Executive Summary

Introduction

The Upper Andhi Khola Watershed Management Project (UAKWMP) Phase-II was jointly implemented
by Department of Soil Conservation and Watershed Management (DSCWM) and CARE Nepal during the
period July 1997 to June 2002. On completion of Phase-II, an Evaluation Team constituted to assess the
achievements of the Project against objectives. The Evaluation Team held meetings with various
stakeholders in Kathmandu. Based on the feedback received and the Terms of Reference, the Team
primarily used qualitative evaluation methodologies focusing on participatory rural appraisal techniques.
Information were acquired through review of available documents, and the field studies. The field studies
included interactive meetings, focus group discussions, and key informant interviews with various
stakeholders, together with direct field observation and transect walk.

The Project spans an area of 180 sq km covering 14 Village Development Committees and parts of Putali
Bazar Municipality in Syangja district together with small parts of two Village Development Committees
in Parbat district. The overall goal of the project is to improve the watershed conditions and productivity
of the resource base in the project area. The project objective is accompanied by three intermediate
goals and four major project components. The intermediate goals are the following:

Intermediate Goal # 1: Improved management of and equitable access to the natural resource
base by the local community

Intermediate Goal # 2: Improved farming practices to arrest watershed degradation and to
increase farm production

Intermediate Goal # 3: Improved management of integrated watershed activities by DSCO and
local institutions

The four major components of the Project were Community Organization and Capacity Building, Agro-
Forestry, Green Engineering, and Family Health. A Mid-Term Evaluation of the Project was organized in
November 2000. Since a separate evaluation was being planned for the Family Health Component, the
Final Evaluation Team was assigned to assess the performance of other three components of the Project.

Project Organization and Management

The Project Manager (DSCO) and Project Co-Manager (CARE) jointly manage the UAKWMP Phase-II.
The Evaluation Team observed several strengths, e.g., efficiency in delivery of goods and services,
development of joint management operation guidelines. The Team also identified a number of
weaknesses, such as, influence of CARE staff in decision making process, more direct responsibility and
accountability of CARE staff in implementation of project activities. Overall, the presence of CARE has
been more visible, while DSCO has remained almost out of scene. A number of strengths were also
observed, Likewise, various constraints, such as non-compatibility of project management procedure with
HMG procedure, lack of well-developed mechanism for team coordination in project implementation,
were also noted.

The second phase of the project shifted its implementation modality from direct implementation to
partnership. The project brought all components of the project into partnership framework, and
established partnership with various stakeholders in different forms. The project selected eight local
NGOs as key partners to deliver goods and services to the communities. Although the project has
enhanced the capabilities of partner organizations, the Evaluation Team also noted several weaknesses of
the existing partnering approach. Presently partnering remains ad hoc/informal requiring more



cohesiveness. The NGO partners are not involved from the beginning. Partnership vision lacks long term
commitment.

The project laid substantial emphasis in Phase-II on strengthening partnerships in preparation for phasing
out. So far the partnership has been in the form of directives to implement the project activities. A clear
partnership strategy is yet to emerge. The Evaluation Team is of the opinion that a complete withdrawal
of project activities at this stage may create a vacuum endangering the sustainability of project impacts.

The concept of pilot micro-watershed was introduced to enhance the capacity of DSCO in participatory
planning, implementing, monitoring and evaluation of the watershed management program. The
Evaluation Team observed that the micro-watershed exercise contributed in building confidence of
DSCO, but several weaknesses, such as, no clear-cut understanding of the technologies/processes to be
replicated, non-availability of document or guideline for operationalizing the pilot watershed activities.
Poor internalizing of the experience of UAKWMP, were also seen in the process. Constraints such as
small resources, inadequate and relatively insufficiently trained staff, have affected the quality of work.

Project Performance and Process

The Evaluation Team assessed the project performance against the overall goal and the three intermediate
objectives. Based on the feedback received from various stakeholders, on-site observations, reviews of
case studies and other documents, and in view of the prevalent insecurity situation, the Evaluation Team
is of the opinion that the UAKWMP Phase-II has been successful in achieving the goals in the overall
context. The management of natural resource base is improved. The denuded forests and degraded land
have good vegetative cover. The soil conservation measures have been effective in reducing erosion and
fertility losses. Agricultural and forest productivity is enhanced leading to improved living conditions of
people in the project area. The project has also enhanced the capabilities of DSCO and local institutions in
managing the integrated watershed activities.

