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1. Executive Summary:

The Local Initiative for Tomorrow Project in Sri Lanka’s conflict affected areas of the North and East, built on the success of CBO development experienced by the Food Security Project.  The project used a steady and intensive one year process of capacity building starting with a participatory needs analysis and placing high emphasis on commitment and action by villagers for their own mutual and individual benefit. 
By its third year, the project had succeeded in facilitating the creating and strengthening 184 CBOs based on the agricultural and micro-finance interests of villagers that are benefiting at least 5,150 primary recipients and as many as 30,000 people in all, through demonstration effects.  A further 69 other interest groups were formed and 6 local NGOs supported. 70% of direct participants have been women

Overall LIFT is an exemplary performer at the Outcome level.  More specifically:

For Outcome 1 - CBO members are being enabled to cope with socioeconomic conditions in conflict-affected areas to meet basic human needs. 

The evaluators saw much evidence of the achievement of physical targets, savings, conflict resolution skills, purchasing power, and organizational skills.  Non-financial benefits and impact on gender relations all show very positive and sustainable results.

· The Groups have skills that do act to resolve internal conflicts and sometimes also at the family level.  Decisions on loan priority, meeting place, and selection of leadership are made smoothly.  Land use issues have also been settled by the CBOs in some instances.
· Purchasing power improvements have been noted after the one year intensive involvement (e.g. for 1st year S&C groups by 134%, for 3rd year S&C by 24%), 3rd year FFS groups by 72%).
· Increased income goes mainly to food, education and savings mobilization
.
· Groups meet regularly, have action plans and show caring for the local community through providing community labour, contributions of time and cash to local social / community efforts.
· We saw impressive improvements in women’s empowerment and in men’s respect for their roles in CBO management, increased contribution to family income and HH budgeting skills.  This will have far reaching impact on girls’ and boys’ attitudes to gender roles.
For Outcome 2 – CBO members are involved in implementing local development projects.

We believe this outcome is being sustainably achieved.  Our visits to the villages confirmed the following evidence: the existence of group plans, regular meetings, member discipline, decision making and record keeping, successful lobbying efforts with other local stakeholders for access to and improvements in services, active lending to micro-businesses, other INGOs and projects entering the area.  In particular:

· The evaluators heard many examples of regular meetings with the officials including DS, Divisional Agricultural Coordinating Meetings and lobbying with Departments responsible for animal heath, posts, health, bus services to successfully get improvements to local services.

· Other organizations (up to an amazing 35 in number including Sri Lankan NGOs, INGOs, UNDP, even commercial banks in some cases) are also responding to the CBOs competencies to represent and manage local interests
· Villagers have improved access to birth certificates, land permits, identity cards 

· There are increasing investments in micro-businesses & IGAs 

· We observed the well earned pride of members in these achievements in the groups’ presentations.
There are clear indications that the Project Purpose is being met effectively and efficiently.
2. Introduction 

The purpose of this evaluation was twofold: 

1) to assess the efficiency and effectiveness of LIFT project implementation in relation to results achieved in order to inform CIDA, and CARE (the Canadian Executing Agency (CEA)) with regard to any necessary action that may be needed to ensure maximum sustainable project results will be achieved, and 

2) to make recommendations for subsequent related programming upon completion of the LIFT project.  The evaluation also assesses the effect on the project of 1) delay in initial project implementation due to the LTTE, and 2) delay in project activities due to the Karuna-LTTE conflict which occurred in 2004, with regard to the project achieving its objectives within the original time frame.  
In the context of both assessing LIFT, and making recommendations for future programming, the Evaluators have assessed progress towards achieving stated project results, determined lessons learned, identified factors which have impacted on overall project success and have made recommendations accordingly.  The Evaluation also reviewed the appropriateness of the project's design in achieving planned results, and commented on any design changes that were required to adapt to the realities as they changed in Sri Lanka through the implementation period.  It has illustrated how lessons learned have been incorporated into project design and how and to what extent this increased/ enhanced/strengthened the ability of the project to achieve stated objectives.   The evaluation has addressed the value added to the communities and the sustainability of project results that is likely.   The Evaluators have also made recommendations for continued programming.  
CIDA's Performance Review Policy calls for periodic independent evaluations of its policies, programs and projects and operations.  The results contribute to better informed decision-making, foster an environment of learning by doing, and promote greater accountability for performance.  

The evaluation has been based on the Framework of Results and Key Success Factors outlined by Performance Review Division (March 2000).   

A Canadian consultant, Michael Adair was the lead evaluator, responsible for the final product.  Work was carried out in his residence and in Sri Lanka.   Chandra Coomaraswamy was the Context Evaluator and was contracted in Sri Lanka.  Together, they conducted the field work and worked together on the assembly of the report.  The TORs are found in Annex 1 and their brief bios are contained in Annex 3. 
The consultants were tasked with assessing the developmental and operational/management factors that contributed to achieving results through analysis of the areas listed in the TOR.   An evaluation work plan was produced and worked in the field (see Annex 2 for the primary instruments) that followed a logical progression from the Project's design to its achievement of its intended long term results.  
3. Overview 

3.1 Development Context
Over 20 years of conflict in Sri Lanka between the Government of Sri Lanka (GoSL) and the Liberation Tigers of Tamil Eelam (LTTE) have created great suffering, devastation, and loss of life.  As many as 65,000 lives are reckoned to have been lost
 and it is generally accepted that tens of thousands more may have been killed in related feuds, illegally incarcerated or just disappeared.   Living in situations of armed conflict affects all aspects of the well being of families and communities: physical, social, mental, and emotional.  While the South has suffered as a result of the war, it is recognized that those living in the North and East have been most dramatically affected.   The conflict's impact on the lives of those living in these areas has been severe in terms of health, food, security, infrastructure, natural resources, income generation, and the development of human resources.   Exacerbating this situation is the erosion of social networks and structures that assist people in coping with long-term negative trends and shocks.  Access to the general services from the Government has been extremely limited in the instances where they exist at all.  
The effect of the prolonged war and the fact that local representative structures are primarily dominated by warring interests means that civil society structures are very weak and that they primarily serve war interests.   Massive and multiple displacements, as well as out-migration in the conflict-affected areas, have created confusion with respect to availability and ownership of land.  Displaced individuals and families often occupy abandoned houses and lands while many farmers cultivate the land and resources of another.   Within the current context of the conflict-affected areas, land rights issues constitute a pervasive, underlying challenge to the short and medium term ability of families to meet their basic needs.  
A 2002 cease fire agreement and the initiation of peace talks brought about an improvement in general personal security and an increase in the mobility of people both within areas in the conflict region and outside.  The removal of the economic embargo of the North has benefited many members of the community.  The cease-fire has also resulted in the return of some internally displaced people to their home villages.  A large proportion of this movement has been by people living in the Wanni who are returning to Jaffna, and there is relocation within the Wanni itself.  An increasing number of recent returnees are in greater need of rehabilitation-type assistance than development assistance.  
Many of the constraints that existed before the cease-fire still remain.  For example, there is no real political representation for the people of the North and East as the Local Authority (the LTTE) remains in strong control of the Wanni and the un-cleared Batticaloa areas.  Excessive influencing by the Local Authority aimed at civilians and un-allied NGO staff is still a reality.  Peoples' expectations regarding rehabilitation services were high while the peace talks continued but despite much discussion about rehabilitation funding, little has happened and people have become discouraged and impatient.  
Over the past two years, Sri Lanka has been neither at war nor peace, but has had a great deal of violence; assassinations and skirmishes continue to occur frequently.  Peace negotiations have been stalled for over a year and while both sides assert they are committed to peace, neither have been particularly willing to make the compromises required to achieve it.  An internal fracture resulting in armed conflict within the LTTE centred in the East has complicated the peace process and is likely a main factor in delaying a return to the table by the LTTE.  The current situation is one of reduced security, violence continues to escalate, and in the east, some are using the rift with the LTTE as an excuse to settle personal scores and commit murder in the guise of political assassination.  
The December 2004 tsunami greatly impacted many of the LIFT communities, 15 of 25 were affected and 2 settlements completely washed away; infrastructure destroyed and many lives lost.  Settlement in temporary shelter is still the norm for many who lost their homes, and this makes people particularly vulnerable to all who would exploit them, including increased LTTE recruitment of children.  
Another upsurge of violence started just as the evaluation team reached the North.  On April 25th the most recent of more than 200 suicide bombers
 struck in Colombo as the plans for the peace talks in Geneva wobbled badly.  Although it is nothing new, the event and the concerns for safety forced the temporary curtailment of the visit and have created the latest disappointments and fresh insecurities for the affected population and the people who work with them.  The poignancy of these events was not lost on the Evaluators.

Two weeks later, the situation was still deteriorating and a spokeswoman for the Sri Lanka Monitoring Mission said:  “The escalation of violence that’s occurring now is completely out of control”
.
CIDA has tried for many years to mitigate the effect of the conflict on the local population.  Between 1996/97 and 2000, a project entitled Food Security in Conflict Affected Areas (FSP), funded by CIDA for $3.9M was implemented by CARE.  The project goal was to increase the nutritional status of civilians in the conflict-affected areas through support to agricultural initiatives.  
Targeting assistance to farm families whose farming livelihoods had been disrupted due to displacement, or who suffered economic hardship related to poor security and/or drought, the project sought to increase food security by increasing and stabilizing food production in the North and East.  While Sri Lanka was actively at war at the time of the FSP, CARE had significant staffing, operational and logistical capacity in the North and East of Sri Lanka to undertake the project.  Internal and external evaluations conducted on the FSP suggest that despite ongoing military activities, the project contributed to improved food security and livelihoods of 11,900 families, 38% of whom were women.  
The Local Initiatives for Tomorrow Project (LIFT) has been built on the success and lessons learned from the FSP which dealt mainly with agriculture, and savings/credit.  LIFT was designed to institutionalize the successes achieved by FSP and has continued working on Food Security issues related to agriculture and credit and savings but focuses precisely on local capacity development in support of the overall goal of addressing the political, social and economic causes of the conflict.  A social mobilization strategy, at the heart of this project, includes CBO social mobilization and the selection of accountable and well performing NGO partners to work with and strengthen CBOs.  
The LIFT project started in March 2002, just as the benefits of the cease fire were being felt and optimism high.  Project Activities were delayed, however, from project outset until about August 2002 because the TRO in the Wanni had insisted that LIFT could not work directly with community based organizations (CBOs) as planned.  The LTTE wanted LIFT to work through local NGOs (under LTTE control), providing funds to them which would then disburse them in favour of project participants.  After three to four months of discussion, TRO relented and indicated that LIFT could work directly with CBOs allowing LIFT to select villages that met project criteria as most needy.  
In 2004 when the Karuna faction emerged, there was a delay of 1 month and there have been periodic concerns with security.  LIFT has not suffered significantly from these delays, but of course any ongoing security issues do wear on staff and on project beneficiaries.  Generally speaking the timetables of any development projects cannot be regarded as guaranteed and those in conflict/ post conflict areas require even more flexibility.
A feature of the conflict areas in Sri Lanka is that government services continue to be available in the LTTE controlled zones.  In fact it is the presence and responsiveness of these services that contribute to LIFTs success once CBOs are mobilized and feel empowered to lobby for benefits.

Of course, there remains a huge gap in basic resources in terms of good quality infrastructure and services (some that other projects are addressing) but these can only be comprehensively available when the conflict finally ceases.
3.2 Project Profile

LIFTS’ purpose is two-fold
:
· To improve the ability of new and existing CBOs in conflict-affected areas to provide local communities with the tools to access and manage local resources to help meet basic human needs; 

· To empower CBO members to participate as partners in decision-making processes related to achieving basic human needs and rights

There are 2 intended outcomes

· CBO members enabled to cope with socioeconomic conditions in conflict-affected areas to meet basic human needs. 

· CBO members involved in implementing local development projects.

CARE has a well developed methodology for LIFT
 that builds on the successful strategies from the previous project “Food Security Project for Conflict Affected Areas” (FSP) implemented by CARE with CIDA support.  There are 2 main types of CBOs that serve as a focal point for interventions aimed at building focal points for inclusive community organization.  These are farmer field schools, the members of which combine men and women from the village (90 groups were targeted with 2,700 participants) and savings and credit groups where membership has been reserved for women
.  51 new S&C groups were targeted with 1,530 people along with 22 groups from the FSP comprising 660 people.  

Bio-intensive gardening (BIG) groups are formed from interested female members of the S&C groups (39 groups were targeted with 1,170 people).  Income generating activity (IGA) groups are formed as a result of a proposal, facilitated by Project staff, coming from either FFS or S&C members (the target was 27 groups).
Water User Groups (WUG) have an unrestricted membership, being available also to any villagers who are neither in the FFS, nor the S&C as long as they meet general poverty criteria (the target was 60 groups).

The project thus has an inclusive strategy for addressing villagers in self selecting interest groups that offers both sexes opportunities for participation and allows women their own fora as well.

Farmer field schools - Originally pioneered in the 1980s by FAO as a vehicle for delivering the integrated pest management project, these days they have more of a non-formal adult education focus on the key areas of income-generation and capacity-building.  The project also includes the development of staff skills around leadership, conflict resolution, communication skills, governance, sustainability and gender.  Several objectives are intended by using this method.

1. action learning linked with technical assistance; Getting the farmers to design their own curriculum

2. Increasing decision-making skills at the village level; improving the ability to think critically

3. A third and more difficult objective is to create a local institutional resource; this organization may register or not.  S&C groups have the option of registering under the Social Services Act administered by the DS under the authority of the Ministry Of Social Services of the provincial government.  FFSs can register under the Agrarian Services section of the Ministry of Agriculture.
The project uses a 36 page well laid out manual for the formation of a Farmer Field Schools and the required participatory processes. It identifies the special characteristics of adult learners and lays out the required procedures in nine methodological steps:
1. The Transect Walk for approaching a village and talking about things of local importance.  Staff develop rapport and demonstrate the importance of going in person (as a team) to observe, talk and listen about things of local importance.

2. Community Meeting to inform the community in greater detail about the project, discuss the scope of the project, major strategies, and to know which members are keen to participate through presenting the selection criteria.  The meeting should have been planned during the earlier transect walk. 

3. Formation of a FFS, S&C and BIG groups and starting the process of getting to know each other, establishing group norms, clarifying each others expectations and roles, and entering into a learning contract. 

4. Resources and Risk Identification/Mapping to encourage community members to identify the kinds of resources: social institutions, people and other things which are useful to them and enhance their overall feeling of wellbeing.  At the same time it identifies the kinds of resources (or lack of them), which pose a danger or threat to their village. This map does not replace a detailed village map, thus in some villages it may be useful to do both.
5. Problem Analysis using pictures (codes) to help analyze problems and generate discussion at a deeper level of problems that the community group have strong feelings about and assist the community to understand root causes.  Staff use problem posing pictures on any themes that have emerged during the transect walk or the risk and resource mapping exercise.
6. Problem Analysis / Participatory Needs Assessment  identifies problems that the group members have been encountering as well as the causes of the problems.  An important part of the PNA is to conduct a proper problem analysis, which will help the group to identify learning needs for the season or the year, depending on the learning cycle and the duration of the project. 

7. Participant Planning helps group members to prioritize needs and develop an action plan for the season/ year.  A brief discussion on available local institutions in the area also takes place as a part of the planning process to help to develop functional linkages and prioritize action points.

8. Technical Sessions for the Field Schools are designed to provide specific technical knowledge and experience to the FFS members. The objective of these sessions is to help FFS group members to learn about a specific technical issue by themselves.  Several methods are used: by setting up specific trials in a study plot, by visiting other farmers, by inviting a local service provider to the community for discussion, or even by setting up a small research project in the community etc. 

9. Participatory Monitoring and Evaluation sessions conducted every three months to discuss success stories and reasons behind them and also to discuss constraints and underlying reasons.  This is a session to share experiences between farmers and allows them to contribute to project programming through these inputs.
S&C groups  - The project uses a well tested group guarantee model that combines many best practices common to well known micro-finance organizations around the world.  These include among other things that groups should be:
a)  Homogeneous economically

b)  Comprised of women only
c)  Contributing regular individual savings based on a personal contract
d)  Operated based on their own group bye-laws with a minimum standard set
e)  Formation of a revolving loan fund through savings with groups having sole control over the fund.

f)  Implementing micro-businesses both individually and jointly

g)  Conducting regular meetings at least fortnightly. 

The objective of the groups is:

a) To form capital through group generated savings

b) To reduce dependency on external credit
c) To increase family income

d) To participate in social development activities

e) To avail other services from government and NGOs
 f) To become a community institution.

A 5 step methodology is used over a one year period of more intensive training:

Step -1: To understand the concept of Savings & Credit Group and formation
1 month

Step -2
  Nursing of groups







4 months

Step -3  Development of group






2 months

Step -4
  Group maturity







2 months

Step -5  Institutionalization of the group





3 months

LIFT uses both tools to train staff and to provide a transparent standard to assist groups first, to mobilize and secondly, to deepen their understanding of group and personal discipline and the importance of the participatory processes.

Not surprisingly, the project reported that at the project start-up the dynamic of developing staff and villager awareness together contributed to the initial groups taking up to a full year to understand the strategic importance of the opportunities the project presented.  Once there were groups that could explain the reasons for and benefits of the training and local planning, cross visits and volunteers made the acceleration of implementation much faster.  This was an important lesson learned for staff and groups alike.
3.3 Evaluation Expectations 

As noted in the Introduction, the purpose of this evaluation is twofold: 

1) to assess the efficiency and effectiveness of LIFT project implementation in relation to results achieved in order to inform CIDA, and CARE (the Canadian Executing Agency (CEA)) with regard to any necessary action that may be needed to ensure maximum sustainable project results will be achieved, and 

2) To make recommendations for subsequent related programming upon completion of the LIFT project.  
The TOR identifies 9 aspects to be examined (Annex 1).  In their Work Plan, the Evaluators grouped these 9 (plus an additional one in the bulleted points shown below), under 4 key issues that were then investigated in field interviews and form an essential organizing logic of the current report (See section 4 below).  The 4 issues are:
Issue 1 Project design and implementation - Was it appropriate and has it adapted itself to the evolution of events?
· Appropriateness of Design 

· Partnership 
· Appropriateness of Resource Utilization 

· Informed and Timely Action 

· CIDA Responsiveness (Added)

Issue 2 Achievement of Results - What progress was made at the output, outcome and impact levels?

· Development Results Achieved  

· Cost-Effectiveness of Results
Issue 3 Responsive to development challenges, priorities and objectives  -  Has the Project been responsive to development challenges, priorities and objectives of the communities affected? To Canada’s concerns
  

· Did CIDA’s investments make sense in terms of meeting the challenges taken on? 
· Was there consistency with the needs and priorities of the project area inhabitants? 
· Were project plans able to respond to targets of opportunity?
· Were Canada’s concerns adequately addressed?
Issue 4 Sustainability -  To what extent will the results and benefits continue after CIDA’s involvement ends?
· Relevance of Results  
· Sustainability of Results 
· Development Results Achievable

Annex 2 contains a matrix with the stated grouping and the list of questions identified.

CIDA’s policy is that stakeholder participation is fundamental to CIDA evaluations.  The Consultants conducted a participatory evaluation providing for active and meaningful involvement by partners, beneficiaries, and other interested parties within the timeframe available for the work.  

In particular, the questionnaire was submitted to CARE LIFT before field travel to determine their comments on its utility.  In the field, the Evaluators took a mentoring approach with field project management, CBOs/NGOs and their clients as the opportunities arose – reinforcing their achievements, raising the visibility of the mechanisms and good practices they have used and promoting an enquiry into how they might further the gains already made.  We were aided in this through our discussions and briefing with CARE staff on issues and best practices they observe within the Project.

3.4 Methodology
The Consultants’ plan for information collection was submitted to and approved by the PTL.  The development of the Evaluation Framework was particularly aided by the opportunities for close collaboration that arose by the early arrival of the Lead Consultant in Sri Lanka and skills and experience of the Context Evaluator.  They worked well as a team and had complimentary experience that worked to the advantage of the assignment.
 

As noted, the Evaluation Framework is contained in Annex 2.  This matrix was used to prepare questionnaires and served as a reference to guide the specifics of discussions in the group visits, interviews with CHC, LIFT and CARE staff.  It allowed a ready reference by the Evaluators “in real time” as the interviews progressed as to whether or not they were covering the points required by the TOR.

Briefings began in Colombo on April 17th with the CARE LIFT Director and Deputy and then with the CHC and PMU.  Annex 6 contains the details of those and other interviews.
The Team spent April 18 to 23 in Batticaloa where they: 

· Were briefed by LIFT’s Team Leader and staff (Annex 6)
· Visited 12 LIFT supported villages (5 FFS, 3 S&C, 2 IGA, 1 WUG, 1 FSP S&C) and one NGO (SADO).  Annex 7 contains the details of the interviews at village level.
· Met with CARE’s AD for Batticaloa, Mr Michele Cecere (Annex 6)
· Visited UNDP Transitional Program (Annex 6)
In Kilinochchi from April 24 to April 26, the Team:
· Had 2 village visits – S&C and FFS (Annex 7)
· Interviewed LIFT Wanni staff (Annex 6)
· Interviewed CARE AD and CARE SL’s Livelihoods Advisor (Annex 6)
The worsening security situation forced our early return to Colombo April 27.  This was requested by CARE in the afternoon of April 25 and validated in a telephone call to the PSU Director. Travel was delayed as the lines of control to the North and South in the Wanni were sealed until the morning of April 27, isolating the area.  All travel was accomplished without incident and the Team (fortunately) saw and heard nothing first hand of the violence that has made so much misery for so many.
No village visits in Jaffna were possible but we were able to have interviews with key Jaffna based staff who were in Kilinochchi.  
In Colombo from April 28 to May 5, the team arranged useful meetings with:

· PSU, 

· LIFT Project Director, 

· LIFT Colombo technical support team,

· CARE’s Country Director.
Summary findings were prepared and a presentation was made to CHC, PSU and CARE – LIFT on Friday May 5.  The PowerPoint was also emailed to the PTL.
4. Efficiency, effectiveness & results achieved

[image: image2]
More specifically:
For Outcome 1 - CBO members are being enabled to cope with socioeconomic conditions in conflict-affected areas to meet basic human needs. 

The evaluators saw much evidence of the achievement of physical targets, savings, conflict resolution skills, purchasing power, and organizational skills.  Non-financial benefits and impact on gender relations all show very positive results.

	Table 2 – Gender Breakdown of LIFT Direct Participants

	Group Type
	M
	F
	Total
	% F
	Total
% Members

	FFS
	1,510
	1,202
	2,712
	44%
	53%

	New S&C
	0
	1,606
	1,606
	100%
	31%

	FSP S&C (existing)
	8
	806
	814
	99%
	16%

	Total
	1,518
	3,614
	5,132
	70%
	100%

	Sub groupings

	
	
	
	
	

	BIG
	0
	1,213
	1,213
	100%
	35%

	IGAs
	27
	92
	119
	77%
	2%

	WUGs
	1,173
	816
	1,989
	41%
	39%

	(WUG mgt)
	104
	100
	204
	49%
	


Every indication is that the data for 2006 will be as impressive
Using our interviews in the villages and the project reports, we found other evidence of Outcome 1:
· The Groups have skills that do act to resolve internal conflicts and sometimes also at the family level.  Decisions on loan priority, meeting place, and selection of leadership are made smoothly.  Land use issues have also been settled by the CBOs in some instances.
· Purchasing power improvements have been noted after the one year intensive involvement (e.g. for 1st year S&C groups by 134%, for 3rd year S&C by 24%), 3rd year FFS groups by 72%).
· Increased income goes mainly to food, education and savings mobilization
.
· Groups meet regularly, have action plans and show caring for the local community through providing community labour, contributions of time and cash to local social / community efforts.
· We saw impressive improvements in women’s empowerment and in men’s respect for their roles in CBO management, increased contribution to family income and HH budgeting skills.  This will have far reaching impact on girls’ and boys’ attitudes to gender roles.
For Outcome 2 – CBO members are involved in implementing local development projects.

We believe this outcome is also being achieved.  Our visits to the villages confirmed the following evidence: the existence of group plans, regular meetings, member discipline, decision making and record keeping, successful lobbying efforts with other local stakeholders for access to and improvements in services, active lending to micro-businesses, other INGOs and projects entering the area.
In particular:

· The evaluators heard many examples of regular meetings with the DS, Divisional Agricultural Coordinating Meetings and lobbying with Departments responsible for animal heath, posts, health, bus services to successfully get improvements to local services.

· Other organizations (INGOs, UNDP, even commercial banks in some cases) are also responding to the CBOs competencies to represent and manage local interests
· Villagers have improved access to birth certificates, land permits, identity cards 

· There are increasing investments in micro-businesses & IGAs 

· We observed the well earned pride of members in these achievements in the groups’ presentations.
4.1 Project design and implementation

4.1.1 Appropriateness of Design
The project design and expected results were based on a sound understanding of the local context.  This was made possible by CARE’s long term involvement in the area, the skills and experience of their staff (including the Project Director) who led the preparation of the CARE proposal and the resulting work plans and by the CIDA and CARE partnership in the previous Food Security Project. 
Risks, constraints, and opportunities were clearly identified as evidenced by a review of the logframe which (sadly, in terms of the continuing violence) is as relevant today as it was 4 years ago.  The risks of restriction in mobility and perception of change as a threat, mentioned in the TOR, are not thought to have been a serious issue for the project which, the evaluators found, has been able to adjust smoothly to changes in conditions so far.  In that sense CARE’s experience with post conflict programming and in Sri Lanka specifically allows a realistic appreciation of the resource and time management issues.   As such, project resources, capacities and selected strategies are very appropriate and have produced the intended results as this report details.

The project is very consistent with CIDA’s policies and priorities and with Canadian larger foreign policy.  As noted the Canadian government added the LTTE to its list of terrorist organizations just prior to the evaluation.  The evaluators found that this has not had and is not likely to have significant impact on the project’s ability to function.  Nor need there be any concern about the misuse of ODA with respect to benefiting the LTTE since it has been an established operating principle from the beginning that the assistance would accrue directly to independent CBOs and not through any LTTE managed or controlled intermediaries.  We found this to be still the case.
The LTTE is expanding its role as a development player likely as a means of both taking better control of the area and, no doubt, to win hearts and minds.  While this has not yet had an impact on the project, the development of any new project may have to take this more into account.  Annex 11 shows the current ways that GOSL, LTTE and NGOs relate.
We observe that the project may be having a very positive affect on the development arm of the LTTE.  Young people who work in this service sometimes monitor the activities of the project in its village meetings and as a result are getting a very positive exposure to a pro-poor, participatory approach that is completely non-political in its approach.  This augurs well for the future when peace finally prevails and the local authority, in whatever form it manifests, will have had some very useful and practical experience in community development.
M and E System

The evaluators found areas for improvements in the project’s strategies for ongoing project monitoring and performance review.
Although an update of achievements from August 31 2005 was requested by the Team before they met in Colombo, this was not possible since the system used by the project can only generate data on a six monthly cycle and it is apparently very complex for staff to provide any other updates.  This opened the door to further consideration of the appropriateness of the M and E system as a whole.

The project has developed an extremely thorough Performance Measurement Matrix (PMM) from the logframe and has built additional indicators into it.  In the opinion of the Evaluators the PMM suffers from two shortcomings.
First, in spite of the elaborate and well thought out participatory approaches of the project, M&E still overly emphasizes information designed primarily to inform CIDA and CARE.  Although this is important, it should be recalled the major stakeholders in the project are the village groups and we believe the monitoring system could do more to encourage their appetite for information and to show its relevance to their business development and ultimate sustainability
.  The bottom up approaches used to good effect elsewhere can be strengthened when it comes to monitoring by additional attention to the project’s PM&E system.
Secondly, there appears to be a disconnect between monthly field monitoring reports to Technical staff and the overall project data base.  Every month the Team Leaders in the area offices aided by their staff prepare reports on project progress and send them to the technical staff in Colombo.  One of the area offices (Batticaloa) feels the exercise is more of an exercise in form filling than it should be.  While this data is quite comprehensive (and needed for making baseline and post-intervention comparisons), it is not until the due date of the next six months report to CIDA that this information (or a summary of the past six months from the area office) is made available in the system
.
Further improvements to the M and E system to streamline it and ensure the data required and used by LIFT’s clients is embedded in the M and E system are possible.  
A basic premise to be kept in mind is that there is normally no need to collect information that is not required by the villages themselves for their work planning and development.  The Evaluators believe much of the data required by funding agencies and senior management to justify decisions could be obtained by the project wide aggregation and statistical treatment of CBO level management data.
Following the PNA, the groups should have a more formal and available 6 month work plan
 that is developed by consensus. It should be on paper making the maximum use of symbols and icons if literacy problems necessitate it.  
The plan should detail dates of LIFT meetings, training events and times, project and activity outcomes planned in a 6 month timeframe, any increases in yield, income, water availability etc should be quantified and made into a target / indicator.  This same document and the results achieved should be reviewed with the group at the end of the 6 month period.  Achievements should be highlighted and used as a motivating factor for the next 6 month workplan.

A Balanced Score Card (BSC) could be used to measure member satisfaction and observations on the work plan (see Annex 9 for a suggestion).  It can be done as a CBO plenary type exercise or in small groups depending on time and inclination of the CBO.  The BSC results can be compared from one 6 month plan to the next and used to plan corrective action and desirable behaviour change for group members, group management, LIFT staff, and LIFT inputs.

