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Executive Summary and Lessons Learned

The Farmers’ Action for Resource Management (FARM) project in Phu Yen District, Son La province aims at addressing the socio-economic and environmental problems in the district, caused by the creation of the Hoa Binh hydro-electrical dam project in the Da or Black river and the subsequent formation of a huge reservoir, stretching for 230 km with a 770 km shoreline.  Re-settlement and migration of lowland farming households to the slopes surrounding the reservoir and to upland areas in the district resulted in an increased population pressure in both lakeside and upland areas on the scarce natural resources in the district.  

The development objective of FARM Phu Yen project is:

Reduction of environmental degradation through the development of sustainable household livelihood strategies
The intermediate objectives are:

· Enhanced community capacity to conserve and manage their natural resource base
· Households enabled to utilise sustainable farming systems for sloping land, enhancing household food security and soil conservation
· Enhanced capacity of local institutions to plan and sustain initiatives for community development

The project has been organized into six main components:

· Sector 1: Tree planting, forestry and forest protection

· Sector 2: Water engineering

· Sector 3: Agriculture

· Sector 4: Animal husbandry

· Sector 5: Credit

· Sector 6: Community development

The first request for the Phu Yen initiative were issued by DPC in Phu Yen in 1992, and a pilot project was initiated in July 1994. This implies that the project context and the requirements have changed significantly over the planning and implementation time, in reality more than 10 years. Especially the influence of external factors like e.g. other programmes and various deviations from assumptions and preconditions has created high demands to the FARM project management. This has required a very flexible approach of the project management and project staff, and the ET finds the chosen strategies, approach, involvement and dedication by the project management admirable.

Whereas earlier phases of the Project paid greater attention to the first two intermediate objectives the Extension Phase has focused relatively more on the third intermediate 

With two and a half years implementation period, the following has been emphasised:

· To ensure sustainability, it is important the skills and learning are not lost after the project is completed;

· To enhance impact, the project needs to support wide application of learning and approaches promoted by the project to other geographical areas, i.e. the entire district and beyond; and

· For reasons of cost-efficiency, the project should not do everything itself and should find ways to collaborate with partners.
Major Findings

Below is listed the main finding of the evaluation team. The overall impression is that the project has followed the strategy and has been implemented according to the plan and has achieved its objectives. The evaluation would like to highlight the below listed observations.
Natural Resources Management

Farmers are well trained

Fieldwork showed that all beneficiaries were trained on tree planting related fields before and during the time of tree planting activities. Farmers understand planting techniques and apply in their practices. 291 training courses have been conducted with 10,356 participants.

Forest protection is well functioning and well coordinated

In the protected areas including 1,075 ha of forest protected areas in the project communes, the plan has been made by the district Forest Protection Station (FPS) and the village was assigned to protect the area inside the village boundary. The project helped villagers in complementary planting trees in this area from the beginning time.

Tree planting extensionist nominated and trained - but not active anymore

Information from the field showed that there is no extensionist working at village level. The village has a name of person considered as extensionist, however not functioning anymore (all visited villages).  There main reason is probably that the forest related activities have stopped by now.

Introduction on HY varieties of maize successful

86 % of interviewed HH are using the introduced HY varieties on maize. This is often considered the main reason for improved income.

Access to drinking water improved

All visited villages where the project supported the local people in the construction of drinking water and irrigation systems are responding to their needs. 

Local people participated in the irrigation construction process

Farmers have contributed from the beginning such as designing, making furrows for installing pipes, transporting materials, digging, etc. Further more the local people have identified the location for the water tank. According to the project and village records, their contributions have been counted as 20% of total costs.

A large number of people were trained in SALT techniques

In visited villages, all respondents answered that they participated in training courses on terrace establishment and cultivation. However, the number of farmers doing terrace in these villages are relatively low (8-10 farmers in each village) due to the very labour-intensive work in establishment of the terraces. There were 420 HHs doing 173 ha of permanent (terrace) fields, and 1,197 HHs doing 258.1 ha of hedgerows.

Model farms established but not adequate for dissemination 

Model farmers were trained in soil conservation and farming practice at the village. Model farmers were for others to visit, learn and adopt, either partly or the entire model. Normally, there were two or three kinds of models in one village: model for better-off, average and poor farmers. The models for average and poor people were at reasonable cost, thus for most people to adopt the whole (if they have enough land) or a part of that.  The project was not very successful in using the model in a planned and systematic way to expend project activities to other farmers (for example: regularly organize others to visit to the models, or share experience).

Maize yield on sloping land gradually reduced 

According to farmers the maize yield is gradually reduced year-by-year, thus necessary to apply more and more fertilizer. Soil erosion is still a problem, and it seems that farmers do not practice what they have been trained in. The introduced SALT techniques are difficult to apply for different reasons, mainly due to the fact that the slopes are too steep for applying terracing, which is the preferred SALT.

Improved livelihood

Project has achieved its objective of contributing to improving food security and living condition. 

· Number of poor households reduced significantly in all project communes 

· 62 % HH having improved wealth category

· 96%HH improved income

· The ET found no trace of hunger household or food shortage problem. 

· Positive changes in household economy in all interviewed households. 

· There are improvement in housing status, assets, daily diet and other consumptions. 

· 45%HH having housing status improved 

· 78%HH having assets improved 

· 100% improved daily diet

Local people assess the Project’s interventions to be very relevant and effective 

· All villagers are very happy about the supports project provided. 

· The introduction of HYV of maize is the key factor that created big change in household’s income. 86% of farmers are using the HYV Maize.

· The introduction of cash crops, vegetable production and the third crop (soybean, garlic, spring onion) has helped to improve income as well as daily diet.

· Farmers have received training on farming/plantation skills and applied the obtained knowledge.

Vaccination have helped to reduce disease outbreak in animal husbandry

The vaccination program was highly appreciated by the farmers, as it significantly has improved the income from animal husbandry.

WU Credit scheme was assessed as the most successful sector. 

There were many good points to comment on WU credit scheme: high rate of repayment (93%), financially sustainable, targeting women, maintenance of group meeting monthly, etc. 

Institutional / Community Capacity development

The VBD concept is innovative and interesting

In the Vietnamese society, the VBD concept is considered innovative and should be assessed as an experiment. The CARE initiative has proven that the concept has a future, even though there have been initial difficulties. The idea of community-based organisations should be given more effort and more studies should be allocated to further develop this concept.

CDC continuation depend on the a continuous allowances system

Presently the CDCs are having an allowance, paid by the FARM Project for carrying out their duties. It is foreseen that the absence of this allowance will mean that the CDCs no longer will perform their duties as CDCs. 

VDB are visible and known in all villages

The VDBs are well known among the villagers in all visited villages. The VDB consists of 3-4 members, of which 1 usually is a woman. VDB members are elected, but don’t have any plans for re-election. 

Big difference on the performance of the VDB

Some VDBs only have a role according to VDF, whereas others are more active in village meetings etc. In one village (Na Mac) VBD were found to identify and select priority activities that reflect the needs of villagers in a planned and participatory manner. 

Big difference in performance and use of VDF

In some villages the VDF only exist in theory - others are proving an efficient tool for community development. Most VBD are having severe difficulties in repayment of private loans. 

Community development could include new aspects

The FARM community development model is presently closely related to the project activities. In future it is anticipated that villagers will continue to meet, whenever there emerge such a need. Villagers can be more active, and take more responsibility over their own situation. The example of marketing problems is a good example of what kind of activities could be covered by the community if selves.

Project interventions has been highly appreciated by the 6 partners

Physical facilities have been significantly improved

It is evident that necessary physical facilities including transportation means of almost all partner organizations have been significantly improved. 

Technical and community development knowledge and skills in general has been improved

It is also evident that the technical and community development knowledge and skills of most staff of all six partners organizations has been improved. 

Improved bottom-up, participatory, needs-based and poverty focused capability

Most of staff of partner organizations has been in the process of learning and changing from top-down to bottom-up, participatory, need-based and poverty focused service delivery and planning in line with the project objectives. 

Replicable case study from Women Credit scheme

The credit scheme programme is replicated in 9 more communes wit a participation of more than 2.000 women

Net work at village level function for VS and IS

VS and IS are operating user paid activities, which provides them with finances to develop their programs. It seems that partners with such possibilities can make better use of the achieved capacity building compared to AES and PPS who do not have any income generating activities from their service.

Improved capacity to meet the requirement of Government organizations 

All the partner organizations have got improved capacity to meet the requirement of projects/programs from various Government organizations as well as other external aid agencies. DPC confirm that reporting has improved.

Too little coordination of activities

Besides the achievement gained on improving institutional capacity building of partner organizations, more effort should be put by all these organizations to achieve a more efficient and sustainable coordination mechanism among peer agencies, mostly between DARD and AES, VS, IS, PPS.

Uneven gender balance in project activities

FARM has paid a lot of attention to the gender balance of project participants - still there is an uneven gender balance. The credit scheme was designed especially for women in addition to other form of support that targeted the household in general. However, in all other activities men were always outnumbering women in number as well as power. 

Difficulties in reaching the poorest HH

Likewise, FARM has done a lot to reach the poor. The poor have been included in all project activities even with more favorable conditions. Project also provided some special support for the poor: e.g. the poor were given capital to construct the pigsty.  However, in general the poor have benefited less than non-poor due to their specific conditions. 

Main findings on Project Implementation

Insufficient project logframe prevailed throughout the project lifetime

The logframe presented in the project document is not a regular logframe, and it is missing important output indicators. This makes regular effect monitoring impossible and the project has been left without proper adjustment tools. 

M&E at output and objective level being unsystematic

While the project has had a frequent and adequate progress monitoring system, the project has never succeeded in systematic monitoring at the top logframe levels - probably due to lack of proper logframe. However, the project has a lot of documentation, statistics and reports documenting the project achievements.

Participatory planning can be improved 

People described process of participatory planning as a registration process at the village in order to get support from project either in cash or in kind. This was considered not very sustainable as people might loss of interest in participation when there is no longer material incentive. 

Recommendations

As this is a final evaluation, and it is very clear that there will not be any further extension of the project, these recommendations are meant for the partner organisations.

Natural resources managing

· The expansion of maize production in sloping areas may lead to problems of soil erosion and land degradation in the very near future. It is recommended that appropriate SALT for the area is further developed through the extension service.

Community Development

· The VDBs are having a large potential beyond the FARM project activities. It is recommended that the VDB is supported by DPC/CPC to continue their work and to take initiative to new types of villages development. 
· It is recommended that all the VDBs seek recognition by the CPC. The best functioning VDBs visited by the ET were already recognised by CPC. Some VDBs had even obtained informal status as a mass organisation, and others had developed procedures for participating in CPC meetings and for having CPC participation in the VDB meetings.
Credit

· It is recommended for DWU to consolidate the operation at credit groups and centres within the WU managed credit scheme. Group leaders need to be functioning otherwise it would be too heavy workload for centre head. Consider the possibility to arrange monthly meeting within a group of not more than 15 people to ensure the quality of the meeting. In a crowded meeting the chance for each participant to involve in the discussion is very limited. 

· Review the regulations taking into account the interest rate and allocation of interest earned, etc. It is better that before reviewing the current regulation, all management staffs should be trained to get deeper understanding on the general principle of credit scheme. 

· Interest rate should be identify based on the actual needs for related cost. So the discussion should start from what needs cost and how much is needed. Of course other issues such as market interest rate, willingness of the borrowers to pay should also be taken into consideration. 

· Organise training for all participants to help them understand the regulation as well as process of regulation development. By doing so participants are given chance to make an informed decision. 

Institutional capacity building

· A lot of FARM effort has been put into local capacity building, be it the partner organisations as well as the community level organisations. Especially the partner organisations have increased capacity on new participatory models. This capacity can only be used if these organisations are coordinating their activities and commonly formulate an extension network for the villages level. All villages should be included in the DARD network, and the extension agents, collaborators, Para-vets etc. should be able to collaborate with DARD on various topics. It is recommended that DARD take up this challenge.

· It is recommended that all partner agencies are developing a plan on how to make use of the newly gained capacity. This plan should include:

Establishment of common village network

Adjustment / adoption of FARM technologies

Considerations on income generating activities

Linkages to other programmes

 Lessons learned

While the recommendations are for the partner organisations the lessons learned are meant mainly for CARE. These lessons learned should be considered when designing new programmes in Vietnam.

· The partnership programme has in general been a success. CARE would benefit from using this partnership in future programmes and project designs. However, it seems difficult to further elaborate this relationship, since the partners all are based in Phu Yen. It is nevertheless, recommended for CARE to establish regular contact to WU at National level, and on the basis of the successful partnership from Phu Yen, and the related activities, to seek new areas of mutual interest.

· The SALT techniques are difficult to get into applied practise. The main reason for farmers not to apply these techniques is that most of their land is too steep to apply terracing - which is the technique they prefer the most among the different SALT (hedgerow and cover crop were found not appropriate).   
· The FARM subsidy policy may be warranted to get things moving in the first place can also set precedence. In future projects it is necessary for all project interventions to define the conditions of sustainability for the end-of-project situation.

· The institutional set-up for implementation with its combination of project staff and district staff works fine and is of mutual benefit. However, the purpose of local community development including groups and village boards needs much more careful definition, especially on group dynamics and mobilisation and where the management of financial resources comes into the picture.

· A lesson learned should be that a normal logframe is needed for effective management of a project. The logframe used for the main phase is not a standard logframe, and is lacking important information. There is no immediate objective, but instead there are three intermediate objectives. There is only one set of impact indicators, thus no distinction between output indicators, immediate objective indicators and development objective indicators. This means that the indicators are missing at two important levels. Finally there are no means of verification mentioned. The evaluation team find this crucially important, since the leaves the project without the normal basis for developing a logframe based monitoring system.

· The lack of a full logframe has made the recommended monitoring system very difficult, and the project has not been able to create a systematic monitoring system. A project needs a simple and efficient monitoring system for effective management and sharing of information.

· Baseline data have been collected through PRA methodologies in the villages, as they have become project area. However, the PRAs are not all normal PRA outputs, and the baseline report is not based on the impact indicators. There should be a link between the baseline study and the impact indicators.

· Supporting the poor, especially the poorest of the poor is extremely difficult. Project has put lot of effort trying to support them. However, the poor need many things designed especially for them, due to their specific condition. For example, training need to designed differently for the low education or illiterate people. More practical parts would be better than theory. Those poorest people might also need some extra support/practical guidance from extension workers and/or their neighbours.

· Try to mobilise the poor (poorest) to participate in any form of group or club to make them feel being included. Within the groups, arrange some type of mutual help among group members. 

· Organise literacy classes for illiterate people, especially for group of people within working age. Those classes should be arrange at suitable time as people at working age often very busy. Evening class could be an alternative. Source of teachers can be from schools or some people within the village with high education. 

1
Introduction

The Farmers’ Action for Resource Management project in Phu Yen district of Son La province, in Northern Vietnam focuses on three intermediate objectives including: Firstly enhancing the capacity of communities to manage and conserve their natural resource base, secondly enable household to utilise sustainable farming systems for sloping land, enhancing household food security and soil conservation and thirdly enhancing the capacity of local institutions to plan and sustain initiatives for community development. In its operational strategy, the project further includes strengthening of vulnerable groups including women, poor and ethnic households, which crosscuts the intermediate objectives. The project have been divided into two phases:

· The pilot phase (October 1994 till December 1996)

· The main phase three communes (January 1997 till December 2003)

The final evaluation concentrates on the communes and partners receiving support from the project during the main- and the extension phase since an evaluation of the pilot communes already was carried out in July 2000. The evaluation team (ET) aims to assess project achievements at the household and village level along with achievements on institutional capacity building at the district partners. Main focus has been on the measurable achievements, the chosen implementation strategy and the sustainability of the impact.  

The overall objective of the final evaluation serves the dual purpose of documentation of achievements in Phu Yen District and at the same time serve as an instrument to be used in future rural development project designs. For this reason the ET has chosen a process-oriented evaluation approach, where findings constantly have been discussed with project staff and CARE officers. The evaluation team has been chosen jointly by CARE Vietnam and CARE Danmark, and has four members. The evaluation team consisted of:

Mr. Bjorn Jensen, Team leader
Mr. Quach Dau Anh, Institutional capacity development specialist

Mr. Nguyen van Linh, Natural resources management specialist

Ms. Nguyen Le Hoa, Socio-economist

Project field officers, Mr. San and Ms. Hai assisted during the field visit with household interviews and CARE ANR coordinator Mr. Nguyen Van Anh participated in most of the field work. Mr. Do Van Hung provided translation support. ToR for the ET is attached as annex 1.

The evaluation was implemented in a participatory way and used various methods including review of documents, discussions with Project Management Unit (PMU) and project staff, field visits to 7 villages including group discussions and semi-structured interviews with key informants and randomly selected households, observations, participatory exercises and discussions. In addition, discussions were held with representatives of key partner organisations and a workshop was conducted at the end of the mission, presenting the results and discussing them with project staff and key partner representatives.

1.1
Sampling

Given the limited time, the evaluation team decided to make a sample field survey. The sampling has taken into account several issues to make sure that findings in the selected areas can represent the whole picture of project areas. The sampling selection criteria were: 

· The sample must include representatives from each phase.

· The sample should cover the areas where the project is expected to have considerable effects and impact

· The sample must include areas affected by the resettlement process

· The sample should cover villages regarded as successful as well as less successful

· Be representative of the target groups

· The availability of baseline data/information

The project has been divided into 3 phases: the pilot phase, including three communes,  (here after called the first communes), the second phase was implemented in the three first communes and another 3 commune (here after calls middle communes) and the extended second phase was implemented in yet another 3 communes (here after calls new communes). 

Even though the first communes have the longest time of project implementation, the ET decided to select only one village with medium level of success from this pool of villages. The reason is that there already have been several evaluations conducted in those first communes: final evaluation of pilot phase (1996) and the final evaluation of project intervention in the first commune (2000). 

The main scope of this evaluation is to focus on the sustainability of project’s effects and impacts after project phasing out its interventions. Project’s implementation in the new communes only started rather late in the project lifetime, and for this reason only one medium performance village in new communes were selected with the purpose of reviewing the application of the recently changed strategies in extension phase, and further to evaluate the effectiveness as well as the efficiency of different strategies applied during different phases of the project. 

Main focus was given to the middle communes where the second phase started taking into account all the experiences and lessons learnt from pilot phase. In addition, those middle communes have also been supported through most of the extension phase, which implies that they also have experienced the changes of project strategies. 

The decision was that 4 villages with different levels of performance and characteristics should be included in the survey. The issue of targeting the poor and ethnic groups, as it is an emphasised strategy of project was also considered. To satisfy this criterion, the ET felt that some groups of Dao and H’mong people should be included in the sample as they are the poorest of the poor in the region. However, they are actually only represented with a very limited number in comparison with the whole population of project areas (only 5 to 10%). 

In addition, from discussion with CARE staff it was realised, that actually only 4 Dao villages and 4 H'moung villages out of totally 86 villages have been included in the project target area. The explanation is that FARM is a natural resources management project supporting those who have been either directly or indirectly affected by the Hoa Binh dam, rather than a general poverty elimination project. For this reason many other relatively poorer communes with a high representation of Dao and H’mong were not selected as project areas. It was decided not included any Dao or H'moung villages in the sample due to the limited number of these villages and due to the difficulties in reaching these villages with the FARM activities.

