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EXECUTIVE SUMMARY 

The India-Canada Environment Facility (ICEF) recently prepared performance assessment 
guidelines for use in the review of the projects which they fund. The purpose of the performance 
assessment is to undertake, in a participatory manner, an assessment of the relative performance 
of the implementing organization and its partners in formulation, implementation and control of 
the project and success in achieving results consistent with the project objectives. 

The Nagaland Environmental Protection and Economic Development Project (NEPED) is the 
first project in which these guidelines have been applied. Four separate teams assessed the 
project. They were the NEPED Project Operations Unit (POU), the Project Coordinating Unit 
(PCU), ICEF and a team of external evaluators. 

The assessment guidelines and in particular the participatory process which was used to evaluate 
the project were judged by all of the review teams as being a very effective approach to 
evaluating the project's perfonnance. The assessment findings were synthesized in a 
participatory workshop in which a moderated assessment grid was prepared. This process greatly 
expanded the exchange of views and thereby enriched the quality of the assessment. In 
undertaking this assessment a wide range of indicators were developed which should be very 
useful in guiding the development of future project activities as well as measuring future 
perfonnance. The consensus of the various assessment teams was that the guidelines and the 
process used, help to build capacity within the participating organizations to more effectively 
guide the implementation of projects. 

The report, while written by the external evaluation team is in fact a direct outcome of the 
participatory process and as such is a project team report. 

Nagalaild is a veiy diverse state with a high range of variability in geography, environment, 
culture, land tenure and econoinic conditions. The delivery of development assistance is further 
conlplicated by the difficult political environment. It is within this complex enviromlent that the 
project is judged to bc very successful. 

A unique project structure was created to deliver the project activities to the field. This structure, 
which is based upon a multi-disciplinary team and a decentralized delivery mechanism, as served 
the project very well in addressing cross scctoral issues and being free of political interference. 
The lessons learnt from the structure are being adopted by other departnlents as an effective way 
to deliver developnleilt programmes to the village level. In addition a "Core Group" which 
mirrors the structures of the NEPED project and is compromised of 150 people, representing all 
of the Government of Nagaland (GON) departments meets on a monthly basis to discuss and 
review cross-departmental issues of interest and concern. 



b There are a number of areas where the project requires strengthening which are summarized as 

* follows: 

- The NEPED model of land shaping has only been replicated on a small scale and the challenge 
for the project in the future will be to identify cost effective technologies to improve traditional 
land shaping methods. 

-The lack of survey data which provides the organizations with key information for project 
analysis and planning is judged to be a weakness in the project. It is recommended that the 
development and implementation of a baseline survey be a key component of any future project 
activities. 

- The parallel research project sponsored by International Development Research Centre(1DRC) 
and implemented by the State Agriculture Research Station is attempting to identify and ,,. 

introduce alternative land use options. These include the introduction of crops with can be 
produced and harvested during the fallow period. The linkages between this project and NEPED 
are very weak and should be formalized and strengthened. 

- A very significant amount of training has been undertaken during the first five years of the 
project. This includes training at all levels from the POU to the village farmer. Training in 
technical aspects related to jhum cultivation, gender training, results based management, 
participatory rural appraisal systems, reporting, financial accounting and more. The majority of 
this training was undertaken in the absence of a formal NEPED training plan. It is recommended 
that in planning future project activities a fomlal training plan be prepared which targets the 
specific needs and gaps of the various project participants. 

- The development of markets for the forest products to be harvested fi-om the jhum fields will be 
critical to sustaiiliilg the NEPED model. Some work has been undertaken in this regard but much 
more needs to be done especially in the development of non-timber forest products - an area 
which is becomiilg an increasiilgly important component of the project. 

- During the first five years of the project the project activities have been undertaken through a 
highly decentralized structure. This structure has worked well for the project however there is an 
increasing need for a ceiitralized structure which would play a key role in disseminating project 
materials, providiiig a forum for training activities, and for colleciiilg and housing information 
on lessons learnt. The creation of a Resource Centre which provided a point of contact for the 
above noted functio~ls would be highly beneficial. 

- many of the fallow management practices found in Nagaland are much more advanced than 
those in other countries in the region. NEPED could be "a window to the world", providing 
opportunities for learning and the exchange of information with other countries in Asia. 



In summary, the project was designed to support the establishment of test plots in all of the 1,000 , 
Naga villages. It has been highly successful in this regard. The project has led to a high level of 
replication and built a strong foundation for future activities which could further address key 
environment issues while providing farmers with increased income generating opportunities. 
Now that the test plots are established and replication is ongoing on a massive scale the project 
should focus on delivering support in additional value added activities rather than establishing 
more test plots per se. 

ICEF's mandate focuses on the development of capacity in Indian institutions to address 
environmental issues. NEPED is clearly focused and supportive of ICEF's mandate. There is 
much work still to be done to solidify the progress made to date and to fully address the goal 
level impact indicators which, like the jhum cycle, can only be assessed over a ten year period or 

/ 

longer. The external assessment team is very supportive and recommends continued ICEF 
involvement in this project. 
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1.0 INTRODUCTION 

The India-Canada Environment Facility (ICEF) recently prepared performance assessment , 

guidelines for use in the review of the projects which they fund. The purpose of the performance 
I 

assessment is to undertake, in a participatory manner, an assessment of the relative performance 
of the implementing organization and its partners in: 

- Formulation, implementation and control of the project; 
- Success in achieving results consistent with the project objectives as defined in the 
Project Management Plan, sound development principles and ICEFys mandate 

The assessment was made with regard to the following areas: 

- Support of ICEFys mandate and objectives 
- Capacity building 
- Sustainability 
- Governance 
- Project management 
- Learning and innovation 

The assessment guidelines, which are attached as Appendix 1, further breakdown the assessment 
areas into specific sub-areas. 

The Nagaland Environnlental Protection and Economic Development Project (NEPED) is the 
first project in which these guidelines have been applied. Four separate teams assessed the 
project. They were the NEPED Project Operations Unit (POU), the Project Coordinating Unit 
(PCU, ICEF and a team of external evaluators. The external team was led by Richard Baerg 
together with Surendra K. Vettivel, Community Participation Specialist and Dipa Singh Bagai, 
Iilstitutional arrangement Specialist. The ternls of reference for the assessnient are attached as 
Appendix 2. 

Section 3 of this report outlines the approach and methodology used to ensure that the 
assessment was undertaken in a participatory manner. 

The external evaluation is based on extensive field visits, interviews with local farmers, Village 
Elders and other representatives of the Village Community. Wide ranging interaction with the 
Project Operations Unit (POU), the Director, NEPED Project from IDRC, and the Project Officer 
from ICEF have enriched the evaluation and helped to make it participatory and transparent. The 
itinerary of the mission is attached as Appendix 3. 

This report sets out the findings and conclusions of the four assessment teams. The individual 
team assessments are found in the appendices and the main report provides a synthesis of these 
collective findings plus a moderated performance assessment grid which was prepared as part of 



collective findings plus a moderated performance assessment grid which was prepared as part of 
the participatory process. 

2.0 PROJECT BACKGROUND' I 

2.1 Geographic and Environmental Focus 

Nagaland is located in the northeastern comer of India, between approximately 25" and 26.5" 
north latitude, bordered by Assarn on the west and Myanmar on the east. Nagaland is 
predominantly covered by tropical and sub-tropical forests and has been identified as a 
'biodiversity hot-spot' by the United Nations. 

Nagaland is a mountainous state of 16,579 km2. Altitudes range fiom 200 to 3,800 metres above 
sea level, with an average annual rainfall of 2500 millimeters. Most of the villages and 
agricultural activity are located above 1,000 metres, with some villages located in the extreme,, 
highlands over 2,000 metres. Agricultural production often occurs on moderate to very steep 
slopes, especially in land-scarce areas where declining food security has pushed farming to 
steeper fragile slopes. In the 1991 census, over 82% of the 1.2 million population was classified 
as rural. High population growth rates (estimated at over 4 % annually) and rural-urban 
migration have occurred since 1991, with most Naga's continuing to depend upon the natural 
resource base for their livelihoods. 

Agriculture is the primary economic activity and land use in Nagaland. Farmers have historically 
practiced two primary forms of agriculture, jhum (the local name for swidden agriculture) and 
irrigated paddy cultivation. Jhum cultivation is by far the dominant land use in nlost districts - 
the [orest is cleared and burned with crop production occurring for a two years before the field is 
abandoned for a fallow period that ranges from as short as five years to over 20 years. Due to 
rapid population growth, j hu~n  cycles have declined to under ten years in most districts (10 years 
is generally regarded as the threshold for sustainability). Roughly 7,000 kin2 of Nagaland's total 
area have been subject to j hum cultivation, with roughly 1,000lu11~ under j hum in any one year. 
In jh~un fields a wide range of foods are intercropped, normally with rice, the staple grain. 

The nlajority of the forest area is in adegraded and/or denuded condition. Deforestation along 
with forest and soil degradation have long been major problems, which prompted interventions 
to promote alternative land uses. Forests are 88.3 % privately owned, with only 9.1 % state 
owned in resewed and protected forests plus an additional 2.6 % in wildlife sanctuaries. As a 
result of limited public ownership of forests, an effective plan to manage and conserve forest 
resources must be based upon a high level of individual and con~munity participation. 

' This section of the report is based primarily upon extracts from existing project 
documentation. 



Most Naga's are dependent on subsistence agriculture for their livelihoods. They have very 
limited opportunities for sedentary agriculture and even more limited opportunities for off-farm 
employment, Nagaland has reached a critical point in its development. The population will likely I 

double again in the next twenty years, or less, so the livelihood options for most Naga's are: 1) 
even shorter jhum cycles, causing more severe soil and forest degradation; 2) expansion of the 
jhum area into even more fragile areas of accessible primary forest, and 3) intensify production 
on jhum lands by adoption of agro-forestry systems and tree farming. 

2.2 Project Concept 

The project concept originated in Nagaland and had a long gestation period. Some senior 
government of Nagaland officials (notably Mr. A.M. Gokhale, Chief Secretary, Government of 
Nagaland and Mr. K. Kevichusa, Secretary, Department of Agriculture) were concerned that the 
top-down programs to wean subsistence farmers from jhum cultivation were not successful. They 
instead proposed that the indigenous knowledge and cultivation practices of jhum farmers could 
be better utilized and more sustainable systems developed by integrating tree farming into the 
traditional jhum systems as an additional crop. In other words they suggested improving the 
system rather than replacing it. 

Since most of the land is privately held, another key element of the project concept was the 
strategic decision to use a project delivery mechanism which is a farmer-led selection, testing 
and demonstration of agroforestry models, under the support of a project operations unit and the 
State Agricultural Research Station. 

2.3 Project Implementation 

Project impleillentation began in November 1994. The project management plan identified the 
project goal as "Sustainable management of the natural resource base for the benefit of the 
Nagaland people". The project objectives were identified as follows: 

a) enhance,environn~ent by reducing soil erosion, increasing soil fertility and forest cover 
on jhum lands while pronlotiilg and managing biodiversity; 

b) increase the cash and in-kind inconle of the jhum cultivators; and 

c) incrcase the capacity of fanners and Government staff to improve jhuin cultivation 
practices. 

The external f~~ilding is provided primarily by ICEF (CAD$ 5.37 million), with IDRC funding a 
parallel and collaborative research project through the State Agricultural Research Station 
(CAD$0.42 million) and also contributing to the operational costs of NEPED beginning in 1998 
(CAD$ 0.14 million). 



The Government of Nagaland is a contributing partner in NEPED, providing both funds and in- 
kind contributions. Farmers in Nagaland contribute land and labour to NEPED. 

In Nagaland, the project is co-ordinated by a Project Operations Unit (POU) which is responsible 
to a Project Steering Committee (PSC). The POU is staffed by Government of Nagaland (GON) 
employees, who have been seconded from their home departments and assigned to the POU for 
the duration of the project. The project is managed by a Team Leader, a senior IAS officer in the 
GON. IDRC manages the project on behalf of ICEF. A Project Coordination Unit (PCU) has 
been established at the IDRC office in New Delhi. 

The project is supported in the field by District Project Teams and Field Staff, who are primarily 
responsible for implementing the project at the village level under the guidance and support of 
the POU. 

Integration of agroforestry into jhum cultivation as the approach used to improved land 
management. NEPED was designed to provide maximum participation and flexibility, beginning 
at the grassroots level. It was designed to encourage the integration of tree and food crops in 
jhum fields. While an agroforestry model was originally developed, no single agroforestry model 
was imposed upon farmers. Instead, farmers themselves experimented with different techniques 
and systems by participating in the selection and design process. 

The key activity of the project and main budget item is the establishment of test plots (TP) which 
are used by the farmers to experiment with new cultivation practices. TPs were designed lo serve 
as the primary strategy in NEPED for farmer-led testing, development and improvement of 
agroforestry techniques. Villagers themselves selected the farmers for participation and farmers 
selected the specific technology to be adopted. NEPED provides training and advice to farmers, 
with payment for TP establishment being released only upon verification of satisfactory planting 
and soil management practices. 

Other project activities include: 

- A gender component, not included in the original project plan, was added to the project 
in 1996. At the same time a gender coordinator was added to the POU and a related 
program of work was identified; 

- Training and capacity development; formal training of POU and field staff in 
agroforestry, computer usage, exposure trips and workshops; 

- Farmer-to-farmer learning and experience sharing; 

- Dissemination; published briefing papers, a 200 page resource book, farmer exposure 
visits, exposure visits for women, on-site training, mass motivation; 



- Non-timber forest products are being field tested in TPs; 

- An assessment of the market for non-timber forest products, including poles which will ' 

be provided from thinned tree plantations. 

3.0 PERFORMANCE ASSESSMENT METHODOLOGY 

This section explains, step by step, the methodology the external evaluation team (ET) adopted 
to undertake the performance assessment of the project. 

ICEF provided performance assessment guidelines (PAG), a new approach which it has 
developed, for the assessment of projects. ICEF's objectives were three fold: (a) to improve 
partnership between the different partners; (b) to assess their performance and successes 
consistent with the indicators as defined in the project management plan and ICEF's mandate and 
objectives; and (c) to make judgments about the extent to which an allocation in support of a 
project is likely to contribute to sustainable development. 

At the start of the mission, the ET spent a day and a half with ICEF officers and the PCU- 
NEPED Director. The objectives were: (a) to discuss in detail the performance assessment 
guidelines; and (b) to identify indicators specific to the project as the guidelines are generic. It 
soon became clear that indicators could not be identified in Delhi, and it was suggested that this 
be done together with the POU in Kohima, Nagaland. ICEF emphasized that, while filling the 
grid was important, the process was more important. Following this, the ET spent half a day 
reviewing among itself the PAG. 

Upon arrival at Kohima, the ET spent a day and a half with the POU members discussing the 
PAG. The ET and the POU agreed that they would not jointly define the indicators for each 
criterion prior to field visits as it seemed impractical to do so. Instead, the ET and the POU 
would proceed to make their assessment independently, and would exchange notes on the 
workshop day. 

The ET, guided by the POU, nent on a six-day field visit halting on towils or villages en route. 
Each ET member took an independent route. The ET menhers visited the test plots and 
nurseries, met with test plot ourners, VCs, VDB secretaries, village elders, women VDB 
secretaries, women leaders, women groups iilvolved in nurseries, DPT members, IocaI experts, 
DCs and the IDRC research team. 

The ET members spent the nest four days sharing between themselves on their field 
observations, recording the findings for each criterion and meeting with the POU members, the 
NEPED Director and the ICEF Senior Project Officer who had arrived by then. It took almost a 
day and a half for the ET to conlplete their rating. The rating process was undertaken as follows. 
Each ET member had given a rating based on hislher own findings and the indicator chosen. In 
the first round, each member made a presentation of the findings, rating and a justification for the 



the team rating should be given based on those indicators which measuredldefined the results 
achieved. Interestingly, for some criteria the three members had given same rating for very 
different reasons. This exchange greatly enhanced the assessment process. 

A one-day workshop was organized to share observations, findings, comments, indicators, 
conclusions, rating and justification between the POU, the NEPED Director, ICEF and the ET. 
Based on the presentations made and the discussion which followed the workshop sought to 
arrive at a moderated score which reflected a consensus of opinion rather than an average rating 
which would not accurately reflect the level of performance This approach was used for all of the 
main assessment areas with the exception of the area related to governance: The moderated 
process was judged to be inappropriate for the governance criterion since they are very specific 
to the PCU and ICEF and in some instances the POU was not able to fully assess these related 
criteria. The scores for the governance criteria are presented as average scores. Similarly, as 
noted in section 4.1.5, the workshop did not reach a moderated score for criterion 1.5, 
Technology Adoption, since one team felt this criterion did not apply to NEPED. Therefore 
average score is included in the grid for this criterion. 

In summary, the assessment guidelines and in particular the participatory process which was used 
to evaluate the project were judged by all of the review teams as being a very effective approach 
to evaluating the project's performance. This process greatly expanded the exchange of views 
and thereby enriched the quality of the assessment. In undertaking this assessment a wide range 
of indicators were developed which should be very useful in guiding the development of future 
project activities as well as measuring future performance. The consensus of the various 
assessment teams was that the guidelines and the process used helped to build capacity within the 
participating organizations to more effectively guide the implementation of projects. -4 number 
of recomi~ie~ldation which were generated in the participatory workshop and they are found in 
section 6.1 . 



4.0 ASSESSMENT FINDINGS 

As described earlier in this report, the assessment guidelines were used in a participatory process 
to assess project performance. This section of the report provides a synthesis of the findings and 
comments from the four assessment teams. 

4.1 Support of ICEF's Mandate and Objectives 

The six assessment criteria in this component have been used to assess the extent to which 
NEPED is contributing to the achievement of ICEF's objectives and priorities. 

4.1.1 Sustainable Improvement of Land~WaterIEnergy Resources 

"To what extent is the project effective in facilitating the sustainable delivery of 
environmentally-sound activities and services to poorer groups?" 

The main activity of the project is the establishment of test plots (TP). The project has 
established 1,794 TPs in 854 villages covering 5,379 hectares. The reported success rate ranges 
from a low of 60 percent in Mon district to over 70 percent in some of the southern districts. At 
the TP level success is difficult to measure since it is based on the number of seedlings which 
survive and there is a very high level of variation in the planting density used by the recipients. A 
better measure of success is therefore judged to be the rate of replication. Replication is an 
impact of the project and not an activity per see since no project funds are directly used to 
support replication. Replication does not imply that the NEPED model has been replicated in all 
of its aspects but rather that for each unique site those elements of the model which are 
appropriate have been applied. In early 1999 the Klein survey found that replication had occurred 
at the rate of 6 times the area established through test plots I11 1999 this rate is judged to have 
increased even more. 

The livelihood of most jhum farmers is subsistence based and as such they represent the poorer 
groups in the State. The project is therefore considered to be well targeted at addressing the poor 
and making a very strong link between poverty and the environment. While many of the original 
TP recipients were not the poorest of the poor, it is notable that the farnlers who are replicating 
the NEPED model are froin poorer groups in the cominunity (1999, Klein report). The products 
from these tree crops will help to diversify and augment the farmers income thereby improving 
their level of food security. 



The project objectives as stated in the project management plan included a statement which 
reads, "enhance environment by reducing soil erosion". The major component in the original 
NEPED model was land shaping, the construction of contour trenches and bunds to reduce soil 
erosion. As noted in section 4.1.5, for reasons primarily related to the limited availability of 
labour, this component of the model is not widely adopted. In its place farmers chose to use 
traditional methods of soil erosion control. While the land shaping activities may not have had a 
significant impact on reducing soil erosion the establishment of tree crops in degraded jhum 
fields had a positive impact. It is felt that the project has had a small but positive impact in 
reducing soil erosion. This remains as an area where significant additional effort will be required 
in the future. 

, 

The increased level of tree planting will also have a positive impact on sustaining water cycles. 
In addition, it will have a positive impact in increasing the availability of fuelwood and timber 
poles. These, like soil erosion, are goal-level impact indicators which can only be assessed within 
the context of the jhum cycle which is 10 years, and in some areas longer. 

The development of markets for the forest products to be harvested from the jhum fields will be 
critical to sustaining the NEPED model. Some work has been undertaken in this regard but much 
more needs to be done especially in the development of non-timber forest products - an area 
which is becoming an increasing impoi-tant component of the project. 

Based upon the strong poverty/environment linkages and the high level of replication this 
criterion was awarded a moderated score of 5. 



* 4.1.2 Environmental Concerns Addressed 

Crr 
"To what extent does the organization adequately address environmental concerns in its 

b programming? " 

b 
The most significant enviromental issue by far, facing the people of Nagaland is soil 

b conservation and soil management as related to sustainable agriculture. Over 80% of the 
population of Nagaland lives in small rural villages, where jhum cultivation is the primary 
economic activity. More than 42% of the total land area in the State is subject to jhum, much of 

lop. which is being farmed with increasingly shorter fallow periods which are resulting in increased 

I* 
forest and soil degradation. In addition, with the current high population growth rates the State 
population is expected to double in 20 years or less putting further pressure on the natural 

b resources. NEPED is clearly focused to address this extremely critical environmental issue. 

Environmental policies, strategies and objectives are reflected in the statements found in the - .  

majority of the documentation prepared by the project, both for internal use and external 
dissemination, and they clearly identify environmental policies, strategies and objectives. 

Training activities similarly incorporate environmental issues and build capacity in the POU, 
DPT's and field staff. As a result, environmental awareness has increased at all levels and in 
particular at the farmer level. Farmers most often plant on average 5 or 6 different tree species in 
their jhum fields. In some villages they have identified pockets of natural forests on community 
lands which they have set aside and marked as protected areas not to be exploited. This is judged 
to be a direct result of the high priority which NEPED has assigned to maintaining and managing 
a high level of biodiversity. 

W A moderated score of 6 was awarded to this key criterion. 

hv 4.1.3 Women's Participation 

b 
" To ~vhat extent does the organization enstire that wonfen are full ard equalpa/-tlzel-s ill gzriding 

Iv and shaping tlze development process and.urejitll beneficiuries ofthe pracess? " 

!@ The original project document did not provide for a gender component. This issue was not 
addressed during the strategic analysis, planning and design phase of the project. It was only in 

eur 1996 that women came to be included in the project, in consonance with the Canadian 

b International Development Agency (CIDA) and ICEF guideline that inclusion of the gender 
dimension was mandatory. 

Qu 

b JVomen in Nagaland do not have ownership or hereditary rights to land. This severely limits their 
participation in a land-based project of this nature. Full and equal partnership of women in the 

hf project would therefore necessitate far reaching social and cultural changes in Naga society, and 



would go far beyond the parameters of this project. 

Nonetheless the project has made significant effort in giving women a place, not only in the 
context of project activity, but in a societal context as well. This is the first development project, 
in Nagaland to address the gender issue. A woman ineinber was inducted into the POU team for 
cal-I-ying out all works related to gender. Since 1996, wornen have had the opportunity to carry 
out lest plot activity, and wolnen have been allocated 93 of the 1,794 lest plots established by 
NEPED. No specific targets have been set and it is up to the POU inenlbers to initiate \von~en's 
test plots (WTP) in their respective Districts. There are wide vai-iatioils in the nuinber of WTP in 
each district ranging fi-om 29 in Zunheboto to 4 in Wokha. No additional resources or differences 
in approach were used for incorporating WTP into the project. 

The VDB and VC have played a big role in the decision to allot test plot to women, often on the 
basis of specific requests made by women's groups. Out of the two plots allotted to each village. 
in 25 cases, the VDBIVC have allocated one of the two to women. In sonle cases woinen have 
even been given land voluiltarily by the VC to establish test plots. The POU inenlbers have;/' 
however, had to take the lead in the foiln of inlervention with the VDBIVCs to allot the WTPs. 

Woinen have given enlpowerinent training through the project and 213 wonlei1 from 123 villages 
have been trained. Some woinen have also been talcen on exposure trips within and outside the 
state. The nursery activity has also encouraged women's participation in the project and SO 
\vomen nurseries have been established. 

Tlie number of women involved within various project activit~es is liml~ed when seen i l l  absolur~ 
1e1-ms, but it is of significant iinpact given the patei-ilalistic culture, and absence of land 
ownership. It IS  a sniall but historic step, and In the right direction. 

However, i t  can not he said that women have participated fi~lly in the decision malting process 
\vitli regard to the selectioil of bei~eficia~ies, locatioil of WTPs and choice of species plantecl, 
cven tliougli 111ey have come together as a group and purchased land lo establish test plots. -l'lie 
sllai-ing arrangements of benefits fi-om the tesl plots are still nebulous, generally verbal. l'lic 
women may not own the land, but own the lrecs \vithin the WTP. 

With no initial g'ender componenl in tlic 01-iginAl project plan, the NEPED gender inter\.zntion 
has been a learning curve. Howevel-, a separate, targeted strategy secognizing women's nceds a~:ii 
constraints is needed. The POU members have become seusitized to 11ic gender issue, b ~ ~ t  much 
strengthening is still needed. It is aclano\\-ledged that progress i u  this nrca is slow and diflicult. 
Lijnited but commendable \vorlt has been done. This project component wasji~dged to he \\;cat< 
and requires an increased level of suppol-t. Thc 1.ati11gs for this criterion I-angcd froln 2 to 4 ant1 
represent a significant level of divergence. A moderated scol-e ol'3 \\!as awarded to this csitcsion 



4.1.4 Poverty Reduction 

"To what extent does the organizations project contribute to the poverty reduction? Does this 
project address the inter-relationship between poverty and environmental degradation?" 

The aim of this project is to make jhuming a more sustainable activity by adding value in the 
form of trees. The project provides for the establishment of two test plots of 3 ha. each in 
approximately 1000 villages in Nagaland. The two main objectives of the project are 
environment protection and economic development , as articulated in the project title itself. The 
conditions for the selection of the test plot farmer are that they should be (i) jhum farmers who 
have jhumed the plot in the year of selection, and (ii) the test plot should be prominently 
located, preferably close to the road. The selection criteria therefore, do not particularly 
emphasize the poverty level of the farmers. Each test plot has been planted with 3000- 5000 
trees. These trees would be commercially exploitable within 10 to 15 years. Even with a survival 
rate of 50%, the test plot farmers would have a considerable timber resource in the next few -' 
years. 

The idea of tree planting has been widely replicated, by more than six times the original project 
area. The species used in replication have been more varied, better maintained and having richer 
exploitation potential. Tree farming has established itself as a viable agricultural activity in 
Nagaland. Some progress has also been made towards establishing more complex agro-forestry 
systems, including fallow cash crops. Some farmers have obtained additional income already 
from some of these e.g. ginger. 

During the fivc years of its existence the project has not contributed directly to the enhancement 
of income levcls, but is perceived as an investment for the future. There is no doubt that a 
significant income-generating asset has come to be in control of the tree farmer as result of the 
project. Even though no hard data is available on the likely income to be accrued, the test plot 
farmers, as well as those who have replicated the tree planting activity, believe iirmly that they 
would be able to get very significant cash returns from their trees. Where the trees are vely 
thickly planted, the farnlers anticipate substantial income from the sale of poles when the 
thinning is done within the next 5-6 years. Test plot fanners perceive direct ecoilomic benefits 
from tree planting in the form of timber for cash sale and home use, money for children's 
education and security for old age. 

Even though the project has not so far led to any direct reduction in poverty, it has created 
substantial wealth. The project will contribute sigilificantly to benefitting the poor, and avoiding 
deprivation in the future, in a sustainable manner. 

There is a direct linkage between this project and environmental degradation. The,project seeks 
to break the vicious circle of poverty and environmental degradation. It is the poverty of the 
jhum farmers which forces them into causing environmental degradation and this continued 
environmental degradation re-enforces their poverty .The mainstay of this project is tree planting. 



The economic benefits from the trees go hand in hand with environmental benefits. The project 
has successfully created a source of income for the poor farmer, while addressing simultaneously 
the larger issue of environmental degradation. The addition of fallow crops will provide further 
returns to the farmer, and should be a very significant input in the event of a second phase of the ' 

project. 

In sum, the project has created a very significant income-generating asset for the people of 
Nagaland, and contributed to environmental conservation alongside. It fulfills both the criteria to 
a very high degree and was awarded a moderated score of 5. 

4.1.5 Technology Adoption 

"To what extent that adoption and dissemination ofpollution abatement, energy conservation 
and renewable energy technologies are effective in facilitating the sustainable delivery of 
environmentali) sound technology?" 

As described in the assessment guidelines, this criterion is only marginally applicable to NEPED 
since there are no pollution abatement or renewable energy technologies. The POU felt that this 
criterion was not applicable to NEPED and did not make a related assessment. The project does 
however have a significant component related to the adoption of new and modified natural 
resource management technologies. It is therefore within this context that the other three 
assessment teams assessed this criterion. 

The introduction of an agroforestry model, "the NEPED model", which included a major land 
shaping component is the most significant technology which the project attempted to introduce. 
In the original NEPED model, land shaping accounted for 76% of the TP establishment cost. In 
later years this was reduced to 50%. Land shaping in the original model required the recipients to 
build terraces and bunds to reduce the level of soil erosion. This activity was to be undertaken 
after burning the jhum and before planting. This is the period during which soil erosion rates are 
the highest. It is also the period when labour availability is the lowest. The high cost of land 
shaping and the small window of time within which land shaping had to be completed made it 
very difficult for tlie farmers to successfully implement this component-of the project. 

In year two a review of land shaping activities resulted in revisions to the NEPED model which 
focused more on traditional land shaping technologies (using bamboo and other local materials to 
construct bunds). Land shaping costs were reduced and the savings were used to expand the TP 
area, undertake more gap filling and other approved activities. 

The NEPED model of land shaping has only been replicated on a small scale (7% of farnlers 
indicated that they intended to use the model again, Klein report). The same report found that 
93% of the farmers use traditional methods of land shaping. The original NEPED model is not 
replicable on a large scale and the challenge for the project in the future will be to identify 
effective approaches to improving traditional land shaping methods. 



Another example of appropriate technology is found in Phek District. Here the integration of 
alder trees into the jhum cycle has been proven to be very effective in improving soil 
productivity while at the same time providing fuelwood and pole material to the farmer. This I 

technology is not known in many villages in Nagaland. The project has been able to transfer this 
technology to a number of villages but not on a large scale. 

The parallel research project sponsored by IDRC and implemented by the State Agriculture 
Research Station is attempting to identify and introduce alternative land use options. These 
include the introduction of crops which can be produced and harvested during the fallow period. 
The linkages between this project and NEPED are very weak. Exchanges only occur on an 
informal basis when either party is seeking information or support which they feel the other may 
be able to provide. 

When the research project was designed, IDRC had a full-scale regional office in New Delhi 
which was responsible for coordinating this project. Part way through the project the office in 
New Delhi was downsized and the responsibility for coordination was transferred to the IDRC 
office in Singapore. This transfer in responsibility is judged to have, in part, contributed to the 
weak linkages. The linkages between these two projects should be fonnalized and strengthened. 
This might best be done by having a single manager responsible for both projects. 

In summary the technologies which are being introduced to reduce soil erosion have only 
marginally been adopted. In its next phase the development of appropriate and cost effective 
technologies should receive high priority. In addition the linkages to the IDRC supported 
research activities need to be strengthened. Since only three of the assessment teams rated this 
criterion a moderated score was awarded. The average rating given for this criterion was level 3 

4.1.6 Micro-enterprise developnlent 

"To what extent is tlze implementing agency effective in stipportilzg and strengthening 
sustaitzable illcome generating activities and fostering micro-entrepretzel(t.sliip atnong the 
pool-? " 

The original project document did not envisage micro-enterprise development. The nursery 
sector, which the project has spawned, is a micro-enterprise activity that was neither planned, nor 
anticipated, at the start of the project. The need for planting material led to the establishment of 
one nursery in each district in the early days of the project. These nurseries were established by 
NEPED. The general enthusiasm and wide response to the tree planting activities led to 
widespread replication and generated a large demand for good quality saplings. The mid-tern1 
review also commented on the lack of quality planting material. Thus locally managed nurseries 
to supply seedling demands became a felt need. The NEPED nurseries were simply inadequate to 
meet the ever-growing demand. 



Nursery management soon began to be viewed as niche that could be effectively filled by women 
groups, generating much needed cash through the supply of planting material. NEPED 

I 

encouraged women to establish nurseries as part of its gender focus. Eighty women's nurseries 
were established by the project. Looking at the potential for replication, a local nursery sector has 
emerged in Nagaland, as a spin-off. 

The increased demand for tree saplings has led to many nurseries being established in the 
villages of Nagaland. In Viswema 22 privately owned nurseries have come up after a NEPED 
assisted nursery was established there. In 1998, in Phesama village, there were only two 
nurseries - one private and the other supported by NEPED. By 1999 there were 24 replicated 
nurseries established with private resources. The Jalukie women's society started a nursery with 
NEPED support which has been extremely successful, and the women's group has now 
diversified into the lucrative business of high value rubber saplings. 

,/ 

A large number of nurseries have, however, not been as successful. There is an urgent need to 
provide more technical training on nursery management. Many nursery owners are learning as 
they go along, using trial and error methods. The POU members themselves have limited 
expertise in nursery management and have not received sufficient training to provide extension 
support to the nursery owners. Quality control is also lacking. 

Declaration of 1999 as "The Year of Tree Planting" led to a greatly increased demand for 
saplings and provided good profits to many nursery owners, both NEPED supported and private. 
Many of them feel that the increased awareness and keenness to plant trees would help sustain 
their nursery activities. Many NEPED supported nursery owners would thus like to continue the 
nursery activity, even without project support. 

Nursery activity has conle to be firmly established as a micro-enterprise. The technical support 
and training have been inadequate, leading to so111e failures, notwithstanding some significant 
successes. A moderated score of 4 was assigned to this criterion. 

4.2 Capacity Building 

The four assessmeilt criteria in this section, assess the extent to which the project is contributing 
to capacity developn~eilt among itself and its local partners. 

4.2.1 Institutional Strengthening 

"To what extent does the support provided by the implementing organization strengthen the 
capacity of local organizations and institt~tions to formulate, manage and sustain development 
processes? " 

The key implementing organization is the Project Coordinating Unit (POU) and the key local 
organizations are the District Project Teams (DPT) and the Village Development Boards (VDB). 



The POU and the DPT's were created specifically for this project whereas the VDB's have existed 
101- many ycars and play a key developmeilt role at the local level. The POU is comprised of 15 
individuals ~ v l ~ o  were seconded froin various line depai-tinents and charged with delivcriilg the 
pro.iecl to the field. The DPT's were created in the same mailllei- as the POU representing a railge 
of expertise fro111 vario~is line departments. The DPT members however undertake their NEPED 
r~~nct~oi l  w~tliin their regular prograin of work as opposed to being seconded to tlie project on a 
kill-lime basis. 

Tile multi-disciplinary structure of both the POU and the DPT lias significantly enhanced the 
mobilizatioil of the necessary skills to deliver the project. It is highly ~~nlikely Lllat these skills 
could have been effectively accessed through the line depai-tn~eilts in the'absence of institutional 
structures which define the two organizations, the POU and the DPT. The multi disciplinary 
learns have s~milarly improved the technical capability of local organizations and partners. 

The level of collaboratioil between the local organizations suc11 as the VDB's and the DPT's is 
vesy high. This is witnessed by the frequent exchailges between the t\vo on tecl~nical matte;, and 
on-site traiuiilg. This has led to a conducive eilvironn~eilt in which the organizatio~ls expel-iment. 
learn and adapt. The best evidence of this is in the evolutioil fi-om the original NEPED test plot 
model to the current situation which sees nulnerous and various models \vhicIi al-e adapted lo 
ensure they are site specific. 

Based upon the earlier project experiences there has been a very l~igli level ofrepl~cation of the 
~cst  plots \\!liicl~ is seen as evidence that the fanners and other local partuers are mo\ lng towards n 
greatel- level of self management. 

The u n i q ~ ~ c  administrative structure which was created for NEPED has f~rnctioned \!c?~-y effectivel!. 
and it is significant to note that other governlllent depai-tineilts plan to use tlie salne structure in 
deli\:e~.ing services to the field. I11 addition the unique structure of tlie POU lias been ~.el~licatecl in 
I.he crealio~i of a "Core Group". This group of 150 people, is comprised oE1.epresentatives horn all 
ol'tlic GON departmeiits in the for111 of a monthly n~eeting \?:here they discuss and icvielv CI-oss- 
ilepal-tn~ci~tal issues of interest and concern. 

I,ast ly tlie dcgrce to \vliicl~ the i~nplementing OJ-ganizalions and tlic local pii1'1pcrs lin\,e iucreascii. 
tlicil- capacity to forliiulate policies and plans has also increased Ilo\ve\.er the scope f o r  ii~rtller 
gr-o\vtIi is \,cry significant. 

In summary tlic institutional capacity is judged to have increased vel-!! significanily. i\ ~iiodel-ated 
rating 01'5 \\.as assigned to this crite~ion and it would of been higher had tlle high le\.cl of staff 
tul-novel- ill the DPT's been lower. The frequent rotation of DPT staff to other districts 1.ec1iii1-es 
sic~iificant additional retraining and thereby reduced the level ol's~~ppol-t \\;hicli could oEotlicrc\lisi. 
of been provided. 



b 4.2.2 Strategic Selection of Local Partners 

Br* "To what extent does the implementing organization select and work with local partners that are , 

Ir either making a signtficant and sustainable development impact or have the potential to make 
such an impact with support or strengthening?" 

QW 

w The implementing organization (POU) has selected (a) project teams (DPTs) specially formed for 
this project at the district level, (b) one local expert per district, and (c) village councils (VC) and 

b village development boards (VDB) as strategic local partners to work through. Their selection was 

e& 
made and partnership established right at the beginning. 

rrpl The DPT comprises district-level line department officers who have given additional time for this 
project without any additional benefits from the project. As the project is spread throughout the 

b state, a small number of POU team members could not have, on their own, reached the vast 
project area without forming and placing at the district level the DPT and without its active /' 

b 
support. Despite the rough terrain, long distances and absence of vehicles to travel, the DPTs have 

b played their roles exceptionally well. The DPT members have been able to provide technical 

* support and verify all the test plots allotted to them and certify the progress made based on which 
the POU released funds. The relationship between the POU and DPT has been fruitful and has 

Ilr continued. 

Q, The local farmers have traditionally practiced jhuming for centuries, and jhuming is the center of 

b a number of cultural activities. Culturally, the village elders command enomlous respect from the 
village community. Making the VCs, VDBs, and the test plot farmers accept and adopt the 

Uiv 'NEPED model' and cooperate with the project, thus, required a team of local village elders who 

b were widely respected in the area, had the knowledge of traditional practices, influential and were 
able to liaise between the POU and the local community. The fact that the test plot farmers and 

hv the VCsJVDBs have generally accepted and adopted the 'NEPED model' with local illodifications 

b 
indicates that the local experts have been a very useful strategic partner. 

'b The village council is the traditional, village-level institution that has complete authority over the 
' village comn~uility and is responsible for development, law and order, justice, village dcfense and 

C. use of ilatural resources, for example, identifying areas for jhuming and preserving forests. The 

Qtiv VC meets amlually, decides on new projects, approves budget, and reviews progress of work and 
expenditure. The VDB implements the approved projects. The deputy coinmissioiler (DC - chief 

cLu government official of the district) is the VDB's chairman. This arrangement has generally 

b worked well to implement government programs. The project has used this self-reliant 
arrangement to its benefit. With the help of DPTs and local experts, the POU has been able to 

ppl establish excellent partnership with the VCs and VDBs. 

b In conclusion, each of the local partners, namely the DPTs, local experts and the VCsNDBs, has 
'b been strategically useful not only to implement successfully the project activities but more 

b 
importantly to provide verification certificate on all the test plots allocated to them. The 
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partnership relations have not only been fruithl but they have continued well up to this date. 
Thus, their selection has been so strategic that without one of them the project could not have 
even been initiated much less could it have moved on to this level of achievement, and that the , 
process and selection of the local partners have been based on sound "strategic" criteria. A 
moderated score of 5 was assigned this criterion. The range in scoring (fiom 3 to 6) between the 
four assessment teams reflects different interpretations,of this criterion. 