Although it is too late for LIFT, these methods are recommended for any new project and also for the attention of the PQL section of CARE Sri Lanka.  This would result in a simpler set of indicators and shift the overall project dialogue dialog more towards sustainability and relevance to CBO need. 
4.1.2 Partnership
The project has an enlightened sense of partnership and uses it to maintain and improve its relationships in Sri Lanka generally and the project areas in particular.  Partners include the various CBOs obviously, but beyond that include government offices in the area (who have services available for groups that can make their needs known), other projects and INGOs and even commercial banks.

Groups report that they feel supported by LIFT and have had high words of praise for staff contributions and willingness to spend time and invest great effort on behalf of the groups.

LIFT stresses the responsibility of the groups themselves to develop partnerships and lobbies on behalf of this when it is necessary with local government offices like the DS and Departments of Animal Health and Production, Agriculture, Education, Health and the like.

LIFT’s support has resulted in group partnerships with other projects.  The North East Community Restoration and Development Project (NECORD
) funded by ADB, GoSL, GTZ, and Netherlands Government have funds available for schools among other things and some groups have benefited.  There is also a linkage to UNDP’s Transitional Programme (UNDP TP) which is also benefiting at least one group
 .  More is possible as well since from UNDP TP’s perspective, they are eager to programme through strong CBOs
.
The Jaffna office has been able to link groups to a Japanese Bank for International Cooperation (JBIC) funded lending programme which has expanded availability of loan funds.  Given per acre cultivation costs, existing RLFs while growing at a significant rate, do not yet have large enough funds to make a significant impact on food production overall.  The experience of the JBIC fund and the way it has impacted on food production in LIFT groups should be studied quickly by CARE to see if replication is desirable.  The results of the study might be interesting to CIDA as well for its own programming purposes.
4.1.3 Resource Utilization

In 4 of its 5 forecast years (80% of the time), the project has spent only 60% of its budget.  After the first year when mobilization costs were high, the yearly rate of consumption has been quite low.  In the main this reflects the foreign exchange gains on the value of the Canadian dollar versus the rupee.  The project was budgeted when the exchange rate was 66 Rs/C$.  Currently it has gone to 90 Rs/C$, a 36% change.  The biggest changes were experienced up to 2004.  The project has received a no cost extension to May 2007.
	Table 3 - LIFT Project Expenses to Dec 31, 2005

	 Budget Item 
	 CDN $ 
	

	
	 Revised Contract Expenses 
	 Contract Expenses to Dec 31, 2005 
	 Forecast 1 Jan 06 to 31 May 06 
	Consumed at 31 Dec 05

	1. Personnel Costs
	2,246,227
	1,404,510
	128,540
	63%

	2. Personnel Expenses
	116,150
	279,244
	10,850
	240%(1)

	3. Field Expenses
	538,564
	432,269
	36,981
	80%

	4. Colombo Office (Shared costs)
	46,960
	66,928
	5,485
	143%(2)

	5. Programs Costs
	1,582,099
	540,677
	224,528
	34%

	Total
	4,530,000
	2,723,628
	406,384
	60%

	Source: CIDA Financial Report


Annex 12 reviews cost efficiency issues of the project.  A key factor is that the political environment requires a direct and non-partisan presence on the ground as the only implementation option for reaching affected people.  There is also a high priority, for humanitarian reasons, to reach the poorest (which generally means the remotest) villages.  Local administrative infrastructure is either unavailable and/ or unsuitable and thus the project is faced with supplying all the organizing and monitoring efforts.

Estimates of delivery cost per beneficiary are possible and these range from a high of $529 taking the most conservative numbers to $88 including a replication/ demonstration factor researched by the project.

By their approval of the project, CIDA and CARE have already judged that the project met any cost efficiency considerations.  The evaluators find that the project has exceeded the original standards, since it has both exceeded targets and by under expended the budget.  The evaluators therefore endorse the judgment that the project is providing essential services in a difficult environment at an acceptable cost.
4.1.4 Informed and Timely Action

The Evaluators were impressed with the way in which the project was able to respond to programming opportunities and challenges along the way.  After the initial 1 year period of learning and familiarization with the process driven methodologies of the Project, changes and constraints identified through work with the CBOs became a regular part of periodic staff meetings and the scheduled half yearly workshops that had been put in place to review progress and share lessons between areas.

New needs and changes in emphasis of the project were thus part of the regular staff discussions and LIFT project management were able to encourage staff learning and variable project responses to CBO needs.

As a design feature, these regular staff conferences were a good idea and contributed to LIFT’s success.  

The project is an active participant in District and National level coordination meetings among aid providers as well as in the security network run mainly by UN OCHA
.

We observed there are thus management processes and networks in place to identify and assess trends and risks in the project environment.  The large network developed is also evidenced by the large numbers of other stakeholders that LIFT has identified for CBOs to link to (see Table 4 - Examples of Capacity Development & Empowerment Sept 2004 - August 2005.)
4.1.5 CIDA Responsiveness

There are two issues that CIDA might address regarding its responsiveness.
First is the need to be very practical regarding necessary and sufficient logframe indicators during the design and then to provide guidance in operationalizing them.  It is the evaluators’ experience that it is common for donor agency staff frequently to over design the M and E requirements of projects, usually with rather too highly aggregated and “nice to know” indicators in an attempt to gain approval for their projects.  Well-meaning executing staff try and operationalize them, often contributing to a situation where M&E becomes almost impossible to integrate into the regular field work, either because of the marginal relevance to field activities or because of the time demands the information collection would make on the project field staff and clients.
As has been stated above, LIFT’s M&E system is rather too thorough and there has been a creep towards measuring too many things perhaps partly out of a desire to ensure the donor has all the possible information that might be required
.  The suggestions in the M&E section above also have applicability to wider CIDA evaluation standards and it is recommended that consideration be given to raising the profile and primacy of information that should be needed and used at the user level.
	If the information is not useful to an efficient, effective and sustainable village level organization, it probably does not need to be collected by the project


It is suggested that this maxim should be kept near at hand when logframe and PMMs are being designed.  All attempts should be made to construct basic M&E data of which the client group is the first beneficiary.  Further statistical or arithmetic treatment of this information over the wider project area should provide most of the remaining requirements of the implementing agency and the donor.
The second reflection suggested for CIDA is on the need to ensure adequate decision making power over budgets is given to the Project Director.   It would seem axiomatic in RBM that the project should be accountable for results and be able to adjust inputs within a budget to achieve them.  However, this seems to have been frustrated in a few cases in the current project.
One case in point was a study on marketing that was posited by the Project in October 2004 and for which Terms of Reference were made quickly available.  CIDA decided that the study should be decided in the context of the upcoming work plan but then it also became caught up in the issues regarding the scheduling of the evaluation (which was delayed for almost 2 years) and then the tsunami of December, 2004.  This was a lost opportunity for the project and could have been avoided by sufficient delegation over the budget line for such work.

A second case of budgetary rigidity relates to local staffing.  It reportedly took a referral to CIDA Hull and almost one year to add 3 very inexpensive locally recruited positions that were deemed necessary after initial activities were established on the ground to improve the project’s ability to impact on income generation.  

4.2 Achievement of Results

Now completing its fourth year of operations, LIFT shows considerable progress towards achieving the impact level results expected in the project document.  Even with the additional challenges posed by working in a long term conflict affected area and having had to deal with further devastation in the tsunami hit areas, LIFT is certainly on its way to scoring a great success at its conclusion in May 2007.  
**
LIFT has purposely and wisely chosen formats for community organization that easily reflect and capture locally perceived needs.  Farmer Field Schools and Saving & Credit groups have been the main entry points to capacity building.  With Bio-Intensive Gardening as a frequent initial activity, groups have been guided to improve family food security and generate some precursor savings however small.  Water User Groups have also been effective as an organizing focus given the local importance ascribed to maintaining and expanding water resources.  In addition, FFS groups and S&C groups are motivated to start IGAs which the project also supports.  Apart from this, it was very obvious for the evaluation team that Gender mainstreaming and Environmental concerns are relevant to the desired outcomes and are promoted at every meaningful level.
Thus LIFT offers ways to accelerate development in directions that villagers already identify and the important value added is in the additional capacity, unity and discipline that LIFT builds into the groups.
All FFS and S&C groups visited reported that family income levels are increasing.  Food security is thus ensured and as a result, family nutrition levels are improving and children’s health and schooling needs are being met.  

With the LIFT intervention, people are able to buy essential household items with the increasing income from generated agricultural surpluses and resulting savings.  This has been important since most of the villages have been displaced at least once during the conflict and have lost most less transportable assets and consequent wealth.  
Farmer Field School Groups

The project has achieved more than the set targets in the PIP in all the above mentioned aspects.  Of the 120 villages (in 4 years) each has a FFS functioning at present, including those most affected by the tsunami
.  It is remarkable to note that the tsunami hit villagers are very empowered and able to face up to the devastation and look to the future in a very positive way.  This is an indicator of the success of LIFT.  Some first year groups
 have become models for newer groups, allowing a replication of results.  
All FFS groups have at least 30 members and key positions are shared among men and women.  All groups are using eco-friendly agricultural methods and control pests through inter cropping and organic methods. The other training received is on crop production, pesticide use, market linkages and taking more direct responsibility for marketing of their crops. These have paved the way to meeting basic human needs and improving lives.  It came out clearly in the discussions that the trainings at field schools have a lasting impact on learning which is disseminated to other non-member farmers as well.  
With the renovation and /or construction of agro wells and minor tanks for irrigation purposes, the acreage of cultivation has increased resulting in more yields and more income.  For example, a WUG (the only group visited by the team) mentioned that their cultivatable land has gone up from 10 acres to 70 acres with the completed renovation of the tank in their village.  
The FFS groups are also playing a noticeable advocacy role in their wider communities, supporting and benefiting others in satisfaction of basic needs and lobbying for rights and access to services.  With 4 years experience, 1st year groups now clearly demonstrate the increasing sophistication and resilience that LIFT support has enabled.  These groups are able to create linkages with many other service providers in the locations.  This is because most of the groups now have the skills in public speaking, negotiation, conflict resolution, management and advocacy that are necessary to identify their needs and to negotiate and bargain with concerned authorities / organizations including Government representatives, financial institutions and other development agencies.  
Most groups visited by the team cited examples of how they have been able to address some of the pressing or long standing issues like access to land deeds, postal services (daily delivery of mail), transport services, school buildings, improved health facilities like mobile clinics, direct marketing facilities and access to better agricultural services from the concerned departments.  
In addition, these groups are now able to resolve conflicts with in the group members and also outside the groups.  Some times family problems are also addressed.  The most remarkable achievement according to most groups is the unity and increased understanding among the group’s members and between the group and the village.  As such they see things in a more united way than ever before.

Some motivated FFS groups have also started saving and credit activities to improve livelihoods.  One 3rd year FFS group (Maavaliaru) has achieved even more in its one year of operation than a 1st year FFS in Batti.  This FFS functions well and has obtained many improvements to services for the community at large such as a space for a market stall for vegetables in the neighbouring town, establishing collective marketing arrangements from the village, linking to the Sarvodaya savings and credit programs with 48 people obtaining 40 loans of up to Rs. 25,000.  They have access to rainwater harvesting brought in with LIFT assistance.  Four families have benefited and others will follow.  The group has also lobbied successfully for daily mail delivery.  LIFT provided 6 wells for domestic and agricultural uses and an additional 4 wells were installed by matching funds from the villagers.  The water is also used to supply plant nurseries that are providing chilli and other vegetable seedlings.  World Vision (an INGO) is providing toilets with local counterpart contributions in place as well as a monthly medical camp.  A new school building from the NECORD project funded GOSL/ ADB/ GTZ/Netherlands/OPEC has been obtained and a new village access road with UNDP support is half completed.  JRS (Jesuit Refugee Service) has provided a community centre that is also used as a pre-school.  (More details on villages are in Annex 7)

Savings and Credit Groups
The evaluation team saw an even more successful picture within the S&C groups
.  These groups are for women and managed by women and are making significant changes to the lives of their members and their families.  All the groups started their savings with the earnings from LIFTs BIG activities, sometimes with small amounts of Rs 10 per meeting.  Their ability to save regularly has increased to Rs. 100 or more. The increased performance in savings mobilization has added to the opportunity to get a grant from LIFT to increase the groups RLF and to further expand opportunities for productive loans to improve family income.  This is a common observation among the S&C groups from the FSP and for the new groups as well.  Not only are they improving but they also look forward to growth even without LIFT’s support.  (See Annex 7 for further village details and the discussion on sustainability below).

Groups have standards for recruiting new members.  They must attend 12 consecutive meetings in 6 months before joining and generate savings of a minimum of Rs 1,000 before applying for loans.  Groups need time and guidance until they gain confidence and see the link between what they do and what they achieve.  When results become more visible, this gives birth to a further cycle of growth of confidence and better performance.
A particularly impressive success story is a 2nd year group in the uncleared area in Batti that has enabled a women’s owned business to prepare a business plan for a restaurant and get funding from UNDP of more than Rs 1.5 million.  As a consequence, their social status in the village is increasing and other women are showing interest to learn from and work with them.   This desire to grow with a successful group attracts new members and new organizing opportunities.  
Significantly, women are again proving their credit worthiness and ability to honour and keep group discipline.  All groups we visited report 100 percent recovery rate.  Although most are still not paying interest on member savings (except for one group visited), group savings are increasing and with it revolving loan funds available for members.  A few groups have been able to increase member loan ceilings up to Rs 30,000.  Loans are largely used in productive micro-businesses & IGAs, to improve home gardening as well as livestock, tailoring and small trading businesses.  They have bye-laws and standards of behaviour for members and officers, a disciplinary code, regular meetings, updated passbooks, a membership journal that provides duplicate information on transactions on savings and loans.  
	Variable practices on the ground - The evaluators observed differences in the accounting practices used by some savings and credit groups, both among the area offices and between groups in one area.  We believe this is not a good practice.  LIFT should develop and promote alternative mechanisms for low literacy groups or use existing group financial management tools to eliminate this problem.

This is not only a problem of record keeping and clarity of practice but also relates to such things as calculation of interest payments.


The groups mentioned that with their BIG activities they are now able to provide a nutritious diet with meals of rice and three curries rather than one, and with more vegetables, eggs and milk daily.  Most of the families have chickens or cows to supplement food production and the exchange of surplus production with other members is also taking place.  This means money is circulating within the village due to the increased productive capacity and improved purchasing power locally rather than going out.
Since women are able to earn, most of the groups operate a separate “cheetu” and use the money for buying valuables like gold and household appliances or increasing savings in the banks.  Overall, group efforts are focused on increasing family income, improvements in housing and meeting the basic needs of families.  Importantly, indebtedness to informal moneylenders has disappeared.

The 4th year groups are of course at the earliest stage of development.  It was noted however that they are at least able to have 3 meals, with one vegetable and fresh greens now, compared to the situation a year ago where they normally ate only one meal a day.  Even among the current year groups, we could see evidence that enthusiasm and confidence are increasing.  A good example is that they have begun to think of exploiting alternatives locally rather than moving on as they did in the past when faced with a crisis.  
All S&C groups are showing improved ability to speak up and to present their ideas and voice their opinion about things that affect their lives.  They are very proud of their new found abilities (especially their self confidence) to cope with difficult situations.  This is quite a significant change for women in Sri Lanka’s typical villages.  LIFT’s training in conflict resolution, management, accounting and leadership have given them the necessary knowledge and skills to run groups without significant conflict.  Through their performance, these women have been able to change attitudes of their husbands.  
For example women reported that husbands now consider them more as equal partners than wives since they are providing the investment for some family agriculture through their loans.  Most of the groups are also lobbying successfully for common services to their villages.  All of them are providing Shramadana (community labour) for clearing roads, cleaning schools, temples, hospitals and DS offices etc.  Some groups have even made special contributions (sometimes including cash donations) to children’s development, care for elders and schools.

All in all, S&C women groups are more actively involved in business and have increased competencies around money compared to women in the FFS groups.  The major reason of course is that S&C groups are continuously involved in money transactions through their individual and group’s savings and loan programmes.  
These then are some of the opportunities and achievements provided by the CBOs to members.  As a result, these groups are well accepted by the larger community.  A comment made by most of the groups was that in the beginning they were looked at as wasting their time going for meetings.  Now they are considered a focal point for local development by their neighbours and also by some of the new programmes they have been able to link to. 

In the table below, we have provided a categorization of the examples noted by the Project of capacity development and empowerment highlighted by the most recent annual report
.

Although not exhaustive, it provides “a fairly comprehensive list” of the evidence of how groups are taking more control of their own development.  Key areas of performance are 
· bringing another stakeholder's funds to the area, 
· providing community work or assistance to a household or village in need or lobbying for benefits and
· gaining access to improved or expanded services, corrective action from the GOSL or local authority.  
These three together are powerful evidence of change.

Moreover, there is evidence that CBOs are able to foster commercial relationships with others (Banks, businesses, insurance companies, co-ops, or start their own business) and to expand their own services and increase outreach.  These are groups in a second stage of development, moving to sustainability and the Project is facilitating.

An impressive 35 (!) other organizations have been co-opted to provide additional funding to the village (willingly it must be said since they have the funds and the mandate to contribute).

	Table 4 - Examples of Capacity Development & Empowerment Sept 2004 - August 2005

	Type of Action by the Group

(All types of groups included)
	Batti
	Wanni
	Jaffna
	Totals

	
	Year 1 Groups
	Year 2 Groups
	Year 3 Groups
	
	Year 1 Groups
	Year 2 Groups
	Year 3 Groups
	
	Year 1 Groups
	Year 2 Groups
	Year 3 Groups
	
	

	Successfully brings another stakeholder's funds to the area (2)
	5
	1
	16
	
	12
	8
	14
	
	1
	7
	26
	
	90

	Performs community work or assistance to HH/village in need; lobbies for benefits
	18
	
	13
	
	17
	3
	14
	
	2
	5
	8
	
	80

	Gains access to improved/ expanded services, corrective action (govt or local authority) (1)
	3
	
	14
	
	6
	8
	23
	
	1
	2
	16
	
	73

	Fosters commercial relationships with others (Banks, businesses, insurance companies, co-ops, starts a business)
	1
	1
	
	
	4
	2
	5
	
	
	
	8
	
	21

	Expands services and increases outreach
	1
	
	3
	
	3
	3
	4
	
	
	3
	3
	
	20

	Registers group
	1
	
	
	
	9
	8
	
	
	
	
	
	
	18

	Successfully obtains permits, titles, IDs etc
	
	
	3
	
	4
	3
	5
	
	
	
	
	
	15

	Resolves local disputes
	4
	
	4
	
	
	
	2
	
	
	
	2
	
	12

	Gets a grant of land / access to land
	1
	
	1
	
	1
	
	
	
	
	1
	1
	
	5

	Gains recognition as effective village intermediary with govt/ other
	2
	
	
	
	1
	1
	1
	
	
	
	
	
	5

	Publicizes activities to others
	
	
	
	
	all
	
	2
	
	
	
	

	Explores federation
	
	
	
	
	all S&Cs
	
	
	
	
	
	

	
	
	
	
	
	
	
	
	
	
	
	
	
	

	1. Examples of increased government services: Training programmes, supply of agricultural inputs, pension benefits, wells, mobile clinics, post office services, veterinary services, vaccination of dogs, schools and teachers, required administrative decisions.

	2. Includes the following 35: ACF, ADO, Alliance Sri Lanka, CARE PTRD, CARITAS, MOVIMONDO, CDF, IOM, EDC, El Ennsaniya, ESCO, FORUT, GTZ, Habitat, HALO Trust, HDU, HNB, HRC, HUDEC, ICRC, ILO, JRS, KPDO, MAG Demining, NECORD, NEIAP, OXFAM, PMDO, Sarvodaya, Sewa Lanka, UNDP, UNICEF, WFP, World Bank, World Vision.


In conclusion, it can be stated that although there are differences in the level of achievements between each CBO with some achieving more, there is clear evidence FFS and S&C groups have been a source of benefit and empowerment for the members and the community at large.

4.3 Responsiveness to development challenges, priorities and objectives

There can be no doubt that the LIFT project has been extremely responsive to development challenges, priorities and objectives.  There are several that have been key to the successful functioning and required outcomes of LIFT and these are reviewed below.

Selecting villages:  The project chooses villages that are cut off and more remote usually with no electricity, and not much communication with outside organizations.  

Each year eight villages are selected using the above criteria.  These are reviewed with the district level staff as well as the Divisional Secretary.  A village meeting is then scheduled to establish contact with village leaders.  Some basic data is collected and a review of other organizations that may be working there.  Villages “self select” themselves in this manner.  When the numbers of participants are estimated the project goes back to the division and district levels to provide the necessary information.  At a meeting with the DS, target numbers are reviewed as well as the nature of activities that will be engaged in and the DS gives the final approval.

Following this a community meeting is scheduled in which the project presents the basic methodology and the villagers are carefully told that the project is not oriented towards the delivery of hardware.
Local Replication:  The normal limit for the first year group is between 25 and 30 members.  However others can sit in informally and thus benefit from shared information.  This gives rise to what is known as “lateral spread” within the project.  The FSP did a study in 2000 and calculated a six to one lateral spread, meaning that the population affected by project activities reaches up to six times the membership of the groups supported.  If this ratio holds everywhere in the 3 areas, as many as 30,000 people
 will have received benefits from the project.  In LIFT, groups are often engaged in activities that benefit the entire village so lateral spread might be considered to be even greater.
One of the successful activities in the FFS that makes this lateral spread figure quite possible has been the use of a local “study plot” in which a farmer donates a small plot of land in which to try a new management mechanism or some improved technical approach.  An example would be to use integrated pest management techniques to identify predator and prey insects.  Other improved techniques of fertilizer application, use of organic fertilizers in home gardening, maximizing water use and other agricultural practices are known to the project’s agricultural staff.  This and the regular contact with the Department of Agriculture also contribute to lateral spread.  
The project has not seen the need for a lot of new ideas or technologies, the challenge being more the availability and adoption of basic improvements that can impact on farmer incomes.  

Participatory planning methodologies:  Using participatory techniques in its planning and implementation, the project has been able to include the urgent priorities of the target group in local and yearly Workplans for the project as a whole.  
The ability of CIDA to support a highly process driven development approach is significant and should be acknowledged internally in CIDA.  Both evaluators have seen many examples of projects whose réason d’être has been sacrificed to disbursement pressures and hardware overloads
.  Although all development experience points to the need for close stakeholder involvement, top down driven projects micromanaged by the donor are too often the rule.  LIFT is refreshingly different and its results should encourage and form a lesson learned for CIDA on other similar projects and in other countries.

There will have been times in the project where patience and a hands-off approach will have been required.  These have worked.  While having the head to realize the maxim “Too many cooks spoil the broth” is important, this can only work if there are competent field staff that are able to credibly mount and maintain the processes.  CARE/LIFT have provided this.
That said, we have noted the project seems to have been late in introducing more participatory M and E methods as noted in 4.1.1 Appropriateness of Design.  Recently however, there is a move to do more of this.  Had it been established earlier, it is possible the current rather complicated structure of indicators might have been simplified.  
Family and Gender Relations:
Overall,

· The project is achieving excellent impact on family and gender relations
· Women comprise 52% and 49% of FFS and WUG management respectively and new S&C groups are completely run for and by women

· The empowerment of women and the improved attitudes of men are especially noticeable

· It has been the S&C activities (more than the FFS) and the resulting growth of womens’ savings and income that has transformed their position.
The impact of this project on family and gender relations is extremely positive and has great implications for the future.  In LIFT, women are participants and managers in all forms of groups.  In every group we visited we heard person after person tell us that they had gained in confidence and capabilities, both in the areas of the technical skills to make a success of their participation (e.g. knowledge of composting, water management, the LEIT skills the project promotes) and also in the skills of being a manager (the ability to speak, the growth of confidence, experience in and knowledge of “what works” to make and keep a group strong.

Women now have enhanced opportunities to improve family income and, importantly, to manage family income intelligently as a result.  This is having an impact on gender relations.  Men are noticing this, seeing its benefits and encouraging women’s further participation.  This effect will not be lost on the dynamics among children who will have new behaviours on which to model themselves.  One cannot underestimate the importance of such a dynamic.
The changed roles of women through their involvement in the project were very obvious after visiting the FFS and S&C groups.  Their impressive growth and the way they have taken control of their lives and improved their roles in the family was quite unique in the experience of the Context Evaluator and would have been “unimaginable in the Sri Lankan Tamil cultural context before the conflict period” she believes.  In fact, the conflict situation in some ways has given women opportunities to develop in much the same way WW2 did for women in the west.  Our discussions revealed the changes in women’s lives that are evolving as a result of the S&C and FFS involvement.  From an unequal position they have become equal partners in their families; in some cases have total control over their earnings including even household income as a whole.  Decision-making powers are shared equally.  In fact some women indirectly indicated that their influence may even be more than 50%.  Clearly, the economic empowerment of women is once again demonstrated as the major contributing factor in deciding their position/power.

In the more normal situation, woman’s earnings and earning capacity are repeatedly exploited by their husbands.  For example, migrant women workers’ remittances are quite normally used for the personal needs of the husband and the family often suffers even more by the women’s absence.  When she returns to find all her earning spent on her husband’s personal needs, the wife is frequently forced to go back as a migrant worker.  By comparison, the situation in LIFT project villages is different and provides important encouragement to civil society.  In a way, the conflict could be a contributing factor to this development of men’s understanding of the need for changes to the role of their women and their support for them to grow to the benefit of the family overall.  

The issue of domestic violence was also discussed with women groups.  It was pointed out to the evaluation team that LIFT’s interventions not only changed the role of women but have also given them the confidence, knowledge and power to address this issue within their groups, their family and the local society.  Some groups said that they can moderate their husbands’ behaviour even if they become abusive after drinking.  They reported they “decide” how much he should consume by giving money for that amount and offer a sanction that they would not go to the field the next day to work if the decision is not respected.  Thus opportunities for domestic violence or other forms of abuse seem much reduced.  Women reported that all these changes are due to their new roles in the groups and the benefits they are bringing to the family.  
Changing Behaviours

We would like to signal and draw attention to an important element of changing behaviours that the project is doing and that can be further strengthened.

Arguably the most important and culminating experience in learning something new is to know that you know it.  An individual who has this knowledge and who can, with humility, communicate it to others is the most powerful force for change.  It requires the movement of the knowledge required for the successful behaviour, into a different part of the brain and it is the resulting awareness and visibility of the knowledge that gives birth to the confidence of knowing what you know.  
A simple example of these two sets of knowing for most readers of this report, is being able to drive a car on the one hand, and being able to tell someone about the skill and efforts required – the shifting of attention as conditions change, the ability to focus on the middle distance, the ability to make small changes with feet and hands that make smooth movement of the car possible, the experience to notice and deal with small events that develop and that can become dangerous if preventative action is not taken.  These are not small things it turns out and the acknowledgement of knowing them is “knowing what you know.”
What the project is doing to promote this is: 1) communicating examples of what works
, 2) using demonstration as a means to communicate, 3) using successful participants as change agents, 4) supporting participation as the primary vehicle for planning, implementing and evaluation.

There are other things that can be done as well including 1) greater use of a balanced scorecard approach towards sustainability of the CBOs; 2) more emphasis on both clients and staff who have achieved new learning and demonstrate the ability to share it with others; 3) including “knowing what you know” in appropriate training programmes.
Environment
Environment is tackled as a cross cutting issue.  The evaluators found that: 

· Environmental impacts of the project include reduction in pesticide use, increased tree planting, increased concern for and action on water use and quality, increased use of organic manures on home gardens.
· Improved harvests and better quality food.

· In one area, malaria incidence has apparently dropped as a result of better constructed wells.

Admin Issues
1. Staff compensation and terms of service - In the current conflict and post-tsunami programming environment, LIFT is seen by CARE as an important activity that needs to be “better integrated” into the overall CARE Sri Lanka programme.  Although there are currently linkages between LIFT and the larger CARE program, at least one Area Director (Batticaloa) acknowledged that it lies “a bit outside"
.  In discussions with the CARE Country Director he recognizes the need to better integrate programs and especially, now that the tsunami emergency response phase has concluded, to avoid dichotomies between tsunami and non tsunami affected areas.  Following a second staff workshop in June/July, CARE’s new Strategic Plan for Sri Lanka with a five year horizon is due in August, 2006.  
CIDA identified to CARE a problem with salary levels in March 2005 which was contributing to the apparent problem in the LIFT project of keeping qualified staff on board.  This has not been completely addressed and there has been a serious loss of capacity that is partly as a result.  

Four of 6 staff in Kilinochchi have less than 1 year experience
.  There are large experience gaps in the Batti office as well especially in microfinance (also discussed below).  Four staff have joined in the last 6 months.  Some project staff believe (the evaluators could not confirm the truth of it) that LIFT personnel are the lowest paid of all among CARE Sri Lanka’s program staff.  If it is not true, staff need more information from management.
There is also a question of titles and job descriptions.  The senior LIFT field managers are known as “team leaders”.  For other CARE projects in country, people with the same responsibilities are known as “project coordinators”.  This may seem minor but it contributes to confusion over hierarchy and access to shared resources in the area offices, feeds bad feelings among staff and contributes to the problem of compensation.  It needs to be rectified.

The evaluators support the position of the Country Director in trying to introduce improvements in program delivery and investigate any anomalies in the administrative support to the LIFT project
 and applaud his attempts to seek maximum forward linkages to CARE’s evolving programme.  
They observe that “do no harm” has relevance as well to the strong relationships LIFT has developed with the communities supported by the Project activities.  In this regard the LIFT staff have a wealth of information that can further CARE’s strategy for post tsunami recovery and for the Sri Lanka programme in general.  

