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EXECUTIVE SUMMARY

. Executive Summary

The Evaluation Assighment

101.  Support by Sida to projects implemented through FAO Special Relief Operations
Service (TCOR) has increased significantly in recent years and the agency has decided
that some of these projects be reviewed with a view to future quality improvement. The
two organisations have jointly selected a limited number of projects to be subject to
field evaluation, two of which have been implemented in Tajikistan.

Purpose and Structure of the Projects

102. The first project under review, OSRO/TAJ/702/SWE: “Emergency Supply of Agricul-
tural Inputs for the 1998 Cropping Season” (budget $130,000; scheduled implementa-
tion period December 1996—-May 1997), provided inputs and advisory services for local
multiplication of quality seed potato to increase the availability of staple food. The sec-
ond evaluated project, OSRO/TAJ/901/SWE: “Emergency Assistance to Animal Health and
Potato Seed Production” (budget $325,000; implementation period April 1999—March
2001), has provided additional support so as to make the multiplication of seed potato
institutionally self-sustaining as well as assistance to restore rural veterinary service op-
erations within a pilot scheme based on market priced vaccines and drugs. It has also fi-
nanced part of the emergency agricultural co-ordination function exercised by FAO.
The project activities have been implemented by the FAO office in Tajikistan through
national and local staff seconded from the Ministry of Agriculture.

Main Findings

103. The Project Documents were weak in several respects but the subsequent opera-
tional plans prepared by short term FAO consultants partly compensated for these defi-
ciencies. The implementation performance of both projects has been good. The first
project faced many adverse conditions, including a precarious security situation, which
were overcome through commendable efforts by the project staff. The projects have
also fulfilled most of their stated objectives. The design of the projects has facilitated
cost-efficient contributions by under-utilised Government technical staff to the advan-
tage of a significant number of beneficiaries while the seconded staff have acquired
valuable experience by participating in the planning and implementation processes of
the projects.
104. However, neither project has had a direct and significant effect on the livelihoods
of those rural families who have been most adversely affected by economic bereave-
ment and civil conflict but their impact has been largely indirect. The mission attributes
the limited impact in this respect to four factors:
e there exist few guidelines or review procedures to ensure that vulnerable categories
of rural families be identified as prime recipients of emergency assistance;
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the planning processes did not generate alternative intervention options that could be
assessed and compared for their impact on rural livelihoods but rather served to jus-
tify proposals for support projects put forward by government officials at national or
local level;

too little time was devoted to the design and planning of interventions. This pre-
cluded not only identification of the most deserving targets groups for project sup-
port but also the formulation of simple, practical indicators for assessing the attain-
ment of project objectives, outputs and impact; and

the employed planning methodology did not take advantage of the rigour offered by
consolidated techniques such as the logical framework approach.

Suggested Actions

105. The mission’s suggestions for future actions in Tajikistan include:

fielding of a Programming Mission to define priority areas for FAO interventions in
the medium and long-term, taking into account the most urgent needs during this
transition period while also assessing the strategies of other major actors in Tajiki-
stan and the comparative advantages of FAQO;

expansion of the coverage of private veterinary services through support from com-
plementary funding facilities;

extension of the Emergency Agricultural Co-ordination function by two to three
years with revised terms of reference reflecting more realistic objectives; and

appointment of an International Junior Consultant to work on food security monitor-
ing and assessment, targeting issues and gender sensitisation.

Priorities for Future Improvements

106. It is proposed that the identified shortcomings in project planning and implemen-
tation be remedied by:

preparation of operational guidelines for planning and supervision of emergency
projects, including target group selection criteria and identification procedures, cri-
teria for FAO participation, planning methodologies, participatory approaches for
working with the target groups, and approaches for transfer of ownership of project
activities from the emergency project to national and local organisations working in
conjunction with the target beneficiaries;

institution of programming missions as a means to identify options for emergency
support intended also for rehabilitation and development, in conjunction with in-
volvement by more stakeholders in the planning process, including representatives
from the target groups; and

intensified headquarters supervision and backstopping of the planning process and
the early stages of the implementation period.
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EXECUTIVE SUMMARY

Issues for Further Consideration

107. In addition to the actions suggested above, the following issues appear to merit

further attention in the future:

e Effective reconciliation of short and long term project goals in relation to emer-
gency operation requirements as well as to support to rehabilitation and develop-
ment efforts through careful analysis of past project experiences; and

e Practical but effective modes for participation by the project beneficiaries in the
planning and implementation processes to ensure sustainability of the support initia-
tives and to mitigate against future dependency on external assistance.

JOINT FAO-SIDA FIELD EVALUATION OF SELECTED PROJECTS IN TAJIKISTAN 8.3.2011
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MAIN TEXT II. Introduction 1

Il. Introduction

201.  Support by Sida (Swedish Agency for Development Co-operation) to projects im-
plemented through FAO Special Relief Operations Service (TCOR) has increased sig-
nificantly in recent years and the agency has decided that some of these projects be re-
viewed with a view to future quality improvement. The two organisations have jointly
selected a limited number of projects to be subject to field evaluation, of which two'
have been implemented in Tajikistan.

202. The TOR for the evaluation require that the projects be reviewed with respect to
their relevance, design, implementation performance and impact on intended beneficiar-
ies (the complete Terms of Reference are attached as ANNEX 1).

203. The evaluation team? undertook its work in Tajikistan 7—15 May through visits to
the Karategin Valley in the Garm area in the north-west (seed potato multiplication un-
der 702/SWE and 901/SWE) and Khatlon Province in the southern part of the country
(animal health services under 902/SWE). It held recurrent meetings with contributing
staff and officials in the capital Dushanbe during which the third project component un-
der 902/SWE, the emergency agricultural co-ordination function, was also discussed. Its
preliminary findings were presented at a round-up meeting with FAO staff and staff of
the Ministry of Agriculture on 15 May. (The detailed work schedule for the mission is
included as ANNEX 2 together with a list of people met).

204. In addition, the evaluation team reviewed policy and guideline documents, work
plans and budgets, management manuals, progress reports, minutes from committee
meetings and technical reports (ANNEX 3).

lll. Background and Context

A. The “Emergency” Situation in Tajikistan

301. Tajikistan declared independence from the former Soviet Union in September
1991. Since then it has experienced three changes in government and a civil war. A
peace agreement among rival factions was signed in 1997 but implementation has pro-
gressed slowly. The political situation in post-civil war Tajikistan remains unstable.

1 OSRO/TAJ/702/SWE: “Emergency Supply of Agricultural Inputs for the 1998 Cropping Season”
($130,000; December 1996-May 1997) and OSRO/TAJ/901/SWE: “Emergency Assistance to
Animal Health and Potato Seed Production” ($325,000; April 1999-March 2001). Two other
projects in North Korea will be evaluated in June.

? M. Rachel Sauvinet-Bedouin (FAO/Mission Leader) and Mr. J. Erikson (Sida consultant).
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2 ITII. Background and Context MAIN TEXT

302. While Tajikistan entered a new phase, aimed at achieving reconciliation and peace
building, this process faces numerous economic and social problems. Among them is
the extreme poverty of the vast majority of the population and its substantial depend-
ency on humanitarian assistance, disruption of social networks, collapsed infrastructure,
deteriorating health conditions, declining education and reduced food production.

303. Tajikistan has the lowest per capita GDP among the 15 former Soviet republics
and is classified as a Low Income Food Deficit Countries (LIFDC). The per capita GDP
was estimated at US$ 330 in 1998 and more than eighty percent of the population is
thought to live below the poverty line®. The Tajikistan economy has been gravely weak-
ened by six years of civil conflict and by the loss of subsidies from the former Soviet
regime as well as by the loss of important markets for its products.

304. Furthermore, the country is prone to an array of various disasters such as earth-
quakes, floods, landslides and mudslides. In October 2000,The Farkhor District was hit
by an earthquake, affecting 7,500 people in three villages. During the summer, the
country was hit by a severe drought—the worst to happen in 74 years—causing substan-
tial reduction in food production, and compounding the already existing water supply
and health problems in many parts of the country.

B. Food Security Situation

305. The food security situation is precarious for a large part of the population. A joint
FAO/WFP Crop and Food Supply Assessment mission visited the country in July 2000*
and alerted the International Community to the serious food crisis faced by the country
due to the severe drought but also due to continuing economic problems as a conse-
quence of past civil strife and the prevailing insecurity and particularly deteriorating
conditions relating to agricultural production.

306. Due to loss of employment and decline in production, many households face sea-
sonal food shortages even in a normal year. The World Bank poverty assessment of
1999 shows significant dietary changes taking place. Many households were unable to
meet their food needs and have already adopted a variety of coping mechanisms to that
end. As of 1999, up to 85 percent of households had changed their food consumption
pattern and was switching to cheaper foods. About 44 percent of households had re-
duced the number of meals and 30 percent were consuming smaller portions. Not sur-
prisingly, the incidence of malnutrition is high: 41 percent of the children have been re-
corded as stunted while 14 percent had acute malnutrition in 1999, certainly due to a
combination of food insecurity problems and poor health environment. The FAO/WFP
mission estimated that nearly one-half of the total population faced severe food access
problems and warned that the situation was likely to worsen as the 2000/2001 marketing
year progressed.

? International Support to Post-Conflict Peace-Building in Tajikistan , March 2001
* Special Alert — No 310- FAO/WFP Crop and Food Supply Assessment Mission to Tajikistan —
July 2000.
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MAIN TEXT ITI. Background and Context 3

C. The Role of the Agriculture Sector

307. Seventy percent of the country’s 6.4 million population’ reside in rural areas. The
major livelihood strategy for rural households is crop production with little opportuni-
ties for diversifying income outside agriculture. The population is large relative to the
arable land. Tajikistan’s 143,000 square kilometres are mostly mountainous, only 7 per-
cent of its land is arable. However, the country is well endowed with water resources,
enabling irrigation of round 75 % of the arable land and contributing to Tajikistan’s
specialisation in cotton production.

308. According to the World Bank, the agriculture sector in Tajikistan accounts for 25
percent of the GDP and over 50 percent of employment. Farming is mostly dependent
on irrigation although many of the irrigation canals and pumps are not functional any
more. Cotton is the single most important crop, accounting for about 40 percent of agri-
cultural output and a third of export earnings. Other crops are grains, fodder crops, pota-
toes, vegetable melons, vineyards and fruits. As Tajikistan is predominantly mountain-
ous, livestock (mostly small ruminants) are also an important resource.

309. Because of its importance, agriculture is perceived as a strategic sector for the re-
habilitation of the Tajikistan economy. Major donors, in particular the Multilateral Fi-
nancial Institutions (World Bank, Asian Development Bank) are supporting major in-
vestment programmes associated to policy reforms in the sector. In particular, support
to land privatisation and farm restructuring and to rural infrastructure, including reha-
bilitation of irrigation systems, are major domains of assistance.

310. Furthermore, supporting agriculture rehabilitation is viewed as a key priority in
the peace-building effort. The UN report on International Support to Post Conflict
Peace-Building in Tajikistan stressed the need for agriculture programmes targeted at
ex-combatants and their families as well as at returnees not only for temporary em-
ployment but also for providing these population groups with opportunities to become
more self-reliant after the completion of post-conflict peace-building programmes. The
report mentions specifically that “the biggest effect could be achieved in the agriculture
sector”.