There are, however, gaps and unresolved issues as well. The women and dalits are not equitably benefited
from the project. The improved farming practices, such as agro-forestry, conservation farming, have
benefited mostly the well-to-do families. The poor and dalits who in most cases are either landless, or
possess only small land holdings, could not benefit much from these programs. The partners require
further support for institutional strengthening. These gaps/issues aught to be addressed in the post-project
phase for the sustainability of project impacts.

Purposeful efforts aught to be made to retain dalit members in all the User Groups and to prioritize on
raising the capacity of Dalit Groups. Future needs for capacity building of all district level partners are
still considerable for all groups of stakeholders.

The Project has not addressed adequately the land degradation problems resulting from the rapid
expansion of rural dust roads in the watershed area. The Evaluation Team is of the opinion that the
advocacy of green roads should be carried forward as a campaign. There is a need of technical as well as
financial support for the construction of a small sector of green road for demonstration purposes. This is
an area which requires to be addressed in the post project phase. This could also serve as a lesson for
other watershed projects in future.

Context of Mid-Term Evaluation

The Mid-Term Evaluation (MTE), held in November 2000, reviewed and evaluated the program, process
and performance of the UAKWMP Phase-II. While the MTE pointed out various noteworthy
accomplishments, it also highlighted a number of deficiencies, and made several recommendations. The
Final Evaluation Team interacted with the project staff and obtained information on implementation
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status of the mid-term evaluation recommendations and the difficulties encountered in executing the
recommendations. The Team during the visits to various sub-project sites observed the field status, and
also gained information through discussion and interviews with various stakeholders.

The Evaluation Team feels that the project has made sincere efforts in implementing various reformative
measures suggested by the MTE. The Team also noted that many more activities remain to be undertaken.
The coordination with the line agencies is still weak. The involvement of local NGOs has remained in
most cases only as subcontractors, sharing of benefits/investments by women and dalits is still
inequitable. Yet, in view of the deteriorating security situation after the mid-term evaluation,
achievements made by the project is ranked satisfactory.

Appropriateness of Project Approach, Strategies and Objectives

The approach taken by the project supports the overall goal and intermediate objectives of the project.
The articulation of people's rights and grassroots development also contribute to gender equality, social
inclusion of the vulnerable as well as to environmental management. The project initiatives are very much
consistent with the poverty alleviation concerns of HMG/N and DANIDA's partnership objective. The
impact of project activities thus far indicates a gradual yet steady move towards awareness raising and
institutional strengthening of partners.

The community focused approach can enhance social transformation and economic development and
ensure effective and equitable governance at local level. The initiatives taken to promote linkages and
networks between community based development activities of the project with macro policy level action
fits well with the recent policies of the government supporting decentralization and increased community
and private sector participation.

The NGO/CBO partners seem to have developed confidence and commitment to continue project
activities during the post project phase and beyond. The Multi Year Plan being initiated by VDCs is a
milestone in capacity building and strengthening planning skills of VDCs. CARE has been able to put
some of the lessons learned from UAKWMP Phase-II into practice into the Churia Watershed
Management Project.

Women are emerging increasingly as the real potential contributors in almost all project activities. There
is, however, a need for concerted efforts to ensure that disesmpowered groups e.g. dalit and poor are not
marginalized. Their representation is still nominal or absent in all User Groups.

The mandatory inclusion of women and dalit has increased social acceptance. Social discriminatory
barriers are breaking down. Women appear empowered as members of groups. Caste distinctions are
becoming blurred and user groups are accepting “low” caste members in the group. The spread effect of
this in terms of behavioral and attitudinal changes beyond the user groups into the communities in
general, should be sustained during the post project phase.

There are also gaps. Most Executive Members of NGOs and CBOs consist of Brahmins and Chhetris
only. Most loans are taken to meet household expenses, petty trade, or livestock raising. The stakeholders
are not included from the beginning of project cycle. These gaps need to be bridged during post project
stage in order to better cement past efforts and future strategy.

Project Contribution, Constraints and Opportunities

The UAKWMP during Phase-11 has worked significantly towards identification and selection of partners
mostly NGOs/CBOs/User Groups and through mutual trust and shared objectives, has also steered
community based activities with the participation of beneficiary groups. The contributions of the project
through embodying partnership concept are many, such as a number of NGOs emerged in the District, the
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implementation capabilities of partnering NGOs are enhanced, VDC/DDC have developed
planning/coordinating skills, CBOs are better organized and committed to community benefited. The
constraints which remains to be faced are also many, e.g., lack of resources, inadequate institutional
development, requirement for strengthening and capability enhancement of networks formed. Likewise,
the partnership has also opened up ample opportunities for community as well as partner institutions.
These opportunities are prospects for involvement in local development initiatives, possibilities of
funding from other sources/donors, development of linkages with local as well as international agencies.
The post project phase should continue with the partnering agenda, with bigger emphasis at developing a
commonly understood conceptual framework which, is readily understood and endorsed by all levels of
partners.