2.  Staff strengths  -  We were disappointed to see that although savings and credit forms a major part of the project deliverables, staff who have responsibility for this are very unevenly trained and experienced 
. In particular in the Batticaloa office, neither the Team Leader nor the officer responsible have sufficient background to be able to properly guide groups.  Our recommendations include ones for CARE to remedy this.
4.4 Sustainability

Overall results achieved in the last four years of LIFT implementation and our comparison of some of the LIFT and FSP groups, yield evidence that both LIFT’s new groups and those of the FSP will continue to grow in either the present or improving conditions in the conflict affected areas.  

LIFT has been able to support people in their move away from a relief mentality to a development and empowerment orientation in which people are taking responsibility for their own lives using the skills acquired and practiced under the Project’s tutelage.  The continued refinement and institutionalization within LIFT of the processes that were learnt from the FSP have assisted groups in their drive to become sustainable.  Some S&C groups are starting to think towards the next logical step - to federate among themselves to secure future growth.

The approach taken by LIFT to deliver the capacity development processes through CBOs rather than NGOs in the LTTE controlled areas was a wise and necessary step in sustaining development results.  NGOs, particularly in these areas, may not be independent of the political aims of the LTTE.  At this stage, since the armed struggle is still active, this may be in conflict with local CBO development objectives.

Even in the so-called cleared areas, CBOs offer a more direct (although possibly more expensive) way to grow local organizations.  It is also a factor that some NGOs may only have a limited time commitment to the area, whereas CBOs are and have the potential to always be there in the villages.  

The conflict affected areas are in special need of their own civil society organizations both as a means to mitigate insecurity through unity and collective action and to address basic needs and longer term rights based issues.  With effective CBOs in place, continuous strengthening is not necessary.  This is proving to be the case for the strongest of the LIFT supported CBOs - both FFS and S&C groups - and it is evident they are able to access local resources and services, attract additional external resources and manage their groups affairs skillfully.  
An internal study conducted in Jaffna reveals that 60 percent of the CBOs are in a strong position while 20 percent weak and another 20 percent struggling to sustain themselves.  Thus there is still work to be done with some groups and a larger group of villages to which the approach could be expanded.
The capacity development approach to CBOs taken by LIFT with entry points through FFS and S&C groups, bio-intensive gardening, water user groups and IGAs, has been effective.  The strong involvement of women improves gender roles and speaks to family needs.  
	Even more important for sustainability, the position of women who are thus empowered is a major social landmark.  The processes they now participate in and lead are irreversible ones and women will take care to further improve their status and new found roles by meeting the changing needs of their organizations and thus enhancing CBO sustainability.  Women will do all they can to protect CBO growth to avoid going back to their pre-project status.  This is evident from the FSP 25 S&C groups that are very well managed, and have been functioning for up to 8 years.  


The evaluators observed many activities that provide evidence that CBO members consider their organizations a permanent feature and one worth continuing. 

· CBOs have systems and regulations in place and honour their functioning as describe already.  Several have begun to think of setting up their own office building and some have obtained land or are in the process of negotiating land availability with the Divisional Secretary.  
· Some organizations are introducing interest bearing saving accounts in the group for their own children to increase loan resources.  This is especially eloquent testimony to their belief that the group is sustainable.  

· FFS groups have plans to start saving and credit activities while few of them have already started and giving loans worth Rs 5,000.  

· Groups are searching for ideas for IGAs to provide employment to more members and to secure profit for the group.  Many are looking to expand services to the village and to expand membership. 

· “Branching” type strategies that illustrate that groups’ own outreach and replication capabilities are beginning to appear and some are also thinking of becoming a rural bank in the future.  
· All S&C and FFS groups visited feel that they own the institution and that it is their responsibility to sustain and develop their future through the CBO.  They are in the process of making a strategic plan for the future of the institution.  However, compared to the S&Cs, FFS groups are behind in terms of sustainability.  LIFT should use the remaining time available to aid these groups and their sustainability.
The Project’s experience with old and new S&C groups effectively shows the development of support over time for these groups to achieve sustainable status.  And yet the situation for the groups is by its nature very fragile.

LIFT’s one year intensive approach with groups and only a few activities and irregular monitoring thereafter is not enough for village groups where people (and especially women) are illiterate, affected by the War and suffering the cumulative effect of having been displaced many times in the past.  The Project should provide more follow up to groups to maximize sustainability especially through a war period
.  

The current (May 2006) escalation of violence and violations of the Ceasefire Agreement by both parties is a threat to the project achievements.  It can only serve to destabilize the area and threaten the progress secured by the CBOs.  In this environment, they will have no time to think of developing their CBOs and Project staff will be unable to travel.  
5. Recommendations for subsequent programming

1. CIDA should replicate the participatory processes used in the LIFT project in any follow on activity in the area.  The evaluation team was impressed with commitment of both CIDA and CARE to the highly participatory processes required by the LIFT project. While most development programs normally focus on deliverables and hardware with capacity-development added on, the LIFT project has taken a very different route to development that focuses on building capacity first and foremost with minimal expenditure on hardware or grants.  The evaluators believe it is working.  

2. A future project should have sufficient resources to provide more than just a one year training contact with CBOs.  It is not always easy to define a particular length of time in which an organization may be said to have developed the basic skills for sustainability
.  This project has settled on a one year intensive training that includes weekly meetings of about one and a half hours each (75 hours yearly) plus additional organized training events as defined through 6 monthly work planning sessions.  
Most groups and staff within the project believe that this twelve months period is too short and the evaluators agree with them. It would be desirable in a new project to re-examine the length of time for the intensive training and to develop more specific indicators on basic skills and confidence levels.  Should these indicators show the need, further training should be available even after the one year period.
3. Any new project should give a greater role to NGOs where there are any that are independently operating.  This will enhance local capacity building for ongoing support for CBOs, creating professional development opportunities for the emerging generation of CD workers and a wider replicability of lessons learned locally.  At the time of writing the potential for this was only in Batticaloa.

4. Any new project should strive for a more simple M&E system that is based on indicators required by village level work plans.  Indicators should first and foremost serve the villagers need to know and need to monitor requirements.  Logframe and PMM indicators should be built as aggregates of this information among/ between groups and as a time series.  A Balanced Scorecard should be used to gather ideas and opinions on the road to sustainability and to guide 6 month plans.

5. Given the strength of many of the CBOs and FSS groups, there is a strong potential link both as resources and sites of further programming for the CARE Livelihoods Strategy being developed.  Close integration should be investigated. 
6. Given the effectiveness of the LIFT project, CIDA should be open to a further unsolicited proposal from CARE for a new or extended project.  More broadly, other INGOs with capability in the conflict area in Sri Lanka and in other similar conflict areas around the world should be made aware of CIDA’s interest in such delivery mechanisms.  CIDA might even facilitate them as may be possible.
6. Conclusions
The evaluators conclude that the project beneficiaries, CARE and CIDA have engaged in a very effective 3 way partnership during the LIFT project. Substantial benefits have accrued to the CBOs and their members as detailed above.  The two outcomes required of the project have been achieved and there is every indication that the project purpose is also being achieved.
LIFT has also been an important learning experience for all stakeholders. There are useful practices that have been developed in the project area that will serve the CBOs for a long time to come, and with regard to the changes in gender roles, which will have an enduring impact on children’s views.

Very important and additional benefits, especially relevant to the needs of conflict areas, have also been experienced.  These include:

· Functional linkages to government and at least 35 other service providers

· Development of social capital through ownership, motivation, leadership capabilities and confidence

· Expansion of social safety nets through enhanced village unity, local funds for lending, increase in community self help activities

· Decrease in local level interpersonal and intercommunity conflict.
CARE and CIDA also have the opportunity to learn from this project. The recommendations and lessons learned highlight this below.
7. Recommendations

Based on our review and experience on similar projects, we have the following recommendations:

7.1 For the Final Year and any new Project:

1. The project should give serious consideration to using the final year as a way of filling in skill and experience gaps in the current groups and in preparing/ implementing an exit strategy with each of these groups.  This is preferable to starting up more CBOs, especially since the project has exceeded its targets.  

2. A Local Resource Handbook should be prepared in Tamil, Sinhalese and English, which should provide by subject:  the names, addresses and contact details of all organizations either government, non-government or foreign who offer services or budgetary resources that are compatible with the objectives of the groups.  This can be shared widely with the CBOs, other CARE projects and more widely in the development community.
3. The project and the paid volunteers from the CBOs should further develop ideas to extend opportunities for them.  This may include increasing their numbers, their emergence as another type of CBO with a mandate to assist other projects in the field or in official extension activities.  The project should facilitate a network of these people and their wider promotion. (Also for any new project.)
4. Mechanisms to federate the CBOs should be further investigated.  (Also for any new project.)
.

5. Greater time spent on linking CBOs to other project/ donor resources is recommended.  This is particularly justified since there are many NGOs/I NGOs with programs in the areas now and most villages have INGO partners.  In areas affected by the tsunami there is a huge volume of hardware and cash available and the LIFT project could be more effective in trying to channel these resources to strong groups which they have developed.  LIFT has a particular advantage in this area since unlike many other projects it actively promotes linkages to expand resources for the CBOs. (Also for any new project.)
6. A sustainability study in April of this year of the FFSs in the Jaffna area showed that about 60% of the groups were sustainable, 20% were of medium quality and the balance very weak.  This study should be repeated in the other two areas prior to the completion of the final year’s workplan. (This will also provide ideas for any new project.)
7. The project should investigate the use of a Balanced Scorecard such as the one shown in Annex 9 as a means of sharpening the discussion on sustainability and quality of CBO operations.
8. LIFT should consider providing other infrastructure/resources support to CBOs and their beneficiaries once the groups demonstrate discipline and growth.
9. LIFT should consider involving the Agrarian Services more formally in providing further extension information on agri business opportunities and related issues
.  Expanded microfinance services are needed by FFSs that are functioning well after the intensive one year interventions by the project.
10. Functional linkages that were created should be further strengthened without stopping with one activity - especially those with financial resources.

11. LIFT should review whether the required practices in financial management in the S&C Handbook are being adequately followed by CBOs of if increased training is required 
12. Consideration should be given to researching a number of “loan model packages” that might be used to inject new business ideas and aid the functioning of the S&C lending component as well as IGAs.  The evaluators have promised to send more detailed suggestions from other work available to them.
13. The experience of strong groups
 should be featured in printed case studies in Tamil and circulated for others information and as an acknowledgement of the achievement.
7.2 For the CARE Country Programme
14. There is a recent effort still ongoing, to improve the linkages and learning between CARE programmes in Sri Lanka.  This is an urgent priority and should be driven by a bottom up appreciation of successes and challenges at the group and area office level.  We agree with some CARE staff who observe there are many lost opportunities for linkages within CARE’s programmes and to other agencies (e.g. UNDP Transition Programme).

15. We recommend that LIFT’s operating manuals, best practices and achievements be studied carefully by CARE’s PQL and incorporated in the overall country program.  LIFT and its predecessor Food Security Project have now some eight years of operating experience.  The main program delivery modalities (Farmer Field Schools, savings and credit groups, IGAs, water user groups) have operating manuals and procedures which have incorporated project experience to date.  These are excellent resources and could be used more widely within the CARE Sri Lanka program and shared with CARE International.

16. CARE could provide LIFT with a short term microfinance consultant (CARE has access to good resources for this) who should be tasked with a detailed review of the S&C component and especially the technical issues around financial sustainability and loan fund management by groups, application of interest rates, bookkeeping practices and the like, both to learn from LIFT experience and to determine if improvements are possible. 
17. CARE should develop and implement a strategy to create synergies between the CARE projects and with other donor projects to have greater results.  As a particular example, UNDP Transitional Programme management in Colombo and Batticaloa identified to the evaluation that they experience difficulty in identifying strong CBOs.  LIFT groups should be promoted.
18. CARE Sri Lanka should move smoothly to complete the human resource review in order to rationalize differences in compensation for LIFT and other staff in and out of CARE. 

7.3 For CIDA
19. LIFT’s Research and Pilots facility could have provided more benefits but was stymied by delays.  CIDA should embed decision making power to project directors for small studies and other such budget lines in the project work plan.
20. LIFT’s performance measurement matrix/ framework grew to be a large and overly complicated system.  CIDA and project holders together should adopt more modest and manageable means to measure performance.  They should be guided by the principle that CBO management data needs (targets and performance indicators) are the first and governing need.
21. CIDA / CARE should ensure RBM methods for projects allow the senior field project manager to adjust field staff numbers at his/her discretion to produce the results for which they are accountable.

22. CIDA /CARE should commission a study at project’s end to bring proper attention to the impact on women and the gender relationships in households and communities in the three locations of FSP and LIFT. 
8. Lessons Learned

5. Staff need time to learn the job. 

The dynamic of developing staff and villager awareness together contributed to the initial groups taking up to a full year to understand the strategic importance of the opportunities the project presented.  Once there were groups that could explain the reasons and benefits of the training and local planning, cross visits and volunteers made the acceleration of implementation much faster.  This was an important lesson learned for staff and groups alike
6. A corollary of this is that human resources are the main resource in capacity building projects and requirements cannot be known exactly until after some period of work in the field.  Project field management should be encouraged to tune field human resource numbers to needs on their own authority through the necessary delegated power over staff budgets.
7. Capacity building projects work best if they do not communicate high expectations of financial or hardware benefits which can skew the motivation of targeted beneficiaries.

8. Capacity building projects are enhanced if there is patience to see results and if other players in the area have hardware or complementary inputs available.

The evaluators identified several factors that contribute strongly to the effects of the project intervention.  These are:

· Ability of CIDA to support a highly process driven development approach which all experience says is required, but which is frequently overshadowed by projects with disbursement pressures and hardware overloads (e.g. tsunami!)

· Availability of other complimentary services that respond to villagers lobbying

9. Perversely, the hardships imposed by a conflict situation can motivate group activity with the project’s enabling presence.
10. Women’s and men’s ability to agree on altered gender roles are a direct consequence of the benefits of that change becoming apparent to them.  Again a conflict situation may result in more flexibility in what is acceptable at that time.

11. Well articulated operating manuals for CBO development on farmer field schools and micro-finance groups are available from the CARE LIFT project and can be easily adapted to benefit CARE and CIDA projects elsewhere.
12. Regular conferences of staff at all levels boost confidence builds morale and allows increased benefits for clients.

13. The benefits of the logframe and PMM to achieving success in the project can easily result in excessive information collection requirements, if monitoring does not serve the needs of the primary beneficiaries of the project (in this case the CBOs and their institutional growth and sustainability).  If the information is not needed by the CBO it probably does not need to be collected.

14. An inbuilt research and pilots facility is an excellent mechanism for formalizing the emergence of new worthwhile ideas and could form a part of many projects.  It needs dedicated staff to run it and a flexible funding mechanism in addition to annual work planning and budgeting to take full advantage of it.
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Annex 1 –Evaluation Terms of Reference 

A: Lead Evaluator TOR  (Context Evaluator TOR is part B on page 10 below)
1.0 BACKGROUND 

Over 20 years of conflict in Sri Lanka between the Government of Sri Lanka (GoSL) and the Liberation Tigers of Tamil Eelam (LTTE) has created great suffering, devastation, and loss of life. Living in situations of armed conflict affects all aspects of the well being of families and communities: physical, social, mental, and emotional. While the South has suffered as a result of the war, it is recognized that those living in the North and East have been most dramatically affected. The conflict's impact on the lives of those living in these areas has been severe in terms of health, food, security, infrastructure, natural resources, income generation, and the development of human resources. Exacerbating this situation is the erosion of social networks and structures that assist people in coping with long-term negative trends and shocks. Access to the general services from the Government has been extremely limited in the instances where they exist at all. 
The effect of the prolonged war and the fact that local representative structures are primarily dominated by warring interests, means that civil society structures are very weak and that they primarily serve war interests. Massive and multiple displacements, as well as out-migration in the conflict-affected areas, have created confusion with respect to availability and ownership of land. Displaced individuals and families often occupy abandoned houses and lands while many farmers cultivate the land and resources of another. Within the current context of the conflict-affected areas, land rights issues constitute a pervasive, underlying challenge to the short and medium term ability of families to meet their basic needs. 
A 2001 cease fire and the initiation of peace talks brought about an improvement in general personal security, and an increase in the mobility of people both within areas in the conflict region and outside. The removal of the economic embargo has benefited some members of the community. The cease-fire has resulted in the return of some internally displaced people to their home villages. A large proportion of this movement has been by people living in the Wanni who are returning to Jaffna, and there is relocation within Wanni itself. An increasing number of recent returnees are in greater need of rehabilitation-type assistance than development assistance. 
Many of the constraints that existed before the cease-fire still remain. For example, there is no real political representation for the people of the North and East as the Local Authority remains in strong control of Wanni and the un-cleared Batticaloa areas. Excessive influencing by the Local Authority aimed at civilians and NGO staff is still a reality. Peoples' expectations regarding rehabilitation services were high while the peace talks continued but despite much discussion about rehabilitation funding, little has happened and people have become discouraged and impatient. 

Over the past two years, Sri Lanka has been neither at war nor peace, but has had a great deal of violence; assassinations and skirmishes continue to occur frequently. Peace negotiations have been stalled for over a year and while both sides assert they are committed to peace, neither have been particularly willing to make the compromises required to achieve it. An internal fracture resulting in armed conflict within the LTTE centred in the East has complicated the peace process and is likely a main factor in delaying a return to the table by the LTTE. The current situation is one of reduced security, violence continues to escalate, and in the east, some are using the rift with the LTTE as an excuse to settle personal scores and commit murder in the guise of political assassination. 

The December 2004 tsunami greatly impacted many of the LIFT communities, 15 of 25 were affected and 2 settlements completely washed away; infrastructure destroyed and many lives lost. Settlement in temporary shelter is still the norm for many who lost their homes, and this makes people particularly vulnerable to all who would exploit them, including increased LTTE recruitment of children. 

Between 1996/97 and 2000, a project entitled Food Security in Conflict Affected Areas, funded by CIDA for $3.9M was implemented by CARE. The project goal was to increase the nutritional status of civilians in the conflict-affected areas through support to agricultural initiatives. 

Targeting assistance to farm families whose farming livelihoods had been disrupted due to displacement, or who suffered economic hardship related to poor security and/or drought, the project sought to increase food security by increasing and stabilizing food production in the North and East. While Sri Lanka was actively at war at the time of the Food Security Project, CARE had significant staffing, operational and logistical capacity in the North and East of Sri Lanka to undertake the project. Internal and external evaluations conducted on the Food Security project suggest that despite ongoing military activities, the project contributed to improved food security and livelihoods of 11,900 families, 38% of whom are women. 
The Local Initiatives For Tomorrow Project (LIFT), is built on the success and lessons learned from CIDA's Food Security in Conflict-Affected Areas Project. The Food Security Project dealt mainly with agriculture, and savings/credit. LIFT was designed to institutionalize the successes achieved in the Food Security project. LIFT will continue working in the Food Security areas of agriculture and credit and savings but focus more on local capacity development in support of the overall goal of addressing the political, social and economic causes of the conflict. A social mobilization strategy, at the heart of this project, includes CBO social mobilization and the selection of accountable and well performing NGO partners to work with and strengthen CBOs. 
The LIFT project started in March 2002, just as the benefits of the cease fire were being felt and optimism high. Project Activities were delayed, however, from project outset until about August 2002 because the TRO in the Wanni had insisted that LIFT could not work directly with community based organizations (CBOs) as planned. The LTTE wanted LIFT to work through local NGOs (under LTTE control), providing funds to them which would then disperse them to project participants. After three to four months of discussion, TRO relented and indicated that LIFT could work directly with CBOs allowing LIFT to select villages that met project criteria as most needy. 

Project Description 

LIFT's purpose is to improve the ability of new and existing CBOs in conflict-affected areas to provide local communities with the tools to access and manage local resources to help meet basic human needs; to empower CBO members to participate as partners in decision-making processes related to achieving basic human needs and rights. The Project focus is to develop the capacity of CBOs to support economic activities, improve food security, create employment, and provide basic human needs to the conflict affected population. Project activities are designed around socio-economic empowerment; food production; infrastructure rehabilitation; savings and credit; income generation; and research relevant to promote social cohesion, open a dialogue, and create an enabling environment for communities to secure their rights and human basic needs. The participation of farmers groups; increased participation of women in local community based organizations (CBOs) and in decision-making positions within the CBOs; as well as the initiation and sustainability of saving and credit groups are key factors in meeting project objectives. 

Expected Project Results 

Impact Level - 

(1) Improved ability of vulnerable groups to undertake activities that meet their basic human needs. 

(2) Enhanced capacity of institutions, and organizations to formulate, promote and implement policies and programs that satisfy basic human needs. 
Outcome Level - 

100) CBO members enabled to cope with socioeconomic conditions in conflict-affected areas to meet basic human needs. 

200) CBO members involved in implementing local development projects. 

Outputs Level - 

100) 

A. Selected effects of the conflict being addressed 

B. Selected NGOs delivering services to clients that respond to clients' needs. 

C. Women benefiting equally from project results. 

D. Increase in the participation of women in CBOs at the decision-making levels. 
200) 

A. Farmers, including women, have adopted LEIT Technologies. 

B. Increase in the diversity of vegetables in home gardens and diversity in household diets. 

300) Farmers' groups maintain and operate irrigation tanks, wells and other infrastructure provided by the project. 

400) 

A. Savings and credit groups are viable and responsive to members' needs. 

B. Increase and/or maintenance of households' income. 

500) Non-agricultural income generation sub-projects implemented if opportunities found. 

600) The project kept abreast of contextual developments and making appropriate changes to implementation 

Project Management: The project was approved under CIDA's Line of Business No.8, the Bilateral Responsive Mechanism and is managed by the CIDA Development Officer (CIDA PTL) through a Contribution Agreement between CIDA and CARE Canada. On a day to day basis the project is run by a Project Director, contracted by CARE, who is situated in Colombo. The Project Director reports to CARE in Ottawa which then reports to CIDA. Strategic direction for the project is determined through an annual Project Steering Committee Meeting comprised of CIDA and CARE. Ongoing project monitoring is carried out by the local Development Advisor at CIDA's Project Support Unit (PSU) in Sri Lanka. 

PURPOSE OF THE EVALUATION 

CIDA's Performance Review Policy calls for periodic independent evaluations of its policies, programs and projects and operations. The results contribute to better informed decision-making, foster an environment of learning by doing, and promote greater accountability for performance. 
The purpose of this evaluation is twofold: 

1) to assess the efficiency and effectiveness of project implementation in relation to results achieved in order to inform CIDA, and CARE (the Canadian Executing Agency (CEA)) with regard to any necessary action that may be needed to ensure maximum sustainable project results will be achieved, and 

2) to make recommendations for subsequent programming upon completion of the LIFT project. The evaluation will also assess the effect on the project of 1) delay in initial project implementation due to the LTTE, and 2) delay in project activities due to the Karuna-LTTE conflict which occurred in 2004, with regard to the project achieving its objectives within the original time frame. 

2.0 SCOPE OF WORK 

In the context of both assessing LIFT, and making recommendations for future programming, the Evaluator will assess progress towards achieving stated project results, determine lessons learned, identify factors which may impact on overall project success and make recommendations accordingly. The Evaluation will also review the appropriateness of the project's design in achieving planned results, and determine to what extent the design has had to be modified to adapt to the changing realities in Sri Lanka throughout project implementation. It will explain how lessons learned have been incorporated into project design and how and to what extent this increased/ enhanced/strengthened the ability of the project to achieve stated objectives? Ultimately the evaluation must address the value added and the sustainability of project results. With all this in mind, the Evaluator will make recommendations for continued programming. 
The evaluation will be based on the Framework of Results and Key Success Factors outlined by Performance Review Division (March 2000). The Canadian Consultant will be the lead evaluator, responsible for the final product. Work will be carried out in Canada and in Sri Lanka. A local consultant will be contracted in Sri Lanka to assist the Canadian Consultant in carrying out the evaluation process. The consultants will assess the developmental and operational/management factors that have contributed to achieving results through analysis of the areas listed below. The evaluation work plan and reports will be expected to follow a logical progression from the Project's design to its achievement of its intended long term results. The following is provided to guide the evaluators: 
Appropriateness of Design 

· Are the project design and expected results based on a sound understanding of the local context? 
· Were risks, constraints, and opportunities clearly identified? In particular, were the risks of restriction in mobility and perception of change as a threat properly analysed by the project with sufficient resources and time allocated to manage these? 

· Are project resources, capacities and selected strategies appropriate to achieve intended results? 

· How does the project design include strategies for ongoing project monitoring and ongoing performance review; 

· How and to what extent did the project's design allow for ongoing review and flexibility to make necessary changes in its approach to achieve results? 
Partnership 
· Assess the extent to which project management structures are coherent with a partnership approach to implementation. 
· Assess LIFT's approach to the selection and strengthening of, and programming with, partners in the civil society, government or international community. 

· Assess the extent to which project participants and partners were involved in planning, design, implementation and monitoring, and in the planning and performance review processes of project undertakings. 

· Identify and assess what are the linkages/collaboration between LIFT and the efforts of local organizations to strengthen the capacity of community groups to plan and deliver programs and projects which benefit residents within the community. 

· Is there a clear definition, understanding and acceptance of the roles and responsibilities of the Project implementation team, project participants - both organizational and individuals? 

· Assess the project's networking strategy and identify the most effective networking approaches and tools. 
Appropriateness of Resource Utilization 

· Assess the extent to which there is a good match between LIFT needs and the knowledge, expertise and personal skills of the project team members. 

· To what extent does the project's management allow for innovation and creativity, and risk taking amongst project team members, providing support to new ideas and approaches? 

·  Assess the adequacy of strategies and practices established to respond to the nature and level of risk to project funds. 

· Has technical assistance been used effectively? 

· Assess the pertinence of the projects approach and the success of this strategy in terms of the project's capacity to carry out a uniformly high quality of programming across a range of activities. 

· Reassess the risk factors, risk management strategy, and implications. 

· Are project objectives realistic for the time period, given human and financial resources provided? 

· What are the opportunities for achieving greater reach in project activities and maximizing impact? 

· Assess the distribution of project responsibilities amongst CARE Canada, CARE Sri Lanka, and the LIFT Project offices. Are resources appropriately allocated to provide the Project with sufficient support? What is the value added in terms of the role of CARE Canada? 

· Assess the extent to which the current project management structure is adequate for interaction between other aspects of CIDA programming in Sri Lanka; how has the project made use of the knowledge, lessons and results arising from LIFT to inform bilateral programming and project partners? 
Informed and Timely Action 
· Assess the extent to which the project has responded to changes and constraints identified and the processes and networks in place to identify and assess trends in the project environment. How successful are any modifications to the original project design in addressing developmental and operational challenges? 
· Assess the adequacy of the monitoring and reporting system to provide information and respond to internal/external constraints and opportunities in the project environment including risks to project funds and assets. 
Development Results Achieved  

· Assess progress made toward achievement of results, both expected and unexpected, at the outcome and output levels as defined in the LFA.  

· Regarding impact level results, the Consultant should assess whether the project is on track to contributing to achievement of the expected results in the longer term.  

· Highlight actual versus expected results in the partner country and actual versus expected results/benefits to Canada.  

· What progress has been made in institutionalizing the successes achieved in the Food Security Project?  

· Identify and evaluate specific contributions the project has made towards community empowerment, human resource development, gender equality, food security, increased livelihoods, and the acceptance of environmentally sustainable technologies? Describe and assess the positive/negative impact of any unexpected results.  

· How is this project is contributing to the overall peace building process and the capacity of the CBOs in related advocacy roles?  

· Assess the ways in which the project has affected the dynamics of peace or conflict in the villages and among the stakeholders/target groups.  

· What are the elements of the project that strengthen the chances for peace and decrease the chances for violent conflict?  

· Has the project been able to adhere to the principles of "do no harm", particularly in the context of selecting some communities for assistance over others? 
Relevance of Results  
· Assess the value added of LIFT in comparison to other donor activities in the project areas.  