4.2.3 Partnership of Local Partners 

"To what extent is the implementing organization 's relationship with its local partners 
characterized by principles ofpartnership". 

The responsibility to select villages in these phases has rested exclusively with the DPTs. The 
initial villages were selected based on accessibility and that certain level of cooperation was 
forthcoming from VCs. An important criterion was that it must be a "recognized" village. The 
village list was jointly finalized by the POU and the DPTs. The DPTs also had the responsibility 
to verify the test plot, certify the work the test plot farmers had undertaken and recommend for 
payment. Based on this recommendation, hnds  to the VDBs were released through the DCs. 
Thus, there has been a close relationship between the POU members and the DPT members. The 
only problem faced by the DPTs was that they did not receive additional support fiom the POU to 
meet their travel costs and overheads to do the project work. As there was not much work to do in 
the district as the funds were limited, the project had given them a good opportunity to do some 
useful work. The former DPT members, who worked during 1995-97 (the peak project period), 
were only too happy to meet with the external assessment team, accompany them to the field and 
proudly explain what they had contributed. The problem faced by the POU with the DPT was the 
turnover in its members, and that they had to meet with new Deputy Commissioners (DC) and 
Assistant DCs and make then1 understand about the new participatory approach the project 
adopted. 

Oncc the villages were selected, the responsibility to select the test plot farmers and the test plot 
was given to the VCs and VDBs. This to a large extent excluded outside pressure. The test plot 
farmers were selected based on if (a) the fanner owned land on the main road and it is accessible', 
(b) jhuming in the plot will be done in that year, and (c) the farmer had the willingness and 
capability to undertake the test plot work. The TP farmers were quite capable, but except for few, 
many test plots were not on the road side; and some could not be reached even in the fair weather. 
However, everybody in a village seemed to know about the TPs. While the common elements in 
each test plot are land shaping and tree planting, each test plot is unique. This indicates that the 
local partners' views have influenced the test plot design. 

The local expert is the silent partner and has played the crucial role of facilitator. The local expert 
does not have a particular responsibility but accompanies the POU andlor DPT members. His 
presence in itself gives credibility to the project. In one village, when the VDB secretary 
explained about the community test plot, he always referred to the local expert saying, "He knows 



everything". The relationship between the local expert and the local communities has continued 
up to now and will continue beyond the project period as well. 

In conclusion, the responsibility for test plot designing and project implementation has resided 
almost entirely with the local partners. The POU has played the role of facilitator, overall 
coordinator, technical support provider and capacity builder; it certainly has not enforced control. 
The views of the local partner have certainly been taken into account and it has influenced 
programming. The project relationship has continued up to now'very well and will go on. For this 
very capable partnership establishment a moderated rating of 5 was given. 

4.2.4 Increased Participation and Empowerment of Target Groups 

"To what extent is the project of the organization and its partners contributing to increased 
participation of communities and groups in decision-making and guiding the development ; 
process? " 

The state of Nagaland is well known for evolving the concept of village development boards 
(VDBs) which were established in 1977 under an Act of the state Assembly. The VDBs, like 
panchayats in the other states of India, are village-level administrative bodies representing the 
state govenmlent. The VCs have been vested with the final authority to decide on projects which 
they intend to undertake in a particular year. The VDBs receive funds for the projects from the 
state government through the district administration, and are responsible to both the VC and the 
district administration for accounting. The VC and the district administration monitor the progress 
of work until its completion. The above arrangement brings together the best of both: the local 
culture and state administration. 

In mid 1990's "women VDBs" came into existence on the pattern of "general" VDBs. A women 
VDB is a village organization exclusively for women. They receive 25% of the allocatioil that the 
VDB receives. The women VDBs can independently decide to spend this amount. In addition, it 
can also seek a share fioin the 75% for women-focused projects. This way women have a double 
advantage. 

It is an interesting coincidence that the person, who was responsible for conceptualizing the VDB 
and was awarded the title of Padmashri in recognition of his contribution, was also responsible 
for coiiceptualizing this project. He designed the project in such a way that in this project also the 
VCs and the VDBs took active part. Thus, this project is based upon sound participation policy 
and procedures. 

Most VCs and VDBs members indicated that although the project provided a small amount of 
funding, it is a very important project for them. As the VCsNDBs decide independently on the 
government-funded projects, they have played central roles in selecting the TP farmer, test plot, 
monitoring the progress etc. They also selected the species and spacing. They said that it is the 
only project which received many supervision visits and much technical support. A number of test 



plots liave been taken up by the VDBs as 'commi~nity test plots' under their direct control. The 
trees tliat are growing now will be worth millions of r ~ ~ p e e s  in 20 to 25 years, and will become a 
good asset for the VCsIVDBs. They said that it was their 'bank deposit'. Some VDBs have 
mai~itained their TPs using their own funds. The village communities have contributed labo'ur in I 

land sllapi~lg, planting and weeding and have decided on the species. 

The women VDBs and wonlell groups have also undertaken TPs and nurseries of their own. These 
activities have created long-teim assets and generated incomes for them. Their participation and 
tlie assets/incon~es have contributed to a new feeling of "women empowe~~llent". As one group 
I I L I ~  it, "It is a long way to go to make fundamental changes in the gender relations that have 
existed for centuries, but we have made a good begi~ming." 

[n conclusion, the inlpleme~lting organizatioi~ has adopted in the project, and inlproved upon, the 
sound, time-tested and established policies, processes and procedures followed by the state 
government for iilvolving the local communities. At the village level, the local communities, and 
women separately, have greatly involved in the analysis and designing the test plots and nurdries. 
The village institutioils undertook nlost of the decision-making. More importantly, the local 
co~llilluility lllenlbers feel that the test plot in their village is "theirs." This feeling of ownership is 
c r~~cia l  both for sustainability and for guiding and shaping future action after the project period. 
For this laudable achievement, the moderated rating was 5. 

The three assessnle~lt criteria related to sustainability assess the extent to \vliicli the iniplementing 
organizatioi~ is able to increase the iillpact ol' its programming through targeling its interventions 
at key points, or through coordi~latioli and cooperation, replication, and tlie ~nobilizatioii of 
resources beyo~ld ICEF. 

4.3.1 Strategically Focused 

, , r  7 l o  ~~:hrit exte~lt rloes [lie o~;onr~izatiorz,fi,cus its ejfh1.t~ . . oil pol-ficular- stralegic or-eas or- sectors 
r111i1 rlil-eci i l s  rrcfi~liiics ut 1.001 cuuses qf ~ ~ I ~ ] J O I J C I - ~ S / I I I I ~ I I ~  ond key cor~s/~.~~in/ .s  fo  rleveloprlzerl/. " 

The project was designed to support the establishnient of TPs in all of the 1,OOG Naga villages. 
Wl~ile sonie have expressed the opinion that this approach laclted focus it was in fact very 
str-ategic in that it  took away opportunities that might have otherwise rcsulted in political 
ravorilisni in the selection and delivery proccss, in addition 80% of tlic populatio~l and tlie 
majority of tlie poor livc in rural villages wliicl~ pr;~cticejIium cultivation. NEPED is directly 
Iocuscd on tllese, l'armers. 

An01 her strategic decision which was made and helped to focus the pro-ject was the selection of a 
l oc~~ l  experts g r o i ~ p  This group of 12 elders, includes representation fi-om the nlajor tribal groups 
ancl provides expertise through there local and traditioual Itnowledge in all aspects of pro-ject 



execution. They have also been very ilseful as mediators when local disagreements have arisen 

Wlien pro-ject i~npleinentation began, establisl~ing the test plots was the primary priority and focus 
of tlie POU, and remailled so for the first two years of the project. A base line survey which I 

collected ltey data froin the TPs was to be undertaken as part of the project. In the first year a 
format for the survey was established and agreed to and the POU and DPT's began to collect the 
baseline data. The POU members however found theinsclves on steep leailliilg curve with a very 
Iieavy worltload and a decision was made to put the baseline survey on hold. This decision is 
reported to have been made by the project steering coili~llittee (PSC) however there is 110 record in 
tlie minutes of the PSC ineetiilgs to indicate that this was the case. 

To date no additional work has been undertaken in the collectioil of baseline data and as such 
niany oaf the lessons learnt have not been f~llly capt~~red as part of an iilterilal monitoring, review 
and adaption process. The lack of a baseline survey which provides the organizations with key 
infomiation for project aiialysis and planning is judged to be a weakness in the pro-ject. 

.,, 

More recently the project has supported a iluiliber of workshops, iiicludiilg a strategic analysis 
WOI-ltsliop, which was designed to more fi~lly capture thc lessons leanlt and to provide input illto 
tlie ~~lanning process for the period beyond the cun-eiit pro-ject. Additional resources have been 
allocated to the gender componeut, progranis on fallow ~liailageineiit have beell added and 
~~artnerships with NGO's (e.2. Eco-waves) have been established. 

In summary, tlie lack of critical baseline data has hampcred the ability of the implementing 
01-ganization to uildertalce strategic analysis however the project is judged to have beell well 
rocused and efforts are currently being made to capt~~re  lessoiis learnt and build on these 
cxpericnces. A moderated rating of 5 was assigned to this criterion. 

4.3.3 Replication 

"To 11:1itrt c!\-tellt does the i171plen1entilzg ol~ci~lizcltiol~ rlllcl its pnl-tl.zers e.vprrlitl nlrrl ~.eplicirtc 
.rtrl:c.es.sfill tlevelopnlellt 111-ocesse.~ fillcl ~~zodcls allrljbstel. L.IIICI st~pp0i.t the e.\pcll,siol~ 01. 1.~~11icirlio11 
of'tl~csc nroriels 1?11 locirl orgcllziztrtiolrs or gover~r~irellt~)" 

Culturally, tlie Nagas are a very open society, and the infonlnal, rural comnlunication system is 
very stsong. Tlius, what I~appens in one place is easily widely lanow11 very cluicl.;ly. There is also 
tlic so-callcd "mini bus" syndrome., that is, what oiie Naga starts doing, if So111id go011, [lie entire 
neiglibouring Naga community Ibllows doing. Bascd on this principle, ~nass replication \\)as 
l~sedictcd eveti at tlie time of projcct planning in  1994. This has beeti proved true. 

Tlie iirst test plots were establislicd in 1995. And ~iii~cll  of thc remaining test plols \Irere 
cstablislicd in 1996-97. So in sonle of these test plots the trees have attained an impressive height 
of il l)  to 20 feet and a girth of inore than 2 feet. Tlie core message that the NEPED nlodel has 
coiiveyed is "add trees to tlie j l i ~ ~ ~ i i  land". Iiiterestingly, in a few instances, the test plots may have 



QI 

w failed, but not the message. As the test plots have been established in about 80% of the villages in 
the state, on the one hand, t h s  message has spread mainly on its own to almost the entire state. On 

91 the other hand, to encourage tree planting, the state government declared 1999 as the Year of Tree , 
Planting. Many state government departments also focused their attention on tree planting in 

b 1999. A massive education and awareness program was undertaken for youth and school children 
Qiv throughout the state. Many VCs passed a resolution that each family must plant at least 100 

plants, and instituted prizes for those who planted more. The importance given by the farmers to w the seedlings planted can be seen fiom the sticks stuck next to the seedling so that it is not cut 

'tu during weeding. 

The fuel wood and other low-income-yielding trees become ready for cutting in about 8-10 years 
which fits well with the jhum cycle. Depending upon whether the jhum land is located nearer to 
the road or far away, a jhum farmer might earn about Rs. 10,000 to 25,000 (@ Rs. 1,000 per stock 
of 6 ' ~ 6 ' )  from fuel wood and get about 200 tins (about 13 kg. per tin) of rice per ha. in the first 
year. If the land is good, a ten-year jhurn cycle could be sustainable and provide adequate food" 
and income for a family. But with decade1 population growth of more than 50% and with 
increasing expenditures and reducing jhuming cycle, jhuming will soon be unsustainable. The 
timber species, however, have a cycle of more than 15-20 years and in some cases even 25 years. 
One youth put it "The jhum cycle in the test plot has now become 20 years". But in 15-25 years 
the timber species could give a return of millions of rupees. Thus, tree planting is creating a long- 
term asset as the elders said "We are doing it for our children", and those who have not taken it up 
already feel "We are late". Hence the rush for tree planting and for seedlings. While the project 
has promoted nurseries through women groups, a number of private nurseries have also come up 
on their own. The demand has been so much that some women groups have sold seedlings that are 
hardly two-three months old. It is difficult to estimate the number of fam~ers who have taken up 
and the area that has been covered in tree planting, but it would definitely be more than six times 
the total test plot area. One test plot farmer has planted trees in more than 12 ha. instead of 3 ha., 
the size of the test plot. The high economic value of the timber trees compared to the low-value 
fuelwood trees obtained in the jhum land has been the predominant motivating factor. 

In conclusion, a crude indicator of success of any project is the extent of its replication. 
Replication does not usually happen automatically. But in this project, not only has replication 
been taking place with much less project effort, and rarely so, it has also taken place well within 
the project period itself. This indicates that the jhuin farmers have adopted the NEPED model in 
ways suitable to their condition. Thus, the purpose for which the test plots were established, that 
is, to evolve a sustainable alternative methodology to jhurning has been more than fully achieved. 
For this outstanding achievement a moderated rating of 5 is given. 

4.3.3 Resource Mobilization 

"To what extent is the organization able to increase the amount of support for devefopnzent 
programming it lnobifizes from sources other than ICEF?" 



h The sources other than ICEF which have provided resources are IDRC, GON, VDBs and TP 
owners. 

&r 

@ The actual IDRC contribution is more than 50% of what was originally envisaged, and their 
contribution over time has increased significantly. At a number of occasions, POU members were 

h sent for overseas training or exposure from IDRC's own or from other resources which was 

&r mobilized by IDRC, and these were not originally planned. 

b The GON has contributed a number of things in kind. It has provided the office space for the POU 

Fu* and residences to all POU members, and met the cost of staff salaries, vehicle running and 
maintenance, and administration and overheads. It has also provided funds from other 

b departments for nurseries and purchase of seedlings. The recurring cost alone works out to about 

crop 
16% of total ICEF contribution. This level has remained stable. The GON funds for project 
activities has increased significantly contributing to mass replication, and this is going to increase 

b significantly well beyond the project period. ,' 

Pr The project envisaged that 50% of the resources for land shaping would be provided by local 

b sources. One VDB had provided Rs. 85,000 from its sources for its 'community test plot'. This 
works out to about 1:3. In many other community test plots, there was evidence that the local 

& coinmunity had contributed labour for land shaping, pit digging, seedling planting, weeding etc. 

b As most lands on the roadside are privately owned, land was purchased to establish community or 
women test plots, and those who work only get, as per tradition, lunch for their labour 

b contribution. The ratio here may also work out to 1 :3 (ICEF contribution to the test plot: 

b 
VDBIlocal contribution). 

rrrP It is difficult to estimate the contribution of an individual test plot owner because he has not kept 
account of his contribution. It may be about 1: 1 (ICEF contribution: test plot contribution). 

QW 

In conclusion, while IDRC contribution has increased both quantitatively and qualitatively, the 
GON contribution to maintain the technical staff, admillistration and overheads has remained 
stable. The GON contribution to project activities to replicate the IVEPED inodel has increased 
significantly and will continue to increase manifold. There is strong evidence to suggest that the 
historical and unprecedented success of the NEPED project will lead to many other agencies, 
both GO1 and bilmulti lateral, committing funds for scali~lg up. We have not taken into account 
the time thousands of volunteers - women leaders, gooil buras (village elders), village council 
chainnen, VDB members, youth leaders and others - have given, the cost of 6,000 hectares of land 
that was contributed and the financial contribution made by about 800 VDBs which could not be 
quantified for lack of information. A rough estimation would indicate that the ratio of total 
resources mobilized vis-A-vis total ICEF contribution should be more that 1 :5 (ICEF: other 
resources). More importantly, the resources from other sources are only going to increase after the 
ICEF funds have been utilized. On this basis a moderated rating of 4 was given to this criterion. 
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b 4.3.4 Sustainability of the Local Village Institutions 

qP, "To what extent is the organization able to increase the amount of supportfor development I 

b 
programming it mobilizes from sources other than ICEF? " 

The local village institutions with which the project has worked are the village councils and 
village development boards. These have been established under the acts of the state Assembly. 
They receive funding mainly from the state government, an amount based on the number of 
families in the village. Annually an honorarium is paid to the VDB secretary. The VC 
chairmanship is an unpaid job but the village gives fiee labour to work in his field. Thus, these are 
permanent organizations having organizational and financial sustainability unless the state 
government changes its policy. So the project did not pay any money for the up-keep of these 
institutions. 

In the context of this project which has worked with the existing local institutions such as the 
village councils and village development boards which are pernlanent institutions and have in- 
built financial and organizational sustainability, the question of what constituted sustainability and 
its application to these institutions was debated. The question of sustainability, it was argued, 
would apply only at instances wherein the project organization had formed 'new' local institutions 
exclusively for the project. 

These village institutions have been primarily responsible for planning and inlplenlenting the test 
plots, not for one but two. The POU and the DPT members have been constantly visiting them 
and the test plots, and the village leaders have attended the training programmes organized by the 
POU, the district administration and other departments. Fallow management is now being 
undertaken in selected test plots. They are thus very aware about the need to protect their 
environment and have developed enomlous skills in undertaking land development, planting etc. 
The counter argument was that the project has enhanced their capability. They are promoting on 
their own tree planting in the jhum land. Many VCs have passed resolutions requesting all 
families to plant at least 100 seedlings and have instituted prizes for those who planted more. 

In conclusion, the aspect of organization and financial sus'tainability per se is not applied here to 
assess the performance. The critical indicator is that the local iilstitutions have been instrumental 
in promoting the project concept i.e. adding trees to the jhuin land. This they will continue to do, 
and they have developed enormous capability to do so. The range in scoriilg between the four 
teams reflected a range in the basis upon which the criterion was assessed. Following discussions 
during the workshop a common uilderstanding was agreed to and a moderated score of 5 was 
assigned. 

4.4 Governance 

The performance assessment guide included three criteria related to goveillance. This project is 
unique when compared to other ICEF projects in that it includes a Project Coordination Unit 



(PCU) based in Delhi which plays a very significant role in project delivery. As such it was 
agreed that a fourth criterion be added which would assess the PCUYs responsive mechanism in 
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the same manner that ICEFYs responsive mechanism was assessed. All four criteria assess the 
extent to which the project is effectively governed. 

The ratings in section four on governance were not moderated in the workshop where the four 
assessment teams met to review their ratings. It was judged to be inappropriate to moderate the 
ratings since they dealt very specifically with the performance of ICEF and the PCU, both of 
whom were also assessors. For each of the four criteria on governance an average score has been 
recorded. 

4.4.1 Effective Direction and Control of the Project's Steering Committee 

"To what extent does the project's steering conlmittee effectively direct and control the affairs-of 
the project?" 

During the first 3% years of the project the steering committee met formally on only two 
occasions, while during the last 1 !4 years they have met on three occasions. It appears that the 
main reason for these irregular meetings was largely based upon the limited availability of the 
members. 

While the committee had full access to the varied sources of information to assist them in the 
decision making process the level of information and reporting was limited during the first half of 
the project. 

A number of key decisions were taken over the course of the project which apparently were 
discussed and reviewed by the PSC but no record of these discussions are reflected in the minutes 
of committee meetings (e.g. decisioil to put the baseline survey on hold). 

On occasion, the irregularity of the meetings held up some decisions which had a negative effect 
on the project. For example, a decision on vehicle maintenance was put on hold for more than a 
year, and this grouilded the POU and effective project delivery. 

The ratings assigned by the four assessment teams showed a high level of variance in the scoring 
ranging from a high score of 5 to a low score of 2. An average score of 3 has been assigned to this 
criterion. The External Team however feels this score is high based upon based upon the 
irregularity of PSC meetings, the associated delay in reaching decisions, and the apparent lack of 
a clear record of the decisions taken this criterion obtained an average score of 3. 



"To ~vhut extent is tlze i~~zpleinenting orgnnizatio~z able to ~lerizorzstr-ate tllrlt ndeyuote 
r~ccoz~i~tc~hility is being exercised over the ICEF,fiirz~leclpvoject.~" I 

IDRC and the Government of Nagalaild (GON) are the priinary implementing organizations. Tlie 
contribution agree~nent is a tripartite agreement between ICEF, IDRC and the Indian Ministry of 
Environment. The GON accountability is defined in a parallel agreement between GON and 
IDRC. The co~ltributioil agreement has never been amended however solne of the ltey reference 
documents such as the project management plan have been amended and aililual plans have 
r~~rther inodified the ~nanagement plan by taking into account changes in'project work plans. 
These ailnual plans, having been approved by the project steering commitlee have guided the 
aclivities of IDRC and the GON. Both the GON and IDRC are respecting the approved WOI-k 
plans and as such they are judged to be in coinpliallce with the contribution agree~nenl. 

During the first two years of the project ICEF reporting requireilleilts were not ~inderstood b'y the 
implementing orgailization however with the support of the PCU the reporting to ICEF has dul-ins 
the last two years been both inore timely and effective. 

With regard to the co~ltributions being made to the project by [lie VDB's it  is difiicull to assess 
tlie value of these contributions. The agreeinents indicate that the VDB's were to have contributed 
Rp 69.0 crores. The inajority of this co~ltributioil has beell in-ltind through the provisioil of land, 
labour and food. The project has not assessed or reported on [he value of these contributions. The 
VDB contributions may not have been eq~~ivalent to the original planned contribution level but 
hey  arc ~udged to have been significant. 

Tlie tield level activities acco~u~ t  for the inajor prqject expendit~~re and accountability at the lield 
le\:el I-ests with the POU, DPT's and the field staff. The prqject has established a ~inicl~ie payment 
and  \/crificatio~l systeins which provides for lra~lspareilt and verif ablc iinaucial controls for iield 
operations. This system provides for assurances that all test plots ha\;c been established, visited, 
monitored and [lie work successfully conlpleted. When the work is judsed to be incomplete or 
inadequate payments are withheld. 

O\.CI-all tlie levcl oi'accoui~tabilit~ is judged to be very high ~ I ~ ~ ' N E I > E D  is J ~ ~ d g e d  to l>e in 
con111 liance with ICEF's policies. An average score of 5 \\/as a\\/ardeti Tor this cri tel-ion. 

4 . 4 . j  ICEF's Responsive Mecl~anisn~ 

"To 11'11rlt e\-tc7~lt IS  1CEF nctively involver1 r r l  de~~elop~rlg r~rlrl r~ssess~i~g the L s ~ w t o i ~ ~ r ~ / ~ l e  o11tcorirc.5 
(11. Iiilprlct ~.eslllts tllrlt the olpgczliizntiorz IS  ~ e ~ l i ~ i ~ g  to r1cl11e1~7" 

lCEF transferred 111 any of the fu~lctioils which they ilo~lnally preform on other proj ccts to the 
PCU. In particular the assess~lleilt of progress towards expected results and reviewing oilgoing 



project management and administration were largely assigned to the PCU. During the entire 
project ICEF staffed visited the project on only three occasions, once to attend a PSC meeting, , 

once by a project officer in November 1999 and during this performance assessment mission. 

ICEF reporting requirements have apparently changed or been modified five times during the 
course of the project. Only limited training was been provided to the project staff to ensure that 
they understood and are able to comply with the reporting requirements. This task was to a large 
extent undertaken by the PCU. 

It was felt that the indicator areas in the performance assessment guide could not be hl ly assessed 
since many of the ICEF functions were being undertaken by the PCU. It is important to note that 
should ICEF fund a second phase without a PCU they will have to very significantly increase 
their level of involvement and resources directed to this project in order to fulfill their mandate. 
An average rating of 3 was assigned to this assessment criterion. ,' 

4.4.4 PCU's Responsive Mechanism 

"To what extent is the PCU actively involved in developing and assessing the sustainable 
outcomes or impact results that the organization is seeking to achieve?" 

During the first two years of the project the PCU appears to have played more of a monitoring 
than a project coordinating role. As a result the PCU did not receive significant support from the 
PCU in assessing progress towards expected results, support in decisions on policies, strategies 
and resources. From May 1997 to May 1998 the PCU did not have a full-time project director and 
the level of support was further reduced. In May 1998, this relationship changed significantly with 
the appointment of a new full-time Project Director. 

Since May 1998, the PCU has provided a very high level of support and guidance to the POU and 
its partner organizations. The PCU has been instrumental in assisting the POU in a wide range of 
areas. These include but are not limited to the development of a strategic response to the mid-term 
review, in undertaking a survey (Klein Report, 1999) to assess the TP results and adjust project 
policies, the development and preparation of extension materials including a 200 page resource 
book, and assisting in the development of results based reporting. The support which the PCU 
provided the POU in the development and assessment of performance indicators has greatly 
strengthened the POU's ability to measure its achievements and thereby its strengths and 
weaknesses. Lastly, the PCU has input into the development of policies and strategies which will 
assist in shaping NEPED beyond the current project. 

Based upon the very effective level of guidance which the PCU has provided to the POU the 
institutional capacity is judged to have been significantly increased. On this basis an average 
rating of 5 is awarded to this criterion. 
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Psi 4.5 Project Management 

This assessment area, project management, assesses the extent to which the project is effectively . 

and efficiently managed. It is made up of five assessment criteria, each of which is considered to 
be very important for sound project management. 

4.5.1 Strategic Analysis and Planning 

"To what extent does the organization utilize a well developed strategic plan which clearly 
articulates the development results being sought?" 

Strategic project planning is often based upon an analysis of the key issues which define the 
project. In this case these would include an analysis of economic issues, a gender analysis, social 
and cultural dimensions such as community participation, and technical variables. There were go 
front-end studies undertaken and used in the development of a strategic plan for the project. 
Instead many of these analyses were done at various stages of project implementation when a 
specific need was identified. The project planners however were very cognizant of the key social 
and economic realities throughout Nagaland. The planning of the project was based upon their 
personal knowledge. 

The midterm project review which was undertaken in May 1997 identified a number of 
weaknesses in project implementation. This review led the undertaking, by the implementing 
organizations of a number of studies and participatory workshops which began to fill in some of 
the gaps which were not addressed in the original project analysis and planning stages. These 
included gender workshops, a marketing study, and exchanges with the State Agricultural 
Research Station in the development of sound social and technical approaches to indigenous 
fallow management. 

At the start of the project there were very few objective and verifiable indicators developed to 
demonstrate achievement of sustainable results, or progress towards them. Those that were 
developed focused only on the prinlary project outputs, such as the establishment of test plots. 
This issue was also addressed as the project progressed, first with the introduction by ICEF of 
results based management reporting and more recently by an IDRC supported self-assessment 
workshop. The workshop was attended by all of the POU members. It captured, from the 
perspective of the project team, the most important salient events (both positive and negative) in 
the accomplishments of the project and thereby provided an understanding of the factors 
contributiilg to the projects success. The workshop identified and measured performance 
indicators and the outcome challenges which need to be addressed. 

In conclusion, while the project lacked initial strategic planning a broad range of activities have 
been undertaken and are ongoing to more clearly articulate the expected results and define the 
performance indicators required to measure the results being achieved. In assessing this criterion a 
moderated rating of 4, was awarded based largely on the recent activities undertaken to address 



past shortfalls. 

4.5.2 Project Design, Approval and Implementation 

"To what extent do the organization and its partners have the procedures and capacity to develop, 
design, implement and monitor developmentally soundprojects? " 

Project design: 

The project design did not provide for effective monitoring and for assistance in areas related to 
budgeting and financial management. This contributed to the deficiency in financial and progress 
reporting later on. As the project has progressed and particularly in the last two years many of 
these related weaknesses have been addressed. 

Pro-iect implementation: 

A circular dated January 20, 1995 had been issued to the VC's and VDB secretaries by the PSC 
chairman detailing the program. This had been followed by issuing 'Guidelines for 
implementation of the project - establishment of test plot'. And a Booklet No. 1 was issued on 
women's participation. These documents recommended procedures for establishing test plots and 
sound assessment criteria for approving activities regarding test plots, test plot farmers, 
verification and payment. These have been used in most cases to approve project activities. 

The process of designing the test plots was participatory. The major initial activities involved 
designing a land use and trees identification and planting plan for each test plot jointly by the 
local commuility and DPT members assisted by POU. Most test plots have been well designed. 

The POU, DPT and VCsIVDBs have worked together to manage effectively and efficiently the 
project activities. The responsibilities had been highly decentralized, for example, the villages 
were identified by the DPT and technical support was given by it, and the test plot farmer and test 
plot for each village were selected by the VC and VDB. The POU provided overall supervision. 

The POU met on a weekly basis on Tuesdays for internally monitoring the progress. This has 
proved to be an effective monitoring mechanism. All field problems were discussed and resolved, 
and modificatioils as appropriate in project activities were made in this meeting. The POU 
members, based on the verification reports and payment requests made by the DPT, recommended 
to the Project Team Leader for payment to the DC. VDBs have internal auditing mechanisms and 
this is undertaken by the VC audit committee. 

During the first five years of the project the project activities have been undertaken on a highly 
decentralized structure. The POU members work from their homes and meet on a regular basis to 
exchange information and participate in joint planning and implementatioil activities. This 
structure has worked well for the project. There is however an increasing need for a centralized 



structure which would play a key role in disseminating project materials, providing a forum for 
training activities, and for collecting and housing information on lessons learnt such as a baseline 
survey. Not all activities should be centralized but it is recommended that a Resource Centre 
which provided a point of contact for the above noted functions would be highly beneficial. 

In conclusion, the implementing organization and its partners have used sound assessment criteria 
to review and approve project activities, and have managed effectively and efficiently. On the 
efficiency side, the cost to establish one test plot is about Rp. 20,000. This includes all costs, 
administration and overheads. On the effectiveness side, the lessons learned have been widely 
replicated. The test plots are well designed. The village audit system and the verification done by 
the DPT have ensured that the funds were spent appropriately. While the original project design 
was weak, the ways by which the project activities have been designed and implemented has been 
excellent. A moderated score of 4 was awarded to this criterion. 

4.5.3 Budgeting, Accounting, Financial Control and Disbursement 

"To what extent does the organization have effective budgeting, accounting andfinancial 
procedures and contr-ols, arzd maintain adequate and accessible audit trails in Head Office and in 
the field? " 

The assessment against this criterion has been made at two levels, (1) Accounting, financial 
control and disbursemeilt and (2) Budgeting as an effective management tool. 
The accounting aspects are the purview of the POU, whereas it is the PCU, which has largely 
taken care of the budgeting function. 

At the project Icvel, the expenditure towards the establishment of the test plots is initially shown 
as an advance to the Deputy Comnlissioiler of the concerned District, and is released to the VDB 
for onward disbursement to the TP fanner. The DPT makes the release of funds only after 
verification. The process is generally stringent. The POU members do not physically handle the 
funds. The advance is adjusted once the infornlation regarding expenditure is received from the 
districts. The funds thus flqw directly to the VDB and the official machinery can remain immune 
to the pressure of handling funds in ail extremely disturbed field situation. The mechanism for 
disbursement of funds to the field thus remains efficient and transparent. 

The accounting permits the ICEF related costs to be tracked, even though there are no clearly 
defined systems for obtaining financial reports from the field. The expenditure is audited quarterly 
by external auditors and adequate and accessible audit trails can be found. 

Efficient systems of monitoring the expenditure against targets do not, however, exist at the POU 
level. The POU members perform the account functions in addition to their field tasks. They have 
received hardly any training in this area and feel generally challenged in this field. It has not been 
possible , at the POU level to generate cash flow projections and reports. Disbursement flonls 
have also not been projected but have beell handled in a need-based maimer, rather than being 



based on budgetary projections. 

The importance of the budgetary process has not been clearly understood at the POU level and the , 

budget is hardly used as a tool for effective financial planning and monitoring. There has 
however, been marked improvement in this situation over the last two years .The contribution of 
the PCU has been significant in processing the financial data and translating it into prescribed 
reporting formats. The IDRC accountant has contributed significantly to streamlining accounting 
systems at the POU level. The Project Manager has provided considerable training inputs in this 
area. 

Some savings are anticipated at the end of the project, assessment having been made of the total 
funds needed for the project. These would be approximately Rs.30 lacs. If a decision is taken to 
extend the project, these savings could provide useful bridging financing. 

In conclusion it can be said that a high degree of accountability exists at the project level, but the 
absence of well-defined financial management systems makes it difficult to maintain effective 
budgeting, accounting and financial procedures and controls. This is compounded by repeated 
modifications in the reporting format, some of them coming as late as 1999. Skill up-grading on 
in this area, coupled with a cultural re-orientation to appreciate its importance would be absolutely 
essential in the context of any extension of the project. The inherent weaknesses in the financial 
systems as well as limited financial skills resulted in a moderated score of 3. It is interesting to 
note though that the POU scored their performance in this area as a 5, indicating that they feel 
they have made significant progress over the course of the project. 

4.5.4 Project Reporting and Monitoring 

"To what extent does the organization monitor field operations, provide constructive feedback to 
reports form the field and submit timely reports that meet ICEF's requil-ements? " 

In this criterion the organization referred to are defined as the PCU and the POU. 

As noted in section 4.6.1, in the original project management plan an external monitoring 
component was included. However during the inception mission this activity was removed fiom 
the project. As a result during the first two years of the project ICEF did not obtain sufficient 
information to meet their requirements. 

As noted in section 4.4.3, the reporting requirements were modified or chailged on five occasioris 
during the project. Only limited training was been provided to the project staff to ensure that they 
understand and are able to comply with the reporting requirements. This made it difficult for the 
POU and the PCU to fully meet ICEF requirements. 

During the last two years the PCU has provide a significant amount of training to the POU in 
report preparation. NEPED was one of the first ICEF projects to adopt results based management 



b reporting formats in early 1999. While the narrative and financial reporting has improved 

'prr significantly and meets most of ICEF's requirements, additional training and capacity building is 
still required. 

QW 

QV 
At the field level the POU through the DPT's and the field staff, is able to effectively monitor 
operations and has used the information collected to modify field activities (e.g. land shaping). 

hv The DPT's submit regular monthly reports to the POU which include verification of field 

9, 
operations and expenditures. 

This criterion was awarded a moderated score of 4 based largely on the requirement for increased 
capacity building among POU members in reporting on all of the activities and functions 
undertaken by NEPED. 

4.5.5 Human Resources and Personnel Management /' 

"To what extent does the organization select, manage and utilize its human resources effectively 
and in line with its mission statement, objectives and strategy?" 

The human resources that the project works with are the POU at the project level, the DPT at the 
district level and the VDB 1 VC at the village level. The VDB / VC is the existing village level 
institution used for delivering the project. The existing institution has been strategically selected 
and utilized, and has functioned as a valuable human resource. The DPT, although created 
specifically for the project, comprises of district level officers who work on the project in addition 
to their normal duties as field officers of the different line departments. Here again, this human 
resource has been used strategically. The multi - disciplinary nature of this team has brought 
together the skills of field officers from different departments and imparted a synergy beyond the 
individual contribution of the officers from diverse departments. Neither of these, however, 
involves selection of personnel. It is , rather, an efficient use of an existing structure. 

It is only at the POU level that staff has been specifically selected for the project. The members of 
the POU have been drawn from different del~artments. They are attached full time to the project, 
while continuing to draw their salaries from their respective parent departments. All the members 
of the POU have a high degree of expertise in the myriad jobs they perfornl within the POU. They 
are highly motivated, and exhibit excellent teamwork. They have been extremely effective in 
pursuing the organization ~llission and in achieving its objectives. 

The members of the POU have acquired a high degree of skills, in areas hitherto unknown in 
Nagaland. Their computer skills, for example, were practically non-existent before the start of the 
project. Even though the enormity of the task of establishing and verifying almost 1800 test plots 
has been a constraint in their being able to get away and avail of fonnal training opportunities, 
they have been exposed to training in a number of different fields at the POU level. Particularly in 
the last two years, training opportunities have been expanded, with the Project Director providing 
significant training inputs. 



w 
b The POU members have functioned well beyond their job descriptions. They have exhibited high 

performance levels. Two POU members were dropped from the team in the early days of the 
b project, but since then they have continued as an enthusiastic, result oriented team. 

I 

b The POU members accord high respect to the project leadership. The Chairman of the Project 
Crrp Steering Committee and Chief Secretary Mr. A.M.Gokhale has taken deep and personal interest in 

the extraordinary human resource development which has come about through this project. The 
b Team Leader and Secretary Agriculture has managed and utilized the project personnel very 

@w effectively, and with great sensitivity. He has succeeded in providing a very supportive working 
environment. The project leadership has empowered the staff to achieve significantly high levels 

iu, of performance. 

b 
In conclusion, the selection and management of human resources has been a significant strength 

YP of the project, and was awarded a moderated score of 5 against this criterion. 

b 4.6 Learning and Innovation 
b 

The three assessment criteria in this component are intended to assess the extent to which the 
b implementing organization evaluates its performance to improve programming, explore new and 

(Or better ways to achieve desired results, and foster an environment of continued collaborative 
learning. 

(Ilpr 

QiV 
4.6.1 Review and Evaluation 

Qv "To wlzat extent does the organization condttct and lue reviews arid evnlztations to develop its 

b 
understanding of development processes and orga~izational issues and to improve its 
programming a~zd projects?" 

rrp 
The initial project plan prescribed a formal external monitoring function. This function was 

$P however removed during the inception mission. In hindsight, if this monitoriilg function had been 

'Qv retained it would most likely have played a very instrumental role in providing the implementing 
*organizations with feed back to make adjustnlents to the project as it evolved. This was a 

bv weakness in project design not attributable to the implementing organizations. 

During the first two years of the project very limited monitoring was prefonned. I11 1997, ICEF 
commissioned the Cairns report which was the first external review of the project. This was 
followed by the change in the PCU Project Manager and an external mid-tel l  review (MTR). 
Both of the reviews identified inany positive achievements as well as areas requiring increased 
attention. In total the MTR identified 16 issues requiring attention. The PCU and the POU 
responded to the mid-tern1 review by developing a plan to address the weaknesses which had been 
identified. The majority of theses issues have been fully and appropriately addressed however 
three key issues still require attention. These include the baseline survey, the development of a 
formal training plan and the development of closer linkages to the parallel research project. A 



Wv strategy to address these issues should be developed in the planning for the next phase of the 

b 
project. 

b On the positive side, many improvements have been made based upon these reviews. They 
include modifications to the TP model, the inclusion of an indigenous fallow management e component, the incorporation of lessons learnt into the production of a 200 page resource 

e* handbook, the inclusion of a gender component and improvements in project reporting. 

b A moderated score of 4 is assigned to this criterion based largely upon recent activities which 

b clearly demonstrate the partners intentions to become a strong learning organization. However, a 
significant level of effort will need to be extended to ensure that the partners capture all lessons 

b learnt and fully incorporate them into an ongoing project analysis and planning process. 

4.6.2 Innovation 

"To what extent is the organization, together with its partners, involved in developing and testing 
innovative development approaches and models which, when proved effective, are replicated?" 

