WFP/EB.1/2008/7-C Summary of Summary Evaluation Report Kenya Emergency Operation and Country Program

For consideration

Draft Decision

The Board takes note of “Summary Evaluation Report of Kenya Emergency Operation 10374.0 and Country Programme 10264.0 (2004–2008)” (WFP/EB.1/2008/7-C) and encourages further action on the recommendations, taking into account considerations raised by the Board during its discussion.

The emergency operation is the largest that WFP has had in Kenya, and there is no doubt that without WFP’s assistance there could have been a massive humanitarian disaster. In response to a series of natural disasters, food was distributed in over 2,000 remote locations identified by the Government’s early-warning system. The widely dispersed distribution points enabled drought-affected people to receive WFP rations without having to migrate to relief camps. WFP assistance also helped them to retain their remaining assets, rather than disposing of them to feed their families.

Findings

Emergency Operation (EMOP 10374.0)

In August 2004 WFP initiated emergency assistance to Kenya under EMOP 10374.0. The initial intervention aimed to target 166,000 mt of food aid to 2,323,000 beneficiaries for a period of six months at an estimated total cost of US$81.3 million. The modalities selected included general food distribution (GFD), supplementary feeding (SF), food for work (FFW) and an expanded school feeding programme (ESFP). (par. 8)
A series of budget revisions took place over the next two years, bringing the overall level of EMOP 10374.0 to 3.4 million beneficiaries at the peak of the drought in 2006, requiring 636,898 mt of food at a cost of US$354.3 million. At its height in 2006, 3 million people were receiving food assistance through 2,000 distribution centres. It was the largest and most complex WFP emergency operation ever in Kenya, and it quickly overshadowed all regular WFP activities in the country. At its height, in 2006, it was WFP’s second-largest EMOP after Sudan. The planning figures for each modality are shown in the table below. (par. 9)
General food distribution

Generally the team concluded that, while there are still some shortcomings in the implementation of CBTD under this EMOP, CBTD is a very appropriate method of targeting aid resources to the neediest households. Given the size of the programme, the geographical reach of the projects and the difficulty of matching limited resources to large demands, CBTD is an appropriate system and should continue. Improvements could be made to the CBTD to ensure that the distribution process targets intended beneficiaries.  The size of EMOP-covered territories and the number of RCs (some 2,000 at the peak of the operation), with targeting and selection of RCs happening simultaneously, initially hampered WFP efforts to ensure adequate monitoring of RC selection and subsequent community targeting. (par. 18)
Supplementary feeding

In 2004, 1,162 mt (10 percent) were distributed against a planned 12,000 mt. In 2005, 6,400 mt (37 percent) were distributed against a planned 17,459 mt. In 2006, 22,448 mt (87 percent) were distributed against a planned 25,416 mt1, primarily because beginning in May CSB was distributed as part of the general ration. Initial problems with the CSB pipeline were overcome and in 2006 there was sufficient CSB to run the programme. (par. 27)
Despite persistently high rates of malnutrition, as evidenced by the various area-based surveys in the last three years, there is not a functioning nutritional monitoring and surveillance system in Kenya and it is not, therefore, possible to accurately determine the malnutrition rate in each district, or to obtain accurate trend data on the seasonal and yearly changes in nutritional status of the population. (par. 30)
Food for work activities

Technical support from the Government line ministries was rarely forthcoming, and WFP staff were generally too busy trying to manage a complex, life-saving relief operation to make any practical contributions to the FFW activities envisaged in the project document. In the cases where adequate non-food inputs and technical support were available, such as from German Agro Action in Machakos, the FFW was effective and indeed even preferred to GFD by the recipient community. (par. 33)
Expanded school feeding programme