In addition to the project area, the ET also has selected one village outside the project area as a control sample. This village should be selected for having similar socio-economic and ecological conditions to the average FARM villages, but should not have been exposed to any FARM activities and should not have any indirect influence from the FARM project. As the result the following 7 villages were chosen:

	Village
	Commune
	Type of commune
	Level of performance

	Lem
	Huy Tan
	Middle
	Medium

	Tan Giao
	Huy Tan
	Middle 
	Medium (resettled village)

	Na Mac
	Gia Phu
	Middle
	Good

	Na Kham
	Gia Phu
	Middle
	Poor

	Bo Mi
	Bac Phong
	First
	Medium

	Suoi Tre
	Tuong Phong
	New
	Medium

	Thon
	Tuong Thuong
	Out side project area
	


Table 1, Visited villages

1.2
Methodology

For the final evaluation the team have used the following methods:

· Review of key project documentation was undertaken prior to the field visit. For an overview of documents reviewed see annex 2

· Discussions with CARE VN Country director, CARE ANR Coordinator, CARE ANR Advisor, and a previous CARE Advisor.

· Initial meetings was held with Project Manager and Chairman of District Peoples Committee / Chairman of Project Steering Committee.

· Initial discussions were held with the Project Staff and District partners. Before the fieldwork was undertaken, a proposal for fieldwork activities incl. methods to be used was discussed with the Project Management Unit.

· Field visit to the 7 villages order to assess and analyse impact of project activities. For an overview of itinerary and persons met, please see annex 4.

· Semi structured interviews with STC chairman, Project staff, Chairmen of Commune PC, Chairpersons of partner agencies, Village Heads, Heads of Village Development Boards and project 747.

· Discussions with representatives of district partner agencies including Department of Agriculture and Rural Development, Agricultural Extension station, Women’s Union, Veterinary Station, Plant Protection Station and Irrigation Station.

· Discussions with the Chairman of the District People’s Committee

· Observations in the field, including cash crop fields, fruit tree gardens, vegetable gardens, agro-forestry areas, drinking water reservoirs, irrigation systems and areas where SALT techniques were applied.

· Semi-structured interviews with 5 VDBs, including 18 VDB members.

· 7 Group meetings (app. 50 people) on project activities and socio-economic impact including the credit scheme, the HH production and income, the VDB and interest groups.

· 7 Group meetings (app. 50 people) on natural resources management, including forest protection activities, irrigation schemes, drinking water initiatives, user groups, SALT techniques and agricultural production. 

· PRA techniques for assessment of the natural resources management.

· Visits to 58 households of the target group in the project area plus 9 households outside the project area, including vulnerable households for gathering data on their socio-economic status. Meeting with the randomly selected households included discussions on changing household income and food security, changing resource use and aspects of farming systems. Households selected included both households that participated in many project activities and households that did not very actively participate in project activities. In most of the meetings women participated.  

· Visits to 27 households of the target group for interviews on natural resources management, including forest protection activities, irrigation schemes, drinking water initiatives, SALT techniques and agricultural production. 

· Statistical analysis of collected socio-economic data

· Before departure from Phu Yen, the initial findings were discussed with the Project Management Unit / Project staff and partners.

2
Project Setting

The Farmers’ Action for Resource Management (FARM) project in Phu Yen District, Son La province aims at addressing the socio-economic and environmental problems in the district, caused by the creation of the Hoa Binh hydro-electrical dam project in the Da or Black river and the subsequent formation of a huge reservoir, stretching for 230 km with a 770 km shoreline.  Re-settlement and migration of lowland farming households to the slopes surrounding the reservoir and to upland areas in the district resulted in an increased population pressure in both lakeside and upland areas on the scarce natural resources in the district.  

Settlement on the slopes near the reservoir meant deforestation of these areas both for living space as for farm plots. Farming households started cultivation on the slopes, though they were not familiar with appropriate upland farming practices, resulting in considerable erosion in the area.  Higher population pressure in the upland areas resulted in deforestation, shorter cycles of shifting cultivation or semi-permanent cultivation on steep slopes.  The fact that immigrant farmers were not familiar with upland cultivation techniques further aggravated unsustainable land use practices and erosion in these areas.

In order to reduce environmental degradation through creating sustainable livelihoods for the communities in the area, the CARE supported Farmers’ Action for Resource Management, originally called Phu Yen Natural Resources Community Development Project, was started.  

The FARM project area is selected communes in Phu Yen District and the working station is situated in Phu Yen town. FARM has very close relations to District Peoples Committee, as the chairman of Phu Yen Peoples Committee is also the chairman of FARM STC. At the beginning of the pilot phase of FARM Phu Yen (October 1994) the project had two “Co-Managers”, and three operational staff. In December 2000 the Project has grown so that it's management team consisting of seven management staff, with nine operational staff and a team of support personnel. 

As the Project grew in scale, from three communes to six, additional field staff were recruited. With increasing numbers of FOs and higher activity levels, this system became increasingly difficult to coordinate, resulting in inefficiencies and consequent loss of time for the communities. Sometimes several meetings were arranged on the same day in the same village by different FOs. In response, FOs were assigned to work in specific communes and their role became increasingly direct implementation of activities. This meant field staff helped communities formulate plans and proposals, assisted with the procurement of inputs, and provided technical advice or training on site.

By September 2000, FARM Phu Yen has worked in a total of 9 communes of the 26 in the Phu Yen district. It has gained many experiences in its work through “direct implementation” of participatory institutional capacity and livelihood strengthening activities. Importantly through these activities the project has demonstrated significant impact at the household level, and so has earned respect among partners in its operating environment. But to achieve these results its field staff became directly involved at all points in the activity cycle: planning, implementation, monitoring and evaluation. 

In some respects, the Project worked in parallel with activities carried out by district partners. For example, the Project supports an extension agent network that duplicates the government’s own. Little investment has been made to raise the awareness among district line agencies concerning the Project’s learning.

To solve this problem it was decided to restructure the project. While the project originally fielded a rather large number of Field Officers for implementing the field activities, it now become supportive to the District Partner Organisations for them to implement the activities. The partner organisations are:

· Department of Agriculture and Rural Development (DARD)

· Agricultural Extension Service (AES)

· Veterinary Station (VS)

· Irrigation Station (IS)

· Plant Protection Station (PPS)

· District Women Union (DWU)

The project implements activities in the following technical areas: agriculture, animal husbandry, water infrastructure (drinking water and irrigation), micro-finance (savings and credit for women) and forestry. These interventions are implemented in the context of a village institutional capacity building program with a view to ensure that interventions are technically, financially and institutionally sustainable. As such, the project supports the establishment of Village Development Boards (VDB), who are overall responsible for development planning and implementation in each village. Geographically divided groups of participating community members are responsible for detailed planning and implementation of activities, supported in the field of agriculture, animal husbandry and forestry by village extensionists.  

Most activities are financed through a revolving fund system, whereby participants receive physical inputs on a loan basis. Loans are re-paid to the Village Development Fund (VDF), which is operated by the VDB, and funds are then re-circulated into village development activities.  Village interventions are supported by the project’s Field Officers (one FO is assigned to each commune) and commune level Commune Development Coordinators (CDC) and Assistant to CDCs (ACDC) who are elected community representatives. 

3
Project Preparation and Planning
The Phu Yen Natural Resources Community Development Project (renamed Farmers’ Action for Resource Management, or FARM Phu Yen from 1997) emerged from discussions with Son La Province People's Committee about the extent of environmental degradation and severe disruption to life that had been caused throughout the province in the wake of the construction of the Hoa Binh Hydro-electric Dam. The People's Committee expressed deep concern over the need to provide for people's livelihoods in ways that reduced their utter dependence on the forest and allowed the province to implement genuinely sustainable development policies.  

The impact of the Hoa Binh dam on the people living upstream along the Song Da in the provinces of Hoa Binh and Son La, has been substantial and detrimental. It is estimated that around 9,300 households (a total of 58,000 people) were displaced and have lost agricultural land. The dam has directly or indirectly affected nine districts (44 communes) in the two Hoa Binh and Son La Province, with Phu Yen district in Son La identified as one of the most significantly affected. It is estimated that almost 1000 ha of irrigatable paddy fields providing livelihoods for some 23,000 people were lost due to creation of the reservoir. The final water level was reached in 1991.

CARE VN received a request in 1992, from the authorities of Son La Province for assistance to the Phu Yen district. CARE undertook a feasibility survey of the area in December 1992.  This identified a relationship between a number of serious environmental problems such as severe soil erosion and deforestation, and the inappropriate farming practices, population pressure on resources and shortage of arable land and irrigation infrastructure which resulted from resettlement. The report recommended that a project designed to address these problems be implemented with the assistance of CARE Danmark and that a project appraisal be undertaken.

During the next year, an appraisal mission identified sites and strategies for the implementation of a 2.5-year pilot project which would use participatory methodologies to work with district level partners in 3 communes representing a range problems and ethnic minority groups in order test approaches that could be applied to a longer term second phase of the project. The appraisal team consisted of:

Mr. Siep Littooy, Team Leader

Mr. Nguyen Quang Duc, Forester

Mr. Gunnar Olesen, External consultant

Ms. Lene Jendresen, CARE DK

This pilot began in July 1994, and concentrated on providing immediate improvements to farmers lives through the introduction of agricultural inputs in conjunction with training in appropriate farming techniques, in addition to setting up the conditions for the longer term involvement of district partners such as the Agricultural Extension Service, the Women's Union, the Forestry Inspectorate and the Farmers' Association. The pilot also set the foundation of longer-term community institutional development seen as essential for the sustainability of the project's benefits. 

Conclusions on preparation and planning the pilot phase

· The origin of the project has emerged from a problem identified by the local authorities. These authorities have approached CARE VN and CARE VN has sought support from the CARE International network. CARE DK has offered to support, and has assisted CARE VN in the project preparation. This process of communication proves that CARE has an efficient and collaborative network.

· The project was identified and designed as a pilot project. However, the projects goals as rendered in the project document are ambiguous. They are self-contained in the logframe as if it was a ten-year project, but in the project document's text a number of activities are described which squarely sets the project up a a pilot project that would generate lessons learned for the design of Phase 2. Goals should be realistic and a direct consequence of the achieved results.

Following the Final Review of the pilot phase in October 1996, a number of recommendations were made prior to the design of the second phase. The design of the second phase was based on the recommendations of a design workshop with participation of project management and staff, partners and participants. The assessment of the Final review of the planning and strategy was:

· The level of subsidy is relatively high, which may be warranted to get things moving in the first place, but which may also set precedence. It is necessary that the project in all interventions define the conditions of sustainability for the end-of-project situation.

· The institutional set-up for implementation with its combination of project staff and district staff works fine and is of mutual benefit. However, local level institutional development of groups and village boards needs much more careful definition, especially where the management of financial resources comes into the picture.

· One main constraint to the implementation of project monitoring has been the lack of some one responsible for designing a system and executing it. It is therefore strongly recommended that this is put in place before any expansion of the project takes place.

· An initial year of monitoring and documentation for all activities set in motion during 1995-96 would guide a possible expansion of the project into other communes in the second phase. All new but similar activities should be served by an office file that contains the justification and the parameters by which the development would be monitored. Baseline data would be available from an initial PRA and must be translated and used.

On the first two days of December 1996, a project design Workshop was held in Phu Yen with participation of 44 local partners, project staff, the CARE Vietnam ANR advisor and the CARE Danmark Project coordinator to glean the perceptions local people have of the project and its activities and the direction in which they would like to take it over the next 5 years. Subsequently the project document was written and finalised on 5th February 1997.

The second five-year phase began in January 1997 aiming to reduce environmental degradation through the development of sustainable household livelihood strategies. In order to achieve this, the project works simultaneously towards improving community resource management capacity, strengthening household livelihood security and sound resource management through the promotion of sustainable and productive agricultural practices, and enhancing local institutional capacity building in an integrated way. The project believes that this multifaceted approach is key to ensuring the project's success, as the combined impact of working towards the multitude of problems faced by households and communities simultaneously, will be higher than if only one or a few problems were pursued independently.

Conclusions from the main phase project preparation and planning

· The preparation of the main phase was based on the recommendations from the evaluation of the pilot phase, and further elaborated through a participatory workshop.

· The logframe used for the main phase is not a standard logframe, and is lacking important information. There is no immediate objective, but instead there are three intermediate objectives. There is only one set of impact indicators, thus no distinction between output indicators, immediate objective indicators and development objective indicators. This means that the indicators are missing at two important levels. Finally there are no means of verification mentioned. The evaluation team find this crucially important, since the leaves the project without the normal basis for developing a logframe based monitoring system.

· The lack of a full logframe has made the recommended monitoring system very difficult, and the project has not been able to create a systematic monitoring system.

· Baseline data have been collected through PRA methodologies in the villages, as they have become project area. However, the PRAs are not all normal PRA outputs, and the baseline report is not based on the impact indicators. 

Extension of the project

The mid-term review and redesign mission was fielded during year 2000 and completed by January 2001. Based on the recommendations from this mid-term review, a two year project extension was formulated. Development objective and the three intermediate objectives remained the same. However, the focus should be on institutional strengthening of the district partners, and the project activities should be implemented through these partners. 

Conclusions from the extension phase project preparation and planning

· The extension phase was prepared on the basis of the mid-term review and redesign procedure. 

· The logframe was not updated, but instead there was set a comprehensive list of activities and benchmarks for the institutional capacity building process. 

4
Project Description

4.1 Objectives

During the pilot phase the development objective was:

To reverse the current environmental degradation with a goal of creating future sustainable living conditions for the rural upland communities in Phu Yen District, Son La Province, Vietnam

This development objective was supported by 3 immediate objectives:

· The introduction of methods for appropriate use of natural resources on sloping land

· The Improvement of alternative Food Production Sources

· The strengthening of the capacity of the villages to formulate and undertake development activities.

During the main phase and the extension phases, the development objective was changed into:

Reduction of environmental degradation through the development of sustainable household livelihood strategies
This development objective is supported by 3 intermediate objectives (no immediate objective).

· Enhanced community capacity to conserve and manage their natural resource base
· Households enabled to utilise sustainable farming systems for sloping land, enhancing household food security and soil conservation
· Enhanced capacity of local institutions to plan and sustain initiatives for community development

4.2 Main components

The project has been organized into six main components, and each of these components contributes towards the objectives. As such sectors 1 and 2 mainly contribute towards the first intermediate objective, while sectors 3 and 4 mainly contributes towards intermediate objective 2. Finally sectors 5 and 6 mainly support intermediate objective 3. The division into project sectors has been maintained in the project logframe as the project operationally is organized according to these sectors, and staff is used to relating to these sectors. However, due to the complexity of the project, this model was re-designed in 1999 and staff became linked with villages and areas rather than the sectors. The sectors are:

· Sector 1: Tree planting, forestry and forest protection

· Sector 2: Water engineering

· Sector 3: Agriculture

· Sector 4: Animal husbandry

· Sector 5: Credit

· Sector 6: Community development

Further to these sectors, FARM has contributed significantly and directly to the capacity building of the six partner organizations. However, these activities has never entered into the logframe, and as such never been formulated as a sector. However, this has been the main focus over the two last years. 

Sector 1: Tree planting, forestry and forest protection

	Relates to intermediate objective
	Enhanced community capacity to conserve and manage their natural resource base

Households enabled to utilise sustainable farming systems for sloping land, enhancing household food security and soil conservation



	Development constraints
	Slash and burn practices

Erosion

Pressure on land

	Target group
	Population of Phu yen in the upland area

	Main partners
	DARD, AES, DFS, CDC, VDB

	Extension strategy
	Establishment of village forestry extension and demonstration capacity

Training

Seedling production

	Key activities
	· Joint village/district protection of protected forest 

· Forest use

· Development of village management plans and financing schemes for forest protection

· Plantation on common village land and private land

· Local Seedling Production

· Support to forest land allocation

· Research on local land use patterns

· Support to land allocation process


Sector 2: Water engineering 

	Relates to intermediate objective
	Enhanced community capacity to conserve and manage their natural resource base



	Development constraints
	Poor irrigation possibilities

Difficult access to drinking water

	Target group
	Population in the project area

	Main partners
	IS, VDB

	Extension strategy
	Training 

Community participation

Community contribution

	Key activities
	· Construct Irrigation System

· Construct Drink water system

· Link with watershed protection

· Develop village based maintenance system

· Develop village based financing system




Sector 3: Agriculture 

	Relates to intermediate objective
	Enhanced community capacity to conserve and manage their natural resource base

Households enabled to utilise sustainable farming systems for sloping land, enhancing household food security and soil conservation



	Development constraints
	Low production

Poor income

Limited access to improved varieties

Soil erosion

	Target group
	Population in project area

	Main partners
	DARD, AES, PPS and VDB

	Extension strategy
	Training on crop production

Training on SALT

	Key activities
	· Promote SALT and permanent agriculture practices

· Promote soil and water conservation practices 

· Introduce Agro-Forestry

· Introduce multi-purpose bushes & trees

· Introduce complementary Agricultural Practices

· Ensure diversification/Increase of Agricultural production

· Organize local seeds production

· Introduce HYV varieties

· Introduce Homestead gardening

· Introduce cash crops

· Train in IPM


Sector 4: Animal husbandry 

	Relates to intermediate objective
	Households enabled to utilize sustainable farming systems for sloping land, enhancing household food security and soil conservation



	Development constraints
	Difficulties in disease treatment

High mortality among livestock

Low production of livestock

	Target group
	Population in project area

	Main partners
	DARD, VS, VDB and network of Para-vets

	Extension strategy
	Organize village level vaccination campaigns

Training of farmers

Introduce new species of livestock

	Key activities
	· Improve Livestock management

· Improve livestock, pigs, poultry breeds

· Improved management practices on fodder crops, stall feeding 

· Ensure that free grazing is reduced

· Introduce fish farming

· Make viable Para-vet available




Sector 5: Credit 

	Relates to intermediate objective
	Households enabled to utilise sustainable farming systems for sloping land, enhancing household food security and soil conservation 

Enhanced capacity of local institutions to plan and sustain initiatives for community development



	Development constraints
	Poor access to credit

No funds for investments in new productions

	Target group
	Population in target areas

	Main partners
	Women Union

	Extension strategy
	Savings

Establish functioning credit groups

	Key activities
	· Organize that Women’s Union can manage credit program

· Make sure that 90 % of loan capital rotating

· Ensure women participating receive positive nett return

· Enhance women involvement in other village development

· activities

· Facilitate that women (credit) groups ‘independently organize one development activity before the end of FARM project




Sector 6: Community development

	Relates to intermediate objective
	Enhanced community capacity to conserve and manage their natural resource base

Enhanced capacity of local institutions to plan and sustain initiatives for community development



	Development constraints
	Poor organization at village level

Difficult for villagers to initiate development

Low level of participation

	Target group
	The villages in the project area

	Main partners
	Peoples Committee, CDCs, and VDBs

	Extension strategy
	Facilitate that Community Development Coordinators functioning

Establish VDB

Establish VDF

	Key activities
	· Train VDB and CDC

· Facilitate collaboration dist/com author.

· Implement development activities

· Apply participatory approach es

· Issue transparent regulations

· Plan, prioritize, implement, manage, M&E local dev interventions




4.3 Project Organization

FARM is a collaboration between District Peoples Committee Phu Yen, CARE VN - and CARE DK. CARE VN, which is supported by CARE AUS, are implementing in collaboration with DPC and CARE DK is the donor of the project.

At CARE Vietnam, which is based in Hanoi, there is a unit supporting the FARM project.  This unit consist of the ANR sector support group including the ANR Coordinator, the ANR Project advisor and the FARM Desk officer. Further more there is support from the financial department.

At district level, the project is supported by the DPC, which again is supported by the PDC. The DPC has appointed a Project Manager/Coordinator who is responsible for the day-to-day management. Two assistant coordinators assist him, one responsible for villages' capacity building and the other responsible for partners institutional capacity building programme.