The POU: 

The project operations unit is headed by a project team leader (PTL) who is a senior IAS officer in 
the rank of Secretary to government, and there are 14 members. The POU office is located besides 
the PTL's house and is housed in a very small building compared to the size of its operations - the 
poject covers almost the entire state. It has one large room which is used for conducting meetings 
and another, which is a computer room. The POU nlembers operate from their houses and meet 
once in a week at the office when the progress and problems are discussed and resolved. Each 
inember has been given a Maruti gypsy and a computer. There is no "office" culture which fits 
into the nature of the project which is field oriented. The style of operation has made the project 
very much functional. This is why perhaps results are seen more in the field. 

Qut. The POU is a multi-disciplinary team, with staff ~nenlbers drawn from varied departments like 

b agriculture, horticulture, soil conservation, irrigation, cooperation, touris111 etc. The entire 
expenses of the POU members which include their salaries and vehicle runiling/ maintenance cost 

b (initially) are met by their respective departments. The administration and overheads are met by 

crL the GON. 

b The small team of officers who conceptualized the project and were involved in its designing 
continued with the project throughout its implementation phase in many ways. The chief architect 

QP - Mr. A. M. Gokhale - became the chairman, PSC. Mr. R. Kevichusa became the PTL. And other 

W became POU members. 

Q The test plot: 

G 



The entirc enel-gy of the implementing organization has been focused on developing innovative 
approaches lo the proble~ns caused by jhuming. This is why it has been called a "search and find" 
project, and [he test plots are like an open school-cum-research station from which people will 
lea11 daily. Thus, a l tho~~gh there were guidelines to establish test plots each test plot is unique. , 

Land to wolnen: 

Culturally, Naga women do not inllerit land and do not own it. The allocatioil of test plots to 
wonleil has lead to women being able to own land. 

111 conclusion, the project has contributed three ii~novative approaches: (a) to project mana,oement; 
(b) to reducing the ill effects ofjhuming; and (c) to obtainiilg land ownership to wonlen. The 
lessons leail~ed from the test plots are already being replicated en Mzasse. A inoderated rating of 5 
was assigned to this criterion. 

"To what exter~t is the orga~iizatiorz and its staffe~zgaged in producir~g efSective docl~r~lcr~tatiori 
pn~-tict~lnr-(v z~sefi~l for the organizatio~z 's Eocalpaulr~ela? " 

The focus of the NEPED pl-oject, particularly in its early phase, was clearly on field level activity. 
The establishing of 1794 test plots in 854 villages was no mean task. It  hardly afforded the project 
teal11 ally opportunity to document its activities. In the last two years illore energy appears to 11ave 
been focused on the WOI-I< of doc~unentation. Given the cultural orientatioil of not bcing 
pal-ticular-ly "paper friendly", it has involved a great deal of effort on the part of the POU members 
in produci~ig some excellent docun~entation. 

The I-ichncss of the experiences, tlic lessons learned, and tlie knowledge acq~~ired would be losl i f  
not acc~~sately docume~lted. It ~vould also deprive Inany others who could benefit fi-om this 
invaluable I-csource. 

Ui~ticr t l ~ c  leadership of the PI-oject Chairil~an and Ch~ef  Secretary of Nagaland, 
MI-. A.M.  Gol<hale , tlie ~iiembers of the POU Iiavc developed considesable botauical skills and 
liu\;c 13111 togcilier a data base of botan~cal n~fomlation covel-ing allnost 6000 plants. 

'l'lie test plot \\~liicli is r~~ndarne~~ta l  to this projecl is in fact an inlportant field cxpesi~~ient. 
l l i c  obser\;atio~is and I-esults fi-om this espesinient 111~1st not be lost to the i~nde~iiably enornlous 
tasli ofcsti~l~lisliing and \ie~-iryi~lg tcst plots. Little effort has so far bee11 made in tile direction 0 1 '  
~iio~iito~-iny and documenti~lg fan11c1- ~uanage~nent practices in both test plots and replicalions il l  ; I  

systematic Inanl1cl-. At thc end of tlie day, tliere may 1101 be sufficient data gatliel-ed to acci11.ately 
a ~ ~ a l y z e  wl~at Ilappened on [lie field and i'orn~ulate conclusions. NEPED has been I-emal-lcably 
successf~~l ill what it set out to acl~ic\te. Documenting the lessons leanled and disseil~inati~lg to a 
widel 1~1bl ic  would be essential f o ~  deriving the maximum benefit from this success. 



The POU members have, particularly in the last two years, greatly improved upon the level of 
documentation in the project. Extension brochures have been prepared on various subjects relating 
to the project in clear and succinct language. Various papers have been presented by them at 
seminars and workshops both within and outside the country. Photographs and slides have added ' 

to the wealth of the documentation. 

The singular contribution of the project, however, is the remarkable book on the traditional 
agriculture of Nagaland. The book, the outcome of a 2-week workshop ,is a magnificent effort by 
the POU members, each of whom has contributed significantly. The book offers remarkable 
insights into the traditional agricultural practices in Nagaland and seeks to build upon them. 

Much remains to be documented in this project - given the remarkable experiments that have been 
made in the social and governance aspects, in addition to the fundamental test plot activity. For 
the high quality of documentation already achieved, the project is graded at 5 against this 
criterion. 

5.0 MODERATED ASSESSMENT GRID 

As noted earlier, the assessment guidelines were used in a participatory process to assess project 
performance. The assessment findings were synthesized in a participatory workshop in which a 
moderated assessment grid was prepared covering all of the assessment areas with the exception 
of the area related to governance. The scores for the governance criteria are presented as average 
scores. Similarly, as noted in section 4.1.5, the workshop did not reach a moderated score for 
criterion 1.5, Technology Adoption, and therefore an average score is included in the grid for this 
criterion. 
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Performance areas . -. Very Weak Weak Adequate G o .  "cry Good Excellent NIA 

1. Support of ICEF'S mandate and objectives - 1  2 3 4 5 6 
Suminable improvemenr of landiwaterienergy resources I 2 3 4 6 

Environmental concerns addressed 1 1  2 3 4 5 @ 
Women's participation 1 2 C3) 4 5 6 
Poverty reduction 1 2 3 4 0 6 

0 Technology adoption 1 2 4 5 6 =Bas. 
Micro-tntreprise deveiopment I 2 3 a 5 6 

Orfiers 1 2 3 4 5 6 NIA 

1. Capacity building I ' 1 3 4 5 6 

Institutional strengthening 1 2 3 6 

Swtegic selection of local partners (local NGO's..) 1 2 3 6 

P m e r s h i p  of local partners I 2 3 6 

Increased panicipation and empowerment of large: groups 1 2 3 6 

11 
. 2 3 4 5 6 N i x  

I 
I 1 I 

I '  
1 

3.  Sustainability 1 2 1 3  I 
Srrateeically focused I / Z  3 4 6 1 .  
Replication 1 1 2  3 4 @ 
Resource mobilizat~on I 3 5 

i 
I 6 ' 

Sustainabiliry of the locai :,~ilage lnstltutlons I I 3  4 6 

Others I 2 3 4 N / X  

1 





f& 6.0 CONCLUSIONS AND RECOMMENDATIONS 

b 
6.1 Assessment Process 

YPrs 

b As noted earlier in this report, NEPED was the first ICEF project to be assessed using the 
guidelines provided to the project assessment teams. The guidelines provided a clear framework 

b which greatly facilitated and brought a high level of uniformity among the teams in undertaking 

Plr the assessment. The following comments are based on the experience of the four assessment 
teams who used these guidelines to review the NEPED project. They are suggestions which are 

Qu, intended improve the application of the guidelines in the assessment of other ICEF projects. 

* 6.1.1 Briefing Assessment Teams 
iPr 

In assessing the NEPED project the PCU and the External Team jointly met with ICEF prior to" 
k v  commencing the assessment process for a briefing on the application of the guidelines. While the 

b guidelines appear to be simple and easy to apply they are in fact very complex. Having a common 
understanding with regard to the application of these guidelines resulted in a high degree of 

b commonality in the assessment between the PCU and the external team. In some cases the POU 

b interpreted some of the criterion slightly differently than the other assessment teams. Had they 
participated in the same briefing sessions provided to the PCU and External Assessment Team 

b there would have been a higher degree of commonality in how the criteria were assessed. 

e It is suggested that future projects assessments begin with a one day briefing provided by ICEF to 

b all the assessment teams participating in the project performance assessment. 

Wiv 6.1.2 Indicator Development 

b 
Perfonnance indicators were not developed for the NEPED project during the planning stage. 

b Each assessment team therefore prepared their own unique indicators which they used during this 

b assessment. A coinrnon and agreed to set of indicators may have resulted in a higher degree of 
uniformity in the process, however, the ullique perspectives of the four different teams would ' 

b have been lost in the process. 

b For projects which have not been planned with a set of performance indicators it is suggested that 

Ir each team identify their own iildicators in addition to those provided jn the ICEF guidelines. As 
with the NEPED assessment, this should enhance the assessmeill process. 

b 
6.1.3 Scientific and Technical Assessmeilts 

b The ICEF guidelines do not contain any criteria which specifically and singularly focus on the 

e soundness of the technical and scientific aspects of the project. A project which is weak 
technically might receive a high score since many non-technical issues are included within the 

b 
3 8 
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b few criteria which touch upon technical aspects. 

b It is suggested that an additional criterion be added to the assessment area which addresses 

b sustainability. It would address the technical soundness of the project design and implementation. - 
It might be labeled "Appropriate Technology". 

QW 

6.1.4 A Moderated Grid 

The four assessment teams for the NEPED project undertook their assessments independently. 
After each team had completed the process a one day participatory workshop was held to review 
the various teams indicators, findings and comments and ratings. With the exception of those 
criteria related to governance, the workshop attempted to facilitate a moderated or consensus 
rating for each criterion. 

This process was judged to be extremely beneficial for all of the organizations participating in the 
project. The exchange of findings and comments was particularly useful in bringing a wide range 
of ideas and new perspectives to the table. The implementing organizations expressed the opinion 
that this will strengthen their capacity to plan future project activities. The moderated grid 
however should not be read in isolation from the individual grids since where disparity exists 
between teams it often identifies areas requiring special attention. 

b 
It is suggested that the approach used to prepare a moderated grid be used in other ICEF 

Qlrp assessments. 

6.1.5 Assessment Scale 

The ICEF grid has 6 rating levels of which three indicate an assessment of better than 50% and 
three less than 50%. In many instances the various assessment teams felt that a neutral or 50% 
rating would have been the most appropriate. A fifty percent or neutral rating would have also 
made it easier to reach a consensus rating in the preparation of the moderated grid. 

It is suggested thit ICEF give coilsideration to the use of a scale with either 5 or 7 rating levels in 
future assessments. 

6.1.6 Criterion 5.2 

b Criterion 5.2, "Project design, approval and implementation", covers three distinct areas as 
defined in the definition. The guidelines provided do not deal with the approval stage and it is 

b suggested that this be removed from the label for this criterion. Design and implementation are 

fhiv unique different aspects of the project. A project might be designed well and score high in this 
regard while it is implemented poorly and score low. An average score would indicate an 

b acceptable performance when in fact a major weakness existed. 



It is suggested that criterion 5.2 be split into two separate criteria, one dealing with project design 
the other with project implementation. 

6.1.7 Criterion 5.3 

Criterion 5.3, "Budgeting, accounting, financial control and disbursement deals with two unique 
areas. In the NEPED project the assessment teams rated the project high in regard to accounting 
and the related activities which ensure financial control . They rated much lower with regard to 
the extent which budgets were used as a managerial tool. 

It is suggested that criterion 5.3 be split into two separate criteria, one dealing with financial 
control and accounting and the other with budgeting and the use of budgets as a management tool. 

6.2 Project Findings 
, 

The following section identifies the key findings and recommendations for consideration in the 
planning of future support to NEPED. Specific findings and comments on the various assessment 
criteria for NEPED have been detailed in section four of this report. 

6.2.1 A Successful Project 

Nagaland is a very diverse state with a high range of variability in geography, environment, 
culture, land tenure and ecoilomic conditions. The delivery of development assistailce is further 
complicated by the difficult political environment. It is within this complex environment that the 
project is judged to be very successful. It has resulted in an enormous expansion in tree cover in a 
short five year period, it has empowered the local farmers by providing them with opportunities to 
expand their economic potential and thereby have an impact on reducing povei-ty. 

The most significant environmental issue by far, facing the people of Nagalaild, is soil 
conservation and soil management as related to sustainable agriculture. NEPED is clearly focused 
to address this extremely critical environmental issue. 

b 6.2.2 A Unique Project Structure 

b 
The projcct owes much of its success to a unique project structure, exeillpliiied by the POU- a 

h v  multi-disciplinary teaill of government officials, detached froin their parent depar-tnicnts for the 
project duration. Their transformation from individual Government officials to a cohesive, * focused, motivated and highly effective team has in itself been a unique and sing~ilarly successful 

b experiment, the impact of which has transcended project boundaries. It has led the Government of 
Nagaland to form a multi-disciplinary Core Group, for effective delivery of Govenunent 

rClr programmes. 

fhv 
The co-opting of the knowledgeable and influential village elders into the project as local experts, 

b 

b 40 



aiid tlic LISC of the VDB as a crucial coinpoilellt of the delivery mechanism are strategic features of 
tlie pl-oject. 

The origilial and innovative managelnent ideas of Mr. A.M. Golchale, Chief Secretary of ' 
I 

Nagaland have translated into a unique project structure, the impact of which goes far beyond the 
project itself. 

6.2.3 Goal Level Iildicators 

Tlie goal level iildicators for this project address issues related to so11 co~iservation, a reduction in 
the rate of deforestatioil and forest degradation, increased availability of fuelwood and positive 
impacts 011 water cycles. Ail assessilleilt of perfornlance with regard to these indicators call ollly 
be 11iade \vithin the context of the jhuin cycle and the rotation age for the forest crops which is 10 
ycars or longer. However, the assessinent teain feels that based upoil the high level of appropriate 
and successful replicatioil which is occui~ii-~g and the increased environmental awareness at zhe 
vi l lage level, that the project is making significailt positive progress with regard to the 
acliieveineilt of project goals. 

6.2.4 Soil Conservation 

Tlie NEPED lnodel of land shaping has only been replicated on a small scale (7% of farillel-s 
indicated that they iiiteiided to use the illode1 again, Klein report). Tlle saine report fouiid that 
93% of the fan-ii~ers use traditioilal methods of land shaping. The original NEPED inodel is not 
replicable 011 a large scale and tlie challenge for the project in the future will be to identify cost 
effective technologies to illiprove traditional land shaping methods. 

6 .2 .5  Baseline Sur\~ey 

Tlic or~ginal pl-olect des~gn called for a baseliuc sunfey to capture lessoils learnt and to feeti hacl< 
~nto  llic ~~itcrnal project moll1 toring a revlew proccsscs. 111 the first year of tlic project a I~L-mat Sol 
~ h c  S L I I \ ~ C ) /  \\/as cslabllshed 2nd agreed to and tile POCJ and DPT's began to collect tlic bascl~lic 
( I ; l t ~  Tlie POU members Iio\\~e\le~- found themsel\ es 011 steep learn~ng cLu-\Je \\{it11 a very lica\y 
\ V O I  Iiload and a dccrs~on \\Ins made by tlie PSC to p u t  the basel~ne sur\.ey on llbld. 

1'0 ili~rc 110 addilional wol-1; Iias bee11 undertalien i l l  tlie collection of baseline ciala. ?Phe lack of 
SLIII.~!,  dala \\~liicli pro\/icies tlie organizatio~is \vi~li lit)! infol-mation for pro,jccr analysis and 
~ > l a l ~ l ~ i ~ i g  is Jr~clgcd to bc a \\~caI<ness in the 131-qject. I t  is reco~umeiided tliat tlie develop~~ient and 
i~ i i~~lc~i ic~i ta t io~i  of a baselinc survey be a key co~llponent of ally f ~ ~ t u r e  PI-0-jecr activities. 



6.2.6 Research Linkages 

b The parallel research project sponsored by IDRC and implemented by the State Agriculture 
Research Station is attempting to identify and introduce alternative land use options. These 

QP include the introduction of crops with can be produced and harvested during the fallow period. 

b The linkages between the this project and NEPED are very weak. 

b When the research project was designed IDRC had a full scale regional office in New Delhi which 
was responsible for coordinating this project. Part way through the project the office in New Delhi 
was downsized and the responsibility for coordination was transferred to the IDRC office in 

b Singapore. This transfer in-responsibility is judged to have, in part, contributed to the weak 

* linkages. The linkages between these two project should be formalized and strengthened. This 
might best be done by having a single manager responsible for both projects. 

WIP 
6.2.7 A Training Plan * 

b A very significant amount of training has been undertaken during the first five years of the 
project. This includes training at all levels from the POU to the village farmer. Training in 

b technical aspects related to jhum cultivation, gender training, results based management, 

h participatory rural appraisal systems, reporting, financial accounting and more. The majority of 
this training has been undertaken in the absence of a fonnal NEPED training plan. It is 

@P recommended that in planning future project activities a fonnal training plan be prepared which 

e* 
targets the specific needs and gaps of the various project participants. 

G 6.2.8 Marketing 

b The development of markets for the forest products to be harvested from the jhum fields will be 

b critical to sustaining the NEPED model. Some work has been undertaken in this regard but much 
more needs to be done especially in the developinent of non-timber forest products - an area 

Cr which is becoining an increasing inlportant component of the project. 

QW 
6.2.9 A Resource Centre 

b 

e During the first five years project activities have beell undertaken in a highly decentralized 
structure. The POU members work fro111 their homes and meet on a regular basis to exchange 

Qrv information and participate in joint planning and implementation activities. This structure has 
worked well for the project. There is however an increasing need for a centralized stnlcture which 

fb would play a key role in disseminating project materials, providing a forum for training activities, 

b and for collecting and housing information on lessons learnt, such as a baseline survey. Not all 
activities should be centralized but it is recommended that a Resource Centre which provided a 

b point of contact for the above noted functions would be highly beneficial. 



6.2.10 A Need lo Focus 

Tlic project was designed to support the establisllment of TPs ill all of thc 1,000 Naga villages. 
Wliile some have expressed the opinion that this approach lacked focus it was in fact very 
s11-ategic in thal i t  tool< away opportunities that might have otherwise res~llled in political 
favoritism in tlie selectioil and delivery process. I11 addition 80% of tlie population and the 
majority of the poor live in rural villages whicli practice jhuin cultivalion. NEPED is directly 
rocused on these fanners. 

l'his approach has led to a high level of replication and built a strong fou~idation for future 
activities which can provide a liigh level of value added fuilctioils to these fai~ners rather than 
providing continued support to the development of test plots per see. These fi~nctions should 
include activities related to indigenous fallow management providing the ijrrner with increased 
income gellei-ating activities during tlie fallow period. Opportunities to develop linkages both 
inteimally i11 India and externally wit11 other orgailizations that are developing and testing 
agroforestry models should be explored. These organizations should include the International 
Centre for Research in Agroforestry (ICRAF). As inentioiled earlier inci-eased attention should 
also be paid to the development of effective soil managemelit and consei-vatio~i teclinologies. 

6.2.11 The Role of the Project Coordinating Unit 

In the last two years of the project tlie PCU has provided a very liigh level of support and 
guidance to the POU and its partner organizations. The PCU has been instrumental in assis~ing tlie 
POU in a. \vide range of areas. These include but are not limited to the development o i a  st~rategic 
response to tlie mid-tel-111 review, in undertaki~lg a survey to assess tlle TP I-esults and adjust 
project policies, the developinent and pi-epa1.atioii of extension niaterials iiicludi~ig a 200 past 

resource book, and assisting in the development of results based reporting. The support \vl~icIl tlie 
PCU provided tlie POU in the development ~uild assessment of perfor~iiance indicators has grcatl!r 
stre~~gtliened the PO U's ability to liieasure its achievements and therchy its strengths and 
~vcaknesses. Lastly, the PCU l ~ a s  input into the developmellt of policies ~ ~ n d  strategies \\iliicli will 
assist i l l  s1ial)ing NEPED beyold tlie cusselit 131-0-ject. 

Wliile Ilie POU's capacity has strengtlieneci significantly tlicy still recl~1i1.c S L I / I ~ O ~ ~  i l l  I<cy ~ I . O ] C C I  

activities sucli as llic dkvelopliieilt of a L3;acIillc survdy, applied ~~csc:l~~cli. 11-ai1ii1ig hid I . C ~ , O I - I ~ I I ~ .  

Slioulcl ICE]; rund a second phase ~vitliout a I'CIJ, allel-natives to adcii-cssing tllesr contiii~li~ig 
needs \ \ t i l l  Iinve to be developed. 

0.2.12 S L I ~ ~ O I - t  of ICEF's Mandate 

ICEF's nialidnte focuses on tlie developmelit of capacity in Indian ~nst~tutions to 11dd1-css 
cn\i~ronniental issucs. NEPED is clearly focuscd and supportive oS1C'El;'s mandate. 



Appendix 1 

Terms of Reference 



TERMS O F  REFERENCES 

PERFORMANCE ASSESSMENT 

bv NAGALAND ENVIRONMENT PROTECTION AND ECONOMIC DEVELOPMENT 

rrsr THROUGH PEOP1,ES' ACTION (NEPED) 

QV 

b 
1 . 0  INTRODUCTION 

Nagaland Envirollnlellt Protectio~l and Economic Development through Peoples' action (NEPED) 
was launched on December 1 ,  1994 which  ill fo~~zlally coine to an end on June 30, 2000. l'l~e 
project is being in~plemented jointly by the South Asia Regional Office (SARO) o i  the International 
Developnleizt Research Centre (IRDC), New Delhi and the State Govei~~lneiit of Nagaland tlirough 
a Project Operating Un~ t  (POU). While the larger amount of project funding is obtained from India 
Canada Environment Facility (ICEF), the pro-ject i~llplernenting organizatio~l (SARO-IDRC) also 
contributes to the project. 

Overall directioils and policy guidelines for achieving the project objectives are provided by a 
1'1-0-ject Steering Cornmiltee fornled for this pillpose. ICEF Project Office (ICEFPO) is entr~~sted 
\vith the responsibility to ensure that the project 1s generating the results as outlined in the Prqject 
PI-oposal and the Pro! ect Ma~lage~nent PI an (PMP) 

e I .  I Goal (Long term Ob%jective) 

ePsr Tlic Goal of 11ic ~)~-olcct 1s to develop al)p~-o,~cl~es to t r r u ~ s f o l ~ ~  the e~ls t ing  practices of sh~l ' t~ng 
cultivation ~n to  a s u s ~  ~ ~ n a b l e  practlcc tluougli ;!go-forestely, thus achie\r~ng susta~nable ~ i i a l ~ ; l ~ ~ ~ i i e ~ i t  

b of ilie 11atu1-a1 rcsou~-(.c base of i l~e  State of Nayland for the benefit of ihe Nagaland people. 

b 
1.2 Purpose (I~nrncdiate Objective) 

rprp 

b 
The p~~rposeoSlliis P I . O ~ C C ~  is to ctevelol-, anci demonstrate new appl-oacl~cs, based on test plots \\~liicl~ 

. \vould impl-o\~e tlie 111-acticc of  shifting culti\/arion and transform it  into agro Sorcstl-y. The objecli\;c?s 

b are: 

b t Dcvelo~-,nrcnt o l' a1 temati\~e approacli l'or shifting cul t~\~at io~i ;  
t * [ncreasc i l l  Illcome of tlic people oi'Nagala11d; 
t Enl~anccnlcn~ of  tlic capabilities of local insl~tutlons (govel-nmc~it and 11011-govcrnmcn~) to 

b i111~1~1take ~iianageii~enl of Ilic I-esourcc basc In partncrsl~~p \ t l l l ~  '~nd fbr the bcnetit ol'ilic 
Naga land ~ n l i ~ ~ b ~ t a n t s .  

b 

b A brief summary ofllle project backgroiuid is included in Appendix A ol'tliis cioc~uuent. 



2.0 PERFORMANCE ASSESSMENT 

2.1 Missio~l Objectives 

The purposeof l~erfoi l~~ance assessment is lo iundertalte participatory assessment of the relative 
performance of the implementiilg organization and their partners in: 

Formulation, iillplementation and co~ltrol of the project; 
b Success in achieving results consistent with project objectives as defined in the Project 

Management Plan (PMP), sound developmeilt principles and ICEF's mandate. 

Tlie assess~nent will be made with regards to the followiilg perfonnance areas: 

b Support of ICEF's maildate and objectives 
b Capacity building 
b Sustainability 
b Governai~ce 
b Project mai~age~uent 
b Learning and innovations. 

Each of the perfoinlance areas cited above should fiu-ther be brol te~~ down into relevant pro-ject 
specific sub-a~eas as illustrated in the following table. 

Table I - Pel-formance Area 

I .  S u p l ~ o ~ . t  o f  ICEF's  ~nanc la te  and oblectives 

1 1  S u s t a ~ ~ ~ a b l e  improvement of  land/\\:ater/ene~-gy resources 
I .2 I ? ~ ~ \ ~ i ~ - o i i ~ m e ~ i t a I  conce1.n~ addressed 
1.3 \ , \ 'onle~~'s  parlicipation 
1 4  I'o\.crry rocluction 
1.5 ' I'ccli~lology adopt1011 
I . O  i\/lrcro-c.ntespr~se de\felopnie~~t  
1.7 Olhers 

I ? .  ( ' i ~ p ; ~ c i t \  b ~ ~ i l d i n g  

2 1 Inst~lul~onal  s t~engtheni~ig 
2 . 2  Scraieyrc selection of local pnI.tncrs (local NGOs) 
2.3 I'a~.tncssIiip of local partners 
2.4 Incl-easecl par-ticipation and e~llpowet-lnent of'target groups 
2.5 Others 

3. S u s l a i ~ i a b i l i t ~ ~  

3 .  I Strategically Iocuseci 
3.2 Ileplication 
7 7 . Resoul.cc mobilization 
3.4 Sustainability of the local village instit~~tions 
3.5 Otliers 
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4 1  Effective direction ant1 control of  project steering conunittee 
4.2 Accountabil~ty 
4 . j  ICEI:'s responsive mecl~anism 
4 . 1  Otller 

5 .  I'roJcct management  

5.1 Strategic analysis and ~ ~ l a n n i n g  
5.2 Prqject design and approval 
5.3 Budgeting, acco~~nt ing ,  financial controls and disburseinents 
5.3 Pro,ject reporting and monitoring 
5.5 Human resources and perso~l~lel  ~llanagement 
5 Others 

6 .  Leal-ning and innovation 

6.1 lieview and evaluation 
0.2 Illnovation 
6.3 document at to^^ 
6.4 Others 

Notc.: Tlic cstcrrlcll c~~alr~atio~r tetlrn 1 1 1 n ) ~  have to pr-iorifizc the critical areas,fi.orrr rr~iro~rg\.i rlrcl 1i.u o h o ~ v  I I I  r~o~r.~r,lr:rfro~i 
i~lith the l~roject i~rrl,ler~re~?tr~rg or.gnrlization. 

Wliile some of the abo1;e perfol-~llaiice areas will be considered most critical, some otliel-s niay havc 
rclalivcly less re le~~nncc to tlie specific context of the pro-ject. Please refcs to IC'EF's Pel-fol-nialicc 
Assessmenl Guidelines Ibr definitions and guidance in regard to tlie basic pcribl-mance asens, CI-i~cri:i 
of assessment and i~idicators. 

111 OI.CICI- to i11ipr01.e llic fairness, quality and consistency of the Jlldgenients being made iuid as  
stipulalcd in ICEF's Pcl-fornlance Assessment Gi~idclines, tlie perfol-mancc assessment will sccl; 
l'cctihacl; fi-om all tlic llirce major participanls 11aniely tlie e s l c r ~ i ~ ~ l  c\.alualion team. tlic 
iml>lcrnctiti~ig oryanization and ICEF. Since, tlie project implementing orya~iiznt~on is cornl~l-iscci 0 1 '  
\\vo l i~~icrio~ial  pi11.l~ nnmcly (lie Project C o o r d i ~ ~ a t i ~ i g  U~i i t  (I'CU) at N\j'c\\; L)cllii'ancl ~ l i c  1'1-ojecl 
O ~ ) ~ I . ; I L I I ~ ~  Unit (I'OLJ) al I<olii~iia, tlie perfol-mance assessment gsiti c)  I' ~~rc!jcct implemeliting 
ol.ga~iiz;~tio~i \ \ . i  I1 hc coliiprised of two performa~ice assessment grids, to hi. p~-cl,ascd i ~ittcpcnclcntly 
hy eacli. Tlie J~~dgcmel i ts  \ \ r i l l  be glided by exlendect a~ialysis of tlie peslol-~nancc ;rsscssmcnr urcas 
s ~ ~ p l ~ o r t e d  h y  [lie use ol' indicators. Tlic ratings of the LCEFPO and  tlic)sc 0 1 '  tlie in i l~ lcmcn~i~ ig  
ell-ganizi~tions \ \ : i l l  be included iu the draft and final repol-t. 

'Tlic lea111 of estenial evaluators will be coinprised of t h e e  members i.e one Canadian Team Leader 
and two llidian specialists. Tlie team illembers anlongst tIiemsel\res s l i o ~ ~ l d  l i a ~ ~ e  expertise in tlie 
I'ollo~ving areas. 
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b Agro forestry , farm forestry , soil and water conservation; 
b Community participation, community based institutions, gender empowerment; 
b [nstitutional arrangements (administrative structure, delivery ~iiechanisliis etc. of the village , 

institutions/ state gover111iient / cooperatives). 
b Marketing (marl<eting of timber, development of illarketing infrastructure, controls, pol~cy 

gi~idelilies etc.). 

Tlie ],er.formance assessment will be conducted 011 the basis ofailalysis of the perfol~nancc areas 
iising suitable criter~a atid indicators. Indicators are to be developed by the external evaluators iising 
ICEF's Performance Assessineilt Guidelines. The external evaluators will subnlit a narrative report 
including a ratlngs table on each perfonllance area. The narrative part ofthe report will elaborate on 
[he findings based on a~ialysis of the selected performance areas and criteria togctlier witli 
Iiighlighting the ~iiajor lessons learnt and reco~nmendations for future course of action. All the ratil~g 
tables completed by the external evaluators, ilnplementing organization (PCU & POU) and ICEFPO 
will be annexed to tlie final report. 

Following persons have been short-listcd to fo1111 the team of external evaluators: 

b Team Leader (TI,) : Ricl~ard H .  Raerg, Ottawa, Canada. 
b Cotnrnu~iity Participatioo (CI') : S.K. Vettivel, New Delhi. 
b I~ is t i t~~t io t ia l  Arl.angernents (IA) : Ms. Dipa Sing11 Bagai, New Delhi 

Respo~isibilitics of each expert are stipulated in the following table. 

'Tablc 2 - Respo~isibilities of' Espcrts T 1, CP 1 .A 

I. S~llq)oi-t o f  IC'EF's ~ l l a ~ ~ t l ; l t c  irnrl objcct i \~cs 

1 . 1  Susra~llable impro\lemcnt ol'landin kiter/cncrcy cesources Z 
I .Z I ~ ~ ~ \ ~ i ~ . o ~ ~ ~ i i c n t n l  concerns adtlrcsscd 
1 .3 Womcll's ~xrrticipation 
I ,4 I ' o v c ~ . ~  rctluction 
I ..5 'I'cchi~ology atloption 
I..G hrlicro-cntciprisc tlc\,clopnlcjlr (11131.l\tti11g) 
1.7 O[hcls 

2.1 I n s t i t ~ ~ l  ioliai strcngilie~iilig 
2.2 St~-alcgii selection of  local pa~- t~ le~ . s  
2.3 I '~~r-r~ic~.s l~ip of local partners 
3.4 i~icreascd participatioli arid t .~npowc~-~nel i t  of target groups 
2.5 Others 
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b 2.4 Scope of \\/oi-l< 

.; . I Sr~.ategically foc~~sed  
3.2 Replication 
3 ,  
-J . -J I<cso~~rce mobilization 
3.4 Sustainability of the local village institutions 
3.5 Others 

4. ~ ; o \ ~ c l ~ l l ~ l ~ l c ~  

4.1 IEffefective direction and control of project steering conlmittee 
4.2 /\cco~~ntability 
4.3 ICEF's responsi\le mechanism 
4.4 Others 

5. I'~.o,jcct rn;lnagcment 

5. I Strategic analysis and p lan~~ing 
5.2  I'rqject design and approval 
5.3 13udgeting, accounring, financial controls and disbursements 
4 Ill-qject reporting and monitoring 
5.5 I-Iuman resources and personnel ~llailagelne~lt 
5 Others 

6. I,~;1r1ling and inllovatiou 

0. I Revie\\, and evaluation 
0.2 Innovation 
0.3  Llocume~ltation 
0 4  Others 

eel 
I'llc I C C I I I ~  o S cxtcmal C \ ~ J ~ L I ~ ~ O I  s w ~ l l  be required to undcrtalte the folio\\ Ins b~.oad actlvit ics to\val.ds 

b 11ic.ctin~ the oblcct~vcs O T  t l ~ c  Mission. 

l?c\;ic\\: project tlocun~cnts; 
Finalize pel-fol-mancc areas, criteria and indicators \\lit11 1DRCII'CIJ alltl ICEFPO: 
1'1-cparc a specific wo1.1, plan for the Mission; 
iliscuss with the POU staff at I<oliii~la : rc\lieui a\tniiable rccorclsidara basc anti ciocumcrlls. 
to L I I I ( I & S ~ ~ I I ~  ~~ol ic ics ,  ~>rocedures, practices relaled to plalll~ing, esecutioil, mo~~i to~- ing ,  cLc.; 
\'isit ~.cprcsentative sitcs sclected li-om the lists ol'TPs as  tesl c;lscs. TPs Iila!: I,e selecteci as 
pc~.  tlle l,~.ererence oi' L I I C  t m n  members; 
Discuss \\lit11 llle I 'P bcneticiaries, otI1el.s; 
Sceli adtlitiollal clal-ificalions fi-om POU; 
1'1.cpar-c draft repoll aficl- receiving specific i n p ~ ~ l s ;  
Sub~iiit  a fil-st dl-nlt 1-cpol-t which include the I O L I I .  rating grids; 
IDRC, lCEF for discussions; 
Modification if necessary; 
S ~ ~ b n l i t  final report. 

X 
X 
X 
X 

X 
X 
X 

X 
X 
X 
X 
X 

X 
.X 
X 
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Appendix 2 

Mission Itinerary 



2.5 Suggested T ime  Schedule 

The Missio~i will be for a period of 22 working days (days of  rest are not included) as per the 
Sol lowing s c h e d ~ ~ l e .  

Table  3 : T i m e  Schedule 

Tuesday ( critical perfo~lnance areas, criteria o f  assessment, selection o f  

Day 

.lanuary 10 
Monday 

January 1 1 

( iildicators etc. 

Activities 

Familiarization, collectioil of relevanl prqject documents, 
discussions elc. Going through the reports etc. . 

Soiilt disc~issionslworksliop with IDRCIPCU and ICEF to idenlify 

11 .laliuary 13, T l l~~rsday  / Departore Calcutta for Di~napur  and Di~napol- for Koliima. 11 

.lanuary 12 
Wednesday 

.lan~iary 14, 13 
Friday, Saturday 

Follow up on Lhe above. Departure Dellii for Calcutta by evenins 1' 
flight. Night halt at Calcutta. 

Discussio~is wi tll POU. Colleclion of  infom~alioii and seview of  
pertineill documents/records. Finalization of field program. 

11 Sanoary 16, Sunday I I~lternal discussions amongst the external Team inembers. I I 
January 1 7  - 22 
Monday - Satusday 

Field visits on physical status, discussio~i will1 13r1ners and othc1.s as 
per need. 

. J a n u a r j ~  23, Sunday  

.Ianl~ai-!~ 24 -28 
Monday - F~-ltia!~ 

Rest day 

Additio~ial ficld v ~ s ~ t s .  CIar~!ications Psom POU slaff on ~ d e n l ~ l i c d  
issues. Preparation of draft report at I<oliima. 

(Siln11a1-y 20. S;~,urday I Travel bacli 10 Dcllii. I 
~ J~ I I I I I~~ I . ! '  30, Sunday Rest day 

.lanl~a~-y 3 1 
Monday 

1 Fehr~iary 2. Wednesday I Submission 01. filial repost. 

Comparison ol‘pcl-Sormnnce assessment g~ ~ d s  a ~ l d  I > I - C S ~ I ~ ~ ~ ~ I O I I  0 1 '  
major 1i1idingsl1-ecom1i~e1ic1~~t1ons Lo IDI<C/PCLl, POlJ ' ~ n ~ l  IC'El' , I I I ( I  
rcceive Seeti back.  

Fch~-l~ary I , T ~ ~ c s d a y  

Tlic Team Leadcl- will collect and collate tlic materials from the team members and \ \ r i l l  s ~ t b r n ~ i  tlirec 
copies of Llic final report coiuplete in all respects. 

I 1 

Finc tuning o l' I lie I-epo~-1 



ITINERARY FOR THE REVIEW TEAM 
DATE 
1 3.1.2000 ARRIVAL KOHIMA 
14.1.2000 KOHIMA MEETING WITH POU 
15.1.2000 KOHIMA MEETING WITH POU 
16.1.2000 KOHIMA MEETING WITH POU 

FIELD VlSlT 
GROUP-I GROUP-II 

MR. RICHARD HUGO BAERG DR. VETIVEL 
AMENBA BENDANG 
QHOTOVI PURAKHU 
SANCHO GHUKHUI 
P.KOZA ZACHUNU 

GROUP-Ill 
MRS.~I.RA .... P H A . ~  4 

CHOZHULE 
VlZONYU 

ACHARYYA 

DATE FROM TO FROM TO FROM TO 

.- -- - 

TlZlT 

MON 

19.1.2000 /FIELD VlSlT IN MON DISTRICT 1 
I 1 

MOKOKCHUNG-VIA 
TAMLU 

' KOHIMA PHEK 

iF!ELD VlSlT PHEK DISTRICT 

i 
iPHEK ZUNHEBOTO 

I 

/FIELD V!SIT ZUNHEBOTO DISTRICT 
I 
ZUNHEBOTO MOKOKCHUNG 

b K o K c H u N G  KoHlMA VIA WOKHA 

~KOHIMA PEREN & BACK TO KOHIMA 1 
I 1 FIELD VISIT KOHIMA DISTRICT 

I 1 KOHIMA ZUNHEBOTO 

I 
MOKOKCHUNG 1 

/MOKOKCHUNG KOHIMA VIA WOKHA i 

#MR. ARI JAMIR WlLL RECIEVE ALL THE 3 GROUPS IN MOKOCHUNG ON 20TH AND 21 ST JAN, 2000 
#ALL THE GROUPS WlLL LEAVE MOKOKCHUNG AFTER BREAKFAST ON 22.1.2000 FOR KOHIMA 
#ON THE WAY THEY WlLL VlSlT FEW TEST PLOT IN MOKOKCHUNG DISTRICT 
#MR. Z.KIKON WlLL RECIEVE THE GROUP IN DOYANG BRIDGE AND VlSlT THE WOKHA DISTRICT TEST PLOTS 
#LUNCH AT WOKHA AND PROCEED TO KOHIMA 

Sdl- 
(R.KEVICHUSA) 
TEAM LEADER, 
POU(NEPED . 
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1.0 PURPOSE $,';f;i;;j 
.,,fc:<$; 

, '!'d 

. . 

