156
	4478

	B5.a.
	Number of farmers rearing chicken.
	135
	261
	843
	986
	1066
	3291

	B5.b.
	Number of farmers rearing goat.
	152
	259
	209
	477
	90
	1187
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 ANNEX 4C
(August 2006)

	 
	 
	Apura
	Htota
	Monaragala
	Puttalam
	Mannar
	   Total

	C1
	100 minor irrigation systems rehabilitated:
	24
	21
	18
	20
	4
	87

	C1.a.
	Over all number of minor irrigation systems identified for  rehabilitation
	24
	21
	18
	20
	25
	108

	C1.b.
	Number of minor irrigation systems rehabilitated.
	24
	21
	18
	20
	4
	87

	 
	 
	 
	 
	 
	 
	 
	 

	C2
	100 FO maintenance and repairs funds established:
	17
	9
	17
	20
	0
	63

	C2.a.
	Overall number of FOs established.
	65
	63
	75
	50
	20
	273

	C2.b.
	Number of maintenance and repairs funds established.
	17
	9
	17
	20
	0
	63

	 
	 
	 
	 
	 
	 
	 
	 

	C3
	100 irrigation management plans developed and
	33
	35
	47
	18
	4
	137

	 
	implemented 
	 
	 
	 
	 
	 
	 

	C3.a.
	Number of irrigation management plans developed and 
	17
	30
	17
	15
	4
	83

	 
	implemented with DZADP 
	 
	 
	 
	 
	 
	 

	C3.b.
	Number of irrigation management plans developed and 
	16
	5
	30
	3
	0
	54

	 
	implemented by FOs only
	 
	 
	 
	 
	 
	 

	 
	 
	 
	 
	 
	 
	 
	 

	C4
	40 micro watershed management plans developed 
	11
	19
	21
	18
	4
	73

	 
	and implemented 
	 
	 
	 
	 
	 
	 

	C4.a.
	Number of watershed management plans developed and implemented with DZADP
	11
	19
	15
	16
	4
	65

	C4.b.
	Number of watershed management plans developed and implemented by FOs only
	0
	0
	6
	2
	0
	8

	 
	 
	 
	 
	 
	 
	 
	 

	C5
	12 cascades management plans developed and
	0
	3
	0
	2
	1
	6

	 
	implemented
	 
	 
	 
	 
	 
	 

	C5.a.
	Number of cascade management plans developed & implemented
	0
	3
	0
	2
	1
	6

	 
	 
	 
	 
	 
	 
	 
	 

	C6
	1000 households practise rain water harvesting 
	55
	148
	0
	0
	0
	203

	C6.a.
	Number of households involved in rain water harvesting trainings
	300
	602
	0
	0
	0
	902

	C6.b.
	Number of households practicing rain water harvesting
	55
	148
	0
	0
	0
	203
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      ANNEX 4D
(August 2006)
	 
	 
	Apura
	Htota
	Monaragala
	Puttalam
	Mannar
	Total

	D1
	600 agribusiness established by entrepreneurs who
	127
	115
	52
	150
	103
	547

	 
	received trainings 
	 
	 
	 
	 
	 
	 

	
	Number of agribusinesses established by
	 
	 
	 
	 
	 
	 

	D1.a.
	Male adult entrepreneurs.
	12
	13
	14
	27
	37
	103

	D1.b.
	Female adult entrepreneurs.
	51
	45
	11
	21
	23
	151

	D1.c.
	Male youth entrepreneurs.
	20
	41
	8
	65
	26
	160

	D1.d.
	Female youth entrepreneurs.
	44
	16
	19
	37
	17
	133

	 
	 
	 
	 
	 
	 
	 
	 

	D2 
	200 non-agribusinesses established by entrepreneurs 
	88
	62
	73
	150
	49
	422

	 
	who received trainings 
	 
	 
	 
	 
	 
	 

	
	Number of non-agribusinesses established by
	 
	 
	 