D. Overview of FAO Operations in Tajikistan

311.  Since 1997, the year of the fielding of the emergency coordinator, the FAO pro-
gramme has steadily built up. In Table 1 (below), the support projects have been classi-
fied into three categories:

(1) Emergency agriculture: those projects that aim at providing an immediate re-
sponse to food security problems of farming families by meeting emergency input
needs of targeted farmers, allowing the farmers to “catch the next crop” and reduc-
ing food aid dependency. This type of projects consists of the free distribution of in-
puts (seeds, fertilizers and/or pesticides). They are generally accompanied by the
provision of technical advice to farmers on farming practices.

In Tajikistan, these projects have served two purposes: assisting returnees (civil con-
flict-related ex-refugees) in re-settling in rural areas and resuming agriculture activi-
ties and assisting farmers affected by the 2000 drought.

> July 2000 estimate — CIA The World Factbook 2000-
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4 ITII. Background and Context MAIN TEXT

The project TAJ/701 “Emergency Supply of Agricultural Inputs for the 1998 Spring
Planting Seasons” has been classified in this category as it was designed as such.
During implementation, the potato seeds multiplication scheme was initiated. As it
concerned less than one-fourth of the quantity of seeds, this has been put on the ac-
count of its sister project TAJ/702.

(i1)) Rehabilitation/ development: projects that do not necessarily respond to the
immediate next cropping season needs of farmers but that aim at longer-term objec-
tives of rehabilitating the agriculture sector. Projects of this category include a large
component of capacity building (e.g. training of trainers). They may also include
support to the beginning of privatization (e.g. support to local private animal health
services and support to cost-recovery seed multiplication scheme through private
farmers).

(iii)) “Both” emergency agriculture and rehabilitation: such projects primarily pro-
vide inputs but use the funds and structure of the project to promote more rehabilita-
tion/development initiatives. For instance, the project TAJ/904 “Assistance to Re-
turnees and Land-Lease Private Farmers with Fertiliser and Animal Services” pri-
marily aims at improving the food security situation of 9,000 rural poor households
through meeting urgent fertiliser needs in the 2000 agricultural season, but also de-
velops veterinary services by training and backstopping of veterinary staff operating
a mobile Veterinary Field Unit that will serve the targeted households. The project
TCP/TAJ/8921 “Emergency Provision of Agricultural Inputs and Assistance for a
Seed Sector Review”, while providing needed agriculture inputs for farmers in the
Khatlon area, has also permitted to develop a comprehensive seed sector review.

312. The table clearly shows the diversity and hence the complexity of the FAO pro-
gramme and reflects the “emergency nature” of the situation in Tajikistan.

313. Emergency agriculture projects are still needed as a result of both the past civil
conflict (to help re-settle ex-refugees) and the impact of the drought (to assist affected
farmers). Furthermore, the level of poverty for a large part of the population is such that
meeting immediate needs of the farmers and going away from food aid dependency will
still be priorities in the years to come.

314. At the same time, addressing the deep causes of the emergency situation in Tajiki-
stan (linked to the economic crises) necessitates a longer-term perspective and initiation
of rehabilitation and development actions that will help changing processes towards sus-
tainable development. However, it should be kept in mind that any rehabilitation and
development action is implemented in an emergency situation where insecurity still
prevails in certain areas putting at stake project results and sustainability.

E. Swedish Support since 1997

315. SIDA supported the FAO programme in Tajikistan at the very beginning in 1998
with the project TAJ/702 “Emergency Supply of Agricultural Inputs for the 1998 Spring
Planting Seasons”. Over the four years of FAO projects implementation, SIDA has been
the major donor of the FAO programme covering nearly 50 percent of total budget.
SIDA support reflects also the “balanced” structure of the programme including support
to targeted emergency agriculture operations as well as support to more long-term de-
velopment interventions.

JOINT FAO-SIDA FIELD EVALUATION OF SELECTED PROJECTS IN TAJIKISTAN
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MAIN TEXT III. Background and Context 5
Table 1: FAO Programme in Tajikistan
Year Emergency Agriculture Both emergency agriculture and rehabilita- Rehabilitation/Development in the agriculture
(Free distribution of inputs) tion/development sector
1997 e TCP/TAJ/6612(E)
Emergency Coordination
1998 ¢ OSRO/TAJ/701/NET  US$ 526,898 ¢ OSRO/TAJ/702/SWE  US$ 139,000
Emergency Supply of Agricultural inputs for the Emergency Supply of Agricultural inputs
1998 spring Planting Seasons for the 1998 spring Planting Seasons|
1999 ¢ OSRO/TAJ/902/HCR US$ 60,000 Emer- | ¢ TCP/TAJ/8921 US$ 356,000 Emergency | ¢ OSRO/TAJ/903/SWI US$ 87,200 Radio
gency Supply of Seed Potato to Returnees and Provision of Agricultural Inputs and Assistance Broadcasting for Private Farmers
Irrigation Rehabilitation in Khatlon for a Seed Sector Review ¢ OSRO/TAJ/901/SWE US$ 324,950 Emer-
¢ OSRO/TAIJ/904/NOR US$ 127,500 Assis- gency Assistance to Animal Health and Potato
tance to Returnees and Land-Lease Private Seed Production
Farmers with Fertiliser and Animal Services
2000 ¢ OSRO/TAJ/002/HCR US$ 247,885 Agricul-
tural Assistance to Returnees
¢ OSRO/TAJ/O01/SWE  USS$ 290,325 Agri-
cultural Assistance to Returnees and Land-
Lease Private Farmers
2001 ¢ OSRO/TAJ/004/HCR US$ 49,974 Post- ¢ OSRO/TAJ/101/SWE US$ 620,000
Drought Provision of Agricultural Inputs to Post-Drought Irrigation Rehabilitation and Support
Returnees to Animal Health Services in Tajikistan
¢ OSRO/TAJ/003/NOR US$ 86,413 Post-
Drought Provision of Agricultural Inputs to
Rural Poor Households
6 projects US$ 1,261,495 3 projects US$ 622,500 3 projects US$ 1,032,150
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6 ITII. Background and Context MAIN TEXT

F. History of Projects Evaluated

316. The evaluation mission has been asked to evaluate two Swedish funded projects,
one completed, OSRO/TAJ/702/SWE “Emergency Supply of Agricultural inputs for the
1998 Spring Planting Seasons” (TAJ/702) and one under completion,
OSRO/TAIJ/901/SWE “Emergency Assistance to Animal Health and Potato Seed Pro-
duction” (TAJ/901). The rationale for selecting these two projects was to be able to
draw lessons from projects for which some outputs had already been achieved and also
from projects which had a common theme.

OSRO/TAJ/702/SWE

317. In response to the UN Inter-Agency Consolidated Appeal (UN-CAP) for urgent
humanitarian assistance covering the period December 1997-May 1997, the Govern-
ment of Sweden contributed US$139,000 to the emergency provision of agricultural in-
puts for the 1997 spring planting season. This donation came in addition to a donation
of US$ 527,000 from the Kingdom of Netherlands to FAO for the same purpose. The
two sister projects were scheduled to be implemented in the spring of 1997 and included
funding for six months for an international consultant (potato cultivation expert) and six
months for three national consultants in addition to the provision of seed potatoes, fertil-
izer and pesticides. For reasons linked to the insecurity situation prevailing in the area
where the projects were to be implemented, the implementation had to be postponed by
one year. As the situation became more stable, it was decided to allocate part of the
funding to the support of seed multiplication by private farmers and to initiate a potato
seed fund for financing future seed supply.

OSRO/TAJ/901/SWE

318. Following the UN-CAP proposal for the year 1999, SIDA indicated in February
1999 its willingness to support FAO assistance in several domains, among which were
emergency coordination, potato seed multiplication as a follow-up to TAJ/702, and con-
trol of serious epidemic livestock diseases. The project TAJ/901 was then formulated
accordingly. Funding to the amount of US$ 325,000 became available in May 1999.

G. Methodology of the Evaluation

319. The mission had access to various country documents and project files at Head-
quarters and at the FAO unit in Tajikistan. The mission had extensive discussion with
the FAO team (the emergency co-ordinator, the agronomists, the Potato Seed Fund
Manager and the veterinarians), the UN partners as well as structured individual and
group interviews with local authorities and beneficiaries during the field visits (persons
met and the mission itinerary are attached in ANNEX 2).
320. To alarge extent the report is structured around the three themes that are covered
by the two projects:

Potato Seed Multiplication

Support to Animal Health Services

Emergency Co-ordination for the Agriculture Sector.

321. However, under the potato seed multiplication theme, whenever it was possible
and relevant, the mission distinguishes TAJ/702 from TAJ/901.

JOINT FAO-SIDA FIELD EVALUATION OF SELECTED PROJECTS IN TAJIKISTAN
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IV. Assessment of Project Objectives & Design
A. OSRO/TAJ/702/SWE

401. As explained in the former section, TAJ/702 is a sister project of TAJ/701 and
therefore both projects are analysed simultaneously as one project.

402. At the national level, the project objectives were to reduce dependency on direct
food aid and to assist the country to become increasingly self-sufficient in seed produc-
tion in terms of quality and quantity. At the farmers’ level, the objective was to encour-
age the emergence of localised supply networks.

403. The specific production targets provided in the Project Document for TAJ/701
were to increase seed potato production in 1997 by 320 tonnes and food potato produc-
tion by 1,100 tonnes (i.e. potato that would not have the required quality for additional
multiplications). It was projected that in 1998 the 320 tonnes of seed potato would gen-
erate 2,500 incremental tonnes of potato for consumption. The production targets were
subsequently qualified in the first report by the seed potato consultant that served as an
implementation plan for the two projects as a total of 4,400 tonnes of seed and food po-
tato, of which 1,200 tonnes of seed potato would be contributed to a Government oper-
ated Potato Seed Fund (PSF).

406. The scarce project features of the Project Document were subsequently supple-
mented by more details in the three reports prepared by the consultant. In particular, the
projects have been carefully sequenced with detailed plans of action that have proved
useful tools for implementation. The recommended husbandry practices are also well
defined in pamphlets distributed to the growers. However, some important elements that
have not been included in the project design are elaborated upon in the following para-
graphs.

407. Target Group Identification and Analysis. The identification of the target
groups for the support to be provided by the project was not based on an analysis of
their social or economic situation to justify the emergency assistance.

408. Review of Other Actors in the Sector. No analysis appears to have been under-
taken of the activities of other actors in the seed potato sector although several NGOs
are supporting seed potato production in the same localities as FAO/Ministry of Agri-
culture.

409. Model for Supporting Poorer/More Vulnerable Farmers. Although the project
made efforts to contract not only the most proficient farmers as seed producers, it lacked
a model for how less resourceful farmers, including women®, might be engaged. Such a
model may be based on an analysis of the characteristics of such farmers in order to out-
line the required steps for identifying and contracting them and to define the additional
support that they may require to become successful seed potato growers.

® The majority of the seed potato producers supported by the projects undertake land preparation
by tractor (ploughing, harrowing and ridging), control pest manually using knapsack sprayers
handled by men and harvest the crop by tractor pulled potato diggers.Women in farming house-
holds frequently do the planting of the seed potato while occasionally also harvesting the crop
manually. The marketing and control of income from seed potato production is laregly within

the domain of the male household members.
JOINT FAO-SIDA FIELD EVALUATION OF SELECTED PROJECTS IN TAJIKISTAN
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8 IV. Project Objectives and Design MAIN TEXT

410. Model for Encouraging and Supporting Growers Associations. Although it
is one of three explicit project objectives to promote formation of self-sustaining seed
growers associations, the project documents contain no guidance on how such groups
may be mobilised and assisted.

411. Assessment of Implementation Risks. The risks associated with the transpor-
tation of the seed potato inputs, the security situation in the country, the planting of seed
potato in virus affected areas, and a possible oversupply of seed potato in the medium
term are vaguely referred to in the project documents. However, no attempt appears to
have been made to systematically assess them and to prepare for how they might be
mitigated.