· Assess the contribution and relevance of LIFT to contributing to progress on human rights and gender equality in the target areas. 
· Are results consistent with CIDA's poverty reduction and sustainable development policies, branch/program priorities, and the goals of CIDA's 1999 Policy on Gender Equality? 
Cost-Effectiveness of Results 
· Assess the reasonability of the relationship between planned project costs, actual project costs and project results to date. 
· Assess the extent to which financial information is complete, accurate and reliable. 
· Assess the financial management tools in place to ensure cost-effectiveness in the use of CIDA funds. 
Development Results Achievable 
· Assess the likelihood of LIFT achieving planned results within the existing project duration; are project objectives too ambitious for one five year project given the societal, political, economic, and environmental challenges? 
· What would be required to achieve solid, sustainable improvements in the condition of the target communities? 
Sustainablity of Results 
· What is the expected level of sustainability of results achieved by the project in light of the domestic, institutional, and international environment which affects the promotion of civil society, human rights and gender equity in Sri Lanka? 
· Assess the adequacy of LIFT's capacity development approach at individual, organizational and community levels, as important indicators of the sustainability of LIFT's processes and results. 
· To what extent has LIFT encouraged and supported the institutional capacity of local organizations to facilitate the achievement of sustainable results? 
· Assess the sustainability of project results vis a vis LIFT's approach in relation to the project timeline. 
· Assess the local ownership of activities and results. 
Lessons and Recommendations 
· Provide operational and developmental lessons learned and provide specific recommendations to guide CIDA's future planning in this sector. 
· Demonstrate how lessons of other donors have been used to guide the LIFT. 
Capturing of Results 
· Ensure there are sufficient indicators to capture results on the overall qualitative aspect of the project, such as change in the level of empowerment and community development. 
· Ensure indicators are appropriate to capture data demonstrating gains made in achieving gender equality. 
· Assess and propose adjustments to the list of indicators in the Project Performance Measurement Framework to ensure indicators are pertinent, and to increase measurability so that actions, outputs, progress toward project outcomes, lessons learned, and risk mitigation strategies are being captured in reporting to CIDA 
· Identify areas where there is a difficulty in gathering reliable information and make recommendations. Suggest a means of data collection for those indicators where data is lacking. 
STAKEHOLDER INVOLVEMENT 

Stakeholder participation is fundamental to CIDA evaluations. The Consultant is expected to conduct a participatory evaluation providing for active and meaningful involvement by partners, beneficiaries, and other interested parties. Stakeholder participation is to be an integral component of evaluation design and planning; information collection; the development of findings; evaluation reporting; and results dissemination. This is particularly important with respect to recommendations and planning for any subsequent phase. 
ACCOUNTABILITIES AND RESPONSIBILITIES 

The CIDA Project Team Leader (PTL) will act as evaluation manager and will have the following responsibilities: 
· Overall responsibility and accountability for the evaluation. 
· Guidance throughout the evaluation process. 
· Approval of all deliverables. 
· Dissemination of evaluation findings, as appropriate. 
The Lead Evaluator is responsible for: 
· Conducting and leading the evaluation 
· The day to day management of operations 
· Working with the local consultant to gather, synthesize, and analyse information 
· Regular and timely reporting to the evaluation manager 
· The production of deliverables in accordance with contractual requirements. 
The Lead Evaluator will report to the CIDA PTL. 
EVALUATION PROCESS 

Composition of the Evaluation Team 

The Team for the evaluation will be comprised of two evaluators - a Canadian consultant as the Lead Evaluator and local consultant as the Context Evaluator working in partnership on the evaluation process. The Canadian Consultant/Lead Evaluator will be accountable to the CIDA HQ Project Team Leader (PTL) and will have overall responsibility for the evaluation and its outputs and for working in partnership with the Context Evaluator, respecting his/her accountability and responsibilities. The Context Evaluator will be accountable to CIDA-HQ through the CIDA PSU local officer in Colombo and responsible to provide local knowledge and context, specific expertise related to the project, and language/translation skills to facilitate the evaluation process, and to work in partnership with the Canadian Lead Evaluator, respecting his/her accountability and responsibilities. Terms of reference for the Sri Lankan Consultant are attached as Appendix B to the Contract. The local consultant will be selected by the Post in collaboration with CIDA-HQ. Each evaluator will be an "independent consultant" working in partnership in order to ensure that the interim evaluation is an objective assessment of developmental and operational (management) factors. 
Methodology/Workplan 

The Lead Evaluator, and the Context Evaluator, working in partnership and coordination, will undertake preliminary reviews of project documents and jointly prepare a workplan to operationalize and direct the evaluation. They will prepare a Work Plan and a set of interview protocols to support implementation of the evaluation. The workplan will describe how the evaluation will be carried out, bringing refinements, specificity and elaboration to the terms of reference. It must be approved by the CIDA PTL and will act as the agreement between parties for how the evaluation will be conducted. 
The evaluation workplan will address the following reporting elements: 
· Overview of Investment 
· Expectations of Evaluation 
· Roles and Responsibilities 
· Evaluation Methodology 
· Evaluation Framework 
· Information Collection and Analysis 
· Reporting 
· Work Scheduling 
Activities 
The main activities of this assignment include, but are not limited to, the following: 
1. Preparation: Document review and development of evaluation work plan and travel arrangements to be drafted and approved by CIDA prior to departure for Sri Lanka. 
2. Undertake LIFT Interim Evaluation Field mission to Sri Lanka, including: 
A. Interviews with project partners and stakeholders; 
B. Interviews with CIDA staff and project implementation team; 
C. Preparation of interim findings and workshop/debriefing for project staff. 
3. Debrief CIDA and CARE. 
4. Prepare and finalize LIFT Interim Evaluation report. 
Deliverables 
The main deliverables of this assignment include the following: 
1. Draft Workplan with methodology to guide the evaluation and draft interview protocols for comment by CIDA (HQ and Post); 
2. Final Workplan approved by CIDA prior to departure; 
3. Field mission in Sri Lanka including workshop debrief to Project Staff 
4. Oral debriefings to CIDA, CARE, and stakeholders on key preliminary findings, lessons, and recommendations by the Team Leader. 
5. Draft Evaluation Report with findings, lessons learned and recommendations in accordance with standards identified in the CIDA Evaluation Guide submitted to CIDA for review and comments; 
6. Final Evaluation Report for the review will be prepared based on feedback from CIDA on the draft report. 
Deliverables will be submitted to CIDA electronically via E-mail and/or on diskette in Lotus Word Pro Release 9 or MS- Word and in hard copy. 
Schedule 
Deliverables 1-5 must be completed by May ?? 31, 2006 and deliverable 6, the final Evaluation Report, must be completed no later than June 30, 2006, when the mandate will end. 
3.0 LEVEL OF EFFORT 

The total estimated level of effort required for the proposed resource to perform the services required for this mandate is approximately forty-one (41) days. The estimated level of effort for each activity is as shown in the following table: 

[image: image3.emf]
International Travel 
The mandate involves a mission to Sri Lanka anticipated to take place in early 2006. The budget for international travel and related expenses is limited to $15,000. 
Location of Work 
The work must be performed at the contractor's place of business; however, the proposed resource may be required to attend one 5-day meeting and one 1-day meeting at CIDA offices in Gatineau, Québec over the course of the contract. 
Language of Work 
All work will be conducted in English. 

B: Context Evaluator
Annex 2 - Evaluation Framework and Tools Developed
The Evaluators developed the framework below to address the 2 objective of the evaluation.  The framework is self explanatory.  Questionnaires developed and are contained in the Workplan.  They were useful but mostly too detailed for the time that groups could afford to give us.  Individual stories were captured only through group meetings.

The primary source of data and accomplishments of the project are the CARE LIFT reports which all stakeholders and the Evaluators have used.  Although an update of achievements from August 31 2005 was requested by the Team before they met in Colombo, this was not possible since the system used by the project can only generate data on a six monthly cycle and it is apparently very complex to ask staff to provide any other updates.  This illustrates well a shortcoming of the M and E system (the disconnect between monthly field monitoring and reports to Technical staff and the overall project data base) which is the subject of discussion elsewhere.

Here is the framework.

Evaluation Framework
	Objective 1 -  Assess the efficiency and effectiveness of project implementation in relation to results achieved

	Issues
	Aspects/ Sub – Questions
	Performance Indicators/ Variables to be Considered 
	Sources of Information
	Information Collection

	1. Was the project design and implementation appropriate and has it adapted itself to the evolution of events?
	Appropriateness of Design;
· Are the project design and expected results based on a sound understanding of the local context? 

· Were risks, constraints, and opportunities clearly identified? In particular, were the risks of restriction in mobility and perception of change as a threat properly analysed by the project with sufficient resources and time allocated to manage these? 

· Are project resources, capacities and selected strategies appropriate to achieve intended results? 

· How does the project design include strategies for ongoing project monitoring and ongoing performance review; 

· How and to what extent did the project's design allow for ongoing review and flexibility to make necessary changes in its approach to achieve results? 

Partnership

· Assess the extent to which project management structures are coherent with a partnership approach to implementation. 

· Assess LIFT's approach to the selection and strengthening of, and programming with, partners in the civil society, government or international community. 

· Assess the extent to which project participants and partners were involved in planning, design, implementation and monitoring, and in the planning and performance review processes of project undertakings. 

· Identify and assess what are the linkages/collaboration between LIFT and the efforts of local organizations to strengthen the capacity of community groups to plan and deliver programs and projects which benefit residents within the community. 

· Is there a clear definition, understanding and acceptance of the roles and responsibilities of the Project implementation team, project participants - both organizational and individuals? 

· Assess the project's networking strategy and identify the most effective networking approaches and tools. 
· Were efforts being coordinated with other developmental initiatives?
Resource Utilization

· Assess the extent to which there is a good match between LIFT needs and the knowledge, expertise and personal skills of the project team members. 

· To what extent does the project's management allow for innovation and creativity, and risk taking amongst project team members, providing support to new ideas and approaches? 

·  Assess the adequacy of strategies and practices established to respond to the nature and level of risk to project funds. 

· Has technical assistance been used effectively? 

· Assess the pertinence of the projects approach and the success of this strategy in terms of the project's capacity to carry out a uniformly high quality of programming across a range of activities. 

· Reassess the risk factors, risk management strategy, and implications. 

· Are project objectives realistic for the time period, given human and financial resources provided? 

· What are the opportunities for achieving greater reach in project activities and maximizing impact? 

· Assess the distribution of project responsibilities amongst CARE Canada, CARE Sri Lanka, and the LIFT Project offices. Are resources appropriately allocated to provide the Project with sufficient support? What is the value added in terms of the role of CARE Canada? 

· Assess the extent to which the current project management structure is adequate for interaction between other aspects of CIDA programming in Sri Lanka; how has the project made use of the knowledge, lessons and results arising from LIFT to inform bilateral programming and project partners? 

Informed and Timely Action

· Assess the extent to which the project has responded to changes and constraints identified and the processes and networks in place to identify and assess trends in the project environment. How successful are any modifications to the original project design in addressing developmental and operational challenges? 

· Assess the adequacy of the monitoring and reporting system to provide information and respond to internal/external constraints and opportunities in the project environment including risks to project funds and assets. 
· Were management structures (within CARE, the CHC and CIDA respectively) effective in responding to ongoing challenges and in promoting creativity and innovation
CIDA Responsiveness

· Were there appropriate and adequate information systems in place to identify emerging risk, developing issues, and project performance levels? 
· Was there effective sharing of information?
· Did CIDA respond in a timely and efficient manner?

	· Ability to address the real needs of targeted beneficiaries (satisfaction, 
· Degree to which CIDA programming is aligned with the priorities of the GOSL/ the local authority

· Consistency with CIDA’s policies and priorities, Canadian foreign policy

· Number and nature of info sharing systems in place

· Evidence that systems function and are used effectively

· Evidence of timeliness of using information to manage effectively, appropriateness of actions taken

· Evidence of systems in place to share information with recipient ministries, civil society organizations, partners, other donors, etc.

· Evidence of effective partnership relationships, result–based management, effective risk management

· Evidence of sensitivity to local contexts
· Sensible timing requirements of supporting documentation
· Evidence of clearly understood management accountabilities and responsibilities

· Degree of stakeholder participation

· Success of systems in _responding to change

· Application of lessons learned

	· CIDA and PSU staff

· Canadian High Commissioner, DFAIT
· CARE staff

· Local authority officials

· Management and Beneficiaries of Civil society organizations

· Other donor agencies with similar experience

· Country, program, project level documents


	· Document review

· Project interviews

· Key informant interviews

· Focus groups

· Site visits



	2. What progress was made towards the achievement of results at the output and outcome and impact levels?


	Development Results Achieved

· Assess progress made toward achievement of results, both expected and unexpected, at the outcome and output levels as defined in the LFA.  

· Regarding impact level results, the Consultant should assess whether the project is on track to contributing to achievement of the expected results in the longer term.  

· Highlight actual versus expected results in the partner country and actual versus expected results/benefits to Canada.  

· What progress has been made in institutionalizing the successes achieved in the Food Security Project?  

· Identify and evaluate specific contributions the project has made towards community empowerment, human resource development, gender equality, food security, increased livelihoods, and the acceptance of environmentally sustainable technologies? Describe and assess the positive/negative impact of any unexpected results.  

· How is this project contributing to the overall peace building process and the capacity of the CBOs in related advocacy roles?  

· Assess the ways in which the project has affected the dynamics of peace or conflict in the villages and among the stakeholders/target groups.  

· What are the elements of the project that strengthen the chances for peace and decrease the chances for violent conflict?  

· Has the project been able to adhere to the principles of "do no harm", particularly in the context of selecting some communities for assistance over others?

Cost Effectiveness

· Assess the reasonability of the relationship between planned project costs, actual project costs and project results to date. 

· Assess the extent to which financial information is complete, accurate and reliable. 

· Assess the financial management tools in place to ensure cost-effectiveness in the use of CIDA funds. 


	Impact/Goal Level

· Basic Human Needs:  Evidence of improved ability of vulnerable groups to undertake activities that meet their basic human needs

· Governance: Evidence of improved capabilities of local authority and basic service institutions to formulate, promote and implement policies and programs that satisfy basic human needs

Outcome/Purpose Level

· Community-based Institutional and Human Resource Development: Evidence of capacity building, empowerment and improved sustainability of civil society organizations, number of organizations strengthened; capabilities of members enhanced for group management; number of members trained; satisfaction of members
· Economic Development: Evidence of enhancements of business / marketing linkages, skills and technology development, small and medium business support; improvements in family income; improvements in household assets
· Gender Equality: Evidence of advancements in women’s equal participation as decision– makers, women’s rights, women’s access to and control over resources/benefits


	· Local authority officials

· Management and Beneficiaries of Civil society organizations

· CIDA and PSU staff

· CARE staff

· Canadian High Commissioner, DFAIT

· Other donor agencies with similar experience

· Country, program, project level documents


	· Document review

· Project interviews

· Key informant interviews

· Focus groups

· Site visits



	3 Has the Project been responsive to development challenges, priorities and objectives of the communities affected? to Canada’s concerns?
	· Did CIDA’s investments make sense in terms of meeting the challenges taken on? 
· Was there consistency with the needs and priorities of the project area inhabitants? 
· Were project plans able to respond to targets of opportunity?
· Were Canada’s concerns adequately addressed? 
	· Assessment of the field conditions
· Extent to which project management and community participatory mechanisms have resulted in changes to activities and budgets
· Utility of project to Canadian concerns

	· SL/ the local authority officials

· Beneficiaries

· Civil society organizations

· CIDA project officers and staff, program branch managers


	· Document review

· Project interviews

· Key informant interviews

· Site visits



	4 To what extent will the results and benefits continue after CIDA’s involvement ends? 
	Relevance of Results:

· Assess the value added of LIFT in comparison to other donor activities in the project areas.  

· Assess the contribution and relevance of LIFT to contributing to progress on human rights and gender equality in the target areas. 

· Are results consistent with CIDA's poverty reduction and sustainable development policies, branch/program priorities, and the goals of CIDA's 1999 Policy on Gender Equality? 

Sustainability

· What is the expected level of sustainability of results achieved by the project in light of the domestic, institutional, and international environment which affects the promotion of civil society, human rights and gender equity in Sri Lanka? 

· Assess the adequacy of LIFT's capacity development approach at individual, organizational and community levels, as important indicators of the sustainability of LIFT's processes and results. 

· To what extent has LIFT encouraged and supported the institutional capacity of local organizations to facilitate the achievement of sustainable results? 

· Assess the sustainability of project results vis a vis LIFT's approach in relation to the project timeline. 

· Assess the local ownership of activities and results.
	· Evidence of improved economic means and prospects, enhancing capacities for being self– sustaining, more empowered, self–aware

· Extent of local ownership

· Commitment of adequate resources

· Institutional capacity building

· Conduciveness of international/national _environment (e.g. domestic policies)

· Evidence of improved economic means and prospects, capacities for being self– sustaining, empowerment, self–awareness

· Evidence of investments attributable to program, contributions to improved business development, focus on sustainability


	· Local authority officials

· Management and Beneficiaries of Civil society organizations

· CIDA and PSU staff

· CARE staff

· Canadian High Commissioner, DFAIT
	· Document review

· Project interviews

· Key informant interviews

· Site visits



	
	
	
	
	

	
	
	
	
	


	Objective 2. Provide recommendations for subsequent programming upon completion of the LIFT project

	Issues
	Sub - Questions
	Sources of Information
	Information Collection

	1 What needs to be done to achieve poverty reduction and sustainable development objectives in the areas?  Can such activities further or better assist the peace process?
	· What foci should be brought to donor funding? 
· How should development cooperation be carried out to best advantage? 
· What are the core constraints to realizing such development cooperation opportunities?
·  How should these constraints be overcome? 
	· Local authority officials

· Management and Beneficiaries of Civil society organizations

· CIDA and PSU staff

· CARE staff

· Canadian High Commissioner, DFAIT

· Other donor agencies with similar experience
	· Key informant interviews

· Focus groups



	2 What was learned from the Country Program that could strengthen Canada’s Development Cooperation Strategy’s’ capacity to respond to development challenges, priorities and objectives? 
	· How should CIDA programming be structured?
·  What development cooperation priorities, themes and/or activities should be emphasized? 
· What changes to present strategies and practices are recommended? 
	· Local authority officials

· Management and Beneficiaries of Civil society organizations

· CIDA and PSU staff

· CARE staff

· Canadian High Commissioner, DFAIT


	· Key informant interviews

· Focus groups

	3 What areas offer the strongest potential for longer–term institutional relationships and partnerships that would benefit from utilizing complementary strengths and political willingness between Canada, GOSL and the Local Authority? _ 
	· What types of institutional relationships, partnerships and activity areas have worked well to date? Why? 
· What areas will offer the best potential for working relationships involving Canada in the future?
·  What areas represent a good ‘fit’ for complementary strengths and political willingness? 
	· Local authority officials

· Management and Beneficiaries of Civil society organizations

· CIDA and PSU staff

· CARE staff

· Canadian High Commissioner, DFAIT
	· Key informant interviews

· Focus groups




Annex 3 - Evaluation Team Members’ Bios
Michael Adair – Lead Evaluator (adair@ksc.th.com)

Mike has spent nearly 30 years working in development including 10 years as a CIDA staff member.  Since leaving CIDA in 1987 he has worked as an independent consultant, leading and managing teams in both long and short term assignments.  He has worked and/or lived in Bangladesh, Burma/Myanmar, Cambodia, Ghana, Guinea, Indonesia, Kenya, Lao PDR, Malaysia, Pakistan, Philippines, Rwanda, Somalia, Sri Lanka, Tanzania, Thailand and Vietnam.

His assignments have included work in agriculture and rural development, appropriate technology, capacity development, community participation, conflict and development, gender and development, governance and management systems, HRD, institution building, management and team building, MDGs, micro-finance (9 years), monitoring and evaluation, NGO/peoples' organizations, policy development, poverty reduction, process oriented management, programme and project design, PRSPs, small scale industry.
He has worked for CIDA, UN agencies (UNDP and UNODC), DFID and the European Union.

He particularly enjoys assignments that require innovative and team approaches to improving the impact and quality of design or management of development programmes for poverty alleviation.  He favours participatory processes and looks for opportunities to blend local and international best practices

Chandra Coomaraswamy – Context Evaluator (ccoomaraswamy@hotmal.com)

Chandra worked for government for 3 years before moving to the non-government sector.  She worked for 10 years for the Sri Lanka Foundation Institute as a Coordinator/Lecturer in Education and Adult Training.  She has worked as well for the Friedrich-Ebert-Stiftung of Germany and was Deputy Field Director for World University Service of Canada in Sri Lanka for 4 years.
Working as an independent consultant, her work has included assignments in Participatory Training, Human Resources Development, Capacity building, Business Development, Gender and development, Project Planning, Monitoring and evaluation, Community Development, NGO Management, human rights, Social Research and Rehabilitation.  Presently she is involved in the Voluntary Service Overseas (VSO) STRENGTHS project Evaluation (an NGO capacity building project funded by the EU and implemented by VSO Sri Lanka in partnership with National Forum of People’s Organization).

She has excellent interpersonal skills and enjoys all forms of training and the challenges of communication for development.
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Annex 5 - Itinerary/ List of Consultations
1.  Batticaloa – April 18 – April 23

Late afternoon April 18 – Office meeting and briefing

April 19 – April 22 – Field travel and discussions with 11 groups selected in discussion with LIFT senior management as follows

Evaluation Sample Coverage  - Element and Year
(bracketed number is map reference)
	Programme Delivery Element
	Year 1 Group

2002
	Year 2 Group

2003
	Year 3 Group

2004
	Year 4 Group

2005
	Total by Element

	Farmer Field School
	1 Paalchenai (07)
	1 Maavalayaru (28)
	2 Thonithatamadu (34) & 

Marappalam (40)
	1 Kaikelachcholai (44)
	5

	Savings & Credit Group
	1 Puliyankandaladi (04)
	1 Kochchitthotam (27)
	
	1 Naapaththvil (46)
	3

	Income Generating Group
	
	1 Vayalchenai (17)
	1 Curd Production (33)
	
	2

	Water User Group
	
	1 Kerny Nagar (22)
	
	
	1

	Total by year
	2
	4
	3
	2
	11

	FSP Group
	
	1

	NGO Partner
	
	1


April 23 – Visit to NGO and FSP group.  Office Discussions, meet Area Coordinator Michele Cecere, M and E review, meet with UNDP Transitional Programme wrap up with staff

2.  Kilinochchi April 24 to 26th 

	Programme Delivery Element
	Year 1 Group
	Year 2 Group
	Year 3 Group
	Year 4 Group
	Total by Element

	Farmer Field School
	
	
	Pasumsoolai FFS
	
	1

	Savings & Credit Group
	
	
	
	
	

	Income Generating Group
	
	
	
	
	

	Water User Group
	
	
	
	
	

	FSP Group
	Nanthavanam S and C established 2000
	1/5

	Total by year
	
	
	
	
	2


Annex 6 - Summary of Interviews 
1.  Mr Greg Chapman and Ms Rose Gnaneswaran

Project Director and Deputy Director

CARE Colombo Office April 17

Greg and Rose provided a briefing on the history of the project starting with the Food Security Project (FSP) in 1999 to 2002 which operated in the same three areas.  Greg has been in Sri Lanka since August, 2001 and was the last manager of the FSP.  He is a strong promoter of the FFS approach.

The FFS methodology was started in the 1980s by FAO as a vehicle for delivering the integrated pest management project.  These days it has more of a non-formal adult education focus on the key areas of income-generation and capacity-building.  The project also includes the development of staff skills around leadership, conflict resolution, communication skills, governance, sustainability and gender.  He outlined several objectives that are intended by using this method.

4. action learning linked with technical assistance; Getting the farmers to design their own curriculum

5. increasing decision-making skills at the village level; improving the ability to think critically

6. a third and more difficult objective is to create a local institutional resource; this organization may register or not.  S&C groups have the option of registering under the Social Services Act administered by the DS under the authority of the Ministry Of Social Services of the provincial government.  FFSs can register under the Agrarian Services section of the Ministry of Agriculture.
The FSP aimed more at the first objective.  LIFT has focused more on number two and especially three with additional activities provided through IGAs and the Research and Pilots Component.  This shift in entry points with the local community responded to the changing needs and required also a shift in staff skills.  The increasing emphasis on IGAs arose because of the lifting of the government embargo in 2002 with the signing of the Cease Fire Agreement and the increase in opportunity for economic and trading activities.  The Research and Pilots Component was created as a way to formalize and give visibility to the need to fill information gaps and help the project evolve.

The project emphasizes socio-economic empowerment as an overall direction.  It is powerful as a concept but also encompasses almost everything else including gender, psychosocial aspects, NGO and CBO training.  LIFT tries to teach people how to solve problems.

The wisdom of using the FFS approach was reinforced when these organizations were able to arrange extension of services or new services in their community.  This has included increased the de-mining activities and as well as schools, health, water, animal production, agricultural extension, etc.  The project uses the term “functional” linkages (not “linkages”) in order to emphasize that the real benefit to the functioning of the community results.

NGOs and CBOs:  In the project the term “NGO” is used to define an organization that may have a program outreach of four or five villages and may also be a member of an apex organization.  A “CBO” by contrast has its activities only in one village.  Some may also be interested in federating in some kind of an apex organization.

In the Wanni, NGOs are more an instrument of the LTTE’s political and development interests and they like to work directly with the people.  This was an issue at the beginning of the project when LIFT also wanted to work directly with the people.  In the Wanni, although it is an LTTE area, government services are present and the office of DS and GA, together with some other government departments, are important service providers.

In Jaffna and Batticaloa, NGOs tend to work more through CBOs to reach their recipient population.  In Batticaloa a there are two areas (cleared and uncleared).  Care is working in the uncleared areas.  There are more NGOs operating in these areas that are higher quality and not as attached to the LTTE as in the north.

In 2003 approximately 69 NGOs were operating in Batticaloa.  Now there are more than 200 as a result of the tsunami support.  The project works with six NGOs in Batticaloa and avoids them in the other two project areas for reasons stated.

CBOs are very important as civil society organizations that by and large have disappeared during the war.  CARE’s policy and the policy of LIFT are to rejuvenate the tradition of CBOs as a way to preserve and develop social capital.
Selecting villages, the project chooses those that are cut off and more remote usually with no electricity, and not much communication with outside organizations.  

Each year eight villages (14 in Battti) are selected using the above criteria.  These are reviewed with the district level staff as well as the Divisional Secretary.  A village meeting is then scheduled to establish contact with village leaders.  Some basic data is collected and a review of other organizations that may be working there.  Villages “self select” themselves in this manner.  When the numbers of participants are estimated the project goes back to the division and district levels to provide the necessary information.  At a meeting with the DS, target numbers are reviewed as well as the nature of activities that will be engaged in and the DS gives the final approval.

Following this a community meeting is scheduled in which the project presents the basic methodology and the villagers are carefully told that the project is not oriented towards the delivery of hardware.
Lateral Spread:  The normal limit for the first year group is between 25 and 30 members.  However others can sit in informally and thus benefit from shared information.  This is known as “lateral spread” within the project.  The FSP did a study in 2000 and calculated a six to one lateral spread, meaning that the population affected by prodoc activities pillows up to six times the membership of the groups supported.

The FFS has been the focus of a sustainability study done in Jaffna which will be completed in the other two areas before the beginning of June using CARE and project contacted resources.

One of the successful activities in the FFS has been the “study plot” in which a Farmer donates a small plot of land in which to try a new management mechanism or some improved technical approach.  An example would be to use integrated pest management techniques to identify predator and prey insects.  Techniques of fertilizer application, use of organic fertilizers in home gardening, maximizing water use and other agricultural practices are skills known to the project’s agricultural staff.  This also contributes to lateral spread.  They are also in touch with the government agricultural agents.

The project does not think a lot of new ideas or technologies are needed, the challenge being more the availability and adoption of basic improvements that can impact on former incomes.  In this regard government structures are very weak and extension staff are few in number with no transport and/or no fuel.

Savings and credit groups: S&C groups are a second basic organizing focus in the selected villages and are directed at women.  The project has a full set of operating standards which are used in the training of the groups and management committee.  Some of the savings and credit groups from FSP days have now been there for up to eight years.  They work quite independently and have become very competent.
A group can qualify for a seed capital grant for their revolving loan fund provided that they are able to satisfy a number of operating performance criteria during the first six months.  These criteria are shared during organization and training meetings and the group begins to monitor its progress in the area of savings mobilization and attendance.  If the conditions are met a grant of Rs 55,000 is possible after six months.  After one year a second grant of up to Rs 65,000 can be awarded depending on performance.

It is the policy of the project that there should be no overlap in members between FFS and savings and credit groups.  BIG group members are also savings and credit group members.

IGA groups are formed by application only and could be formed from either an FFS or S&G groups members.  A grant of up to Rs 300,000 is available based on the business plan and needs.  The product identifies the need to be more focused on a market driven approach.  One CARE staff person will be looking into this.  19 have been funded so far and normally a percentage of the profit goes back to the parent group (FFS or savings and credit) as a way of linking the success back to the larger group and informing them of the potential of IGAs.
Water user groups:  During the initial stages of the project the village needs assessments pointed to the need to rehabilitate irrigation facilities as well as tanks and Wells for agricultural and drinking water purposes.  Normally tend to 20% of the project cost must be contributed by the village.  The prodoc defines a major tank to have a command area of more than 200 hectares.  Typical costs for a well are between Rs 20,000 to 80,000 either to rehabilitate or to construct a new well.  For a tank renovation approximate costs are between Rs 300,000 to 800,000.  

The other input supplied by the project is management advice and how to promote multi-user and multi use benefit.  Building more community use including bathing facilities, clothes washing and livestock watering as well as the control of water quality is normally a focus of these groups and the advice they receive.  Unfortunately rainwater catchment systems have not caught on very well in the area in contrast to their widespread popularity in Southeast Asia.

Research and Pilots Component:  The project identified a number of constraints that needed further work.  A major one was women’s access to land which formed a special study costing about Canadian $50,000 and taking one year.  A second area of study that the project wished to investigate was marketing.  It turns a reference was produced but CIDA took very long and the project was forced to drop it.  The concerns are now be integrated into other CARE internal investigations including the current livelihoods assessment for the Sri Lanka Program.

The pilot study facility is used to promote staff capacity and input into new activities or solutions to existing problems.  At twice yearly review meetings all staff are meant to submit a proposal or idea for piloting and three or four are then selected by consensus.  So far nine have been conducted.  The project notes that this is a good idea but has needed more staff time then was available.  A better idea would be to have two staff that are uniquely available to promote pilots and to manage the necessary follow-up.  

One example was the marketing of organic produce.  This was selected at the 2004 Review Meeting.  In Jaffna, 40 farmers were identified as interested and 8 randomly chosen to receive all the inputs for organic produce.  A link was established to the Agricultural Research Department.  The project hired one person to monitor, created a marketplace and promoted organic produce through advertising.  Unfortunately, local buyers were not interested since the price was higher.  Production data is available but the project has not done an evaluation.
A second example was a popular theater project in Jaffna.  Using local musicians, this sought to raise the general level of awareness of people in the area in 2003.  The project judge the result to be good however there was no follow up due to lack of staff resources.  It was also a judged to be too difficult to get additional budgetary resources from CIDA and the project had higher priorities elsewhere after the tsunami struck.