. . 1 . 1  Purpose. This paper describes the criteria and process that ICEF plans to use to condilct perfonnance assessment of projects in a 
participatory manner. This process will improve partnership between the implementing organization, their partners and ICEF. 
Performance assessnlent consists of an assessment of the perfonnance of the implementin 'ora,anization, their partners and ICEF in 
the formulation, implementation and control of development projects, and their success in achieving results consistent with the 
indicators as defined in their Project Management Plans (PMP) and ICEF's objectives and mandate. Perfoli~lance assessment is 
used to check and assess how an in~plementing organization, their partners and ICEF are perfonlling in a number of key areas. This 
assessment enables judgments to be made about the extent to which an allocation in suppoqt of an ICEF project is likely to 
contribute to sustainable development. 

,i 1 2 Performance areas. The assessment is made in regard to the following six performance areas. ,,:< 
, 2, 

1. Support of ICEF's mandate and objectives 
2. Capacity building 
3. Sustainability 
4. Governance 
5. Project management 
6. Learning and innovation 

Note: some of these areas can be considered critical. 
. .,.:,..- . .<I$ . :.*,. 

1 .; Performance assessment grid, criteria and guidelines. An assessment grid and rating scale have been developed for assessing the i :;:.::pjj ,!!.,:i;:i 

performance of each ICEF projects in relation to the above areas. Definitions, criteria and guidelines have also been developed to ;, i,:,:;{::l 
"'?. ,l ., :.. ,;,::: 
!. ; 'q:,,; 

assist in the assessment process. The assessment grid, criteria and related guidelines are attached to this paper as Appendix A and B. ::,.::+d ...., 
;r:j,jg;y 

2.0 PERFORMANCE ASSESSMENT 

A common set of perforn~ance areas and criteria will be establish between the implementing organization and their partners, 
ICEFPO and the external evaluation team. Prior to the perfonnance assessment, the t hee  par\lrs must agree u it11 the perfollllance 
assessment gs~d. ci-itel-ia and indicators. 

The performance assessment grid will be completed by : 

Implementing organization and partners 
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ICEFPO 
External E\laluation Team. 

2.1 Responsibilities of the implementing organization. A11 Implementing organizat~on \vill  provide input into the assessment I,rocess. 
including the submission of a self-assessment using the sanle perfoinlance assessment grid as ICEFPO and the external eva1uato1-s. 
Information and argumentation supporting this self-assessment will be included in their report. In their discussions and in their 
reporting, the implementing organization should articulate and demonstrate what is being done and achieved in the various areas 
being assessed. 

The implemeilting organization should provide information required by the ICEFPO and external evaluators to make a sound 
assessment. The extent to which an implementing organization provides an honest and critical assessment of their projects 
should be treated as an important performance indicator. 

2.2 Responsibilities of ICEFPO. ICEFPO is responsible for making an assessment of the implementing organization's performance. 
A major responsibility of ICEFPO throughout the year is to gather and assess inf~mlation regarding the performance of the 
implementation organizations. Particular attention should be given to those performance areas where information is lacking or 
where there have been significant changes. In making this assessment, ICEFPO is expected to draw upon its experience with the 
organization, consult with others who have knowledge of the organization including previous project officers and recent evaluators, 
consult with the organization, and to review the many other sources of information available such as: iilstitutional evaluations; 
mid-tenn reviews; project submissions and reports; evaluations, assessments and reviews conducted by the organization; field trips; 
audits, financial statements, and financial viability assessments. ICEFPO will provide an assessment using the same perfonnance 
assessment grid as the implementing organization and the external evaluators. 

2 .3  Responsibilities of the external evaluators. The external evaluators will be comprised of one Team Leader and one or two 
specialists. The team, amongst themselves, must have expertise in the project's field. The exte~nal evaluators will submit a narrative 
report including a ratings table on the specific performance area. The perfomlance ratings will be done on the basis of analysis of 
each of the perfom~ance area using suitable indicators. The narrative part of the report will elaborate on the filldings based on 
analysis of the selected performance areas together with highlighting the major lessoi~s learnt and recoinnlendations for future 
course of action. 

2 4 Challenge. It is acknowledged that the process of making judgillents regarding the perfonnance of an organization is a sensitive 
and difficult one. Even with the provision of standard assessment, there are problen~s of subjectivity in those nlaking judgments, 
different assessors applying different standards, and inadequate infoilllation. Tlie purpose of this proposed method is to improve 
the fairness, quality and consistency of the judgments being made. 
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2.5 ICEF's revielv. The assessments and recommendations agreed to at the section level are presented to the ICEFPO cvhere they zre 
again subjected to review. This process is designed to ensure greater consistency among sections and serves as a final \:etting o i ~ h e  
assessment. 

2.6 Supporting documentation required. ICEFPO nlust document the basis for the perfonllance rating. This documentation s e n - s  as 
a record which can be referred to in future years. ICEFPO should review this doc~~mentation regarding the perfornlance rating tc' 

ensure that the docu~nentation has been prepared, and that the,argumentation and evidence is sound. Preseiltation of this s u p p o ~ ~ n :  
documentation to lCEF7s Joint Project Steering Comlnittee (JPSC) IS not required. Only the perfonnance assessment grid must b s  
circulated to the JPSC. The basis for the rating and recolnmendation can be reported orally to JPSC, however, the JPSC can ask ;o 
review the supporting doculnentation in order to establish the validity of the rating. 

2.7 Recommendation, record of decisions and issues raised. The decisions taken at JPSC, and any related discussions, should be 
recorded. This record should be reviewed by those involved to ensure that it is accurate and complete. The final acceptance of  I'?.? 

perfonnance assessment is by the JPSC. 

2.8 Timing of assessments. 

Task 
The perfornlance assessment exercise is launched 
ICEFPO prepares specific TOR using this guide 
Selection of externals evaluators by ICEF 
Update and modification of the performance grid with the collaboration of the inlplenlenting organization and the external evaluators 
Implementing organization completes a self assessment using the perfolmance grid based on ho\v they rate their perfolmance 
ICEFPO fills the same performance grid based on his long-term evaluation and understandiilg of the functioniilg of the organizatior 
Site visits of the external evaluators 
Externals evaluators fills the same perfonnance grid based on their short visits, assessment, briefing, docun~entation and field visits 
All grids (ICEFPO, external evaluators and organizations) are combined i t  the perfo~~llance assessnlent report which is prepared b!. 
extenlal evaluators 
Deposit of fisst draTt of the perfomlance assessment report to ICEFPO Tor review 
Modification if required 
Deposit of the Final Perfomlance Assessment Report 
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APPENDIX A 
Performance Assessment Grid and Criteria 

Assessment Grid The attached grid sliould be used to rate the perfoilnance of an organizatioi~ in regard to the six basic assessment 
areas. For each assessment area, the organization should be assessed using tlie following six-point rating scale: 

6 - Excellent outstanding 
5 - Very good very capable or sound 
4 - Good more than adequate 
3 - Adequate weaknesses, but no major deficiencies 
2 - Weak some niajor deficiencies 
1 - Veiy Weak little or no activity or extremely poor result 
NA no activitylnot applicable (Note: to be used only to rate the selected criteria as per the grid) 

Assessment criteria: For each assessment area, critical criteria have been identified which should be used to rate perfoilnailce in the area 
using the above six-point scale. The self assessment and assessment of the implenlenting organization against these criteria serves as the 
basis for making an overall rating for each of the assessment areas. Guidelines have been provided for explaining and applyiilg the various 
criteria in making an overall rating for each assessment area (Appendix B). 

Indicator areas: Attached to the definitions and guidelines for each assessment criteria is a column suggesting indicators areas. Most of 
these indicator areas are not specific measurements, but simply suggested areas or issues where measurable evidence should be sou,oht \\~l~eii 
making a rating. The actual measurements or indicators, whether quantitative or qualitative, can be proposed by the implementing 
organization. Indicators that have been developed by an implementing organization u~hic11 do not ilecessarily fit any of the listed areas 
should be examined for their validity, and used if valid. For some assessinent areas, a distinction is made between support process 
indicators and result indicators. Priority sliould be given to evidence of perfomlance results. However, credit can also be given to e\~idence 
that the processes e~nployed by an organization support the criteria being assessed. Although several indicator areas may be listed for each 
assessment criterion, solid evidence from one cr two indicator areas may often be sufficient. It is not essential that indicators be 
obtained for each of the indicator areas listed. 

No ActivitgINot Applicable: For certain sub-assessment ai-easlcriteria, i t  is pemlissible to indicate that the implementing organization does 
not engage in any activities related to this criterion rather than providing a rating of "very weak" or "weak". The fact that the organization 
does not engage in programming in tliis area will not count against the organization when detenuining tlie overall rating for the area beill2 
assessed. For these selected criteria, an absence of activity in these areas does not mean, that the perfo~ll~ance of the organization is 
considered "very \\.eak" or "weak". I t  is impostant to note that there Are only a feiv assessment criteria where tliis i s  pel-niitted. Thesc 
criteria are indicated with the symbol N A  in the No ActivityINot Applicable column. 

~ - - ~ .  

O~'lO/lc'l. I yy!, Pcr ee .i 
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1. SUPPORT OF ICEF's MANDATE and OBJECTIVES 
To rvlrclt cstent does the project contribute tolc~ar-ds the a'clfiel!errlerlt n f ICEF's rlfarr date urrrl objectives.? 

.-!,ssessment Cui t le l ines  
The six assessment criteria provided in the table below should be used to assess the extent to \\.hich the organization's project is contributing to the achievement of  
ICEF's objecti\.es and priorities. To the extent that the organizations has developed valid nleasures of  the degree to which they are meeting these criteria, these 
indicators should be used. The indicator areas listed below are suggestions to assist with the assessment process and are m~-equ i r emen t s .  When making an overall 

assessment. one ~mportant criterion is the extent to which the orga~lizations project is contribut,ing to poverty reduction 

,-lssessntent Criterion I .  I Szistairtable inzprove~~ze~tt of l a ~ z N ~ ~ n t e r / e n e r y  resources : T o  what  extent is project effective in facilitating the sustainable 
delivery of environnientally-sound activities and  services to poorer  groups? 

Guidelines I Indicator  Areas 

Environmentally sound activities, services and policy dialogue 1 Degree to which the activities supported are opiratilyg L a  GtZa-11 
(environmental education, cooperatives, self help groups, 
micro-entreprise, restoration and conservation) 

Evidence that the ac t~v i t~e s  supported are contributing to poverty reduction, and 
that poor and marginalized goups  have access to these services. - - .  

Sniall infi.astructu~.e consist of human-made physical systems which 1 
provide essential econonlic and social services, such as utilities 
(nurseries, erosion controls schemes, plantations, test plots, cookers, 
other small infrastructure works (such as check dams and canal works 
for irrigation and drainage). 

Assessnrerlt Criterion 1.2 Ertvirortrrterztal concerrzs addressed : T o  what extent does the organization adequately address envi ron~nenta l  concerns in 
its programming? 

Gu ide l i ne s  I I n d i c a t o r  Areas 

It is important that all environnlental concerns are integrated at the 
very initial phase of a project. 
As stipulated in the MOU agreement signed with the implementing 
organization and ICEF, the organization must conduct or ensure that 
an environmental assessment is conducted in accordance with the 
India Environment Protection Act (EPA) and the Canadian 
Environmental Assessment Act (CEAA) regulations before going 
ahead with any activitieslprojects subject to these regulations. The 
organ~zation 111ust obtain the necessary measures to determine that 
activities/p~-qccrs are not likely to cause significant advel-se 
env~ru i~nlen~al  effects. 
The ~niplcmenting organ~zation a n d  its partners can also work together 
on act i \ . i t~esain~ed at: sesolv~ng immediate environmental concerns; 
increas~ng c~i\.ironment awareness; and strengthening capacities to 
deal \\;it11 en\ ~roiinlen~al issues. 

Orqanizational arrangement 
an effect iy environmental management shlicture 
access to capacities and skills in environment, relevant for the project 
procedures for the e~lviron~nental assessment of projects, and for ensul-ing that 
euvironnlental factors are taken into account at all planning stages (design, 
implenlentation, monitoring and evaluation). 

Policv 

a clear environmental statenlent or policy and a strategy 
Project 

defined en \ :~~-oni~~en , ta l  ubJect~\.es 101- the prqect and ind~cators for the 
assessment of s e s ~ ~ l t s  
familiarity with the en\ii,~-onmental issues specific to the project and capacity to 

adequate1,y manage thim 

knowledge of the needs and strengths of their partners in terms of the 
eqvironrne~ltal managemeill of the pl.c?ject 

* activities art. plai~ned to bu~ ld  the capaciry in cnvil-o~iment of staff and parrners 
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.: eli\.irolirnent \\llicIi is conducivs to po\.erty reduction. The assessment 
slloulJ 3110\\ for- difltl-ent stl.art.gles and Ibcusss. Tllc issue is not 
\ \  1 1 1 ~ 1 ~  approach 1s bsing usrtl. hut \\.llether t l i t  appl-oacll 1s nlali~ng all 

i/ et'fectl\s contribution to poverty I-eduction. 

.-~ssessrrrerrt Criterion 1.5 Tecl~nology adoptiorr : T o  w h a t  e s t e n t  t h a t  a d o p t i o n  a l \ d  t l i s s e ~ i ~ i n a t i o ~ i  o f  p o l l u t i o n  a b a t e m e n t ,  energ!. 
c o n s e r v a t i o n  a n d  r e n e w a b l e  e n e r g y  technolog ies  a r e  e f fec t ive  in  Sacilitatilig tlie s ~ l s t a i n a b l e  t le l ivery of'e~ivironmentally-sounci 

j . Debates should he aioided about iilliethe the progranimillg is aimed at 
the poorest of the poor. Reasonable judgments should be made about 

tccl inology.  
-- 

G u i d e l i n e s  I I n d i c a t o r  A r e a s  

1 

C'riless arr o~~grrriizrrtiori is rri~~olverl irl this type of progr~arur~~irrg i~r rr 
sigrr~ficrtrit ivrrj.. the or~crr~i~rrtiarr sho~tld& be osse.~setl ngcririsr rhrs 
cr.irrr-irr, rrr7rl /lie "not rrpplicrrDlef' r.nting sho~rltl bc cl~eckerl. 

Technology systems which provide new niethods to reduce pollution 
and conserve energy such as utilities (biogas, sanitation and sewage 
systems, wastewater systems, soil and conservation, cookers ...) 

.;IietLer tlie targeted belieficiaries are experiencing a level o f  
depri\.ation that would justify use of scarce resources devoted to 

- -  

Degl-ee to which new technologies are operating on a sustainable basis . 

,, po\.erty reduction. 

Degree to \vIiich new teclinolo~ies are cost effective, user friendly and 
appropriate. 

Asse.ssrrrerrt Criteriorr 1.6 M i c r o  errterpi-ise developr~~errt : To what  extent is thc implcrncritir~g agency effective in supportirlg and  s t r c n E t l z n l l  

/I In assessilig implement~ng organ~zation's projects, i t  is llsefill to make a ( Degl-ee to \vhich dependency on illcome support projects is reduced. 11 

- - 
s i~s ta inab lc  income generating activities a n d  fostering micro-entrepreneurship among tlic poor? 

distinction between: 
I )  projects aimed directly at assisting individuals and c o m n i ~ ~ n ~ t i e s  to 
generate Incomes, and 2 )  projects aimed at strengthenillg business 
support institutions \\:Iilcli in tul-11 support income generatioti and .I 

rn1~1-o-e1itrepr:ne~11-~11ip. 

G u i d e l i n e s  

71'lic ;Issesslilerl( s l~o~r l t l  focus 0 1 1  tllc el'l'ccti\~c~less :~ntl inip;~ct ol' tllc 
~)ropl.;l~~lllli l ig i l l  tliis ;II.C;I, ;111d I I O (  (Ile scope ; ~ n d  sc:~lc of 
l~ rogr .ammi~ig .  

I n d i c a t o r  A r e a s  

For proiects aimed at ass~stilir  business su!~i~>l.t ,  tlie folloivlng could be ~lseil  
Increased cost I-ecovesabllity of  PI-qects  

Increased diversification of filndlng soul-ces 

Increased access o f  rnic~-o-ei i t r -ep~.e~ie~~~.s  to business suppol-I sel-\-lccs (1.e.. b!. 
ilicreasin(! \:ol\~nle. Iypc. l ~ s o s ~ m i l y  ol 'scl-v~ccs ofkrerl) 

Increaseti number of clicnts 

Urrless (111 or-garrirntiar~ is irii~olverl iri this [ype ofpr~ogrrrrrirt~ir~g ill a 
r~grr~ficrrrr~ ivc!\., the or~grrr~iirrtiori shorrlrl be nssrsscti rryrririsr /Iris 
cr-irer.rrr. nrirl /Ire "rlor rrpylicnhle" r.ntir~g si~o~rlrl DC clreckrrl 

) 
Degree to wh~cli  inconie and employment is increased among tarseted 
beneficiaries. 
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ICEF k Per./br.rr~clr~cc Asse.s.cr,lcrr! Grlirlelilie~ - Dl-rlfr Docz~~i~er i r  

6.~vsrsslrrerrr Criter.iorr 2.2 Strc~rr~qic selection ofIocaIynr.l~rers ( local  NGO's ...) : TO \\hat extent docs t11c i~nplement ing  organization select and work  (1 
I/ \\.ith local partners  that a rc  eitlier making a signilicallt and sustainable d e ~ c l o p m c n t  impact o r  have the potential to make such an impact \\.it11 support  11 ' alitl s t~ - c~~g then i l~g ' !  

. . -~ 

G u i d e l i n e s  In t l i ' ca tor  A r e a s  

Not all local 01-ganizat~ons u~thcr lia\.e the capacity or are ivell Degree to which the organization has a 
positioned to make a sign~ficant and sustainable inipact with the right f& reviewing and choosing its pal-tnersli~ps. 
support and stren~thening. Strategic choices should be made. 

Evidence that partnership relations are either ended if they are not proving 
. FOI- tliose organlzatloli \\-Ii~cli ha1.e long-standing part~iersliips which fruitful. or steps 31-e beill: taken to ~.est~-ilctu~.e the type of support provided to 

can not be ended easily. or are part of international organizations or increase developmental impact. 
networks which may c~rcun~scribe tlie choice of partners, the issue is 
\\.hether tlie existing relationships are being reviewed and, where 
necessary, rest~uctured to ensure greater impact. 

- 

Assessn~eltf Criferiorr 2.3 Pnrlnerslrip of localparf~ters  : To what extent is,tlle organization's relationship with its local par tners  characterized by 
principles of par tners l~ ip?  

Gu ide l i ne s  / I n d i c a t o r , A r e a s  

/ /  Partnership r eq~~ i r e s  local o\vnersh~p of and responsibility for their own I Degree to which responsibility for project design, management and 11 
development processes and projects, with implenienting organization 
and their members in the field having a supportive role. This is 
essential for sustainable developnlent. 

Partnership requires systenls of mutual accountability. These systems 
should be based on joint identification of and agreement on 
performance criteria, indicators and methods for assessing 
perfoin~ance. Hoa;ever, implementing organizations must avoid the 
temptation of "hands-oil" direction and control of local programming 
in the name of improved accountability. 

Pastnesship requires good conimunication and dialogue, clarity 
i.egarding roles and responsib~l~ties. and nlutual respect. 

I Pal-tnership in~plies a long-term programmine relationship. 

in,plenientation increasingly resides with local parhiers. 

Degree to which the I-ole of implementing organization emphasizes capacity 
building and facilitation, rather than control 2nd direction. 

Degree to which accountability systems governing the relationship are being 
jointly developed and appi-aired. 

Degree to which written partnership agreements exist ~vhich clearly define tlie 
niunlal roles and respons~bilities of tlie partners. 

~ ~ i d e l l c k  of frequent, detailed and frank dialogue between tlie partners to ensure 
mutual i~nders tandi~~g and knowledge of important developnients. 

Ilegreejto which long-term pal-tnerships anti project relationships exist and are 
being developed. 

11 / Degree to ivliich the views of local partners are being taken into account and 11 
I influenc~ng the analysis, po l~cy  ant1 p~.ogramming of tlie implementing 

organlzatlon. 



.-lssessnterrt Critrr-iorr 2.4 Irlcrrnsdpnrticipatiorr orrd rnlpo>tJrrnlent of target g r o ~ p s  : T o  n . l ~ ; ~ t  extent is t l ~ c  tIevcIopn~ent project of the 11 
organization and its partncl-s contr ibut i~lg to increased participation of comnlunities and groups  in decision-making and guiding the development 
process? 

Guidelines I Indicator Areas 

Capacity building requires incrsased participation of communities and 
target 91-oups in procssses of analysis and self-management. , 

.An assessmsnt should also be made of the extent to which ivomen and 
mas~inal ized groupj are being ~ncluded as fill1 participants. 

- --- 

Supuort Processes 
Degree to which the implementing organ~zations and ~ t s  partne~s have policies. 
processes and procedures forinvoI\.inp communities and target groups in the 
analysis of their situation. the de\~elopment of solutions. the design of project 
and project interventions, and the implementation and evaluation of these 
developn~ent efforts. 

Results - ~ e & e  to which communities and target groups participate in analysis, solution 
developme,nt, project design, and implementation and evaluation. 

- Degree to which women and marg~nal~zed  groups participate as full and equal 
partners in developing and implement projects and in guiding and shaping the 
development process after the project intervention. 

I 

Degree to w h ~ c h  conmmunities and target groups participate in decision-making 
and guide and shape the development process after a specific project 
intervention. 



3. SUSTAINABILITY 
To 1c~li~1 el-terit is the i~tiplenrentirrg orgctriizrition able to iricrease tlie inipctct of its prograrr~rrririg tlrrortgli trri;oeting its 
interverrrions rrf key points, or. throrrgli coorrli~iatiori artd cooperatiori, replicrrtion, arrrl tire ~ ~ ~ ~ B i l i z ~ t i u ~ r  of ~ ~ S O Z I I ' C ~ S  beyorrrl 
ICEF. 

Assessment Guidelines 
The three assessment csiterla pr-o\.ided in the table belo\,; should be used to assess the extent'to \vIlich the ~lnplementlng organizat~on is able to llse the ICEF 
sontl-~butlon i t  recel\.es. Sustainability is a concept being used by ICEF to describe its objective, o f  masiniizing the impact of its irlvestments through encourazing 
11s partnel-s to Increase the de\,elop~nental Impact of their activities anil the amouilt of support the pal-tnel-s e l i c~ t  i io~n  otliel- sources. 

I'here is single or  essential approach which must be adopted lo incr-ease sustainability. Nor d o  organizations have to use all the a l ~ p r o a c h e s  listed belo\\ - .  
Thus. a weakness in one of ' the criteria does mean that  thc whole assessll~ent area of sustainability s l ~ o u l d  bc rated "weak". I-lowever, the extent to which 
an 01-ga~iization comblnes val-ious approachts is likely to Increase tlie leverage  nipa act of its prograniming. 

Assessrtie~rf Crilerio~r 3.1 Slra/egicully focrtsd : To what  extent does the organization focus its efforts on part icular  strategic areas  o r  sectors and 
direct its activities a t  root callses of impoverishment a n d  key constraints to development? 

/ 

Interventio~is that al-e targeted at key points, e~ ther  unlocking key 

11 constraints to development or focusing on actions that build on other- 

other capaclt~es and actlons to acli~c\,e gleater Impact. 

r- 

Cl~idel ines 

Degree to which the organization engages in strategic analysis which identifies 
key constraints to development that 11 and its partners can help address in an 

esisting capacities or projects to max~nllze impact, are mucli more 
likely to liave a greater long-tern1 and sustainable impact. 

Asst.ssnrer~t Critrriorl 3.2 Replicrrtioll : 7'0 \\.hat extent does the organization and  its par tners  expand and  replicate s~~ccessl 'ul  tlevelopment processes 

Indicator  Areas 

/ , Experience indicates tllat stl-ategically focused and taqeted 
interventions al-e much more likely to have a greater impact than a 
collection of scattered projects. 

effective manner. 

Degree to which the organlzat~on identifies actions \vhicIi build on and utilize 

ant1 niodels and foster and  support  tlic expansion o r  replica ti or^ ol' these models by local orghnizations o r  go\ ,crnments? 
-- 

Guidelines Indicator  Areas 
---- 

I ~ i d ~ v i d ~ ~ a l  111-ojfcts. no m a t t ~ ~  lie\\ successfi~l. often \ l a \ - ~  a very Degl-ee to \vliicli specrfic Icssons leal-ncd li-om succcssfirl nlodels have been 

Degree to. which the organ.ization is able to articulate and demonstrate how its 
project is more than a collection ~f activities, and is strategically focused to 
achieve greater inipact. 

limited ~mpac i .  Qnless lhsse projects o r  actl\-~tles can be I-eplicated. tlic documented and disseminated to assist otlics prqects and agencies in repl~cating 
impact \ \ : r l l  be \-<I.! I ~ n ~ i l e d  1 these processes, 

. i?.epIica,~oll L I ' S I . I ~ I I ~  rlors 1101 l~appeli autoniat~cally Spccihc stcps need 1 . Evidence that 1eal:nilig horn s ~ ~ c c c s s l i ~ l  riioricls has bein replicated and expanded 
to be taken to foster and fac~litaie I-eplication. by tile organizatioh 01. other- agencres: 

, , 



ICEF \ Pc.rlo~.rrrcrrrce -Iucc.crrlc.r~l Gzilclelzlles - Dl-czfi Docrllne17t 

Assess~~rerll Cr.iter.iorr 3.3 Resollrce rnobili~rztiorr : To what extent is the organization able to increase the amount of support for development 
pl-ogl-ammino, i t  niohilizes from sources other than ICEF? 

C;uitleline5 Indicator Areas 
I / /  . Resoul.ces can be In rhe form of cash or in-k~nd, includin: the value of I . Ratio of resoul-css mobilized from other sources con~pared to total ICEF 

Degree to whlcll resources mobilized from other sources has been ~ncreasing, 
remaining stable or decreasinq over p~.e\iious levels? . I 

. . l s sessr /~e~~f  Criteriorr 3.4 Sllstc~irzubility of the local village irlslitlltiorzs : T o  w h a t  extent  b o t h  organizat ional  a n d  financial  sus ta inabi l i ty  a r e  
to  be atldressed. 

Guidelines I Indicator Areas 

Resources can be in the fonn of cash or in-kind. Degree to which the developn~ental content of the organization's project is being 
maintained 







5. PROJECT MANAGEMENT 
To ~vllat extent is tlze project effectively and efficicntlj: ~~~nnrlgcrl ? 

.Assessment Guidelines , . 
T h e  f ive  assessment  criteria p rov ided  in t h e  table  b e l o w  s h o u l d  b e  u s e d  t o  assess  the  ex ten t  t o  w h i c h  a n  organizat ion 's  project  is be ing  e f fec t ive ly  

a n d  efficiently rnanased.  Indicator  a reas  h a v e  b e e n  sugges ted  t o  gu ide  th i s  assessment  process .  Each of the assessment areas is considered very 
important for sound project management. 

..lssessn~e~rt Criteriolr 5.1 Strategic ailalysis & pfnrtrtirtg : T o  what  extent does the organizat ion utilize a well developed strategic plan which clearly 
articulates the development results being sought? , , 

Guidelines Indicator  rea as 
* A strategic plan exists and is used to guide programming development. 

Strategic thinking aiid plannini is part of  the culnlre of  the organization. 

, , Degree to which the strategic plan and developn~ent project isbased on sound 
i analysis of  developn~ent needs and problems, underlying structures and systenls 

I: 
causing the problems, the policy, social and econon~ic  context, the types of  
interventions that will have a strategic impact, and the resources and capabilities 
that the organization and its partners can bring to the sinlation. 

!" . I  i Degree to which the results are expecting to achieve. 

! Degree to ~vhich the organization has developed a set of objectives and 
verifiable (quantitative and~'or qualitative) indicatoi-s that they \\lill use to 
demonstrate achievement of sustainable results. or progress towards them. 

.?ssessnlent Criteriorr 5.2 Project riesign, approval a~zd  irllplerllerztatiorz : T o  what  eytent d o  the  organization and its par tners  have the procedures 
a n d  capacity to de\.elop design, assess, implement  a n d  moni tor  developmentally sound projects?  

Guidelines Indicator Areas 

Degree to which processes exist and are used for reviewing and approving all 
activities, which involve clear and developmentally sound assessment criteria, 
and drawupon the necessary exiertise to effectively review and assess projects. 

. ~ e ~ r c e  to which the pl-ojects ai-e well desig~led. 

~ e ~ r e e ,  to which the 01-ganization and its partners are able to effectively and 
effic,iently manage their project activities. 

Degree to which the organization and its partners have effective monitoring 
processes in Glace \vhich ensure that the component projects are being managed 
effectively, funds are being spent appropriately. and modifications are being 
n~ade 'as  iiecessary to achieve the intended rest~lts. 
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ICEF-s Pe~$ofor~nonce A~scss~nent Guidelines - Draft Document 

Assessrnerlt Criterio~t 5.3 Budgeting, accounting, firlarlcial corltrol alld disbursenle~lt ': T o  w h a t  extent does the organization have effecti\!e 

I processes, and the budgets prepared s e n r e  as a usefill tool for managing the 
projects. 

- 

budgeting, accounting a n d  financial procedures and  controls, and maintain adequa te  and  accessible audi t  trails in Head  Oflice and  in the field? 

The ICEF conlponent is clearly identified in budgets. 

The a c c o u n t i ~ ~ g  is linked to budgets to pemnlit effective monitoring, and permits 
easy reporting of  costs against budgets. - I 

G u i d e l i n e s  

1 Accounting permits ICEF related costs to be tracked 

I n d i c a t o r  A r e a s  

TII ,~  ofganization has comprehensive financial planning and budgeting 

Systems are operating to obtain necessary financial information from field 
offices and local partners. ' 

I . Financial management systems (FMS) are in place. 

  he organization is able to generate usefill cash flow projections and reports 

Disbursement chart flows. ' 

c o s t  of overheadsloverhead structure. 

Financial reports are conlplete and transparent. 
I 

Adequate and accessible audit trail exists. 

Assessment of total funds needed for the project 

Comparison of overall overhead costs to overheads being charged to ICEF 
component. 

1 Whether to d o ~ w  size or increase the total budget based on expenditure to date 

Final audlt has been done, or procedure s t a t e d  along with the relevant terms of 
reference. 
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6. LEARNING AND INNOVATION 
To ~ulrat esterrt is the irirpleriieriting organization evaluates its perforntnrtce to ir~tprovepr-ogr-nrrlnlirtg, esylores rlew rrrld better. 
~vnys to acllielle desired r.eszilts, and fosters art environrrzertt of cor~tirrzral~collaborative learrtirlg? 

Assessment Guidelines 
The three assessnisnt criteria provided in the table below sliould be used to assess: the extent to which the organization is a learnins organization. Developing, 
testing. learning fl-onl: and disseminating infomlation about innovative approaches to development is an impor tan t  rolc that  organizat io~l  can play, but  not 
essential for every instih~tion. To the extent that organizations are contributing to,greate'r development impact, thl-ough innovation, this should be reflected in the 
overall rating gii.en. But tlie absence of  such innovation should not necessarily be used to reduce the overall rating of  an organization. 

I 

Asses smen t  C r i t e r i on  6.1 Review arzd evalzration : T o  what  extent does theorganizat ion conduct  and use reviews and evaluations to develop its 
understanding of dcvelopment processes and organizational issues and  to improve its p rogramming and  projects? 

Gu ide l i ne s  I n d i c a t g r  A r e a s '  

Degree to which evaluation and reviews processes are built into the design of 
projects. 

Extent and of  reviews and evaluations being conducted. 

Evidence that evaluatioli findings Iiave led to improvelnents in tlie project. 

Assrssment Critrr-ion 6.2 Irzrrovation : To what  extent is the organization ,together with its partners ,  involved in developing and testing innovative 
developnlent approaches and models which, when proven effective, a r e  replicated? 

Gu ide l i ne s  

Organization that a1.e not engaged in de~eloping  innovative 
approaches, but focus their energies on replication of  effective models 
and processes should not be rated as "weak". A rating of  "no activity" 
nlay be more appropriate. 

Innovation that is not tested and replicated if proven cost- effective, is 
of little value. 

r 

- ~ ~ d i c a t d r  ~ r & s  
* Resources spent on developing innovative programming and altelnative 

dkvelopment approaches. 

Degree to,whicli these innovations or lieur development models are tested to 
deternline tlieir utility. 

- Degree to which success f~~l  approaches are dissenlinated and replicated. 

Achievements, successes, failures and mistakes are openly discussed. I-eported, 
reviewed, and treated as opporhinities for learning. 

Assessmerrt Critrr-iorr 6.3 Doclrrrletlmtiotl : T o  what extent is the organization and  its staff cngagedin producing effective documentation particularly 
useful for t he  organization's local partners? 

- 

Guide l i ne s  Inc l ica tor  A r e a s  

01.gaiilzatioi1 t l i ~ t  has docuniented \.arious experiences and lessons Eilidence that constant efforts are b e ~ n g  made to product effect~\.e publications 

learnt. (repol-ts, brocI1~11.e~; t ec l i~ i i~a l  papers. \-ideo, ne\\;s notes. trainins manuals. \veb 
,sites). 

Evidellce of docu~nentation in local Inngnnge. 
-- -- - . . . -. - -- 
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I. SUPPORT OF ICEF's MANDATE and OBJECTIVES 
To what extent does the project contribute towards the achievement of ICEF's mandate and objectives? 

I - A market survey on NTFP's has been carried out in anticipation of this need 1 

Assessment Guidel ines 
The six assessment criteria provided in the table below should be used to assess the extent to which the organization's project is contributing to the 
achievement of ICEF's objectives and priorities. To the extent that the organizations has developed valid measures of the degree to which they are 
meeting these criteria, these indicators should be used. The indicator areas listed below are suggestions to assist with the assessment process and are 
not requirements. When making an overall assessment, one important criterion is the extent to which the organizations project is contributing to poverty 
reduction. 

Assessment Criterion 7.7 Sustainable improvement of iand/water/energy resources : To what extent is project effective in  facilitating the 
sustainable delivery o f  environmentally-sound activities and services to poorer groups? 

Uccertlho 1 YYY 4 

Indicator Areas 
- Tree cover, bio-mass iiicrcased considering the replication r~ t io  of 1 : G  and the 
millions of trees planted in the Year of Tree Pla~italion 
- Reduced soil erosion in jhum fields through improved landshaping methods 
- Replication ratio estimated at 1:6 is indicative of the sustainability 
- The focal point of the project is small farmers with mixed plantation though out the 
state and not large-scale plantations 
- NEPED works extensively with the tribal rural community across tlre state. All those 
below the poverty line in Nagaland live in these rural areas. 
- NEPED has incorporated a separate component for run1 women 
- NEPED has covered 854 Villages,1794 test plots co\.cring 5379 Ha. covering all 
tribes across the state. 
- The project concept is being implemented by individuals arid comn~unitics without 
NEPED support. (The 1:6 ratio) This implies sustainability. 
-The NEPED projection is that the first lot of Test Plot farmers from 1995 will 
harvest the trees for poles and fuelwood requirements between 2001 and 
2003. 

F ind ings and  comments  
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Assessment Criterion 1.2 Environmental concerns addressed : To what extent does the organization adequately address environmental concerns 
in its programming? -- - 

Indicator Areas 
- NEPED seeks to improve traditional agriculture (jhum system) 
- Through the increased tree cover soil erosion is being controllcd and uatcr consenred 
- Rural-based farmers are being trained at the pssroots and a\irareness created 
- There has been an increase in the capacity of government servants @PT members. 
Field staff etc.) in addressing environmental concerns 
- NEPED has sought constant feedback from thc field level, thus facilitating 
redesigning monitoring and evaluation of project activities and needs 
- The recommendations of the Mid Term Evaluation report were adopted and spccific 

I items redesigned to address the project goal 1 

( project implementation - Using PRA, NEPED has conducted intensive onsite training for DPT/ VC/ Field staff/ 

- 

I Farmer's/ women and other village groups on nursen raising, traditional technologies. ( 

- Through this all activities Ilavc bcen strrltegiscd to~vards the project goal 
- lndicators and data from RBM, MIS and Self Assessment reports arc consistent with 
the project objectives 
- NEPED has made extensive use of PRA (for the first time in Nagaland) at all levels of 

f : I - Through the inass awareness campaigns, viHagc and trib:11 groups 11;1vc bccome aware I 
- 
k I of the need for bio diversity consenration and son~e have passed resolutions/ laws in 1 

best practices etc. 
- It is estimated that trees have been planted on at leas, 35.000 Ilectares of jbonl land, 
by replicators, without ally NEPED support. 
- NEPED has promoted plyculture over monoc~~lture 

Findinas and comments 
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Assessment criterion 1.3 h m e n ' s  pa,icipafion : To what extent does the organization ensure that m e n  are full and equal partners in guiding ar 
shaping the development process and are full beneficiaries of the process? 

Indicator Areas 
- NEPED is the first project to spec~fically address gendcr Issues in Nagland 
including appointment of Gender Coordinator m the POU 
- Through this it ackno~~ledged the need to lncorporale a separatc gerldcr component 111 

the project activities 
- Women were allocated 93 independent test plots and all tlic 80 Iiursenes 111 the 
project. 
- Women were imparted training on all aspects of thc projcct 
- These gender-focussed activities have been acknowledged and recogn~sed by frolltal 
state level NGO's like the NMA 
- Due to NEPED's mass awareness and empowernlent tra~~iing woincn are 
increasingly being able to access their share of 25% of VDB funds 
- Some women groups have acquired ownership of land holdings. e~tlier on long-term 
lease or outright purchase. This is a major break through against the tradtlonal land 
ownership patterns that existed 
- 213 women from 123 villages were imparted empowerment training using 
PRA 

Findings and comments 
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I Assessment Criterion 1.4 Poverty reduction : T o  what extent does the organization's project contribute to poverty reduction? Does this project 

- Government survey reveals that almost 46% of the population in Nagaland 1 
lives below the poverty line, all in rural areas. NEPED's target group, jhurn 
farmers, comprise a major chunk of this 40%. The approach to make jhuin 
farming sustainable and economically beneficial provides a viable solution to 
arrest environmental degradation 

address the interrelationship between poverty and environmental degradation? 

- Use of PRA has ensured that the opinion of poorer groups are'also heard. 

Ind ica tor  Areas 
- NEPED activities are aimed at acquiring economic benefits from tree farnling 
- Introduced the idea of planting fallow cash crops to enhance annual inconle 
- In order to be prepared for the future harvest from trees a inarkel sunlcy on NTFPs 
was conducted by hiring an extemal consultant 
- After NEPED's interventions the envirotuneiital degradat~ou has been reduced. a 
natural outcome considering the number of trees being planted tlirot~ghout tlic st:rlc 
- NEPED has been addressing envirotlnlent and econonlic Issues join@ 
- Several government departments have adopted the NEPED approach, an Indicator of 
its efficacy 
- It is estimated that each farmer who applies the NEPED methodology on jhum 
land shall earn  income from sale of fuelwood and poles from the 6 year of 
plantation. After the loth year, some of the faster growing species can be 
harvested for timber. 

1 

Assessment Criterion 1.5 Technology adoption : T o  w h a t  ex ten t  t h a t  adop t ion  and d issemina t ion  of pollution abatement,  e n e r g y  
conserva t i on  a n d  renewable  energy  techno log ies  a re  ef fect ive in fac i l i ta t ing  t h e  sus ta inab le  de l ivery  of env i ronmen ta l l y - sound  
technology. 