B. OSRO/TAJ/901/SWE

412. The project document is succinct. The overall objective of the project is to reha-
bilitate agriculture and improve food security in post-conflict Tajikistan. The strategy to
do so is to assist the Government of Tajikistan (GOT) in three areas:

(1) Animal health

(i) Potato seed multiplication

(ii1)) Co-ordination of assistance in the agriculture sector

Rationale and Justification

413. Priority Areas for Emergency Support. The above areas correspond to priority
areas expressed in the strategic approach and sector objectives defined in the UN- Con-
solidated Appeal (UNCAP) January-December1999. Indeed, co-ordination of assistance
in the agriculture sector through inter-agency meetings, further improvement in the
availability of critical inputs (seeds in particular) and focus on selected sub-sectors
which require urgent attention such as animal health, were key elements of the strategic
approach for agriculture at that time.

414. Support to Capacity Building and Privatisation. The project goes beyond the
provision of “pure” agriculture relief by supporting local capacity building activities
and enhancing privatisation: support to private veterinary services in the animal health
component and support to seed multiplication by private farmers. Support to privatisa-
tion in agriculture, both at the central Government level through lobbying and at the lo-
cal level through focusing programmes primarily on private farmers, was also part of
the strategic approach defined in the UNCAP for 1999.

Project Features

415. Animal Health. Generally, livestock owners in Tajikistan are not considered
poor or particularly disadvantaged but may instead belong to the more affluent portion
of the rural population. This applies particularly to the owners of about 850,000 head of
cattle now estimated to be in private hands (although it may be assumed that the private
owners of 1,800,000 sheep and goats, together with the owners of small poultry flocks,
belong to the poorer segment of the livestock owners). However, recent events in Taji-
kistan have deprived many livestock owners of important assets and, in some cases,
forced them to temporarily leave their land for safety in neighbouring countries. Among
the refugees who were identified in the Project Document as one potential target group
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for emergency support, about 50,000 returned to Tajikistan from Afghanistan together
with their animals, in 1997/98.

416. The information provided in the Project Document did not include an analysis of
the situation of different categories of livestock owners in the aftermath of the civil war
or what may be undertaken to reduce inflicted poverty and vulnerability. The justifica-
tion for the planned intervention in the animal health sector was based on concerns
about epizootic outbreaks, the limited effectiveness of the incapacitated veterinary ser-
vices following the reduction in Government budgetary allocations, and a general con-
cern for protein diet deficiencies among the population at large. The rationale for inter-
vention changed after the first visit by the animal health consultant which generated an
implementation plan for the first 12 months of project operation. The concern now be-
came focused on the rehabilitation of the veterinary services within a pilot privatisation
strategy, an approach that had earlier been successfully introduced in Afghanistan. The
consultant mission appears to have made no further attempts to analyse the situation of
different groups of livestock owners to define target groups for project intervention in
line with the FAO policies for emergency support.

417. The objectives stated in the Project Document are: (a) to provide assistance to the
veterinary service to carry out prophylactic vaccination in critical areas against major
epidemic diseases; (b) strengthen the ability of the veterinary service to respond to sud-
den local outbreaks of diseases; (c) support private delivery of veterinary services; and
(d) sensitise farmers to correct animal husbandry practices and, where appropriate, to
the advantage of herd or flock reduction. No indicators on the attainment of objectives
or the achievement of project results were specified.

418. Potato Seed Multiplication. This component is the follow-up to the former pro-
jects OSRO/TAIJ/701 and 702: “Emergency Supply of Agricultural Inputs for the 1998
Spring Planting Season”, under which a pilot seed multiplication scheme was success-
fully initiated. The present project was planned to expand such experience in the same
region (Garm region). Through the assistance under this project, the Potato Seed Fund
was in 2000 expected to become a sustainable and economically viable unit which,
through the marketing of its produce, would generate enough resources to procure most
inputs for the planting in that year, including Class E and A potato seeds for the multi-
plication scheme. The project provided fertilisers, herbicides, pesticides, fuel, machin-
ery and equipment, national project staff, office supplies an funds for operating costs.

419. Co-ordination of Assistance in the Agriculture Sector. The FAO coordination
function for the agriculture sector in Tajikistan was first financed under the Technical
Cooperation Program project TCP/TAJ/6612, “Coordination of Emergency Agricultural
Relief and Recovery Interventions” with a budget of US$ 351,000 and covering a 16-
months period. Activities under the project started in June 1997 with the fielding of an
international consultant/emergency coordinator (EAC) of emergency agriculture inter-
ventions. The objective of the project was “to establish an agricultural programme for
coordinating, developing and implementing strategies that addressed immediate emer-
gency agricultural needs and that were supportive of concurrent and subsequent efforts
to create conditions conducive to recovery and sustained development”. Subsequent to
the TCP project, the coordination function has been funded through various projects, in-
cluding OSRO/TAJ/901/SWE.

420. With the relative stabilisation of the political situation and as part of the overall
effort to rebuild governance, the initial objective of the coordination function has pro-
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10 IV. Project Objectives and Design MAIN TEXT

gressively shifted towards supporting the Ministry of Agriculture and the Government
in taking over coordination responsibilities per se in the agriculture sector.

421. The coordination function as described in the project document is very ambitious.

It includes numerous activities that can be broadly categorised under six outputs:

e  Well-functioning co-ordination mechanisms

¢ Enhanced and well-managed FAO’s programme

e  High quality backstopping provided to the government, other UN agencies and
NGOs

e Effective promotion of key themes

e High quality assessment reports

e  Monitoring and evaluation

422. Because of the complementary nature of the funding, the achievements under the

coordination function will be assessed over the whole period it has been performing and
not over the short-term frame of five months as per the Project Document.

423.  Overall, the project is formed of three distinct components with no linkages
among them except the co-ordination component which involves supervision of all FAO
operations in the country. The timeframe, as indicated by the amount of technical assis-
tance provided (international or national consultants), is different for each of the com-
ponents.

424. In order to clarify the objectives, outputs and activities of the project as per de-
sign, the mission has attempted to summarise in the following table what can be per-
ceived as a simplified logical framework of the project. This is based on discussions
with staff involved in the project formulation.
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Table 2: Summary of Key Features of 901/SWE

Animal Health | Seed Potato Multiplication | Co-ordination of TA in Agriculture

Development Objective | Rehabilitation of agriculture and improved food security in post-conflict Tajikistan

Intermediate objective

Improved Animal Health

Increased availability of
potatoes

Increased availability of po-
tato seeds

Effectiveness and efficiency of assistance provided in the agricultural sector

Immediate Objectives

Strengthen community-based pri-
vate veterinary services

Develop a well-functioning
high quality potato seed
multiplication scheme
(Potato Seed Fund)

Improved co-ordination of assistance in the agriculture sector

Products (Results)

e  Veterinary service responds
effectively to sudden
outbreaks of animal disease

are vaccinated against most
serious diseases

e  Seeds planted in se-
lected farms
e Increased production of

1. Well-functioning co-ordination mechanisms
2. Enhanced and well managed FAO’s programme in Tajikistan
3. High quality backstopping provided

in specific areas seeds 4. Effective promotion of key themes
e Increased potato pro- 5. A well- functioning information and monitoring and evaluation system
e A large number of animals duction

1 Animal health expert (IC, 3-
month)

4 Animal health experts (NC,
each 5 months)

Expendable Equipment
Medicines, vaccines etc.
Equipment for the Vet Service
Training and extension and com-
munication

1 national agronomist (9
months)

1 national machinery expert
(3 months)

Supplies and materials
Machinery and equipment

Activities e  Support to private delivery e Provision of supplies ®  Provision of technical assistance and management back-up support to the MOA, other UN
of veterinary services and materials agencies and NGOs for emergency agricultural interventions
e Support to vaccination (fertilisers, herbicides, | ¢  Promotion of refugees and IDPs’ return to rural areas
¢ Provision of insecticides and fuel e Assessment of agricultural input requirements and beneficiary identification
training/extension services to and lubricants for e  Awareness-building in gender issues
farmers production) e  Data gathering: The project will also provide assistance for setting up a data-generating
e  Production and mechanism essential for undertaking assessments of the food security situation of the country
dissemination of leaflets ¢ Provisiqn of machinery | o  Agsistance in the implementation of emergency and short-term rehabilitation projects
and/or posters and equipment e  Assistance to FAO HQ in fund mobilisation
*  Provision of training to ®  Preparation of reports on cropping and food situation
national counterpart staff e Monitoring and evaluation
Inputs Personnel Personnel Personnel

1 international FAO Co-ordinator (5 months in 2 missions)
1 national agricultural economist 6 months

1 national agronomist 6 months

1 national secretary 6 months

1 national driver 6 months
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12 V. Assessment of Implementation MAIN TEXT

V. Assessment of Implementation,
Efficiency and Management

A. Efficiency and Adequacy of Project Implementation

Projects OSRO/TAJ/702/SWE and OSRO/TAJ/701/NET

501. The implementation of the two projects was scheduled for the spring of 1997.
However, due to security reasons, the delivery of inputs was not possible for the 1997
planting season and the project implementation had to be postponed to the spring of
1998.

502. Despite continuing logistics difficulties, the project successfully delivered 450
tonnes of potato seeds and 121 tonnes of fertilisers and pesticides to 24 farms covering
an area of 46 ha. Out of 450 tonnes of potato seeds, approximately 100 tonnes of Elite
seeds were distributed to more than 150 selected farmers for multiplication and 350
tonnes of seed potatoes Class A were distributed for potato growing.

503. The international seed expert visited the country in several one-month missions
and provided valuable technical support to the project.

Project OSRO/TAJ/901/SWE

504. The implementation of the project has been slow compared to what was planned
in the Project Document. Indeed, although three allotment advices have been received
for disbursement by FAO Tajikistan from May 1999 to July 2000 and in December
2000, not all project funds had been used. Planned over an eight-month period, the pro-
ject has been implemented over more than 20 months. The delays in implementation are
essentially due to the capacity building nature of the project (especially the animal
health component) that could not be accommodated over such a short period as initially
planned.

505. Support to Animal Health Services. There are several reasons for the slow im-

plementation of the component:

e The first mission of the animal health expert did not take place until August (4
months after the project started). This was the time necessary to accommodate for
the identification of the expert, his availability and the recruitment process slowed
down by administrative burdens imposed by the situation of the country (visa and
security clearance requirements). This mission was determinant to start the project
as it was supposed to define the outputs, activities and action plan.

e The approach developed was innovative for the sector and time was needed to sen-
sitise, convince and obtain support from senior management of the veterinarian de-
partment (MOA). At the initial stage of the project, FAO veterinarian staff faced se-
rious disagreements with the Government counterparts (in the Veterinary Depart-
ment of the MOA).

e Finally, implementation was also compounded by the problems of shortage of sup-
plies on the local market encountered in local procurement of medicine and drugs.

506. Overall, despite the slowness in implementation, project delivery was done ac-
cording to the Project Document.
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507. Over the 20 month life of support to animal health under the project, 163 veteri-
narians in the Khatlon and RRP provinces signed contracts with FAO for setting-up vet-
erinary field unit (VFU) operations. Veterinarians have been provided with a 2-week re-
fresher course, veterinary equipment and an initial credit in kind in the form of vac-
cines, medicine and other expendable supplies.