The partners are DARD, AES, IS, VS, PPS and DWU. These partners are having extension agents a commune and village level working together with the FARM project FOs, but are in general responsible for all villages in Phu Yen. The projects FOs are each responsible for a certain number of villages.

Please see annex 5, for an overview of the project organisation.

4.4 Key Findings of Previous Evaluations

Several evaluation and review have been carried out during the implementation of the project. Further to the reviews and evaluations, also a large number of surveys and special issues reports have been made. The reviews and evaluations are:

Pilot Phase review, 1996

Women credit review report, 1997

Water sector review report, 1997

Forest sector review report, 1998

Agricultural Sector review report, 1998

Animal Husbandry sector review report, 1998

Model Household review report, 1998

Review of the design and construction of the Gravity Water Supply Systems in Phu Yen FARM Project, 1999

Gender Assessment of the FARM Project, 1999

Son La Province Review of the FARM Phu Yen Project, 1999

VBD Capacity assessment report, 1999

Women credit sector review report, 1999

Review of Water Infrastructure designs and Procedures, 2000

Final Review of Intervention in Pilot communes, Phu Yen District, 2000

Status Review of VDF in Villages established in FARM Project area, 2000

Mid-term review and redesign document report, 2001

The midterm review is assumed to have incorporated most of the previous recommendations, and therefore they are not listed here. The midterm review resulted in the following 8 overall recommendations: 

Organizational Structure and Training

During the Phase-out extension the Project needs to reduce its “indirect investments” and reduce the number of staff. The project document imagined that exit activities of the Project would focus on organisation and management in order to consolidate group formation and establish sustainable systems for self-financing of extension and group initiatives, rather than direct implementation. In order to succeed in this, the project needs to pull back from its direct day-to-day involvement at the commune level.

Line Agency Capacity Building

During the phase-out extension, the Project needs to make the communities less dependent on direct project service delivery. At the same time, more attention needs to be paid to “replication” and mainstreaming of its approaches. As the project document envisages using training, joint planning and partial/temporary subsidies to build on the strengths of district partners. This will require an investment in capacity building among district line agencies, a process that has begun with the institutional assessment of the Agriculture Extension Station.

Community Capacity Building

During the phase-out extension, the Project will need to simplify the financing system of field activities for new communes. More generally, it needs to improve the financing procedures by standardising rules and regulations, simplify reporting requirements, clarify subsidy and loan policies, and indicate which activates will be supported. 

Improved Targeting

During the phase-out extension, the project will use existing information to define who the poor are. It will use the existing village financing system to target these poor. A more systematic attempt needs to be made to understand the reasons behind the persistence of their poverty, and to develop tools to deal with it.

Extension Systems

While the project has achieved significant results with respect to increasing agricultural production and introducing new technologies using this system, there is a need to strengthen both the technical and institutional aspects of the system during the phase-out extension period. It should limit its support of “model households”, limit support to demonstration plots to plots maintained by village extensionists, and prioritise extension methods emphasising farmers’ experimentation approaches. Critically, the project needs to ensure that the work of the village extension agents can be sustained in the future by establishing stronger links between villages and district level extension services. This will also require expanding the institutional assessment and development program to include other partners and their extension systems. 

Activity Selection

During the extension phase, the Project will invest in those sectors with the strongest and clearest links to its intermediate objectives. Within these sectors, the number of activities needs to be reduced, as the funding available for the extension phase will decline as compared to previous years. Thus investments for field activities need to be reduced in order to allocate funds for investments in institutional capacity strengthening. 

Monitoring and Evaluation

During the phase-out period Project staff should quickly move towards a simplification and rationalisation of the system. The system should produce information relevant for decision-making and learning lessons.  Responsibility for establishing and managing the monitoring and evaluation system should be given to a unit comprising project and district partner staff dedicated to the task. Clarity should be established concerning “who does what” in the monthly reporting system, with a greater role given to communities and partners. 

Phasing-Out Process

During the phase-out extension period, the Project should:

1. Avoid “phasing-in” inappropriate approaches in the last three communes; 

2. Define an appropriate level of support during the phase-out extension for community capacity building in the “pilot” and “middle” communes; and

3. Clarify the role and working conditions for the Commune Development Co-ordinators (and Assistants) for the duration of the project period.

5
Project Implementation and Performance
In general, project has implemented all planned activities and generated expected outputs as described in annex 6. However, the actual implementation of some activities was less than planned while with other activities, outputs produced were much more than expected. 

The main focus of the FARM activities has always been on improved livelihood by promoting sustainable agriculture production in slopping land to ensure food security and sustainable livelihood for local people. Project interventions have focused on the six main sectors: Tree planting, water supply and irrigation, agriculture, animal husbandry, credit support and community development. The strategy has changed during the project so that more focus has been paid to capacity building of the partners, but main activities implemented has remained the same. 

Sector 1: Tree planting, forestry and forest protection

Based on PRA results, together with other proposed activities, a plan on tree planting (including concept map with location of planting areas) has been made by VDB members in consultation with villagers to submit the CDC and the assigned project staff for checking its reality and feasibility in the field. Tree planting activities have been implemented in three area categories: 

a. Existing protection state forest as enrichment planting;

b. Tree planting of forest and/or fruit trees on private, allotted uplands, on which the individual hold a red-book certificate; and

c. Fruit tree planting near houses and in some upland fields

Before planting, villagers were trained (by relevant extension staff) on technical aspects and must finish digging the holes. Based on quantity and type of trees proposed by villagers, project staff and villager’s representatives identified seedling sources (nurseries inside or outside the village/commune as in the case of fruit-tree seedlings), bought and delivered the seedlings to farmer’s groups. The group leader received the seedlings and distributed them to villagers. The project staff, VDB members and group leader were responsible for monitoring process from the beginning to date confirming the rate of survival trees. 

3,000 farmers representing minimum 90% of all HHs trained in tree planting techniques. 

Fieldwork in visited communes (consisted of group discussions and individual interviews) showed that all beneficiaries (100%) were trained in related fields before and during the time of tree planting activities. According to interviewed farmers, they are pleased with the training, with the good teaching methods, available documents, etc. Farmers understood planting techniques and applied it in their practices. The project has reached the number of trained farmers as mentioned in the project document (this number might differ from the rate of 90% of all HHs in the project area because of changed number of HHs during the time). As data in the project records, there were 291 training courses have been conducted with 10,356 participants.

Minimum 3 planting groups established in each commune 

Groups have been established in all villages, but no one in the visited villages remembers how many tree-planting groups were established in the commune when the project started. Visited farmers in Na Kham village (Gia Phu commune) said that in their village there were groups of families established for operating village activities in accordance with residential area so called “area groups”. At the village level, families received seedlings from the project (through VDB members and group representative) and individually planted the seedling in the field. No body remembers if they belonged to a planting group. 

One tree planting and fruit tree extensionist agent and at least one model farmer trained in each village

Information from the field showed that there is no extensionist working at village level. The village has a name of person considered as extensionist but not functioning (in none of the visited villages). The project has trained these extension agents, and the respondents answered that they know the project planned to train some villagers to work as extensionist at village level in the field of forest-tree or fruit-tree planting, but project field officer, VDB members and/or technical consultants has done all related activities. They did not know about any extension agent working at the village level. The reason is partly that the activities have stopped by now, and partly that it seems that people, after intensive training were capable to apply the techniques themselves.

Forest protection plans established and running in 35% of villages 

According to the interviewed people, in the protection areas (including watershed), the district Forest Protection Station (FPS) has made the plan, and the village is assigned to protect the area inside the village boundary (they receive compensations from the FPS in accordance with the area assigned). The project supported villagers in complementary planting trees in this area from the beginning of project. In all visited villages, a security group has been established and they are responsible for operating these activities (regularly carry out a patrol, for example). So, all of the visited villages are having their plan and doing well with their assignment in this sense. In the newly planted forest (as bare-land in the past), with the project supports, villagers have planted both forest and fruit trees. The ET did not find evidence of the forest protection plans of the area has been made, but all interviewed people said they have executed the new regulation that free grazing is not allowed, and they are individually responsible in protecting the newly planted forest. 

A district/village forest protection plan covering 1,000ha formulated and under implementation 

The district Forest Protection Station (FPS) has a good plan on forest protection, including 1,075 ha of forest protected areas in the project communes, and all related activities have been done well until now. In all visited villages, the security group receives assignment for protecting forest from the FPS plan (for the protected forest) and they also have clear action plan. 

Minimum 100,000 seedlings produced annually in each commune by private nurseries

According to the project records, number of village nurseries has varied from 11 gardens in 1995, 37 in 1998 to 3 gardens in 2003 according to seedling demands of the villagers. A total of 2,127,406 seedlings were produced during the project time. As mentioned in the final review of the pilot phase, initially the establishment of private nursery was facilitated by the project in each project commune with an in-built guarantee that the project would purchase the main nursery production. Nursery owner was trained in relevant topics. However, we did not see any nursery still working in any visited villages during the evaluation time. Local people confirmed that there were families doing good nurseries in their village, but they do not function any more, because forest and/or fruit trees have already covered most of their forestlands and home gardens.

At least 2 mother tree gardens established in the project area

Two parent tree gardens were established in Muong Thai commune (1997) and Gia Phu commune (2000). In the garden Gia Phu, parent trees have been planted (managed by the district Agricultural Extension Station) hopefully providing nodes for grafting in the coming years.

A minimum of 2 wood-lots established in each communes 

Forest trees and fruit-trees are is not clearly distinguished in the field. Forest trees were planted in the protected forestland, including watershed areas. Mixed lots of forest and fruit trees are very common in the newly planted forest. However, fruit trees have been planted in the area nearby residential areas or home gardens for protection reason.

Red books issued to 95% of HHs under project supported land allocation 

The project supported the local authorities to allocate 2,416.8ha of forestland to 1,638 HHs and 10,304.6ha to communities (see: project records). In visited villages, according to the interviewed people, farmers in Tan Giao village (Huy Tan commune), Na Mac and Na Kham villages (Gia Phu commune), Bo Mi village (Bac Phong commune) and Suoi Tre (Tuong Phong commune) received the red-book, but not in the case of Lem village (Huy Tan commune). Project staff confirmed that the project had supported local authorities (training, consultants and other related costs) in 1995 and 1998 to allocate forestland to farmers in three project communes (Ban Phong. Muong Thai and Gia Phu).

Sector 2: Water engineering

Need and potential for building or repairing drinking water and/or irrigation systems identified in all relevant villages. 

During PRA exercises there was a strong interest for improving situations of drinking water and irrigation in most of the project villages. Based on PRA findings, a drinking water and irrigation plan were incorporated into the village plan to submit the project management after being checked by CDC and project field officer. Some village meetings were conducted with the participation of CDC and project officer to decide location of the construction (for instance, irrigation dams, water tanks, etc.) and discuss related issues such as costs, local contribution, and assignment. All activities in visited villages, where the project supported the local people in the construction of drinking water and irrigation systems, are responding to their needs (drinking water systems in Lem and Tan Giao villages - Huy Tan commune, Bo Mi village - Bac Phong commune, and Suoi Tre village - Tuong Phong commune; irrigation systems in Na Mac and Na Kham villages - Gia Phu commune, and Suoi Tre village - Tuong Phong commune). Potential for building or upgrading these systems has been already identified in all relevant villages.

At least 3 drinking water and/or irrigation systems built in each commune with farmers involved in all steps of the process and contributing at least 20% of total cost
44 drinking and 39 irrigation systems were built during the project time. Local people participated in most of activities of the construction process from the beginning such as designing, making furrows for installing pipes, transporting materials, digging, etc. According to the project and village records, their contributions have been calculated to be 20% of the total costs.

Small-scale water projects initiated and carried out in 50% of all villages
The small-scale water projects were defined in the project document as a tank or well for the use of individual household. In all visited villages, we saw some wells in Tan Giao (Huy Tan commune), Na Mac and Na Kham (Gia Phu commune), and some small-scale drinking water systems in Lem village with water pipes and tanks installed by villagers themselves. The project has supported villagers in building 44 drinking systems and 7 wells. However, number of small-scale water systems built by villagers themselves is not recorded.

100 villagers trained in construction techniques

 In visited villages, people confirmed that some villagers were trained in the construction techniques when participating in the construction works such as building the dam (irrigation system) in Na Mac, Na Kham and Suoi Tre villages.

Water user groups established and trained in group management, technical and sanitation skills

During the project implementation time, 234 training courses were conducted with 5,128 participants (project record). However, we did not see more evidences that water-user groups were either established or being well functioning. Some people have been assigned as the maintenance team to manage the systems (both irrigation and drinking water), and water users are responsible for their assigned tank. 

Maintenance plans and funding systems developed, and maintenance teams formed in all villages with new/repaired systems

Out of the visited villages, only the water users in Suoi Tre village are regularly asked to contribute water fees, but not in any of other villages. All villages that have water system installed have a maintenance team and rules of contributing water fee. However, the situation of collecting water fee varies from village to village. 
Sector 3: Agriculture

Prior to the application of any new farming practice or use of new variety, project provided farmers with technical training. All together, 402 training courses was conducted with 11,837 participants in all agricultural topics. Results from household survey showed that 91% of the interviewed households have either husband or wife or both attended at least one class. In addition, 453 farmers in project areas received training on IPM. 

3,000 farmers trained in SALT techniques
All interviewed farmers confirmed that they have the training on SALT techniques during the evaluation time. The number of farmers trained on this topic was 1.763 which is 59 % of the expected number of people to be trained. However, very few farmers answered that they applied the method introduced by the training courses. In Suoi Tre, interviewed farmers said that they got training on that issue but nobody make terrace. According to project records there are 1509 HH apply hedgerows techniques and 45 all three techniques. The reason for not applying should be found in appropriateness of launched techniques and terracing being too labour intensive.

Hedgerow, terracing, alley cropping and cover crop trials conducted and documented

All mentioned SALT trials were conducted in three “pilot communes” and five visited villages (Lem, Tan Giao, Na Mac, Na Kham and Bo Mi). No trial was conducted in Suoi Tre (the extension phase).  The trials were documented in 1998.

Extension materials produced and distributed

It is very important to note that technical training, apart from IPM, was actually a one section (half a day) or one-day course. The content was mainly in theory rather than practicing. Participants attending training were provided hand out and leaflets. FO and CDC often played the role of trainers for the technical training, sometimes together with staffs of AES or other partner organizations.
At least two model households in each village trained

Basically one model farmer per village were trained. However, the definition of “model farmers” seems to be unclear to the local people and the models were not used as basis for planning as intended. Since the concept of using model farmers proved to be inefficient, the idea was abandoned.

Environmental education classes carried out in project village schools

A pilot programme was conducted by the FARM Phu Yen project. The programme proved very promising, and was really wanted by the district partners. Shortly after, CARE Danmark proposed to “Operation Dagsværk” (a Danish high-school fundraising organization) to fund environmental education in Phu Yen, and FARM Phu Yen awaited this larger programme. The competition among proposals was strong and the CARE Danmark proposal was not funded. This had, in principle, no long-term impact on the decision whether or not to continue environmental education in Phu Yen district, but the initial programme was terminated and it never got restarted.

Trials of new varieties and new crops conducted by selected farmers

The project has conducted the planned number of trails on new crops. A total of 14 trails were conducted in maize, rice, potato, sweet potato, soybean, groundnut and vegetables. However, the input supply activity related to introduction of new varieties has proven to be very successful - even though this activity never was planned and does not appear in any output.

The introduction of HYV of maize proved to be the most successfully activities. According to project record (Data summary of implementation results of Phu Yen FARM project), in total 85,456 kg of seeds have been provided and annually the number of HH growing increase ranges from 600 HH in 1998 to more than 2500 HH in 2003. Result from HH survey also shows that 97% of the interviewed households reported growing HYV of maize since it was introduced. Growing new varieties of soybean and rice also become very popular in project communes. Around 66,000 kg of rice and 60,000 kg of soybean were provided in all communes. However, finding from field visit indicated that in some villages, farmers prefer to grow both local seed and new seed of soybean. The explanation was that local varieties soybean can be sell with higher price and also easier to store. 

Projects also introduced and provided seeds of some other cash crops such as green peas, groundnut, potato, sweet potato, garlic, spring onion, and many other types vegetable applying similar process. However, the amount of seed provided as well as number of households growing was much smaller. 

2000 households trained in vegetable gardening, 10 households trained in vegetable seed production.

5 HH received training in vegetable seed production, and 742 farmers were trained in vegetable gardening. These crops were often grown as supplementary crops during winter (the third crop). Vegetable was grown mainly for household own consumption. Only in some villages where the conditions are suitable for applying the third crop, growing cash crops became popular (Na Mac, Na Kham villages are some examples).

25% of farmers using new storage methods for maize and/or beans

This programme was only launched during pilot phase since the techniques proved inappropriate to local conditions. Only 5 % of trained farmers used the techniques.
500 Farmers trained in IPM

The project had excellent collaboration with PPS on the IPM programme, and was further more blessed with on FO trained in IPM on Rice. A total of 453 farmers received a full season IPM training course in rice.

Swidden farmers trained in terrace establishment and cultivation
In visited villages, all respondents answered that they participated in training courses on terrace establishment and cultivation. However, number of farmers doing terrace in these villages are low (8-10 farmers in each visited village). 

Sector 4: Animal husbandry

Project has been supporting farmers in rearing different type of animal: cattle, goat, pig, poultry, fish and bee. Project applied a similar process and procedures as the provision seeds. In animal husbandry sectors, input were supplied, normally in kind and project only provided input in terms of cash for the local livestock that villagers had to by at the local market (normally local pig and chicken). For all the new species (pig, chicken, fingerling, cow), project provided in kind.   In each commune/village different types of animal rearing were promoted. 

3000 farmers trained in better animal husbandry practises and /or fish farming

A total of 3884 farmers were trained during 208 training courses / sessions. It is important to note that technical training was actually a one section (half a day) or one-day course. The content was mainly in instructions rather than practicing. 

One trained Para-vet and at least two trained model households in each village

In every village one Para-vet has been repeatedly trained, and opposite to other village-based extension agents, the Para-vet is well known and is being used. People appreciate the access to medicine and advise on animal health. The Project has organized intensive vaccination campaign twice a year. All together around 15,500 cattle, 34,070 pigs and 26,500 poultry got vaccinated from 1995 to 2003.
A minimum of one animal husbandry interest group formed in each village

Interest groups were formed in all villages, but due to reorganising the project there are no longer any interest groups in any village.

New varieties of pigs and poultry has been introduced in all villages

Pig rearing was the main focus of project support on animal husbandry sector. Farmers interested in pig raising were provided loans to purchase piglet and supported husbandry technique. New breeds were introduced to replace local low productivity breed. In total, 2432 households got loans from project to purchase 2 piglets/household on average.
Result from field survey showed that 100% of visited households rearing at least 2 pigs. The project also supported some households in rearing ducks and chickens. However, it was often operated in small scale and was not expanded. In general, those activities were either not very successful in pilot form or there was limited potential for further development. 

A minimum of 4 new breeds have been tested and proved promising

Cattle rearing were only supported in pilot communes where grazing land is more available.  The project provided 3 hybrid bulls to three pilot communes in order to improve productivity of the next generation of local cows. In addition, project also provided loans of 239 million to other 113 households to purchase cows with loan term of 3 years. Each household who got loan was supposed to give an offspring to other household at the end of the loan cycle. The capital was planned to rotate among the villages until there was no demand for loan and those amount would be contributed to the VDF. However, due to some difficulty in identifying the price of offspring, the rotation was actually arranged in cash. Up to June 2003, the number of cows has increased from 131 cows in 1995 (provided by project) to 187 cows. 