Another activity identified as a pilot was the desire of one of the savings and credit groups in the Wanni to extend their support to two neighboring villages to help them to organize and get access to revolving loan funds. (This is covered in Annex 7).
The research and pilot component also brought many benefits to the prodoc staff.  It gave them a practice forum for analyzing and committing a product designed to paper, they need two presented and defend it and then to the integrated in programming.

Project staffing:  the development sector is not and was not a significant employer in the minds of most young people.  Most do it only until they can get sufficient experience to qualify for a job in the private sector.  Staffing for the project was difficult and the FFS approach rather than traditional training delivery also demanded personal skills and attitudes that are rather less common.  The project was able to take advantage of its networking capabilities to find staff but has also suffered through post tsunami headhunting and movement of staff to other CARE projects.  9 of 26 project positions (35%) are currently filled by women.

The product has a policy of developing staff which they see as very valid and important to providing good quality service to the target groups.

Psychosocial programming:  as a result of the experience of the FS P.  The project hired a very experienced consultant to investigate the needs in this area (Irene Fraser).  The biggest activity to provide for this is through connecting people in organizations and providing referral service to health organizations for people with severe depression or anxiety problems.

Internal management strategy:  The project coordinator notes that he expects people to fill their job.  Monthly meeting of Team Leaders with their staff takes place and he himself travels and is circulating in the project sites two weeks out of every month.  With regard to project monitoring, the performance measurement matrix results in monthly reports which go to the technical coordinators sitting in Colombo.  These reports are summarized and fed back to the three area offices and also provide data for a semiannual meetings.  The Project Coordinator noted that he was not happy with the indicators in the logframe at the start of the project.  They were revised and expanded and CIDA approved the resulting changes.

The project started field testing a participatory M&E strategy in 2004/5 and is now using it more widely.  Every group is visited at least once a month by the area office and technical coordinators from Colombo visit the area offices once every six weeks.  Difficulties have been experienced in complying with the project performance report preferred by CIDA and the 40 pages of examples is a preferred method of reporting.  To date no method of quantifying the move towards institutional strengthening seems to have been sufficiently developed.

In that sense there seems to be a bit of a disconnect between the monthly report information and the monitoring system especially as it relates to institutional strengthening and outcome tracking.
2.  Mr Jonathon Wheatcroft

Counsellor (Development) and Head of Aid

Mr Patrick Bouchard

Director – PSU

Ms Shyamala Sivagurunathan

PSU Project Coordinator

CHC Colombo April 17

The Team was briefed on the security situation and heard about the CIDA programme in Sri Lanka.  Since the ceasefire agreement of 2002, CIDA has tried to have an ethnic and geographic balance in its programming.  The LIFT project is a flagship and has helped to establish ground rules especially in arrangements with the LTTE.  The CIDA programme and with project have avoided direct contact with the LTTE by using the project’s community based approach.  There were several points in the development of the project as well as its startup where negotiations were held on this point.

Every year the NGO Consortium at the LTTE district level sanctions the role of foreign/INGO interventions.  CIDA’s project has been independent of that process.  It is noted as well that Group funds are not deposited in LTTE banks.

The High Commission noted that the primary issues of the project had to do with confidence and institutional capacity-building.  In this respect the complete openness of the project to adopt the local agenda of the CBO as was viewed as a strength of the design and implementation.

Canada’s Sri Lanka program does not have a country development program framework but for other uses an interim program document to define itself.  Canada’s presence recognizes the centrality of the conflict to SRI Lanka’s current situation and tries to target process is that will resolve conflict and mitigate its impacts on the affected population.

Total bilateral assistance was Canadian dollars 5.5 million before the tsunami with about 15% been disbursed through this project.  Other significant projects are the WUSC project for rehabilitation through education and training (PRET).  Canada also supports the UNDP’s Transition Program through its multilateral contribution.

The support of the non-LIFT project for the mobilization and development of the CBO is has been often recognized by the High Commission.  They observed that some LIFT groups have been able to register and also receive funds from the UNDP program.  This is a highly positive development since typically each Donor organization has its own unique groups and although information is more frequently shared there is little opportunity to have complementary inputs to village groups.
The High Commission praised the close contact provided by the project coordinator.  They observed that this project needed very few interventions from them with third parties.  Care is it not just to be a very competent and effective host for this project with a very good contacts and a 40 year operating history in Sri Lanka.

Since 1991 Canadian development assistance has not been provided through government channels but has favored Canadian INGOs and U.N.  agencies.  Following the ceasefire, the human rights situation has improved but CIDA still has no formal relationship with the government on any aid projects.

At the local level the CIDA projects are in tune with local government and local needs.  Mobilization of groups through projects has led to increases in demands for extension services and rehabilitation of water resources in particular.  There is an increasingly urgent need to improve skills and outreach capacity of government extension staff.  In some circles there is a distrust of NGOs.

In terms of design issues and service-delivery the High Commission noted that the involvement of CARE Canada was quite minimal and that their headquarters project management has changed rather often.  They have experienced only one visit in the last two years and a second CARE Canada visit which was apparently not directed at LIFT did not even result in a courtesy call to the PSU.  In that sense the value added from CARE Canada for the overheads charged is not apparent except for the handling of advances and settlement of accounts.

The High Commission believes that LIFT has been able to respond in a timely way to changing needs and applauds the interventions of the Project Coordinator who is constantly traveling and raises any necessary issues with the High Commission.  They pointed to the difficulty around the study on marketing and regretted the delays that forced its postponement.  This was partly due to issues regarding the scheduling of the evaluation (which was delayed for almost 2 years) and the tsunami of December, 2004.

The High Commission reported that CIDA/CHC have learned a lot from the presence of the LIFT project.  They applaud the study on women’s access to land and remarked that the knowledge gained goes well beyond the boundaries of the project.  CHC frequently uses the LIFT project coordinator as a reference and referral for data collection and networking with other interested organizations and for Canadian organizations who visit Sri Lanka or have a need for information on the project areas.

The CHC observed that they had no concerns regarding the cost-effectiveness or cost-efficiency of the project.  They note that the budget was very much enhanced by movements in exchange rates.  Salaries of staff are included in the program costs and are not an administrative expense of the project.  There have been some difficulties around compensation practices.

CHC observed that the project seems to be having a very positive impact on women and have observed that women normally outnumber men by five to one during their visits.
3.  LIFT Staff Batticaloa Area Office April 18

Team Leader – Mr Kaneswaran

PO Agriculture – Ms Lavaniya

PO Microfinance – Ms Subahgani

PO SM/GAD – Ms Puweneswary

PO IGS/CM – Mr Paritiraj

PO Agriculture – Mr Yoheswaran

PO Agriculture – Mr Selvakaran

PO Tanks – Mr Kamalaruban

The Team Leader reviewed the project and staffing events and we discussed the general level of development in the area.  Staff noted that the remote areas where the project works are very poor where the knowledge levels of the population are very low and even toilets are not used.  Often language is an issue as people may not have sufficient technical of development vocabulary to allow an easy communication of ideas.

Following the tsunami, NGOs and external resources have swarmed into the area and it seems to LIFT staff that the effect of the project has been somehow masked by all this additional activity.

There is a significant feeling that CARE Sri Lanka or its Area Office is not giving sufficient weight to the lessons learned and social capital created by the project.  In LIFT staff’s view these are not being shared widely enough within CARE and with others.  They noted that the LIFT project and staff are the ones working in the most marginalized areas where other organizations do not go.  The Team Leader praised the hard work and dedication of staff.  He noted that four of the original staff have left either for marriage or for other jobs.  A particular challenge for the office is the travel time to reach the project areas which may be up to two hours one way or four hours total travel in one day.  Once in those villages there are no small shops, no toilet facilities and staff must be totally self contained in order to function there.  The lack of toilet facilities is a particular burden for female staff.

They note that behavior and dress is especially important in creating credibility with local people in these poorer communities.  The display of sophisticated clothing, cars etc is a barrier to sharing.  Project staff make a special effort to connect to people in locally acceptable ways including participating in local ceremonies.
In Batticaloa they have formed new CBOs in the fourteen yearly selected villages and the old FSP groups (eight groups) are not directly involved.  These old groups send regular reports on the seed capital given during the previous project but LIFT has no contact with them.  This practice is different from the other area offices.

By the time of the tsunami, the project had enrolled its third year groups already but there were many changes as a result of that disaster.  In particular there was a significant loss of membership through death and out migration.  Many of these people were good members.  Weaker groups have been frequently quite negatively affected by the huge amounts of financial assistance available.  Stronger groups were able to use their training and exposure to mold and shape both the form and terms and conditions of the post-tsunami assistance.  Some team members observed that the project has been impacted negatively by the tsunami aid through its effect on individuals and groups priorities and transparency.

They highlighted the contributions that the LIFT project had made to the easy entry of World Vision into the tsunami affected areas.  They are disappointed that the CARE area office is not making better use of the groups that they have developed in the tsunami areas in the delivery of shelter program and other benefits.  They believe there have been significant missed opportunities for both the community and for the CARE program.  The slowness of CARE’s response in these LIFT villages has also resulted in a loss of credibility for the LIFT staff.

They believe that LIFT project coordinator provides an excellent role model for the team members.  They particularly appreciate the freedom to experiment and the flexible approach is to use of time
The outlined the strong progress that it been made by several of the groups in the Batticaloa in area and we reviewed the travel schedule and the logic for the selection of the sample.

4.  Ms Mehriban Sharifova

Field Coordinator  - UNDP Transitional Programme in Batticaloa

Mr K.  Gowviswarari

Programme Officer

Batticaloa Office

April 21

We visited the UNDP project both to follow up on the news of the grant that was made to the LIFT project at Puliyankandalady and also since we were aware that this transitional program had large financial resources available for CBOs.

The LIFT S&C group at Puliyankandalady first proposed a bakery as a project in October, 2004 and after a review the project proposal was altered to be a restaurant and the first installment was released.  The land that had been located was washed out by the tsunami and the project was stopped.  After the recovery operations the group regained its interest and activities started again in mid 2005.  It is expected to be complete by June, 2006.  There was a budget shortfall and more funds were made available from UNDP’s local development project which added $11,340 additional funds for all well and a toilet.

For UNDP- the strong point of the group was that they were a woman’s group and that there was a demonstrated business opportunity.  The history of the group as a successful savings and credit group and its stability was noted.  The initial contact was made by the LIFT project and after UNDP visited and held discussions with the group, they were impressed enough to encourage them to continue with an application.
Most of UNDP is projects go through NGOs but this one is different.  They were particularly interested in the sustainability of their investments and are concerned that using NGOs as a vehicle for delivery would only provide temporary management support and that a future loss of this investment was possible.  They view the CBOs as more reliable provided that they have a demonstrated institutional history and capacity.  In addition they note NGOs always have their own overheads that need to be paid.  Although the CBOs normally experience some delay in implementation and disbursement, the sustainability aspects are better.  In the case of this project further management training was provided through Eastern University.

The evaluation team briefed UNDP office on the availability of strong CBO as with an operating history and provided them with a photocopy of the map and list of CBOs.  They expressed great interest in this.  

Later we informed the Batticaloa Team-Leader who needs to follow up.
5.  Mr Michele Cecera, 

CARE International Area Director, Batticaloa District

Bati Office April 23

Michele took up his position in January 2006 and had been there 3 months at the time of our interview.  Following his arrival in January, CARE entered into a review of their existing program delivery strategy in Batticaloa district.  It has been decided that the program will focus in on the following three components following a “do no harm” theme:

· Gender (especially including attention to gender based violence)

· Shelter ( including both tsunami and non tsunami areas and including water and sanitation) 

· Livelihoods.

In the current conflict and post-tsunami programming environment, LIFT is seen as an important activity that needs to be “better integrated” into the overall CARE response in the district.  Although there are currently linkages between LIFT and the larger CARE program, Michele acknowledged that it lies “a bit outside”.

He noted that on arrival and following his field review, he was not happy to view the divisions between tsunami-affected and non-affected communities and between them and the communities affected by the conflict.  Discussions with CARE USA (lead funder) have been very productive and agreement has been reached on the need to look at the Batticaloa- program through the lens of “do no harm” in terms of adding to social conflicts.  In response to the observation of inequities, evidence of infighting among Sri Lanka communities, and in a desire to sort out the various reports of inequities and even theft of tsunami relief funds, the CARE programme has tended to “go slow” in disbursements on its non-LIFT activities.  At the same time there has been a desire to be as transparent as possible with all stakeholders as to why this slow down is happening.

He noted there were gaps in his knowledge of the LIFT programme.  Consequently we provided him a briefing on the major thrusts of the program, its budget, history and achievements to date.

He explained that overall CARE funding for the Batticaloa District amounts to some U.S.  $2.5 million.  A pro rating of the overall budget for LIFT of Can $ 4.8 million for 4 years and based on 1/3 share for Batticaloa- would be about U.S.  250,000 yearly or a 10% increment.  

It was noted that the separate reporting arrangements of the LIFT Team Leader (other local project managers for CARE are called Project Coordinators) to an independent program director in Colombo through a deputy director whose responsibilities include Jaffna, contributes to the feelings of “separateness” of the LIFT programme.  The primary responsibility of the Batticaloa area office to LIFT is to provide logistical and admin support for the program.

Previously, many of the program activities in the district ran quite independently and with the need to provide proper support to all of them (and the recently deteriorating security situation) certain administrative procedures have been strengthened and clarified.  These include pooling and accurate tracking of vehicles (noted security implications) and the need to forecast vehicle use for the following week by Thursday as well as the need to forecast cash requirements of projects for the following month by the 21st of the current month.  These new practices, necessary for the efficient running of the office, are causing some difficulties which, it is hoped, will be temporary.

The area director pointed out that the LIFT groups are of great strategic use to the overall CARE program and that in any evolving strategy for Batticaloa they could/ should serve as important delivery points in the new 3 pronged strategy.

He noted that 10 villages are being selected for the initial implementation in the above noted 3 sectors.  Three villages are in fact existing LIFT villages and a further seven have yet to be determined.  The senior management team is responsible for the determination and the LIFT Team Leader is a member of that team.

He referred to a new development structure within the LTTE called the planning and development Secretariat (PDS).  This has emerged since January, 2006 and the various NGOs and INGOs operating in the area are trying to assess and make any appropriate adjustments in this light.  The PDS has a very weak capacity currently.  There is no e-mail address available and no reliable contact information has been offered.  It is intended that at the village level the primary contact will be through a village development committee.

Evaluators asked it there were any current stresses or dysfunctions in terms of the administrative support being offered or required and were informed that there were none.

We had some discussion regarding the title of the local manager of the LIFT programme and there was a common agreement, given the sensitivity to titles within the local culture, that the designation “team-leader” was an understatement of the responsibilities and authority of the local LIFT manager.

Certain irritations among staff that had come to the attention of the evaluators during their field travel were reviewed with the area director.
Evaluators’ background comments: The period following the tsunami has been one of intense learning for many organizations in the area including CARE.  With the arrival of huge financial resources and new organizations in the area (as many as 93 organizations offered financial assistance in Batticaloa) , the desire that program interventions “do no harm” (do not exacerbate or increase the reasons for inter community tensions) has wisely become a key overriding concern.  It has been observed by CARE and other institutions that the tsunami affected communities have had enormous resources made available with very few conditions and often very little basic organization to help in the final delivery.  This has created many jealousies and conflict between communities in, as well as with and between, the Sri Lankan organizations that seek to serve them.  

The response from many local people and organizations was immediate and heartfelt including some of the CBOs that the evaluators interviewed, people who do not by any standard have much to share.  This has brought out the best in many people and has also been an empowering experience for them.  

At the same time a fierce competition for the huge windfall opportunities among those that were marginally or even not affected, has brought out a lot of greed and selfishness amongst some people.  This has created a very difficult programming situation, especially for local and international organizations who seek longer-term and more developmentally oriented relationships.  They struggle to separate need from greed and are forced to make judgments in an environment where it is difficult to separate genuine needs from the requests of people trying to take advantage of the availability of large amounts of money and who try to manipulate situations to their personal or organizational advantage.  

The evaluators support the position of the Area Director in trying to introduce improvements in program delivery and admin support to the LIFT project and applaud his attempts to seek maximum forward linkages to CARE’s evolving programme.  They observe that “do no harm” might also be applied to the strong relationships CARE has developed with the communities supported by the LIFT/CARE activities.  In this regard the LIFT staff have a wealth of information that can further CARE’s strategy for Batticaloa.  

6.  Kilinochchi Office 

Team Leader - Mr Thurairatnam

PO Agriculture (joined May 05)– Mr Siva kumar

PO Agriculture (joined March 06) – Mr Ramesh

PO Microfinance (May 02) – Ms Sivajini

PO SM/GAD (Nov 05) – Ms Kirija

PO IGA (May 05) – Mr Prabakaran

April 24 and 25

We began with a discussion of the current livelihoods assessment which is being done by LIFT, motivated by the need for a plan for the final year of this project and to provide some new ideas of additional focus for a possible follow on project.  We met Richard Hamilton the CARE Livelihoods Advisor.

The Team Leader commented that the program had begun in 2002.  The first year was slow, a reflection of the difficulty in communicating issues of capacity-building approach that the project favors.  The struggle to talk “development” was a difficult one with the problem of land mines, absence of electricity and no other NGOs working here plus the lack of the A9 highway which was off limits up to April 2002.
There was an initial struggle with the LTTE to be able to work with local groups.  After seeing the results of the first year groups the local authority and NGO Coordinating Committee were impressed and asked for a continuation of these approaches.  

In the second and third year of the project this was made much easier by the existence of groups that were already functioning and understood the main concepts.  For the first two years of the project, we went to the West Coast since no other organizations were operating there.  Eight groups a year were selected.

The strategy was to use existing or to form new CBOs.  The existing organizations included the ones from the FSP.  In Kilinochchi the target it is five old and 27 new S&C groups (75 new, 25 old from all three areas are included in the project wide target).

Administrative issues: The project bank account is located in Mulativu some 56km away.  All project payments are normally by check and CBO payments by check are deposited to their bank.  Clearance time is approximately two weeks.  CARE provides an internal audit every year.  External auditors have visited the project at least once.  CARE Canada has made only one visit from their headquarters and that was only to the office in Colombo.

The product negotiates agreements with each CBO not only two clarify expectations and administration that also has a way of building capacity.  The agreement specifies disbursement arrangements, treatment of advances in any, parties who are responsible and documentation that the group must keep.(this letter requirement is based on a previous audit recommendation) 
In this area there are fewer women in the FFSs.  Transportation is easier and people can traveled to central training locations.
Some NGOs were established by the TRO to take care of Jaffna refugees.  They continue to have informal links to the local authority.  Lift does not provide financial support to these organizations.

The local authority has now founded a Village Development Forum (VDF), comprising all the grassroots organizations.  While the LIFT supported CBOs are not included, the management committee members are often representatives of VDF since they are also frequently members of other formal CBOs in the area.

There have been no problems with the NGOs.  They are interested in the LIFT activities and frequently send somebody to monitor the discussions and whether the work has any political agenda.  When it is clear that it is completely development focused there are no further issues.
Discussion with Ms Kirija regarding SM/GAD activities

Kirija is the project officer for SM/GAD and joined LIFT in November, 2005 only.  She showed us a list of training materials and handouts available in Tamil.  These were an impressive array of some twenty documents that the product has prepared for her subject area.  They include among others leadership training, conflict management, domestic violence, Workplaning and SWOT techniques, agriculture and field management practices, bookkeeping, poverty analysis, the role of social mobilization, gender, marketing, and budgeting.  Total length of the 20 units is about 200 pages.
7.  Jaffna Staff

Joy Rose Gnaneswaran – Deputy Project Director

PO Agriculture – Mr Subramaiam

Kilinochchi Office

April 26

We began our discussions talking to Mr Subramaiam.  He has been mentioned several times to the evaluation team as a senior person who is especially talented in his interpersonal skills.  He is a senior man who, after retirement from the Department of Agriculture, joined CARE in 1995.  Since then he has been active in CARE’s Integrated Pest Management Project, The Food Security Project and now with LIFT.

We discussed the achievements of the CBOs from the FSP era and he commented that in general they were all very strong and some even better than Nanthavanam, which is reviewed in a separate document.  Several project staff had mentioned to us that this gentleman was one of the key innovators for programs.  He mentioned that the strategy he had developed was to start with home gardening in order to generate a small cash surplus in the family.  The next step was to start a savings group.  Since the cost of cultivation for one acre is between Rs.15,000 to 20,000, the Rs.  30,000 loans in the mature S&C groups are having a significant impact.

There has been a successful linking to funds from the Japanese Bank for International Cooperation (JBIC) PAMP Project that has come via the Central Bank and the Hatton National Bank (HNB).  The LIFT groups that open an account at the HNB are then able to avail of the JBIC funds at 7% annual interest rates
.  So far three FFSs have benefited from this contact using their loans for livestock and agricultural production and JBIC has requested the full list of FFS from LIFT in order to pass it on to the HNB.  JBIC is impressed that repayment is 100% where previously loans were in total default.  
This bank has two field staff to do monitoring and training work in the villages.  It appears then that the LIFT project is managing to create very good synergies.  Mr.  S went on to describe the significant difference in small farms in the Jaffna area.  Whereas farms in the Wanni typically are between three to ten acres those in just the maybe only ½ to ¼ acre and the water table can frequently lie 30ft.  below the surface.  The resulting agricultural production is very intensive in its use of land, requires ten to fifteen hours of labor from the man and his also currently using a high level of chemicals.  Jaffna farmers tend to be more resistant to new ideas than their colleagues elsewhere.  

A significant difference in Jaffna is that land sizes are very small (1/2 to ¼ acre) compared to Kilinochchi ( three to ten acres).  Also the water table can be as low as 30ft.  below ground and water management is a high priority.

Cash crops include chilies, onion, tobacco, carrot, cauliflower.  The availability of quality seed is a problem and although agricultural service centers have a network of sale points since 2002 prices have been high.  Farmers are also encouraged to produce their own seed for gourd, Brinjal, okra, chili, and tomato.  The project established a seed production activity in 2003 with first year groups.  A grant of Rs 100,000 was made to one of the FFS.  Now up to 50% of chili seed for the Jaffna area is produced in this way.  All FFS get seed production training.
Whereas agricultural Wells in the Wanni may be shared between two or three people, in Jaffna six or more farming families may share the same facility.  Pumps are used to extract the water and farmers find the funds for these from other sources as no money is provided for this hardware in the project.  Since the pumps are shared between only a few people, it is not cost effective for the project to provide these and purchase by the owner operators ensures better care and maintenance of this hardware.
LIFT established a seed production activity in 2003 among some of the first year groups in response to the lack of availability locally of good quality seed.  A grant of Rs.100,000 was made to the first group and currently approximately 50% of the chilli seed required in Jaffna can be provided through this facility.  In addition, a link to SEEDCO, which sells a variety of agricultural inputs has been established for at least part of the chilli seed production.  All FFSs get training in seed production.

Jaffna Groups Developed

	Category
	Year 1
	Year 2
	Year 3
	Year 4
	Total

	FFS
	8
	8
	8
	8
	32

	S&C
	5 (+ 3  carried over from FSP)
	5 +3
	6 + 4
	8
	34

	IGA
	Camphor (8f)
Seed prod’n (5m+5f)
	Candle &envelope  making (5f)
	Rice and spice mill (2f+1m)
	Rice and spice mill (5f)
Coir production (8f)
	6

	WUG
	8
	8
	8
	8
	32

	Meetings with LIFT staff
	Weekly and for scheduled training
	Monthly and for scheduled training
	Monthly and for scheduled training
	Monthly and for scheduled training
	


The normal irrigation source in Jaffna is Wells although some ponds are dug to assist in recharging them.  The target of the Jaffna office is to support Communities in creating at least five Wells per year

M and E:  Team leaders are responsible to send information regularly back to Colombo and in providing aggregated feedback to the project organizations.  Every six months the logframe indicators are reviewed as is the quality of information and the challenge in providing qualitative measurement.  Staff have strong inputs into what is monitored.  In addition, each of the LIFT project offices has one man and one woman drawn from the beneficiary community to provide ideas on improvements to the M&E system.  One area where additional indicators have been developed is in “well-being”.

The project also uses a type of balanced scorecard to approve the timing and amount of grant funds to the CBOs.  The performance requirements of the group in order to obtain a grant are discussed during the initial training and mobilization activities.  After a review this performance after about six months(savings mobilization and attendance inter alia), the determination of the amount of the grant is made.

In establishing baseline information there are two complementary methods that are used: participatory monitoring and evaluation for the group and also a random sample of six households.

For the project M&E purposes, baseline and post-intervention surveys only are required
.   Data for other indicators such as participation, conflict resolution, some other financial data, learning sessions and attendance are more regularly collected for M&E purposes.

We were informed that each group has a workplan normally for six months.  It includes a full list of the activities that have been agreed upon, the time frame for their implementation and the person responsible.  At the end of the six months, comments are gathered on the achievement.

There is apparently no indicator that captures functional linkages that have been developed.

Mechanisms for sharing lessons: There are a variety of fora in which lessons can be shared.  These include the District and Divisional Coordination Meetings, international organizations coordination meeting, and sectoral coordination meetings.  These are viewed as being useful for the most part and the following examples were provided:

1. In the FFSs in Jaffna in order to reduce the flood effects on onion cultivation, the project used a ridge and furrow system and shared this technology with others.  This gave birth to training by other organizations and by the Department of Agriculture (DA) using this technique.

2. The project adopted the use of a sprinkler irrigation system demonstrated by the DA and a loan package for Hatton National Bank funding was developed.  This idea was extended to FFS members and many have now got loans for it.
3. The project
 developed a low-cost toilet using interlocking slabs and share this with other organizations.  UNHCR uses it.
· Cost-Effectiveness: one savings and credit officer in the LIFT project is handling 25 groups over a four year period.  For the 3 offices this is 75 groups for 3 assigned staff.  Staff are aware that a local EU micro project has four quite highly paid staff responsible for only 20 savings and credit groups.  CARE CAB (east) has five or six staff responsible for eighteen savings and credit groups.  Some LIFT staff It was pointed out that LIFT staff salaries are lowest within the CARE Sri Lanka system
. 
In the Jaffna office, the LIFT Deputy Project Director also functions as the Team Leader for Jaffna as well as the coordinator for CARE’s Food Production and Infrastructure Project.  In the Kilinochchi office, the LIFT Team Leader is also team-leader for CARE’s Food Production and Infrastructure Project.
Before the tsunami, these team-leader positions in LIFT were known as “project managers”.

Most staff believe that the twelve months intensive support to the LIFT groups is too short and should be extended to eighteen months.

It is also pointed out that the workload for project staff increases dramatically year by year as new groups are created and monitoring responsibilities for existing groups become more time consuming.  Each year 4 new FFS groups and 2 BIG groups are added.  However there is no consequent growth of staff.  At least one day is required each week in the office and this is normally Friday.  Thus all fieldwork has to be completed between Monday and Thursday.
Psychosocial activities: For Batticaloa and the Wanni, the psychosocial needs of the beneficiaries is met by the food security and group mobilization efforts of the project and there has not been a serious challenge to psychosocial health in these areas.  The situation is quite different in Jaffna which has been more seriously affected by the shooting of husbands and organized disappearances.  In Allipitty in 1991 (an island community), the SLA reportedly shot all of the men in front of their wives.  This has created huge challenges for those that have remained even after almost fifteen years.  Were the product is aware of the need for intensive counseling or medical care, referrals are made to the normal health service.  

Regarding membership policy, it was clarified that for the first six months membership is restricted to 30.  After that the group can increase its membership based on consensus or a majority vote if it becomes problematic.  As a minimum standard, new members have to attend three consecutive meetings and must be free of current debt and be well regarded in the village.  Some groups strengthen these criteria as we have seen.  The group provides training for its new members.  If the group believes they cannot handle the additional number of people wishing to join, a subgroup or separate group is formed in the same village.

CBOs that are carried over from the FSP are treated the same as the LIFT CBOs.  A full year of intensive training is part of the support of LIFT.

Volunteers:  The project takes advantage of especially competent people from the beneficially group by enlisting them as FFS and S&C volunteers.  They are paid a salary of Rs 2000 – 3000 per month for a one year contract.  Thereafter if the groups wish to continue to receive such visits, they must find the funds to enable this to happen.  This is an excellent strategy and could be expanded.  Currently in Jaffna 4 S&C and 2 FFS volunteers are identified.  All 6 are women.
It is generally observed that the savings and credit groups become stronger more quickly than the FFSs.  It is suggested that this is because of the more intensive meetings and groups’ solidarity that develops around savings and the regular handling of money.  Compulsory savings and performance requirements on attendance and punctuality at meetings make a huge difference.  Also the fact that these are all women who are gaining huge financial and social status benefits through their participation is a big contributing factor.  This same dynamic has been noted in every country that features women’s involvement in microfinance.
8.  Mr Nick Osborne

Country Director CARE International Sri Lanka

May 2, Colombo Office

We began by briefing the Country Director on the outcome of our evaluation which has been highly positive in the main.  We emphasized that we saw clear evidence of the need for a better integration of LIFT experience into CARE’s work and he agreed.  We especially mentioned the tools and approaches that had been developed by the project and the significant number of very strong CBOs that now represent focal points for service-delivery and for study visits for other groups that CARE may become involved with.