508. Veterinary supplies are procured locally by the FAO office and supplied to VFUs
through Zoovetsnab (state organization trading in veterinary supplies) in Kurgan Tube
(Khatlon) which was rehabilitated by the Government and contracted by FAO under the
project as veterinary field base. Three additional veterinary field bases were established
to facilitate local procurement of medicine and drugs by the contracted veterinarians
themselves.

509. Local veterinarian consultants have been contracted as planned in the project
document and national project staff includes a chief veterinarian, two veterinary moni-
tors and a trainer, 4 stock keepers/ accountants and one driver. The budget could ac-
commodate the recruitment of all the national consultants for a longer period than
planned in the project document. This was essential to ensure delivery of the project
support to beneficiaries.

510. The international animal health consultations took place through the fielding of
two experts in three missions. Both experts delivered technical outputs deemed of high
quality and useful by the project staff.

Support to Potato Seed Multiplication

511. FAO support envisaged under TAJ/901 was provided to farmers through the Po-
tato Seed Fund which operates as a relatively independent entity under the Ministry of
Agriculture. By decree, the Fund has the authority to enter into contracts and to recruit
staff. It should use 90 percent of its proceeds to re-invest in the potato programme, the
remainder being at the disposal of the Ministry of Agriculture.

512.  As planned in the Project Document, fertilisers and pesticides have been provided
to complement the distribution of potato seeds by the Fund. Farm machinery was
bought to assist seed potato growers who do not own tractors or cannot access commer-
cial machinery hire services. In addition, a simple agricultural machinery repair shop
was established in Garm.

Emergency Co-ordination

513.  Under this component, Project TAJ/901 complemented funding from other pro-
jects for the posts of the EAC, two national agronomists, and a national programme as-
sistant. Some delays took place in the recruitment of the national programme assistant
due to shortage of qualified and English-speaking candidates.

B. Project Management

514. In the absence of an FAO Representative, the Emergency Agriculture Co-
ordinator (EAC) has been, de facto, responsible for the management of the overall FAO
programme. Both projects have hence been managed by the EAC assisted by a National
Program Officer and the national consultants.
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515. Despite its very limited financial and human resource means, the Government
supported the project implementation, through, among other things, seconding govern-
ment staff to the project.

516. While efficient operational support has been provided by FAO Headquarters from
TCOR, very limited if no technical backstopping was given under TAJ/702 or TAJ/901.
The EAC received, on his own initiative, ad-hoc support from technical divisions during
his debriefing at Headquarters.

C. Strengths and Weaknesses in Implementation

Strengths

517. The strengths of project implementation include well-qualified and committed
human resources. The achievements in the projects have to be attributed to a large ex-
tent to the quality and the commitments of the FAO staff. While the lack of interna-
tional exposure of local staff put a high burden on the EAC and the national programme
assistant on the very operational aspects of the projects (e.g., procurement), it is com-
pensated by high expertise and commitments from all and a strong team spirit necessary
to cope with a difficult environment.

Weaknesses
518. Project implementation in Tajikistan has been hampered by several factors:

e  Security situation: the projects have been implemented during a period when inse-
curity prevailed in many parts of the country. In particular, the insecurity situation
in Garm created a one year delay in project implementation (see above). At times,
access to the field is difficult if not impossible due to sudden armed fighting. This

has had implications on the delivery of projects (among others, less field visits from
staff).

e  Poor communication infrastructure: access to some areas where projects have been
implemented has been difficult simply because of the poor conditions of the roads.
This had dramatic consequences under project 702 when three people, among
whom one FAO staff, died while transporting inputs to the project areas. One of the
11 trucks of the convoy was over-turned by a landslide.

* Poor institutional and economic environment in which projects are operated: the
limited government institutional capacity makes it difficult to maintain regular con-
tact with sections or departments but interaction is instead frequently personalised
and when counterparts staff are transferred, it may take considerable time to re-
establish the previous rapport.

e General poor economic environment: the general poor economic environment in
which the projects are implemented complicates their operational management. The
lack of proper legal framework (e.g. on import tariffs and land use and tenure), the
shortage of suppliers for local procurement, the random taxation practices and the
high transport cost associated to the poor road conditions are indicators of the poor
economic environment that negatively affect the projects implementation.

e  Tenuous technical backstopping and support: relying on individual consultants for
the technical support of the projects is not sufficient to ensure a close technical fol-
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low-up necessary for the type of projects implemented in Tajikistan. The delay in
the first arrival of the animal health consultant is one example.

VI. Assessment of Results and Effectiveness

601. The combined results from the support provided under the projects 702/SWE and
701/NET’ (essentially utilised during 1998) on seed potato multiplication and 901/SWE
(utilised 1999-2001) on seed potato multiplication and animal health services is as-
sessed in the following sections.

A. Support to Seed Potato Multiplication

Effects and Impact

602. National Level. The projects have fulfilled their national level objectives to re-
duce dependency on food aid and to increase self-sufficiency in growing seed potato by
successfully importing, transporting and facilitating planting of about 330 tonnes of
seed potato together with the required fertilisers and pesticides in 1998, of which about
120 tonnes of potato were procured under 702/SWE (the deferral of planting by one
year was dictated by the poor security situation in 1997). The combined production of
seed and food potato was 3,600 tonnes (about 81% of an ambitious target). The contri-
bution by the projects to the Potato Seed Fund was limited to about 660 tonnes (53% of
the target) since some of the seed growers defaulted on their repayment obligations (re-
sulting in their exclusion from the growing scheme in subsequent years). It is estimated
that the inputs provided by the two projects were used to plant 12% of the seed potato
production area in 1998.

603. Seed Potato Growers. The contributions by the three projects to the seed potato
production sector in Garm, Tajikabad and Jirgital districts in the Karategin Valley in-
clude:

* Increased household incomes: since May 1998, about 180 seed potato producers
have benefited from provided farm inputs (on credit terms), advisory services and
machinery services (also on credit terms) to produce and sell seed potato and food
potato at remunerative prices;

e Improved farming skills: sub-optimal husbandry practices of the past (including
seeding rates, timeliness of fertiliser application and timeliness of harvesting) have
been upgraded through recurrent contacts with the project employed agronomists
during the implementation period 1998-2001.

609. Other aspects related to seed potato production sector include:

e  Participation by poorer/more vulnerable farmers: efforts have been made to engage
less resourceful seed producers by limiting the quantity of seed potato allocated to
individual farms and by providing machinery services for growers who do not own
tractors or suitable implements. However, it is likely that primarily the more skilled
farmers with larger than average irrigated holdings have benefited from the support

7 The effects of the parallel support for seed procurement provided under OSRO/TAJ/701/NET is
inseparable from OSRO/TAJ/702/SWE
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provided by the projects since no special training has been provided to less experi-
enced potato growers or to growers particularly affected by the civil disruptions;

e  Promotion of local seed supply networks: the third objective of 701/SWE—to en-
courage the emergence of localised supply networks—has not been fulfilled. Con-
tracted seed potato producers have received little training on input procurement,
marketing of seed potato (e.g. identification and contracting of marketing agents) or
on the aspects of internal co-operation and management. Instead the projects have
placed emphasis on building up the Government operated Potato Seed Fund to han-
dle input procurement and provision of machinery services on behalf of the farm-
ers.

610. Food Potato Producers. The two projects 701/NET and 702/SWE generated a
total production of 1,200 tonnes of seed potato (first and second generation Class A
seed) in 1998, equivalent to 23% of the total seed potato production.

611. Food Consumers. The effects and impact on consumers of food potato include:

e  Availability of quality food potatoes: the two projects generated a total production of
2,400 tonnes of high quality food potato in 1998 as compared to an estimated total
national marketed production8 of 110,000 tonnes; and

e Retail prices: the projects’ impact on prices has been limited since their combined
incremental effect on production of food potato is modest in relation to the total
marketed production.

612. Institutional Impact. The institutional effects and impact include:

e The Potato Seed Fund: through the assistance under 901/SWE, the Potato Seed
Fund was expected to become a sustainable and economically viable unit in 2000
which, through the marketing of its produce, would generate enough resources to
procure the required inputs for the planting in the following year, including Class E
and A potato seeds for the multiplication scheme. Although the Potato Seed Fund
managed to procure the required inputs for planting in 2001, the budget for 2002
projects a shortfall of about $10,000;

e Professional knowledge and skills among supervising/field agronomists: the four
agronomists employed by PSF/FAO have upgraded their technical knowledge and
communication skills through informal in-service training received through the pro-
jects; and

e Professional knowledge among NGOs: several NGOs that promote seed potato
production in the Karategin Valley have interacted informally with the FAO staff
and consultant whose advice has helped to improve their knowledge of seed pro-
duction technology and may have contributed to decisions to continue to support
seed potato production in 1999 and 2000.

Contribution to Conflict Resolution

613. The support to seed potato multiplication has benefited an area that may have
been more affected by the economic decline and the civil war than most other parts of
the country. While the FAO support has contributed to generate incremental incomes

8 In 1998, total production of food potato was estimated at 160,000 tonnes of which about
50,000 tonnes were produced by subsistence growers.
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among several families and to raise the farming skills among potato producers, it is un-
clear to what extent former dissident groups have benefited as compared to families
loyal to the present Government. However, the ongoing implementation of projects
supported by UNOPS and by non-governmental organisations does not indicate that
discriminatory policies are being applied but that Government favours a fair distribution
of development assistance.

Sustainability and Environmental Impact

614. Sustainability of Seed Potato Production. Practical knowledge of more effec-
tive husbandry practices for seed potato production has been well established among the
growers directly supported by the FAO projects as well as among other seed potato pro-
ducers. Further dissemination of this knowledge largely depends on the resources and
efforts by the Potato Seed Fund in the absence of farmer managed interest groups.

615. The future availability of inputs (seed, fertiliser and pesticides) through the Potato
Seed Fund may be tied to the provision of additional financial support to the Fund since
the current volume of seed replenishment may not generate sufficient revenue to allow
procurement of inputs for all contracted producers. However, the diversity of actors in
this field—Government/FAO, NGOs and one commercial company—should ensure that
most interested growers obtain the necessary inputs for planting in 2002 and 2003.

616. Environmental Impact of Project Activities. Seed potato production promoted
by the FAO projects has relied on modest application of approved herbicides for control
of weeds and insecticides to control damage by the Colorado beetle and other pests. The
limited quantities used are not deemed to have any adverse long-term effects on the
production environment. The risk for dissemination of aphid carried virus to low-
infected production areas such as the high altitude Jirgatal District is considered to be
manageable.

617. Soil erosion implications have been minimal since seed potato is grown on level
to gently sloping irrigated land rather than on erodable steep slopes.

Gender Equity in Project Implementation and Results

616. Few women have been engaged in planning, implementation or monitoring of
project activities.

Cost-effectiveness

617. The operating circumstances for the projects 701 and 702 have been difficult as
manifested by a long input distribution chain, distant production locations, poor road in-
frastructure, deteriorated national forwarding capacity and a poor security situation.

618. Procurement and Distribution of Inputs. The project management has main-
tained close attention to the procurement, shipping, forwarding, storing, transportation
and distribution aspects of the supplied inputs and the incurred losses have been accept-
able.

619. Cost-sharing Arrangements. The projects have funded seasonal production in-
puts, machinery traction services and extension and supervisory services while farmers
have been responsible for production and marketing of the seed potato. Farmers have
reimbursed the Potato Seed Fund for received inputs and machinery contracting services
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in kind while the extension and supervisory services have been fully funded by the pro-
jects. Other projects promoting seed potato production that are supported by NGOs fre-
quently demand repayment of the cost of provided inputs in cash rather than in kind so
as to avoid future marketing risks.