Project also support some households in rearing other types of animal such as goat, bee, duck, rabbit, chicken and also culturing of fish. However, it was often operated in small scale and was not expanded due to many reasons. In general, those activities were either not very successful in pilot form or there was limited potential for further development. 

Sector 5: Credit

In addition to in-kind credit provided to household through VDB, a separate micro credit scheme was established to target women. The total capital provided for WU credit scheme in 9 communes was 909,5 million. The scheme function as a small bank to provide members of WU collateral –free loan for productive purposes. The original capital funded by project has been added with some interest and saving from borrowers adding up to a total outstanding loan of 1.17 billion. 

Women Union members run credit programme

Women Union are in full charge of the system, and has developed all necessary procedures

Credit provisions procedures and monitoring system designed and put into operation

All necessary procedures are in place and functioning very well

A minimum of 70% women have formed credit groups

Up to June 2003, the scheme has provided loan to more than 9,500 borrowers and currently it is lending to 2246 women organized in 445 groups (nearly 20% of total members of WU in 9 communes). In 6 visited villages around 50% of WU members got loan from this scheme
All borrowers trained in business management and technical skills required to undertake funded investments

All borrowers have been trained. However, they have only been trained in technical issues, e.g. pig production, but not in business management

System that ensure access to credit for poor women implemented

The system is in place, but it is the same as for everybody else in the credit program. No special credit system has been designed for the poor women. 

Links to formal credit system identified

This has not been found worthwhile, thus not materialised.

Sector 6: Community development

At the community level, a planning process was conducted over several months, beginning with the identification of the various common interest/area groups within the community. Group members were encouraged to analyse problems, identify causes and propose solutions. The outcome of this process will ultimately be the development of an annual plan for each village. 

When the project started in the new communes, a PRA survey was the first intervention to take place in all villages. These rural appraisals have been done three times with three round of project communes (3 pilot communes, 3 middle communes and 3 last communes) by either external consultants or project staff. The quality of the PRA has been different, but in general, the following procedure related to village planning was applied: the villagers (10 people in each village) were trained in PRA techniques, and project staff facilitated villagers to use PRA tools to address and analyze all their problems and come with potential solutions. A discussion on each solution resulted in a wide range of activities covering all forestry, agriculture, water, road, education and etc. The villagers also prioritized the activities and came up with the list of desired intervention in prioritized order. The project staff responded on which activities project could support (belonging to the 6 sectors). Where appropriate some quantitative data were also added, for example: how many ha of new forest planned to planted. Then, this initial village plan was presented to all villagers in a village meeting, people would add some more activities or cancel activties. 

After setting up all structures in the villages (VDBs, CDCs, groups, and job descriptions and group rules developed by village people), at the beginning of each year, a village planning took place. Based on initial plans from PRA, each group conducted a planning meeting based on the real potential of each households (labour, land area, interest, and etc.) and based on a check list provided by project referring to cost benefit, labour, market, technical requirement and so on. VDBs, CDCs and project staff facilitated the process.  In order to better link the process of village planning to other planning processes, the Commune was involved in the formal approval of plans. As well, in order to link planning with activities of technical agencies, a representative of the Department of Agriculture and Rural Development will review these plans. 

The group’s plan was then sent to VDBs to adjust/combine into village plan including time, budget, amount of seeds and etc. All the village’s plans resulted in variety of project activities: some villages (or groups) preferred local pig, new kinds of pigs, some wanted new maize or rice varieties, some planed for specific kind of forestry seedlings such as bamboo or chukracia and one village even planned to keep a dog farm. The Chairperson of CPC combined all village plans into commune plans, to be adjusted/approved by CDCs and the project. All villages were informed if there were any adjustments of their annual plans. 

Normally, about 80 % of the monthly plans of VDBs fitted well with the annual plan. The remaining app. 20 % of plans was either given up at the beginning of the year, or they added some more new ideas with new activities. In case of new activities, a discussion in the group/or village with the same detailed level as annual plan (that means, discuss through all the issues in the check list as mentioned above). Normally, the project approved new proposal if the VDBs or group can give the right answer required from the check-list. Very few proposals were refused by project (one example for proposal which did not get approval from project that was dog farm proposal from Giao village, Huy Tan commune). 

There were many activities proposed by villagers outside the 6 sectors either from PRA or annual plans or monthly plans: road construction (from many villages), television station (from 3 middle communes), electric system (from Bac Phong and Tan Phong, the pilot communes), clinic house (from some communes), badminton ground (Huy Tan commune), boat and net for fishing (most village people in the lake side villages) and eso forth. Project has supported very few of them, for example, a hanging bridge in Tan Giao village, Huy Tan commune; a bridge in Muong Thai commune, because they were really the big need of the people and without that two bridges, some remote and poor villages got difficult to participate in the training or receiving field materials. For others, project simply responded that they were not priority and beyond the scope of the project. 

During this evaluation it became clear that the evaluation team and the FARM project management had a different perception of FARM's success in community development and especially with regards to "village planning". Through the interviews with the people involved in the FARM project, it was clearly the impression that the FARM village planning is being perceived as a very project specific instrument for implementing project activities, whereas the ET could imagine community development to become more dynamic and creating activities and initiatives, which not necessarily has anything with the FARM to do.

The ET believes that FARM could have taken the process of community development, community capacity building and village development planning further, according to the intensions of the project and descriptions in the various project documents. It is however recognised that this has been an extremely difficult task, and it is understandable that the village planning was focussed on project activities. Below is described the procedures, that the ET finds necessary for the community development. 

Based on the villagers own initiative and the collected information of PRAs and development strategy of the area, there could be a workshop or meeting organized at the village with participation of local people to discuss village development plan. It is extremely important to note that the developed plan is the village development plan (not project plan) that describes expected future (objectives) of their village in certain period of time and all the major activities or fields of activity that should be done to achieve the set objectives. The village development plan should take into account the issues of: demand/need/interest of villagers, its own capacity and resources available as well as other external support available (CAREs support can be only one source of external support). 

The development of plan requests the adoption of participatory approach, so the role of the facilitator is to make sure that the plan reflects the needs of local people and is appropriate with local condition. Fields, which requires external support, should be clearly indicated in the plan. It is even more important that the facilitator can encourage local initiatives and to use their own available resources and efforts for community development. The facilitator should be an outsider and is recommended to be from support organisation, i.e. CARE in this case. Being an outsider, the facilitator can have an objective viewpoint toward development possibility of the village. 

However, there was one disadvantage of being from supporting organization that he or she might make the local people have expectation on input supply from the project. So, it is highly recommended that prior to this planning exercise and also during planning workshop, local people should be explained very clearly on community based or self-reliance approach. The output of planning workshop is a village development plan that should be sent to all related organization/department for commenting. The project FO should help local people in writing up the plan, as it is very often that they are not familiar with writing document. VDB member should be equipped with writing skill during project implementation period. 

Together with the development plan, a participatory monitoring and evaluation system should be developed. PM&E system is designed and implemented by the community. Local people should be facilitated to identify M&E indicators to measure as they the one to understand best what reflect the changes (either positive or negative). 

After the village development plan has been finalized and has been approved by the local authority and the support organization, an annual plan of action should also develop, which listed all necessary activities to be done so that the set objectives can be achieved. The plan of action should at minimum cover the following: targets to be achieved within curtain period, responsible person/group/organization, time frame, estimated budget and source of budget. The action plan might have duration of 3, 6 or 12 months depending on detailed level of activity and ability of people to foreseen situation. The process of developing detailed plan of actions should follow bottom-up principle. 

Plans at group and village levels, in addition to activities addressing the needs of individual households/groups (technical training, extension services, and other skills, etc) it should also included some common activities that were identified and prioritized by the community or some activities that were assigned by superior levels. For example, the village development plan could also include such kind of activities like: improvement/construction of village road, construction of water supply system, build a meeting hall or a classroom, upgrading a common canal, protection of forest areas, social security within the village, etc. At early state of project, the planning exercises requests facilitation and support from related government officers and/or CARE. At later stage, village can discuss their plan and activities without outsider guidance.
There might be many reasons for the community development programme, including the performance of the VDBs, the interest groups etc., not to take the final steps into the more dynamic and non-project-dependent community management. First of all, the entire approach was very new and has had a significant resistance among authorities and villagers. For this reason the work has been very difficult to get initiated, and only due to persistence among project management the programme was realised.

As the FARM project had relatively significant financial resources, the district and most Government programmes have withdrawn funding from communes in which the project has operated (i.e. there has been a “substitution” effect). Therefore, in reality it hasn’t made a lot of sense to villagers (or for that matter to field staff) to pursue establishment of VDPs that anticipate funding from other sources than the project. 

At a point, the project had a tendency to “over-bureaucratize” regulations for village planning and finance management, which made it difficult for the people involved to imagine any initiative beyond what was already in place. The field activity financing system established during the early part of the project’s main phase was too complex and largely impossible for the VDBs to manage. However the project subsequently revised the system in response to these difficulties, but it might have had influence on the development of the village planning as such.

In spite of clear requests and demand for supervision of and support to village capacity building activities by Hanoi-based staff was not always optimal due to resistance among some HN-based staff towards field work . Further more CARE Vietnam could more proactively have linked the project with other VDP initiatives in Son La province, including notably the Song Da Social Forestry Development Project’s effort to mainstream VDP into provincial planning frameworks.

CDCs selected and supported in each commune

CDCs and assistant CDCs are elected in all 9 communes. Due to the result of the democratic process of electing the CDC, where all CDC were men, it was decided to have assistant CDCs. The assistant CDCs could only be elected among women, to ensure the gender balance in the CDC system. Presently the CDCs are having an allowance, paid by the FARM Project for carrying out their duties. It is foreseen that the absence of this allowance will mean that the CDCs no longer will perform their duties as CDCs. This means that the continuation of this coordinating service will rely on recognition of the commune Peoples committee.

Village Development Board (VDB) established in all villages

In all 86 villages are there established a VDB. The VDBs are well known among the villagers in all visited villages. The VDB consists of 3-4 members, of which 1 usually is a woman. The woman is never the head of VBD, but usually the cashier. VDB members are elected, but don’t have any plans for re-election. The primary role of VDB today is to manage the VDF, which they do with very different success.
All VDB and interest group members trained in development planning and fund management

Several courses in fund management and project planning were conducted. VDB members were also trained in PRA techniques. 
Transparent charters, and finance management regulations set-up for all VDB and interest groups

Guidelines on management, procedures and performance have been distributed to all villages

VDB and interest group "activity fund" established

A VDF has been established in all villages. With regards to the contribution or repayment of villagers for the establishment of  the VDF, different regulations were applied in different villages and at different phases of project. In general the following regulations were applied. During the period 1995 – 1996, in pilot communes, the physical inputs were provided free of charge. However, activities were often operated in small scale with few households as model. From 1997 to 2001, regulation changed that those who provided inputs have to pay to the VDB in cash one amount that equivalent to the cost of inputs received at the harvest time. In some villages, they also have to pay an agreed interest of 1%/month. Since 2002, when those input-supply activities have finished in all pilot and middle communes, this regulation has changed. Villagers had to contribute in advanced 50% of the cost to the VDB and they did not have to pay anything after the harvest. To encourage the participation of the poor, project arranged that the most disadvantaged households (poorest, Dao, and H’mong) contribute only 20% of the cost to VDB. Project would compensate for that 30% different for the VDB. 

Linkages between VDB /Interest groups and district commune level authorities establised

CDCs are in place and function as linkage to commune level. However, not many VDBs are recognised by CPC, and there are no link to District level. The CPC always have to approve the VDB plan. Of the visited VDBs, the best functioning VDBs were those who had established links to the CPC or had been recognised by CPC. Some VDBs had obtained informal status as a mass organisation, and some had developed procedures for participating in CPC meetings and for having CPC participation in the VDB meetings. As well the villagers needs to recognise the function of the VDB in order to make it function.
Sector on Institutional Capacity Development

In the original project document no output has been formulated with regards to Institutional capacity building for partner organisations. Even though there is an intermediate objective on institutional capacity building, there are no specific outputs or any activities supporting this intermediate objective in the project document. The objective is:

Enhanced capacity of local institutions to plan and sustain initiatives for community development

During the redesign process, and as formulated in the project document for the project extension, the institutional capacity building component should be highlighted. The project staff developed a system of indicators as a milestone system for the programme. This extension document is operating with strategies on changing focus, and enhancing the capacity of the local institutions. A total of 8 strategies have been formulated, and these 8 strategies have been regarded as outputs for evaluation of the new strategy.

As already described these strategies have only been followed for a year and a half. FARM project has followed the strategies, but time limitations and project traditions have hampered the process of changing the function of the community development from project instrument to self-reliant development units.

Embed the Project’s organizational structure into those institutions responsible for sustaining impacts
A Project Implementation Unit was established as planned, however renamed and established as Project Coordination Unit (PCU). With start from January 2002, even though contracts were not signed before June 2002, re-deployment of FOs assigned to middle and new communes took place. Further more, the Deputy Managers was redeployed as “Partner Facilitators”. A strategic alliance with the Department of Agriculture and Rural Development exists as "intentions". No formalized agreement has been made.
Replicate Project learning and approaches through institutional capacity building of partner agencies and networking
Capacity of partners where ICA/D has been initiated has increased. It is evident that the technical and community development knowledge and skills of most staff of all six partner organizations has been improved, although the level of this improvement varies to some extent among different organizations and among different staff of each organization. Most of staff of partner organizations has been in the process of learning and changing from top-down to bottom-up, participatory, need-based and poverty focused service delivery and planning in line with the project objectives. 

Strengthen the ability of community level institutions to plan and fund development activities
According to project staff, a trial on the New Village Planning and Village Fund system is in place from April 2003, in those “new” communes and “middle” communes requesting it. However, the ET did not find any such new planning approach. 

Institutional Capacity Assessments and Development Plans carried out for all VDBs are conducted - however, according to project staff, the assessment and planning is of  poor quality. A final institutional assessment of VDBs in all nine communes will not be conducted. 

Project direct investments in “middle” communes has phased out, and a revised subsidy policy implemented in all communes. The Field activities will be phased out in “new” communes by the end of 2003. 

Local partners are not having any possibility to continue any activity that will require subsidises. Therefore it does not make sense to expect them to adopt the subsidized system.

Improve targeting and performance with respect to the poorest, disadvantaged ethnic communities and women

As the capacity of all partner organizations has been improved during the process of participating in the ICD program, it is hoped that better outreach and more efficient extension work would be achieved. However, budget constraints prevent staff of almost all partner organizations to access the poorest, the most disadvantaged ethnic groups.

All VDBs have adopted a common standardised criteria for poverty assessment and all HH in the village have been listed accordingly. Still it is only FARM Phu Yen personnel applying procedures on ICAs targeting (extension focused on poor and disadvantaged) criteria.

Converge the Project’s extension system with the district’s

The FARM extension system has been effective and efficient partly due to an extensive network at village level. FOs have been implementing project activities through VDBs, model farmers and paravets etc. The district partners as well needs to create / build such a network system. Extension-based organizations like AES, VS, IS, PPS are currently facing severe difficulties in strengthening the capacity and effectiveness of their grass root networks, such as the Para-vet network, and the voluntary village agricultural extension network. Without these efficient networks, the participatory extension approach cannot be achieved. VS, IS and especially PPS will depend on AES for implementation of their activities. This link / cooperation has been strengthened by implementing the project activities, but still remains to be fully functioning. There are limited dissemination capacity of the PPS, e.g. with regards to the early warning notice on crop pest outbreaks to farm households. Presently these notices are disseminated only to commune level, not yet to villages and households. The partner extension approach should be measurably improved in terms of community plan responsiveness, and that is still not happening. 

Focus on strategic sectors and reduce activities within them
An agreement on procedures for contractor selection and contract management has been reached, which means that project activities have been seriously reduced. Further the infrastructure investments have been reduced. The direct support of Women’s Union credit scheme has been phased out as commune Women Union now coordinates it

Sharpen project, partners and community-based systems for monitoring and evaluation 

Several attempts for making a participatory monitoring system have been tried out, but so far no one really got adopted and provided the required information. There are several reasons that could be the reason for this. At project level there needs to be a proper logframe, and at village level there needs to be a genuine development plan, where people really think that it is their own ideas being reflected in the village plan.

The development plan needs to build on participation in the planning process. In this context participation is understood to mean a process of inquiry and dialogue through which persons concerned (villagers) share ideas in ways that help them to have a perception of their needs. The causes and effects of these needs are analysed by people involved so that decisions for effective future common action can be made. Furthermore, the villagers will identify preliminary indicators to implement activities and then assess progress through monitoring and evaluation based on their objectives. 

By this definition, participation is a four-phase cycle: (1) Problem identification, followed by (2) reflection and deeper analysis, enabling a (3) decision to be made, which is followed by an (4) action plan. It is important to follow all four phases in the planning cycle. Participatory short-circuiting, which is when the word ‘participation’ is limited to the process whereby authorities mobilise beneficiaries to take part in an activity which is decided by professionals and experts on behalf of the targeted communities, takes the process, more or less, straight from Phase 1 to Phase 4. The agencies (e.g. CARE FOs) may identify needs, which are in line with real community needs, but the causes of the needs and decisions about what to do about them are to an extensive degree determined by these development agents alone. As well, there might be other more urgent needs, not discovered by the agencies.

To ensure effective participation, planning should include all villagers in all four phases of the cycle. When participation passes through all four stages, in the proper sequence, and the cycle is completed, it is more likely that participants will develop a sense of ownership and commitment, take responsibility and be accountable for their decisions. Having been able to exercise decision-making power, they gain confidence (identity) and pride (satisfaction) in their development undertakings.

Reduce direct implementation activities while remaining supportive of community institutions and village planning processes
The institutional capacity of all 9 communes has improved and direct implementation activities have been reduced. Responsibilities are transferred to some of the community institutions. It has not been transferred to all due to lack of capability and non-transparent procedures. The project exit strategy is in place, with a good description of the handing over procedures.

Conclusions:

Most of the planned activities have been implemented following project design and strategies. Project has supported local people in pursuing different livelihood alternatives. Some proved to be very successful and relevant (e.g. growing of maize) while some others achieved only in small scale or not succeeded. 

A large number of villagers were trained on various topics of forest protection, tree planting, water management, and SALT methods. SALT methods have not been applied by farmers to sufficient extend, and problems of land degradation and soil erosion still exist in the project area. The conservation and management of natural resources (one of three immediate objectives) needs to be paid more attentions to resolve problems of land degradation and soil erosion. The SALT methods should be adopted where possible.

Villagers in the project area had considerably contributed to the performance of project activities with their participation in training courses, forest protection, tree planting, and construction of water engineering system.

Animal husbandry is seen as very important source of farmer’s income in the project area (people in Tan Giao said that price of an individual buffalo varies from 3.5 to 6 millions VND). So, cattle rising are a very potential activity in the district, but that is in conflict with the forest protection. There will be a good idea to promote the local people planting fodder crops as introduced by the project. 

Through out project life, project performance has changed dramatically from “project’s staff being planner and implementers” and “local people are passive receivers” pilot phase to phase 2 and extension phases whereby “project staff became facilitators” for the planning process of local people. However, the description of planning process indicated that the participation of local people was still rather passive. Project could have tried different approaches that promoted local people initiatives in planning and implementation. The subsidies from project created dependent attitude and limited people from taking initiative in problem solving using their own resources available. 

Provision of technical training prior to the application of new farming technique helped farmers used input subsidies or in kind credit support effectively. However, it might be more effective and sustainable if those training also include practical session rather than only theory. And the training should be repeated or refreshed during monthly or quarterly meeting in the form of informal discussion or experience sharing among group member. 