F i n d i n g s  a n d  c o m m e n t s  

Indicator ~ r k s  I F i n d i n g s  a n d  c o m m e n t s  
NOT APPLICABLE i 

I 

Assessment Criterion 1.6 Micro enterprise development : To  what extent i s  the implementing agency effective i n  support ing and strengthening 
sustainable income generating activities and fostering microentrepreneurship among the poor? 

Indicator Areas  I Findings a n d  c o m m e n t s  
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- Out of the 80 NEPED women nurseries that were initiated about 50%) are n ~ ~ u l i ~ l g  on 
a self-sustaining basis 
- NGOs and private entrepreneurs are replicating these wonle~l ~~urseries 
- In a small village like Phesama there are altogether 22 private nurseries 

I 
Assessment Criterion 7.7 Others : 

Indicator Areas I Findings and comments 

NOT APPLICABLE 
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I* 2. CAPACITY BUILDING 
L., To what extent does the project contribute to capacity development among the implementing 

organization's local partners and other institutions? 
f A s s e s s m e n t  Guidelines 
I..b v The four assessment criteria provided in the table below should be used to a s se s s  the extent to which the project is contributing to capacity 

development among itself and its local partners. implementing organizations that have capacity building as a programming priority may have 
developed results indicators in this area. If these indicators are valid measures of the degree to which the organization is meeting these four 
criteria, these indicators should be used. The indicators areas listed below are simply suggested areas that may be considered if appropriate. 

v Institutional strengthening is the assessment criterion that shauld tie given the greatest weight in providing an overall rating for this area. 
Nevertheless, the ofher three criteria are also considered to be very important. 

id 

I Assessment Criterion 2.1 Institutional strengthening : To what  extent d o e s  the  suppor t  provided by the implementing organization s trengthen the 
capacity of local organizations and  institutions to formulate, manage  and sustain development processes? 

Indicator A r e a s  I Findings and comments 
- Consequent to the interest in tree plantation being generated throughout the state. 
that was catalqzed by NEPED's activities, the state governnieiit dcclared 1999 as the 
Year of Tree Plantation. The government provided Rs. 25 niill~on for this activity 
which was facilitated by the POU. Trees were pla~itcd all o\er thc statc. For thc first 
time, even security forces like the army. Assam Rifles and pol~cc ncrc prov~dcd runds 
in order to enable tlicn~ to plant trees ins~de tliclr \ ast caiitonmcnts 
- Some GoN departments have adopted the NEPED approach 
- The multi-disciplinary approach to formation of the POU has been rcplicatcd by the 
state govenunent as is evidenced by the Core group. The core group comprises of 157 
officers from 57 departments of the government. They sit in plenary oncc a nionth 
and discuss matters relating to various departmental functions. Cutting across water 

( tight compartmentalizatiokn,this has provided transparency in governance. I 
El - Some apex tribal bodies and village councils have started addrcssiiig emrironniental I 

concerns and have brought this under the purview of their inandatc 
- POU of NEPED have been requisitioned by thc GoN to impart training 011 

computers/ Data base management lo goveriuilent starc. Morc than 100 go\ernmcnt 
n 1 staff from various departments have been trained at this center 
1 - Some village councils have collaborated with other local NGOs and institutioils in I 

1 
(? 

executing th& own tree planting activities 
- NEPED has supported GoNI Field staW and NGOs by sending them on exposure 
trips for experiential learning 
- NEPED was instrumental in introducing information technology in Nagaland. 
Each POU member was provided a computer from the project in ? 995, and 
this led to awareness of the usefulness of computers in the government. 
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Assessment Criterion 2.2 Strategic selection of local partners (local NGO's ...) : To what extent does the implementing organization select and 
work with local partners that are either making a significant and sustainable development impact or have the potential to make such an impact with 
support and strengthening? 

Indicator Areas 1 Findings and comments 
- As a result of the mass motivation campaign by NEPED, the various local groups 
like the Naga Mothers Association, People's Group (NGO). Church institutions, 
Student bodies etc. have approached NEPED for support. both in kind and ad\.isoq 
- NEPED focuses on villages and not specific ~ O L I P S ,  hence there was liinited 
interaction with local groups 
- In few cases TP owners were changed due to poor pcrforn~ance. or paymcnts to 
Ulem deferredl reduced to commensurate with work performance and quality 
- The body of 'Local Experts', albeit paid by the project. werc not only for indigenous 
knowledge, but also for political and social acceptance, In multi tribal Nagalaild 
- The village councils, with their authority rootcd in tradition, arc key parlncrs in the 
project ' 
- Formation of the DPTs and utilizatioil of thc VDBs cnsurcd invol\.cment of 
governmental machinery, adding to sustainability and inculcation of improved work 
culture and transparency 

Atleast 35 villages were reached in mass motivation 
(groups, people, villages etc) during 1998-99 

- In 3 villages, TP owners were paid directly by POU, bypassing the VCI VDB who 
had demanded pecuniary benefits from the TP owners. This is indicative of the 
flexibility of approach, being able to tide over local crisis, in the greater interest of 
sustainabilty of the project. 

principles of partnership? 
Indicator Areas I Findinas and comments 

- 

I 

Assessment Criterion 2.3 Partnership of local partners : To what extent is the organization's relationship with its local partners characterized by 

i, 

' 

- Due to the existing structure at the inception of the project, the initial approach \\.as 
topdown oriented. But this has gradually transformed to a more participatory 
approach, as the capacity in the POU increased. in keeping with the project design 
- NEPED has established strong working relationshp with the village functionaries 
for monitoring and evaluation of activities 
- Project needs were re-designed and constantly updated after gctting feed-back fro111 
Ule village level 
- POU members have intensively visited most of the \fillagcs ill  thc district undcr thcir 
charge and have interacted directly with the farmers and local institutions 
- POU were invited to deliver keynote addresses at \.arious seminar's organiscd by 
local institutions 
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E 3. SUSTAINABILITY 
To what extent is the implementing organization able to increase the impact of its programming through targeting its 

interventions at key points, or through coordination and cooperation, replication, and the mobilization of c resources beyond ICEF. 
Assessment Guidelines 

- NEPED activities has opened vista's for down stream income and 
employment as farmers will harvest poles, fuel wood and later timber 

v The three assessment criteria provided in the table below should be used to assess the extent to which the implementing organization is c . c 

able to use the ICEF contribution it receives. Sustainability is a concept being used by ICEF to describe its objective of maximizing the impact of 
its investments through encouraging its partners to increase the developmental impact of their activities and the amount of support the partners 
elicit from other sources. 

r; v There is no single or essential approach which must be adopted to increase sustainability. Nor do organizations have to use all the - approaches listed below. Thus, a weakness i n  one of  the criteria does not mean that the whole assessment area of  sustainability 
should be rated "weak". However, the extent to which an organization combines various approaches is likely to increase the leverage impact 

[ - of its programming. 

[: 

- Survey data suggests that a feeling of 'ownership' over the project has 
@ been established 

Assessment Criterion 3.7 Strategically focused : To what extent does the organization focus its efforts on particular strategic areas or sectors and 
direct its activities at root causes of impoverishment and key constraints to development? 

Indicator Areas Findings and comments 
- A participatory strategic pla~uling workshop was conducted in ~vhich objectives 
were reiterated and activities planned accordingly ~vithin specific titnc fr~mes 
- Participatory self-assessment and evaluation lws k i n g  camcd out rwlistically 
- POU has been able to facilitate visit of external agcncicsi consultants 
- A participatory workshop with local experts nras conducted to clarify and 
confirnl data collected from the field from the stalldpoillt 01 i~ldigcllous 

P 

knowledge. This workshop also helped in gauging reactions and opinions of the 
rural populace on NEPED 
- Field activities were directly focussed on the test plots only initially. but later 
diversified to other related need based activities like lllass motivation, 
disseminatiot~, capacity building, institutional strengtl~a~ing ctc. 
- NEPED has covered more than 80% of the villages 

- The introduction of fallow management has been accepted by farmers, 
some of whom have adopted fi in their jhum, in order to earn income from 
tallow 
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Assessment Criterion 3.2 Replication : To what extent does the organization and its partners expand and replicate successful development 
processes and models and foster and support the expansion or replication of these n~odels by local organizations or governments? 

Indicator Areas 1 Findinas and comments 
- The 1:6 ratio of replication as per the sample survey report. By this 
approximation about 12,000 farmers have replicated in 5 years, i.e.* of tlie 
total target group 
- The state govt. provided Rupees 2.5 crores towards Year of Tree Plantation 1999 
for procurement of seed! seedling, which was facilitated by NEPED 
- Several groupsf organisations were provided fullding for tree plantation by Go1 
-GON mobilised resources for economic plantation in tlie jhu~ti fields and 
aesthetic plantation in the urban areas. 
- There has been a marked increase in acti~~itics rclatcd to nursery raising of 
indigciious tree spccics. Thc NEPED nursery has bcen replicated by 22 nurscrics 

( ' I in ~hesama village alone. 1 

IL( Assessment Criterion 3.3 Resource mobilization : To what extent is the organization able to increase the amount of support for development 
I 

1 4  

I7 

programming it mobilizes from sources other than ICEF? 
lndicator Areas I"i I Findings and comments 

- Some state governltients in tlie North East region are attempting to replicate thc 
NEPED approach e.g. Mizoram, Manipur 

monetary terms, works out to be more than the finaic~al support given tluoudl 
NEPED - - GoN has contributed more than 10 times the ICEF contnbut~on 
- GON provided Rs. 2.5 crores for implementing Year of Tree Plantilig 1999 
-Some of the nurseries have become self sustaining and are even 
diversifing to undertake other activities 

1- 

- -  

Assessment Criterion 3.4pSustainability of the local village institutions : To what extent bo th  organizational and financial sustainability 
are to be addressed. 

Indicator Areas ] Findings and comments 

I 

- The test plot farmers contribution in teril~ of lrrbour inputs. if co~ncrled into 

- NEPED works through the Village Councils and VDB's dircctly Thesc arc 
traditionally sustainable and financially sound institutions 

Li - The GOUGON provides direct funding to tlie VDBs ' 1  - Most womcn Lest plots luvc orgniscd thc~iiselvcs inlo for~nal groups or 
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Assessment Criterion 3.5 : Others 

i- 
Indicator Areas 

NOT APPLICABLE 

Findings and comments 
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4. GOVERNANCE 
To what extent is the project effectively governed? 

Assessment Guidelines 
v The three assessment criteria and indicators provided in the table below should be used to help assess the extent to which a project is 
effectively governed. 

Assessment Criterion 4.1 Effective direction and corztrol of the project's steeriitg cornmittee : To what extent does the project's steering committee 
- - 

effectively direct and control the affairs of the project? 
Indicator Areas I Findinas and comments 

mall age men^ dccisions 
- PSC has been providing valuable inputs in rcdcsiping ficld aclivities and 
recasting the budget allotnlent 
- NEPED is meeting the reporting needs of donors 

- PSC meetings have become Inore regular over thc last two gcars 
- The PSC has been instrumental in empmcring POLi to lakc micro 

I Assessment Criterion 4.2 Accountability : To what extent is the implementing organization able to  demonstrate that adequate 1 

- 

accountability i s  being exercised over the ICEF funded project. 
Indicator Areas I Findinas and comments ~~- ~ ~- .., 
- Quarterly audits are being carried out rcgularl!.. ~vliich is morc than ICEF's 1 
requirements 
- Planning1 strategy1 monitoring worksllops 1i:rve bccn conducted 
- The POU meets every Tuesday for feedback and monitoring scssions 
- NEPED Ins been instmental in insti~utional development in Nagaland 
especially with women groups 
- The project director and other inanagenlent pcrsoru~el arc regularly 
monitoring the project activities 
- Sample survey has been conducted to assess the impact of Ihc project - Self-assessment workshop, independently facilitalcd by a scnior IDRC slafl; 
was conducted 
- NEPED has developed data bases for most adivites like TFs, 
nurseries and tree species 

- The 'ZZ' file, a computer driven botanical search key, has been 
acknowledged as being a unique tool by the Royal Botanic Garden, 
Kew, UK and the CSlR (Council for Science and Industrial Research) 

- Spot verification is intensive and payments released commensurating 
with work performed 

1 - The reporting has become timely as the project progessed 1 I 
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-1CEF's logo and name is being endorsed on all publications and wriie 
UPS 

-The first NEPED Booklet (No. I )  was issued to all the villages 

- NEPED has developed, inbuilt into the system, micro indicators to 
suit local conditions, ensuring accountability 

- Format for verification to suit localised needs, accounts by each 
POU member, seperate NEPED bank account for each village with 
the DC as a joint signatory being examples 

greatly improved over the last two years 
- As IDRC has been meeting most of the mallageliiellt needs, ICEF was not 
required to intervene too frequently 
- The constant changes in the reporting format caused some 
management problems in keeping up with reporting needs 

Assessment Criterion 4.3 ICEF responsive mechanism : To what extent is ICEF actively involved in developing, documenting and 
assessing the sustainable development outcomes or impact results that the organization is seeking to achieve? 

Indicator Areas 
- Initially, ICEF's response mechanism was found \vanting. However. this llas 

Findings and comments 

- During 1997 and the first half of 1998, cash flow from ICEF caused a 
severe hindrance to project activities, as field visits became limited, to 
the extent that the Chief Secretary had to bail out POU by meeting 
expenditures from his office, which is no! part of the project. 

which affected reporting and monitoring. ~ a r l $  appoillhllcnt ofh rcliever 
would have helped. 
-The replacement, when it did come in the form of thc prcscnt direclor. 111ore 
than made up for the lost time. 
-The PCU, an IDRC component, has been able to coordinate activities with 
POU effectively since mid-1998. 
-The Research Unit of NEPED \vhich is fuiidcd by I DRC has bccn of 
immense help in providing field inputs 
-1DRC has been i~~strumental in increasing thc capacity of POU by arranging 
exposure for them in various fora, national and international. 
-Thc funclioning in POU has bcco~ilc participatory. f:icilitatcd by thc ncw 
director. 
-The current i~lculilbellt director lus rcdcsigncd prqjcct activitics aftcr taking 
stock of the situation. What started as a11 agro forcstry projcct has nov. 
di~crsi l i~ i l  10 ; ~ i l d r c s s  C : I ~ I C I ~ V  1~11ildi11~> ~ ! J ) I * C I - I ~ : I I I C C .  - III:ISS - -. I I I O ~ I \ , : I I ~ O I ~ ,  -. . - - - . -. - . . 

- The CS assisted with at least Rs. 1.2 million to enable POU mobility, thus 
ensuring that the project managed to survive the crisis. 

?r 

assessing the sustainable development outcomes or impact results that the organization is seeking to achieve? 

After a low key start, NEPED has acquired visibility 

Assessment Criterion 4.4 lDRC responsive mechanism : To what extent is IDRC actively involved in developing, documenting and 

Indicator Areas 
-The 'crisis of 1997-98' was resulted by the departure of the Projcct Manager. 

Findings and comments 
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sustainable livelihood issues etc 
-Over the last year and a half PCU has effectively nlonitored the pro-ject with 
visits to Nagalandvirtually every montl~. This has also helped in updating the 
managenlent requirements and fulfillilig the needs of donors. 
-PCU has handled logistics pertaining to POU c K e c ~ i ~  cly in ~ h c  lasi 1 !car 
Assessment Criterion 4.5 Others 

Indicator Areas 

NOT APPLICABLE 

Findings and comments 
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5. PROJECT MANAGEMENT 
To what extent is the project effectively and efficiently managed ? 

Assessment Guidelines 
v The five assessment criteria provided in the table below should be used to assess the extent to which an organization's project 
is being effectively and efficiently managed. lndicator areas have been suggested to guide this assessment process. Each o f  the 
assessment areas i s  considered very important fo r  sound project management. 

Assessment Criterion 5.1 Strategic analysis & planning : To what extent does the organization utilize a well developed strategic plan which 
clearly articulates the development results being sought? 

Indicator Areas I ' Findinas and comments 
- NEPED started with a very sound PMP 
- The recommendation of MTE posed niajor challenges to NEPED. Plans and 
strategies had to be redesigned in certain coniponciits lo fulfil this requlrcmelit 
- Planning and strategy workshops were coiiduclcd 
- Self-assessnlent workshops helped to develop a realistic set of indicators and 
objectives 
- RBM format was adopted including quanlitati\re markers c\.cn 6 nionths 
-Feed&ack from the field was facilitated to modif) certain niore vlable 
activities 
-After the visit of Inception Team, the original projecl document \\,as re\lie\~ed 
and modified to suit the local needs 
- Survey on marketing of NTFPs lus becn conducted to plan for thc filture 
-Sample survey by external consultant has been done to assess impacts 

About 5 or 6 workshops were conducted. In some the intricacies (for POU) of 
reporting formats were demystified, plans threshed out and approaches 
startegised. Deficiencies and gaps and weaknesses are also identified and 
steps taken to address them through these workshops. 

- consultant was hired to assess the impact of gender component 
Assessment Criterion 5.2 Project design, approval and implementation : To what extent do the organization and its partners have the 

procedures and capacity to develop design, assess, implement and monitor developmentally sound projects? 
Indicator Areas I Findinas and comments 
- The structure of the delivery system has been designed to provide 
maximal inputs with no scope for leakages. Using the DC, DPT 
and VDB (inbuilt development machinery) in consonance with the 
Village Councils (traditional village leadership) provides for a 
more intense and sustainable approach, not only in 
implementation, but also monitoring and evaluation. 
-Each POU member is required to prepare a monthly work-plan 
- A well-regulated verification process was adopted to ensure as many details 
and checks as possible 
- The gender component is nianaging oh its o\vn 
-Womens empowerment issues, that are being addressed for the first 
time, have been having positive impacts 
-NEIJEL) has wcll-dcvcloncd dala bascs on (csl ~,lots. ~ r c c  s ~ x c i c s  

- In 3 villages, TP owners were paid directly by POU, bypassing the VCI VDB 
who had demanded pecuniary benefits from the TP owners. This is indicative 
of the flexibility of approach, being able to tide over local crisis, in the greater 
interest of sustainabilty of the project., 

- -  . - -  ... -~ ~.~ .... . . . - . . . . . .-- . .- - - . - - -- . ... -- * -- -- - -- 
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and nurseries 
-Some POU members have been able to obtain f~liiiling for separate projects of 
their own, but related to NEPED work 
-Each POU member prepares his or her own monthly activity plan in line 
with the project activities, prepares reports, takes micro level decisions 
etc , '  

. .. 

-All reports have been brought up to date, new activities have been 1 I 
taken up I I 
Assessment Criterion 5.3 Budgeting, accounting, financial control and disbursement : To what extent does the organization have 

effective budgeting, accounting and financial procedures and controls, and maintain adequate and accessible audit trails in Head Office and in 
the field? 

Indicator Areas I Findings and comments 
- 2 POU experienced members and one office staff are entrusted to deal with tlie I 
project finkce and accounting 
- Quarterly budgeting and auditing has beell coiiducted regularly 
- Payments to test plots have been made as per rccommendatioiis of tlie Dm's. 
after due verification 
- The concerned POU members and DPT jointly crifj test plots rcgularl> for 
released of payment 
- Payments are released com~tleilsurating to tlie actual work performed 
- POU members maintain separate accounts pertaining to their respective 
districts, which are regularly updated and assindated 
- ICEFs reporting format is strictly adhered to 
-Inspite of the GON delay in the release of colitribution to thc projcct, the 
organisation could effectively managed the affairs 
- D R s  are required to submit regular reports 
- Most overliead expenditures are being met by IDRC 
- All ICEF funds are bcilig credited to scpzlratc NEPED bank accounts In all tlic 
villagcs will1 thc DC and VDB as joint s~giatoncs 

I Assessment Criterion 5.4 Project reporting and monitoring : '1.0 what extent does the organization monitor field operations, provide co~tstructive I 
I feedback to renorts from tlie field and sul,nlit tirnelv renorts that meets ICI<I' recruirements? I 

I - ~ f i s  are required to subiiut regular reports I I 

L 

- Field verifications are co~iducted at least 3 tiiiics a ycar 
- Stnlcgic adjustments wcrc iiiadc aftcr thc MT'E 
- The learning from tlic field have been \\,ell docu!ncntcd i n  ~lic ror :~ i  or:\ 

Indicator Areas 
- Payments are released conimc~lsuratiiig to tlic actual work pcrforliicd 

resourcc book aid scveral briefiiig papers 
rting wcrc :~dop(cd in~~ncd~:~tclv -- . on rcccil>t - 

Findings and comments 
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- 

- The RBM forinat \\.as adopted 
-Except for the intervening period of 1 % years in 1997-98 (in absence of PCU 
head), all reporting requireilierlts have been nlet 
-Initially, 2% years there was laxity in reporting and illoilitoriiig due to lack of 
proper guidance and training 

for a multi-disciplinary crosscutting approach, also kccpiilg in iniild thc ci~ltural I 

Assessment Criterion 5.5 Human resources and personnel management : To what extent does the organization select, manage and 
utilize its human resources effectively and in line with its mission statement, objectives and strategy? 

sensitivity of Nagaland 1 

Indicator Areas 
- POU inembcrs havc becn draw11 0111 from 17 dcpis. from the GoN to provide 

- A panel of local experts was formed to meet indigenous kiio\vledgc necds as 
well as socio-political aKairs. 
-A gender coordinator was incorporated into the POU 
- Senior IAS officers i.e. the Chief Secretary of Nagaland. \I ho is the Cliairnian 
of PSC and Team Leader of POU respectively nere regularly monitoring 
project activities 
- 2 POU members froin the original team were dropped 011 grounds of bc~iig 

Findings a n d  comments 

ineffective in project implementation 1 
- High perfori~lance standards in\lohring extensive field coverage have kc11 1 
adopted, positively impacting on the work culture of the teaill I 
- Most POU members were provided training collcctivclg or individually~ to 1 
meet project requirements. especially pertaining to their individual role within 
NEPED 
- Most POU members ha& acquired a high degree of proficiency in computcrsl 
botanical knowledgel photography and project n~anagenient 1 
- Self-assessment worksho~ \vas conducted to identif~~ the inaior :rchievcments. I 
strengths, weakness, and td identi@ gaps and to cvaliate pe&rinance 
-Inter and intra state visits have been organised with farmers and staff in 
order to build capacity, awareness and technological exchange 
- NEPED utilised the existing village functionaries, churches, youth, 
students, women societies in line with ICEF mandate 
Assessment Criterion 5.6 Others : 

I indicator Areas I Findings and  comments I 
NOT APPLICABLE 

I 
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p .  6. LEARNING AND INNOVATION 
.' 

To what extent is the implementing organization evaluates its performance to improve programming, explores 
new and better ways to achieve desired results, and fosters an environment of continual collaborative 
learning? 

Assessment Guidelines 
v The three assessment criteria provided in the table below should be used to assess the extent to which the organization is a learning 
organization. Developing, testing, learning from, and disseminating information about innovative approaches to development is an important 
role that organization can play, but not essential for every institution. To the extent that organizations are contributing to greater 
development impact through innovation, this should be reflected in the overall rating given. But the absence of such innovation should not 
necessarily be used to reduce the overall rating of an organization 

~ssessment~riter6n 6.2 lnnovati% : To what extent is the organization together with its pa%ers,nvolved in developing and 
testing innovative development approaches and models which, when proven effective, are replicated? 

Indicator Areas I Findinas and comments 

Assessment Criterion 6.7 Review and evaluation : TO what extent does the organization conduct and use reviews and evaluations to 
develop its understanding of development processes and 

Indicator Areas 
- After the visit of Inception Teanh the original project document \\,as 
reviewed and modified to suit the local iiceds 
-MTE recommendations were accepted and ilccessary modifications 
incorporated 
- Participatory workshop on strategy planning and sclr-asscssmcnt nlerc 
conducted 
- Participatory workshop with local espcrls arid POU joiiirly \\.as 
conductcd to clarify field doubts and to obtain rccd back from thc village 
level 
- A senior person from the evaluatio~i unit of IDRC CANADA facilitated 
the self- assessnient workshop 
- M e r  the strategy planniilg workshop ccrtai~i aspects oT the projcct wcrc 
redesigned (e.g. Nurseries, gender component, land shaping mctliods and 
adoption of indigenous knowledge) 
-1DRC-ICIMOD Workshop on Ethnobotany held at Kohinia in 1997 
-1CEF sponsored workshop on PRA in 1995 
-Consultant from Applied Environnient Research Foun&lion. PUNE Tor 
natural resources docu~lientation 
-CSIR for inception Mission 
-John Stackhouse, Globe and Canada Mail \.is it to NEPED in 1 997 

organizational issues and to improve its programming and projects? 
Findings and comments 
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- The NEPED land-shaping model was redesigned and adopted on the 
basis of suggestions received from farmers, wluch was based on traditional 
practices. This is being widely replicated 

The idea of mixing trees with crops in jhuni is k i n g  widely accepted 
- Introduction of cash crops in jhum fallow is fast catching up in certain 
pockets 
- Germplasm transfer of indigenous trce specics across to othcr districts of 
Nagaland 
- Participtov approaches i11 dcvelopmcnt acti~ilics arc k i n g  initialed 
- Gender issue are being addressed for the first ti~ne in Nagaland 
- The gradual shift of traditional agriculture froni jhum lo an agoforestry 
system is talung place 
- The idea of mixed tree species plantations are being replicated 
- NEPED landsllaping was improved and rcplicatcd 
- The idea of prcserviiig the "mother trce" and rctcntion of natural 
regenerated saplings1 '\~ildlings' is k i n g  accepted 
- The multidisciplinary approach of POU Icd to the crcation of corc group 
in GoN 
- The inculcation of computer litcclc) \\.itl~in PGij icd to introduction or 
computers within the worlung system of GoN 
- The transparent functioning style of NEPED has rcsulted in increased 
awareness and capacity of rural folk. Tlus has led to bctlcr go\Jernance. as 
village functionaries are more accouiitable 
- Based on findings from the field, 2 POU members have becii able to 

' initiate their own research projects, f~nded  by other sourcest but bascd on I NEPED activities 

- 8 Briefing papers on various topics h&e been published 
- A documenlq video film Iiidllighting project activities 
- A training manual on ficld operations has bcc11 ~nadc 
- NEPED web site is available oillinc 
- The "ZZ" botanical data base and search filc has becn widely 

1 

I 

Assessment Criterion 6.3 Documentation : To what extent is the organization and its staff engaged in producing effective 
documentation particularly useful for the organization's local partners? 

acknowledged as unique 
- A comprehensive photo libraq ol'planis has Lxc~i compilcd and 

Indicator Areas 
-Documentation of biodiversity 
-POU Booklet NO. 1 issued to all villages 

- NEPED concept have been translated into 3 local languages/dialects 
and distributed 

Findings and comments 
- 16000 (8x2000) copies have been under distribution within and outside 

the state. 

- 1 folder on Tree planting methods was written in Tenyidie and 1 distributed 

- ZZ-file Contains as many as 6000 plant species 

catalogued 
- Field ~nanuals in several local languages has bccii madc 

, - l'l~otogc~phs from llic NEI'ED collcct~oti have Ixcli csliihitcd 111 Nc\v 

- The state agriculture de~artment~has been given 500 copies of POU 
Resource Book against their demand of 800. 
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Delhi and Kollinla 
- A resource kit in the form of a book " Building upon traditional 
agriculture in Nagaland" has been published. This kit js for free 
distribution and is intended extension workers, village level workers, 
project implementers etc 

-An interactive environmental education kit for school children is 
under preparation. An NGO with expertise in EE has been 
commissioned for this. Based or; the profile of this kit, the state 
education department has shown active interest in mass replicating 
this kit, which will be the first of its kind in Nagaland 

-POU Hand Book on Economic trees of Nagaland 

-POU Manual on botany 

Assessment Criterion 6.4 Others : 

Indicator Areas 

NOT APPLICABLE 

Findings and comments 
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A : Performance Assessment Grid 
Performance areas 

1. Support of ICEF'S mandate and ohjcctives 

Sustainable improvement of landwaterlenergy resources 

Environmental concerns addressed 

Women's participation 

Poverty reduction 

Technology adoption 

Micro-entreprise developlllent 
a 
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1 

1 

1 

L 
1 

1 

I 
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2 

2 

2 
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2 

2 

2 
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2. Capacity building 

Institutional strengthening 
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3 
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3 

1 

1 

1 
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4 

4 
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4 

4 
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5 
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6 

6 

6 

6 
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3 

3 

3 
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Resource mobilization 1 2 3 6 

Sustainability of the local villagc iiislit~~tions I 
a 
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2 

2 

1 

1 
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3 

3 
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1 .  SUPPORT OF ICEF's MANDATE and OBJECTIVES 
To what e ~ t e n t  docs the prc!ject contribute to~var(ls tlze achiesement of ICEF's manclate and objectives? 

Assessment Guidelines 
The six assessment criteria provided in the table below should be uscd to assess the estcnt to which the organization's project is contributing to the achievcn~ent of 
ICEF's objectives and priorities. To thc cxtent that thc org:inizations has devclopcd valid nleasurcs of the degrec to which they are mceting these criteria, thcse 
indicators should be used. The indicator arcas listcd bclow arc suggcstio~is to assist with tlic assessment proccss and are not requirements. When making an overall 
assessnlent, onc important criterion is thc cstc~it to wliich thc organizations pro-jcct is contribuliug to poverty reduction. 

Ass~.s.sment Criterion 1.1 Su.stuinahle intprovcmenf of I u ~ ~ ~ V , ~ u t ~ ' r / i . n e ~ ' g j ~  resources : To what cxtcr~t is ~)rojcct e f c c t i ~ , ~  in facilitirting thc sust;rin;~blc clclivcry of 
environmentally-sound activities and sewices to poorer jir-orrps? 

Indicator Areas C,C/ n 

NEPED has established over 1800 test plots in over &3villagcs. 
Tlie NEPED concept of farmcr-led tcstl~ig and dissemination was 
successful in stimulating fam~ers in Nagaland lo replicate G ha for cvenl 

Findings and comments 
Increased tree plantation will contribulc lo preseniarioil of \rillage water supplies. 
parlicularly as incrcase population prcssure has resulted in the denuding of hill top 
in sollle areas. 

1 ha supported by the project, estimated in February. 1999. 
Tlie Government of Nagaland has contributed funds to supporl tlie 
plantation of up to 10 million trees subscquentl; in 1999 (The Year of 

among small fanners across all S districts of Nagaland (38'% of 
households). Since tlie~i the esteilt of replicati011 has espa~idcd 
considerable. 
Reduced soil erosion in jhum fields through NEPED ellcouragelileiit of 
traditional soil erosion control and landshaping metliods. but NEPED 
does not liavc an accurate measurement of actual amounts. 
Data indicate that NEPED concept of niiscd plantat~on using local tree 
varieties is widcly adoptcd in tcst plots and (to a slightly lcsser cstcnt) in 
replications. 
Trcc plantation is primarily in jhum ficlds and dcgradcd land. Ei~idcncc 
shows very minor rates or use or prlmav rorcsc for establishing trcc 
fanning 
Some large-scale plantations by high income pcoplc liavc bccn 
establishcd outside of NEPED activities. 
NEPED has stimulated and enipowercd rural women lo takc activc roles 
in incomc generation. 
NEPED has played a pivotal rolc in lllc establ~shmcnt of a local small- 
scale tree nurscq seclor. 

Selective thillliing of dense tree plalitations will bepn providing cash flow to farmc 
from tlie sale of polcs in ycars 5-8 and will also contribute firewood. 

I Tree Plantation) 
February. 1999 sunfev data indicate thc replication to Lx videspread 

In the last 2 years of NEPED a slight shift in focus has occurred, from a strict 
emphasis on trees for timbcr to cash generating agro-forestry crops such as 
cardamon, ginger, tree tomatoes, pashion fruit, etc., which can be intercropped wi 
timber in the early stages of tree plantation. 

Increased plantatio~i of aldcr trees, especially in high-altitude arcas such as 
Zuhcnbto. is conlributing to soil nutrients and will provide fire\vood to villagers. 



Indicator Areas  
NEPED seeks to improve traditional agricullurc (jhum system) which 
has reached a crisis situation due to population growth, \vith jhum cycles 
now on average at 9 years, which is unsustai~iable and'ca:~sing declining 
food crop yields. 
Increased tree cover, wider adoption of soil conscr\,ation mctliods 
(traditional melliods and conlour bunds) and better nutrient recycling 
reduces soil erosion, coliscrves water and improves soil fertility. 
NEPED has used training and liiass niotivatioll prograliis to stiliiulate 
awareness and action for niajor environnicntal concerns. For crample, 
tlic Cliakhesang Public Organization mcasures to cstablisli and manage 
village-level biodiversity preserves and co~llrol lian~esling of flora and 
fauna. 
Government capacity in field locatio~ls (DPT members, Field staff erc.) 
has been increased regarding environmental concerns. 
NEPED has nude extensive use o l  PRA (lor llic first ii11ic in N;lgaland) 
at all lcvcls of project implementation, resulting in cn\~ironmenlnl 
programming that is consistent witli the li~~elihood needs of rural peoplc. 
Althougll not explicit in tlie original managenient plan. POU offlcers 

. have become highly visible resource pcrsolls regarding cnvironmcnlal 
concerns, participating in a large number of nicctings as speakers and 
encouraging community groups (student unions, church groups, etc.) to 
become proactive in environmental protection. 

f l  
Tlie critical and most broadly-based environmental issue enconipassing land, watel 
and energy in Nagaland is the jhum system. Over 80% of Nagas reside in rural 
areas and rcly upoil jlium for thcir livelihoods. More than 42% of the total land in 
Nagaland is subject to jhum, niucli of tliat now being farmed with inadequate fall01 
pcriods leading to degradation. 
Current population growth is very high. with the prospect of Nagaland's populatiol 
doubling wilhin the nest 20 years. Given the limited potential for pcrliianeiit 
agriculture, tree planation in jhum fields provides the best option for poverty 
alieviation of rural people in an environmentally sustainable manner. 

Assessme~tt Criterion 1.3 Women 's purticiprrtion : To what extent clocs thc oq;~niz;,;rtion cnsurc that women ;ire full and equi~l piirtncrs in guiding and shaping the 
development process and are full bcnctici:wies of the process? 

- 

broadcst-bascd NGO working on gcndcr issucs in Nagaland (Naga 
Mothers Association) has reported favourably on the impact oTNEPED. 
In 1996 and 1997, the gender dimension of NEPED providcd basic 
empowerment training to 154 women from 92 \:illages. with advanced 
training for 35 of them, helping stiniulatc tlie formati011 of tvomens 
societies and strengthen esisting ones, lnanv of \vliicli havc become 
effective organizations. 
In 1998-99. basic empowerment training for 309 tvomcn was co~ilbilied 
with technical training on nursery management. 
Of the 93 woliien's groups allocated independent test plots, the report by 
Kavita Rai's docu~ne~ited tliat, 1\1itli some limited exceptions. tlic tcst 

1 plots wcrc cst;lblislicd ;ind womcn sliarc (in varying dcgrccs) \villi thc 

Indicator Areas  
Gender issucs havc been introduced in tlic field tlirougli NEPED and tlie 

1996 with lninin~al training of ~ I I ~ P O U  team (except for tlie gender coordinator 
liersclf) in gender issues and analysis. As a result, )his was a learning experience f 
tlie i~nplenienting team as well as for rural Naga's. 
Throughout Ilic 5 years of NEPED. tlie gender dimensio~i shows conti~~ual 
progression, and has evolved so program deliver has improved throughout. For 
example, the tree nursery program eveolved from being ad hoc to one that 
incorporates enipo\\lernient training, witli teclillical training and support. in a 
manner tliat bettcr suits the aspirations and field-level realities of Naga women. 
In order to build additiolial POU capacity in gender-related programming, IDRC 
fu~ids have beell utilized to providc gender training to a male POU officer. 

Findings and comments 
Tlie gender dimension was 1101 originally included in NEPED and was o~ily addcd 
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benefits. 
Traditional land ownership patterns and traditioils make tree pla~~tation 
for long-term benefits like timber infeasible for many women in 
Nagaland, so NEPED shifted emphas~s to supporting nromcn's trec 
nurseries as the project progressed. 
NEPED conciously used mass a\\areness :uid cmpowermcnt training to 
communicate to women thcir right to 25% of VDB fiinds and to 
encourage them to actively participate in the use of thosc funds. Wonlen 
have been increasingly able to access thcir share of 25%) of VDB fu~~ds .  
Some women groups acquired ownership of land holdings for their tree 
plantation, either on long-tern1 leasc or outright purchase. This is a 
major breaklhrough relative to traditional land o\\ncrship patterns. 
Over 80 trcc nurseries for wonlcn's groups haw kc11 established. many 
already generating rcvenues for me~nkr s  and cncouraging replication 
from private sources. 

Assessment Criterion 1.4 Poverty reduction : T o  what extent does the organization's project contribute to poverty reduction? Does this project address the 
interrelationship between poverty and environmental degradation? 

Indicator Areas 
NEPED activities are aimed at acquiring economic benefits and 
environnlental sustainability from trec plantation in jhunl fields. ~vhich 
will provide: soil conservation, stabilized food crop yi.elds, cash value 
from poles, firewood and timber. 
Fallow cash crops have been introduced which ~ 1 1 1  prov~dc annual 
income in the early years of tree plantation. This w i l l  llclp prov~dc 
interim inco~lle while trees mature to market sizes 
The intenlention provides a means to reduce e~iviro~l~nciltal degradation 
and recover wastelands through trec plantation 

Findings and comments 
NEPED directly addresses the link between poverty and enviroilmental degradatiol 
in several ways: by introducing higher-value crops within traditional production 
methods, without sacrificing food security; by introducing measures that will 
improve the land resources of farmers; and by targeting small farmers in all villagt 
in Nagaland. 

I 

Assessment Criterion 1.5 Tec/rnofogj~ adoption : T o  what extent that adoption and dissemination of pollution abatement, energy conservation and renewable 
- ~ - ~ 

enerpy technologies a r e  effective in facilitating the sustainable delivery of environmentally-sound technology. 
Indicator Areas I Findings and comments 

NEPED focuses on modifications of indigcilous f;ar~ning tcchnologics. by 
adapting the Khonoma jhum concept to be morc broadly adoptcd in 
Nagaland. By focusing on modifications to an indigenous co~iccpt and 
use of local tree species this technology is cnvironnlcntall~. sound. 

NEPED docs not introducc an csternal technology, per se, but attempts to 
manipulate ind~gei~ous technologies to be more productivc, profitable and 
ciiviron~iicntally sound. 

Additional technologies, such as introduction offallo\\. managen~ent, are 
dcsiglicd to l i t  \ v i t l i i ~ i  Ilic :~[:ro-rorcs(~?. S ~ S ~ C I I I .  1.. 
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2. C.4PACITY BUILDING 
To what extent does tlze project contribzcte to capacity development among the implementing 

orgun izution 's locrrl pnrtlz ers and other institutions? 
Assessment Guidelines 

v The four assessment criteria provided in the table below should be used to assess the extent to which thc project is contributing to capacity develop~nent 
among itself and its local partners. Iinpleinenti~lg organizations that have capacity building as a programming priority nlay have developed rcsults 
indicators in this area. If thesc indicators are lalid measures of the degree to which the organization is meeting these four criteria, these iildicators should be 
used. The indicators areas listcd bclow are simply s~lggcstcd arcas that may bc considered if appropriatc. 

v Institutional strengthening is the assessment criterion that sl~ould be given the greatest weight in providing an overall rating for this area. 
Nevertheless: the other tluee criteria are also considered to k \.en important. 