620. Overall Assessment. Promotion of expanded production of seed potato in Taji-
kistan is by necessity a high cost-operation but the projects have maintained operating
costs at acceptable levels. However, the principles for cost-sharing with farmers have
been generous and it is not clear if the Potato Seed Fund can continue its operations
without external fund replenishments. Cost-effectiveness in relation to the objectives of
reduced dependency on food aid and increased self-sufficiency in quality seed produc-
tion, is deemed satisfactory: it is cheaper to import seed than food and the support cost
has been reasonable in relation to the volume of the incremental seed potato production
generated by the projects.

Factors Affecting the Project Results

621. External Factors. These include:

+ High demand for good quality seed among skilled potato growers (profitability su-
perior to cereal production);

— Deteriorating security situation in 1997 resulting in a one-year implementation de-
lay.

622. Internal Factors. These include:

+ Practical approach to seed potato multiplication;

+ Careful planning of support activities to enable shipping, distribution and applica-
tion in distant production area of more than 1,000 tonnes of farm inputs; and

+ Close supervision of implementation to mitigate against disruptions caused by inse-
curity and deteriorated infrastructure.

Government Support

623. Contributions by the Government of Tajikistan through the Ministry of Agricul-
ture have included: (a) participation in the project design processes; (b) provision of the
services by one head agronomist based in Dushanbe (part time), in conjunction with of-
fice and transport facilities, and three field agronomists (also part time) working in
Karategin Valley; and (d) establishment of the Potato Seed Fund through enabling legis-
lative framework.

B. Support to Animal Health Services

Effects and Impact

624. The start of the field operations was delayed until May 2000 when the first train-
ing course for district veterinarians in Khatlon Province was conducted. Since the sup-
port has been provided during less than a one-year period, the expected impact on ani-
mal health has not yet materialised’.

? Further support to animal health services has been provided under 001/SWE and 102/SWE.
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625. Veterinary Practitioners. The approximately 170 veterinary practitioners, who
have benefited from the support “package”—refresher training, clinical equipment, vac-
cines and drugs, knapsack sprayer and a bicycle—have acquired/established:

e upgraded knowledge of prophylactic practices;
e improved skills in diagnostic methodology;

e  basic clinical facilities that enable them to treat more animals than by relying ex-
clusively on farm visits; and

e replenishable supply of basic drugs on credit terms for both prophylactic and cura-
tive purposes that allow them to carry out more timely and effective treatments than
in the past.

626. Animal Health. While the project documents did not include indicators for as-
sessing the attainment of objectives of this component, it appears that the incidence of
some epidemic diseases, including brucellosis, has declined in the project areas in the
first half of 2001 compared to the same period in the two preceding years.

627. Livestock Owners. Farmers are being sensitised to correct animal husbandry
practices through interaction with veterinarians during administration of vaccines or or-
dinary consultations. While no field campaigns have been carried out to sensitise a lar-
ger portion of the livestock owners to improved animal health practices, FAO sponsored
radio broadcasts have included advice on animal nutrition and health.

Contribution to Conflict Resolution

628. Like the support to seed potato multiplication, the assistance to improved animal
health services has benefited an area that has been much affected by the economic de-
cline and the civil strife. While its contributions to conflict resolution may be rather ob-
scure, it can be assumed that the provision of veterinary services on market terms out-
side the Government institutional sphere is seen as being without discriminatory conno-
tations. The increased availability of services on reasonable economic terms may even
generate increased trust in the ability of Government to facilitate better rural services.

Sustainability and Environmental Impact of Results

629. The vaccines supplied through the support project serve to suppress the future in-
cidence of epidemic livestock diseases in the project areas. They thus have a long-term
effect on animal health (once a critical portion of animals are vaccinated, epidemic vi-
ruses find themselves without a self-sustaining host population).

630. While the professional and livelihood situation of project supported veterinary
practitioners vary, there are indications that the revenue generated from selling vaccines
and drugs to livestock owners (e.g. 20% mark-up on wholesale prices) is sufficient to
sustain continued veterinary operations without supplementary operational support.
Most practitioners supplement the income derived from sales of vaccines and drugs by
charging locally adapted fees for clinical services performed in-situ at the livestock
owners or at the clinic (in addition, most practitioners have been provided with state
farm land for subsistence production and modest surplus sales). The sustainability of the
operations at the field level is also corroborated by the willingness of additional veteri-
narians to join the scheme (the current “waiting list” includes about 20 applicants).
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Gender Equity in Project Implementation and Results

631. Although women frequently are responsible for husbandry and health of small
stock (sheep, goats and poultry), no efforts appear to have been made during the plan-
ning process to design an implementation approach that would target women as recipi-
ents of information on improved animal health practices.

Cost-effectiveness

632. In relation to the intentions and principles of the FAO emergency support, the as-
sistance provided by the project has had only an indirect effect in improving the situa-
tion of poor or particularly vulnerable livestock owners (mainly through the facilitated
vaccination services). The original intentions have undergone a gradual change during
the project formulation process to provide a support package that facilitates an institu-
tional transformation rather than to alleviate the plight of livestock owners affected by
the civil war.

633. However, the project has carried out its activities in a cost-efficient manner
through good use of available personnel and material resources. The project manage-
ment has maintained close attention to the procurement, shipping, forwarding, storing,
transportation and distribution aspects of the supplied inputs. It must also be mentioned
that the approach adopted by the project represents a practical and cost-effective way to
achieve privatisation of veterinary services and thus increased access to critical services
by a large number of livestock owners. Through low-cost support (local refresher train-
ing, basic standard equipment and simple revolving credit fund for replenishment of
common vaccines and drugs) through a small management unit to a cadre of committed
veterinary practitioners who have accumulated considerable practical experience since
the time of their basic institutional training, the project has been able to clear the path
for expanded privatisation of veterinary services in the rest of the country.

Factors Affecting the Project Results
634. External Factors. These include:
+ Demand for vaccines and drugs at cost among livestock owners.

635. Internal Factors. These include:

Practical approach to private veterinary service operations;
Careful planning and scheduling of support activities;
Close supervision of implementation; and

— Occasional hesitation within the Ministry of Agriculture to implement privatisation
policies within a decentralised framework.

+ + +

Government Support

636. Contributions by the Government of Tajikistan through the Ministry of Agricul-
ture have included: (a) participation in the project design processes; and (b) provision of
the services by one National Animal Health Expert, two national Trainers/Monitorers
and one national Trainer; and (c) provision of structures for veterinary bases (from
which vaccines, drugs and other supplies are provided to the participating veterinari-
ans).
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C. Emergency Co-ordination

637. Evaluating the results and impact of coordination function(s) is not an easy task as
there is no concrete and quantified results that would permit to analyse its effects and
impact. The following is based essentially on reports produced and self-assessment by
the EAC as well as on discussions with other actors in the agriculture sector. What fol-
lows attempts to examine what has been undertaken to achieve the various outputs as
defined in section IV and their possible impacts.

Coordination Mechanism

638. Coordination mechanisms are of two kinds: (i) institutional coordination and (ii)
ad-hoc and/or project-related coordination.

639. Institutional Co-ordination. Institutional coordination has been carried out,
among other things, through monthly agriculture coordination meetings convened and
chaired by the FAO emergency coordinator. These meetings have been held regularly
since 1997 and gather about ten attendees from international agencies being active in
the agriculture sector (major ones: WFP, CARE, ACTED, Action Against Hunger,
GAA, AKF) and representatives of the Ministry of Agriculture. Topics discussed have
been diverse: government activities (for instance, laws and regulation affecting agricul-
ture sector and taxation issues), sharing of information on the agriculture situation and
prospects, respective programmes of international agencies, selected topics, e.g. FAO
contribution to UN-CAP and impact of the 1998 floods in Khotlan on agriculture.

640. Based on the minutes of the meetings, it appears that they constitute a genuine fo-
rum for exchanging information and views of issues of common concerns among inter-
national agencies and the Government. However, it may not be a sufficient mechanism
for enhancing true collaboration when it comes to agencies’ policy, strategy or simply
mode of interventions. A case in point has been the multiple interventions in the seed
multiplication sub-sector and the divergence among the agencies on the terms and con-
ditions applied to credit-in-kind to farmers. Credit-in-kind is provided to farmers for po-
tato seed multiplication through three agencies: Aga Khan Foundation, German Agro-
Action and FAO. All intervene in the area of the Karategin Valley. Terms and condi-
tions of credit-in-kind to farmers diverge depending on the agency providing the assis-
tance. Despite the effort made during the agriculture coordination meeting to raise the
issue at several occasions, there is no effective harmonization among the three agencies.

641. The attendance is low relative to the numbers of agencies involved in agriculture
and not regular and systematic from those that have attended coordination meetings.
There is no representative from the World Bank (there is a WB office in Dushanbe), al-
though multilateral finance institutions are by far the major international actors in agri-
culture.

642. With a view to progressively increasing Government’s involvement, the EAC has
regularly passed the chairing of the meetings to the International Program Coordinator
of the Ministry of Agriculture. As of April 2000, the responsibility for holding and
chairing these monthly meetings has been transferred to the Ministry of Agriculture.
Meetings have been held regularly with a high attendance from various agencies. This
represents a concrete positive step of FAO’s support to the Government in building-up
ownership and taking the lead on coordination of assistance in agriculture.
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643. The emergency coordination unit had set-up a computerized database of projects
in agriculture as a tool to exchange information among the various actors in the agricul-
ture sector. It provided useful information on activities and support provided by interna-
tional agencies by theme and sub-sector. It was regularly up-dated and discussed at the
monthly meetings. This activity has been taken over by OCHA as part of the develop-
ment of a comprehensive data base on international assistance in Tajikistan.

644. Institutional co-ordination is also carried out through participation by the EAC in
various co-ordination meetings by other agencies. The most important of those being:

e UN Country Team weekly meetings convened and chaired by the UNDP Resident/
Humanitarian Co-ordinator on policy, strategy and operational matters of concern
to the UN agencies. A representative of international NGO as well as of the multi-
lateral finance institutions attend these meetings;

e  OCHA co-ordination meetings focusing on humanitarian assistance;

e  Other sectoral co-ordination meetings such as the Food Co-ordination Meetings
convened and chaired by WFP on issues of food security, vulnerability, targeting
and food aid; and

e Ad-hoc meetings with other agencies. At least once a week, a meeting takes place
between the FAO EAC and a representative of another agency.

645. During discussions with some heads of UN agencies, high appreciation and visi-
bility of FAQO’s participation and contribution was pointed out to the mission at several
occasions.

646. Ad-hoc Co-ordination. Co-ordination has also been done under the concrete
framework of projects through partnerships, collaboration and field work. Co-ordination
through projects is well-illustrated by the partnerships established between UNHCR,
WEFP and FAO on the emergency provision of agricultural inputs to returnees, land-
lease farmers and the rural poor funded under several projects'’. These interventions
aim at improving living conditions and food security situation of targeted population
groups through the promotion of more self-reliant activities. They target returnees regis-
tered and assisted by UNHCR and WFP land-lease beneficiaries. The latter are no
longer beneficiaries from WFP food aid and instead have been provided with land-lease
arrangements under the umbrella of WFP intervention. FAQO’s contribution consists in
the distribution of agricultural inputs and extension services to farmers through local
agronomists.

647. FAO national staff play also an important role in liaising with agencies interven-

ing in agriculture in their areas of responsibilities through day-to-day dialogue in the
field.

Management and Enhancement of FAO’s Programme

648. Enhancing FAQO’s programme in Tajikistan and managing operations constitute
by far the bulk of the EAC activities. As the programme stands now, 90 percent of the
time of the EAC is devoted to the management of operations.