Project interventions covers many factors that promoted production, but so far no effort was put forward to help local people in marketing their product. This is not an issue for the normal produce, but might be an issue with regards to fruit and specialised cash crops. There is emerging a need to help local people to arrange some joint effort in terms of marketing their produce, applying the same way of cooperation in input purchase through VDB.

6
Achievement of Objectives

FARM Phu Yen has three intermediate objectives, which have remained unchanged from the formulation of the main phase in 1996.

· Enhanced community capacity to conserve and manage their natural resource base
· Households enabled to utilise sustainable farming systems for sloping land, enhancing household food security and soil conservation
· Enhanced capacity of local institutions to plan and sustain initiatives for community development

6.1 Objective 1: Natural resources management 

It is evident to the ET that FARM has achieved its objective in relation to Natural Resources Management. This is achieved in terms of Forestry, Agriculture, Water management and Animal Husbandry.

The ET somehow felt that only one day of theoretical training would not be sufficient for farmers to actually adopt and apply the techniques introduced by the FARM project. However the Tracer Study conducted during the Danida Capacity assessment Study clearly demonstrated that farmers showed a high application rate resulting from the project’s technical training interventions. 
Initially the project piloted and tested a wide variety of interventions, later it narrowed down the number of activities with a view to focus the agricultural program to promoting a few, tested varieties. The most successful variety introduced were the maize HYV.  While the emphasis on hybrid maize have provided significant short to medium term livelihood benefits to farmers, the continuous cultivation of maize on slopes, especially without any SALT applied, will eventually lead to depletion of soil fertility and soil erosion. 

During the mission several sites were identified were the maize yield was declining. The ET got the feeling that people relied too much on the HYV and therefore did not practice the more sustainable cultivation.

Sector 1: Tree planting, forestry and forest protection

Indicator 1: 75% of households have each bought and planted at least 100 trees in relation to forest protection and/or tree planting activities. 

According to the project record, a total of 9,890 HHs planted 3,468,985 forest-trees during the period of 1995-2003, and 12,840 HHs planted 265,467 fruit-trees. In nine project communes, all households participated in tree planting activities. The number means that, in average each household in the project area planted more than 100 trees (including of forest and fruit trees). Actually, some household planted both forest and fruit trees and all visited villagers confirmed that they planted more than number mentioned in the indicator. 

Indicator 2: 25% of villagers are involved in protection of regenerating forest. 

All forests in the project area are regenerated forests. There two different regenerating forests: state forest managed by the district FPS and private forest, of which the individual farmer holds a red-book certificate. In each village, a security team is often responsible for protecting the first, and individual family for the last. It implicates that the indicator might not be inappropriate in this case. 
Indicator 3: Capability of Forest Protection Station and villages to jointly protect forest enhanced. 

Capacity of the district FPS has been strengthened through the government policies, and in this case, with project supports many villagers have been trained on the topics of forest protection. Villages have jointly protected forest through a forest protection contract. 
Indicator 4: Average survival rate of village plantings is at least 70%. 

Villagers in all visited villages have confirmed the rate of survival trees after planting as of more than 70%. The project reached the number as planned.
Indicator 5: Households able to harvest products from forest and fruit trees within 6 years from planting. 

Both in villages of the Pilot Phase and Phase II, farmers had difficulties in harvesting forest products except for some firewood. Villagers, who planted fruit trees may harvest within three or four years from planting (for instance, mango, custard-apple, longan and litchi). However, market of fruits is not always good, (even very poor as in the case of litchi and longan last year in Bo Mi village, for example) and the contribution of fruit tree planting to household’s income has not yet been worthy of farmers’ expectation.
Indicator 6: Communes self-sufficient in seedling production.

In all visited villages, farmers said that there were nurseries operating in last few years to provide forest seedlings for FARM project and considerable amount of seedlings for 747 Program. Recently, most of forest tree planting activities were completed and no more place for planting forest trees. The situation is the same to the case of fruit tree planting because farmers already planted fruit trees where possible. The village/commune-based nurseries have stopped its operation. According to the project staff and partners, area for forest planting in the district now is small. There are some demands for fruit tree seedlings and the district AES is trying to meet in coming years with the contribution of parent tree gardens supported by FARM project.
Sector 2: Water engineering

Indicator 1: 90% of villagers define combined water source and watershed protection as a priority issue for village action. 

Through propagation movements (with contributions from FARM project, 747 and 661 programs) and experiences from long time dealing with water problems, almost all respondents said that they understand relation between water source and watershed protection. In each visited village, farmers showed their priority in planting trees in the watershed area, and commune/village regulations also not allow planting annual crops and using any fertilizers/pesticides in that area. 

Indicator 2: All villages with new water systems have established protection zones around the water source. 
In all visited villages, villagers said that all watershed areas have established protection zones and being protected.

Indicator 3: Village based maintenance system and fund in place and followed for 75% of new water systems, resulting in well functioning systems. 

The village-based maintenance of drinking water system in some cases is not very well functioning in the visited villages. For example, in Tan Giao village (Huy Tan commune) the maintenance team functioned only in the first year (1999) when the system (4 tanks) was providing enough water for users, and water fees were collected during that time. In the last few years, lack of water problem occurring and the team could not collect water fees
. In other visited villages, the maintenance team often do not have their action plan, but only carrying out repairing activities when the system damaged. The group of water users is often assigned to users who sharing a water tank. The situation of irrigation systems seems to be better. The maintenance teams are working well and the irrigation fees are regularly collected.

Sector 3: Agriculture 

Indicator 1: 50% of farmers applying at least 3 soil conservation methods for sloping fields introduced by the project (SALT methods).

Visited villagers and project staff confirmed that only a small number of farmers are practicing the soil conservation methods introduced by FARM project. However, data from the project records show that there were 420 HHs doing 173 ha of permanent (terrace) fields, and 1,197 HHs doing 258.1 ha of hedgerows
. As mentioned above, in each visited village, there are few households (8-10 households in each village) doing terracing fields, and only one successful case doing hedgerows was found in Na Kham village. There are many reasons for not applying SALT methods. The main reason for farmers not to apply these techniques is that most of their land is too steep to apply terracing - which is the technique they prefer the most among the different SALT (hedgerow and cover crop were found not appropriate).   Further more farmers might not fully realise that the consequence of poor farming practise will be land degradation (infertile soils) resulting from soil erosions.

Indicator 2: Village land potential for permanent agriculture including paddy identified by each village. 

There are large areas that can be potentials for making terraces (permanent fields) in visited villages. However, number of households doing permanent agriculture is very limited as in the case of Bo Mi and also in other villages.

Indicator 3: 50% of villagers has established new permanent fields.

 In many cases, farmers explain that they could not do terrace fields because of high slope, lack of family labour, no more supports from outsiders, etc. However, there are some farmers in Lem and Na Mac villages have made terraces without any outside supports. The project did not fulfil the indicator with the same reason indicated in the previous paragraph (see: indicator 1). 

The achievement of the project against the stated immediate objectives could be seen in annex 7.

6.2 Objective 2: Food security and living condition

FARM Project has achieved its objective of improving food security and living condition of local people. 

In order to assess the achievement of FARM project in relation to enhancing food security and living conditions of local people in project areas, the existing situation of their families was used to compare with their status before the operation of FARM project. Changes in some major aspects of their livelihood were measured by both quantitative and qualitative judgments. Information on the livelihood situation of local people before the operation of FARM project was obtained from various sources including baseline data collected during PRA, and from local people themselves by using retrospective method. The following indicators were employed to evaluate: production increase, change on wealth ranking and incidence of poverty of household; food security; housing status and asset of household.

Indicator 1: Production has increased

The introduction of HYV of maize proved to be very successful and has created a significant increase on production and income of households in many villages in project areas. Before the operation of the FARM project, farmers often planted maize using local seed that could produce only about 1 to 2 tons per hectare. With the introduction and supply of new HYV of maize by many farmers were willing to try. From the household survey we recorded that 86% of farmers using HYV of maize gained much higher productivity. It was reported by local people that the HYV of maize could yield 6 to 8 tons per hectare. Many households also considered maize growing as their main income source. 

In some other villages, where land for maize growing limited, the introduction of some other cash crops and also the third crop (soybean, garlic, spring onion, etc) has helped to diversify income sources and improve income of the households. While visiting Na Mac, Na Kham villages, Gia Phu commune we found very few people at home as most of them were busy growing the third crop in the field. This could some how explain the important of the third crop. Promotion of growing vegetable was not only contributed to household income increase but also have direct impact on daily diet of the household. Household survey found 60% of the households have been practicing vegetable growing since it was introduced by project. However, large number of those households grew for their own consumption, only few grew as cash crop. 

Project’s support on cattle rearing in three pilot communes has provided an economic benefit to households. In most of the cases, after one year raising, a cow or buffalo can give birth and each calf can be sold at the average price of 2 million. Even though investment in animal husbandry was considered not as profitable and successful and maize growing, it has provided substantial income improvement to the households. An example was a household got a loan of 500,000 VND could purchase 2 piglets and after 6 months could sell with the price of 1.4 to 1.5 million dong in case there was no disease and that household followed technical guidance in feeding. That household could get an income of about 2 million per year if they could raise two litters of pigs. By contrast another used the local breed, give them with poor quality feed, and even raising for 12 months, could get only less than 1 million. According to result of the household survey, about 40% of the interviewed households have higher yield in pig raising. In addition to the introduction of new breed, project support on vaccination helped to reduce disease outbreak in animal. About 45% of the interviewed households experienced the reduction of mortality rate in animal raising since the operation of FARM project. However, vaccination was not equally effective in all villages as paravet in one village was more active than in others. It was also due to awareness of villagers vary from village to village. Some farmers often wait until the animal got sick to ask for help from paravet.

Indicator 2: Access to credit

In addition to direct inputs subsidies and support on extension services, project also created a wider range of options on credit access for local people for their production investment.  There were two types of loan: in kind credit through VDB and micro credit from WU credit scheme. In kind credit from the VDB play important role in promoting the use of new varieties and new technique. For long time, local people got used to the application of low input – low output production tradition and very reluctant to apply new technologies. They often bought the cheap local varieties of seed/breed or they could reserve some seeds from previous harvest for next crop. This tradition resulted in a very low productivity. There were several reasons explained by local people for their habit. However, “lack of capital for investment” was claimed by most of interviewees to be the main reason for not using new varieties. Without practical application, local people have no opportunity to experience the advantage or benefit gained from using new varieties. Thank to the in-kind credit support of project, local people changed their habit toward the application “better investment – better harvest” and became more familiar with the use of new varieties. Micro credit provided through WU structure was on the other hand helped to promote the participation of women in project activities. This gave women opportunity to access to capital for reproductive activities that could generate income. Most of women got loan from WU credit scheme have invested in pig raising and some women also invested in cotton weaving. About 89% of the borrowers reported having positive net return from their investment. 

It is possible to conclude that project interventions in the fields of agriculture, animal husbandry together with credit supports were effective and they all directly resulted in increase in household’s production and contribute to enhancing food security status in project areas. 


Indicator 3: Food security

Food shortage is a very important indication of poverty of the household. The term “food shortage” was actually used by local people to indicate a seasonal situation whereby the household’s intake had to be declined below the basic normal requirement of food. This situation resulted from fluctuation in household production and overall household’s income. In its extreme form it could mean starvation and household members lacking the food for even a minimum subsistence diet. This situation often happened during the between-harvest time, i.e. March, April, August and September. In case of bad weather so then bad harvest, this period could be extended further. The household had to solve this problem by one or several of the following solutions: reduce frequency of the meals; reduce amount of food per meal; borrow main staple from neighbors; sale animal or household assets; substituted by forest product such as bamboo shoot or wild vegetable. 

Information recorded in PRA reports show that food shortage was a very common problem in all villages of project areas. Before the implementation of FARM project, the number of household facing food shortage ranges from 50% to 80% in different villages. Result from HH survey show that the number of household facing food shortage has reduced significantly by the time this evaluation conducted.  In some villages, there is no longer the existence of hunger household or food shortage problem. In other villages where food shortage problem remains, the number was also less than 13% of the total number of households in the village.  It was also important to note that the food shortage suffered by those households was limited to only 1 or maximum of 3 months per year. And the incidence of food shortage is not as serious as before.  People still could access to food by borrowing from neighbours or get advance some food from food shop. 

Concern of local people in project areas nowadays is not the sufficiency of food but the quality of the meal instead. It was recorded by the evaluation team in all visited villages that daily diet has been improved both in terms of quantity and quality. Result from group discussion and household interviews shows that local people in project areas now could manage to have 3 meals per day and most of the households could afford to have a balance diet (of rice, vegetable and one type of protein), for every meal. 

Indicator 4: Household wealth ranking status and poverty incidence:

A positive change in the living standard of local people in project areas was observed. From household survey, it was found that 62% of the interviewed household having improved living standard. Those households either have the wealth ranking improved from poor group to middle or rather-off group or from middle to rather–off groups. It is more important that the number of poor households has been reduced considerably in all visited villages as presented in the table 2 at next page. 

	Village
	Number of poor housholds

	
	Present

(HH survey)
	Before project 

(PRA report)

	Lem
	20
	56

	Tan Giao
	5
	23

	Na Mac
	5
	26

	Na Kham
	7
	31

	Bo My
	7
	41

	Suoi Tre
	15
	43


Table 2: Change poverty status in visited village

According to statistic record of project, the number of poor household has reduced significantly in all communes (except for Muong Thai). Over project period, the number of poor households reduced in each commune ranges from 20% to 85%. However, it is important to note that the criteria used by project to measure baseline data of poverty incidence during PRA was different from the Government criteria for poor household used in 2002. Government criteria concerns only per capita income while the wealth ranking criteria of project took into account also the issues of housing status, food security, asset, production skill, etc. However, contribution of project support to the improvement of households wealth ranking cannot be denied. 

Indicator 5: Housing status and asset of household

Housing condition is also an important indicators of socio-economic status of a household. There are several types of houses in project areas. Wooden - stilts house was the traditional housing style of Thai and Muong ethnic groups. This style of house was roofed by palm leaves. The poor often owns bamboo and thachy house instead as they could not afford to have wooden- stilts house. However, nowadays the better-off group often have replaced the palm roof by tiles.  From direct observation we could see that wooden –stilts house with tile roofed become popular in all visited villages, while bamboo and thachy houses existed in few numbers.  Result from household survey recorded 45% of the households having housing status improved after getting support from FARM project. Na Kham is one typical example: the number of household having wooden stilts house increased from 30% in 1998 to 95% by 2003.  

The assets owned by households can tell much about the economic status of that household. Given limited time the evaluation team could not measure in detail the number and value of assets owned by each household. However, direct observation and discussion with local people proclaim a big change in the household’s asset of local people. Most of the visited households found having television and motorbike. Nearly 80% of interviewed households claimed purchased new asset (TV, motorbike, set of chairs and table, bed, wardrobe, etc) after the operation of project. The number of household having colour TV increased to more than 80% in Na Mac commune. In 1998, in that village only 50% of the households own TV and most of them were black and white ones. Some households even could purchase milling machines with income earned from agricultural production. In Suoi Tre village, some households also have been able to create a saving account of about 15 to 25 million accumulated from their income since project started. 

6.3 Objective 3: Institutional development

This section has been divided into 3 sub sections, because there are three major components contributing to this objective:

· WU credit scheme

· Community development

· Capacity building of district partner organisations

WU Credit scheme

The “saving and credit revolving fund” scheme was started in three pilot communes in mid 1995 to support WU members with collateral-free credit for their productive activities. The scheme was operated in cooperation with district WU of Phu Yen. In second phase project was expanded into 3 other communes. Together with the expansion, a new credit regulation was also applied in 1998. 

This new regulation was also applied in three new communes of extension phase and are still maintained in all 9 communes up to date. This new regulation of credit scheme was designed by CARE staff and was brought for discussion with district WU. Upon agreement, the Phu Yen district WU assigned two staffs to be responsible for credit scheme. At commune level a management board was established in each commune consists of one accountant and one cashier. In each village one or two credit centers were established depending on the number of borrowers. Each center has one head that took the responsibility to monitor the operation of 4 to 8 credit groups. Prior to the formation of group, all members of WU in project areas were explained on loan regulation. Those who interested in getting loan and found the loan regulation relevant can form groups 5 each. Group members themselves select one group leader. With this model the borrowers have to practice saving three months in advance as precondition to get loan. Loan term is for one year and current interest rate was 12%/year. Borrowers pay an equal amount of principle and interest every month, started from the third month of loan cycle. Borrowers also had to do monthly saving through out loan cycle and were asked to participate in the monthly meeting at credit center. Loan sizes were flexible depending on the need of borrowers but should not exceed 1.5 million. Common loan size was 500,000 to 800,000 VND.  

The total capital provided for WU credit scheme was 909,5 million.  This amount has been added with interest earned and saving from borrowers so that total outstanding capital increased up to 1.17 billion. So far, WU credit scheme has provided loan to more than 9,500 borrowers and currently it was lending to 2246 women (nearly 20% of total members of WU in 9 communes). In 6 visited villages around 50% of WU members got loan from this scheme.

Assessment:

Management structure and its capacity:

The scheme has its management structure at all levels of from district, commune to village. In general all management staffs at district and communes levels are capable enough to operate the current saving and credit revolving fund. The 2 assigned staffs of district WU were specially experience and active. They actually have had some experience on implementing saving and credit activities even before this credit scheme established through their involvement in the S&C program of WU. They had also cooperated with VBA to establish saving groups and arrange the prestige guarantee for WU member to get loan from VBA. Project did provide them with some training on credit regulation and financial management.  The two staffs of district WU played important role in managing & monitoring the revolving fund in all 9 communes. It is even more important that they took the main responsibility in training all other management staffs on credit regulation and financial management. 

The accountant and cashier at commune level are very enthusiastic. It was reported that they faced some difficulties at the beginning in doing accounting and bookkeeping. However, with the support from CARE staff and DWU, they now become more confident and familiar with the work. They could also train the centers head and group leaders on credit regulation. However, not all of them have equal capability. Some were better than others. 

Management staffs at center and group levels have a reasonable level of understanding of credit regulation. However, their capacity to transfer or explain other members is still very limited. Bookkeeping is still a problem to many group leaders. In some villages, the center heads had to take over all the bookkeeping work of the groups.

Credit regulation and application

In general the new credit regulation introduced in 1998 was assess by management staff and a majority of borrowers to be relevant. However, there is still some issue need to be considered as follow.

The current repayment schedule was a debating issue among management staffs as well as the borrowers. Some assessed the monthly instalment repayment to be relevant while others considered it unsuitable. Some women argued that many of them use the loan for pig raising or maize growing which would only produce income after 4 to 6 months. So that it would be very difficult for them to pay monthly. In practice, some group faced difficulties in collecting monthly payment from its members even though at the end of loan cycle most of borrowers could fulfil their due payment.  The case of Bo My village is an example.

Interest rate was also a topic for discussion among borrowers. The current informed interest rate is 12%/year which was considered acceptable by most of the borrowers. However, by applying current way of repayment schedule, interest rate is actually higher (around 1.5%/month on average).  Even though the different in amount of interest paid was not much (especially with small loan), few borrowers had a feeling they paid too high interest rate. In fact not every borrowers recognized this difference. It was the husband who often complained. Some man did share this idea with evaluation team and claim it as the reason why he did not allow his wife apply for loan from WU credit scheme. These two issues of payment schedule and interest rate were already mentioned in the “Women credit assessment” report done in 1999. 

Another concerned issue of some management staff was the use of interest collected. According to current regulation, the allocation of interest earned was presented in table 3 next page. 