He noted that starting in September and October, 2005 CARE has been examining a more programmatic approach to its program in Sri Lanka.  The country office recognizes the need to better integrate programs and especially, now that the tsunami emergency response phase has concluded, to avoid dichotomies between tsunami and non tsunami affected areas.  Following a second staff workshop in June/July, the new Strategic Plan for Sri Lanka with a five year horizon is due in August, 2006.  

We raised with the Country Director the issues of salary discrepancies between LIFT and other projects and he noted that these are being addressed in a human resource review within the organization.  He pointed to the huge competition for staff which erupted after the tsunami.  An initial salary review was done but the organization was not happy with the results.  Increments were given in September, 2005 but the need to do a more thorough job evaluation was apparent and this work began in October, 2005.  A staff committee has been formed to ensure transparency and full involvement of CARE’s staff.  Since this was the first such exercise undertaken in Sri Lanka, time was required to orient the committee to their work and the nature of the investigation that was intended.  CARE plans to hire consultants to do a relative weighting of the various criteria that will determine the salary structures.  This work is due to be completed by July.

We spoke of our observations that the Batticaloa staff in particular seem to feel rather external to the CARE program and he noted that there have been difficulties with that area office.  An expatriate short term Area Director was put in place to provide an impartial leadership and to assist in the immediate reorientation of office management and support systems for the projects.  It is planned that this person will hand over to a longer-term staff who will take over within the next two months.
He commented that LIFT had been achieving good success and that the program and its management were very well regarded.
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Batticaloa – April 18 to 23, 2006

1. Palchchenai Village - Sivan FFS - Year 1 Group 

Sep 2002- Sep 2003

GS Division
: 213A

DS Division
: Vaharai (Koralipattu North) (Map ref 07)

District

: Batticaloa

Back ground

Palchchenai village is 66 km from Batticaloa town. 

Population

Families


329

Family members

1725

Male



942

Female



783

School going children

490

All are Sri Lankan Tamil.

CBO’S

Sivan

Rural Development Society

CDA

Resources 

25 acres Paddy land are available

312 acres High lands are available.

There is one minor tank with a salt water problem. 

2 Common wells are available.

Soil type is sandy and clay.

There is a school which has up to grade 8 only.

Occupation

Major occupation is fishing. Some of the people do paddy cultivation and chena cultivation

Other organization activity

EHED Eastern Human Economic Development

KPNDO Koralai Pattu Development Organization

Farmer Field School name
Sivan

Total # of member: 29

Total # of female: 13

Total # of male: 16

PNA findings

PNA carried on 02-12-2002.  All members participated from the FFS and BIG group.  Identified and prioritized needs are as follows:

· Agro wells

· Water pumps

· Road repairing

· Weed Problems

· Seeds for vegetable cultivation

· Mango seedlings

· Two wheels tractors

· Housing

· Pesticides

· Training for crops cultivation methods

· Coconut seedling

· Toilets

· Training center for cottage industry

· Disease for ground nuts

· Medical facilities

· Marketing facilities

· Self employment

Evaluators’ Findings:

This group was relocated as a result of the destruction of their original village during the tsunami.  As a result, most of their reflections to the evaluators about the impact of the project was related to their achievements up to December, 2004. However their conclusions about the impact on their management skills and confidence and the potential of the group to direct their future are as valid now as they would have been before the tsunami.

Design: The group is very positive about the project as a whole and said they have been able to achieve quite a lot as a result.  People reported a big improvement in their self confidence and the ability to speak to other groups and lobby for services they require.   They reported that “We feel more confident to approach other people ourselves.  We do not need to use other intermediaries to get the services that we want.”  

A key feature of this group to LIFT was that it was a significant first year learning experience for the project.  It took nearly 6 months before the group began to understand the project concepts of group building and capacity development.  Thereafter, the group’s understanding and achievements served as a very useful example to introduce the project ideas to subsequent year groups that were approached.  As a result of this, ideas on a federation and forming common approaches towards other needed services are beginning to emerge among the groups.

Significantly they mentioned the good communication and inter-personal skills of the project staff.  They reported that the services provided by the project were very specific to the needs identified and enabled them to increase agricultural yields and diversify production.

Results and Achievement:  Although they are currently living in temporary shelters, the organizational improvements that were made with the LIFT project helped them gain further inputs from cash for work (for example) during the post tsunami activities of UNDP and other organizations and as well to make representations to other groups that enter the area to provide additional benefits.

During the period leading up to the tsunami, they were able to improve their income and as a result to provide better educational opportunities for their children and also to improve the quality and quantity of food for their family.

They reported that one of the female members of the group had also started a preschool for younger children.

A particular individual success story is the head of the group who reported that prior to the project he had been extremely poor and through the activities of the project had manage to channel his energies and income to the point where he has been able to buy a bus.  This vehicle provides a business opportunity in his family and as well provides a much needed service for all the members of the village since it is not otherwise served by any transportation service.  The team observed that this individual has more or less graduated from the level of poverty that the project targets.  It may be desirable to consider moving him up to the level of a local or regional advisor to serve as an example and to communicate best practices to other groups.

In terms of the training provided they especially mentioned group management skills and financial management.  They feel they are now in a more stable position and able to identify and manage some of their own projects. In particular they are going to attempt to register their group with the Divisional Secretary and also have ideas about creating a federation of similar organizations in the area.

They’ve also taken a wider responsibility for welfare of other people in the village and have organized a lot of communal labour activities to improve the general conditions. In terms of conflict resolution, they seem to recognize the value of the group and the common approaches used to assist in the resolution of family and community conflicts. We were offered an example of a conflict involving alcoholism and domestic violence which reportedly was solved through the mediation with the group. The second example was negotiating the access to properties lacking main road access and requiring a right of way through the property of one of the community members.

They report that they now have a close relation with the government authority in particular the Divisional Secretary.

Incidentally, they reported some frustration with the slowness with which CARE Sri Lanka has responded to promised housing needs through the Post Tsunami Recovery Project. Although their experience as a LIFT group was deemed as important in improving organizational skills, CARE Sri Lanka has yet to fulfill their promise to start the construction of more permanent housing.  Immediately after some 93 NGOs rushed to the area, the group lobbied strongly with the Divisional Secretary to allow CARE to be given responsibility for their own group and the other two villages in the area. Unfortunately there appears to be an internal management problem with CARE and the villagers now intend to have a meeting with CARE in the next several days
.

Another major outcome has been that up to three of the group members have now been identified as resource persons or contracted as resources for other NGOs that are also now operating in the area.

Evaluators observed seven men and ten women present at the meeting. Women’s contributions were rather minimal. It was also noted that all members are involved in leadership courses. In spite of this it seems that the women do not feel sufficiently confident as yet to be able to project their views at least to the evaluators.

 --------------  // -----------------

2. Thonithattamadu Village - Kalikkathiravan FFS - “Morning Light” Year 3 Group

Sep 2004- Sep 2005

The village was selected to illustrate problems of unrealistic expectations.

GS Division    : 213 B

DS Division   : Vaharai (Koralipattu North) (Map ref 34)

District
         : Batticaloa

Background

Thonithattamadu village is 79 km from Batticaloa town.  The village was established in 1974.  The people have been displaced several times and were forced to move to other places.  In 1990 most of the rich families were displaced. 

Population

Families

72

Family members
195

Male


98

Female


94

Widows


3

School enrolled children 20

CBO’S

Rural Development society 

Kovil society

Resources

High lands of about 115 acre .Paddy land of 153acre.

Soil type is reddish brown and clay. 

Tank 

Occupation

Majority of the families Farm and Fish.  Others are daily labourers and/or  Collecting honey and fire wood

Other Organizations

Action Contra La Faim

NEIAP

Farmer field school:
Total # of members: 37

Total # of females: 07

Total # of male: 30

PNA results:  5 small groups were formed and a brainstormed agricultural problems.  A summary processing of these yielded the following major requirements:

· Nursery management

· Land preparation method

· Proper spacing method (Chilies, Brinjal)

· Liquid fertilizer preparation method

· Compost Making Method

· Preparation of bio pesticide

· Identified problem were prioritized, farmers prepared cropping calendar

Other Common needs

· agro wells

· Tank renovation

· Birth certificates

· Renovation of the channels

· National Identity Cards

· Pre School

· Land permits

Evaluators’ Findings:

This group was purposely chosen as an example of internal difficulties and especially the high level of expectations that have been generated in part by the international response to the tsunami.

As a whole, the group seemed very weak in their view of the future and the potential as a group to organize activities and improve conditions.  Further planning work is indicated.  The group has a very unfortunate history.  In particular, seventeen of their village were reportedly murdered during the conflict by the Sri Lankan armed forces and the entire village fled.  It was some sixteen years (after the cease fire agreement) before they felt secure enough to return to the area.  Recently the Sri Lankan government has provided free improved housing.  The 2km road leading to the village is in extremely poor condition and makes it a considerable challenge for any organizations interested in supporting to be able to reach the village.  The sane road is completely impassible during the monsoon seasons.

In response to a question on most pressing needs, they identified livelihoods, water, hospital facilities, transport, schooling. They noted that the LIFT project has been able to respond by supporting the construction of three wells.  Agricultural training has also helped them to improve production – especially for brinjals, tomatoes and beans.  As a consequence they are able to give better food to their children.

Brick making has been supported as an IGA for the village. They observed that the LIFT staff are the only people who regularly visit which has been very much appreciated.

In spite of all of this that group seems to have a very limited view of the potential of their own organization and sees it mainly as a mechanism to receive financial and hardware benefits from NGOs operating in the area. The evaluators spent some time in trying to elicit broader and more developmental oriented ideas about their role, but were unable to achieve reasonable responses. They seemed to lack significant ideas about how to use the group in a more strategic sense.  
Women have not attended any specific trainings outside the village and as a consequence have a very limited view of what their role in the organization might be. Only one women of the seventeen in the meeting offered any views or opinions even after repeated urging from the evaluation team.  We concluded this was only partly shyness in front of strangers since many other LIFT groups had a more outgoing female cadre.  More exposure and confidence building for the women is needed.
There is a savings and credit activity which has also been integrated into the group in a very small way.  Since their inception they have been able to raise approximately SLRs 6,000 as group savings and have been able to provide emergency loans to some of their members.  This may be the focal point that will help women achieve more confidence.  The project should follow up.
They also reported one instance of the group involvement in trying to resolve an alcohol problem.

----------------------- // ---------------------------

3. Valakkalai Curd IGA Group –- Year 3 Group

Evaluators’ Findings

This is a third year group associated with the Farmer Field School at the same location also supported by LIFT.

Four women and one man are involved in a group producing curd from Buffalo milk.  The group has been active since August, 2005 and currently produces curd in two different sized containers.  There is a considerable availability of Buffalo milk and also a large demand for the curd. They are located on the main road and get a variety of local and passing customers.

LIFT was able to provide training on leadership and bookkeeping as well as on how to start and run a business. Some advice on external marketing linkages has been provided but not yet used. During the calving season no milk is available for production and so the group has decided to sell soft drinks and juice in their shop at that time.

They are now exploring some backward linkages and are trying to involve other members of the community in producing the clay pots in which their product is sold.  There also thinking about introducing some value added rice based foods for sale in their shop.

Out of the SLRs 6,000 earned to date, 1/3 or about 2000 rupees goes back to the FFS. 2000 rupees is retained as operating capital. 2000 rupees is distributed between the five members. In terms of compensation for their time, the members pointed out that time investment is quite minimal since only two hours is required per day for one person. For the four women this requires their attendance only once every four days.

In the beginning their production amounted to about five pots per day (estimated 2 kg gross sold at 60 rupees per month).  Currently they are producing 30 pots per day which are normally sold out.

They are very pleased with their success, are knowledgeable about the availability of milk and the demand for curd and report no problems with the management of their microbusiness.

More marketing ideas are needed and support for new product development.
------------------//--------------------

Day 2

4. Vayalchenai Village - Shakthy FFS - Year 2 Group

Sep 2003-Sep 2004

GN Division :  213D (Map ref 17)

DS division:    Vaharai (Koralipattu North)

District         :  Batticaloa

Background

Vayalchenai village is 66 Kilometers from the Batticaloa town on the Batticaloa-Trincomalee road.

Population

Families                          - 89

Family members             - 419

Male                               - 213

Female                            - 196

Widows                          - 17

School going children    - 103

CBO’S

Rural Development Society

Farmer organization

Fisheries Society

Resources

130 acres high land available for high land crop cultivation

Soil type Sandy

There are 5 common wells, 3 wells are at using condition.

Occupations

Major occupation is Agriculture. Some of them are doing seasonal fishing & some of them are day labourers.

Other Originations Activity

EHED - Issued tin sheet

The FFS: 

Total # of members  : 34

Total # of female    : 31

Total # of male       : 03

PNA findings:  The following agricultural needs emerged from the assessment:
· Cultivation problem / Lack of agriculture knowledge (OFC)

· Damping off  (Did Nursery practices)

· Low yield   (Lack of new variety seeds)

· In dry season all crops are wilting  (Mulching)

· Pest attack  (Thirips)    (Bio pesticides)

· Leaf curl    (Bio pesticides)

· Organic fertilizer availability  (Liquid fertilizer)

· Weed control

Identified problems were prioritized and farmers prepared a cropping calendar.  A schedule of training sessions was prepared with the help of EUSL and DOA. First prioritized problem was damping off. An experimental plot was designed for control of damping off using LEIT practices.  Farmers selected an experimental plot and divided it into two parts: one for normal farmer practices and one for the improved practice.  Weekly follow up illustrated the value of the suggestions.

Other Common needs

1. NIC

2. Land permits

3. Shelter

4. Repair the road

5. Agro well

6. Toilets

7. Nursery

8. Temple renovation

9. Drinking water

10. Health service

11. Birth certificates

12. Kovil building

Vayalchenai FFS has performed the following activities:

· Cleaning the local road using Sharmadana (community service) work
· The FFS leader regularly attends the District Secretariat meeting and District Agriculture Coordination Committee (DAC) meeting.

· The FFS group took action to get Birth Certificates for the villagers. The group collected the required information and assisted people in their application to the G S Officer.

· Sharmadana work was organized to clean the temple’s fence.

Evaluators’ Findings:

In planning the IGA, the group was aware of the availability of clay and firewood and they immediately came up with the idea of brick making. They started with a Rs 5000 loan from the savings group which is also associated with the FFS. This was before the tsunami and at that time there was no competition in the immediate area. Following the initial experience and testing of sales they were able to apply to LIFT for larger funding to expand the business.  The leader of the group is a man who received training through an exchange visit with another brick making operation that LIFT had identified. He in turn trained 10 female members of the group in brick making techniques.  LIFT also provided training in bookkeeping and organization as well as how to run a small business. In the beginning their production was only about 25 bricks each per day. Over time this has increased to about 150 per day average (about 1500 for the 10 person group).  They earn a wage of one rupee per brick.  Some women can make up to 400 bricks per day.  Monthly production is about 35,000 bricks and the entire production is normally sold.  Although there is no advertising or sign board (LIFT to note please), their production is well known in the area.  Importantly, the quality of their bricks has been recognized by several of the local contractors.  This is a marketing feature that needs to be better exploited.  An advertising flyer would be useful.  An A4 fold out brochure presenting the group and their product mailed to other INGOs and UNDP etc would be even better.
The initial capital for the business came from Rs 25,000 of personal savings, a Rs 5000 loan from the FFS and a Rs 150,000 grant from the project.  They are currently reinvesting all the surplus to be able to purchase a tractor and cart so that they can transport their own clay.  When this purchase has been made they will then enter into a profit sharing agreement with the group members but it is not known at the moment when that will happen.
The Team wondered if the “buy versus lease” considerations were properly explored but we were unable to determine this.  Project to note.
The profit sharing plan is to reinvest it 50% of profits, 35% to the shareholders and 15% to the FFS.

They have a plan to expand production and to diversify in the future. Following the tsunami they have 37 competitors.  However the quality of their bricks as mentioned above gives them a competitive edge.

They use a simple cash book type of accounting system and have unnumbered receipts which are given to record and document expenses.

The team asked them about the use of funds that they earned. Most women mentioned their interest in buying gold as an investment, including a battery powered television and participating in a rotating cheetu (ROSCA) system.  They also believe that their children were now better fed and clothed. They all reported a high degree of satisfaction with their involvement in this activity.

-------------------------- // ---------------------------

5. Puliyankandalady Village -  S&C Year 2 Group
Period- Sep 2002- Sep 2003
GS Division
: 212A (map ref 04)

DS Division
: Vaharai (Koralipattu North)

District

: Batticaloa

Back ground

Puliyankandalady village is 64 km from the Batticaloa town. 

Population

Families


130

Family members

521

Male



238

Female



283
All are Sri Lankan Tamil.

CBO’S

Rural Women Society

Palmarah Society (not functioning)

Fisheries Society (not functioning) 

Resources 

· 60 acres Paddy cultivation land.105 acres High land.

· 03 Common wells; one well is unprotected, 2 common wells were constructed by Rural Development Society and 1 common well was constructed by Koralipattu North Development Society

· Soil type is sandy and clay

· There is a pre school, established in 2002.

Occupations

Major occupation is paddy cultivation and fishing. Some weave mats and work as daily labourers.

Other organizations’ activity

EHED- Construct common wells and housing was started

KPNDU- Constructed common wells and houses.

Field school
Barathy

Total # of members: 30
PNA Findings 

PNA with the members from the savings and credit group identified and prioritized the needs as follows.

· Book keeping training

· Financial support

· Leadership training

· Cross visit

· Experience sharing

· What are savings?

· Facilitate credit

· Transport facilities

· Electricity facilities

· School

· Toilet facilities

· Drinking water facilities

· Hospital

· Renovation of roads

Evaluators’ Findings:

LIFT started working here in Sept 2002 and the group started formally in March 2003.  Membership in the group has increased from 36 to 56 over the past four years.  

Initial monthly members’ savings was Rs 10 per person.  An initial grant to the RLF of Rs 175,000 was given by the project.  After one year they increased the individual savings amount to Rs 50 per month.

They believe the group had resulted in very large changes in the community.  They particularly mentioned their increased confidence and ability to speak and to present their ideas. A (major!) unexpected benefit was the granting of a Rs 1.6 million from UNDP Transitional Programme to begin a restaurant in 2006.  This is a solid testimony to their increased capabilities mentioned.  UNDP later revised the grant upwards by anther $12,000 to pay for a well and toilets.
They have acquired some very basic reading skills and are now able to sign their names. Contact with the Divisional Secretary has expanded particularly after the UNDP grant and the need to secure appropriate land as a precondition of the grant.

They (properly) observe that the success of the savings and credit group has been based on habits of discipline around savings and in attendance at meetings. They report their communication skills have improved.  Additional training provided includes health care and dental care, nutrition, leadership, CBO management and bookkeeping.  UNDP has also supplemented their grant with additional training on leadership and management. 

In terms of developing the group further, their first priority is to create a small office for their organization and to formally register the group with the Divisional Secretary.

Within the home, they report a significant increase in incomes and a consequent improved sharing of decision-making with husbands.  The additional purchases they cited were quite different from the previous group. These people mentioned the need to improve their homes, rather than purchasing gold.  This may be because they perceive less need for emergency savings/insurance that gold normally represents in poorer families in Sri Lanka.

The reported the biggest change as a result of the project to be the motivation (and an unstated but clearly complementary capability) to save.  They indicated great satisfaction in being able to provide for the loan needs and members and also to operate a Rs 1,000 emergency fund.  LIFT is taking advantage of their skills and experience and using them as a venue for exchange visits and to serve as examples of best practices for the newer savings and credit groups.  In particular it was mentioned that the group leader was used as a trainer on how to conduct meetings with other groups.

They had words of praise for the project and for staff skills.  They especially noted staff’s training skills and also their good knowledge of management and microfinance techniques which was essential to them in reaching their current level of development.

Several of the women reported that their experience and enhanced credibility within the family now has allowed them to take responsibility over household budgets.  Decision-making about children and about family finance as well as the purchase of major items and furniture and appliances has swung in their direction.

They noted that conflicts between members are handled privately rather than spilling out into public disagreements.

The group has developed bye-laws and standards of behaviour for members and officers.  A disciplinary code has been established as well as standards for participation and schedule for regular meetings.  Passbooks for individual members and been supplied by the project and are updated regularly.  The evaluators saw the membership journal as well which is used to provide duplicate information on transactions on savings and loans.

The total owned capital in circulation at the moment is Rs 350,000 rupees.  Approximately 76 loans ranging from Rs 1500 to Rs 20,000 have been given to date.  Interest is charged at 2% per month and loan recovery is 100%.

We observed the story of one of the members as follows:  The initial loan for Rs 5000 was used to create a small business producing string hoppers (a local rice based food) and a small retail shop.  This loan was repaid in six months.  Following that a Rs 20,000 loan was taken for two purposes.  First was to improve and expand the woman’s house to provide a larger shop facility.  The second part of the loan was used for working capital.  It has a one year period.

The group’s bye-laws require an annual election of the president and management committee. However the group is very satisfied with existing management and there are problems of literacy which restrict the ability of other people to replace them. The existing management mentioned that they would like to become more involved in the new restaurant business when it is opened and are actively looking for people to take over their current roles.

They believe that the organization offers great potential for the village and for their children. Income from loan repayments and savings creates income of between Rs 3,000 and Rs 4,000 monthly.

-------------------------- // ------------------------------
6. Kerni Nagar Village Water User Group  - Year 2 Group
G.S Division : 211B (map ref 22)

D.S Division : Vaharai (Koralaipattu North)

District         :  Batticaloa.

Background

Kerny Nagar village is 45 km from Batticaloa town from on the Colombo – Batticaloa road. This village was settled in 1982.  The majority of the population are Muslims.  In 1990 people were displaced to Manikkampitty in Polonnaruwa. In 1995 they were again displaced to Kavathamunai refugee camp from Manikampitty. In 1997 they returned from the refugee camp.

Population

Families                          -  262

Family members             - 1008

Male                               -  508

Female                            -  500

CBO’S

Rural Development Society

Occupation

Major occupations of the village farming some of them are doing fishing in tank.

Resources

a small tank in Kerny Madukulam

Paddy Land 

School

Mosque

4 common wells 

Other Organization 

Al – Inzania – micro finance

Farmer field school’s name:  Kerny 
Total # of member : 32

Total # of female    : 20

Total # of male       : 12

Evaluators’ Findings

The evaluators attended a very large meeting of the water user group and FFS at this village. Approximately fourteen men and more than 30 women participated.

They reported that the pond which was built in 1962 was in disrepair and had not been maintained it all over the past several years. With the support of the project the group banded together and used community labour to increase the depth of the pond, repair embankments as well as improving the security of the area and providing steps into the water.

The tank has many uses including watering of livestock, bathing, fish raising, irrigation and home gardening.  Some of the men are making bricks and water is also used this purpose.  They reported that the area of the tank is about two acres and the command area for irrigation amounts to some 70 acres.

The water user group is responsible for maintenance, as well as preserving the water quality. They are engaged in promoting conservation of water, are aware of the issues of water pollution by livestock and the use of detergents and are pursuing solutions to this. They asked about the availability of further funds or materials to help to create a distribution system for the water into the village which would avoid the need for animals and people to enter the reservoir directly.

The group also takes responsibility for the scheduling of water releases for irrigation purposes and for protecting the equal access of paddy owners to the irrigation through proper planning.  In order to improve the irrigation potential of the tank they approached the Agrarian Service Center of the Ministry of Agriculture but no positive response has been received to date.

There are nine people involved in the group: eight men and one woman. The female members’ role is to contact all the other women and to discuss issues of water conservation.

The group has motivated the FFS to provide communal labour for road repair, school clean up and to undertake regular repair of the tank walls.

--------------------//---------------------------- 

Day 3 

7. Maavaliyaru Village – FFS Year 2 Group
Period- Sep 2003-Sep 2004

G.N Division    : 185 C (map ref 28)

D.S Division     : Chenkalady  (Eravurpattu)

District              : Batticaloa

Background

Maavalayaru is 45 km from Batticaloa town on the Batticaloa- Badulla road, 10 Km from the Karadiyanaru junction.

The people are originally from Badulla in 1983.  Violence forced displacement in 1990 to Ajithiyamalai, Chenkalady area.  They came back to the current area in 1991. 

Population 

Families                          105

Family members             397

Male                                208

Female                            185

Widows                           15

School enrolled children   64

CBO’S

Rural Development Society

Farmer organization – Started 1991

Kovil Society

Resources

250 acres fertile high lands for rain fed cultivation. Other than this 45 acres irrigated paddy land are also available.

Soil type is Reddish brown 

There are 8 individual wells; these wells are in good condition and used for both drinking and agriculture purposes

Occupation

Majority are farmers especially especially in vegetable cultivation; some are doing irrigated paddy cultivation with cattle and goat rearing common.  Some are also involved in daily labour.

Other Organizations 

HABITAT – Provided loans for 12 houses in 2001 and 1 toilet

Energy Forum – Providing solar power panels, technical advice and some materials for Bio gas production.
Farmer field school name – Uthayasooriyan
Total # of member: 30

Total # of Female: 16

Total # of male: 14

Evaluators’ Findings:

This group was formed in the second year (Sept 2003).  There was a precursor farmer organization (FO) which was mainly men.  This organization and the rural development society were mainly focused on obtaining subsidized benefits in longstanding government programs. The LIFT project represents a change in direction would and is oriented towards creating a sustainable village organization.  The current project allows them to go well beyond the traditional way of thinking and into the empowerment of the community. There is also a considerable emphasis on eco-friendly agricultural models and control of pests through inter cropping and organic methods.  They also provided training on Crop production, pesticide use, market linkages and to take direct responsibility for marketing of their crops. The emphasis of the project on leadership training and planning enabled them to make linkages to other government services. They were able to lobby successfully for the daily delivery of mail. Secondly, the government provided a school with funds from the NECORD project funded in part by ADB. In addition, a new access road to the village is now half completed.  JRS (Jesuit refugee service) provided the community center.

Other linkages were established with World Vision who are now conducting a monthly medical visit in the village.

Prior to the project they were engaged in daily wage labour in agriculture only for six months of the year. In they are now engaged in secondary (off season) crop production, home gardening and livestock. They reported that each household in the village has two or more milking cows. Some women are also raising poultry and goats.

The project also had funds to provide wells for domestic and agricultural uses.  The water is also used to supply nurseries that are providing chili and other vegetables seedlings.  A total of six wells were provided by the project and an impressive additional four wells were provided through community funds.

The plan for the future is to increase membership, diversify activities, expand linkages, they have also spoken to the pradeshya saba (village authority) who have agreed to provide space for a market stall for vegetables in the neighboring town.

The group reported that the ownership of the group rested with the community. Their plan is to increase membership further.  Numbers have already increased from 30 to 60 over the past two and a half years.

Attempts to get information directly from the women at the meeting proved difficult owing to their shyness to speak in front of the men. It was apparent that they feel ownership and are involved but currently feel shy to speak when their husbands are present. (Normally this shyness results from concern on the woman’s part about their future dealings with her husband at home. Should some disagreements on a rise in the future the man may then confront her with being too talkative and open in a public forum.)

In discussion about the benefits, they cited the obvious tangible benefits of the school, rice mill, the improved road, the community center and the wells.  With respect to intangible benefits they mentioned the improvement in self-confidence and the ability to approach outsiders including government agencies on their own. The men reported that the women were able to obtain birth certificates and complete bank transactions on their own.

A further linkage created was with the Rainwater Harvesting Forum who agreed to provide some water-harvesting jars. Three have been installed to date. Unfortunately this organization has not returned for the follow-up work. (The project has also not provided the follow-up for this.  LIFT to note please.)

The reputation of this CBO in the immediate area has been enhanced by all the activities and benefits that have resulted from their work. This has further enhanced the confidence of the group and increased savings of individual members have resulted. The group hopes that in the future they will be able to hand over management to the youth.

In terms of basic needs, the group reports they have better quality drinking water, more nutritious food (increased milk and egg consumption as well as vegetables). UN HABITAT has also been involved in improving housing in the area. World Vision is also involved in providing toilets with counterpart contributions from the community.

Twenty households have benefited from a solar panel project in the area.  Battery operated televisions are in use in some households importantly expanding village access to information and some people have purchased motorcycles. Some families have also opened savings accounts in their children’s names in the nearby town.

It is difficult to be certain that all of these benefits are directly related to the LIFT project, however with the increase in organizational skills and training in management and leadership as well as improved income spread more over the year, LIFT has also contributed to a general increase in the expectation of standard of living and amenities which the village should enjoy.

It would appear that all of this is related to the increase in their number of businesses, improvements in marketing and improvements in agricultural technologies.

Later we held a meeting with the women by themselves with one man loitering on the side.  This gave a much greater chance to the women to open up and speak – which they immediately took advantage of.  In response to direct questioning the women reported that they had increased responsibility for the management of household budget and the acquisition of assets of like furniture and jewelry when as well as normal household expenditure. Women report that they are making decisions regarding children’s education and have a more equal position in the household since they have independent income earning opportunities.

UNDP/Sarvodaya have selected ten people in this village for training in child care and concrete block making.

There’s also been a linkage to the Sarvodaya savings and credit programs.  Some 48 people are members of this activity and 40 have got loans to date from which IGAs in livestock have been funded. Loans sizes is have increased from Rs 10,000 to Rs 25,000 over the past year.

The evaluators asked about the means to keep the organization healthy. Responses included: bylaws, regular group meetings, accurate minutes of meetings, standards of participation and discipline including attendance at meetings, elections every two years. We asked about the existence of a future workplan but they seem to lack this.