Two visible change trends were noted from the UAKWMP Phase-1 to Phase-Il, viz., shift from direct
implementation to partnering, and shift from need-based approach to right-based approach. The shift from
direct implementation to partnering developed implementation capacity of partner organizations, and
institutionalized local level NGOs/CBOs and Local Government Institutions. The shift from need-based
to right-based approach laid emphasis on involvement of women and dalits. But because of no clear cut
inclusion of activities for women and dalits, associated with lack of specific indicators for women and
dalits upliftment, the right-based approach could get only limited success. These shifts in approaches,
i.e., from direct implementation to partnering, and need-based to right-based, has paved a way for a shift
in the development paradigm from project to program approach. The post project strategy must, therefore,
be based on a program approach with basic elements remaining unchanged, e.g. WSM philosophy, but
with a more "people centered" focus. Both pro-gender and pro-poor/dalit strategies need to be built into
the overall program approach.

In view of the policies of government to mobilize civil societies/NGOs for development activities, is
suggested that NGOs should work as service facilitators with DDC/VDCs acting as coordinators and
monitors, and local communities as CBO and the general population as both beneficiaries and
stakeholders. Involving local level stakeholders in development activities with clearly defined roles and
responsibilities will build their capacities, and together this would build a synergy for long-term
sustainability. The macro level policy impact of this can be envisaged through the development of a
policy linkage between micro (VDC), meso (DDC) and macro (DSCWSM) levels. The opportunity for
developing a green road strategy in all districts remain a possibility within DSCWM. The levels of skills
achieved by NGOs during project implementation suggests potential for strong and effective networking.
For effective networking there is a need for the issue based sectoral groups to enter into the S&C system
or CFUGs, which have financial base for sustainability.

The Evaluation Team feels that the experiences of UAKWMP Phase-II can greatly contribute to the
national soil conservation and watershed management program in terms of sustainable watershed
management principles and approaches. DSCWM can replicate the partnering modality of the project
according to its institutional culture and under the government regulations.

Lessons learned on involvement of partner NGOs in a facilitation role, capacity building of partner
NGOs, coordination and networking of NGOs and partnership strategy and approaches are valuable input
for DSCWM in the field of application of partnership concept.

Effectiveness of Project Security Measures

The security situation in Syangja district has remained unpredictable, affecting various on-going
developmental activities, including that of UAKWMP. In order to cope with the prevailing adverse
situation, the project undertook various security measures, such as reduced movements of project staff in
the field, partner NGOs given increased implementation responsibilities, etc.
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The project faced many hurdles in its program implementation. The movement of project and partner staff
was affected. The group meetings even at User Groups level could not be organized as regularly as
required. Material supply to the villages, at many a times, was difficult. Yet, despite adverse working
environment, the project performance remained satisfactory. The partnering arrangement with local
NGOs has been beneficial and effective, since the movements of local people within their locality has
been much easier than for the project staff.

The Evaluation Team is of the opinion that the approaches adopted by the project staff and partnering
NGOs in order to combat the adverse situation was appropriate and commendable.

Lessons Learned
The UAKWMP Phase-II has generated a wealth of experiences, both good and bad, in the course of its
implementation. These experiences are reflected under the various section/subsections of the main text of
this report. The Evaluation Team would like to highlight some of the important lessons:

e Involve partners in all phases of the project cycle, right from the beginning.

e Project activities should not be pre-determined but should evolve in consensus of partners and
communities
NGOs should be made accountable to civic society
Dalits are in need of specific targeting though education and awareness raising

e NGOs as intermediaries are viable partners
e  When we talk of replication, we need to know what is to be replicated
Conclusions

The Final Evaluation Team rates Upper Andhi Khola Watershed Management Project Phase-II as a
successful project. Despite persistent unfavorable socio-political situation, the project has achieved most
of the project objectives. Improvements in the watershed condition are distinctly visible. The denuded
forests and degraded land have good vegetative cover. The soil conservation measures have been
effective in controlling erosion and fertility losses. Agricultural and forest productivity is enhanced
leading to improved living conditions of people in the project area.