Table 3: Allocation of interest earned

	Use of interest earned
	Proportion (%)

	Cover inflation of capital
	35

	Management cost including allowance for credit officer at commune and center heads
	40

	Risk fund
	5

	Fund for rewording
	5

	Fund for training activities
	10

	Fund to support district WU
	5


The allocation of interest earned seems cover most of the necessary costs for running the scheme. However, we understood from discussion with some management staffs that the allocation of interest earned was based on the availability of amount collected rather than on the actually needs for expenditures. So far, project still subsidized all the cost for training activities and the amount reserved was added to the revolving fund. In addition, at present project also subsidized some stationery and fund for supporting district WU was used to train credit officers in the 9 communes out site project areas. After project withdraws all its support, the current allocation might need to be revised. The proportion allocated to cover inflation was high given the current inflation rate (1.6% for the first 10 months of 2003). Further more, as there was no allowance for group leaders, and allowance for center heads was claimed very low, project did face some difficulty in its operation at center, especially at groups. 

Group operation:

Women interested in getting loan had to form group of 5 members and they themselves elected one group leader. Most of the established groups still existed but was not really functioning very active as most of the activities were taken place at the center.  4 to 8 groups form a center, which is one important level of the organization structure of the scheme. All borrowers were requested to gather on an agreed date of the month. During that day borrowers practiced saving, collect due payment and interest. Center head receive and approve new loan application. In addition, the meeting at center was also designed to create opportunity for women to discuss some concerned issues. However, the meeting was not equally effectively practiced in all centers and the content mainly focused only on collecting of capital. In some center (e.g. in Bo My) the monthly meeting did not work and they meet one or twice a year instead. The center head have to go to individual household to collect money. There were several reasons explained by borrowers: in some group the group leader was not longer functioning as there was no allowance; many borrowers did not practice month saving and payment so there is no reason to meet; in some areas people live very spread, and there is also some very busy time during the year (e.g. harvesting time).   Another important reason was that some center heads were not experienced enough in operating and facilitating the meeting that might make the members lost of interest. 

Participation of WU members

It was mention above the participation of borrowers in the monthly meeting and other activities related revolving fund. However, it is also important to discuss their participation in the process of scheme designing as well as the participation of non- borrowers WU members. All interviewed borrowers and credit officers mentioned that they received training on the credit regulation but not participate in the process of developing that regulation.  Some group leaders or center heads though that it was impossible to revise the regulation even though express their disagreement with some to the terms. To their understanding this was a fixed regulation. It would be much better if they were trained on general principles of credit scheme and arranged to participate in the process of regulation development. Being involved in the establishment of regulation, participants' sense of ownership and belonging increased so that a higher degree of acceptability and compliance can be expected. On the other hand, participation of non-borrowers should also be encouraged. If the monthly meeting were organised in the way that create a forum for women to share and exchange all concerned matter, it might be attractive also to the non- borrowers (the poorest and the better-off). In fact, we did see one example of strong center (in Na Mac villlage, Gia Phu commune) that could actually integrate other issues than only collecting capital in the meeting and they have actually been successful in mobilising participation of non-borrowers members. This model should be promoted. 

Integrated activities 

As credit scheme is one component of the FARM project so that its members also the beneficiaries of other components such as agriculture, animal husbandry.  However, activities of other component were not designed to target women so that it was often the men to dominate and represented with more number (e.g. technical training).  Women borrowers need to be supported to use loan effectively and profitably. In addition, other issues such as health, nutrition, education, gender equity, sanitation, family planning, etc should be integrated the monthly meeting to promote participation of more WU members. By integrating those issues, some social impact might also achieve. 

Targeting the poorest (Dao and H’mong women) within the women credit scheme

Within the project areas, Dao and H’mong people are represented with a high number of the poorest group. It was admitted by DWU and many other credit officers at commune level that it is very difficult to get the poorest women to participate. Only 5% of total outstanding loan have been issued to the poorest women. This should be compared to the target of 20% of the allocated funds going to the poorest group.

It is actually a common problem of many credit schemes, not only FARM Phu Yen. There could be many reasons explain for this problem. First of all it could be due to hesitance of the management staffs to lend to those poorest women as they found it is too risky. Second reason could be due to the poorest themselves did not dare to borrow as they found that the loan term were not relevant to their status (i.e. compulsory saving and instalment payment). According to one staff from DWU, among those withdrew from the scheme, the Dao and H’mong women account for a rather large number. The reason was because they were so poor and their education level was very low. Many of them were even illiterate. 

Sustainability and replicability of the scheme

WU credit scheme was evaluated by the project staffs as well as local authorities to be sustainable in term of organizational structure and financial arrangement. The scheme was designed to use local people as main body of management system to limit the dependent on external personnel. Project helped to build up capacity of local people by “ learning by doing” method so that they could themselves implement and manage the project with less and less external support over time. The scheme also used local consultancy services i.e. DWU. So that the credit officers at communes and centre heads would be able to access to consultancy services easily even when CARE project finishes. It would also facilitate the replication of the scheme in other area within Phi Yen district. So far, DWU has already replicated the model in 9 other communes in Phi Yen district applying the same regulation. With regard to financial matter, the scheme achieve very high repayment rate of principle an interest (more than 80%). It ensures the maintenance of project operation. As discussed above, the scheme so far could cover most of related costs using interest earned. Furthermore, it was also able to cover inflation plus some net profit.   Even if projects stop further funding, the scheme still can maintain its operation at current level. However, project should take into account some of the issues discussed above as well as consider the following recommendations.  

Recommendations

· Consolidate the operation at groups and centres. Group leaders need to be functioning otherwise it would be over workload for centre head. Consider possibility to arrange monthly meeting within group of not more than 15 people to ensure the quality of the meeting. Given limited capacity of centre head in facilitating meeting, the more people the more challenge to them. In addition, in a crowded meeting the chance for each participant to involve in the discussion is very limited. 

· Train group leaders and centre heads on group operation and facilitation skills.  They also need to be received further training on bookkeeping and accounting. 

· Review the regulation taking into account the above mentioned issues of payment schedule. Interest rate and allocation of interest earned, etc. It is better that before reviewing the current regulation, all management staffs should be trained to get deeper understanding on the general principle of credit scheme. Some other alternatives of loan terms should be introduced to give them a wider range of choices. They should be more active in the process of regulation development rather than passively follow a designed one. The regulation should be more flexible to make sure that it relevant to different conditions of different groups (especially the poorest groups) in different areas. 

· Interest rate should be identify based on the actually needs for related cost. So the discussion should start from what needs cost and how much is needed? Of course other issues such as market interest rate, willingness of the borrowers to pay should also be taken into consideration. 

· Organise training for all participants to help them understand the regulation as well as process of regulation development. By doing so participants are given chance to make an informed decision. They decide to get loan only after they have a clear understanding on the regulation (not just because there is no other choice). 

· Consider including other integrated activities to pursuit other social impacts on women.  Non-borrowers should be welcome to participate in those activities.

Community Development

Village Development Boards (VDBs) has been established in all villages. The VDBs represent the village interest towards the FARM project and together with the CDC, they are the main organisational framework for implementation of project activities.  They are also expected to take up development activities within the village, in cooperation with local authorities. Their aims, as stated by their members included increasing household incomes and alleviating poverty within the village community. Some of the VDBs have a direct link with the official local authority network and some of the Heads of VDBs are also Head of the Village. The VDBs normally seek consent of the local authorities on important issues regarding village development. 

The main reasons to establish VDBs was to make sure that village development activities supported by the project happened in a participatory and transparency way. For this reason, in the guideline on how to elect the VDB provided to villagers, the project encouraged the village head become member of VDBs, but not VDB’s head to avoid influence of the top-down approach which was prevailing in Government system. Therefore, in most VDBs, heads of villages were not the heads of VDBs but were members of VDBs, so the link between VDBs and local authorities at village level was in place at the beginning. 

For Commune Development Coordinator (CDC), the election process was each village elected their representative, and all commune leaders such as the Chairperson of CPC, head of commune Women Union, head of Farmer Union voted to select the CDC (or Assistant of CDC) among all village representatives, that means, CDC/ACDC was well recognized by commune leaders. From November of 2001, as a part of capacity building program for VDBs, a monthly meeting were regularly conducted among all VDBs and commune leaders, normally the Chairperson of CPC and head of Commune WU participated, and all monthly plan of VDBs approved by CPC (annual VDBs plans were also approved by CPC at the end of 2001). 

The VDB manages the Village Development Fund, a fund used for implementation of project activities by villagers, who receive inputs on a credit basis, which they have to pay back to the VDF. In this way it is intended to create a fund, which can revolve within the village for development activities. The VDB monitors implementation of activities. The VDB head and members have received training on financial management of the VDF. Regulations of loans are quite complicated as the arrangements on repayments differ per type of activity supported.  

Repayment to VDF varies a lot from one village to the other. VDBs have no official authority to enforce repayment. In some villages the VDF only exist in theory - others are proving an efficient tool for community development. Most VBD are having severe difficulties in repayment of private loans. Farmers are not convinced that it is either necessary or fair. Some lack of understanding of the purpose of the VDF, as some people don’t think its fair pay money back since the VBD never had any expenditures. Many HH being interviewed did not remember how much they have borrowed and did not have any plan to pay back. Some villagers even considered the loan as grant from project.  Without a fund, the VDB role will very likely be reduced given their existing function. 

Some of the VDBs are reported to function better than others, some are more active than others are. Some VDBs only have role according to VDF, whereas others are more active in village meetings etc. In one village (Na Mac) VBD were found to identify and select priority activities that reflect the needs of villagers in a planned and participatory manner. Main constraints that are mentioned for VDB functioning include the low level of education of the members, the varying enthusiasm of villagers and varying support from local authorities to the VDB.  

“Interest groups” do no longer exist, but have been replaced by so called “area groups”. Each group also has group leader. The group mainly function as a sub unit of VDB in the planning process. The CDC and FO played the role of facilitators in this planning process. They were also the ones to make first approval for the plan at commune level before forwarded it to CARE. However, during the first years of phase 2, in fact FO and CDC still played the role of implementers due to limited capacity of most VDB members. The approved planned were financed through a revolving fund system as described in the previous chapter. FO and CDC were responsible for purchasing physical inputs and provision of inputs through VDB and/or groups. As project grew in scale, the number of participants as well as number of activities increased over time, and it required too much time of FO and CDC. It was reported that even each FO had to spend more than 50% of the time in the field he or she could only spend maximum 2 days per month in each village. In order to withdraw the FO from direct implementation, in the extension phase, the VDBs were encouraged to take over the responsibility of purchasing all physical inputs and as well as provision of inputs to villagers. It means that in extension phase, the VDB were responsible of implementing project activities from formulating plan, making proposal, purchasing of inputs and delivering inputs to villagers. FO and CDC were facilitators and supporters in this process. 

Assessment

In the Vietnamese society, the VBD concept is considered innovative and should be assessed as an experiment. The CARE initiative has proven that the concept has a future, even though there have been initial difficulties. The idea of community-based organisations should be given more effort and more studies should be allocated to further develop this concept.

The VDBs concern a new type of village organisation, beside the existing governmental system. Only in some villages, there are clear links between the VDBs and the official system, which facilitates the functioning of the VDBs.  In the pilot communes the VDBs have no official status, which limits part of their functioning.  This goes especially for collection of credit repayments, as the VDB has no legal authority to enforce repayment.  This means that the system of repayment of the VDF very much depends on both the ability and the willingness of individual households to settle their debts.  

Of the visited VDBs, the best functioning VDBs were those who had the strongest links to the CPC. Often the situation is that when the VDB is well functioning, it is being recognised by CPC and are getting appropriate attention. Some VDBs had obtained informal status as a mass organisation, and some had developed procedures for participating in CPC meetings and for having CPC participation in the VDB meetings. Those VDBs without such procedures were absolutely among the weakest. As well the villagers needs to recognise the function of the VDB in order to make it function.

According to the recommendations from various reports and especially from the mid-term and redesign document, the FARM approach to community development should be reorganised. It has become clear to project decision makers, that there was a need for changing the scope of the VDB work to cover more than mainly input-supply planning and managing the VDF. Further to these activities the VDB should actively mobilise the community and chair the development of the community. 

In November 2001 an assessment of the VDB capacity was conducted. This model included strengthening of VDB in terms of: 

· Developing and improvement of policy and procedure; 

· Developing of guideline for operation and management of VDF; 

· Updating the financing policy and procedure; 

· Monitoring and evaluation 

· Creating a chance for VDB implementing activities independently

However, it is extremely difficult to change approach after following a certain approach during 5 years. Further more the change of community development approach should primarily take place through the partner agencies, as FARM simultaneously were reducing the project activities. For these reasons it is not surprising that only very little impact of this new approach were found in the visited villages.

Indicator 1: CDCs acting as efficient community development facilitators and representatives via a vis the project, district and commune authorities

CDCs are considered efficient in coordinating project activities, but do not initiate community development activities outside the project activities. CDCs and assistant CDCs are better trained in facilitation and community development than the VDB, and as such they should have taken responsibility to initiate further action.
Indicator 3: Groups decisions are taken in a participatory manner and follow transparent group regulations and accounting systems

All decisions with regards to project activities are following the project guidelines. These guidelines are describing the procedures and these are mainly followed. Again it is important to state, that these group meetings are concentrated on project activities, and as such not open for new initiatives.

Indicator 4: District and commune authorities collaborate with and support Development boards, interest groups and local extensionists

Only some of the VDBs are having support from the local authorities. Interest groups do not exist due to reorganising the structure of the project.

Indicator 5: 50% of VDBs implement and fund at least one activity contained in their development plan independently
The village development plan is only related to the project activities, thus all VDBs are implementing the village development plan. Only very few examples of independent initiatives could be found.

Indicator 6: Women comprise more than half of all project training course participants and are represented in all Development boards
Women do not comprise more than half of the participants in the training course, and are only represented in most  (80%) of the VDBs. Usually the cashier is a woman. 
Indicator 7: Women groups independently plan and implement minimum one activity by the end of the project
No women groups were identified

Indicator 8: People in the lowest wealth- ranking group comprise minimum 40% of all project training course participants and are represented in all Development boards
Poor HH have participated in all project activities, but not by 40 % of the participants. Only in one of the interviewed VDBs, a member was regarded as poor. In another villages  - the poor member of the VDB was not poor anymore due to economic development

Conclusion

The ET recognize that village development planning is a new concept in Vietnam and that it is a long process to actually get it working. The FARM has started up the activities in the villages, and as an initial phase rather focused on input supply activities. This kind of activities has also determined the direction and development of the village planning process in the project area. Only very late in the process, by the the midterm-review and project redesign, clear indicators on community development were formulated. With six years of experience and tradition for following a certain model, it is extremely difficult to change direction and make big changes. 

The indicators from the project document are also much more unambiguous compared to the mid-term and redesign document. These indicators are as such much more in line with the reality of FARM community development activities.

The continuation of the VDF is the determining factor for how long the VDB will function. In those villages where the VDF is still functioning, there is a good change that the village as such, wants to expand their activities - or continue to use the VDF as a local bank.

Institutional Capacity Building

The purpose of the partner capacity-strengthening programme is to make these partners capable to support the natural resource management and livelihood improvements that the project has initiated and supported on a more sustainable basis. However, it should not be expected that local district line agencies would be able to replicate the very resource “heavy” and integrated FARM approach. Instead, the key issue has been to enable the line agencies to more efficiently deliver services that are defined and provided in a farmer-focused and participatory fashion, i.e. service delivery based on the principles of farmer involvement in decision-making and participation. A central pillar of the project’s sustainability strategy is to consolidate the learning related to the village planning processes FARM has supported in the nine communes. Over the long run, more capable and responsive district-level line agencies will be these communities’ main source of technical support for their activities.

The vision behind the partner capacity building programme is that the district extension services capacity is to be enhanced for supporting the participatory planning model. The role of community extension agents must expand from that of solely providers of technical assistance to that of change agents through their involvement in participatory planning exercises carried out at household, group and community levels. 

The assessment of FARMs ICA/D approach has been based on an institutional capacity assessment of the 6 partner organisations. This assessment is to be found in annex 9. Below is discussed the main findings of this analysis with reference to the appropriateness, relevance and impact of the FARM activities.

The overall impression of the institutional support provided by FARM is that the program is highly appreciated by partners, and their own perception of the support is that the project has contributed to a significant improvement of their organization. According to all of them, project supports have directly addressed most of their needs on institutional capacity building that results in improving their service to local farm households in Phu Yen.
The capacity building programme started of with a pilot program on AES. AES has been chosen to do the pilot ICA/D program since 2000, while all other five partner-organisations started their ICA/D program only by the end of 2001. Experience from revisiting the pilot ICA/D program performed by AES have helped other partner organizations to improve their planning and implementing the ICA/D programs, making their ICD activities more effective 

As the program started for all six partners, there has been a tendency of providing more or less similar support to all institutions as training programmes. While these training programmes in general have been assessed to be very useful and relevant, it seems that DARD have had additional requirements compared to the other 5 partners. DARD, as being the coordinating unit, could have benefited from a special designed capacity building plan, including coordination of various field extension workers from different partners.

The FARM ICA/D have been addressing capacity in terms as physical improvements as well as training of staff. It is evident that necessary physical facilities have been significantly improved. One example could be the motorbikes, computers, printers, photocopier, tables and chairs, books and bookshelves, which enable better co-ordination work of DWU, DARD and AES. These facilities contribute a great deal for AES staff to better access to the isolated villages, better targeting and replicating the project learning and approach into the outside project area. Another example could be the fridge and the quick disease diagnose facility of the VS, which is considered the most modern facility for district VS in Son La province. This makes the VS able to better perform its mandate of quick identification of animal diseases and effective storage of vaccination and implement timely the regular vaccination campaigns in the district as a whole. PPS has especially benefited a lot from this component by having the net house for plant insect and disease predicting purpose of the PPS installed, which is considered a unique modern net house in Son La province. This makes the PPS able to better perform their mandate of early warning of crop diseases and pests.
During the implementation of FARM activities, it is obvious that some links between DARD and peer organizations has been established, including VS, IS, PPS, AES and some more organizations like Crop Seed Testing Centre and the Seed Supply Shop. DPC has considered the role of DARD being coordinator of these activities as crucial to effectively implement their assigned activities. 

This link has been established by the project to some extent, but still remains to be fully functioning. FARM could have encouraged DARD to put more effort into improving the effectiveness of partner organizations’ work. More efficient and sustainable co-ordinating role of DARD is considered necessary to make the network fully operational Given that fact that the organisations have very limited number of staff, this part of the capacity building programme could have been addressed much more. Whereas especially VS and IS have some village-based extension workers, it seems that PPS has a severe problem in disseminating their program. PPS has currently very limited dissemination capacity on the early warning notice on crop pest outbreaks to farm households. Presently these notices are disseminated only to the commune level of the lowland area, where local farmers practice wet rice cultivation, not yet to villages and households. There are even examples of PPS not being able to reach the commune level. There remains a coordinating role for DARD in supporting PPS in reaching all villages and villagers, especially the isolated ones.
The limited number of staff in the partner organisations as well influence on all partner organisations capability of delivering the service at village level and thereby replicate the approach of FARM. Extension-based organizations like AES, VS, IS, PPS are currently facing severe difficulties in strengthening the capacity and effectiveness of their grass root networks, such as the para-vet network, the voluntary village agricultural extension network. Without these efficient networks, the replication of participatory extension approach, promoted by the FARM project, cannot be achieved. 

Recently, village para-vet networks have been set up in all 27 communes of the district, with assistance and support from VS. The network members have been trained technically and managerially and they have been functioning rather well to ensure twice vaccinations per year. VS network members are operating “user paid activities”, which provide them with finances to develop their programs. It seems that VS (and IS) with such possibilities can make better use of the achieved capacity building compared to AES and PPS, which do not have any income generating activities.