They give first preference to services to the group to members who are regular in their attendance and to comply with other elements of group discipline.

Mutual support for duties in the organization are now more apparent.

They would like LIFT to take a more intensive interest in the monitoring of their financial record keeping and they observed that the level of support that they received after the tsunami had gone down.

------------------------ // ------------------------------
8. Kochchithottam Village – S&C Year 2 Group
Period- Sep 2003-Sep 2004

G.N Division    : 146 (map ref 44)

D.S Division     : Chenkalady (Eravurpattu)
District              : Batticaloa

Background

Kochchithottam village is 48 Kilometers from Batticaloa town on Batticaloa Badulla road.  People there had been displaced in 1986 and fled to Ajithiyamalai.  After 15 years they came back to the village.

Population 

Families                          - 83

Family members             - 397

Male                               - 184

Female                            - 213

Widows                          - 26

School going children    - 45

CBO’S

Rural Development Society

Resources

121 acres are available for high land crop cultivation. The village’s north side is forested and hunting and honey collection are common.  Wood is cut and sold in Chenkalady town, however, the LTTE stopped the tree cutting due to fears of degradation of the environment.

Soil type is Reddish brown & Gravel

There are 2 common wells; these wells are not in good condition

Occupation

The major occupation is agriculture, some are hunters and some are daily wage earners.

Other Organizations 

TRO- provided an Agro well

Field school name – Alaimahal
Total # of members: 25
PNA: 

Relevant to microfinance:

· Current practice in savings 
· What is credit?

· Sources of Financial support

· Leadership training
· Cross visits
· How to calculate interest

· How to run the S & C Group

· Book keeping training

Other community needs:

· Electricity facilities

· Toilet facilities

· Renovation of roads

· Wells and agric water
· Housing 

· Civil documents

· Birth

· Married 

· Land permits

· Employment training

· How to conduct group meetings

· Cross visits

· Responsibilities of office bearers
· Transport facilities

· Temple

· Hospital

· Canal renovation

· Livestock

· Home gardening inputs and trainings 

· Nutritional programme 

· Employment facilities

· Library 

· Pre school

· Play ground

· Post office

· Multi purpose corporative shop 

· Land permit

Evaluators' Findings:

The group has 24 members, seventeen of which attended the meeting. In the 1980’s they reported they were quite well off but the violence in the early 1990’s forced them to move away and they returned only in 2002 – 2003.  The conflict between the government and LTTE forced both Sinhalese and Tamil peoples to flee in different directions, splitting the community.  

The group started in September, 2003 with savings and credit.  Initial savings were Rs 10 per month which they have now increased to Rs 100 per month. There is no standard savings amount.  It is left up to the individual member’s ability. Total savings now amount to Rs 31,620.  In addition they have received a Rs 160,000 grant from the project.  Initial loans were about RS 1000 and now they lend up to Rs 25,000 per loan.  So far, 45 loans have been given totaling Rs 477,740.  The revolving loan fund totals Rs 236,620.  Interest rate is 2% per month.  Most loans are given for agricultural purposes, usually home gardening and livestock production.

As a result of the project women’s income levels have improved, group unity has increased and their dependency on men to look after the totality of family needs is reduced to a large extent.  With the increased income, food consumption has changed considerably. A meal now consists of rice and at least three curries in place of one curry in the past.  Children’s and women’s nutrition levels have consequently increased.  Eggs and milk are consumed on a regular basis.  

As for benefits, the members identified improvements in income, improvements in savings, availability of loans, improvements in numbers of cattle as well as poultry and goats.  Intangible and community benefits include contributions to the local funeral society, the ability of women to speak out and discuss personal and family issues. Cross visits to other project groups have been conducted and they have had an opportunity to see IGAs as well as the meeting and disciplinary processes of other CBOs.  They have successfully approached the local authority to get access to piece of land on which to construct a small meeting house.

Additional contacts and linkages to other organizations are minimal to date.

They expressed a need for a children’s preschool.  Other women in the area have been impressed with the ability of the group’s members to pursue income-generating activities and have expressed their desire to join. This has also further empowered the members.

Evaluators observed here and in several locations as well, that the project seems to put too much emphasis on limiting membership to 30. It is unclear to us why this is important, especially if the groups themselves expressed a desire to include more members and have the ability to manage a larger clientele.

With project assistance 12 wells have been installed which has solved the drinking water problem and assisted the agricultural needs for water as well. When the people move back to the area there was a severe shortage of housing.  However the government has implemented a housing program there through the NECORD project (partially funded by ADB).  Through these efforts and the improvements in income, basic needs of the villagers appear to have been met.

The women commented favorably on their access and control over earnings and assets in the family. They also noted that decisions on purchasing of household goods as well as education of children are made jointly. With their performance in the savings and credit group their status in the FFS has been very much enhanced.

The local authority in the area has formed a peace committee which addresses most of the community disputes and the CBOs have not been so much involved in this.  Any conflicts within the group are able to be sorted out without appealing to any external authority.

As an unexpected result the women pointed to their ability to open saving accounts in their children’s name in the bank in the nearest town.  

The evaluators noted that perhaps these accounts can be opened in children’s names in their own savings and credit group. This could lead to a discussion on the opportunity to pay interest on member savings.

There is no participation currently with any other project or activities supported by other agencies. In response to questions about how to maintain and strengthen the organization, they responded with suggestions about the existence of bye-laws, participation and attendance at meetings, fines for unauthorized absence, increase in membership, yearly elections ( office bearers were recently changed through election by show of hands), a fine for defaults in loan repayments (current loan recovery is 100%).  The group meets twice a month and collect regular savings at each meeting.
The group now owns a piece of land with a small building as a meeting room made from bamboo and local materials.  Financial accounts are reviewed by all members at the regular meetings and copies are sent to the project.

Their five year vision of themselves includes becoming a local rural bank to provide financial services to a wider audience.  They also hope that their group can become a model for others in the area and will be available as well to their children.
------------------------- // -------------------------

9. Marappalam Village – FFS Year 3 Group
Period- Sep 2004-Sep 2005

GS Division     : 185 C (map ref 40)

DS Division     : Chenkalady (Eravurpattu)

District             : Batticaloa

Background

Marappalam village is 39Km from Batticaloa town.  The village was established in about 1965 with further migration of peoples from Badulla in 1983.  Between 1990 and 1993 they fled to Badulla area and retuned in 1994. Originally they were tea pickers.

Population

Families
            - 108

Family members
- 402

Male


- 181

Female

            - 203

Widows                       -   18

School going children - 112

CBO’S

Rural Development society

Kovil society 

Resources

Nearly 165 acres of fertile lands available for high land cultivation.

Soil type is clay and clay loam

3 common wells 

Malayalam minor tank

Other organizations activity

Sewa Lanka 

UNDP

Occupation

Majority are farmers doing especially vegetable cultivation.  Some are doing paddy cultivation, others are daily labourers. 

Farmer field school – Kathiroly
Total # of member: 25

Total # of Female: 8

Total # of male: 17

Evaluators’ Findings

This is a third year group formed in September, 2004.  The membership committee comprises five people of whom one is a woman. Nearly 65 families in the area benefit from the activities of the FFS. The FFS is different from other groups experienced here in that it meets weekly and is focused on a wider variety of village needs compared to the yearly meetings of other organizations that are focused on managing government subsidies.  This served to improve relationships in the village and forged a closer unity within the group.

Prior to the project drinking water and water for agriculture were big issues. This situation has improved and irrigation needs have been addressed.  In addition to the rehabilitation of the tank, 10 wells have been established.  Eight new ones for agricultural purposes and two have been rehabilitated. With the increase in irrigation water, cultivated area has expanded from ten to 40 acres. 

In response to the PNA, training programmes have been provided as follows: Methods of production of compost, organic cultivation and pest control methods, knowledge of budding methods for banana propagation.

Project staff visit weekly to participate in meetings and to train on such things as how to write a letter and produce a project proposal.  Villagers report they feel more confident in approaching government offices for birth certificates. With the increase in agricultural knowledge, costs of production are reduced and seedlings are available locally. Outside contacts with other institutions have been established.  In particular Sarvodaya now operates a program for savings and credit, UNDP has been contacted for road repair and Terre des Hommes for a preschool.  The village now has a savings and credit group (Sarvodaya), an FFS. and a water user group.

In order to strengthen and sustain the group they identify their need to increase membership and diversify activities. In response to questions about governance, they said that as long as the executive committee are performing adequately there is no need to change them. 

The evaluators observe that this is not a desirable practice, since waiting for problems to arise and then acting and lead to serious conflicts and divisions within the group.  Accountability is better served through a fixed period of office with re-election according to a fixed plan.

Contributions to the community include community labour, cleanup of the preschool and temple as well as conducting annual athletic competitions. Local events such as a marriage or a funeral are also attended to and supported by the group.  During the tsunami the group also collected and distributed food in the affected areas.

Other groups have visited and an exchange of ideas has taken place.  This has included discussions of meeting protocol, installation of solar panels, collection of cow dung for use as an organic fertilizer, discussion of bio-gas possibilities and rainwater harvesting.

The project has facilitated contact with the office of the Divisional Secretary as well as getting access to birth certificates.  

Within the area the group observes that their credibility with their neighbors has improved and more people would like to join.  Access to water has improved and food consumption patterns have improved.  People eat more green vegetables and use fewer chemicals in food production. It was reported that children’s attentiveness has improved and that they are doing better in school as a result. Incomes have improved, indebtedness has decreased, purchases of furniture and appliances are possible. Almost all the households have radio and some have battery operated TVs. Others are waiting until the electricity is connected.

Women report that they have greater individual income and more power over household expenditures as a result. They also use the cheetu system and commonly either buy household assets or small livestock (goats).

They did not report any issues on alcohol consumption or domestic violence. The group functions well and people come to meetings because they like the discussion and particularly the follow-up action that results. They reported that the attitude and skills of the project staff was also a motivating factor.

They said an unexpected benefit was the improvement in community unity. They are very happy and proud of this achievement. They referred to the contribution they made to tsunami recovery through food collection and distribution in the affected areas with the support of CARE.

In response to ways to promote sustainability they identify increasing savings, maintenance of meeting minutes, participation, regular follow up on implementation, proper meeting procedures, agenda planning, an increase in own capital, contact with other organizations. The group says that they also prepare a weekly plan at each of their weekly meetings.

Their vision within the next five years would be to increase agricultural land use from twenty to 35 acres, increase milk production and to have their own office building with table and chairs for meetings. They would like the CBO to support the education of children in the wider area.
The evaluators observed that the existing rules about size of membership that is allowable is not always understood.   The mutual exclusivity of members between FFS and savings groups should be reexamined or more effort put into creating savings programmes in the FFS.

------------------------ // ------------------------------
Day 4

10. Kannapuram East Village – S & C Year 4 Group
Evaluators’ Findings
This is a fourth year savings and credit group with a 31 women as members. Twenty tended to meeting.

All the members are involved in the group and it provides loans as well as regular savings services.  Other community services include community labour contributions to local funeral services, cleaning of wells.

Within six months of operation they have developed trust in the project. Members said that they had joined to improve the quality of their lives and that the training programs had illustrated the importance of group unity.

In the fighting before the ceasefire agreement about 120 people had died in the village and all permanent structures were destroyed. They were displaced for about 12 years and still have some fear because they are close to the Ampara border which is a Sinhalese area with a large army camp.

Since returning they have put up traditionally built houses.  There is a shortage of water for drinking and agriculture and no opportunities for income-generation.

Now with the support of the project a savings group has begun.  It began with Rs 20 per month and they have now increased the monthly amount to Rs 50 per person.  They report an increased motivation to save and as a result their motivation to begin income-generating activities has also increased.  With the support of the project members can now sign their names on the project documents and have reported increased ability to get birth certificates and more contact with the divisional secretary’s office. They also noted that their skills in writing letters in support of their own needs had increased.

As an example of channeling funds and minimizing the community conflict they pointed to the negotiation of the recent post flood assistance grant of Rs 50,000. The group observed that this amount would have been very small had it been divided between the potential recipients and so a plan was made with the Divisional Secretary to use the funds for a temple speaker system. This has encouraged the village children in singing activities and has also helped to improve their religious instruction. The presence of the speaker system also means they can avoid the expense of hiring a speaker system for village festivals.

They have now learned to keep household expenditure records which they have never done before. Their attention is now more directed towards daily income and expenditure patterns. They also learned about the poverty cycle from the project and have received various trainings in agriculture and including home gardening that control composting and nursery preparation.  As a result they are able to reduce chemical use and pests are controlled using more organic methods. They report improved harvests and that they have also been able to teach these techniques to other people locally.
Many of the members now have increased numbers of livestock or small animals which has led to the improvements in income. They also point to an increase in saving habits, group unity, reduction of outside indebtedness. (They report the informal lending rate is 5% per month).

Total savings are now Rs 9,450 which is loaned out at 3% per month. At the moment loans outstanding are Rs 7,500. Current cash in hand is not enough to satisfy their loan demand and they are waiting for the next meeting and savings contributions to be able to make this loan disbursement.

With increased funds they know they would be able to engage in buying and selling of paddy.  At the moment this is uniquely the province of outside middle man and the villagers are distrustful of the weigh scales that are used. They would like to be able to buy a weigh scale to sell milled rice within the village.

They are new in their learning processes and are unclear as to how they might be able to further grow and strengthen their organization.  Intangible benefits mentioned increased satisfaction. They said their life is more focused and they’re able to plan their future and look for other opportunities.

The women mentioned that if they do not have cash for their savings they put some rice aside every day and sell it to be able to provide cash savings.

They were very positive about the skills of the project staff and mentioned their satisfaction with daily accounting methods.  So far they have not been involved in contact with other organizations.

In terms of additional support from the project they mentioned they’re looking for a grant to start an income-generating activity. In terms of individual loans they mentioned they would use the money to improve livestock holdings. They are somewhat reluctant to start this because of the insecurity in the area and the possible loss of their animals if they were forced to flee. With the increase in savings, other people in the area have been impressed with the group and are also wanting to join, however there is a barrier because they understand there is the policy of a maximum of 30 people in the group.

Out of 147 families 17 are headed by widows.  Most people have small rain fed farms and are engaged in age labour for the balance of the year. One of the major community problems has been water supply. There were dead bodies in the wells during the 1990s and this has forced people to fill in the wells and abandon them.  New wells have been cleaned and maintained and drinking water is not a significant problem. With the commencement of home gardening and livestock, income is improved.

Nutritional status is not that good and a meal consists of rice and normally only one curry.  Eggs may be consumed twice a week.  Households have very few assets in the way of furniture or appliances/utensils.  Women have control over family income.  Women are equally involved in cultivation activities because they are unable to obtain or afford wage labour to assist. 

The women noted that although there was a lot of alcohol consumption there was no related domestic violence and they have learned methods to avoid this. 

GTZ has activities in the village to provide psychosocial counseling to widows and needy families and pays them Rs 50 per day to attend.

In terms of ways to keep the organization healthy, they referred to the systems of by-laws, weekly group meetings, having standards for participation, disciplinary measures for non attendance which includes a fine of Rs 20.  Attributes of members include honesty, self sacrifice, the ability to give and take. Members who take loans should use the money to improve themselves (for productive purposes).  They told the evaluators that increased savings are also necessary to keep the organization going.  They have a policy for loan defaults.  Funds that are generated from fines are used to pay any operating or overhead costs.  At each weekly meeting the financial statement is read aloud.

They believe the organization is growing due to members’ increased confidence.  Their five year plan includes to the relieve members from indebtedness and to increase savings fourfold within two years.  They also plan to increase the social consciousness of members, meaning that villagers would think more about community needs and less about individual gain. They would also like to develop an improved road into the village.  

In general the group shows promise and with a further six months support from the project should be able to make further improvements.
------------------------ // ------------------------------
11. Kannapuram West Village – FFS Year 4 Group
Evaluators’ Findings
Upon arrival the evaluators were informed by the six or seven men there that the meeting could not be held because the village was in fear of some imminent cross fire breaking out. They have already moved most of the women and children and household possessions to a safer location.  

This village is very close to the border with Ampara where there is a large army camp and majority Sinhalese population. We spent a brief time talking to them about their current concerns and did not pursue the meeting.  Tensions are high.
Day 5

12. SADO – Social Awareness and Development Organization – LIFT Supported NGO
Evaluators’ Findings:

SADO is a partner NGO working with LIFT for about one year.  Most of their staff are young women who act as volunteers.  They are normally fresh secondary school graduates with no relevant experience and the NGO provides their first exposure to development work.  Through these people, SADO works with local CBOs to develop awareness through savings and credit activities.  They describe their interest in attracting some external support and the difficulty they had in locating this until LIFT came on the scene.  After a series of discussions an MOU was signed in which LIFT agreed to provide training for the volunteers in response to good participation and active involvement of the NGO in using the training.  The major contribution from the project was three training programs:  leadership training, social needs analysis together with gender and development.  

The training and village experience has created confidence and capabilities amongst the volunteers and improved the general availability of an improved development cadre.  The NGO is interested in furthering contacts with other agencies.  They have approached UNDP and are now discussing some grant funding of about Rs 445,000 for computers and other equipment and infrastructure needs.  Their history of working with CARE enhances their credibility with UNDP and other donors and they acknowledge the importance of this initial contact with the project.  They have also developed a relationship with CHA, (Consortium of Humanitarian Agencies), which is well regarded by the international NGO and donor community and receives funding.

Prior to the contact with the project, SADO had a very primitive kind of office facilities.  With the increase in confidence about their future through LIFT, they have been motivated to locate a house and a more substantial accommodation for their work.

In response to a question about client selection, they said that they choose villages and areas where other NGOs are not present.  Most of their clients are female-heads of households, which means “widows” a term that carries a negative implication locally.  A major activity is to improve savings and credit facilities.

The evaluators asked the staff why they had become volunteers and they replied that they are interested in doing social service but that as fresh school leavers, they lack experience and cannot get “a proper job”.  Volunteering is properly seen by them as an important part of their career development.  They receive no salary or allowance for this effort.  

They described the training as useful in developing confidence and skills for handling conflicts in meetings and more generally, how to approach villagers.  In the beginning they would work in groups of two or three, but now their improved skills allow them to work individually and thus extend the outreach of the NGO.  

The evaluators observed that more could be made of this relationship.  In particular, the project could choose to co-locate some of LIFT’s target villages with areas where SADO can reach and use those villages as field labouratories.  This could reinforce the development process and improve efficiency for LIFT delivery while preparing an exit strategy.  

Especially given the one year time limit given by the project for the intensive training of CBO’s, this might provide opportunities to train both the NGO volunteers and the community members at the same time and multiply project effectiveness.  

----------------------- // ------------------------

13. Vipulanantha Saving and Credit Group – FSP Group 1999
Original village details not made available.

Evaluators’ Findings

The group was formed in 1999 and has now celebrated its seventh anniversary.  Consistent with the broadening of its focus, it has now changed its name to Vipulanantha Women’s Society to reflect the many different projects as well as savings and credit.  From 36, membership has expanded to 60.  Savings started at Rs 10 and has now gone to Rs 100.  Members can save as much as they would like and some members are saving Rs 500 every two weeks.  

Original loans were limited to RS. 2,000 due to shortages of lending capital.  However loan size has risen to Rs 15,000.  Interest is charged at 1.5% per month.  They noted the informal lending rate in the area is 10% per month.  Loan recovery is 100% and group discipline is high.  Loans are normally given for productive purposes.

Total savings is Rs 389,000.  They can identify income from interest as Rs 121,500.  The FSP Project donation was Rs 125,000.  In addition Rs 9,200 has been raised as fines for late payments and attendance problems.  Current bank balance is Rs 3,800 and all remaining capital is loaned out.  

Before admitting new members, the group requires the following performance: 12 consecutive meetings need to be attended in the six month period leading to membership; the prospective member must generate at least Rs 1,000 in savings in that time.  After the fulfilling these criteria, they are permitted to apply for the first step loan of Rs 2,000.
The group is highly thought of in the area and has contributed a lot through communal labour to improve various local social infrastructure.  They had close relations with the Divisional Secretarys office and they are frequently requested to come and help out with area functions and social welfare activities.  During the tsunami they were asked to support food distribution.

They report high levels of self confidence and feelings of empowerment after the interventions of the FSP and LIFT.  They report that men’s respect for their activities and management capabilities has also improved.  There was a good deal of laughter when one woman reported that the men now urged them to go to the group meetings and even offer to look after the children while they are gone.  Women’s decision-making in the family has increased and they have access to and control over family income as a whole.

They suggested that with increased capability and more revolving loan funds, they would be able to increase loan size and make their income-generating activities more profitable.  Most loans have been in home gardening and raising of livestock.  In addition, some women had become involved in tailoring.  A group IGA for 10 women for food processing, seasonal juice making and candle production has received LIFT support.  Overall, this has led to increased family income, improvements in housing and meeting the basic needs people.  Importantly, indebtedness to the informal moneylenders has also disappeared.

LIFT’s efforts are beginning to provide other opportunities for employment in the area.  One woman reported that her husband who is a carpenter has now been able to afford a proper set of tools and has two other men in his employ.

In terms of impact on children, the women noted that several of them have now opened savings accounts in their children’s names.  They also support the preschools by providing prizes for the children on school fair days.  They also reported making a grant to an organization that sponsors activities for older people.  

In terms of their future business form, they suggested that they were interested in having more information about becoming a proper cooperative or a rural Bank.  However there was no information currently available and they were unsure of how to move forward on this idea.  They would like to be able to have a separate building for their organization and are working to locate an appropriate piece of land for this purpose.  

In order to register the organization formally, an audit is required and LIFT is paying a local auditor to do this.  The biggest challenge for the group was building up their revolving loan fund.

Current contact with LIFT is limited to the submission of regular financial reports.  In the beginning of the FSP, the group used to have six monthly elections to select new management.  However they find this too time consuming and unnecessarily onerous.  Currently yearly elections are held, decided by show of hands.  The objective is to give everybody in the organization a chance to learn management skills.  It seems to work very well.  They stressed deep satisfaction for the visit of the evaluators and mentioned that this reflected well on the continuing interest of LIFT in their group.  

Kilinochchi – April 24 to 26

14. Nanthavanam S and C Group – FSP Group 2000

Evaluators’ Findings

This group from the Food Security Project was formed in April, 2000 with 30 members.  The initial approach was through home gardening with motivation for regular savings as a result of the increased production and income.  Originally savings were Rs 10 twice a month at the regular fortnightly meetings.  After six months the group had Rs 18,000 from the 30 members.  A Rs 50,000 grant was obtained from FSP and initial loan disbursements of Rs 3,000 were possible.  In order to qualify for such a loan, members had to have punctually attended 12 meetings and generated Rs 1,000 of their own savings within the first six months.

Loans are normally for 6 months and there have been no defaults although a grace period of up to 2 months has sometimes been given.  The interest rate is 2% monthly.  The group has established a Rs 5 fine for late arrival at the meeting and Rs 10 for absence.  Group savings now amount to Rs 485,000.  A grant to the RLF of Rs 165,000 was made available by the Project.  Interest earnings on loans amount to Rs 180,000.  Currently loans go up to Rs 30,000.  Cumulative lending so far is Rs 3.71 million disbursed through 277 loans.  22 of the 277 loans have been for Rs 30,000.  Most have been for agriculture. (see tables below
)

The evaluators looked at the neatly kept documentation which included ledgers for individual member savings, individual member loans, income and expenditure statement, and a balance sheet which was last produced for 2004.  The group currently has 50 members.  During the six years of their history have had a membership turnover of some 47 people.

The group pays 8% annual interest on members’ savings which is credited to the individual accounts.  This is the only group visited that has such a practice.

The initial group was formed with members coming from two neighboring villages with a combined population of 270 families.  They have also opened bank accounts for their children, provide presents for children’s birthday, donations for weddings and funerals of members and undertake projects for improvement of community infrastructure.  Funds required for these do not come from savings but are raised through separate contributions of members based on the budget need of the project in question.

Loan Profile History of the Group

	Number 
	% Number 
	Step Amount 
	Total Loaned
	% Amt 

	39 
	15%
	3,000 
	117,000 
	3%

	55 
	22%
	5,000 
	275,000 
	8%

	43 
	17%
	10,000 
	430,000 
	12%

	1 
	0%
	12,000 
	12,000 
	0%

	21 
	8%
	15,000 
	315,000 
	9%

	29 
	11%
	20,000 
	580,000 
	17%

	44 
	17%
	25,000 
	1,100,000 
	32%

	22 
	9%
	30,000 
	660,000 
	19%

	254 
	100%
	13,736 (avg)
	3,489,000 
	100%


Purpose of Loans

	Purpose 
	 # Loans 
	% 

	Agric 
	194 
	71%

	Business/IGA 
	55 
	20%

	Poultry/ l'stock 
	12 
	4%

	Cows 
	7 
	3%

	Housing/ wells 
	4 
	1%

	Medical 
	1 
	0%

	Total
	273 
	 


The group also operates with a separate “cheetu” system.  Funds are normally used to purchase additional household assets like furniture and appliances or jewelry.  

As the group gained in strength overtime, they began to receive many more requests from others in the village and in neighboring villages for permission to join.  Since membership had already risen to 60, they found it difficult to accept these people into the current group
.  Also the distance from the new requesting areas would have made logistic problems in attending meetings.

The group at Nanthavanam developed a satellite village support programme that the evaluators observe is a major and significant new local initiative which in turn provides an important possibility for the future development of the local area and for the Project.

In one of the villages, the perspective members were reportedly unable to save with the same frequency and in addition, unable to attend regular meetings.  Also there were men who were requesting to join which was not possible in the normal LIFT methodology.  For this reason the group developed an alternative organizational model and helped the neighboring village to organize.  They approached CARE and were able to get a grant of Rs 100,000 to support this group in July, 2005
.  The funds were deposited in the Kilinochchi Bank of Ceylon branch in a fixed term deposit at 9% (annual rate) which then served as security to raise a Rs 90,000 loan at 6%. The resulting funds were on-lent for 6 months also at 6% (annual rate) to form a revolving loan fund for the new organization.  This is effectively a “branch development” program on the part of this original FSP group.  The satellite group includes seventeen people – 10 men and 7 women. Loans are repaid on time and after a year of operation there is no default problem.

In an effort to minimize loan risk, the GS certifies that loans applied for a re to be used for agricultural purposes and two members of the Nan group have to also sign as co-guarantors.

Expansion to second satellite group:  One of the members of Nanthavanam group who lives in a neighboring village has been successful in creating a group there to serve her neighbours’ needs for microfinance services.  She organized the training and skills upgrading of her neighbors with the support of others in her group.  CARE LIFT provided a grant of Rs 75,000.  The 20 members taking advantage of these funds have now been able to earn Rs 30,000 as a result of the activities.  The Nanthavanam group has provided the technical support and advice at no charge and have also pledged that any margin earned on the arrangement with the Bank of Ceylon, will also be credited to the new group.
The Nanthavanam group is recognized by the project as a very strong one and their services are often used as trainers and to provide a venue for cross visits for new groups.  All 32 groups that have been supported in the area meet on a monthly basis and have begun a process to federate.  The FSP groups with their more mature experience are taking a lead in this activity.  
We held a discussion about impact on women. The women observed: It has improved the provision of basic needs, food security and made a big impact on respect from the men in the community. The women feel they can address their own needs and can speak up.  This was obvious for the evaluators to see in the dynamic of the meeting.  The women are also serving as a conduit for loan money for the men
.  

This particular organization was certainly by far the strongest and most mature in its development than any others we have visited during this evaluation.  As a consequence of this, the growth of confidence and credibility of individual members and the group as a whole is outstanding.  This is particularly evidenced by the ability of the group to develop what is effectively a branching strategy, with the ability to modify the operating rules and discipline requirements, adjusting them to the capabilities of other clients.  They have also lobbied on behalf of these other groups with CARE-LIFT, have successfully raised funds, engaged in sophisticated financial transactions with the Bank of Ceylon and developed a functioning risk reduction scheme.  The benefactors are repaying loans on time with no disciplinary problems.
The local NGO responsible for village groups and to oversee development activities on the part of the local authority is called KNDO.  They have been impressed with the achievements in this area and have requested 18 members of the LIFT supported groups (1 per group) to provide an advisory service to replicate these activities.  OXFAM has also asked the group to assist in some parts of their program delivery.

The evaluators asked about any changes in the men’s thinking in response to these developments.  Women reported with great amusement and pride that men originally thought it a complete waste of time for women to attend these FSP meetings.  “Now, the men borrow our money and look after the children while we attend the meetings”.  The evaluation learned that because of the children’s school holidays that our meeting with the group had in fact conflicted with some earlier made family plans.  The men had insisted that those plans be changed so that the women could attend a meeting with the evaluators.  

The group has very strict disciplinary requirements for members that are widely supported by members – even those with repayment difficulties.  We interviewed one woman who had noted that she had experienced difficulties in repaying her loan but had not the slightest criticism of the usefulness of the system.  In the case of a “no-fault” problem (for example one woman lost her paddy crop to fire), the group has a policy to provide an interest free extension of the loan.  In the latter case the group intervened with the local branch of the Bank of the Ceylon and were able to organize a Rs 50,000 loan through co-guarantee of the group to help this woman to overcome her loss.  

Future programs include providing savings accounts for children in the group and harnessing these funds into the RLF.  They also have a plan to motivate savings habits in the village more widely.  There is a plan to construct their own meeting house which is currently delayed for lack of availability of land.
The group has bylaws and constitution in place, hold regular elections, have a complete set of journals of financial transactions and meetings.
At the end of the meeting the women asked the evaluators about the source of the funds for the project.  We explained the money is derived from taxpayers’ funds in Canada. There were warm smiles of wonder and they asked us to communicate their thanks to these people.  