649. Since 1997, year of the fielding of the emergency coordinator, the programme has
steadily built up thanks to his active commitment to do so. This is shown in Table 1 pre-

' See Table 1 on FAO’s programme in Tajikistan (OSRO/TAJ/904/NOR,
OSRO/TAJ/001/SWE and OSRO/TAJ/002/HCR).
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sented in Section III on the overview of FAO’s programme in Tajikistan. This is also
reflected in the increasing success in fund mobilisation by FAO through the UN-CAP.

Table 3: UN CAP for Tajikistan- Requirements by FAO and Donors Contributions

Year Covered by the UN-CAP Requirements (US$) Donors Contributions (US$) | % covered
1998 3,626,150 56,000 1.5
1999 3,390,000 325,000 9.6
2000 3,515,200 802,430 22.8
2001 3,010,875 742,414 20.8

Source: OCHA, Tajikistan- May 2001.

650. The programme table clearly shows the diversity and hence the complexity of the
FAO programme in Tajikistan and the attempt of the EAC to reflect the “emergency na-
ture” of the situation in Tajikistan, by balancing emergency agriculture interventions
and rehabilitation/ development actions.

651. However, the FAO’s program is not quite the result of a comprehensive pro-
gramming whereby needs and priorities are matched with FAO’s support principles and
priorities. The program is very much donor driven (through their response to UN-CAP)
and constrained by the framework of the UN-CAP through which FAO is mobilizing
funding.

652. The short time frame of the UN-CAP (one year) and the funding mechanism (only
partial donor response to the appeal) impose constraints on the design of the projects
that are not appropriate when dealing with complex responses aiming at enhancing
longer term processes. This has been clearly shown when evaluating the support to ani-
mal health services. Planned to be implemented over 8 months, the project has been im-
plemented over 20 months (under TAJ/901 funding) and continues thanks to additional
funding through another project. Furthermore, the limited funding available through the
UN-CAP does not permit to provide the technical support that is necessary to manage
projects with a relatively high technical content through capacity building, training and
technical advice elements. In particular, because of the limited international exposure of
local experts, support from international experts is a condition for developing and im-
plementing operations in specific areas. This support can not be expected from the EAC
who is primarily involved in the day-to-day management of projects and who does not
necessarily have the expertise required.

653. Finally, the absence of programming implies that FAO is involved in areas where
other agencies are also present with much more means and therefore with potentially a
greater impact. This is the case of the seed multiplication scheme where other actors are
providing substantial support.

Backstopping and Advice

654. Backstopping and advice are provided extensively by FAO staff (international and
national) to the Government and project beneficiaries. The EAC has regular meetings
with the Minister of Agriculture and works very closely with key staff of the Ministry.
FAO staff is also well known and their technical support is well appreciated in the field.

655. This valuable support to government staff has been permitted by: (i) the integra-
tion of FAQ’s activities within the Government’s structure at various levels (e.g., the
Manager of the Potato Seed Fund is an employee of the Ministry of Agriculture, the
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support to private animal health services is provided in close collaboration with the Vet-
erinary Department of the Ministry); and (ii) contacts created through project imple-
mentation.

Promotion of Key Themes

656. Under this output, the main activity relates to the promotion and awareness build-
ing on gender issues in Government agriculture planning as a means of increasing
and/or enhancing the food production of rural women.

657. The mission found that very little if none is done by the staff and under the FAO
programme to integrate gender aspects and promote more gender-focused interventions.

Information, Analysis and Assessment

658. Setting-up a data-generating mechanism, collecting information on the food secu-
rity situation, preparing reports on the crop and food situation in collaboration with
GIEWS and assessment of agricultural input requirements and beneficiary identification
were all activities planned to contribute to the delivery of high quality analysis and as-
sessment to Government and the International Community.

659. Many activities have been carried out until recently. Among others, the following
ones can be mentioned:

e  Preparation of Food and Agriculture Bulletin using extracts from GIEWS publica-
tions for distributing to members of the agriculture co-ordination committee. This
has proved to be time-consuming for the FAO staff for information available on
Internet. The production of Bulletin stopped since the responsibility of the meetings
has been handed over to the Ministry of Agriculture.

e  Preparation of regular reports for GIEWS based on the cautious use of the govern-
ment statistics, reports from FAO field staff and the EAC’s own assessment.

e  Conducting a household food security survey in 1999 by FAO staff. About 100
households have been interviewed. A report was prepared by the EAC.

e  Preparation of the agriculture section of the UN-CAP (assessment of the situation,
needs and strategy) and preparation of project profiles.

660. The monitoring of the food security situation and the production of reliable data
on the agriculture sector appear to be a very difficult task in a context where govern-
ment statistics are poor and in view of the limited staff capacity and time of the FAO
unit. Much information is exchanged through coordination mechanisms and by collect-
ing individual agency experience and assessments. However, this is not sufficient to
provide a sound basis for producing credible assessments. Because of the severe short-
age of information, monitoring the food security situation and producing regular analy-
sis and assessment that can be used for decision-making by the international community
and the government would require means and capacity that are far beyond the FAO
Unit. In this respect, the EAC has appealed for the financing of such a monitoring sys-
tem in the two last UN-CAP without success. The mission believes that this is an area
for which there is a high demand and for which FAO is best placed to respond. Fur-
thermore, it would greatly contribute to reinforce FAO’s visibility and to enhance its
programme in the country.
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Monitoring and Evaluation

661. The projects that the mission is reviewing have been lacking clear indicators in
the project document for outputs to be assessed. The project management has compen-
sated for this weakness by establishing project data bases from which it is possible to
derive the necessary information for assessing project outputs. The mission has been
able to assess results for the seed multiplication activities and the support to animal
health on the basis of detailed monitoring data.

VIl. Conclusions

A. Projects Design and Relevance

701. Positive Aspects. The findings by the evaluation mission on the design of the
two projects include:

e  The projects build on existing resources in the country, through the use of staff at
the national and local levels who have been largely under-utilised in the past. Most
of these experts are government staff seconded to the projects. The approach is ef-
fective in bringing government staff in contact with the projects and, in doing so, in
promoting national ownership of project activities and results.

e  Within their design framework, the projects are cost-efficient in making use of lim-
ited resources for reaching substantial number of ultimate beneficiaries, that is live-
stock owners in the case of the support to animal health and potato growers in the
case of the seed multiplication scheme.

e The projects have been carefully sequenced with detailed plans of action that have
proved useful tools for project implementation.

702. Other Findings. These include:

e  One major deficiency in the project design lies in the absence of any consideration
and assessment relating to potential population groups targeted through the projects
and in particular women. Furthermore, targeting population groups most affected
by the economic crisis and the war was clearly not a concern when formulating
these projects. The approach adopted in both projects and in all components is es-
sentially technical. These concerns are in fact, better addressed in other projects of
the FAO’s programme in Tajikistan'".

e The Project Documents are leaving out many design aspects while simultaneously
being vague or confused about their objectives, outputs and activities. This is
largely accounted for by the limited amount of time that could be put into their
formulation and the constraints imposed by the framework of the Consolidated Ap-
peal. However, project design has been largely done during the first mission of in-
ternational experts both for the seed multiplication scheme (under 702) and the

" Among the Swedish funded projects, two projects have explicit targeting of vulnerable
groups: OSRO/TAJ/001/SWE (2000) “Agriculture Assistance to Returnees and Land-Lease Private
Farmers”and OSRO/TAJ/101/SWE (2001) “Post-Drought Irrigation Rehabilitation and Support to
Animal Health Services in Tajikistan”.
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support to animal health (under 901). This should be acknowledged when assessing
project design.

B. Project Implementation

703. The findings by the evaluation mission on the implementation of the projects in-
clude:

e  Overall, both projects have been well implemented thanks to close supervision and
adequate management by the FAO project staff. Implementation of project 901 has
been slow, reflecting partly inadequate planning at the design stage (obviously too
short time frame) but also as the result of a number of external factors. These fac-
tors include: (i) the insecurity situation prevailing in many parts of the country (i1)
the poor communication infrastructure making access to project areas difficult and
costly; (ii1) the weak government institutional capacity putting limit on govern-
ment’s involvement and support in project implementation; and (iv) the general
poor economic environment under which projects are operated complicating their
operational management.

e Valuable international expertise has been provided under both projects through the
fielding of short-term missions. Despite the high quality of their contribution, it is
recognised that relying on individual consultants for the technical backstopping and
support of the projects is not sufficient to ensure the close technical follow-up nec-
essary for the type of projects implemented in Tajikistan.

e The achievements of the projects have to be attributed to a large extent to the qual-
ity and the commitments of the FAO staff. While the lack of international exposure
of local staff put a high burden on the Emergency Agriculture Co-ordinator (EAC)
and the national programme assistant on the very operational aspects of the pro-
jects, it is compensated by good expertise and full commitments from all and a
strong team spirit to cope with a difficult environment.

C. Project Effects and Impact

704. Support to Seed Potato Multiplication. The findings of the evaluation mission

on the effects and impact of this support include:

e  The projects have contributed to improve the income of more than 150 seed grow-
ers supported by the projects and have also made quality seed potato available to a
large number of growers of food potato. Efforts have been made to engage a num-
ber of less resourceful seed producers by limiting the quantity of seed potato allo-
cated to individual farms and by providing machinery services for growers who do
not own tractors or suitable implements.

e In addition, the projects have served to upgrade knowledge of effective practices
for potato production not only among the seed potato growers but also among the
district agronomists conveying advisory services to the growers and staff among
non-governmental organisations supporting seed potato multiplication at other
bulking sites.

705. Other findings include:

e The approach adopted by the projects to support the establishment of a Government
managed Potato Seed Fund may be a less sustainable option for assistance to future
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seed potato production than encouraging the seed growers to assume responsibility
for input procurement, in-kind credit operations and marketing of production.

e  While TAJ/702 has certainly had an impact on all groups of the population by mak-
ing available quality seed for production of food potato, the effect of the seed mul-
tiplication activities to improve the situation of vulnerable groups has been indirect
rather than direct (mainly by making quality seed potato available at market prices
through the regular commercial channels).

706. Support to Animal Health Services. The findings of the evaluation mission on
the effects and impact of this support include:

e  The provided support (classroom and practical refresher training, equipment and
veterinary supplies on credit basis, the selling of which provide a sustainable in-
come to the practitioner) has served to rapidly improve the level and the quality of
the services by 170 veterinarians to livestock owners in the four pilot areas. An ad-
ditional benefit to the farming community may be that the project, by supplying
drugs with price mark-ups that reflect its actual operating costs rather than the
profit opportunity offered by an oligopolistic supply situation, helps to lower the
prices of drugs and vaccines sold by commercial traders.

e The service improvement effect has been achieved at a modest direct project cost
per benefiting veterinarian while the overhead costs for managerial and supervisory
services are reasonable. The adopted approach points the way for further privatisa-
tion of veterinary services in other parts of the country in a sustainable way.

e  While livestock owners may not generally represent the least resourceful house-
holds in sedentary farming communities, two particular aspects of the supported
animal health services serve to facilitate that also the poorer livestock owning fami-
lies obtain access to affordable preventive and curative services. Most of the sup-
ported veterinarians are residing within the villages that they are serving and up-
graded vaccination services are thus likely to be extended to all households, even if
some families are unable to meet their full cost. In addition, the low prices on drugs
and vaccines maintained by the supported veterinarians make their application de-
fensible on both economic and financial grounds for the large majority of livestock
owning households.