All partner organisation staff has been in the process of learning and changing from top-down to bottom-up, participatory, needs-based and poverty focused planning in line with the project objectives. In general this work has been satisfactory, and in particular VS and DWU has taken up this approach. Some first signs of practicing participatory, needs-based planning in line with FARM project objectives can be observed in DARD and AES. However, this new approach has not yet been mainstreaming into DARD /AES strategy and action plans nor in the field activities.

The VS has recently been engaging themselves in supporting the Para-vet network at village level in the whole district, and DWU has replicated the FARM introduced approach on larger scale. The project participatory, bottom-up, needs-based approaches has been replicated effectively through the implementation and enlargement of the WU’s supported program on women savings and credit, executed in 9 communes in the project area since 1997 and recently the S&C program under the DWU has been enlarged to 9 more communes outside the project area. There have been many good points on DWU credit scheme: high rate of repayment, financially sustainable, targeting women, maintenance of group meeting monthly and large scale of replicating the program into the outside project area.

It is also evident that the technical and community development knowledge and skills of most staff of partner organisations has been improved, although the level of this improvement varies to some extent among different staff of the organization.

As DARD’s staff has got improved capacity, they are more capable to meet the co-ordination requirements of various peer organizations in Phu Yen as well as other external aid agencies working in this district. In general the capacity of the partner organisations to meet the requirements of Government organizations has improved. Further more they are better equipped to meet the requirements of projects/programs from various Government organizations as well as other external aid agencies. The increased capacity also covers the improved capability to target the vulnerable groups such as the poorest, the H’Mong and Dao minority groups and women. One example could be the acquisition of motorbikes which enable its staff to better access to isolated villages where live the poorest and H’mong and Dao ethnic minority groups.

The FARM project provided an allowance at VND10.000 trainee/day for participating in FARM training activities.  This policy can provide the partner organisations with some difficulties to replicate the participatory approach in training local farmers, especially within the former project area, where local farmers have been used to the subsidy policy from the project during a long process of project implementation. These organisations not are in the position to offer such an allowance. 

To make full use of ICA/D program, it is essential for the partner organisations to develop a feasible plan for long-term internal institution capacity building, including job description for every staff. Currently this has not yet been achieved and needs further consideration. The partner organisations need to continue the process started by the FARM, which will include vision and mission statements, methodologies for capacity assessment, identifying gaps and follow-up action plans. Further more a feasible follow-up plan after every training course has not yet been developed by any individual trainees of the partner organisations

As the capacity of all partner organizations has been improved during the process of participating in the ICA/D program, it is hoped that better outreach and more efficient extension work would be achieved. However, budget constraints prevent staff of all partner organizations to access the poorest, the most difficult ethnic groups.

Recommendations for involved institutions

DARD

1-   
For coordination strategy development
· DARD develops a clear strategy for its coordination role of the district’s agriculture and rural development, 

· DARD’ staff, both leadership and technical staff need to participate in the planning process of such district service providers as VS, PPS, IS…

· The DPC develops a sound coordinating mechanism for DARD and peer agencies

· DARD develops closer links with and get feedback from other district line agencies
2- For DARD’ strategy implementation

· continue to arrange training opportunities for commune staff so they can provide accurate information and data to DARD, which is crucial for its planning process,

· continue to arrange refresh training in agricultural project management for both DARD’ staff and other concerned organizations’ staff  at district level.

3- For strengthening the capacity of DARD staff

· regularly update DARD staff’s  technical knowledge through training or theory

· refresh training of DARD staff on community development and participatory M&E

· develop job description for every staff and regularly review staff performance based on their job description

IS

1- Strengthening the village network of water users’ groups:

· continue to provide refresh training on participatory approaches and community development for IS staff

· continue to arrange training at commune and village level on current state water management policy and decisions, as well as technical and management issues of irrigation water management,

· improve the perceptions of farmers about their benefits from and obligations to state regulations on water management, 

· IS consolidates and improves its current operational system of user paid activities in irrigation water management,

· IS develops a strategy to engage DARD in water management tasks and improves the coordination mechanism between DARD and IS as well as AES.

2- Strengthening the IS’ staff capacity:

· further arrangement of short term, refresh training for IS’ staff on technical water management and community development,

· develop job description for every staff and regularly review staff performance based on their job description

VS

1- 
To strengthen the village vet .network
· VS collaborate with the AES and making full use of the grass root AES personnel, which now consists of 22 commune-based staff 

· Improve the capacity of commune vets by arranging refresh training on community development and participatory approaches, as well as information transferring 

· Refresh technical and management training for village paravets

· Increase the involvement of local authorities in the veterinary work

2- 
To strengthen the capacity of VS staff
· VS develops a strategy to engage DARD in animal veterinary task and improve the coordination mechanism between DARD and VS as well as AES

· Regularly update VS staff’s technical knowledge  through training or theory

· Improve staff’s capacity on supporting village vet. network through refresh training on community development and participatory M&E

· VS develops closer links with other district line agencies
PPS

1- To establish  village network:

· PPS collaborate with the AES and utilize its grass root AE staff, which now consists of 22 commune-based staff 

· PPS provides training for these AES commune-based staff in common pests and diseases on rice, maize, soybean, vegetables, fruit trees and other crops often occur in Phu Yen, the application of IPM approach in management of these pests and diseases.

· In close collaboration with AES and former IPM trainees, PPS tries to establish and support a village AE network including plant protection issues. 

· At the commune level, involve the commune agriculture cadre and the CPC for the dissemination of information on early warning of pests and diseases produced by the PPS and the monitoring of chemicals. This will greatly benefit farmers, and the PPS does not have the resources to conduct this activity.

2- To further strengthen the capacity of PPS:

· Regularly update PPS staff’s  technical knowledge through training or theory

· Improve staff’s capacity on supporting village extension network through refresh training on community development and participatory M&E for all PPS staff,

· PPS develops a strategy to engage DARD in plant protection tasks and improve the coordination mechanism between DARD and PPS as well as AES

· PPS develops closer links with other district line agencies, including the district Crop Seed Testing Station.

AES

1- For strengthening the grass-root AE network

· in close collaboration with VS, PPS, IS, the AES tries to consolidate and strengthen the current voluntary commune and village network on agricultural extension such as the commune AE clubs, the farmer interest groups, the village vet network, the water users’ groups…

· arrange field days, training and visits for village AE network members to share their experience on AE activities at village level

· training for commune-based AES’ staff on community development and networking issues

2- 
For internal procedure
· AES regularly discuss and develop the AE concept and objectives, and develop specific AE objectives in Phu Yen,

· develop job description for each position and staff,

· regularly review the performance of staff based on their job description

· develop incentive policy to motivate staff

3- External linkages

· AES develops a strategy to engage DARD in agricultural extension tasks and improve the coordination     mechanism between DARD and AES

· further strengthening the collaboration with DARD, VS, PPS, IS and other peer district organizations 

· actively looking for potentially external partner organizations to get technical AE information and financial support.

4- Strengthening the capacity of AES’ staff

· Regularly update AES staff’s  technical knowledge either through training or documents

· Improve staff’s capacity on supporting village AE network through refresh training on community development and participatory M&E

DWU

1- Further strengthening the capacity of DWU in replicating the project learning and approaches

· DWU staff consolidate their knowledge and skills acquired through training opportunities supported by the FARM project. 

· Further refresh training for their staff on community development and TOT is among other things, necessary for DWU in the near future,

· DWU leadership and staff develop a strategy to engage and establish a coordination mechanism with relevant district line agencies, 

· DWU staff update and document their experience and lessons learned in replicating the project learning and approaches,

· Arrange refresh training for commune and village WU cadres on community development and networking issues 

2- Strengthening the local S&C network of the DWU
· DWU’s staff continue their efforts to assist and support their current S&C networks in 9 communes in the project area as well as in 9 other communes outside the project area,

· DWU seeks for potentially external funding sources to support the newly expanded S&C network in 9 communes outside the project area. This might be achieved in close collaboration with CARE,

7
Project Strategies - Effect and Impacts

The development objective of FARM Phu Yen project is:

Reduction of environmental degradation through the development of sustainable household livelihood strategies
Throughout the main phase and the extension Phase, the focus has been on creating sustainable living conditions for Phu Yen communities as a means to decreasing local environmental degradation. The assumption is that a causal linkage exists between the state of the environment and the capacity of local households and community institutions to improve livelihood security. Sustainable household livelihood strategies are seen as the means to reducing the current trend towards environmental degradation. As local household livelihood security increases, households are assumed to be able to allocate resources towards addressing environmental problems. Supporting the development of sustainable household livelihood strategies and the local institutional framework, in other words, will support the objective of conserving the local natural resource base. 

The assessment of the ET is that strategies chosen by the FARM has been appropriate and have contributed significantly to the overall project objective. This final evaluation of the FARM project has focused on effects and impacts at Phu Yen District, Commune and Village level. At these levels it is very obvious that the project has achieved its objectives. The spreading effect to other districts, the possible effect on provincial policy and decisions have not been evaluated during this mission since the project document does not stipulate out any intentions or ambitions to do so.

The project document of pilot phase was based on results of field survey from 1992, and the second phase was based on a design workshop with all related stakeholders participating including village people. These surveys resulted in the 6 project sectors of Forestry, Water and Irrigation and etc., which were identified as the highest priority areas, addressing the local needs. The sectors were found relevant for supporting the intermediate objectives of the project, which together should solve problems related to Hoa Binh dam. 

The initial strategy towards improved livelihood and community development was the project’s subsidization of various agro-technical inputs.  This strategy was chosen due to the weak financial capacity of communities at the project outset. The project initiated the establishment of VDBs with the role of being administrators of the project activities and to facilitate the community development and the village planning. In the context of Phu Yen district in the early years of the project, when no other outside assistance was available, it is understandable that VDB’s associated village planning with support from the project.  

When the project started operations, the notion of “self-help” among project participants was virtually non-existent. The PMU made a major effort to overcome this barrier. The Project Manager in particular made it a personal agenda to promote participatory, village-based development. This at times resulted in difficult situations vis-à-vis the district leadership, who then quite strongly opposed the idea of village organization and planning. The project manager's strong leadership in this regard clearly contributed to overcoming the initial resistance from not only villagers but also the district towards participatory village development. 

The FARM project is a large project covering many aspects, being an area-focused, integrated rural development project comprising 6 “sectors” and emphasizing participation and community capacity building. Further more the implementation time in total is more than 8 year. 

The people interviewed highly appreciated the support they have received from the FARM project. On that basis it was clearly demonstrated that the FARM strategy was appropriate and effective. However, the ambitions stated in project document on a number of issues seem to be too high. The examples mentioned in this report on appropriateness of SALT techniques, community development, gender and targeting the poorest ethnic groups located in remote areas, all demonstrate that goals have been set to demanding and have proved difficult to achieve, at least to the level of success stated in various project documents. The people interviewed might not be aware of these other issues, or might not be aware of the content of the FARM project document, and therefore not raising any concern.

It is still the overall impression of the ET, that FARM has chosen a good and effective strategy and has reached its objectives. The above shortcomings rather point at the project document as being out of touch with the changing reality of the context in which the project was implemented.

While the objectives, outputs and indicators, as stated in the project document, never changed, a large number of reviews and special matter evaluations were conducted. These moved the project form on step to the other. Most important was the MTR, which changed the focus of the project significantly. Relating to the issue of the project’s community organization approach, the project gradually moved from a an emphasis on provision of support to communities to create “self-help” capacity (i.e. in effect emphasizing that communities independently should be able to “produce” development to a (more realistic) approach emphasizing community self-help support as well as support to building capacity among district level partners to deliver services in a participatory fashion. 

Conservation and management of natural resources

In the project villages, forestland can be divided into two areas of protection forest and newly planted forest. In the protection forest, with supports from the government 747 program and FARM project, trees have been planted and are confirmed as well growth by farmers. In this area, all villagers understand the protection of watershed as their assignment in conjunction with the Forest Protection Station plan. Nobody could exploit timber products in the protected forest. We believe that the project has contributed to the conservation of the forest. 

With respect to the conservation of natural resources, some problems are occurring with many forest and agricultural activities here. Forest trees have been planted in some parts of this area while other parts have been devoted for growing annual crops such as rice (in Bo Mi), maize, cassava, and soybean. The cultivation of annual crops with very few SALT models applied is leading to soil erosions and degradations of land in all villages as confirmed by visited farmers. Free grazing of cattle has been restricted, but the alternative (i.e., fodder crops) for solving problem of animal feed was not applied.

Drinking water systems in all villages can be seen as good maintenance action in Suoi Tre, but some water tanks are empty (in Lem), lack of water (in Tan Giao) or damaged water pipes (in Bo Mi). Irrigation systems with project supports are quite good up to now with maintenance team and contribution of farmers (it is not the case of drinking water in Tan Giao, Lem and Bo Mi).

Conclusions and recommendations
· The implementation of tree planting, forest protection (including watershed protection), and water engineering activities in the project area can be assessed as a good process in terms of reaching output indicators mentioned in previous section. This achievement has been more or less contributing to the conservation of natural resources in the area. However, the management of drinking water is not so good in some villages.

· Marketing of farming products has not been concerned in project document as a strategic action. It is recommended to assists the farmers in marketing procedures.

· Although FARM project has tried to introduce SALT methods to villagers during quite a long time of the project implementation (many training courses on this topic have been conducted), there are only some farmers applying terracing method and very few hedgerows. The expansion of maize production in sloping areas may lead to problems of soil erosion and land degradation in the very near future. It is recommended that appropriate SALT techniques for the area are further developed through the extension service.

Participation with end users 

It was strategy of FARM project to adopt participatory approach and in actually local people did participated in many activities of project. However, different levels or types of participation were applied at different stages. The quality of peoples’ participation progressively improved during the life span of the project and culminated during the end of the project when the new village activity planning system was introduced (which also enabled VDBs to purchase inputs directly, using project funds). By getting local people involved in PRA, the project could identify relevant interventions to support the most needed demands of local people, i.e. enhancing food security and living condition. Even so, local people sometimes were still rather passive in planning and implementation process. During planning process many people participated to make a plan to receive and use supports from project. This was considered not very sustainable as people might loss of interest in participation when there is no longer material incentive. 

Conclusions and recommendations

Knowledge on “community development” theory and approach is very important to local people. They should be explained from the very beginning that that they are the key factor for development rather than any other outsiders. The role of external organisation (e.g. CARE) in this case is rather to provide support in term of methodology, capacity building, or to facilitate the implementation than to provide direct financial support; the aim of support is just to help the local people implement better own their plan. Being understood, people would participate more actively. It is recommended that VDB should be trained more on participatory approach and how to mobilise participation of local people. 

Gender considerations in strategies

It was stated very clearly from the strategies that women were one of its main target groups. Project indeed has put a lot effort in targeting women accordingly. E.g. the credit scheme was designed specifically for women in addition to other supports that targeted both man and women. To compensate for the fact that all the CDC were men, project requested that all ACDC should be a women. In some VDBs women also had their representatives. 

However, like many other areas in Vietnam women often remained with their traditionally subordinate status in comparison to the man in the family as well as in the society. In most of the HHs interviewed the men often make the final decision in the use of loan and interest earned. The VDB members are mostly men; men are also the majority participants in training courses. 
Conclusion and recommendations

· It seems to be very difficult to reach as many women as most projects should like to do. Nevertheless, project designers keep putting the gender aspect into all sorts of projects, more or less regardless the chances for success or the appropriateness of the type of activities involved in the project. Whenever gender is an issue, it is recommended that very particular women activities should be formulated as a part of the project, like e.g. the WU S&C scheme. It should not be expected that women participate fully in activities not designed for women. FARM project has really tried hard, but are still coming out without the obvious success. 

Replicability of interventions 

Those project interventions, which actually have provided farmers with new knowledge and/or new varieties are absolutely likely to be replicated. Livelihood improvement can be maintained and sustained within project areas due to the project programme. Those interventions, which actually proved to make a difference in HH income, will without any doubt be repeated at village level.

The partner organisations are as well able to replicate some of the introduced technologies, like the participatory approaches. They needs to redesign the activities and make them appropriate for the local institution, but the substance can probably remain the same.

Conclusion

· Good and successful technologies introduced at village level, are very likely to be replicated by other farmers. Such technologies do not need an extension agent to explain about it. 

· Partner agencies needs to adjust the interventions before applying them, because they need to match the reality of the institution in terms of staff and budget

Targeting the poorer and marginalized 

While the project during the last 3 years increasingly addressed diversity issues (in particular ethnicity and poor people) it did not effectively reach the poorest and most disadvantaged ethnic minorities. Actually only 4 Dao villages and 4 H'moung villages out of totally 86 villages have been included in the project target area. This was mainly due to the inherent operational barriers to “delivering aid at the 7th mountain top”, such as lack of interest among staff and partners to go that extra mile, work plan pressures (leading staff to prioritise more easily accessible areas/people), the deeply entrenched local notions that ethnic minority people are backward, lazy, etc. 

FARM is a natural resources management project supporting those who have been either directly or indirectly affected by the Hoa Binh dam, rather than a general poverty elimination project. For this reason many other relatively poorer communes with a high representation of Dao and H’mong were not selected as project areas. However, within project areas the poor have been given high priority. Project tried different ways to prioritize the poor, and the poor were provided with some special support. In pilot and phase II, when everybody had to contribute the same part of field materials, the poor were the one to receive in the first round of loan. By the end of the phase II and in the extension phase, the poor had to contribute much less than the better-off people (for example 50 % of maize seed cost subsidized for the better-off household and 80 % for the poor; for fruit tree: 80 % for better-off household and 100 % for the poor. Further more, for example in Lem village the poor was given capital to construct the pigsty and the poor group of Dao and H’mong people in three pilot communes were provided loan to raise cattle. 

However, findings from the evaluation showed that in general the poorest have benefited less than the not very poor due to their specific conditions. Dao and H’mong people often have very low education level and even many of them are illiterate. So even when they participated in the same training course with literate people they must be the one to get less information and knowledge. Consequently when they received the same financial support they might use it less profitably than others. 

A similar problem found with the micro –credit scheme. Only 4 % of the women classified as "poorest" could actually meet the general regulations (i.e. practice saving, monthly instalment payment of principle) to get loan from this credit scheme; Dao and H’mong represented with even fewer numbers. During extension phase project provided extra subsidy for the poor to make sure that the poor could get in kind loan from VDB.  

In fact, project had arranged so that there should be at least one representative from poor group in VDB. However, in practice the poor were often very busy, struggling in earning living and did not have much free time. On the other hand they was often low education so that they found on the financial management work of VDB so difficult. Consequently, many of them had to quit their position after sometime. As the result, by the time this evaluation conducted, we hardly found any VDB members belong to the poor group. 

Conclusion and Recommendation

· Supporting the poor, especially the poorest of the poor is extremely difficult. Project put lot of effort trying to support them. However, the poor need many things more than only financial support due to their specific condition. For example, training need to designed differently for the low education or illiterate people. More practical parts would be better than theory. Those poorest people might also need some extra support/practical guidance from extension workers and/or their neighbors. 

· VDB and local people in general need to be advocated on targeting the poor. If it is possible project should arrange some commitment with VDB to make sure that the poorest of the poor would be supported after project finish. VDB can also advocate the local authority on the issue.

· Try to mobilize the poor (poorest) to participate in any form of group or club to make them feel being included. Within the groups, arrange some type of mutual help among group members. 

· Organize literacy classes for illiterate people, especially for group of people within working age. Those classes should be arrange at suitable time as people at working age often very busy. Evening class could be an alternative. Source of teachers can be from schools or some people within the village with high education. 