Assessment Criterion 2.2 Strategic selection of localpartners (local N G O ' s  ...) : To what extent docs the implementing organization select and work with local 
partners that are eithcr making a significant ant1 sust;~in;~l)lc clcvclol~mcnt impi~ct or h i t ~ e  thc 1)otenti;ll to make such an i m j ~ i ~ c t  with support and stlaengthcning? 

Assessment Criterion 2.1 Institrrtional straqthening : To \\,hat extent does the sel)port ~)rovided by the implementing organizi~tion strengthen the capacity of local 
organizations and institutions to formulate, mirnitge and sustain dcvclopment 

Indicator Areas 
As the first externally-funded project in Nagaland NEPED introduced 
the GoN officers involved to the nuailces of project budgeting, MIS, 
RBM, technical reporting, etc.. necessary for international donors. 
Through POU, the GoN has an improvcd understanding and capacity to 
formulate, inanage and sustain dc\~elopmcnt processes using modcrn 
management tools. 
The GoN has increasingly adopted NEPED-initiated concepts, such as 
declaring 1999 as the Year of Trec Plantation. Thc GoN rclicd upon 
POU espertese to initiate and facilitate the initiative. as thc only multi- 
disciplinary body in GoN capable of delivering these activities in a 
rapid and transparent manner. 
The multi-disciplinary approach and fornlation of the POU has been 
replicated by the state government in the Core Group, i~ldicating 
dissemination of the POU concept within GoN. POU has bccn an agcilt 
for transmitting computer lilcracy and data base managcmcnt to C;oN. 
Increasingly, non-governn~ent collectives are becoming invol\,cd in 
sustainable developnlent issues, as a result or NEPED Inass motivation 
and intcrvcntion programs. Somc broadbascd organizations (such ;IS 

apcs tribal bodics), NGOs and local community groups have initiatcd 
environmental programs through NEPED, such as tree planting 
activities, biodiversity preservation. ncw income-generating schemes. 
etc. 

1)r-ocesses? 
Findings and comments 



Indicator Areas 
The initial design of the project had tlie objective of co\;ering all 1000 
villages in Nagaland with VDB's in 1994. VDBs in each village were 
empowered, in turn, to select innovative and influcncial farnlers to be 
allocated test plots. However, up011 linlited occations POU inten~ened 
when test plots were poorly inlplel~~cntcd and asked VDBs to select 
other farmers. 
Mass motivation activities required interaction wi.th strategically 
chosen groups. Generally, POU worked with groups that were in a 
position to make significant impacts at the local lcvel drlc to group size 
andlor effectiveness. 

I Findines and comments 

Assessmerit Criterion 2.3 Partnership ofloculpurtn~.rs : To what estcnt is thc organization's relationship with its local partners characterized by principles of 
partnership? 

D(-c:err~brr 1 YYY 9 

Indicator Areas 1 

Iiutially NEPED h&ome elenie~its that \vere highly participatory (c.g.. 
participant selection, species selection) and other elcmcnts that wcrc 
top-down oricnted (e.g., lalid shaping). O\.ci Li~iic this I;;IS become cvcn 
niore participatory as POU adopted niorc fr~mier-led innovations (c.g., 
traditional erosion control, local species propagation methods). 
NEPED utilized partnership pri~iciples in workins \vi:li VCIVDBs. 
which arc the autl~orities in villages. VCJVDB \vere rcsponsiblc for the 
selection o i  site and tcst plot owner and coiitributcd to vcrification. 
monitoring and evaluation of activities. 
NEPED utilized two-way con~~nunication in tlie field? where POU 
oficers/local authorities were e~npowcred and givcn flexibility design 
interventions at the village level. 

Assessment Criterion 2.1 Increasedparticipation and empowerment oftarget groups : To what extent is the development project of the organization and its partners 
contributing to increased participation of commu~lities anrl groups in decision-milking :~nrl ~uitling the dcvelo~)mcnt p r t~es s?  

Findings and comments 

Indicator Areas 
Some local institutions have become incrcasing pro-active ill 
developing local-based prograliis for sustainable dc\~clopmcnt (c g.. 
villagc rcsolut~ons lo plant Irccs). 
Through the gender component wonlens groups have been formed and 
become niore active in decision-malong and participation in 
devclopmcnt (c g.. scc rcport by Ka\ 1t;1 Rni) 

Findings and comments 

\ 



3. SUSTAINABILITY 
To what extent is tlze implemerzting orgcinization uhlc to increase tlze impact of its programnzing tlzrouglz turgeting its intenyentions at 

key points, or tlzrouglz coortlintrfiurz alzd cotpercrtinn, rcplicution, cmtl the mobilizution of resources beyond ICER 
Assessment  Guidel ines 

v The three assessment criter~a providcd ill thc table belo~r. sl10~11d be uscd to assess tlie estcnt lo wliicli the implementing organization is ablc to use the 
ICEF colltribution it receives. Sustainability is a concept being used by ICEF to describe its objective of maximizing the impact of its investments through 
encouraging its partners to increase the developmental inipact of their activities and the anlo~lnt of support the partners elicit from other sources. 

The Chakhesang Public Organizatioll has adopted steps for village- 
level conservation. hunting restrictions. \\ ildfirc control, ctc . nliich arc 
sacntioned and enforced by village institutions. Discussions wvitli 
villagers suggest that these steps are proving effectibe. 
Community groups (especially student bodics) have become niore 
active in establishing and monitoring biodiversity preservation across 
Nagaland (e.g., a now frequent observation is a posted restriction on 
harvesting flora and fauna from community forests organized by 
student groups). 

Assessment Criterion 2.5 Others 

v There is 9 single or esscntial approach \all~ich iliust be adoptcd to increase sustaiiiability. Nor do organizations have to usc all the approaches listed 
below. Thus, a weakness in one of thc criteria tlocs not mciili that the wholc ilsscssmcnt iirea of sustainnhility sho~~lt l  be rated "weak". However. thc 
extcnt to which an organization combincs various approaches is likcly lo incrcasc thc lcvcrngc iinpact ol' its progrr~n~ming. 

Assessment Criterion 3.1 Strategically focused : To what cstcnt docs thc organization focus its cfforts on particular stri~tcgic itreits or  sectors and dircct its activities 
at root causes of impoverishment m d  key constraints to dcvclopmcnt? 

Indicator Areas 1 Findings and comments 

Indicator Areas 

NOT APPLICABLE 

From the initial design, NEPED focused on addressing tlic root 
cause of poverty and resource dcgradation i n  Nagalarld (i.c., the 
80% of population in rural areas, primarily dependent ~1po11 jhum). 
Strategic planning exercises wthin POU identified specific needs in 
1998 and NEPED activities were re-focuscd in  thc last 2 gears to: 
direct addtional rcsources to thc gcildcr compncnt. implement 
progranls lor fallow nia~iagciiicnt lo incrcasc inconic in agro- 
li)r.cslry, tlevclop ~x~r.l~lcrsllil,s \villi N U  )s ( c . g  1:co-W;~\'cs). ~-r~sur.c 

Findings and comments 
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broader dissenlinat~on of key intenlcntions (e g.. nlass moti~.alion 
activities). 

I 

Assessment Criterion -7.2 Replication : To what extent does the organization and its partncrs expand and replicate successful development processes and models and 
foster and support the expansion or replication of these models by local organizations or  governments? 

Indicator Areas I Findines and comments 
Survey data froiii February, 1999, i~idicalc a coiiscn,ati\lc csti~iiate 
for rcplicalio~t of NEPED supporrcd rrcc planrariou amountiug to at 
least 6 hectares for every I hectarc that was supporlcd. This 
amount has illcreased since then, perhaps substantially. &er 38%) 
percent of farm households had planted trees in jhum fields since 
the implcmcntation of NEPED in early 1999. 
Replication of land shaping has not been high, although sonlc 
increased use is reported as planned by farmers and there is high 
use of traditional soil erosion methods. 
GoN espenditures for the Year of Tree Plantali011 in 1999 were Rs. 
2.5 crores. 
In 1998-99 significant replicati011 of small-scale tree nurseries for 
indigenous tree species was observed. conservatively estinlated at 80 
nurseries. In addtion, many villages in reniote areas have 
established small scale non-commercial nurseries to support village 
plantation. 
An increasing interest in the NEPED approach has been noted 
among other states in the Northeast. 

Tlie rapid and extc~isivc rcpliwlion or trec plantation in Nagaland is notablc. 
Soi~ic or the replication is supported fro111 GoN programs, but sunrey data (scc 
Klein reporl) and field observation indicate that a substa~itial share oftree 
plantation is done using local andlor private resources. 

I 

Assessment Criterion 3.3 Resource mohili~ution : To what extent is thc organization able to increase the amount of support for development programming it mobili~xs 
from sources other than ICEF? 

Indicator Areas 1 Findings and comments 

Farmers have contributed labour and land for tcst plots as pcr thc 
initial managcmcnt plan and contributcd land. labour 2nd cash for 

Some contributioi~s of VDB funds for replication 14~s  reported in 
survey data and ficld obscrvatio~i indicalcs a~iiounts contribulcd arc 
nioderatc. 

Scvcral POU oPficcrs havc prcparcd proposals and cvcn been succcssf~~l in gcncrating 
funding for small projccls (c.g., V. Nakro, C. Kikhi). 

replication. 
GoN contributions, iiicluding Ycar of Trcc Plantation II)!)O, 1i;lvc 
been large. 

- I ~.~sc.s.vrrrcrrt ('ritc~riorr .L J .~~r.vl~r;rrcrh;/;f)~ o f l l r i ~  I o c ~ r l  -- t7il%c - irt.vlilrrliotrs : 'I'o wi~ill cxtcnl bo t l~  or-giinizi~lior~d and fini~ncinl sustai~~abilily :II-C to be addressed. 

A conccpl paper for a follo~\~-up projccl has bccn prcparcd and submitlcd lo ICEF and 
EU for funding. 
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4 .  GOVERNANCE 
To ~vlrnt a t m  t is tlz e project effectisely guverned? 

Assessment Guidelines 
v The three assessment criteria and indicators provided in the table below should be used to help assess the extent to which a project is effectively 
governed. 

Indicator Areas 

NEPED works with Village Councils and VDB's d~rectly, n h ~ c h  
are allocated operating funds within the GoN system. 
Womens groups or societies were organized locnlly in order to 
participate in NEPED. The evidence presented in thc report by K 
Rai suggests that some of thesc arc I~kcly to becomc suslainablc 
after NEPED ends. 

Findings and comments 

Assessment Criterion 4.1 Effective directiort artd corztrul of the project's steering cornmittee : To what extent does the project's steering committee 
effectively direct and control the affairs of the project? 

Assessment Criterion 3.5 : Others 

Indicator Areas 
The PSC only met 2 times du r i~~g  thc initial 3 112 years of 
NEPED, but has met 3 tii~les since November, 1.998. 
The PSC was utilized i n  November, 1998, to approve tlic key 
project changes followed for the remained of the projcct. 
PSC direction and control has focusscd on major programming 
issues and reallocation of budgets to diacrcnt activities, whilc 
day-to day direction collies from Lhe NEPED Director. 

Indicator Areas 

NOT APPLICABLE 

Findings and comments 

Findings and comments 

Assessment Criterion 4.2 Accnunttrhili(~~ : 'To wlritt cxtct!t is thc intl)lcnlcltling or.gilt~iz;itior~ ;~l)lc to tlcmons(r;rtc that i~ t lc t~~~i l tc  accountirl)ility is being 
cscrcisccl over thc ICEF funtletl projcct. 

Indicator Areas 
Since 1998. fhc cslcrr~:~l :~udilor I1:ls I H ~ C I I  C O I I ~ I I C ~ ~ I I ~  (111:1rlcrIy 
audits ol' I'OIJ. whicll is I I ~ ~ I - C  I'i.cclucn[l_\. ~II:III ~.cqt~ircd by ICljl:. 

Filldings and comments 



Comlnents and issues raised by the auditor during tlie period 
1997-98 when there was not a NEPED Director were clcared up 
in a complete and timely manner. 
PCU is audited aiuiually. 
All ICEF funds are transferred to POU only upon rcccipt of 
complete and accurate financial reports and are deposited to a 
separate bank account outside of normal GoN financial 
transactions. When payments are approved by POU for test 
plots they are deposited to special NEPED bank accounts in all 
tlie villages. Field observation suggcsts sonic Icakagc> but at 
very low levels. 
The NEPED Director and accounting staff Trom IDRC-SARO 
regularly travcl to Nagaland monitoring prqjccl aclivitics and 
financial managcmcnt. 
In addition to MIS reporting, POU has dc\.cloped Tull data 
bases for test plots and tree nurscries lo summarize data from 
the project files and pennit monitoring oT progrcss. These were 
implemented in 1999. 
All payments to village  account^ are subject to \'erification 
reports. POU oficers oversec tliis proccss and acti\,cly 
participate in the physical verification. In cases \vliere there is 
concern, POU verification is used as a check on ficld staff 

I reports. 

Assessntent Criterion 1.3 ICEF responsive mechanism : To what extent is ICEF actively involved in developing, documenting and assessing the 
sustainable development outcomes or impact results that thc organization is seeking to achieve? 

the ICEF Prograni Oflicer responsible Tor NEPED Lravellcd to Nagnland 
for a much-needed first site visit in Oclobcr. 1999. 
New reporting forniaLs introduced by ICEF in tlic lasl yc:ir or NEPED 

Indicator Areas 

ICEF has not been active in developing. documenting. and assessing 
sustai~lable de\clopmcnl outcomcs kcoilsc lliost of this rcspo~isibility 
was assigned to IDRC-SARO. 
Requests by the NEPED for morc active i~ivolvenicnt by ICEF did not 
receive a positive respollsc until tlic incumbcnl ICEF Dircctor arrived. 
One 01 his first dccisio~is i~po~ i  assuliii~ig tllc positio~l W:IS LO clisurc t1i;il 

Findings and comments 
The major difficulty occurred in 1997 through to mid-1998 when ICEF did not 
provide funds duc to the failurc of NEPED Lo report in a satisfactory fashion on 
tcclin~cal and financial progress. 

This was a proble~ii which was rcsolvcd shortly after arrival 01 the iiicutnbcnt 
NEPED Director and ICEF Program Oficer, both in 1998, so that provision of 
Sun& 113s sincc bccn completcd in a smooth and cffcctive manncr. 
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required substantial adjustnients in data lllaiiageiiieiit and reporting, 
especially for a priject teal11 involved in its first externally-funded 
project. However, the clear instructioils fro111 ICEF on fil~aiicial and 
technical reporting have itlade repofling needs esplicit after tlic 
adjustment phase and NEPED lias reported as per requirements. 

I 

Assessment Criterion 4.4 Others 

1 Indicator Areas 

PCU management has changed substa~ltially over tlie course of NEPED 
The initial NEPED Director made a minimal numbcr of short v~sits to 

I Nagaland (7 visits, 35 days total) in the first 2 years and only brief ficld 
visits to review tecliilical progress. Dur111g tlie period that PCU dld not 
have a Director, site visits were liniited to one by the SARO Rcgional 

1 Director. The current Director has visited frequently and for long 
duratio~is (over 150 days in the field). and travelled to all 8 districts to 1 view the project. 

Upon amval in May 1998, the current Director 11otcd a (not unexpcctcd) 
atmosphere of frustration and lilistrust about the two NEPED donor 
agencies among POU. However, participation. colniiiunicatlon and a 
positive worlung partnership have developed. POU ofiiccrs have 
enthusiastically become in~ol\~ed in a broadcnzd range oEacti\ itics and 
reporting mechanisms, contributing significantly to the management of 
the project. 

Upon introduction of the new ICEF filia~lcial reporting format. PCU 
arranged for TDRC-SARO accountants to visit Nngaland on a regular 
basis to coordinate report preparalion. 

PCU worked with POU to develop new and inipro\~d dclivcn 
mcchanisnis and activities over tlie pas1 2 c a r s  of tlic project in a 
participatory fashion. 

Findings and comments 

5. PROJECT MANAGEMENT 
To ,rvltut rxterit is  tlte prclject <ffectively and eficiently managed ? 

Assessment Guidelines 
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v The five assessment criteria provided in the table below should be used to  assess the extent to which an organization's project is being 

I 

Assessment Criterion 5.2 Project design, approval and iniplcmcntation : To what extent do the organization and its partners have the procedures and 
capacity to develop design, assess, implement a n d  monitor der~elol)mentall!; souud pro.iects? 

effectively and efficiently managed. Lndicator areas have been suggested to guide this assessment process. Each of the assessment areas is 
considered very important for sound project management. 

Assessment Criterion 5.1 Strategic anaksis &planning : To what extent does the organization utilize a well developed strategic plan which clearly 
articulates the development results being sought? 

Indicator Areas 
POU 1x1s developed strong skills in setting up and maintaining 
data bases. The data base for identification of tree species (zzfilc) 
is a unique and advanced tool, which has drawn the attention of 
botanists in India and abroad. 
POU has developed inlpressivc knowlcdgc and capability in tcrnis 
of botanical knowledge, impro\,cn~enl of traditional agriculture, 
and participatory field work under cscccdi~ig dificult ficld 
conditions. 
Through targeted training. workshops and cspcriencc-sharing 
visits POU officers have devcloped capacity that nungcs bcti~ecn 
mediunl and excellent in coniputcr applications, desk-lop 
publishing, PRA, plant identification. 
Evol\'ing, but still not fully dc~:clopcd. skills havc bcen :rchic\!ed 
in project monitori~~g and rcporting and gcndcr analysis. 
POU has developed the most comprehensive and rigorous set of 
procedures for assessing. implimcnting and monilori~ig ficld 
pr('jccls 11111sIilr I I S C ~  i l l  N;II!;II;IIICI. -- - 

Indicator Areas 
NEPED was initiated with a dctailcd and cffectivc-PMP, that has 
becil maintained for tllc primary projcct activity of tcst plots. 
After the MTE, a modified stratcgy was developed for tlic 
remainder of the project for ccrtain components. utilizing t\iro 
participatoq planning and stratcgy workshops (held in July 2nd 
Novcmbcr, 1998). ~ncluding ~dcntilication of objccti\,cs and 
success indicators. 
Intermediate-term activities and indicalors were establislicd lo 
meet RBM reporting format evcq 6 months. 
A participatory self-evaluation workshop was held in November, 
1999, in which a broader list of quantitative and qualitative 
markers were established for the NEPED vision statement. 

Findings and comments - 

F i  



Assessment Criterion 5.3 Budgeting, accounting,fifinan~iul control and disbursement : To what extent does the organization have effective budgeting, 
accounting and financial procedures and controls, and maintain adequate and accessible audit trails in Head Office and in the field? 

Indicator Areas 
POU lias allocated staff (2 team members and onc oflice stall) to 
project finance and accounting. Thcy havc niaintaincd the 
financial records in a lnanncr that have satisfied tlie cslernal 
auditor. 
Budgets are done semi-annually and auditlug lias becn conducted 
quarterly. The adoption of ICEF new reportliig formats lias aidcd 
a better link between budget allocations and tcclinical progress. 
Full and accurate records of project activity and paynienls have 
been maintained in the POU office. 
District accounts are managed by POU members respoiislble for 
respective districts, which are then sun~marized in project-wide 
data bases. 

Assessment Criterion 5.4 Project reporting u n ~ l  monitoring : 'Co what extent does the organization monitor field operations, provide constructive feedback to 
reports from the field and submit timely reports that meets ICI'F reciuirenients? 

- 
in PCU. 
NEPED was one of the first ICEF projects to adopt tlic RBM 
forlnat required by ICEF beginning in 1999. 

Findings and comments 
This is an area wherc POU lias slio\\n improvelnent over the life of tlie project, 
pirticularly in that last 2 years. 

Indicator Areas 
Payments to project participants are not rclcased without 
verification in the field and POU has rigorously ensured that 
payments are made on the basis of actual ivork pcrfornled in the 
field (quality and quantity). 
DPTs are required to submit regular rcports. with ficld 
verifications occuring regularly. 
ICEF requirements for financial and lcchnical progress reporting 
were adopted and project reports have bccn subinillcd regularly, 

POU still requires support and assistance in monitoring and timely reporting. 

Findings and comments 
Problctns in reporting during 1997-98 clearly indicate the need for additional 
capacity building in POU. Since mid-1998, efforts have been made to better 
involve POU in financial and technical reporting in a participatory manner 
(during the first 2 years all project reporting was done in a non-participatory 
nianner out of PCU). 

In order to help build this capacity, IDRC funds are being utilized this year to 
send 2 POU oficers to a 3-week training course in participatory nionitoring and 
reporting oi projects. As a result, POU capacity will be iurtlicr enhanced. 

excluding tlie 1 % ycars wlicrc thcrc \\as not a NEPED Dircctor 1 

I 

Assessment Criterion 5.5 Human resources und personnel Inanagemc1lt : To what extent docs the organization select, manage and utilize its human 
resources effectively and in line with its mission statement, objectives and strategy? 

Indicator Areas 
POU was drawn out from 13 dcpartmcnts of tlic GoN to provide 
for a multi-discipliany cross-cutling :~pproacli Tcani ~ i ic~i ikrs  

~ , c r ; l l l k a o l ' g o v c r n n i c n ~  oniccl-s \ l~o\v~nl ;  liigll 

Findings and comments 
Thc workload and perforinance es&cted of POU officers lus far exceeded the 
nor~n;~l dciiiands of GoN oficers. POU has shown laudable enthusiasm and 
pcrforniancc. cspccially in ligh~ or Ilic diflicul~ co~iditions Ihal thcy had 10 \+Grk 
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potential for carecr developmcnl. 
In the Iirst year of NEPED sevcral poorljt performing POU 
oficers werc droppcd and n c ~ t  ones added. 
Duc to the cultural diversity of Nagaland. cfTorts \vcrc nladc to 
reflect as broad a misture of tribal groups as was possible, g~vcn 
the tcchnical requirements for POU team mcmbers. 
A tcani of local experls was formcd to ensurc coopcralion by 
community groups and help integrate iildigenous knowledge into 
the project. 
A gender coordinator was incorporated into the project when the 
gender dimension was added to NEPED. 
High performance standards involving estensive field coverage 
have been adopted, positively impaclillg on the work culture of 
the team 
POU was provided training, collectively or individually. to meet 
project requirements and have acquired proficien6 in computers1 
botanical knowledge1 photography and project managemenl. 
DPTlfield staff participation and performance has been varied In 
some dstricts very effectivc teams have operated. whereas in 
some dstricts POU officers havc had to carry a heavier load due 
to a less effective district team. 
The gender component was coordinated by a vcqr cfTcctivc office: 
However, in retrospect, shc should have received additional staff 
support in order to properly deliver the program. cspec~ally in 
rclllotc arcas. 

Assessment Criterion 5.6 (>tlzers : 

under during thc course of the project. 

Capacity dcvclopment within POU has been significant. 

I Indicator Areas I Findings and comments I I NOT APPLICABLE I 
i I 

6. LEARNING AND INNOVATION 

To what extent is the implemen ti ng owganizution e~?ulutrtes its perfi~rmance to improve programming, explores new and better 
~vays to achieve desired results, and -fi~sters an environment of con tin u a1 colla borative learning? 



v The three assessnicnt criteria pro~~ided in the table below should be used to assess the extent to which the organization is a learning organization. 
Developing, testing, lcarning from, and disseminating inforn~ation about innovative approaches to developmcl~t is an important role that organization 
can play, but not essential for evcry institution. To the extent that organizations are contributing to greater development impact through innovation, this 
should be reflected in the overall rating givcn. But the abscncc of such innovation should necessarily be used to reduce the overall rating of an 
organization 

Assessment Criterion 6.1 Review and oaluation : To what extent does the organization conduct and use reviews and evaluations to develop its 
understanding of development processes and oqpnizational issues and to improve its programming and projects? 

Indicator Areas I Findings and comments 
The MTE reconlrnendations were reviewcd and many 
resulted in modifications to project implementation. 
A subsequent review report by Cairns was quite insightful 
and served as a guide for specific il~iplementation of the 
responses to the MTE. 
Weekly POU meetings were adopted by the Team Leader as 
a method to coinpare field experiences and make 
modifications to oprating practices. This has pro\,en to be 
an extremely effective means of providing for improved 
delivery. 
Beginning in 1998 regular participatoq n.orkchops ( 3  in 
total) on strategy planning and self-assessment were 
conducted by POU. These \vorksliops have allowed POU to 
fine-tune project implementation. One POU officer was 
trained in workshop nloderation and hc played a pivotal rolc 
in  all \vorkshops. 
A participatoq workshop was held with local experts and 
POU to obtain feed back and bctter integrate loc:ll cxperts in 
project delivery. 

Assessment Criterion 6.2 Innovation : To what extent is the organization together with its partners, involved in developing and testing innovative 
development approaches and models which, when proven effective, are replicated? 

Indicator Areas 
The principle of NEPED is br~ncr-led testing, wlicrc the 
research teani (SARS) and POU act as facilitators. 
Thc land-shaping component proved to bc I~iglily labour- 
intensive and not ttlcll accepted by farniers. Field 
crycrience of POU suggcstcd th:it traditional soil erosion 

-- ~nc~ l~ods  \wrc liiorc likclv to Ix disscnli~l;~lcd ; ~ n d  rcplic:~(cd -- - --- -- --> 

Findings and comments 



so this component was redesigned. 
The niain NEPED intenlention of iiitroduciiig niised trec 
plantation with crops in jhulii fields has proven to be widely 
accepted by fanners, with eh~ensive replication. In lower 
altitudes, a higli proportion of teak and gom'ori can be 
observed. However, at higher altitudes a inore varied mix, 
includng a si&icaiit share of indigenous species, can be 
found. 
NEPED began actively encouraging the adoptioii of fallow 
cash crops in jhuni fallow i n  1998 and ficld observation 
suggests that this is now spreading throughout Nagaland. 

I Soine gcrnlplasnl transfer of iiidige~ious tree spccics across 
to other districts of Nag:~l:~nd has k c n  obscn~cd. 
Thc introduction of a specific gclidcr component was a 
highly itinovati\~c activity in Nagaland. Espcricncc with 
this has liclpcd sprcnd an.arcncss that womcii can aiid 
should be included in development proccssa. 
NEPED has helped encouragc the idea of prcsewing high 
quality "mother trees" for natural sced regeneration and 
trcc quality improvciiieiit . I11 NEPED training. farmers 
were taught to recognize and rctain natural rcgencratcd 
seedlings. Survcy data i~idicate that this has becn adoptcd 
by farniers. 
Duc to supply problcms and cost for planting materials in 
reiiiote areas, NEPED developed tcchniqucs aiid illformation 
about drect  sowing of secds from local sources, ~ ~ h i c l i  has 
proven very effective in some \.illages. It has been 
especially effective as a gap-filling measure. 

A.ssessme~~t Criterion 6.3 Ilocume~ttation : To \vhi~t estcnt is the organization and its staff engaged in producing effective documentation 
particul:krly uucful for the org;~nization's loc;~l pi~rtners? 

Indicator Areas 
8 bricfing papcrs liavc bccn publislicd, cach with a rut1 of 
2000 copies. Most ha\~c been distributed in Nagaland in 
colijunction wit11 t ~ h ~ i i c i a l  training 2nd ~iiass ~iiotivatioii 
programs. Several hatre been reprinted in local media and 
magazines. 
A ~ ~ ~ I I I I I C I I { : I ~ ~  \,i(lco fi1111 l i i ~ ~ , l i l i ~ ~ , l ~ f i ~ i ~ ~ ~ ,  pr(!jcc! : ~ c ~ i \ ~ i ~ i c s  11i1s 

Findings a n d  comments 
Duc to the cultural mosaic of Nagaland ( I6  major trikes and languages) 
sclcction of language for materials raises difficulties. 

After considerable discussion and debate it was deterniined that English was 
the best "lingua fra~lca" for use in Nagaland because: in all villages sonie of 
thc kcy 1c:ldcrs will bc litcr;~tc: costs of tr:~nsl:~tion lo :111 I6 m:!jor 1:111gu:1gc- 
;trc prollibilivc ;\nd csclusio~i or sonic of thcni is culturally t~~i;~cccpt;~blc; IIIC 



been prepared and a teaching nlodule for schools ~~tilizing 
the film as a way of teaching cn\~ironmental issues is being 
developed. 
A training manual on field operations \\,as prepared and 
distributed tl~roughout Nagaland. 
A NEPED web site is anilablc onlinc through the IDRC 
site. 
The conlputerized botanical data base and search file has 
been widely utilized to assist farnlers in plant identification. 
A comprehensive photo library of plants has kc11 compiled. 
caulogued and a seleclion exhibited in New Delhi and 
Kohima. 
Field manuals and se\.eral bricfing papers hn\t bccn 
translated to several local languages. 
A comprehensive illustrated rcsource book has been 
published. This book provides a detailed catalogue of field 
eqerience, lessons learned and recommendations ovcr the 5 
years of NEPED. 500 copies haix already been requested by 
the Department of Agriculture for distribution lo officers for 
use as a field manual. 

verbal "lingua franca of Nagamese" is generally 1101 understood in written 
form. 

Tnrgetcd translations have been made and ~vill be made when necessary for 
deliver programs. 

I 

Assessment Criterion 6.4 Others : 

I Indicator Areas / Findings and comments I 
NOT APPLICABLE 
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PERFORMANCE ASSESSMENT OF NAGALAND ENVIRONMENT AND ECONOMIC 
DEVEL,OPMENT PR0,JECT (NEPED) - AN ASSESSMENT OF THE PERFORMANCE 
AIIEAS 

By: Dr. M.K.Maitra, Senior Project Officer, ICEF 

All ICEF fiunded projects are designed and developed esseiltially to address the objectives and 
~naiidate ofICEF. To this sense, all ICEF fi~nded projects are expected to adtiress one or more of 
tlie ICEF's Objectives. The preseilt effort inakes an atteinpt to assess to what extent tlie project 
serves ICEF's illandate and also to what extent the i~llpleilleiltiilg organization has achieved tlie 
project objectives as stipulated in its project doc~unents. This has been achieved by identifyilig a few 
important Perforiilance Areas. In order to broad- base the assessment procedu~-e, these important 
perhrmaiice areas have fi~rtlier been divided illto their constitutiilg sub-areas \vllicll have then been 
assessed usin,o appropriate Indicators. 

Mqjor activities of NEPED include a balanced inix of establishment of Test f'lots, capacity b~~ilding 
and promotional activities for replication. The malor physical iiitel-vention of tlie (21-oject is tlic 
cstablisl~ment of 1794 Test f'lots (TPs) to an average size of 3 ha each, distl-ibures in about 854 
villages in all the eight districts of Na,oaland. Major physical acl~ievei~icnts have  been co~iso l idated 
in tlic table below. 

Tcst f'lots, no (hectares) 1 794 (5382 ha) 

Nurnl,el-s of local fi~rmers given 011 site 01-ientation tl-aining in 
pr~ol- to allotment of Tf's 

N~lni17e1- o r  ti-ai1111lg course In \\~ritin,o & co~nm~uiication sltills for POU slaf'l' S 

Nt~rnhel- oTGoN and POU stafr trained in computer sltills 

Nu11ibc1- of POU stafr trained i n  tree plantation li) 
I / \ ( I \  ;IIICC \\/omen ciiipowernient tra~niiig @ 3 days e,~cIi, no. (persons) I 7 - ( 3 0 )  1 
I Nul-scry training for hot11 111~11 and W O ~ ~ I C ~  L I S ~ I ~ ~  PRA, no. (persons) 1 4 7 1  

I M:lss niotivation on tree plantation , 110. (persons) 1 2 (83) 

I l.r;iiiiing on fruit & vegetable preservation, n o  (persons) 1 7 (266) 

1 Seminal- on environment, no. (persons) 1 4 (215) 

1 Training in ltitcllen gardeni~ig and ii~ushroom cultivation, 110. (persons) 3 (00) 1 



Performa~lce assessment of the project has been done within the premises of  tlie following 
Performance Areas uslng a few relevailt Iildicator Areas (Ref. ICEF's Perfoi~llance Assessment 
C ~ ~ i d c l i ~ l e s ) .  

TI-ain~ng for women in Tea cultivation, no. (persons) 

E X ~ I O S L I ~ ~  visit for POU within and in neighboring countries, no. (persons) 

Number of briefing papers 

Numbcr of  resource Hand boolts 

N ~ ~ m b e r  of video fillus 

Perfol-mance Area # 1.0 : Support of ICEF's Mandate and Objective 

- 

1 (9) 

5 (27) 

8 

2 

2 

Assessment criterion # I. I Sustainable improvemellt of natural resources (land, water. energy) 
: To M ; / I N I  e.xte~~t ~,SI)I .OJCCI cfcctil!e in fi~cilitnting the s~/stnirzable delive~y of c ~ ~ ~ l j i ~ - o ~ ~ n z e ~ ~ t n l l i ~  so~lllcl 
~~ctivit ies nl.ld sel-vices to /?oo~-cr ~ I - O U ~ ~ S  ? 

Indicator Area #: cr) Degr-ee to ~vl~ic lr  tlre rrlr!jor plzysical irztevverrtiorrs crrr oi)eratirrg on 
,s~~stairrnhle basis. 

According to the original pl-oposal, the number of  Tcst Plots (TPs) to be established were 2000. This 
was decided \vith tlie intent that each village in all the districts will have t\\lo TPs. The prqject 
steering co~umittee, during tile faith year of project i~iiplementation, howe\le~-. suggested restricti~lg 
tlie number of TPs to IS50 and use the available f ~ ~ ~ i c l s  for consolidation and docume~itatio~i of llie 
c s l ~ c ~ . i e ~ ~ c e s  gathered so fa r .  

l'lie TPs were identified tllrough Llie respective Village Developi~leilt Boal-tls (VDBs). I-lie main 
c~.iterion for selection \\!as that the plot 111~1st be ill its fi.rst year of  Jhum c~~lt ivation.  Gi \~en thc 
tel-rain conditions and political scenario of  Nagaland, il  was o b v i o ~ ~ s  that close monitoring of tlie 
~~liysical  progresses in the 1'Ps \ \ / i l l  not be an casy t:rsk. The main responsibility of~uonitol-ing tlic 
~pliysical progl-css of tlie TPs \+;as, t11qrefo1-e, [I-ansfcrt-ed to the respective local District Pro-ject T c a ~ i ~ s  
(DPTs) and the local \~illagc csperl under tlie o\/e~-all supervision of  t\vo POU officers alloca~ctl 
Sol- cacll district. This decentl-alized approach turned out to be very effective no[ only in 11ial;ing the 
~ ~ ~ ~ ! j e c t  broad based bul also in malting tlie district tcams responsible to this 131-oject tli1.ougli their 
i~ i \~ol \~ements .  

1-lie major interventions in tlic TPs \vere land shaping, planting oftrees, gap lil Iins and maintenance. 
117 S O I I I ~  TPs (about 500/;,), tree \\.ere planted in the hn~ids  and trenches togel.lic~. \\lit11 . Ih~~rn  crops 
(agro-~OI-estry) while in the other, trees \yere planted all over (far111 forest]-y). 111 the course of time, 
land shaping \\/as given lesser priority as il was expensive, labour intensive and less liliely to be 
replicated. In order lo geuel-ate income in the short term, the TP fa~mers  \vel-e advised and supported 
lo plant shade loving cash crops in between standing trees (fallow managenicnt). Once tlie trees are 

- 7  estabIislied properly, tlie plots do not require much altention except protecting. I he in~el-ventions in 
the TPs are, 1.Iie1-efore, sustainable as long as the tl-ces are maintained and ma~iaged by tlic TP 



fav 
OWIlCI-S. 

b 
Indicator- Area # b) Evicle~zce tlrat tlze activities scrpportecl Irave gerrercrterl crlvcrre~ress cr~rcl 

b e~r  tlr irsicrsr~r crr~rorzgst local comz rricrrzities to plant trees irr .Ill rrm lands. I 

Establishment of the Test Plots alone was not expected to impl-ove the envil-on~nent of Nagaland 
cBrs, S~bSta~~tlally.  These TPs have been considel-ed to be the testing gsounds for developing suitable 

Pr, 
nlodels which will have the potential to be replicated thro~~gho~it  Nagaland which in turn will 
iniprove the natural resourcc base(environment) ~ I I L I S  reducl~ig poverty of the local people. 

b 
Tlie vicw of standing trees in the TPs have generated great entli~~siasm and hopes amongst the local 

W faniicrs who could see a great potential for increased income tllrough a TP. Sincc the project does 

b not oflcr TPs any longer, en teq~r is i~~g far~ners are golng ahead \irit1i planting of trees in their 
available plots wit11 whatever suppol-t they call derive from the project or from the State G o v e ~ m ~ ~ e n t  

b at t1i1s stage. Sollie fanners are believed to have planted of their own using their own resources. _, 

W I nclicatol- Area # c) To lvltat a t e n t  tlte fnrrrzers linvc cotltribcrted in establisliirrg the TPs. 

b 
Tlie p~olect made paylnents to [lie far~ners in instalments, after necessary verifications, for tlie cost 

E$u of lalid shapi~lg, supply of the planting niaterials (seeds and seedlings), cost of planting and gap 
lilling ctc. to the order of Rs.30,000 per TP i.e Rs. 10,000111a. A large n ~ ~ m b e r  ol'TPs were later 

$P h~-ougli~ under inter-cl-opping (fallow managcmcnt) for which additional Rs. 20,000 were paid per 

b TP. Thc TP far~iiers contributed in tei111s of their participation, willi~lgness LO experiment and In 
g~ving addit~onal labour. The d~rect cost mcurred per TP is considered Iligli for agro- forestry model. 

Wiw ~iormal for fa]-111-forestry model and very economic for fallow management model, respectively. 

b C'o~ilr~b~~tion of the farnlers in cash towards cost of TP is n ~ l .  Flow the few sites visited, ~t is apparent 

aL that tlic I;vnie~-s completed the land shaping and otlier planting activ~tics well with~n the stipulated 
c,lsh gralit Iised by the project M ithout having any need to contribute extra L1n paid labour To this 

b sense. tlic 1;111ners co~ltr~bution to the TPs appears ~~nsat~sfactory. Thc question now is wrll i t  bc 

b possrblc to luobilise more co~itr~butio~i fi-om Lhc filsrness In  tcrms of labour for land shaping ? 

b 1 1  ma!' nor he out of place to mention here that conlribulion froni fnl-rne~.~. al-c considered necessary, 
11ol on ly  lo ensure that tlic inter\:entions become cosl-el'fc~ti\~e but also LO ensure tliat tlie created 

&. asscts arc p~'operIy ui.ilised and maintained. In the case o i  this pro-ject, Iio\vc\;c~-, by tlie \;el-y nature 

b o1'1lie inter\.ention i.e plantation of trees, the assets will definitely be maint~lined and utilised by the 
l~c~iclicia~-ies, i~-respective of wliellicr these cvere cost-cffecli\le or whcthcr appl-opria~e contributions 

b were macle or not. 