707. Emergency Co-ordination. The findings by the evaluation mission on the ef-
fects and impact of the emergency co-ordination function include:

e  While there is no standard measure to assess the results and impact of the co-
ordination function, the mere existence of a substantial programme of FAO opera-
tions in Tajikistan gives an indication of the good performance achieved under co-
ordination. From no operation in 1997, more than twelve projects have been im-
plemented or are under implementation. Furthermore, the recognition of the role
FAO can play in the overall assistance to the country is reflected, to a certain ex-
tent, in the steady increase in donors’ response to FAO’s appeal under the frame-
work of the UN-Consolidated Appeal, from 1.5% to over 20% coverage of FAO’s
requirements.

e An overview of the FAO programme in Tajikistan since 1997 reflects a commend-
able attempt to balance the need for providing an immediate response to food secu-
rity problems of farm families as well as for promoting more sustainable initiatives
aiming at rehabilitation and longer-term development.
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e Effective co-ordination with other agencies as well as with the Government has
been most effective when FAO started to build its own programme and to imple-
ment operations. With the presence of major actors in the field of agriculture (mul-
tilateral financial institutions and some international NGOs), there is an obvious
limit to what FAO can achieve in terms of co-ordination with the International Aid
Community. This limit is less restricting with FAO becoming proactive in the sec-
tor.

e The same applies to the backstopping and support provided to the Government.
Valuable support to government staff has been permitted by (i) the integration of
FAOQO’s activities within the Government’s structure at various levels and (ii) con-
tacts created through project implementation.

708. Other findings include the following:

e The FAO program is not the result of a comprehensive programming whereby
needs and priorities are matched with FAO’s support principles and priorities. The
program is to a large extent donor driven (through their response to UN-CAP) and
constrained by the framework of the UN-CAP through which FAO is mobilising
funding. The short time frame of the UN-CAP (one year) and the funding mecha-
nism (partial donors’ response to the appeal) impose constraints on the design of
the projects that are not appropriate when dealing with complex responses aiming
at enhancing longer term processes.

e  The limited funding available through the UN-CAP does not accommodate the
technical support that would be necessary to manage projects with a relatively high
technical content through their capacity building, training and technical advice ele-
ments. In particular, because of the limited international exposure of local experts,
support from international experts may be a necessary requirement for developing
and implementing operations in specific technical areas.

e The absence of programming implies also that FAO is involved in areas where
other agencies are also present with much more means and therefore with poten-
tially greater impact. This is the case of the seed multiplication scheme where other
actors are providing substantial support.

VIIl. Suggestions for Follow-up Actions
Regarding the FAO Program in Tajikistan

801. Any follow-up actions would have to take into account that Tajikistan is still in a
situation of emergency in many respects. While the country is entering a new phase
aimed at achieving reconciliation and consolidation of national institutions, it is recog-
nized that this process faces tremendous economic and social constraints emanating
from the collapse of the Soviet Union and further aggravated by the civil conflict.
Among them are the extreme poverty of the vast majority of the population and its high
dependency on humanitarian aid. In analysing the role FAO plays and can play in the
future, these complex problems in Tajikistan should be kept in mind. The suggestions
by the mission include:

e Fielding of a Programming Mission: such a mission would define priority areas for
FAO interventions in the medium and long-term, taking into account the priority
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needs during this transition period and be based on a thorough assessment of major
other actors strategies in Tajikistan and the comparative advantage of FAO.

e Extension of the Emergency Co-ordination function by two to three years: funding
should be mobilised for ensuring that the role of an international emergency co-
ordinator be maintained in Tajikistan on whom the enhancement and the manage-
ment of FAO’s presence in Tajikistan highly depends. However, the terms of refer-
ence for this function should be revised to reflect more realistic objectives, focusing
on program enhancement and management.

e Fielding of an International Junior Consultant: to focus on food security monitoring
and assessment, targeting issues and gender sensitisation. The most realistic
mechanism to fund such a function may be the Associate Professional Officer
Scheme.

e Extension of coverage of private veterinary services: a project should be formulated
with a view to extending private veterinary services towards national coverage us-
ing the strategy of TAJ/901 that has proved effective. Funding for such a project
should not be part of the UN-CAP but should be raised through “normal” trust fund
mobilisation channels. Technical division (AGAH) should be closely involved in its
formulation and similar experiences in the region should be used to define a longer-
term strategy for the sub-sector.

IX. Lessons Learned and Emerging Issues

901. The lessons learned for other emergency operations and the issues that are emerg-
ing from the evaluation process at this stage are summarised below.

Project Planning

e  More operational guidance on FAQO’s policy, strategy and priorities in the transition
period from the emergency phase to the rehabilitation and development phase
should be provided to the emergency co-ordinators and partners in the field. Such
guidance may cover the following areas/issues:

e Target groups for emergency support: (i) criteria: poverty status and vulner-
ability aspects; and (ii) methods for identification/assessment;

e  (Criteria for FAO intervention, including: (i) internal capacity and competitive
advantages; and (i1) presence of other support organisations within the sub-
sector;

e  Practical means for approaching/mobilising and supporting populations that
have been adversely affected by conflicts, natural disasters and/or deteriorating
economic conditions, including: (i) early support to internal self-organisation,
(11) facilitation of participatory planning by beneficiaries together with the sup-
port organisation; and (iii) strategies for the beneficiaries to take over of the re-
sponsibilities of the support organisation during a phase-out period;

e Planning methodology, including formulation of project objectives, definition
of output and impact indicators and risk assessment;

e  C(Clarification of FAO’s expected role and FAO’s position on various issues that
are particular significant in post-emergency situation, such as: (i) trade-offs be-
tween targeting vulnerable groups for immediate impact vis-a-vis achieving
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longer term sustainability; and (ii) the process of transfer of “ownership” from
the support organisation to the recipient population during the progression
from the emergency phase to the development phase.
During the transition period, a comprehensive country programming aiming at de-
fining FAQO’s role in the country and examining medium and long term perspec-
tives is important to ensure a consistent FAO strategy in the country. That would
also assist the EAC in mobilising funds beyond the framework of the UN-CAP, us-
ing “normal” trust fund channels.

The programming exercise may define a number of sub-programmes within which
assistance from different projects may be arranged for mutual reinforcement and
additional clarity. This is particularly relevant when support intended for immediate
impact is combined with support aiming for longer-term effects. (This exercise has
already been initiated in Tajikistan by the EAC).

Project Design

Project documents should be well-prepared and include systematically a logical
framework with, in particular, indicators for monitoring and evaluation, as well as
risks and assumptions; and

More backstopping missions by concerned FAO-Headquarters Technical Services
during project implementation, with corresponding budgetary implications, should
be included in project documents.

Project Implementation

It is essential to increase technical support and follow-up when moving from emer-
gency agriculture interventions to longer-term and more complex projects. To this

end, mechanisms should be established to engage FAO technical divisions not only
in the project formulation but also in the close follow-up of project implementation.

The Emergency Co-ordination Function

Co-ordination in the agriculture sector within the international donor community as
well as with Government is most effective when FAO is itself implementing opera-
tions. This is particularly true when there is no permanent FAO representative func-
tion.

Providing reliable information (assessment and analysis) on the food security situa-
tion and the agriculture sector, if well performed, is an effective way of enhancing
FAQ’s credibility and visibility in the field. However, this requires financial, hu-
man and time resources that are beyond the capacity of the emergency co-ordinator
who is essentially involved in program management.

Emergency co-ordinators work quite in isolation and under difficult situation. It is
important to enhance mechanisms for increased exchange and consultations among
EAC and with TCOR. Regular meetings should be organised to this purpose.
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ANNEX 1I:

Terms of Reference for Evaluation Mission

27.3.01
Terms of Reference for a
Joint Evaluation by
the Government of Sweden and FAO

FAO's Relief and Early Rehabilitation Programme

Second Phase — Evaluation of Selected Field Projects and Preparation of a Synthesis
Evaluation Report on Swedish-Funded Agricultural Relief Operations

1. Background

The Government of the Kingdom of Sweden has for a number of years funded agricultural
relief operations through FAQ’s Special Relief Operations Service (TCOR) with a marked
increase in recent years. The Government of Sweden expressed the wish to review,
together with FAO, the Swedish-supported projects with a view to further improving their
quality. The Government indicated to FAO in December 1999 that it agreed to the draft
terms of reference proposed by FAO for this joint evaluation and that the evaluation should
take place in two stages.

The first stage of the evaluation comprised a selective desk review of emergency relief
operations in 13 countries, which was completed by a consultant in January 2000. The
desk review examined twelve projects in eight'®> African countries, five projects in
four'® Asian countries and one project in Europe (Kosovo). It also proposed three
countries (Democratic People’s Republic of Korea, Liberia and Tanzania) for a more in-
depth review by a field mission in the second stage. The Swedish Government wished
the selected countries to have different types of issues for relief assistance and to be
located in different regions.

Based on the results of the desk study and after consultation between the Swedish
Government and FAO, it has been decided to evaluate two projects in each of the
following two countries: Tajikistan and the Democratic People’s Republic of Korea
(DPR Korea) for the second stage of the evaluation exercise.

2. Purpose of the Evaluation (stage two)

2PR Congo, DR Congo, Guinea Bissau, Liberia, Somalia, Sudan, Tanzania, Uganda
3 DPR Korea, China, Sri Lanka, Tajikistan
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Within the overall terms of reference for this joint exercise (see Annex), the purpose of this
second stage is twofold:

e PartI: To analyse and assess in depth the efficiency and effectiveness of the selected
projects in the two countries with particular focus on the projects’ results in the field
(see section 3 below). The evaluation findings, conclusions and recommendations will
be prepared separately for each country.

e Part II: To prepare an overall synthesis evaluation report, based on the review
results of the selected projects in two countries but drawing on findings and issues
arising from the desk review. The synthesis report should reflect all the main points
contained in the overall terms of reference for this joint evaluation, and will be
prepared following the broad analytical lines presented in section 4 below.

The evaluation work will draw on interviews with concerned technical and operational
FAO staff, a review of project files maintained in FAO Headquarters and field visits to the
two selected countries (DPR Korea and Tajikistan).

3. Part 1: Evaluation of Selected Swedish-funded Relief Operations
The following projects have been selected for field evaluation in each country:

Tajikistan:

OSRO/TAJ/901/SWE: US$ 324,950 — April 1999 to March 2001 (extended) — “Emer-
gency Assistance to Animal Health and Potato Seed Production”.
OSRO/TAJ/702/SWE: US$ 130,676 — December 1996 — May 1997 Emergency Supply
of Agricultural Inputs for the 1998 Cropping Season.

DPRK:

Double Cropping Programme and Potato Production

OSRO/DRK/001/SWE: US$ 910 643 “Support to the Spring Double Cropping Pro-
gramme. Project completed in Dec. 2000”.

OSRO/DRK/101/SWE: US$ 811 000, “Spring Double Cropping Programme 2001”.

For each project, and to the extent that data is available to the team, the evaluation should
cover the following points.

Project Design

¢ Adequacy of rationale and justification of the project;

* Quality, clarity and adequacy of project design, including clarity and logical
consistency between, inputs, activities, outputs and objectives (quality, quantity and
time frame);

¢ Adequacy of identifying the target groups, including their potentials and constraints as

well as considerations of gender aspects;
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¢+ Realism and clarity in the specification of prior obligations and prerequisites
(assumptions and risks);

¢+ Realism and clarity of external institutional relationships, and in the managerial and
institutional framework for implementation and the work plan;

«» Likely cost-effectiveness of the project’s design;

¢ Extent of connectedness with follow-up rehabilitation activities (if any).