Local institutions have been built and strengthened; and thus, the preliminary groundwork for ensuring
sustainability of project impacts is in place. More importantly, the conservation awareness level of
general people are raised to an extra-ordinary level, which should remain a continued source of energy
and inspiration amongst the general public for incorporation of watershed conservation principles and
practices in all community activities.

There are ample evidences that suggest the ever growing awareness amongst community members, of the
project contribution, through its activities to watershed management. Agro-forestry farms have shown
visible changes in land use pattern. Conservation farming technologies have contributed to the basic
requirements of watershed management. Green engineering interventions have promoted protective
measures through the use of locally available resources and indigenous technical know-how. Together
with watershed management related activities, the capacity building of stakeholders has borne significant
results.

The project has given space to rural women, and their leadership qualities have been recognized.
Enhanced. women's recognition of their own capability both as individuals and as member of a group has
given them great confidence to move ahead.

There are gaps as well in the UAKWMP Phase-II implementation. Several of the interventions have
primarily benefited well-off sections of the community. The agro-forestry activities could not involve



poor and dalits, since most of them are landless. The irrigation systems could not benefit the dalits and
marginalized groups because majority of them are either landless or possess rainfed less fertile bari land.

Thus, there are challenges to be faced during the post project phase. These gaps can be bridged to some
extent through a post project strategy that is relevant to the socio-cultural and political dynamics of the
district. A pertinent social indicator that needs specific focus is, for example, the need to organize specific
dalit-focused activities. This has been a weak intervention in project implementation. There may be a
need to re-think on this issue.

The joint management concept that is in operation is in need of conceptual clarity, assignment of clear
roles and responsibilities, and commitment of partners at various levels. The joint management process
must also allow for gradual empowering of DSCO together with transfer of responsibilities to assume
more of institutional leadership role by project end.

Although there has been a positive move towards partnering with local NGOs, the real partnership could
not emerge, since in most cases the project partners have been associated in the project activities as sub-
contractors to execute a part of sub-projects only.

Considering that the project may maintain a core staff and minimize its large presence during the post
project phase, the partnering strategy should be to "build on the strengths that have already been
established". At the same time there may be a need for more concentration in areas where the demands of
pro-poor pro-dalit are a priority.

Green road advocacy has been almost completely overlooked while formulating UAKWMP Phase-II. In
the present context when the extension of rural road network comprises a high priority sector in terms of
resource allocation by VDCs/DDC, the dust roads are expanding rapidly with resultant detrimental effects
in the watershed conditions. Although during the second half of the Project Phase-II, some advocacy on
green road concept has been undertaken, these are not adequate. The post project phase should take up
this issue as a priority.

In conclusion it may be said that the project has presently attained a "take off" stage in which numerous
partners have gained skills, both technical and non-technical. There is a need for a post project phase
which allows for 3 years of consolidated activity.

Recommendations
The Final Evaluation Team wishes to put forward the recommendations from two different perspectives,
namely, (i) Post-Project Support, and (ii) Future Projects.

Recommendations for post project support are the following:

o Institutional Development: Institutional development of partners, in all likelihood remains a
challenge even by project end. As a process, it requires a longer time frame, and is subject to
influencing factors beyond project control. Nevertheless some achievement level in
institutionalization should be pursued that is clear to all.

e Post Formation Support to CFUGs: User groups are becoming institutionally enabled to manage
and use forest resources. The post project phase should enable them technically to undertake
basic inventorying process. This could possibly be a component of the partnering scheme with the
Line Agency. The skill and indigenous knowledge of women with regard to species types and
their utilization should be given due recognition. The post project phase must become
“community centered” so that strategies for sustainable forest management and biodiversity
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conservation by local communities are further developed and implemented. Capacity building
will therefore require carrying out awareness raising campaigns, through NGOs and VDCs.

Information and Communication Extension: Information sharing should be an important part of
the post-project phase. The quality/quantity and frequency of information sharing will need to be
developed so that by end of post-project phase, there is continuous flow of information and
feedback amongst all partners. The content of information to be shared will vary dependent on the
partners absorptive capacity and information need. Thus, mass awareness raising and relevant
material production for effective extension and communication should be an important activity in
the post project phase.

Involvement of Women and Dalits: The post project phase should aim to develop sets of both
qualitative and quantitative gender sensitive/pro-poor indicators within a socio-economic,
environmental and sustainability framework. Adequate time should be given to ensuring that
social and gender issues become central to the aims and objectives of the project, alongside
technical requirements.

