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Draft Decision

The Board takes note of the “Summary Evaluation Report Madagascar Prro10442.0” and encourages further action on the recommendations, taking into account considerations raised by the Board during its discussion.

Description of the Operation

Rather than continue to respond to disasters through a series of emergency operations (EMOPs), in 2006 WFP drew up a PPRO. The PRRO has two objectives: i) to protect the livelihoods in crisis situations and enhance resilience to shocks; and 11) support the improved nutrition and health status of children, mothers and other vulnerable people. [par.8-9]

Methodology

The evaluation team comprised a rural development expert, a logistics expert and an adviser on disaster risk reduction. In order to study the greatest possible variety of situations, field visits covered: i) the Grand; ii) the cyclone-risk aread; iii) the port areas; and iv) a pre-positioning site at Antalaha. Beneficiaries were consulted along with main cooperating partners. [par.13-15]

The evaluation encounter the following constraints: i) absence of many informants who were on leave; ii) the staff restructuring in the country office; iii) a simultaneous review of country office activities; and iv) the scarcity of comparable, high-quality monitoring data. [par.15]
MAIN RESULTS

Relevance and design
Rations are nutritionally adequate and correspond to local dietary habits, based mainly on rice. Family rations are provided for adults accompanying children in the intensive nutritional rehabilitation centres and the supplementary feeding centres. [par.18]

The number of beneficiaries is the result of an extrapolation on the basis of historical trends. The estimate of 337,500 a year proved accurate overall in view of the crises that struck the country between 2006 and 2008. [par.19]

Certain aspects of the project document should have been more explicit: the objectives; the recovery component. The relationship between the PRRO and the country programme; and the hand-over strategy is overly ambitious. [par.20]
However, the country office was able to propose and apply solutions not envisaged during project formulation, including: i) borrowing food when implementation began; ii) distributing sorghum in the Grand Sud; iii) implementing two special operations; and iv) a few months after a cyclone, launching nutritional activities not planned initially. [par.21]

Inputs, outputs, outcomes: Elements of efficiency

Inputs. After 24 months, the funding level indicated excellent resource mobilization. [par.22]

A total 85 percent of planned food commodities were delivered to partners. Some 785,500 beneficiaries were assisted, which was more than the planned number. However, the first commitments were not confirmed until six months after the launch of the operation. When there were no cyclones, partners were expected to undertake FFW activities to improve disaster preparedness and mitigation. [par.22-25]

Recovery. The FFW activities were often short-lived, temporarily reducing food insecurity rather than contributing to a real recovery. Reasons for this include: i) extremely vague objectives and criteria for the recovery phase; ii) shortage of funds for acquiring equipment and supplies, with the country office relying almost exclusively on partners’ often limited resources; and iii) partners selected did not always have the skills necessary to provide and technically manage more complex and important FFW activities. [par.31]

Logistics. The PRRO uses the standard transport chain including overside delivery, port transit, commercial and customs formalities, storage in WFP warehouses, organization of primary and secondary transport and delivery to partners. [par.32]
Monitoring and Evaluation

A major shortcoming is the absence of a systematic monitoring and evaluation system and of a coordinator responsible for monitoring and evaluation. [par.34-35]
Partnerships. Relations between WFP and the government are governed by a basic agreement signed on 3 July 1968. [par.36]

In two years, more than 80 Letters of Understanding were signed; 60 percent were for less than 200 mt. This was necessary for budgeting reasons. NGOs are required to conform to a range of measures mostly determined by WFP Headquarters, which are disproportionate to the scope of the contracts or projects proposed under this type of operation. [par.37]
Administrative loads led to delays in payment of services rendered; all the NGOs met with reported settlement delays of between 6 and 18 months. Training on this topic was organized in April 2008 and there has been a slight improvement recently. [par.38]

Budget. Optimizing logistics and anticipating indirect costs will create further savings. [par.39]

Transfer of capacities. The country office has transferred capacities and responsibilities to the Malagasy Government and this should continue. 

Results

Indicators used in the standard project report suggest the following:

· The expenditures devoted to purchase of food have declined from 70 to 64 percent

· The 2007 standard project report states that results indicators seem to indicate an improvement in the nutritional status of children under 5, with the rate of acute malnutrition declining from 20.4 to 10.3 percent. [par.41]

However, it should be noted that the type of indicators used is questionable, as they are too general and influenced by too many factors. The scarcity of comparable and high-quality data means that results are anecdotal. [par.42-43]
As regards the operation during the lean season, CARE reports tracks being maintained through FFW activities: 

· The activities reduced food shortages among the poorest households as evidence by a reduction in infant mortality.

· The improvement on roads promoted an NGO to go and work in a rural community and school feeding was boosted.

· The rehabilitated tracks facilitate the buying and selling of agricultural products. [par.46]

Cross-Cutting Issues: The Gender Issues

The country office has adequately reflected WFP policy by giving priority to pregnant and lactating women and women heads of household. [par.48]

CONCLUSIONS AND RECOMMENDATIONS
Overall assessment

From the outset, the country office faced a difficult situation, due in part to late arrival of initial funding. However, it adapted by borrowing commodities, implementing two special operations and carrying out post-cyclone nutritional activities not foreseen during project design. [par.49]

Improvements in relationships with partners have recently become apparent. [par.50]

Considerations for the future

· extend the use of medium-duration PRROs in situations of recurrent natural disasters.

· simplify and streamline administrative procedures for country offices and their partners.

· allow country offices to develop their own outcome indicators specific to each operation. [par.52]

Recommendations

i) FFW activities are managed in a consistent manner; ii) the country office should consider increasing funds to other direct operational costs. [par.54]
The country office should be involved for the transition phase of making the EWS operational while supporting the BMGRC to get the national early warning system working (NEWS). [par.55]
Cost savings should be sought by : i) studying the possibility of sub-contracting the management of WFP’s main warehouses to a third party and/or introducing a sub-contracting system; ii) improving communications between the Headquarters’ Shipping Branch and shipping lines or shipping agents; iii) accelerating the disbursement of internal transport, storage and handling funds paid by the regional bureau in Johannesburg. [par.56]

Monitoring of outputs and outcomes must be improved immediately. The evaluation mission recommends that the country office attempt to acquire special funds to finance an essential improvement, from the design of an integrated system through to implementation. [par.57]

A staff member should be designated as responsible for monitoring and ensuring that the field monitors have checklists and monitoring plans. S/he should also ensure that data is captured in relation to the objectives and specific components of the PRRO. [par.58]

The quality of partnerships should be improved. The recently adopted communications and transparency mechanisms should be promoted and replicated. [par.59]

The successive phases of a single project should be brought together under a single Letter of Understanding, with the country office being able to launch the Follow-up phase of a project by means of a simple e-mail or written communication. [par.60]