* Score : 5 

b 
Assessri~etit criterion # 1.2 Environmental coricerns addressed : To 11,llrrt cjitclrt rlocs /he 

b o r g r ~ ~ r ~ : t r t ~ o ~ l  rrdeqlla/elli orlrlress e1~v~uou~17zental concerl~s 111 ~ t s  p l - o g l - ~ r n i n ~ ~ l ~ g  7 



b 
I is the Chief secretary, Government of Nagaland (GoN) who liacl PI-oposed this project in  [lie tirst 

b place out oI'llieir concern, anlo~lgst otliel-s, for the detcriorati~ig condilion of [he forest cover in the 

w State. The GoN was also quick e n o ~ ~ g l l  to put in place a management structure under the project 
~inmely tlie Project Operating Unit (POU) with sufficient reach and control throughout tlie State' - 

b rnaking the stri~cture broad based and effective. 

lee* Tlie 1x0-ject management structure of NEPED in Nagaland consists of the POU at I<oIiima. the 

lloP District Pro-ject Teams (DPTs) at district lieadq~~arters, the Village De\lelopment Boards (VDBs) 
and tlie local exper[ at village level. Although, the POU is an independent i ~ i i i t  co~llp~-isi~lg of 

10. oTiicers deputed fiom line departnlents i~nder an unified command of the Team Leader, it is de facto 

b 
an extended arm of the State Government. 

Clw Indicator Area # IS )  Availability of a clear environnie~rtal policy nr~rl n strategj~. 

lur To what extent the en\liro~ullental policy and the strategy of the Ministry of En\/irolunent and Forest, 

b Gol, are being i~nplemented in the State may be studied separately to i~nderstand the status of the 
same in the State. However, it may be assu~ned that the policy guidelines for addressing the 

fb cnvirol~me~ital concerns in the State are ~ io t  receiving the prior~ty it deserves due pel-haps to the 
paucity of f i~uds and the political scenario 

b 
Control or in~provement in the practices of Jll~1111 c~~ltivation for improved crop yield and 
consenlation of top soil are considered the most i~nportant enviro~i~nental concerns in Nagala~id. The 
project, therefore, endeavours to address tlie most pertinent e~ iv i ro l~~~ le l~ t a l  issue in the State. Since, 
about 90% ofthe forests in Nagaland are owned by individuals and iilstitutions other than [he State 
Govel-nment, there is an urgent need to develop strategy to promote effective conservation and 
~nanagenlent of [lie land, water and forests tIi~-o~igll village ins t i t~~t io~is  in collaboration \\.ilh tlie 
comm~111i t ies. 

l ~ ~ d i c a t o r  Al-ea # c) fimiliari@ lvitli flre en~~i~-ollrrrerrtnl issues sl~ecific to tlie prqject n~rd c ( ~ ~ c I c ~ Q '  

fo nderlrintelj~ rrrnringe tl~enr. 

-The POU staffco~iip~ises of technical oSiicel-s Li.0111 related technical Iinc departments with ailccl~rate 
technical expel-lise at [heir disposal. The issues and problems associated with Ilium culti\.atinii are 
ingrained in traditional agricultural PI-aclices and are 'well ltnown lo [lie people at large. Tllc POI! 
slaff arc well familiar wit11 the issues anci also Iiave de\~cloped addilional i~lsighrs \\,Ilili. 
i~nplerne~~ting [his project. Tlie team is also sufficiently capal~le ol 'niana~i~i,u these issues ~,li!,sical Iy 
and tech~~ically. De\~elopment of policy g~~idclines,  i~istitulio~is etc. llo\\,c\/er. are l~e>/onci tlii '  scope 
or'tlie POU stafrand need to be addressed in the appropl-iale I ~ i ~ h e l -  policy le\/el n.ithin the (:;ON. 

b 
One of [lie vlsible consequences ofthe projccl 1s that ~t has gencratcd a nced for the deve lo l~~~i i '~ i t  01' 

b ~iiarlteting infrastn~cture for poles and timbers to be sold within and out slde the State. Tlie ~ n a r l \ c ~ i n ~  
of t i~nber  being a sc~lsitive environmental issue will havc to develop a n  effective contr-01 reglnie Lo 

b maintain necessary checlts and balances together with 11ionitoring Lhe state of bio-divers~ly and 

b otlier env~ronmental concerns. This w ~ l l  require development and implementation of a p p ~ o l ~ r ~ a k  
policy gnideli~les by GoN. 

(cp 



Cu 
Scot-c : 5 

b 
Assessmeut criteria # 1.3 Women's participatioli : To rvlrnt exterzt cioes the orgnizizatioir errsiire 

PI, tlr tit rvorrze~r are.fiill aizcl eqiicil par.tirer:~ iiz guiclirzg nrzri shcrpiizg tile clevelopirrcizt y rocess arr cl crre 

b fir11 beizeficiciries o f  tlze process ? 

ql, I llclicatol- Area # ci) Degree to rcrlriclr tlre iiri/)lenleiztiilg ~rgenq)  Ircrs clear j)olicies cirrcl str.crtegies 

Cr* 
or/ ~errrier nrrcl devellymeizt. 

b ICEF, as the project filnding agency and IDRC, as the Project Coordinating Unit (PCU) have clear 
policy guidelines 011 gellder issue which encourages women's participation ill a pro-active mode. The 

b cli~estioll of the policy on gender and development is to be seen in the cultural context of the State 

b and operational culture of the State Govel-nment. Land ownership is common gender issue in 
Nagaland as i t  is in other parts of the countl-y. Land o~vnership (lease litles etc.) is held by malc head 

b of the fanlily which later on vests to his sons cxcluding the dauglltel-s. This had been a 1najo1- 
constrain in identifying a large number oS\vomen headed TP owncrs while selecting the TPS: 

b 

Plv The pl-0-ject team be~llg a temporary ent~ty pilt in place out of the Statc Gover~unent structure to ta le  
cart ofpro-ject impleme~~tation 111 the Geld 1s not expected to lia\~e a well dcveloped gender policy 

fb of their own specially when the Gender component was not made an integral part of the in~tial 

b 
project proposal. But down the lme, as the project ~mplementation continued, tlie projcct tcam 
seemed to understand the relat~onship bet\\ een gender and development which is I-eflccted In t h e ~ r  

b cage]-ness to incorporate in the IN-ojcct additional activities to generate benefits for \\omen in 
p a ~ t ~ c i ~ l a r .  Women's nursery, w o m c ~ ~ ' s  TPs and women's e~npowe~-ment training are some of the 

b cxamples 

iPr 
I llclicator Area # I)) Degree to rvlriclr pr.ojecrs sr~pportecl by tire orgairi::citiorr i i~ i~o l~ l e  ~r~orrrcrr tr.\,firll 

b crrrcl cr/ual pcrrtici/)clrtts c~nd c!rklr.css tlrc rrccrls qf tlrc rcloirlerr. 

cL Initial concerns o r  the project dcsign allci i~~~plementat ion were celltered aroilnd succcssl~i11 

b completion of the TPs and their replicatio~l. As the POU was f o n ~ ~ e d  by dl-awing out ti-on1 the 
existing technical staff fi-om various line clcp:i~-tments who were recli~ired lo itnclel-lalie crtcusive 

b L~.aveling, t11e1-e wcre lia~dly any \vonlcn slaf'r ill Lhe POU. Later on tlic project lean1 dc\.eloped 
sufiicient illiderstanding about the needs o'f the women of  the State. Tliis led to the promotio~l of 

b large ]lumber of ulonlen's nursery (SO) and women headed 'TPs (93) giving thc \\;onlcn direct 

b benelit. One women staff was added to tile I'OU. In a general sense, the gender divide is lint \.el-y 
~,~'ominenl in Nagalalid. Women talce p;11-t \\;itliout constraints in a variety o f  in door ~lnd out dool. 

QtP social ancl i n c o ~ i ~ e  generaling acti\:ities. 

fhv 
Assessrllelit criteria # 1.4 Povel-ty redaction : To il~lint extell1 tlocs the O I * _ S N I I I : ~ I / I O I I  '.\ />I.O/CC/ 

b ro~ltrlhlrtc to l~oilerr)) I - C C ~ I [ C ~ ~ O I I  . DOCS t111.c / I I . o / ~ c /  ( IC/~I .CSS the i~~ter~.e/a/io~isll i l~ I , C ~ I I ~ ~ L ~ I I  ~ O I ' C I - \  i r l l t /  

e oiiu~,olr~~~e~ltuI tleg~.nt/ntio~i .? 

b Irltlicator Area # a) To rolrnt e.vtcrrf cloes tIre,~)rt!jcct crcirlress irrte~~relcitioirslriy l~ctrc~ccrr poilcr.[,. rrrrrl 



Tlie very reason Ibr i~ndertal<in~ tlie project ste~iimed out from the ~1nderstandi11g that degl-aded 
e~iviro~inie~it  leads to increased poverty. The project results have demollstrated very successfi~lly 
[lie way of increasing income through tree plantatio~i while reducing environmental degradation. 
[,and sliapi~~g alone is conducive enough in giving incl-eased crop yield Lhrougli reduced soil erosion. 
Tlie standing tree crops particularly those preferred Tor pole and timber are potential sourcc of  
substantial i~lcol~le in near future. Inter croppilig brings in scope for additional income to a short run. 
tlowever, since selection of TP farmers was not 011 tlie basis of poverty, the income generating 
opport~uiity tliroilgli the project has been distributed throughout the cross section of the farming 
comni~~nities and not the poor alone. 

o d ica tor Area # 15) Degree to rvl~iclz y regress lras bee11 11lade in ren~ovi~rg sj~ste~rzntic bt~rriers 
rvhicl~ co~ztrihute to poverty alzd tlze crentioll of n policj.' and ilzstitlrtiolznl environnzent rulticlr is 
co~~duc i ve  to poverty reductiorz. 

T l ~ e  contribution of .this project towards removing systenlatic barriers by design is limited to lal-ge 
scale replication of the project result throughout Nagaland. Consequently, m~lcll larger role was 
envisaged for the Village Developl~~ei~t Boards (VDBs). The VDBs were expected to ~nobilise a part 
of tlieir development budget i n  replicatiilg the results demonstrated succcssfi~lly by the PI-0-jcct. 
Although the VDBs were involved in identifying the TP fanners, chanllelisi~lg payments to them and 
supporting tree plantation activities in general but were not able to acti~ally f ~ ~ n d  similar activities 
of their own. 

Assessment criteria # 1.5 Teclinology adoptiol~ : To 111hnt e,s-teut the at/ol>//on ti~irl d ~ s s e / i ~ ~ / ~ o t ~ o / i  
of t l ~ c  tcrh/io/og/es ~ I I - e  c//cctlve i l l  fir~lrtcit//rg thc s~,stcii/lahle delrvel-ll of o / / v /~ -o~r~ i i e~ l r r~ l l~  .so~i/itl 
tcJc  l1liolog\~ ) 

I ritlica tor Area # [I) Horv Irrarqr replicahle rrtodels 1ra1~c heen evolvetl, idcrrtified tr~rd /)rorrrotcrl 1 ) ~ -  
l'O[J l~usetl orr tlreir c-~/)c/.ielr ccs of Tl)s. 

Tccli~lology In ~ l ic  conlcxl of 1111s project appllcs to tlic val-lous so11 COIISCI-valio~i aiid aglo-fosesL~ y 
n~oclcls [sled and tes[ed 111 [lie 'TPs, In c o n j ~ ~ ~ i c t ~ o ~ i  with the trad~t~olial ~netliods ~ n c l u d ~ ~ i g  
~tlcnL~ ( ica t~o~i  and propagat1011 of genetlc I I I ; I ~ C I . I ~ ~ ~  AS such the very idea of calling the plots 7 ' ~ s ~  
Plo~s ~nstcad of dcmonstr,~[~on plots 1s bornc out 01 the ~ntcnt that diffesent exper~mcuts 1 1 1  hi: 
conducted In [lic TPs ~ustc,lci of apply~ng some c ~ t ~ ~ b l ~ s h c d  ~iiodel that could Iiave been uscf~~l  l i , ~  
tlic Icglon 

E'II I~er, l t  was envisaged Iliat the IDRC research centre at Mol~ol~cl~ong will be involved and prov~de 
tlic app~opriate tech11010gy as per need I T  the project could have identified technolog~es already 
dcvclopcd at Mol<ol<cliong and appl~ed those in  the 7 est Plots, then the project would lia\fe been one 
step alicad In den~o~istratioii 111stead of starting all over from the beginning. In fact, one docs not see 
,Iny advantage 111 the just~fication that tlie project plots are called a Test plot rather than a 
tlc~iionstrat~on plot, part~cularly when the tecl~~lolog~es involved are slmple and tlie rlsli lo tlie 



b 
('armcl-s cvcrc compensated adequately. 

b 

b 
Tliere IS  no clear evidence about how many replicable models have been identified, coi~solidated and 
I-cpl~catcd by other farmers. The replication plots (farm rorcstry ) does not require 11ii1cIi lalid shaping ' 

4 as opposed to tlie original agro-forestly model for Jli~lrn fields. Soil erosion is ~~sua l ly  arrested either 
t111.0~1gli land shaping or vegetative cover. 111 a general sense land shaping appears less cost-effective 

Qiv i111cl l~la~itation of trees lllore cost-erfective. Land shap~ng, although expensive and labour iliteusive 

* ni~ist not be ~gnored while dealing wit11 the Jliu~n plots, particularly in tlie lower slope range. 

-Tl~e POU in the process of prolnoting the Test Plots have gathered some new ~ ~ i s ~ g h t s  about tile 
i~iiproved traditional teclmology applicable to land treatnlcnt, species response to slope and altitude. 
gl-o\vtli patterns, people's prefei-ellce etc. which are yet to be documented ~ v ~ t l i  a focus. Tlie available 
documelits and briefing papers are usefill but they are more general purpose and ~nfol-mat~on sharing 
011 NEPED. Only two review papers have dealt with techn~cal aspects of tree plantatio~l whicli are 
usefill to conlnlol~ people. Emphasis in the prqject remained focused on traditio~ial practices of land 
shajliiig without malting m~1c11 collscious attempt to improvise upon the t~.ailit~olial I,racticei'hy 
bringing in additioilal technical inputs. 

Assessment criteria # 1.6 Nlicro enterprise developnlent : To vc~hcrt e.1-tolf i.c. tllc i1iiploi1e1iti17.g 
i~gorcl ,  cfective ill si~pporti17g ui/d st1*elzgtl7elli1ig s i i s t i~ j~~ i~h le  illcollie gelicl.iitjlig ~il~lil~ifies illzcl 
[oste~.i~ig 117io*o-erltrepre1zt~i-ship alrzoilg tlie poor :) 

b Indicator Area # a) Relrrtionslrij) het~veerl the rnicro errterj)rise nrzci crr~~ir~orrrnent. 

Tlic original proposal as such did not include any sl~ecilic activity on dcve lop~- l~e~~t  of micro 
b entel-prisc. But in the context of this assessment, the  nurse^), raising has been conside~.ed as a micro 

elitel-prise. Nursery raising as ~nicro enterprise not only llas tlie potential to generate additional 
b i~ico~iic but also has great significance in bringing larger al-ca under tree cover and th~is improving 

qpl [lie envi I-onmclit. 

b I ~ ~ d i c a l o t -  Area # h) Zrlcrensc irr incnrrrc arzd entplyl)nrent anrorrg trrr;yctcei bcrleficirr~.ics. 

riu Nul-set-!I raising was an integral part of the prqject. I~iitially, tlie POU used [lie Co\:eniment district 

b lint-sel-ies for supplyiug planting materials. But, i t  was q ~ ~ i c l t  lo pro~iiote a I'ew \\.o~:ien's 11~1rsel.y 
wi1.11 supl~o~-t fro111 local elders. Sufficie~it risli covel-ugc i n  tcniis ofad\.ancc, s~~l~pl!.  of matel-ials, 

b ;~ci\;icc, guaranteed niai-liet and 1-emunerative price etc. \\/ere provicied. NLLI-SCI-), ~- ;~ is i~ ig  also 

b 
~~-o \ , i ded  c~iiploy~iient to tlie poor woinen and supplc~lie~itai-y occupatioli to o~hcr  \\:oIiien. 7'11~ 
i~~colile eal-lied by tlie earlier nursery raising g~-oups wel-c sur'licient n~otivation ~ L J I .  many g r o ~ ~ p s  to 

b ~lndertalte nursery raising which was considered salt- and re~nunei-ative c~lterprise. 

rsr* Intlicato~. Area # c) Degree of clej~enrlcrrcj~ of fllc cntreprerlerrrs orz tlrc orgc~rri~crtinns advice crrrt! 

* Lsl L/)l)ort. 

b Nui-sery rais~ng as a means of supplementary income generatioil and soul-cc of employment has 



bcco~iic liiglily visiblc. Tlie nursery owners are liappy as the  nurse^-ies lia\le become [lie safest sliort 
tcl-ni bi~siness ventur-e witliout IIIUCII risk. There is a direct relationship between the nursel-ies and 
[lie project. Nursery o\vners were paid about Rs. 20,000 and other necessary supports. The real 
reason for success of nursery is that the project has been procuring one year old poly-bags of timber I 

species at a sate of Rs. 4=00 to 5=00 per bag. This has also led to the proliferation of a large number 
ol'privale nurseries. Tlie questio~l is will there be so muc11 demand for seedlings in the nc;w l i~t i~re  
as it  was during the project period including I 999 which was declared u year of tree plantation in 
Nagaland. 1-lie fi~ture market demand for seedlings will be the sole crileria ibr Sustainability of 
niu-sery as a micro enterprise. 

Score : 4 

I'ert'orniance Area # 2.0 : Capacity Buildi~ig 

Capacity building is a process by which groups, ii~stitutions and indivitli~als increase tlieil- ability to 
i~~iderstand and address their developinellt needs ill a sustainable manlier. M~liile indi\.ridual lcvel 
capacity buildi~ig reniains restricted in training and slcill developmcnt , i~ltiniatcly development takes 
place tliroi~gh organizations and institutions. institutional capacity b~~ilding 1311 organizatio~ls ckui take 
place at many levels including streilgthei~iilg community based organi zations and stl-e~igtlie~ii~ig 
cornm~~nica t io~~s  and linkages between varioi~s organizations. 

/\ssessment CI-itet-iii # 2.1 I~istitutional s t re~ ig the~l i r~g  : To ~vlznt c-vterrt riocs tlrc srrj)j)ortpr.o~~i~/erI 
1)y tlrc inrj)lcnrcrrtirrg orgrr~tizntio~z stre~zgthe~r tIre capacity o f  locnl or,ynrrizntiorrs ~ r r d  irrstitrrtiorrs 
to~fi)r.rrrulrrte, rrrcrrrrrgc nlrrl srlstairr cteveloj~~rrcnt proccss ? 

indicator Area # rr) Ilcgree to ~vlricli tlrc slrl~j~ort orgalrizatiolr (IDliC) lrtrs prol~irlcri srrj~1~or.t cirlrer. 
firrrrrrcinl or teclrrricnl nilrreri at strerigt/rerring tlrc cnpncity qf tlrc i~rrj~lcrncrrli~~g or.grrrrizrrtiorr 
(1'0 U) . 

Tlic sole of IDRCIPCU is Inore as a carrier 01-ganization. IDRC playetl the role ill this project \\ hat 
ICEF is espectcd to play other project w11e1-c Ci~nding is direct. It is bclic\,cd that tliesc \\;as a nced 
Ibr- :I suppol-t osganizarion liltc IDRC for more than one reasons. Tlie most fi.cquentl!> cluoled one 
is ha t  llic State Gavel-nment of Nagaland wol;~ld rather accepl thc Icadership ot' a Ca~latlian 
(71-ganizationiindividual tlia~i that of an Indian I~~stitution/Individual.  \;nlidity ol'tliis assuml~t~on 
~ieeds to hc assessctl. 

Tlie linancial cont1-117~1tion of IDRC to [lie project is rather token i l l  1iatu1.e. Tlie main suppc,l-l 
pso\~ided by rlie K"' lo tlie prolect is the managerial silpport. IDRC Iias not played 01- m:itlt. ally 
attcrnpr ro p~-o\lide rcclinical support cxcept PI-oviding linlcages \vitli lvloltoltclion~ ~cseal-cli cet1Ll.c. 
These is no \,isiblc indication about the contribution of this reseascli ccntrc to this pl-o.jcct. 

IDRC lio\.ve\~er havc played a very crucial role in preparing tlie POU i l l  coping \vith 1CEI:'s 
secluise~nent 011 financial and progress repoi-ting. The POU after initial filltel-ing wit11 report \\;siting, 
dcvelopmcnt of linancial systems and other need for documentation took an  ~~ps\\;ing i n  tlie latcr 
part of tlie ~~ro jec t  after tlie new expatriate project manager joined i l l  hilay, 1998. l'lie capaciry 
b~~ilcling tlirougli tl-aining, exposure, worlcshops and actual impleme~~tation becamc sut'licicntl y 



CP 
visiblc in ~ l i c  later past of tlic projcct. 

b Score:  5 

b Assessnle~lt criteria # 2.2 Strategic selectio~l of local partners : To 1v11~t e,ctelit (foes //re 

epcl ~ n ~ l , l o ~ r o r t ~ ~ i g  org(~n~znt~on  select nnd ~uorlc ~ t 1 1  I O C N ~  l ~ a r t ~ l e ~ ~ s  that are eltliel. lirnk~llg (1 s/gl~~ficc/lr/ 
(rlirl .rz.rs/lr~~~nhle cleveIol,nle~zt L M Z ~ U C ~  or lrc~ve tlre 12otelrt~nI to mulce sucl~ a17 L M I I ~ L I C ~  111lth S Z I / ) ~ ) O S /  (11111 

b . ~ t ~ ~ ~ ~ ~ g t l i e ~ r ~ ~ r g  ? 

b Indicator Area # a) Degree to ~ o l ~ i c l ~  the orgcirziz~ltiorz IICIS a process arzd sorlrzd deveIo/~nrcrzt 

b criteria. for clloosirtg its yartri erslli/~s. 

bit Tlic POU Iias involved the I-espective Village Development Boards (VDBs) for identifying the TP 

b 
fa~-mers and also for disbursement of payments. Tlie VDBs are sustai~lable and independent village 
i~~s t~ tu t ions  responsible for village de\~elopment programmes. The POU has also identified a number 

b o f  D ~ s t r ~ c t  Goveiument officials and foili~ed District Project Teams (DPTs) involving them in the 
vesification of physical progrcss in the TPs in tlicir district. 

QP 

b Asscss~ne~ l t  criteria # 2.3 Partnersllip of local partners : To  ha/ e-ctelrt /lie org111ii:(ltro11 'S 

I . ~ / ~ ~ / I ~ I ~ s / I L / )  ~ v ~ t l i  tlie loc111 j)(~l*tlr~r.s C / I ~ I ~ ~ / C I C I . I S ~ L ~  />I) I ~ I . I I Z C L ~ ~ ~ ~ S  of p~~r111ers111p ) 

QP 

111 tl ica tor Area # a) Degree to ~vlriclr resporrsibility of p rqject design, lrrarragerrrerrt nrirl 
irr~l)lernerrtntiorr increasirrg(~, r.esides ~vitlr tlre local partners (POU). 

AItliougIi, tlie GoN Iiad basic ~tleas of the prqjcct intents and the expected 1-es~1lts but liad limited sole 
in clcsig~ii~ig the pl-qject. Similarly, the responsibility, of planning, monitoring and reporting \mre 
IcCt to PCU. Tlie POU in the initial years concentrated on field level e s e c ~ ~ t i o n  to achieve pl-0-jcct 
targets (2000 Tps) lvitliin [lie allocated budget and time. Tlie scope and need fol- increased 
~.esponsihility stal-tcd dawning upon the POU as tlie prqject was nearing its cnd and started slio\\~ing 
some i~iteresting ~csults .  Tlic I-csponsibility of the  POU i~icrcased lilally folds \ \ / I I C I I  the POU started 
.I-calising that tlie pro-ject needs to be c o ~ i t i ~ i ~ ~ e d  to a sccond phase. Tlie POU, in tlic later years. shared 
sufficient responsibilities in contributing to reporting, docuiiientatio~l , internal revie\\; and 
e v a l ~ ~ a t  ion. 

b Assessment criteria # 2.4 Increased participatio~i illid empo\verment of t;lrget groups To 
I I ' / ~ ( I /  c ~ t e ~ r t  1,s tire ( / C V ~ / O I ~ I ~ Z C I ~ I  />~.oject O ~ I I I C  O I . ~ N I ~ I : ~ ~ I O ~ ~  L I M ~ ~ U I . ~ I ~ ~ I - s  C O I I / I , I / I I I I I I I ~  / O  I I I C I - C C L S ~ C I  

QV 1xu.hc lI~u/Lou o/coliiliiz,l~~t~es illid  group^ rli ( J ~ C I S L O I ~  iii(ililllg u17ci g~rc/lirg //re (/el eiopl~ieiii 1,i.oio.s 

b 
7 

b Iod ica tor Area # a) Degree to ~vlriclr tlre irrr~~lerrrenting olgarrizrrtiori rrrrr i  its ~~rrrtrrers Irrlve 

e l)olicies, l~rocess arrdprocetlures.fi?r irr~~olrfirrg tlie talget groups. 



(Or 
111 tlie context oftliis pro-jcct, it is tlic VDB who should have bee11 as much the target group :IS tlic 
TP lhrmers. The strategy was to demonstrate the approach through TPs in such a manlier that ~111s 

b \vould caiisc sul'fic~ent dcliia~id fro~ii people resulting in VDB to use development fi~nd towards , 
1.eplicatio11 of tlie effort. Tlic project proposal had envisaged that the cumillative contribut~on by the 

b VDB over 5 years would be to the order of Rs. 69 crores. This has not happened. 

However, i t  must be mentioned that many VDBs have taken tree plantation in right earnest and have 
&. bcc~i  encouraging 1Bmiers in tree plantation by drawing from the on going Statc Gove~n~iient 

Clr 
programmes. Tlie GoN has spent about Rs. 2.5 crores for programmes on tree plantat1011 in tlie year 
1999, the year of tree plaiitation in Nagaland. 

Score : 4 

Per-formance Area # 3.0 Sustainability. 

Sustainability is a concept being used by ICEF to desciibe its objeclive to maximising tlic impact 
of its investment tllrough encouraging its partners to increase the development impact of tlieir 
activities and the amount of suppoi-t the partners elicit frolii otlier sources. Strategically focused and 
targeted interventions are much liiore likely to have a greater impact than a collection of scattered 
projects. Iilterve~itions that are targeted at lcey points, either iinloclcing ltey consti.ainls to 
development 01. focusing on actions that b ~ ~ i l d  011 other existing capacities or pro.jects to ~iiasiniise 
impacts. are m ~ ~ c l i  inore liltely to have a greater long term and sustainable impact. 

Qb Assesstncnt criteria # 3.1 Stl-ategically focused : To 11,/1nt extelrt does tire O I ; ~ ( ~ I I I : L I I ~ O I I  forlls 1t.5 
cfJi?~%~ 0 1 1  pcll.llculnr stmteglc (ireas 01. secto~~s nlid direct ~ t s  rlctivities (11 1.001 ( ( I / I .TPS of 

b I I , ~ ~ I ~ I J ( ~ I . I , T / I I I ~ ( J I I /  n11rl I ~ L J ! ,  C O I I S ~ I . ( I ~ ~ S  to clci3clo/~nze~~t ? 

Yr I ndicatol- Are;r # a) Degree to ~vlriclr tlie orgnnizrrtiorr is geared to dcrriorish.afc l io~v flio pi.oject 

b i.s 1iior.e tlrrrri rr collectiorr o f  rrctivitics  rid strnlegicnl[l~ focrrsed to acl i ie~~e *?renter iiiij)nt'f. 

Qv 'rllc dcsigli ol'tlle 171.o.ject itself has a stl.atcgic focus incorporated iii it. The project coilccpr 1s illore 

QiW 
Ilia11 ii~sl a [ > o ~ ~ t  pl;lliti~ig trees Ibr the saki: of tree but aims to create in~pact on eii\/ironiiient ~hi.oug11 
de\/clol>lnen~ oFi~istit~~tions and demonstrating the f~1ti11-e possibilities. T'o \,vllat estcut tlic POU share ' 

b tliis \/isin11 is a mattcl- of coiijecture. As f h s  as institutional developments arc concei-ned. 311 attciition 
\\/as Ibcused oli capacity bi~ilciing ofr.lie POU staff. The ~iiost important institution the V [ I B  \\/as 

b gi\~cn a sinall rolc which remained liliiited to identifying two 'TP fa-mers and rcccive paynicnts on 

CP tlicil. I7cliall: l'~-a~isScr of more rcsponsihilily a11d allocation of   no re active participation of thc \'Dl3s 
arc called Ibi.. 

cs( 
Score : 4 e 

Ir 4ssessment criteria # 3.2 Replication : To ivlint cx-tclrt does the olgcilrlzntlolr (11i(1 11.7 / I , I I . I I I ~ I * , \  

C J \ - ~ ( I I I ( /  ( / I / ( /  1 C I I / I ~ ~ C  S I ~ C C ~ S S ~ I ~  d e l ~ e l o ~ ~ ~ ~ ~ e r i t  / I I * O C ~ S S  nrzd ~rloclels ( 1 1 1 ~ 1  Josrel- tr/rtl s l l p p o ~ ~  thr 
b ~ ~ X I I I . S I ~ I I  01. 1.e/711(-(1re rlicse 17lorlels hl] loral o~~,oalzizntrons or G0l~c1.111lic1irs '? 



rlocurnenteri arid dissemiizated to assist o t l~er  projects and ngerzcies in replicntirrg tllese process. 

During later part of project implemel~tatioii, NEPED brought out quite a few documentation on the 1 

proJect. These include briefing papers, video fi11iis and resource books. These documeilts were 
mostly geared to propagate basic inforination on traditional practice of Jhum cultivation, description 
orcomii~on tree species and about what NEPED is doing in  Nagaland. Many of the docuinentatio~i 
were rather geared iiiore towards image building than sharing of tlie a c t ~ ~ a l  experiences gathered 
rro~ii tlie TP experiences. Out of the 8 briefing papers only two deals with planting and nursery 
~iianageiiient teclllliques. 

I nclicator Area # b) Evidence tllnt lenr~iing .fiorrr successfill 111ode1s l ~ a s  bee12 replicaterl (rrrd 
e-uj~an (led by tlie organization 01. otlr er agerrcies. 

There is sufficient evidence that tree plaiitatiou in plols other than TPs have been talti~lg place in a 
fairly large scale (estimated to be 6 times the area of TPs) from fu~ids other than that of the project. 
Ilhe plieiioi~ienon of replicatioll in NEPED, llo\\:e\lel-, is not as spontaneous as engineered. This is 
because, replication was considered an important critcl-ia for project success. This was kept in ~ i i i~ id  
Lliroughout the project period and the project impl~.~iie~itation actively promoted efforts towards 
rel7lication. In other words, replication became a part of the project i~iiplementation itself. In order 
lo ~>ro~iiote replication, the pro-ject supplied 11lanting illaterial and gave necessary supports. 
Therefore, although briilgiilg additional area under Lree cover is a highly desirable result but tliis 
I-esult was not p ~ ~ r e l y  spontaileous. Moreover, most ofthe I-eplication plots are that of farm forestry 
model and not those of agroforestry ~uodels which urcre tested in the TPs. 

Assessme~lt  criteria # 3.3 Resource mobilisation : To ~'vlrut e.vtoit is tllc o/;:+cuiizntio/~ is ~ lh lc  to 
i//c.~-cr/se the nnzotl~rt ofsz.~pporf for ( Z ~ I / C ~ O I ) I I I C I I ~  I I I - O _ S I . ( / I I ~ I ~ I I I ~ ~  it ll~ohilises fi.0111 soz,~/-ces other t l l ~ ~ l  
/CLF :) 

I nc! icatoi- Areas # a) Proj)ortiorr of resorrr*ces rrr ohiliserl,fi.oiiz otl~er. soriiaces conl/)(rred to thcr( c? f 
JCEF sllpport 

.lllc wiI lingness of mobilising resoLlrces for the 011 goi11t; pro-ject and oL11e1- si~iiilar I'uture projects is 
;I goocl indicator of how I I I L I C ~  priority is being attaolled to a pro.jcct. Tlie GoN has contributed 
substanLially in 111-oject management and i~iiplei-~icnlntio~i through its POU. Altho~~gli, initially, i t  \\.as 
planned that operation and maintenance cost for the \~eliiclcs will also be borne by GoN but clo\\.n 
ilie line this could not be follo\ved due to administl-nti\~c problems. Wil ling~iess Lo mobilise I-eso~ll-ces 
Ibl. [lie pro.ject by the project implementing agency and subscq~~ently actualisi~lg tliis intent is also 
all indication of tlie ownership of a project by the imple~~ienting agency. 

Although, the VDBs could not ~nobiliseli~se lnucli of their S~inds for replication, the State 
Government is reported to have used a substantial amount (Rs. 2.5 csoscs) towal-ds tliis causc ill tlic 
year 1999 which was declared the year of tree plantation in Nagaland. 

Score:  3 



Assessnient criteria # 3.4 Sustail~ability of the local village il~stitutions : To \ I J / I L ~ ~  el-tcilt hot11 
ol*g~~~~z~ltioilrrI (11id ~ ~ I I ( L I ~ C L ~ ~  s~stnillflbi/it,y are to he nclcll-essecl 7 

Indicator Area # a)  Degree to which the ~1evelol)nzerzt corzterzts Izave beerz included (lnd 
rrr~irrt~rirzerl rrliflr ill tile local village institutions. 

111 NEPED p~-oject, however, the sustainab~lity of the POU lias rather beco~iie a greater colicem tlian 
that o r  village ~nstitutioiis. The reason is obvious because NEPED was inlplemcnted by POU 
t111-0~1gli existing networl<s like DPTs and VDBs. These Institutions are, by nature, self suflic~ent and 
sustainable hy tliemselves. It was rather proper and very strategic in the part o f  POU that they did 
not create any adtfitio~lal comm~unity based iilstitutioils sustaining of which could liavc bcen a major 
~ssue. Tlic entire development contents has primarily bee11 contained within POU wrth very I~mited 
transfcl- of l'ilnct~ons to village level ~nstitute like tlie VDBs. 

The cluesl~on of sustaiiiability, therefore, applies more to the POU The POU officers l ~ c ~ n s  drawn 
ti.0111 various line departments can easily be reallocated back to their parent depai-t~iie~lts \vithout 
causing any niajor damage. To this scuse NEPED has not created illany liabilities. 

Perfol-mance Area # 4 : Governance 

It IS  not necessary that all the key ~nstruments of coi~trol ;~nd accouutab~l~[y rcs~de w~tli the 
~~nplcn ic~i t l~ lg  organization. Many oSthese instruments may be exercised by local coli1lnunltles or 
~ h c  l~rolcct steeri~ig com~nittee Governance is also a factor tliat influences thc I - C ~ L I I I I  from the 
In\ cstnlcnt tlirough strategic applicat~on of f~inds and in i i iainta~ii~ii~~ the cost 1101-111s . I.IIII[ costs etc. 
Go\~cl-~~allcc ;dso 11iclude developme~~t and application o r  a transparent accounting sycteni a~lcf 
1~1-occdu1e fol S~~ritl utilisatlou. 

Asscss~l~en t criteria # 4.1 Effective decisions and control from the Project Steering C o ~ ~ i ~ i i i t t e e  
(PSC') : Ih : I J ~ I ( I /  c\-tolt does tlic l,l"ojec.f 's streel-iilg colrrlrl~tfce efecfnvl \ .  (111-ccf ( i11r1 c ' o i ~ t ~  01 tllc 
( / / ; ( I / /  5 o/ 1 1 1 ~ ~  171 o/cct 7 

I 11 tl ica to1 '41-ca # a) il tterl[l(~rr cc o f f h e  nlenzbers in the PSC rrzeeti~rg~ 

Onc malol- colistralii 111 liav~ng rcgular PSC meeting w~tli f i l l 1  attendance was that of l o g ~ s t ~ c ~ ~ l  111 

I I ~ ~ L I I - c .  II'tlic meeting IS  scheduled to bc held in Kohinla, the Dclhi based ~ilc~iibcrs nia! ~ i o ~  lind ~t 
c,~sy to 'lttcnd [lie same. This appl~es to I<olilma based nieiiibers when the snmc Lal~cs place 111 Dcllil 

I n  cl ica tor A rca # O) Tlye c?f ~lircctiorrs a11 d giiideli~zes yl-ovillcd by the Cnn~rrriffc~~ 

Allliough, the PSC did not meet as ti-cquently as might have beell necessary but \vhcncvcr such 
~ n e c t ~ n g  tool\: place, the PSC ~iiembcrs pl-ovided very usefill directions and g~~idelines.  111 trict, 
\vlic~lcvc~~, tlic project ~mplc~nentat~on came to a cross road not be~ng very clcar how ro proceed 
SLII-lhcl-, tlic PSC under all such situations provided directions. 



Assessmerlt criteria # 4.2 Accountability : To 118lzn/ crte~lt 1s l11e 117zplcn1e11ting orgn~ziza/io~i nhle I 

/O ~lenzot~st~*nte t/znt ndeyziute nccozintahilit)~ is hclllg exel-cisetl over the ICEl;,fi~nclerlprc?/ect ? 

I ~lclicato~- Area # a) Degree to ~vlrich the orgnrzitntion corrr/)lies tvitll tlre terrrrs ofits  contribrlliorr 
(rgreernerrt rvitlr ICEF (Budget i~~f i  rq~provals, reporting, l i M S  etc.) 

NEPED being one of the earliest ICEF funded project, all iunderstanding about the respective roles 
of  IDRC and ICEF was not very clear. Apart fiom prov id i~~g  full support to'project management, 
the PCU was also respo~lsible for ensuring s~~bmission of progress and financial repol-ts to ICEF. By 
\/irtue of a slnall contribution budgeted in the project, lDRC also elljoyed the status of becoming a 
co-hinder. ICEF's role in project management remained marginal but i t  stood by its requirements 
ol'repo~-ting and providing directions etc. as stipulated in tlie colltribution agreement. Since, in the 
initial years, the reporting systems at POU level was rathel- poor, the PCU had difficullies'in 
compili~ig cluality reports. The PCU, however, always appreciated the sepol-ting needs and tried its 
best to make both ends meet. 

Since, PCU played an active I-ole in project management, the budgeting and appl-ovals \yere affected 
Ily PCU almost unilaterally and directions in difficult matters were sought fiom the PSC rather than 
ti-om 1CEF. Initial level of accountability of the project was rather dismal pal-titularly during the 
pe1-1od  hen PCU did not have a fill1 time project manager. Since, the appointment of a full time 
p1-01cc~ manager with effect fro111 May 1998, the 1-cport~ng and level of documentation has impro\/ed 
sirhslantially. 

Foi- some times, the area of financ~al accountab~l~ty of the project was also ot'serious conceln to 
IC'I!F as (lie POU loolc a stand somewhat in the linc thal " \lie are good ~n iicld urork b ~ ~ t  bad in ~lapcl- 
\\ ol 1;s". At tlic instance oi' ICEF, a fill1 fledget1 cliartcred accountins l i ~ n i  was deployed. Thc 
clia~ tcr-ed accou11t111g firni now audits project account quarterly. 

R e l ~ ~ r ~ i  from inveslment ill the pl-oject has widel- iluplications. 11-rcspecli\;c of \\llletlier the land 
shaping in the TPs are cost-efrective or nol, the 1.ctu1-n in terms, of tree covcl- is many Sold.  lie 
cste~it  ot'awareness and I-eplication efforts the prqject lia\~e cl-ealed far out\veiglls the entire cost of 
tlie ~~l-oJect.  