However, schools benefiting from WFP food aid under the ESFP have to fulfil the same criteria as schools supported by the SFP. This includes provision of an adequate kitchen and storage and the commitment of the school management committee to supply cooks, firewood, water, etc. The appropriateness of an emergency intervention (whose duration is, by nature, limited to a few months, with modalities established to meet the requirements of a long-term development activity) is thus somewhat questionable. The team believes that negative outcomes could be avoided through other intervention modalities that would help households face an emergency situation without creating long-term expectations and dependency. There will be many problems in realistically achieving a smooth exit strategy when WFP assistance to the ESFP ends. The team concluded that ESFP as implemented in Kenya is merely a “temporary feeding programme in the school”. (par. 37-40)
Development Activities – Country Programme 10264.0 (2004-2008)

WFP assistance under CP 10264.0 aims to assist an estimated 1,156,840 beneficiaries annually over the five-year period at an estimated total cost of US$83.2 million. It focuses on increasing access to basic education for all (especially girls and orphans); improving the nutritional and health status of HIV/AIDS-affected households; and contributing to the achievement of sustainable livelihoods and reduced vulnerability to disasters and food insecurity of communities in the ASALs. The three activities of CP 10264.0 are in fact all carry-overs from the previous CP, although, as the 2002 Country Programme Evaluation noted, of the original three components in the 1999–2003 country programme only the SFP component had been active. (par. 42)
The current CP has operational requirements of US$96,515,858, but at the time of the evaluation only 61 percent of requirements had been pledged. This included an in-kind contribution from the Government of US$9,915,000, or 10.3 percent of the total requirements. (par.44)
The 3 Components of the CP are available on the following paragraphs of the original document; Regular school feeding paragraphs p. 45-56
                  Nutrition and care of people affected by HIV/AIDS  p. 57-63

                 Food for work activities/disaster preparedness facility p. 64-67
Cross Cutting Issues

Nutrition

WFP is in an unenviable situation of requiring nutrition information to analyse and support programming, but having to rely on other agencies to provide this information. WFP must develop ways to obtain the nutritional monitoring information needed to inform food aid programming. There was better collaboration between UNICEF and WFP in the spring of 2007, which could improve the flow and use of nutritional data. (par. 69)
Gender

One important gap was the lack of a gender focal person in recent months; the new focal point person had been waiting for terms of reference and a hand-over briefing. This gap had limited gender advocacy and planning. (par. 73)
Partnerships
Cooperating partners raised several issues regarding their relationship with WFP, including the dilemma they face in ensuring coverage of their fixed costs when WFP’s payments to them rise and fall according to tonnages available for programming.  Another issue raised by several groups was that their relationship with WFP was not a true partnership, and there was not sufficient room to exchange ideas and programme goals. The Kenya country office is attempting to create a discussion forum to ensure the needs, issues and ideas of its partners are properly addressed. (par. 75-76)
With cooperating partner staff already overworked, agencies questioned the practicality, purpose and relevance of the PDM. While the PDM activity should be tightened, WFP has not done enough to convince its partners of the importance of the PDM and of its utility in also meeting partner reporting purposes.  WFP did not systematically evaluate the performance of its partners until 2007, when it completed the first EMOP partners’ performance evaluation; it is difficult to understand why it was not undertaken earlier in the EMOP cycle. (par. 77-78)
Conclusions

There is an overwhelming need to continue WFP support to Kenya, particularly to the communities devastated by natural disasters and, equally importantly, to those affected by HIV. At the same time there is an urgent need to consider exit strategies for the well-established SFP. (par. 84)

The lack of stronger partnerships especially within the United Nations community is generally recognized as the weakest aspect of the long-term effectiveness and sustainability of WFP projects in Kenya. WFP and partners need to recognize the limitations of the impact of the food aid if it is not complemented with appropriate support in health, water, sanitation, and infrastructure sectors. (par. 87)

Government leadership and coordination is crucial to the success of developmental, relief and recovery programming. WFP must look towards developing a programme plan that both supports development activities and assists the Government in preparing for future emergencies. Continued WFP participation is necessary in policy dialogue, the development of vulnerability and needs assessment methods and CBTD, and in training to improve the Government’s logistics capacities to manage future emergencies.  There is a strong need for better coordination among United Nations agencies in Kenya. (par. 91-92)