Strengthening Linkages with Line Agencies and Local Government Institutions; Since the
continuity and extension of project interventions in the district depend very much upon the

commitment of Line Agencies and LGIs (DDC, VDCs), the linkages with them should be
strengthened through appraising them with project interventions, and involving them in relevant
of the project. The post project phase should facilitate policy dialogue with local stakeholders e.g.
DFO, DSCO, DDC and CFUGs, on a common platform.

Advocacy of Green Road: The advocacy of green road concept will have to pursued as a
campaign in the post project phase. The project should organize workshops, interactive meetings
for mass sensitization. The project should also provide trainings on green engineering
technologies and practices. The project should also facilitate DDC/VDCs to undertake a pilot
green road construction for demonstration purposes. The project could provide technical support
for the purpose.

Strengthening Linkages with External Funding Agencies: In order to ensure the survival of local
partnering NGOs, the project should facilitate to develop linkages of the partners with other
donors who are interested in pursuing the watershed and community development activities.

Strengthening Support for Marketing of Agricultural Products: The production of cash crops,
such as vegetables, fruits, coffee, etc., has more that doubled during the second phase of the
project. The increases in production will continue to grow at a faster rate in future. As such,
marketing is already experienced as a constraint leading to problems in marketing, and fetching
proper price for the produce. The post project phase will have to consider building marketing co-
operatives, and marketing infrastructures such as collection centers, transport facilities.

Documenting Lessons Learned and Experiences for Replication: The project has accumulated
wealth of experiences and good as well as bad lessons. These experiences/lessons have been
documented in different report in case to case basis. There is a need to compile and publish a
document containing the various experiences and lessons. It will be a useful contribution from the
project to the policy makers, researchers and practitioners of watershed management in Nepal and
else where in the world.
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Recommendations for future projects are the following:

o Shift from Need-Based to Right-Based Approach: Social transformation should be on top of the
future project agenda which will include the rights based strategy for gender equality, social
inclusion, good governance and empowerment of the marginalized groups. Advocacy and
knowledge sharing should be given adequate attention.

e Shift from Direct Implementation to Implementation through Partners: The partners should be
involved from the beginning of the project cycle - from project design phase to implementation
phase to ensure a truly participatory approach. There needs to be a distinct effort at mobilization
at all levels in partnering. And each activity must match the level, capacity, commitment and
skills of the partner in question.

e Capacity Development of Local Partners: Capacity development of local partners, such as, Local
Government Institutions (LGls), Line Agencies (LAs), Non-Governmental Organizations (NGOs)
and Community Based Organizations (CBOs) to plan and implement integrated activities for
improved watershed management should remain the focus in the partnering process.

o Shift from Project Approach to Program Approach: The future projects, while working in a
partnership mode, should move towards a program approach within a broad based framework,
with focus or investment potentials, value-added possibilities, and enhanced income generation.

e Information and Communication: Innovative practices adopted by CARE and its partners (at any
level) so far need to be backed up by a communication strategy. In CARE, leader farmers,
community meetings and dialogues have been a regular feature in all activities. Audio-visual
methods of communication can be effective in extension efforts.

e Emphasis on Women and Dalits: It is well established fact that the women and dalits aught to
given special focus on all watershed projects/programs in future. Unless these marginalized and
disadvantages groups are able to reap their proportionate share of benefits resulting from the
project/program intervention the goal of equitable distribution cannot be achieved. Future projects
will, therefore, require activities specially tailored for the well being of women and dalits.

e More Liberal Joint Management Practices: Joint management has been quite a successful
implementation approach, and will be an important element of externally funded watershed
projects in future. The UAKWMP experience reveals that the DSCO needs to be more actively
involved in the implementation with greater responsibilities of the project. The later part of the
project should see CARE or the donor agencies with a role as provider of technical support.

e [PM and PVS to be Integrated as a Single Activity: Integrated Pest Management and
Participatory Variety Selection have been quite successful in promoting conservation farming,
and should constitute an important element for agriculture and natural resources management.
The UAKWMP experience suggests that instead of executing IPM and PVS as separate activities,
it will be more efficient and cost effective to carry IPM and PVS as one integrated activity.

o Relevance of Activities in the Context of Overall Goal: Farmer Field School and Savings and
Credit should continue in locale specific areas within VDCs. But in all cases a much stronger
linkage with the purpose of Watershed Management (social/physical/environmental) and its
relation to a “people” focus must be brought about.
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