Summary comments: This is a very confident and empowered group that is providing many benefits to their members, fellow villagers and now to two other villages in the surrounding area.  Their experience has been recognized by other donors and other local development mechanisms and they seem very much on the path to a larger and more significant banking operation.  The local authority is interested in replicating this activity.  

15. Pasumsoolai FFS - Year 3 Group

Evaluators’ Findings:

Membership is 32 with a governing board of six officers .  Men occupy the positions of president and vice president and women serve as Secretary, treasurer, vice Secretary, financial controller.  The meeting was attended by 22 women and six men.  

In spite of the President and Vice President being men, it appears that the group’s interests are oriented very much towards women’s needs with a number of younger people also contributing fairly well to the affairs of the group.  Members note that whatever benefits gained from the LIFT project are shared with other members of the village.  Land holdings in the area are between ¼ and ½ acre.  Most of the men earn their income through wage labour in agriculture and acquiring new land for production is normally done through lease rather than purchase.

As a result of LIFT the women have started home gardening using the project training in compost making.  Agro-wells have also been renovated.  Additional training has been provided in integrated pest management, plant nursery training and multi cropping.

The resulting improvements in vegetable cultivation have led to increased consumption.  Food habits are reported to have changed.

The villagers report that as a result of the project they successfully lobbied to have improved bus service to the area and improved postal service.  Relationship with the Divisional Secretary has also improved.

They were very interested in the sustainability of their organization and hoped that it would be available to provide benefits even to their children. They are interested in setting up a collective farm and are trying to get a piece of land from the DS for that purpose.  They are also keen to establish their own office building.  In response to a question about responsibility for future development, the group identified that all the members are interested and participated for this reason.

They identified the following LIFT training to date as being very useful:  agriculture training, especially in pest control, nursery redevelopment, composting and making of organic manures, coconut cultivation, livestock development, leadership development and accounting and financial procedures.  With project support the group has expanded the well rehabilitation efforts to approximately 30 at this point.  The wells are used to provide regular clean drinking water, water for home gardening.  Apparently it has also resulted in a decrease in malaria in the area as reported by the local medical officer to them.
From their savings activities they have amassed Rs. 35,000 in about six months.  Rs. 72,000 have been given out cumulatively in loans.  Loan ceilings began at Rs. 2000 but now have increased to Rs. 5,000. Interest is charged at 1.5% per month.  Loan recovery is 100%.  The local informal lending rate is approximately 10% per month.
They had used part of their funds to purchase chairs which are also then rented at Rs. 5 per chair per day to local functions.  This also provides income to the group.
Monthly savings are set at Rs 60 per member but additional savings are possible.  From these funds they have been able to engage in a small lending program.  This has been especially useful in expanding home gardening production.  The women reported that the growth in confidence was a significant result of their participation.  This seemed to be very evident to evaluators by the number of women who were willing to speak at the meeting.  CARE Tsunami Project groups have come to visit them to study their practices.

They had words of praise for the LIFT staff who, they observed, were committed and knowledgeable
.  

In as a result of the project they believe they are more knowledgeable of their rights and entitlements and as well, are aware of which offices in government need to be approached in order to address their needs.  They mentioned especially their ability to sort out improvements in postal services has an example of this as well as the improvement in local bus service.  They feel more confident to approach the Divisional Secretary to help to overcome problems.  They also were proud to say that appealing to outsiders for help is not always necessary and that they are able to organize themselves and local resources to solve some of their problems.

They report the organization has improved credibility with their neighbors and that they have become a focal point for activities in the village.  There is a growing demand to become a member.  They also note the commitment of members’ time in order to improve the FFS.  

Basic needs have improved, except in the area of housing where traditional housing is still commonly used with mud walls and thatch roof.  The family income is improving especially as a result of home gardening activities.  Because women are at home more often than men, they report they have more time available to work on FFS activities.  The name believe that their ability to talk to their husbands has improved as a result of their participation in the FFS and they are as well more capable to talk in front of strangers.  This was obvious during our meetings.

LIFT has enabled improved unity in the group and a lessening of conflict.  Members reported that the large number of improved agro-wells was an unexpected benefit since the initial plan was to do training only.  One of the officers of the group observed that had the project announced their interest in wells at the very beginning, nearly all the members of the village would have wanted to be involved and this would have created an entirely type of dynamic in the group.  He noted that as a result only people who are interested in improving capacity and management capability were initially involved in the group.

They also use the “cheetu” system to purchase household assets, school supplies and jewelry.

Their future plans are not well articulated at the moment.  They mentioned the need for yearly elections.  They hoped that in the future with the availability of water the entire village would look more green and a brighter future for their children should result.  Evaluators observed that their ideas about the future are not well developed at this stage but this is not unreasonable given that they are a third year group.  

---------------------  // ----------------------

This concludes the village interviews.  It is planned that further data will be gathered by the Context Evaluator in May should the security situation permit and will be added to this annex.
Annex 8 – Map
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Annex 9 - Balanced Score Card Example

“In 1992, Robert S. Kaplan and David Norton introduced the balanced scorecard (BSC), a method for measuring a company's activities in terms of its vision and strategies. It gives managers a comprehensive view of the performance of a business
.

(This text is quite business oriented but there is relevance to CBOs and the development of sustainability.)

(The article continues:)  It is a strategic management system that forces managers to focus on the important performance (data) that drive success. It balances a financial perspective with customer, internal process, and learning & growth perspectives. The system consists of four processes: 1. Translating the vision into operational goals; 2. Communicate the vision and link it to individual performance; 3. Business planning; 4. Feedback and learning and adjusting the strategy accordingly.

The scorecard (can help) measure (an organization’s performance) from the following perspectives:

· Financial perspective - measures reflecting financial performance, for example number of debtors, cash flow or return on investment. The financial performance of an organization is fundamental to its success. Even non-profit organizations must make the books balance. 

· (Client) perspective - measures having a direct impact on (clients), for example time taken to process a (service request), results of (member satisfaction) surveys, (member knowledge or technical information needs, whether the group reached the less privileged)
· Business process perspective - measures reflecting the performance of key business processes, for example the time spent (processing a loan request), (the need for a new business initiative, weather meeting are effective).

· Learning and growth perspective - measures describing the (organization’s) learning curve, for example number of (member) suggestions or total hours spent on (…) training.

The specific measures within each of the perspectives will be chosen to reflect the (important factors affecting the organization). The method can facilitate the separation of (planning) from the implementation, so that organizational goals can be broken into task oriented objectives which can be managed by (those responsible in the CBO and those that seek to support it).“
CBO Balanced Scorecard

Mike Adair writes: During a recent assignment in Thailand, our project developed a form of Balanced Scorecard that was used as a means to focus village member thinking on their CBO’s quality and where further development was needed to sustain it.  I have done a very quick adaptation of it to S&C groups and for IGAs.  In this example, the members would fill in the scorecard each quarter, keeping a record of changes and using the results to inform their group work plans.  Questions have been limited to 10 that cover the main areas of sustainability we identified with village groups in Thailand.  Further adjustments may be required for the LIFT areas.

The scorecard can be done as a group with consensus determining the scoring.  Any other participatory meeting tool can be used to get answers that are generally agreeable. The importance is the discussion and the tracking over time.

Contact me for any discussion: adair@ksc.th.com
S&C BALANCED SCORE CARD

(For Sustainability)

high ------------------------ low

1. Planning and Information Sharing/ 
    
5
4
3
2
1


Satisfaction with meetings

2.
Rules and By Laws of S&C


5
4
3
2
1

3.  
Developing Linkages



5
4
3
2
1

4. Maintenance of Clear Records


5
4
3
2
1

5.
Unity and Self Help



5
4
3
2
1

6. Growth of Loan Funds



5
4
3
2
1

7.
Women’s Involvement 



5
4
3
2
1

8.
Access to Loans



5
4
3
2
1

9. Environment




5
4
3
2
1

10.  Transparent and Honest Leadership

5
4
3
2
1

SCORE

	Quarter
	Question
	

	
	1
	2
	3
	4
	5
	6
	7
	8
	9
	10
	TOTAL

	Q1
	
	
	
	
	
	
	
	
	
	
	

	Q2
	
	
	
	
	
	
	
	
	
	
	

	Q3
	
	
	
	
	
	
	
	
	
	
	

	Q4
	
	
	
	
	
	
	
	
	
	
	


S&C BALANCED SCORE CARD

Explanation of Indicators

	Indicator
	Suggested Issues:

	1.  Planning and Information Sharing/Satisfaction with meetings
	During the meetings, is active planning happening especially regarding sustainability of members’ micro businesses and the S&C group? Are members using the meetings to share ideas and discuss issues? Is the time during the meeting efficiently utilised? Do the meetings start and end on time? Is the venue and date of meetings satisfactory? Are too few or too many meetings being held?

	2.  Rules and By Laws of S&C group
	Has the S&C group made rules and laws governing its functioning? Are all members clear about the rules? Are the rules adhered to? Are the rules too complicated, strict or too soft?

	3.  Developing Linkages
	Is the S&C group serving as a focal point for other service providers (e.g.  health education, training and human development)? Does the S&C group regularly communicate with other service providers?

	4.  Maintenance of Clear Records
	Are the records such as minutes of the meeting, savings register, attendance register and records with respect to loans accurately kept and regularly updated? Are all members aware of the details of the records?  

	5.  Unity and Self Help
	Is there unity in the group? Do members help each other out? Are common problems being tackled collectively? Are the poorest and more needy being provided equal access to opportunities and training?

	6.  Growth of S&C group Funds
	Is the rate of growth of funds satisfactory? Is the minimum level of monthly savings too high or too low?  Is the S&C group adequately considering recruiting new members and the expansion of its business?

	7.  Less privileged
 Involvement
	Are less privileged members being given equal access to opportunities, training and loans? Are their interests represented satisfactorily in the management committee?

	8.  Access to Loans
	Are loans quickly given or does it take too long? Do members have to be pressured into repaying on time? Is there enough loan capital? Do members use the loans for the stated purpose?

	9.  Environment
	Do you think that the S&C group can make decisions about environmental concerns? Does the S&C group perform simple checks or discuss specific environmental issues with its members as part of its loan approval system? Are the results increasing the quality of the community’s environment? Does the S&C group have links with other service providers that can help members with specific advice relating to the environment?

	10.  Transparent and Honest Leadership
	Is the management committee providing good leadership, and representing the S&C group well? Is the leadership sincere and honest and does it keep members properly informed? 


IGA BALANCED SCORE CARD

(For Sustainability)

high -------------------------- low


1.  
Planning and Information Sharing 
    
5
4
3
2
1

2.
Cost Effectiveness/Raw Material Procurement
5
4
3
2
1

3.
Product Development Progress


5
4
3
2
1

4.  
Development of Linkages/Market Expansion/
5
4
3
2
1


Growth of Business

5.  Maintenance of Clear Records and 

Income/Profit Sharing Policy


5
4
3
2
1

6.
Unity and Self Help



5
4
3
2
1

7.
Women’s Involvement 



5
4
3
2
1

8.  
Financial Performance/Profitability

5
4
3
2
1

9.
Environment




5
4
3
2
1

10.  Transparent and Honest Leadership

5
4
3
2
1

SCORE

	Quarter
	Question
	

	
	1
	2
	3
	4
	5
	6
	7
	8
	9
	10
	TOTAL

	Q1
	
	
	
	
	
	
	
	
	
	
	

	Q2
	
	
	
	
	
	
	
	
	
	
	

	Q3
	
	
	
	
	
	
	
	
	
	
	

	Q4
	
	
	
	
	
	
	
	
	
	
	


IGA BALANCED SCORE CARD

Explanation of Indicators

	Indicator
	Suggested Issues:

	1.  Planning and Information Sharing
	Is planning participatory? Does information sharing and discussion on issues occur on a regular basis?

	2.  Cost Effectiveness/Raw Material Procurement
	Is the group pro actively implementing actions to make the business more cost-effective, such as the installation of new machinery or bulk purchasing of inputs? Is the procurement of raw material being done in a cost effective manner? 

	3.  Product Development Progress
	Is the product(s) being modified to satisfy market demand? Is the group aware of competitors and their products?

	4.  Development of Linkages/Market Expansion/Growth of Business
	Are new markets constantly being explored? Are linkages being developed with institutions/bodies providing financial products and services? Are linkages being developed with bodies providing advice on production and marketing? Is the rate of growth of investment capital and working capital satisfactory? Is the group adequately considering recruiting new members and the expansion of its business?

	5.  Maintenance of Clear Records and Income/Profit Sharing Policy 
	Are the records such as minutes of the meeting and financial accounts accurately kept and regularly updated? Is there a clear policy on income/profit sharing? Are all members aware of the details of the records and income/profit sharing policy? Is there any system of auditing in place? 

	6.  Unity and Self Help
	Is there unity in the group? Do members help each other out? Are common problems being tackled collectively? Are the poorest and more needy being provided equal access to knowledge, opportunities and training? Is there any dissent within the group?

	7.  Women’s Involvement
	Are women being given equal access to opportunities, training and funds? Are they represented satisfactorily in the management committee and involved in deciding on issues such as production and marketing?

	8.  Financial Performance/Profitability
	Are the returns satisfactory? Is the group making a healthy profit? Are members satisfied with their remuneration? 

	9.  Environment
	Is the group aware of environmental issues related to the business? Is the IGA group making responsible decisions about these issues? Are the results increasing the quality of the community’s environment? Does the IGA group have links with other service providers that can help members / the business with specific advice on these issues?

	10.  Transparent and Honest Leadership
	Is the management committee providing good leadership, and representing the group well? Is the leadership sincere and honest and does it keep members properly informed? Does the leadership actively seek the growth of the business? 


Annex 10 – Project Logframe

The project logframe is found on the following pages.(Source: Project Workplan for Year 4)
	Country/Region
	Sri Lanka
	Project No.  
	4118/A-31457

	 Project Title
	Local Initiatives For Tomorrow (LIFT)
	Project Budget
	$4.83 million

	 CEA/Partner Organization
	Care Canada
	Project Manager            
	 Kathryn Zimmer

	 Related C/RPF

 Dated
	General Agreement on Development Cooperation, 

1992
	Project Team Members 
	June Emmerson, Project Assistant, Royale Lafleche, FMA, Suzanne Cornellier, Contracts, C. Tardiff, Field Rep

	NARRATIVE SUMMARY
	EXPECTED RESULTS
	PERFORMANCE MEASUREMENT
	ASSUMPTIONS / RISK INDICATORS

	Project Goal (Program Objective)
	Impact
	Performance Indicators
	Assumptions /Risk Indicators

	To strengthen community-level institutions supporting economic activity, employment creation and provision of basic social services among those whose unfulfilled aspirations have fueled the conflict
	1 Improved ability of vulnerable groups to undertake activities that meet their basic human needs.
2 Enhanced capacity  of institutions and organizations to formulate, promote and implement policies and programs that satisfy basic human needs.
	1 Strengthened institutions and government policy and programs.

2 NGO and CBO  activities toward social mobilization. Government responses
	  Assumption

Successive governments and the LTTE  work toward implementing political, economic and social reforms.

Risk Indicators

Policies, public statements, commitments, peace talks, and budget allocations.

Assumption

Successive governments and the LTTE do not hamper the growth of civil society and allow free association, permission to  advocate openly and build their capacities to dialogue, promote, design and implement activities and projects.

Risk Indicator

Public statements and official restrictions.  agricultural restrictions, freedom of movement, and access to health care and education.


	Project Purpose
	Outcomes
	Performance Indicators
	Assumptions/Risk Indicators

	  To improve the ability of new and existing CBOs in conflict-affected areas to provide local communities with the tools to access and manage local resources to help meet basic human needs; to empower CBO members to participate as partners in decision-making processes related to achieving basic human needs and rights.
	  1 CBO members enabled to cope with socio-economic conditions in conflict-affected areas to meet basic human needs.

2 CBO members involved in implementing local development projects.
	 1 Group savings, conflict resolution, and purchasing power.

2 Meetings held, representations made, and decisions reached.
	Assumptions

The security situation and socio-economic conditions in conflict-affected areas do not deteriorate to a point where the project cannot be effective.

CBO representatives are recognized and accepted by stakeholders.

Risk Indicators

Displacement, destruction, natural disasters, decisions made, and satisfaction levels.

	Resources
	Outputs
	Performance Indicators
	Assumptions/Risk Indicators

	Socio-economic empowerment $0.28 million

Food Production (LEIT/BIG) $0.66 million

Infrastructure $1.20 million

Savings and Credit $0.65 million

Income Generation $0.52 million

Research/ Pilot Activities $0.59 million

Project Implementation $3.9 million

CARE Canada overhead $0.63 million

CIDA mangement cost $0.30

Total  $4.83 million

CARE’s Resource Contribution

- Human Resources $54,000 

(Director M&E, Director Microfinance, VOICE and Wanni Development project technical support staff)

-Materials and Equipment $192,000

-Total CARE contr. $0.246 million
	 1a.  Selected  effects of the conflict being addressed.

1b.  Selected NGOs delivering services to clients that respond to clients’ needs.

1c.  Women benefiting equally from project results.

1d.  Increase in the  participation of women in CBOs at the decision-making levels.

2a.  Farmers, including women, have adopted LEIT Technologies.

2b.  Increase in the diversity of vegetables in home gardens and diversity in household diets.

3.  Farmers’ groups maintain and operate irrigation tanks, wells and other infrastructure provided by the project.

4a.  Savings and credit groups are viable and responsive to members’ needs.

4b.  Increase and/or maintenance of households’ income.

5.  Non-agricultural income generation sub-projects implemented if opportunities found.

6. The project kept abreast of contextual developments and making appropriate changes to implementation.


	1a.  Beneficiary participation and satisfaction.

1b.  Client satisfaction.

1c.  Women’s participation and equity.

1d.  Women in CBO executive positions. 

2a.  Number of farmers and gender involvement 

2b.  Variety of vegetables harvested and vegetable consumption patterns .

3.  Water supply, land under irrigation, and tank utilization patterns.

4a.  Savings rates, repayment rates, number of loans, member satisfaction, benefits to households, and income generation.

4b.  Household assets, income spent on food and education, members’ perceptions.

5.  sources of household income.

6.  Beneficiary participation and report production.  


	Assumption

International agencies continue to have access to conflict-affected areas.

Social cohesion is possible in conflict-affected areas.

Risk Indicators

Staff movements.

Group functioning and restrictions on group formation and operation.
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Annex 12 – Cost Issues

The project costs are affected by a series of issues relating to design for the conflict environment and the desire to reach the poorest.

1. Working directly with beneficiaries is more expensive than working through the strengthening of delivery mechanisms, the normal development approach when peace and security prevail.  Strengthening local government institutions is neither desirable nor feasible for a host of reasons.  

Chief among these is the policy barrier and especially the issue that the fungibility of funds going to either government or the local authority would effectively open the effort to massive criticism in the war environment and even add to the conflict.  The LTTE would certainly not allow it either and after April 2006, and the listing of the LTTE as a terrorist organization, it would be illegal.

Accordingly, a direct presence on the ground is the only option and this has resulting implications for direct costs.

2. Furthermore, it is incrementally even more expensive to reach the poorest as the project has chosen to do, since they reside furthest in time from the administrative centers than can support the logistic requirements. This adds travel time to the costs of service delivery which limits the time staff can spend in the village and thus the size of groups that can be effectively supported.

It also adds further costs in terms of vehicle maintenance and communications
.

3. In the environment where there are few effective local government institutions working and where the communities are rural, providing infrastructure to beneficiaries is not a feasible intervention.  When costs of water supply, electricity, roads, and service networks can be amortized over large numbers of people over a long period of time, such interventions are economically justifiable
, using cost benefit analysis.  The situation in the conflict area will not respond to such an option.

Using project data the table below estimates the cost per beneficiary in three scenarios:

1. Using the data for total membership of the groups reached to December 31, 2005.

2. Estimating the number of families and applying an average family size.  In this case we have assumed that 20% of the women are heads of households and that the average family size is 5.

3. A LIFT study in Jaffna that found there were about 5 additional beneficiaries who were affected by the CBOs operations and / or who also took up the project best practices in agriculture, for every member reached.  This gives a 6:1 replication ratio.

	Table 1 - Estimated Cost per beneficiary

	Scenario
	Description
	Number of People 
	Can $ Disbursement (Table 3 main report) 
	 Can $/ person 
	 Rs/person (at avg of 66 & 90 Rs/$) 

	1
	Reported individual participants by LIFT
	5,100 
	2,700,000 
	529 
	41,294 

	2
	Using # Families x 5. (Families = 100% men and 20% of women) with average family size 5
	 8,752 
	2,700,000 
	 309 
	24,063 

	3
	Including indirect beneficiaries at 6:1 of Scenario 1
	30,600 
	2,700,000 
	 88 
	6,882 


CIDA and CARE judged that the original justification was cost efficient by their approval of the project.  The evaluators find that the project has exceeded the original standards, both in terms of the over achievement of targets and by under expenditure of budget.  It endorses the judgment that the project is providing essential services at an acceptable cost.
Overall LIFT is an exemplary performer at the Outcome level.  The project design asked for - and in the view of the evaluators has obtained:





An improved ability of vulnerable groups to undertake activities that meet their basic human needs through quality CBOs, and


An enhanced capacity of those CBOs to formulate, promote and implement policies and programs that satisfy basic human needs.





There are thus clear indications that the Project Purpose is being met effectively and efficiently.





Table 1 - Groups / Persons Reached





Planned			Actual


FFS   = 90 groups/ 2,700             FFS    = 90 groups/ 2,712


S&C  = 51 new grps/1,530           S&C   = 52 new grps/1,606


22 existing/ 660                             23 existing/ 814





BIG   = 39 groups /1,170             BIG    = 40 groups/ 1,213


IGA   = 27 groups                        IGA     =  19 groups /


119 beneficiaries


WUG = 60 groups                        WUG  =  69 groups with


1,989 members


LNGOs= 6                                    LNGOs= 6








� Savings also includes gold which is both very transportable (important in conflict situations) and easily negotiable.  This is a common form of savings throughout Asia.


� � HYPERLINK "http://www.worldbank.lk/WBSITE/EXTERNAL/COUNTRIES/SOUTHASIAEXT/SRILANKAEXTN/0,,contentMDK:20342271~pagePK:141137~piPK:141127~theSitePK:233047,00.html" ��http://www.worldbank.lk/WBSITE/EXTERNAL/COUNTRIES/SOUTHASIAEXT/SRILANKAEXTN/0,,contentMDK:20342271~pagePK:141137~piPK:141127~theSitePK:233047,00.html� May 4, 2006


� Christian Science Monitor:  “Since the 1980s, …Tamil Tigers have carried out more than 200 suicide bombings.” (http://www.csmonitor.com/2006/0503/p07s02-woam.html)


� Agence France Presse in the Bangkok Post May 7


� See Annex 10 for logframe


� See for example the Project Implementation Plan that details the approach.  Our report mentions a few highlights.


� The team found one example of an S&C group who have become so capable and successful that they have begun to help other groups to form  - effectively creating a branching operation.  In these cases, men have also formed part of the groups so formed.  It will be interesting to see if performance suffers in these groups since this is an observation of MF groups in many countries.


� In consultations with CHC/CARE, responsiveness to specific GOSL/ local authority priorities was excluded as a direct evaluation concern.  As this evaluation took place Canada had just added the LTTE to its list of terrorist organizations.


� An Annex contains a brief summary of the evaluators’ bios.


� The Evaluators note the project uses “sub-group” to refer to S and C sub-groups formed by project S and C groups.


� Savings also includes gold which is both very transportable (important in conflict situations) and easily negotiable.  This is a common form of savings throughout Asia.


� An existing example is loan recovery that is monitored by the groups.


� As evidenced for example in the difficulty in obtaining any updated performance data during the evaluation.


� LIFT groups do have a workplan but this was not mentioned as important to the evaluators during village visits and was not a part of the otherwise excellent presentation by them of how they develop their organizations.  The thrust of our observations and thoughts is thus to refine a practice and raise the importance of an activity already taking place, not to create a new one.


� Table 4 lists the linkages developed by the CBOs. 


� NECORD (� HYPERLINK "http://www.necord.org" ��www.necord.org�) is funded by GOSL/ADB/ GTZ/Netherlands /OPEC providing housing, improving health and education facilities as well as re-establishing agricultural and fishing activities for those displaced by the conflict.


� Puliyankandalady received a grant of Rs 1.5 million for a proposal to build a restaurant.  Later UNDP added further funds to permit toilets and a well.  The work is ongoing.


� See also Annex 6 interview with the UNDP TP manager for Batticaloa.


� The CHC depends on LIFT and CARE for security assessments and travel decisions


� It should be recalled that LIFT is only one of several projects under the CARE International – Sri Lanka umbrella and they too feel the need to be able to speak to any information need of their donor community.


� 8 villages in Batticaloa were hit by the tsunami.


� A 1st year group is one formed in the first year of the project and thus has more experience than 2nd, 3rd or 4th year groups.


� Note the table above includes all types of groups.


� LIFT Project Annual Report September 2004 – August 2005. pp 29-68. The evaluators suggest that the next reports try and use a similar quantification with the text provided as an annex. 


� 6 times the 5,000 people mentioned in Table 2.


� Predictably, many of the tsunami recovery programmes have faced these problems perhaps because of their methodologies and perhaps because after the initial emergency phase, the staff directing them were still relief and not experienced development workers.


� For example the transect walk, part of the FFS methodology, specifically requires raising the visibility of personal knowledge of the client needs – an important learning point for the managers of a sustainable CBO.


� People in one of our village visits reported a local health officer had made this attribution. 


� Interview with Michele Cecera CARE International Area Director, Batticaloa District, Bati Office April 23.  See Annex 6 for details.


� The previous staff had stayed for 3 years.


� Further discussion with the longer serving LIFT Batticaloa staff would be very fruitful we believe.


� This also relates to the problem of compensation no doubt.


� The Project recognizes this, but the lack of delegated decision making on staffing and the experience of trying to adjust the budget for local manpower referred to in Section 4.1.5 made the project depend rather too much on volunteers for the S&C groups.  This is not the best solution. The lesson learned is that capacity building projects require human resources as a main input and requirements can’t be known exactly until after some period of work in the field.


� See discussion on the utility of the Balance Scorecard in this regard.


� The pros and cons of the effect of emergence of formal control by the local authority will need careful consideration. 


� There is a concern that has to be considered if LIFT aids GOSL structures in the conflict area.


� We point especially to Vipulanantha Women’s Society in Batti and Nanthavanam in the Wanni.  We understand there are other equally strong S&C groups in the Wanni especially.


� Recall “Rosie the Riveter” of World War 2 fame was an acceptance of the need for gender role change in a time of war.  It did not as we know however signify a permanent change in acceptable gender roles.


� Although the commercial banks offer more liquidity, they are also more fragile in their operations.  In December, 2005 when the current round of violence started again, commercial banks stopped all lines of credit and agricultural loans.  In Kilinochchi, the Bank of Ceylon and People’s Bank also stopped normal agricultural lending.  The Bank of Tamil Eelam also has a lending programme for agriculture, reportedly at similar commercial rates as do the Socioeconomic Bank and the Rural Development Bank (government linked).


� This further supports the view of the evaluators that other indicators relevant to groups targets and sustainability need to be included in more regular M&E activities.


� It is a curious why Workplans were not mentioned by the groups during our village visits.  


� Mr Thurairatnam – Team Leader Wanni


� The salary issue was raised by both the Batti and Wanni staff and they also reported that LIFT staff are handling  more number of groups compared to other projects.  Management stressed to the Evaluators that this issue is no longer an irritant.  More discussion might be required between various management levels in the field.


� Current management challenges were reviewed in a meeting with CARE’s Area Director for Batticola.  This is reported on elsewhere.


� The visit to Kilinochchi was cut short when the evaluators and other international staff were asked to return to Colombo by CARE due to a security situation which had developed. This is discussed elsewhere in the report.


� It is noted that the total loans in the tables below are not the same and not the same as the numbers noted in verbal discussion.  The reason is not known.


� The evaluators noted that there is a problem with the understanding of interest and how to calculate it.  In general there seemed to be many different accounting methods and ledger requirements from group to group and we were not able to determine why this variability should exist.  In our opinion, a standard and simple system should be taught and maintained.  CARE certainly has this available elsewhere in the organization.


� It is noted that in several other countries it is the evaluator’s experience that more efficient bookkeeping systems and meeting procedures can allow a membership size of 100 to be handled before the workload of collecting savings and disbursing loans begins to become a problem.


� This was identified and run as a special “pilot” under the project’s Research and Pilot component.


� The evaluators observed that the problems experienced in some projects in some countries with women serving as a front for men to obtain credit, and then having to find the repayment monies themselves, seem not to operate in the conflict areas visited.  In the LIFT areas, once the efficacy of the project supported systems are demonstrated, men are actively supporting higher savings by the family and appear not to be abusing the availability of funds in ways which have occurred in some other areas.  This may reflect a stronger cohesion between husband and wife due to the limited security that demands greater shared responsibilities to build mutual advantage.


� The evaluators observed that there has been a large staff change over in spite of this observation.  This is discussed elsewhere.


� Copied from http://en.wikipedia.org/wiki/Balanced_scorecard


� This item is usually directed at “women”. In a woman’s group the equity issue can be raised like this.


� The Team would like to signal that they believe the field teams may be under supported when it comes to radio communication.  The project should consider whether each vehicle should be equipped with a long range radio capability for vehicle tracking and security purposes.


� Sometimes only just!
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