· A broad, integrated rural development project such as the FARM project is not an optimal mechanism for targeting support to this target group. Instead, given the very special needs of these target groups, and the very special physical, institutional and normative barriers faced in this context, our conclusion was that support to most disadvantaged ethnic minorities will be more effectively delivered in a project exclusively aimed at this target group. 

Strength of partnerships established

The good and strong partnership between CARE and DPC in Phu Yen is very obvious. Hopefully this partnership will be used for future collaborations. The two partners know each other, and trust each other.  Both have showed their commitment and have proven to be serious partners. By the nature of DPC, this partnership can only be used for future work, if CARE decides to initiate new projects in Phu Yen. 

The other good partnership established through this project is between CARE and DWU. DWU is part of the national WU, and as such this partnership could be used for future work.

Conclusions and recommendations

· The partnership between CARE and DPC is likely to fate out, notwithstanding the strength of the partnership. 

· It is recommended for CARE to establish regular contact to WU at National level, and on the basis of the successful partnership from Phu Yen, and the related activities, to seek new areas of mutual interest.

Relevance of indicators for monitoring and evaluation

The project did not succeed in establishing an appropriate framework for evaluation at the impact, effect and partly at the output level. However, throughout the project, several attempts to revise the logframe and establish an appropriate M&E system capturing these levels too were made, without much success. This among other things includes the effort to introduce the CARE International MER system as well as GIS based technologies into the project. What really prevented these efforts to materialize was the complexity and wide range of the development issues that the project sought to address, and the consequent difficulties in developing a “manageable” number of measurable indicators. 

Generally speaking the monitoring system is a tool that provide information on inputs, activities, results and purpose that enable managers to see if the achievements are according to the intention. This means that achievements will be compared to the plans, and therefore planning and monitoring are closely linked, and need to be considered together. 

Monitoring systems are based on the regular and planned collection of data and results. The planning of data collecting, need to be based on a certain framework. This framework is the Projects logframe, which as well should be the basis for the overall planning and for the annual planning. To put it very short, planning can be regarded as the first step in the project monitoring process. Then monitoring provides information for further planning.

Indicators are an indispensable management tool at the heart of an M&E system – they define the data needed to compare actual results with planned results over time. By collecting data regularly on activity inputs, outputs, processes and results, the project can monitor progress towards their objectives. 
The logframe presented in the project document is not a regular logframe, and it is missing important output indicators. This makes regular effect monitoring impossible and the project has been left without proper adjustment tools. There have been a lot of ad hoc consultant reports, but the findings of these reports never got officially approved, thus not having very strong influence on the project

The project indicators have been prepared in 1996 and have not been changed since. Several indicators include issues, which simply does not exist any more e.g. interest groups and CDBs. The project has decided that these entities were no longer needed, stopped the function - maybe for good reasons - but then the indicators needs to be adjusted accordingly. 

One of the most - or the most successful project intervention, the introduction of HYV maize does not fit into any of the listed outputs. However, it is still an indicator that 50% of farmers actually are using HY varieties of maize. An indicator is supposed to indicate whether an objective, an output or an activity has be realized or not. The indicator should not be regarded as the output, as in this case.

The entire extension phase is focused on institutional capacity building, and a lot of effort has been put into this programme. However, this type of activity does not have any indicators. During the design of the extension phase a large number of benchmarks were identified, but they still did not fit into the prevailing logframe.
The ET acknowledges the project’s efforts to “reflect and change”. An example is the MTR that was a yearlong learning process that culminated with the MTR workshop in December 2000 and the reformulation process in early 2001. Several other assessment and evaluation were conducted and as such document the project’s “learning history” and the level of reflection and learning done by staff (e.g. the various reviews leading up to the MTR and the subsequent quite radical changes in the project’s overall implementation strategy).

Conclusions and recommendations

While the project has had a frequent and adequate progress monitoring system, the project has never succeeded in systematic monitoring at the top logframe levels - probably due to lack of proper logframe. However, the project has a lot of documentation, statistics and reports documenting the project achievements, but these have rarely used the indicators for any measurement of progress. 

The Project management needs a simple tool to monitor progress, and to see: 

· if activities been have been carried out according to plans. 

· if activities still will serve the purpose and lead to results

· if the results still are relevant for the project to reach its project purpose

· if external contextual factors have changed and how will this impart on chances of reaching the goal 

· if there is a need for an evaluation of certain activities or results

Therefore it is recommended that the monitoring system need to be easy accessible and it must be easy to measure the various project components. This is the reason for using the indicators for the monitoring purpose. Indicators then need to be formulated so they really indicate whether a certain progress has been achieved or not, and at the same time are relatively simple to measure.

8 Project organisation and management

FARM Phu Yen has been characterized by a progressive evolution in its structure towards an increasingly complex and self-sufficient institution. At the beginning of the pilot phase of FARM Phu Yen (October 1994) the project had two “Co-Managers”, no Deputy Managers and three operational staff. In December 2000 the Project has grown so that its management team consisting of seven management staff, with nine operational staff and a team of support personnel.

As the Project grew in scale (from three communes to six) additional field staff were recruited. With increasing numbers of FOs and higher activity levels, this system became increasingly difficult to coordinate, resulting in inefficiencies and consequent loss of time for the communities, when e.g. several meetings were arranged on the same day in the same villages by different FOs. In response, FOs were assigned to work in specific communes and their role became increasingly to direct implementation of activities. This meant field staff helped communities formulate plans and proposals, assisted with the procurement of inputs, and provided technical advice or training on site.

An advantage of this approach was that the Project’s impact on the workload of villagers decreased. Previously the sector-oriented field staff organized meetings at the village level. This meant that each household had to attend three meetings. By making field staff commune-focused, the number of meetings required was reduced to one. As well, travel time decreased. Coordination and cooperation between sector activities improved as one Project staff could better plan and integrate these linkages. Because one person could not be an expert in every area, they were thus encouraged to ask for support in activities like training from the district line agencies. 

The disadvantage of this staff-intensive structure was that it closely associated the Project staff with fieldwork. They became involved in day-to-day support and decision-making at the community level, and reduced the relationship with the project partners. While the Project high level of involvement in fieldwork definitely produced results, it tended to create dependency by communities on the Project.

Weaknesses in this structure are apparent. Given the project’s operational procedures and requirements for financial transparency, the paperwork generated by the operational staff was consuming all the management’s time. Little time was free for field activities. No one in the management team was individually responsible for supervising the work in communes. It was everyone’s responsibility, thus no one’s. 

The project management was very concerned and lot of effort was given to change the situation. A solution proposed by the project management in June 2000 was to redesign the project organisation, with emphasis on more efficient project set-up.

During the Phase-out extension the Project reduced its “indirect investments” and reduce the number of staff.  The project pulled out from its direct day-to-day involvement in the villages and handed over more initiatives to the district partner organizations.
The project was reorganised accordingly to met the new demands and requirements by the partner organisations.

The previous Project Manager position has been renamed "District Project Co-ordinator" to reflect the increased emphasis on partnership and joint project management. The previous Project Manager has been assigned to the FARM Phu Yen Project for the entire period of the Extension Phase with salaries and benefits paid by the project in accordance with the revised CARE Vietnam regulations for field level staff. 

Working closely with the CARE Vietnam Country Office, the Phu Yen People's Committee and project partners, the District Project Co-ordinator and the CARE Project Co-ordinator are jointly responsible for the day to day co-ordination of project interventions, monthly planning, reporting and liaison with relevant authorities. 

The previous three Deputy Manager positions has been reduced to two positions, filled with local candidates and relabelled "Assistant Project Co-ordinator, Village Capacity Building" and "Assistant Project Co-ordinator, Partner Capacity Building", respectively to reflect the increased emphasis on partnership and capacity building. Similarly, the current Field Officer positions has been renamed "Field Trainer" to reflect the focus on capacity building. New Job Descriptions have been prepared for all project positions.

The previous ANR Coordinator/Project Advisor and other CARE Vietnam Programme staff have provided advisory inputs to the Project and partners and support the overall re-orientation of the project towards higher emphasis on institutional capacity building, partnership, replication of learning and quality assurance.  

In addition to providing program support services as mentioned above, the CARE Vietnam Office in Hanoi has continued to provide managerial, financial management and administrative support to the project. Please see Annex 5 for project organisational chart.

Staff management

The staff reduction has basically followed the strategy formulated by the mid-term review mission. There have been two processes of staff adjustments. The first was according to the localisation of the project. After the decision to “localise” the project during second half of 2001, CARE has withdrawn all previously Hanoi-based staff from field level positions, except for the accountant, filled all other field level positions with Phu Yen based staff, and reduced the overall size of the project organisation in Phu Yen. The Hanoi based staff were reduced with one administrator, one secretary and one interpreter. In Phu Yen one office manager was added to the staff to take care of the administrative tasks.

Simultaneously, the ANR section in the CARE Vietnam Country Office in Hanoi has been reorganised as required to strengthening the provision of programme support services to the project.  

The second staff adjustment took place when starting up the extension phase. With the extension phase the Phu Yen staff was further reduced with two Field Officers, three guards and one driver.  

The personal management is considered good. The staff management is following the annually updated CARE International staff policy for Vietnamese Staff, which outlines the basis for understanding between employer and employee regarding mutual expectations and obligations. Terms of Reference exists for all staff and employees seems to be confident and satisfied with their jobs. Only three staff members have left their positions, one interpreter in 1998 due to higher ambitions for his carrier, and two field officers in 2000. The Field officers were linked to the credit programme, which was handed over to the Women Union, thus leaving the FO without proper challenges. 
Communication

The structure of the project, with CARE Australia supporting the CARE Vietnam and CARE Danmark financing / implementing the FARM project in collaboration with CARE Vietnam has created some communicational problems over the lifespan of the project. 

The project was designed according to prevailing CARE practise, where the joint CARE Country Office (CARE Vietnam) was given the day-to-day implementation responsibility from the very beginning.
During the early phases of the project - and to the contrary of all intentions - the communication from Phu Yen went straight to CARE Danmark, with a only a copy to CARE Vietnam. This implied that the project was monitored and controlled by CARE Danmark, and CARE Vietnam did not have any particular influence on the FARM project. The only role left for CARE Vietnam was organising the staff and provide administrative support for the project. 
When direct communication between CARE Danmark and the project did occur and grew beyond what was reasonable, it was most likely due to:

· Personality clashes between FARM Phu Yen and CARE Vietnam staff members.

· A perceived lack of responsiveness and attention from CARE Vietnam.

· A perceived lack of compliance by the FARM Phu Yen project to both CARE Danmark and CARE Vietnam guidance.

This was not acceptable to anyone neither CARE Danmark, CARE Vietnam nor the Project Manager, and joint efforts resulted in reestablishment of effective direct communication links between CARE Vietnam and the project.
The situation has improved remarkably over the lifespan of the project. This is reflected in the reorganisation of the project, with clear lines of reporting. In the present reporting system, FARM project reports to CARE Vietnam, who communicates the reports to CARE Danmark. The new Program Division in Hanoi are supporting all CARE projects, including the FARM Phu Yen project. One “FARM Project Coordinator” from the Program Division has been appointed as responsible for representing CARE Vietnam in the PCU and for linking the FARM Phu Yen Project to other program staff who will provide programme support inputs to the project as well as other management, administrative and financial services provided by the Country office towards the Project. 

Project Management

The project has a highly dedicated, dynamic and flexible project management. Further more the project is blessed with an efficient and responsible steering committee. The chairman of DPV chairs the steering committee, and they have meetings 2-3 times a year according to the TOR for the committee. Originally the plan is to meet 3 times per year namely the beginning, the middle and the end of the year, but since the end and the beginning of the year are very close in time, usually the committee will only meet twice a year. The February meeting, with the purpose of reporting the project achievements and prepare the plan for the coming year. The other meeting, taking place in July/August is for updating the plan, make evaluations, discuss staffing situation etc.

At the commune level there is a CDC assisted by the ACDC. In early stages of the project there was also a 3 member CDB, but it turned out that there was noting to do for the CDB. Therefore the idea of having the CDB was abandoned. At village level there is a VDB consisting of 4 members - elected by villagers - with fixed procedure and guidelines for election of VDB members etc. One of these regulations is that there always should be one member from each wealth ranking. VDB members are not paid.

At project management level, there is a management team (PMU), responsible for all procedures and guidelines. PMU have meetings 3 times per month, of which one is the major full-day meeting and to be held just before the monthly staff meeting. At this meeting there is a fixed agenda:

1. Review all activities according to planned

2. Financial matters due to good planning and realistic budgets

3. Staff situation - available staff resources / required consultants

4. M&E monitoring plan

5. District partner cooporation

6. Preparation of STC meeting (if any coming up)

7. CARE VN / CARE DK relationship and communication

8. Annually update of workplan

Then there is a staff meeting, also once per month. FOs and CDCs and representation from PMU are participating in the staff meeting. The staff meeting also has a fixed agenda:

1. Reporting from communes (CDC)

2. FO comments to reports

3. Reports from 8 areas

4. Report from PMU

5. Presentation of next commune plan

Financial management

The financial operation of the project has been conducted in accordance with the tripartite agreement between CARE Danmark, CARE Vietnam and CARE Australia, dated the 13.6.1995. 

The financial statements for the project have been prepared in accordance with International Accounting Standards (IAS) and the agreement that govern the operation of the project. Only exception form IAS is that all items of capital expenditure are charged as an expense at the time of the procurement.

For the purpose of financial reporting, the original budget (1996) is still being used as a basic framework. However, due to changes in circumstances relating to the operation of the Project, is has been necessary to review the budget from time to time. CARE Vietnam is submitting to CARE Danmark a revised budget to met the new requirements of the Project at a particular time. CARE Danmark has endorsed the revised budgets. For the extension phase a new budget has been developed, and the budget was endorsed by the 10th PSC meeting at the 27June 2001.

The ET finds the financial management of the project absolutely sound and reliable. However, no guidelines on procedures were found at the project office, and apparently it does not exist. The institutional memory on accounting procedures relies on a 45 notice, which will ensure an overlap between the old and the new accountant in case the accountant want to leave his/her position. The ET finds this system too vulnerably, and recommend for future projects to prepare guidelines on accounting procedures.  

For procurement and contract procedures guidelines are in place.
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Sustainability

The issue of sustainability of the FARM project needs to be considered from different angels: 

· The technologies introduced

· Livelihood enhancement maintained

· Natural resources maintained

· Continuation of project activities

· The institutional capacity created

The techniques introduced

Those project interventions, which actually have provided farmers with new knowledge and/or new varieties are absolutely likely to be replicated. Especially the use of HYV maize will continue in the villages. The SALT as well will most probably be taken up again, when people realise that they have to do something about their soil conservation. Maybe only very few are practising the SALT right now, but more than 10.000 people have been trained, and some of those will eventually take up the challenge.

Livelihood enhancement maintained

Livelihood improvement can be maintained and sustained within project areas due to the project programme. Those interventions, which actually proved to make a difference in HH income, will without any doubt be repeated at village level. As well the HH have got more income generating activities, and this will make it easier to generate new activities.

Natural resources maintained

Introduction of SALT is absolutely regarded a very sustainable approach. Further more, villages and the district FPS jointly make plan and assignment for protected area is one of good conditions for future sustainability of the forest protection. However, in the future, other forestlands where farmers planting annual crops such as maize, cassava, etc. are still threatened by problems of soil erosions. Farmers in all visited villages have confirmed the reduction of maize yield year to year. The adoption of SALT methods such as making terraces in sloping land (permanent fields) is the best way to protect the land against problem of land degradation. The introduced SALT is only sustainable when actually being applied.

Continuation of FARM activities

Of all the direct farm activities the WU credit scheme will clearly continue. This component was evaluated by the project staffs as well as local authorities to be sustainable in terms of organizational structure and financial arrangement. The scheme was designed to use local people as main body of management system to limit the dependent on external personnel. Project helped to build up capacity of local people by “ learning by doing” method so that they could themselves implement and manage the project with less and less external support over time. The scheme also used local consultancy services i.e. DWU. So that the credit officers at communes and centre heads would be able to access to consultancy services easily even when CARE project finishes. It would also facilitate the replication of the scheme in other area within Phi Yen district. So far, DWU has already replicated the model in 9 other communes in Phi Yen district applying the same regulation. With regard to financial matter, the scheme achieve very high repayment rate of principle an interest (more than 80%). It ensures the maintenance of project operation. As discussed above, the scheme so far could cover most of related costs using interest earned. Furthermore, it was also able to cover inflation plus some net profit.  

The institutional capacity created
The partner organisations are as well able to replicate some of the introduced technologies, like the participatory approaches. They needs to redesign the activities and make them appropriate for the local institution, but the substance can probably remain the same.

The FARM project policy on subsidising input for implementing of various activities, makes a constraint for partner organizations to replicate the participatory approach into the whole district area, especially within the former project area, where local people are getting familiar to the subsidy policy from the project during a long process of project implementation. 

In all 86 villages are there established a VDB. The VDBs are well known among the villagers in all visited villages and elected by the villagers. The primary role of VDB today is to manage the VDF, which they do with very different success. A VDF has been established in all villages. With regards to the contribution or repayment of villagers for the establishment of the VDF, different regulations were applied in different villages and at different phases of project. 

Of the visited VDBs, the best functioning VDBs were also recognised by CPC. Some VDBs had obtained informal status as a mass organisation, and some had developed procedures for participating in CPC meetings and for having CPC participation in the VDB meetings. As well the villagers needs to recognise the function of the VDB in order to make it function. However, the VDB needs more roles and needs to take more initiative for being sustainable bodies in community development The planning process needs to be based on the village - not on the project. The process of developing detailed plan of actions should follow bottom-up principle. 

Plans at group and village levels, in addition to activities addressing the needs of individual households/groups (technical training, extension services, and other skills, etc) could also included some common activities that were identified and prioritized by the community or some activities that were assigned by superior levels. For example, the village development plan could also include such kind of activities like: improvement/construction of village road, construction of water supply system, build a meeting hall or a classroom, upgrading a common canal, protection of forest areas, social security within the village, etc. At early state of project, the planning exercises requests facilitation and support from related government officers and/or CARE. At later stage, village can discuss their plan and activities without outsider guidance. Only when this planning approach is followed, we think the VDS are sustainable village bodies.
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Livelihood of Ms. Sa family (Tan Giao village) was improved, thanks to project’ intervention.


 Before 1998, her family was classified to the poor group with a thatch house, and no valuable asset.  She was the only labor in that family as her husband died leaving her with 1 son and 1 old father.  Her family main source of income was from 1000 m2 of paddy land, which could grow 2 crops per year.  However, the yield was very low (only 60kg per year) due to some reason: poor soil quality, sometime lack of water, local seed was degenerated.  Her family suffered from food shortage 4 months every year and she had to go to the forest collecting fuel wood to get 3,000 to 6,000 dong per day. 





With support from project to build irrigation dam, provision of HYV seed, her field could produce two crops per year with much higher yield (600 kg/year). Her family income was also supplemented with 600kg of maize thank to the introduction of new variety of maize to grow. In addition, she got a loan of 500,000 dong from project through WU to invest in pig raising, Food shortage was no longer a problem to family. From income earned she was able to upgrade the house in 1999, purchase some new assets: motorbike, electric fan, table, chairs. Her family living standard has improved to the level which she could never expected if there were not any support from FARM project. 











� The same situation can be seen in Lem and Bo Mi villages with some water tanks not put in use or damaged pipes. No water fees collected in Lem also.


� See: Project office. Summary data on results of FARM Phu Yen project activities since July 1994 to Dec. 2003 (updated to 10 Oct. 2003)
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