	 
	 
	 

	D2.a. 
	Male adult entrepreneurs.
	16
	6
	13
	7
	18
	60

	D2.b.
	Female adult entrepreneurs.
	28
	24
	20
	27
	12
	111

	D2.c.
	Male youth entrepreneurs.
	14
	16
	14
	25
	11
	80

	D2.d.
	Female youth entrepreneurs.
	30
	16
	26
	91
	8
	171

	 
	 
	 
	 
	 
	 
	 
	 

	D3
	120 FOs active in organised marketing of inputs and or and/or produce
	21
	33
	37
	38
	8
	137

	D3.a.
	Number of FOs active in organized marketing of inputs.
	2
	25
	14
	33
	6
	80

	D3.b.
	Number of FOs active in organized marketing of produce.
	21
	24
	32
	40
	5
	122

	 
	 
	 
	 
	 
	 
	 
	 

	D4
	240 FOs offer market services to their members:
	34
	33
	33
	41
	6
	147

	D4.a.
	Number of FOs offering market services to their members.
	34
	33
	33
	41
	6
	147
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     ANNEX 4E
(August 2006)
	 
	 
	Anuradhapura
	Hambantota
	Monaragala
	Puttalam
	Mannar
	Total

	E5.a.
	300 FOs and CBOs registered with DoAD.
	65
	69
	77
	68
	19
	298

	 
	 
	 
	 
	 
	 
	 
	 

	E5.b.
	8 Federative structures of FOs established and registered
	2
	2
	2
	2
	0
	8

	 
	 
	 
	 
	 
	 
	 
	 

	E5.c.
	70% of the Households in communities are members of FOs
	71%
	57%
	62%
	55%
	63%
	61%

	 
	 
	 
	 
	 
	 
	 
	 

	E5.d.
	80% registered FOs and CBOs receive services from 2 GoSL and 2 NGO service providers:
	100%
	100%
	100%
	100%
	100%
	100%

	 
	 
	 
	 
	 
	 
	 
	 

	E5.e.
	Number of service providers in the project area has  
	120%
	193%
	89%
	120%
	49%
	114%

	 
	Increased by 50% 
	 
	 
	 
	 
	 
	 

	 
	 
	 
	 
	 
	 
	 
	 

	E5.f.
	60 agreements in place between NGO & GoSL service providers and FO/FFO
	15
	96
	142
	72
	82
	407

	 
	 
	 
	 
	 
	 
	 
	 

	E5.g.
	75% of the FOs show satisfaction with services received by service providers
	65%
	78%
	83%
	93%
	55%
	75%

	 
	 
	 
	 
	 
	 
	 
	 

	E5.h
	Agrarian Development Councils / FFOs are active and operating in all project areas
	2 out of 2
	2 out of 2
	4 out of 4  
	3 out of 3
	2 out of 2 
	13 out of 13
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Figure 2.  DZADP Implementation Structure
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�  CEFE: Competency-based Economies through formation of enterprises


� NOTE: This evaluation report was submitted by CARE Sri Lanka to the CARE DMEAL Coordinator in the form of a zipped folder containing 47 separate files.  Only the cover page, executive summary, main text, and a few of the annexes are compiled here.


� AR&PA: Agricultural Research and Production Assistant


� AI: Agricultural Instructor


�  CEFE: Competency-based Economies through formation of enterprises


� NEIAP: North East Irrigated Agriculture Project


� Oak: Oak Foundation, USA


� Farmers = women and men, throughout the report.


� : 1997 prices


� Competency-based Economies through Formation of Enterprises (supported by GTZ)


� From the Appraisal Mission Report May 1998.


�    National Policy Framework, Ministry of Agriculture, Land  and Forestry (1995)


� Eng. Kulatunga of IWMI in 2004


� Ethnic Conflict and the Impact on the Dry Zone of Sri Lanka  - Walkiewicz R, Brockman K, ICE Case Studies, Jan 2004
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