Asscss~lle~lt  criteria # 4.3 Responsive rnechar~is~~ls  : 7'0 I ' I:IILL/ e\-te~~/ is 1C'EF ~ I C / I ~ ! C I ~ :  i~~\~oll*erl ill 
I / O I J L ~ / O I ) I I I ~ ,  I ~ O ~ ~ I I I I ~ I I ~ ~ I ~ ~  C I I I ~  ~rsses~iug the si~stoi~~r~l?lc i l e ~ ~ e l o / ~ ~ ~ ~ e ~ ~ t  o r t t c o ~ ~ ~ e . ~  or inzpr~cf 1.es111t.~ t/lc~t 
rile o~.grrnizcrtio~~ is seelii~rg to uclzieve Y 

I ncl icator Area # n) Resporzsi~w rr~ech~~rzisrr~ oflCE17 

Owing lo llic lucl< o r  clarity of roles bet\\/een IDRC (PCU) and ICEF 011 inatters rclated to 
i~~iplcrncntalioli alid nionitoring of the projecl, a serious differencc of opinion cropped LIP in  no time. 
Such di r'rcrencc or' opinion prevented lCEF from making rreque~lt tield visits to Nagaland. ICEF 



11ic1-ctilre depended heavily on IDRC for infonilation and reports ctc. specially for tlie purpose of 
1%-ocessing ~-cquest for advance. 

I ntlic;~tol. area  # b) Resl~olisivc ~~zeclin~zisrn of lDRC (PCU) 

I nilla1 roic oC PCU was lilore of a project development and monitoring. Dur~ng the absence of a SLII l 
IIme PCU manages half way through the project, the POU had a lack ofdil-ection and went about in 
ways and m;uiners cons~dered appropriate. The new PCU manager appointed in tlic later part of the 
11-oiect execution played more a direct partnership role and provided direct support to tlie POU in 
~ x c p a r ~ ~ i g  reports, documentation and capacity building. 

I'el-f'orn~ance Area # 5.0 Project Management 

['reject nla~~agement has bee11 evaluated on the basis of pl-oject documents, reports, field v~si ts  and  
d~scuss~ons  with the POU staff. 

iZssessnie11t criterion # 5.1 Strategic analysis & plauning : To ~vhcit e.~tell/ ~ loe s  the olgrl~rizrltiort 
11tilii.e LI ~vell developer1 stlutegic p l a ~ i  vvhich cleul-lj/ articzllates t l ~ c  ~ lc~ je lo~/n~le~ i t  1-esrilts heill,? 
, ~ 0 1 1 ~ / 1 ~  .? 

I 11 t l  ica tor- Area # a) Degree to ~vh ich  the reszclts nre expected to be ~cl~icl le t l  

'1'11:: ~ ! rob le~~is  of environmental degradation associated with traditional .lIiuui culti\:ation is rather 
wcll I;no\\in.Tlie PI-olect, prol~oses to address this well ltnown rnqjol- en\~ironmental COIICCI-11 o r  
Nas:~land. The purpose and objectives of tile project are a) develop allel-~iate approach to shifting 
cultivalion b)  increase llic income of tlie people of Nasaland and c) enhance the capabilities of tlic 
loc;~l i ~ l s t i t ~~ t i o~ i s .  The strategy was that the practice of an appropriate ay-o-Sol-estl-y niodel in  tlie 
. l l 1~11 i i  plots \ \ / i l l  1101 o1i1y reduce soil erosion bi~t  will also give improved crop yicld and income 1.1-on1 
Il'CCS. 

\,Vliilc studying tlie outputs, i t  can be found tliat a large number of the Test plots Iiave trces pI;intcd 
in tile entire plot (mol-e tlia~i 1000 plants/lia) follo\vi~ig a farm foresh-y model contrary to tlie 231-o- 
I ~ O I . C S I I . ~  model ellvisaged i~iiti:~lly. The far111 forestry model lias fi~rther been i~iipso\~cd by psonloting 
i ~ ~ ~ c ~ - - c ~ - o p p i n g  of sliol-t tcrni cash crops and linown to POU as "fill low management " nlodcl. Tlic 
cluestion tliat asise hese is, in a few years time when a I'armer will need thc plot Ihl- S l i ~ ~ ~ i i  culti\.;~~ion. 
\ \ , i l l  lie cut [lie sta~iding tree crops to use tlie land for .lli~1111 or let tlie trees grow to ~ L I I I  size 'I I-lie 
answer most pl-obably is that lie will let the trees grow. If the plot is converted to a permanent fal-m 
Ihrcst, then the Carmer will be short of one plot and has to use other available .Illurn plots two vrar-s 
too early. l'he combinecl effect will be that while the farmer has brought one plot under ~,e~-rii:rnent 
t1.c~ covcl-, lie lias seduced the S l i ~ ~ ~ i i  cycle in another plot by two years. I f a l i ~ r~ne r  has access to 
I imi tecl nuntber of plots then con\/ersion of one plot under permanent tree cover, niay need opening 
1113 a 11ew alternative plot ibl- .IIl~ini. This will lead to a g~.owtli offclrm forestry but to tlic control of 



.IIii~m c u l t ~ v a t ~ o n  . I1 is also to be scen ~ f l h e  farmers arc accepting thc agro-tbreslry modcl \\rlic~.c 
trces arc planted 111 limited numbcrs in 11-cnclies and bunds and are harvested whcn the plol I S  

reclaimed Sor .lIii~m once again. 

It may be mentioned here, that if the farmers can be made to Jlium a plot even by onu cxtl-a yeas 
i.e Trom the i~sual  two years to three years by applying intensive and ilnproved lalid 11-eatment 
measures, then the .lhiun cycle of the r'armer can be increased by the nu~uber  of yeass equal to tlie 
Lotal number of plots used by tlie r'al-mer for .lhum. 

Score : 4 

Assessment criterion # 5.2 P ~ ~ o j e c t  design a n d  approval  : To ~l l lat  e.xterrt rloes tlre ol;qorrlrr/tiorr 
r ~ l l r i  lts /,rlr/rro-s harx the procedl~res rlrrd the c ~ ~ l ? c ~ c ~ t y  to cle~~elol?, cleslgrl, rlssess. ~nrplenrori all(/ 
/r/ol~itnr rie~lclopnie~trnll~~ so~tr/rlprojects ' 
Indicator Area # a) Degree to ~vlriclr tlre olgctrrizatiorz arzrl its partners nre nble to <fSecti~~elj. c~rrcl 
qfjicielrf()i rlrttn'n,oe tlrcir 1)rojecf ~c t i~~ i t i c s .  

Altliough, tlie identification of tlie basic proble~il of environ~nental degradation' came froni \:lie GoN, 
the proposed  solution^ design and project management plan were developedjoi~itly by IDRC, 
ICEF and GoN. The project proposal described ill the original contribution agreement had t\\/elve 
Oi~tpi~ts .  The P C 0  during tlie pro.ject inception phase prepared a project LFA and considered quite 
a I'cw O L I ~ ~ L L ~ S  eillier as "i~nacliie\~able" or "contributing only margillally to\\lards project Outcome". 
Consequcntl y, tlie project inlends \\:el-e trimmed down to three broad Outputs \vIiich \\.ere acliie\-able. 
'Tlie pro-jcct subsequently, conce11t1-aled in implementating these broad areas together \\lit11 adilitional 
components associated with capi~city building and incomc gellerating activities for \\lomcn. 

Redi~ction ol'project Outputs 110 ciouht maltes a pi-qject more achievable but prt?\re~its [lie same from 
bcilig bsoad based. Capacity in bl-i~iging suitablc changes i n  project design is a clear indication tlial 
tlie osyal~ization and its part~iers have sufiicienl ability to manage a project but to niliat extent suc l~  
clia~iges ;a-c desirable is a c l i~es t io~~.  

Assess~l le~l t  criterion # 5.3 Budgeting, accoonting, financial control anc! clisbursenlellt : To 
I I J / I ( I /  (>.I-/CVI~ rlocLs tile ~ I ; ~ ~ I I / ~ Z ( I ~ ~ O I /  / I ( L V C  effec/ive /)l~dgeti//g, ( I C : C O L I I / ~ I I / ~  ~ I I I ( / , { ~ I / ( I I / C ; ~ I /  / I I~~CLYILII .C~.T U I I ( /  

( ~ ~ I ~ I P . o / . s  ( I I I ( /  I / / ( I I ' I / / ( I ; I ~  ~ ~ ( / ~ ~ q l ~ ( t t c  (111( /  ( t r c ~ ~ s ~ ~ I / ~ l c ~  ( / / I ( / ; /  t~.;cl/s ill f.!e(l(/ o f l i r ~ ~  ~ I I / ( /  ill ~ / I c >  /;c/(l ? 

I ~lclica tor Arca # (I) Tlre orgrr~rizr~fiolr Izas co~rrprelrerrsi~,e jirral~ cinl l~/rrrrrrilrg :.rtrrrl hr~rlgctilrg 
1)roces.s rtrrd tlre hiidget I ) ~ c ~ ) ~ I s L ' ~  serve ns (I ~is<fiil foo1,for manctgirrg tlrcl)r.c~jcct. 

-. I lie pro-jec~ approach being simple and process oriented had some ~ n a j o r  dil'liculties in alloca~ing 
budget under appropria~c Iieads. Co~~seque~i t Iy ,  even aftel- the prqject \\:as appro\.od, sollle re- 
a l locnt io~~s of budget licacls \vere done. Thesc line tuning of h d g e t  hcaiis \\:as nccessal-y since 
pro.jcct Outpu[s were fine tu~lccl and a Tcw new Activities wcre incli~ded. 



The POU had difficulties in coping with standards set by ICEF in the areas of project planning and 
reporting recluirements. 111 fact, the responsibility of budgeting, Linancial planning, accounting, 
reporting etc. for the project was the primary responsibility of PCU which fi~nctioned to a great , 
extent as a supl~ort organization. POI- this season a budget provision of about 27 %, of tlie total 
project cost as the management cost to PCL1 is considered justified. 

Score : 4 

Assessment criterion # 5.4 Project reporting and monitoring : To 11/11(~t extelit does tlie 
o~-g(r~iizatio~z r~~onitor field operatior~s, pl.o\~lde ror7str1~rti1~cfecclback to r*epol+ts fbor71 tliejelcl N I I C ~  

.srrhr~iit trrrrcl~~ reports tlint nzeets ICEF reqrrrrolze~zts P 

Indicator Area a) Degree to w l ~ i c l ~  tliefiriartcird arid rlarrrrtive reports to ICEF are s~~hr i~ i t t ed  irr 
prescrihed.for~~zat as scllerluled irz tlze cigreer~~ertt het~veerr ICEF nrfd tlre or~~nizizatioii Y 

I11 order to facilitate project p la~~ning  and monitori~ig on regular basis, PCU, i11 the initial years 
proposed der~elopmeiit of a Project Managc~iiellt Information System. Needless to mention that 
iriil,lenienting the project as per this ambitious iiianage~~ient system was tar bcyond tlie 
docuiiientatio~ial capacity of the POU. III the early years tlie POU did not I I I L I C ~  appreciate the need 
for developing an improved reporting and accou~~ting system wli~ch is different from the 
co~i\lentioiial system. Generation of acti~rrl results in tlie field was considered sufficient justification 
Tor project finding. This resulted in the gelieration simplistic project reports like " Target for TPs 
: X numbel- and Target achieved in the year : Y number. 

Thc q i~a l~ ty  and frequency of reporting suffered greatly as the expatriate projcct manzer fi-om IDRC 
I-csignccl and ~ h c  Director , lDRC tool< LIP charge as an add~tio~lal rcsponsibility. The clirality and 
contents of rc1101-ting and docunie~itatio~~ improved substant~nlly aftel- tlie f i l l 1  time expatl-late projcct 
manager jolnc~i arter a gap of about onc and Ilalfyeal-s. 

Score : 4 

i- issessme~~t cl-itel-ion # 5.5 Human resources and pel-soual managenlent : To I I ? / I ( / I  C . Y I C I I I  110c.s 
tlrc or;~c/rriztr/iari select, r11~/1roge ( / r~d  ~ ~ ~ i l l ' z e  its / ~ I ~ I I / ( / I /  I - C S ~ I I I . ( . C S  ~Jfectivc11: ( I I I ~  111 l i l r~  ~vitlr  IS 
~~ri.ssio~r .s/alc~~/rc'r/l, ol?jeclives oli(l strolcq, :' 

, - 
[ Ilc c:ll~acity l~l~ilding and human resot11-ce n ~ a ~ i a g e ~ i ~ e ~ i t  withi11 the POU rne11lbe1.s were sscellenr 
~111tie1. the leadcl-ship of tlie dynamic Tea111 leader of the POU. Tllc POU oSficers tasted a 11cw sense 
of l'seedom ant1 \vorked i n  the project with great enthusiasn~ and a sense o f ~ ) ~ ~ r p o s e .  The e~llh~~siasnl 
was so 21-eat t l la l  the POU foi~nd it even dirficult to consider and reconcile with any issue 01. cluestion 
associaled \\fill1 accountability. 

1l is ~ h c  POU \\ hich providcd tlie teciin~cal know ho\\/ to the fill-mers. The POU ~iieni11e1-s in t u ~ n  
~.cceivcd trains ~ l~ rough  exposuse visits to countries like Chi~la, blalayasia, Nepal etc. Thc [raining 
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familiarir): \ \- ir l l  thc e n \ . i r o n ~ ~ i e ~ ~ [ a I  ~ s s ~ l e s  specific ((1 tlic pi.u,~i'ct a!ltl capnci!).; to - Environmental policies, strategies and objectives are reflected in the statements 
ndrqnalcl!, rnalla2r thcm found it1 the majority of the documentation prepared by the project, both for 

internal use and external dissemination clearly identify envir-onmental policies, 
acti\ ilies 21-c ~>l;ln~lc.tl ro huiltl thc capnciry in c ~ ~ ; i l - c ~ n ~ n c i ~ \  oI's~;ll'l';~llil I I ~ I . I I ~ C I . S  

strategies and objectives. 

- Training inputs for women provided 

- Level of iovolvement in decisioil nlakirlg process 

- Training activities similarly incorl~orate sn\ . isonms~~ral  i s s ~ ~ e s  and huiltt capacir): in rlir 
I'OU, DPT's and field staff. As a result env i ronms~~tn l  a\\,al.wess Ilas lncseascd n r  all 
levels and in particular at the farmer level. 

Assessrrient Cr.iter.io~r 1.3 Il'o~rre/r 's pr~r!icip(~-"'fio~r : To wllat extent docs the organizat ion ensure  tha t   omen a r e  full anti equal  ~ ~ a r t n e r s  in g u i t l i ~ ~ g  and  sliaping the 
clevelopmcnt proccss a n d  a r c  I'u11 hc~~cl ' ic iar ies  o f ' the  process? 

en~powennent training to 2 13 women 

low level of participation in decisioil making 

no gender colnpolleilt in origillal project design 

Indicator  Areas  
- Number of ncomen's test plots establishetl 

1 women have 110 ownership or hereditary riphts to land 
Assc.ssrnerrt Criterio~r 1.4 Poverty rxriuctiorr : T o  what extent does the ~ ~ g a ~ l l z a t l o n ' s  project contribute to poverty reduction'? Does this project address the 

~n~errelat~onsl~ip betwccn povel-ty and en\ 11 unmental degradation? 
Indicator  Areas  / Findings a n d  C o m ~ n e n t s  

I 

Findings a n d  Comments  

93 women's test plots only out of 1,794 
1 
i 

Potential to  contribute to enhnnccd Income levels 

Enviromnental impact of pro-j ect 

A substaintial tiinber resource created: substantial illcollle generating 
asset ill the hands of beneficiaries - ! 
Viewed as providing ecollomic security for the future 

I . . 1 Tree planting 011 1,794 TPs colltributes to soil and moisture 1 
. . 

~ssessrrleii{ Critei-io~; 1.5 Teclr~roiog~- clrioptio~i : To ?\ 'hat  . c s tenf  t l i i t . ac lop t ion  a n c ~ ' d i s s c n ~ i n a d o n  o f  p o l l u t i o n  a b a t e m e n t ,  energJ1  c o n s e r v a t i d h  ancl r e n e w a b l e  
e n e r g \ .  t e c l ~ n o l o ~ i c s  a r e  eft'ecti\'c in  f ' ; i c i l i t a t i n ~  t h e  s u s t a i n a b l e  clelivcl-!' o f  e n v i r o n n l e n t a l l y - s o u n t l  techno lo^^. 

-- 

111dicator .Arcas I Fintlincs a n d  C o m m e ~ ~ t s  

- The higll cost of land shaping and the small window of t ime within which land 
shaping had to be completed made it very difficult for the farmers to successfully 
implenient this component of the project. 

Deg1.t.t. to \\:hich ne\\  ~ r . c l i : l ~ ~ i o g ~ ~ ~  ; I I C  o l ~ c ~ ; ~ ~ i n s  011 ;i s u ~ ~ a i ~ l ; l h l e  hahis . 

I 1 - The NEPED model of land shaping has only been replicaied on a small scale 

- The introduction of an agroforestry model, "the NEPED model", which included a 
major land shaping component is the most significant technology which the 

l~--. - . .  . . . . .  .. 
1 - 111 Pliek DistricL the integl-ation of alder trees into Llie jhuni &cle hss bee11 

Degree ro \\:llich lie\\  ~scllnologies 21-t cosr efl'ecti\,c. 11st.1- f~-icnt[l!~ and al>~~rol>rinle. , project attempted to introduce, 



!.!.$! :,,.:.> . , ;?!.y<;;:?;! 
,:<;<~'., >;,; 
% 4 , , : 1 1 1 , 1 .  : 

-- 
,> .,;', .. . , . 

., .,:,.:::,.., . I proven to be very effective in improvilig soil productivity while at the same time / 
providing fuelwood and pole material to the farmer. The project has been able to 
transfer this technology to a number of villages but not on a large scale. 

- The linkages to the IDRC supported research activities need to be strengthened. ~ 
- Replication o f  nui-sel-y act ivi ty I h igh  replication oS11~1rscl-y a c t i v ~ t y  

A.ssess~rrcrrr Crircriolr 1.6 ~\ficl.o errrelpr ise  r l c ~ ~ e l o p ~ ~ r e ~ r r  : '1.0 \\!hat extent is thc i m p l c ~ n e ~ i t i n g  agellcy e f l ' e c i i ~ , ~  ill s u p l ) o r t i ~ ~ g  :111d s i r c ~ ~ g t l ~ e l ~ i ~ ~ g  s t ~ s t ; ~ i ~ i : ~ b l e  i ~ i c o ~ i i e  ) p n a - a t i i l g  rrtilities l l l 1  

- Techn~ca l  competence o f  nursery owners 

I o t l i c a t o r  41-e:is 
- 

- N u m b e r  o f  ~LII-series eslal~lisliccl 

nursery owners lack adequate tec l~nical  inputs - l imi ted  trai l l i l lg 
provided 

nursel-y act iv i ty  niche area for \women 
- 1. 

SO women's nurseies establislied 

2 .  CAPAClTY BUILDING 
To 1v11at a-terrt does t l~eproject  corlt~.ib~rte to capacity rievelopr~lerlt c~rnong t l ~ e  inlplenlentirlg 

or;on~lizatiorl 's local partners arrri other irzstit~ltiorzs? 

I 

, .  . . ., 
'i:, . ,. .,. . . . , Assessllleilt Guidelines . < 

v ~ l ; e  $our ass&sn;efit criteria pro\-ided'in tlie table h'elo\\;.slld~lld be used to assess the extent to whiih the prqject is contributing to capacity de\~elopment 
among itself and its local partners. Implementing organizations that have capacity building a s  a programllling priority may have developed results indicators 
In this area. If these ~nLlicators'art. \:alld nicasuces of the d e g e e  to \vhich the organization iS.meeting these four critel.ia, these indicators.5i1ould be used. T I I ~  

. . iniiicatol.~ areas Ilsrccl bclo\\; al-c s ~ m p l y  su~~ycsrct l  areas 11iat may he considered if appropliate. 

I n s t i i ~ ~ l i o i ~ ; ~ l  slrcnglllcnin:: 1s 111c assessment cl.irc1-1on that s h o ~ ~ l t l  be given the grc;licsi \vcigl~i  in providing an o\,erall rating I'or this area. Nc\.e~-rhclcss. 
tlie other llircc c: l tc~ia  arc :llso con:idcl.eil to be \.el-), Important. 

il.vvessrrrc!~rl C'r~itcr.iolr 2. I I~r.vrirrrrio~r(r/ . v l r ~ c r r ~ l l r e ~ r i ~ r g  : 'l'o \ \ . I I ; I ~  cxtclll tlocs the s11l)port p r o ~ ~ i t l c t l  I)!? t he  i ~ ~ i p l e ~ ~ ~ e ~ ~ i i ~ ~ g  o r g ; ~ ~ ~ i z ; ~ l i o r i  S ~ I . C I I ~ ~ I I C I I  ~ I I C  c : I ~ ; I c ~ ~ ! .  oI'Ioc;~l 
organiz;ltions a ~ ~ t l  illstitutiolrs to f 'o~ .~nul ;~ tc .  I I I ; I I I ; I ~ ~  ;111(l S I I S ~ : I ~ I I  t i e \ . e l o l ) ~ l ~ ~ ~ ~ t  processes? 

Intlicator Areas -- 
Findings ;~n t l  C o n l ~ n e ~ ~ t s  

I(csu Its -.The multi-disciplinary structure of both the POU and the DPT has significantly 
Degree to \vh~ch  local orsanizarions ht.1112 ~ l l ? p o l - i ~ c i  ;~rc: mo\,ing to gre'lrel- sell- enlianced the niobilization of the necessary skills to deliver the project. 
managemc.nt and o r y ~ i i z a i ~ i ~ n : ~ l  l ~ ~ , r ; ~ ~ ~ : . ! l ~ ! ! ~ ! !  

~ _ - - - The level of collaboration between the local orqanizations such-as the VDB's and -- 1 
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9 . .: .., . / l I r e l r t  Cr~itel~iolr 3.1 S t ~ . r r t e g i c r r l l ~ ~ ~ f i ) c . ~ ~ . ~ ~ ' ~ l  : T o  \\-11;1t c s t c r ~ t  tloes t l ~ c  org;~nizatioll  I.oct~s its eI.f.o~.ts 011 pal-ticular s t r i~ teg ic  a reas  o r  sectors ant1 tlirect its actilit ies ;I, I 

root  causes of i ~ n [ ~ o \ ~ e ~ . i s l i l n e ~ l t  ;111tl c o ~ i s t ~ ' i ~ i ~ ~ t s  to t l c \c Io i ) l l~~~l t ' !  
1ndic;ltor Al-eas 

Dcgrre 10 \vl~icli tlic o r ~ : ~ ~ i i z : ~ t i o ~ ?  is . I I ~ \ C  111 :~~.!ictrI:~tc ~ 1 1 1 k l  :!ctiio11\11~:1!~~ l lo \ i  I \ \  

p~-o.jcc~ 1s more than a collecr~oli ofactr \  trlcs. and I S  sttntegicall!. Soct~sed to 
acliie\.e greater itlipact. 

Uegrcc to n,hicli rlie o~-galiizatio~i c~isitgcs in stl-;~rcgic a~ialy.;is \vllicli 
identifies key co~istl.ainrs to cle\:clup~ilc~it t1ir11 i t  : I I ~ C I  its I>ill-tllcrs call Iicll) 
address i l l  ari eSSecti\,e marilicl.. 

I1egrc.e to wlircll the ot.yaniz:~r~o~l identil'ics acltons \vlricli bt~ilcl 011 alitl ~ ~ t i l i z e  
other capacities and actions lo acliic\.e g ~ c a t e s  irnl~acr. 

- - 

Iiii~tliilgs ; I I I ~  C o i n i l ~ e ~ ~ t s  
- T h e  p r ~ j e c t  w a s  desigried t o  s u p p o r t  t h e  e s t a b l ~ s h m e n t  of T P s  in all of t h e  1,000 
r\laga villages. This  focus  is very s t ra teg ic  in t h a t  it Look a w a y  cpporturiities t h a t  
might  h a v e  o therwise  resul ted in political favoritism in t h e  selection a n d  delivery 
process .  

- A g r o u p  of 12 e lders ,  includes representat ion from t h e  niajor  tribal g r o u p s  a n d  
provides exper t i se  th rough  t h e r e  local a n d  traditional knowledge in all a s p e c t s  of 
project execut ion.  T h e y  h a v e  also b e e n  very useful as media tors  w h e n  local 
d i s a g r e e m e n t s  h a v e  ar isen.  

- T h e  lack of a basel ine survey which provides t h e  organizat ions with key information 
for  project analysis a n d  planning is judged  t o  b e  a w e a k n e s s  in t h e  project.  

- The project has supported a nuinber of workshops, including a strategic analysis \\~orkshop. 
\\~hich was designed to more fully capture the lessoils learnt and to provide input Into the 
planning process for the period beyond the current project. 

.~ls.se.s.~~rrc~~rt Cr.ito.io~r 3.3 lto.\orr~~c~c, ~ l~ohi l i : ( r t io~r  : 71'o \ \ . I I : I I  c s ~ c . l ~ (  is t l ~ c  o t . g ; ~ ~ ~ i z ; ~ t i o ~ ~  ;il)lc to i~ ic l . c ;~*c  tlic ; I I I I ~ ~ I I I I  ~ I . S I I I ) I ) ~ I . I  t'or ~ I C L \ C I O I ) I I I C I I I  I ) I . I I ~ I . ; I I I I I I I ~ I I ~  i t  111o1)ilizcs 
1'1-0111 sou1.ccs otllcl. tI1;111 ICI:l;'! 

Assessnrelrt Criterior; 3.2 Rtplicatiolr : To \ \ . l ~ a t  extent does the orgal l izat iol~ a n d  its partncl-s expand e n d  replicate successful development  processes a n d  models a n d  
foster a n d  suppor t  the expansion o r  rcplicntion of these nlodels by local organizations o r  governments? 

Indicator  Areas  
T h e  indicator  a rcas  are: (a) thc dcgr-ce to which  lessons learncd have  
disseminated a n d  (b)  t l ~ e  d e g r e e  to  \\l i icli  tllc lessons learnccl f rom 
s ~ ~ c c e s s f i ~ l  models  have becn replicntetl .  

. . . . .  , 
. . . .. . . .  . .  

Findings ancl Conlments  

- Tqt: X ~ O ( ~ F X T  %OV%EXT 04 ~1-6ijr\-:/ TPEFG TO (pqo,u (I)~E~. .&(s 1 1 ~ 6  S IC~CTE~LI \ !CITE~  ( IV I 

TCJ oo)\: T I ~ ~ O U : / ~ I T O U T  T I ~ C  C~TCLTE.  A?,~LOCJT ~ r n ~ p v ? P o S y ~  I \ '  T ~ E  GTCLTT, KVO(!)G Q [ ~ O U  

T I T .  A E X ~ ~ C X ~ I U T ~ O V  04 1999 u s  TIIE ~ I E C L ~  act, TOEE XLC(L~TI\~-;  u h o o  GTCPEU& T I ~ E  ~ C G  

rrczyc . . . 
' - el-hc VCs passed n resolut ion tllnt e a c h  (alllily pl;lllt 100 s ; ~ @ l i ~ i ~ s  ancl i ~ l s t i ~ i ~ ~ e c l  

pl'iccs l;)r tllose \ \ I lo  pla~lrctl  n l a s i l n ~ ~ r n .  
- I [  is cs~iliia~ccl 1lli11 Ibr oric Iiec[al.c oStl.ce ~) la~ i~ i r r io~ i  t~lide~-t:~lic.n ullder rlie ~?ri>.jccr. pcoplc 
have plallterl 6 Ilectar'cs. 

Il~clicatol- .Are;~s 
.l-lle inclicator a lxas  a re :  ( a )  1.a1io 0 1 '  r.csotll.ccs ~l lohi l isct l  1'1,olll o~ l lc t .  
soul-ces colnparecl tn ICEI-. aricl (13) tile (I~,s~.c 'e  1 0  \ \  IlicIi I - C S O I I ~ C C S  

mobilisecl has  bee11 i ~ l c r e a s i ~ l g .  1-21na i r l i~lg stable (71. d c c ~ . c n s i ~ i ~  o\,cl. 

F i i ~ d i ~ ~ g s  ; I I I ~ ~  Co111111cllts 
- Il>liC' c ~ ) I ~ ~ I . ~ I ~ I I L ~ o I ~  Iias heell 1i1or.c tI1;111 5O1!il tllnn origi~l:lll!: ~ ! l : i~ l~ icd .  ;111d i t  11:~s 

i~~cr.casc:l holh q u n l i t ; ~ ~ i \ ~ e i !  al;icl quantit:~~i\.c.I!;. 
- - .l-llc' C;(l)K c o ~ i t r i h i ~ ~ i o ~ l  to\v;~~. t ls  s tu l~ ' l ' sa la~~ies  a1ic1 i ) \ .cr l l~a<ls  I i ; l \~ t ' j . e~ l la i~ ied  s tablc  





Degl-ee to \vliicIi critical goals. \slues, policies. and strategic decisio~is on 
project as \\:ell as adminis[rati\le matters are casefi~li!- im.ic\\cd and 
appl-oved by the committee. 

The conllllittee has sufficient access to varied sources of information to 
assist in decision making. 

Degree to \\~liich the committee elisui-cs that adequate processes and 
procedures are in place to effect~vely atlvance tho inission of the 
organizatioi~. 

- During the first 3% years of the project the steering committee met formally 
on only two occasions, while during the last 11/2 years they have met on three 
occasions. It appears that the main reason for these irregular meetings was 
largely based upon the limited availability of the members. 

- While the committee had full access to the varied sources of information to 
assist them in the decision making process the level of information and 
reporting was limited during the first half of the project. 

- A number of key decisions were taken over the course of the project which 
apparently were discussed and reviewed by the PSC but no record of these 
discussions are reflected in the minutes of committee meetings (e.g, decision 
to put the baseline survey on hold). 

-The irregularity of the meetings held up some decisions which had a negative 
effect on the project. 

Degree to \vhich systems and mechanisms are in place to meet ICEF's 
srquii-ements regarding strategic anal>,sis and planning. sound pro jec~  
design and implementationj timely reporting, monitorl~ig and evaluation 

' 

of results beins achieved2 ct.f?cri\.e financial and budgetary controls. and 
compliance n~i th  ICEF's ssnder  and eni.11-onmental,policies. 

. . . . . .  . 

- - 

A , S . S L . . Y S I I I ~ I I ~  C/.iter.io/~ 4.2 / ~ ~ ~ O l / / l f ~ l / ~ ~ ~ ~ ~ ~ ~  : ' l o  \~I i ; l t  c s t c ~ i t  is thc implenlenlillg ol .ga~lizat io~l  able to tlenlonstr-ate that  :~t lequate  ; ~ c c o t ~ ~ ~ t a b i l i t y  is being 
cscl-cised o\.el- the ICE)I' I'urltlccl projccl.  

- During the first two years of the project ICEF reporting requirements were 
not understood by the implementing organization however with the support of 
the PCU the reporting to ICEF has during the last two years been both more 
timely and effective. 

-- -. 

1ntlicato1- .Are;ls 
Degl-ee to \vliich the organlzatio~i complies wit11 the tci-ms of ~ t s  
contl-ibutiolligrant agreement \\ i t l i  ICEF. 

-The VDB contributions may not have ben equivalent to the original planned 
contribution level but they are judged to have been significant. 

Findirlgs arid Colllments 
- Both the GoN and IDRC are respecting the approved work plans and as such 
they are judged to be in compliance with the contribution agreement. 

- The field level activities account for the nlajol' project expenditl~re and 
accountability at the field level rests wit11 the POU, DPT's  and the field staff. The 
prqject has established a unique payment and \~erification systems which pro\rides for 
transparent and verifiable financial controls for field operations. 





v -1'11c 1.11-c L I S S C S S I I I L ~ I ~ I  ci.ilcl-ia p~.o\.ii ied in llic lable be low sliould be used t o  assess tlie ex ten t  to \\,liicli a n  organizat ion 's  project is b e ~ n y  
i . t ' l c c t i \ ~ l y  ancl cf'l'icicntl!; man~rge t l .  Inciic;~lor a reas  ha\.? b e e n  suggested to g i ~ i d e  this  assessment  131-occss. E a c h  o f  t l ~ c  a s s e s s n ~ c l l t  a r c a s  is 
consiclcrccl vet-!' i ~ i ~ ~ ~ o r t a u t  fol- s o u ~ i c l  ~ ~ r o j c c t  n l a n a g c l n c n t .  

;I.s.sc.ss~rrc~rt Criter.iolr 5.1 Slr.rrtc,yic rrirnl~~.vi.s & p/a~ririlrg : '1.0 \\.hat es tcn t  clocs t l ~ c  o r g a ~ ~ i z : ~ t i o n  utilize a \\ell tlcvclopctl s t r ;~tcgic  p1:111 \vh ic l~  clcnrly :II-ticul;~tes 
t h e  rle\,elopment results being sought? 

resources and capabilities that tlie organization anti its partners can bring to 
the situation. 

Indicator  Areas 
A stsategic plan exisis ancl 1s usctl tu gr~iclc ~ ] ~ - o g ~ - a m m i ~ i g  tlc\lclopmcnt. 
Strategic thinkii~g and pl:~iiniilg is pal-I ol'tlii. culri~l-c iii'11ie c)rganiz:lt!oli. 

Degree ro \vliich the stsatcgic plan aiitl tlc\relol>ment project 1s based on 
sound analysis of development nceds ant1 prc~blems. underlying structures 
and systelils causing the problems, tlie policy. social and economic contest, 
the types of inter\zentions that \ \ . i l l  have a strategic impact, and the 

Degree to \ \ ~ h ~ c I i  tlie results als fxpeetlng to ac l i~e \  e 

Fi~lclitlgs ant1 Conlmcnts  
-There were no front-end studies undertaken and used in the development of 
a strategic plan for the project. Instead many of these analyses were done at 
various stages of project implementation when a specific need was identified. 
The project planners however were very cognizant of the key social and 
economic realities throughout Nagaland. The planning of the project was based 
upon their personal knowledge. 

Degree to \\~Iiicli the organization lins clc\.eloped a set of objecti\~es and 
\,erifiable (quant~t;~ti\ .e a~l:l!o~ q i~a l~ ta t i \ , e )  indicatol-s t h a ~  they \ \ , i l l  use to 
delilonstrate acliieveli~ent of sustainable results; or progress towards them. 

- The midterm project review which was undertaken in May 1997 identified a 
number of weaknesses in project implementation. This review led the 
undertaking, by the implementing organizations of a number of studies and 
participatory workshops which began to fill in some of the gaps which were not 
addressed in the original project analysis and planning stages. 

- At the start of the project there were very few objective and verifiable 
indicators developed to demonstrate achievement of sustainable results, or 
progress towards them. Those that were developed focused only on the 

.. primary project outputs, such as the establishment.of test plots. ~his'issue was 
also addressed as the project progressed, first with the introduction by ICEF of 
results based management reporting and more recently by an IDRC supported 
Self-assessment workshop. 

.rl.s.sess~~ic~rt Cr.iter.iorr 5.2 Pr.c?jccf rlesiglr, ~ y y r ~ o 1 ~ 1 1  (111(1 ~ l l l p ~ ~ l l l ~ l l t ~ f ~ ~ l ~  : ' ro  \\$hat extent d o  the organizat ion anti its par tners  ha\.e the procedures a ~ l d  
capaci tv to de\.elop design. assess, implement a n d   non nit or developnlentally sound projects? 

Tntlicator Areas I F i n t l i ~ ~ g s  a n d  Comments  
I 'l'lie proJect design did not fi~lly adclress requireme~lts for financial management I 

I)c.c!.ec to \\.liich ( a )  !~t.occ;;~c.; c\iit  i:i:d J O I I I I C ~  ; I S S ~ S I ~ . ~ C I I L  csitel-ia are 
. . 

used !'or rs \ ,~e\ \ ;~n:  ~ I I ~ K !  :!pp~.<j\ i1i2 ;I!] i~c t iv i t i~h :  i h )  the lpro.iccts i11.c \\ell 
c I ~ i i ! ! ~ i ~ , ~ l :  ( c )  ~ I ~ O ~ C C I  : I C I I \  III~,,, ;IIY L ~ I ~ I ~ L , C I ~ \ . ~ ~ ~  , ,  < I I I L I  r l~l ic ic~~~~l! .  111:111.!;c:cl: 
and ( c l j  ~Iier-e al-i. c'l'lccii\,c I I I O I I I ! ! I I  i l l ;  /II.OCL.S~:'> \ \ l i ic i~ c'l15111.i' :I1:1t 

and planning: iliter~lal monitoring and progress reporting 

'l'lic POL] Illis p~.rll,a~-cd a 11unibe1- of c l o c ~ ~ m c ~ i t s  \\cliicli explain t l i t  PI-r!jecr and sct 
sor~~icl cr.itcs~a lbr sc\~ic.\vl~ig alicl al)psaisi~lg all acti\,itics 
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learnt and fully incorporate them into an ongoing project analysis and 
plannirig process. 

The simplicity of the office IS unique. It represents field ci~lture I-ather than 
office culture. 

:ls.vcssr~~crrt Cr.ifer.iorr 6.2 I I I I I ~ I Y I ~ ~ O I I  : -1.0 \\.Ii:11 ezteiit is t l ~ c  o r - g ; ~ l ~ i z ; ~ l i o ~ ~  togctl~el- with its p ; l ~ + t ~ ~ e r s .  in\.ol\.etl in tlevcloping ant1 testing inno\-:~ti\ .c 
tlevelopment appl .o;~cl~c\  ; I I I ~  111o(IeIs 11 11ic11. \\'hell pro\.en el'l'ecti~,e, a r e  replicatetl? 

All POU members have become computer I~terate anci use them e s t e a s ~ \  ely 

Indicator Areas 
- The degl-<e 10 \~,liicll (a)  nc\\ dc\,clop~l~cilts arc tcsled and their utility and 
(b)  successful approaches are disseminated and replicated?" 

Various options to strengthen and sustain I.?. Adding [sees to jliilm land. have 
been tested for their utility 

Filldings aiid C o m n i e ~ i t s  

The establisliment of the I'OU is itsclf Inno\:ati\:e. I t  is a ,11~llti-dlsciplinar). 
team drawn fronl various departments such as agriculti~re. forest1.y. irrigation. 
tourism, cooperatio11,etc. 

I The concept of adding trees to jhum lands has been \ilideiy dissemeoated 

111 a cultural situation in which women do not have inheritance rights to land, 
through the allocation of  TPs to women, women's groups have been able to 
own land 

Assessrr~errt C~-iter.iorr 6.3 Doc~rrnerrttrtior~ : 'To \ \ ,hat extent is the o r g a ~ i i z a t i o ~ i  and  its staff engaged in producing effective documentat ion part icular ly 
~lseful  fo r  the organiz;~tioil 's loc;~l part~iers '!  

Indicator  Areas - 

- Effective publicat~oiis attempted b!, tlie pro.ject [cam 

- Seinlnar papers. hroucllures. booklzts. s l~ t le  sho\ \s  pleparcd 
: .. : 

. . 
- t,ocil kilo\\/ledgc'aitd practikes: documentc~l  

1 Findings a11t1 Comments 
Effective materials (Brochures, booklets, slide shows) prepared for es tens~on  
pu1poses 

A 200 page book documenting traditional practices and building upon them . . . . .' . . ptepaied by the POU team , ' . . . .. . I . 
I ,esso~~s learned fi-om the field - specially TP experiments required for tlie 
documentation 

13 dlf i rcl i t  t r~ba l  tlialccts make english most effccri\ c I~rnguagc Sol 
doculncntat~ol~ and dissem~llatlon 