Project Implementation

Both the process and the context of the operational phase of work should be analysed, with
focus on:

¢ Efficiency and adequacy of project implementation including availability of funds as
compared with budget, for both the donor and national component, and quality and
timeliness of input delivery by both FAO and under the national component;

¢ Managerial adequacy, including work planning, monitoring and reporting, the extent of
national support and commitment, and the quality and quantity of administrative and
technical support by FAO;

% Strengths and weaknesses in implementation, including main factors responsible.

Project Results

* Key outputs produced to date, including the quantity and quality as compared with
work plan, and their adequacy in achieving the immediate objectives;

¢+ The extent to which the target beneficiaries, especially the vulnerable groups, have
benefited from the project, including the strengthening of their capacity for self-reliant
food/agricultural production;

¢ The prospects for sustaining project results by the beneficiaries and the host institutions
after the termination of the project (connectedness criteria), including actions taken by
them for this purpose;

¢+ The observed cost-effectiveness of the project, taking into account the assessment of
any particular conditions relating to the emergency situation which may cause cost
levitation for all donors and partners in the humanitarian effort;

* Overall strengths and weaknesses of the project in the light of the results, including the
main contributory factors, issues and lessons for the future.

4. Preparation of the Synthesis Evaluation Report

The synthesis report will be prepared on the basis of the findings and recommendations of
the desk review as well as on the field project evaluations. The synthesis report will
highlight the main findings and recommendations accordingly along the following lines:
Identification and Design:

Assessment should cover both the process for relief operations identification and

preparation as well as the quality of resulting design (as expressed in the project
documents), with special attention to the following points:
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Rationale or Justification for Proposed Relief Operations:

¢ Relevance to the wider socio-political context in which relief operations or projects are
to operate;

¢ Adequacy of problem analysis and identification of issues the relief operations are
intended to address;

¢ Structure and inter-linkages of proposed relief operations, with attention to the role or
function assigned to the Swedish-supported operations in the broader context of the
overall FAO emergency programme in the beneficiary country.

Project Design:

¢ Relevance and realism of proposed rehabilitation and immediate objectives of relief
operations, including adequacy of identification of target groups and needs ;

* Scheduling and linkages/complementarity of the project activities, to the extent that
they are conceived as part of the broader FAO emergency programme in the
beneficiary country;

¢ Adequacy of means-ends analysis, including realism of planned duration, timeliness of
interventions and identification of measurable targets (quantified inputs and outputs) as
a realistic basis for monitoring;

« Extent to which gender-related aspects have been considered in the project design
and formulation of results;

« National/local institutional arrangements for implementation of relief operations,
including co-ordination with other agents and partners and the role assigned to them
and to FAO;

¢ Expected local constraints and risks;

¢ Potential contribution to rehabilitation of the agricultural sector and/or expected
sustainability.

Project Implementation:

The evaluation should focus on:

¢ Analysis of how and to which extent the relief operations have generally been able
to adjust and respond to the specific emergency, including the adequacy of project
management and support by the host government, FAO and donor;

% Assessment of key factors, both positive and negative, that have affected signifi-
cantly the implementation process, including the identification of good practices.

Project Results:

Particular attention should be given to:

¢ Analysis of outreach and the impact of the operations on the different groups of the
affected populations;
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¢+ Extent to which relief operations have influenced the vulnerability and/or capacity
of target group(s) to cope with the severe emergency situation, and eventually initi-
ate recovery;

« Analysis of the attention and support given to women and, more generally, disad-
vantaged groups in project implementation, and how equitable inputs distribution is
ensured;

% Assessment of the functioning of the different channels that implementing partners
have used for providing assistance, as well as the cooperation mechanisms set up
with other humanitarian organizations;

+¢ Identification of the sustainability and development enhancing effects of the opera-
tions, including overall impact (or extent of rehabilitation achieved) on the sector;

+ Opverall assessment of strengths and weaknesses of the emergency operations, in-
cluding the key contributory factors as well as issues and lessons for the future.

5. Composition of the Mission

The evaluation team will consist of two persons: one assigned by FAO's Evaluation
Service, and the other assigned by the Government of Sweden: the team leader will be
designated by FAO and SIDA by joint agreement. The beneficiary governments will also
be invited to designate a suitable person to participate in the country mission. The cost of
such national participation would be borne by the donor.

To preserve the mission’s independence of judgement, mission members should have had
no previous direct involvement with the project with regard to its formulation,
implementation or backstopping. Moreover, nationals nominated as mission members
should preferably be persons with an intimate knowledge of the country’s institutions and
policies as well as its recent history and experience of emergency aid, particularly in the
agricultural sector.

6. Timetable, Budget and Itinerary of the Mission

The second phase of the evaluation will be implemented as follows:
¢ 1-4 May: Briefing in Rome

® 6 - 16 May: Mission to Tajikistan
Briefing in Dushanbe (2 days)
Field visits (5 days)
Report writing and debriefing (3 days)

e 21-24 May: Preparation of the Synthesis Report

¢ 4-15 June: Mission to DPRK
Briefing in Beijing (1 day)
Briefing in Pyongyang (2 days)
Field visits (5 days)
Report writing and debriefing in Pyongyang (3 days)
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¢ 18-22 June: Rome: Preparation of Synthesis Report and Debriefing

The overall time allocated to the preparation of the synthesis report will be 8 days. The
draft report will be discussed at the debriefing of the mission, and will be finalised by the
mission leader within two weeks thereafter.

Budget for the FAO component: It is understood that this will be covered by the
Government of Sweden, and the amount is estimated at US$ 36,000 (one staff member for
40 days, US$ 16,000, travel costs and DSA US$ 18,000, miscellaneous/contingencies US$
2,000)

7. Consultations

The mission will maintain close liaison with the Representatives of the donor and FAO
and the concerned Government ministries, as well as with national and international
project staff. Although the mission should feel free to discuss with the authorities
concerned anything relevant to its assignment, it is not authorised to make any
commitments on behalf of the Government, the donor or FAO.

8. Reporting

The mission will prepare its draft reports for discussion at debriefing at FAO after its field
visits. The individual country reports will follow the usual format with appropriate
adaptation as per the present terms of reference. The mission will also prepare an overall
synthesis evaluation report, drawing overall conclusions and recommendations, based on
the individual country reports and reflecting also salient points arising from the desk
review report.

The mission is independent and responsible for its reports, which may not necessarily
reflect the views of the Government, the donor or FAO. To the extent possible, individual
country reports will be completed prior to departure from the country and the findings and
recommendations discussed with all concerned parties and wherever possible consensus
achieved.

The mission will also complete the FAO Project Evaluation Questionnaire.

The mission leader bears responsibility for finalisation of all parts of the synthesis
evaluation report, which will be submitted to FAO within two weeks of mission
completion. FAO will submit the synthesis report to the donor and individual country
reports to the Government and donor, in all cases together with its comments.
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Annex 1

Summary Scope of the Terms of Reference for the Overall Evaluation

The review will focus on performance and results assessment of relief operations funded
by the Government of Sweden since 1997. Assessments will be based on efficiency,
effectiveness and connectedness criteria which the review mission will need to define and
adapt to the specificities of this particular evaluation. While the definitions of efficiency
and effectiveness criteria are standard and well-known, it is recalled here that
“connectedness” is understood to address the issues of linkage between relief and
rehabilitation, and it is intended to measure or assess the extent to which relief operations
have successfully paved the way for rehabilitation and full recovery, or, alternatively, the
extent to which relief operations constitute an effective pre-defined or implicit “exit”
strategy, or component thereof. In evaluating the selected Swedish-funded projects, the
review mission will also have to take into account the performance of FAO over the entire
cycle of emergency operations and in the context of actions and attitude of other key
partners involved in the process, including host government, and other partner
organizations (e.g. OCHA, WFP, NGOs).

The scope of the evaluation will include the following key items:

- Assessment of the effectiveness of the projects in realising immediate objective(s)
and the extent to which technical and production capacity of the target beneficiaries
are strengthened, as well as the institutional capacity of national counterpart or
beneficiary agencies and other organizations concerned in contributing towards re-
habilitation and eventual longer term development objectives (connectedness crite-
ria).

- Identification of major factors that have facilitated or impeded the progress of the relief
operations in achieving the intended outputs, effects (planned and unplanned) and
impact on direct beneficiaries and on the ultimate target group(s).

- Relevance of relief operations to “immediate relief” or “catch the next crop” objectives
as well as rehabilitation and (where applicable) development priorities and needs.

- Clarity and realism of the immediate objectives and design of the relief operations,
including specification of output targets and identification of beneficiaries as well as
assumptions made regarding prospects for rehabilitation and eventual recovery.

- Based on the foregoing, identification of main issues, lessons and recommendations.
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ANNEX 2A:

Mission Work Schedule, May 2001

Day Date Time  Location Activity/Event
Wednesday 2May P.m. FAO, Rome Briefings (TCOR; Evaluation Dept.)
Thursday 3 May FAO, Rome Briefings (Inv. Centre; TCOR; GIEWS; TCOR)
Friday 4 May Rome-Istanbul-
Bishkek
Saturday 5 May Bishkek-
Dushanbe
Monday 7 May Dushanbe Meetings with UN Resident Co-ordinator,
OCHA Co-ordinator, WFP Country Director,
UNHCR Head of Office, Minister of Agriculture,
National Expert Animal Health Services.
Tuesday 8 May Garm District Travel to Garm. Meeting with Khukumat repre-
sentatives, PSF contractors/farmers
Wednesday 9 May Hait District Meeting with PSF contractor/farmers; visit to
potato store and farm machinery sites
Thursday 10 May Garm- Travel Back to Dushanbe — Work with FAO
Dushanbe staff.
Friday 11 May Kurgam Tube  Visits to veterinary clinics; Kurgam Tube vet-
erinary Base; irrigation pumps
Saturday 12 May Dushanbe Meetings with representatives of seed potato
project and animal health services project; re-
port drafting
Sunday 13 May Dushanbe Meeting with Ms. Svetlana Balkova, Ministry of
finance; report drafting
Monday 14 May Dushanbe Debriefing FAO Co-ordinator; report drafting
Tuesday 15 May Dushanbe Visit to veterinary training course and
Dushanbe Veterinary Base; preparation of find-
ings summary; round-up meeting with
FAO/MOA staff
Wednesday 16 May Dushanbe- Travel to Bishkek
Bishkek Report drafting
Thursday 17 May Bishkek-Rome
Friday 18 May FAO, Rome De-briefing; preparations for North Korea visit
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2B:

Key Persons Met by the Mission

Sweden
Frederik Frisell, Sida (Jan Erikson)

Rome

Anne Bauer, Chief TCOR

Laurent Thomas, Senior Operations Officer
TCOR

Hilde Niggeman-Pucella, Operations Officer
TCOR

René J.C. Verduijn, Operations Officer
TCOR

Liselott Jonsson, Operations Officer TCOR

Marijke M.J. Drysdale-Woltring, Economist,
GIEWS

Michael A. Larinde, Seeds Specialist, AGPS

Anton Rychener, Economist, Investment
Centre

Tajikistan
Dushanbe
FAO Unit

Pavel Cernohorsky, FAO Emergency Co-
ordinator

Gulfia Osipova, FAO National Programme
Assistant

Toshali Mukimov, Chairman Potato Seed
Fund

Hamraev Karamatullah, NAHS
Zahir, Trainer/Monitor
Government

Mr. Tursunboy Rakhmatov, Minister of Ag-
riculture

Svetlana Balkhova, Farm Privatisation Sup-
port Project

UN agencies

Matthew Kahane, UN Resident Co-ordinator
Hadj-Chikh Bouchan, WFP Country Director

Mr. Taslimur Rahman, Head of Liason Of-
fice UNHCR

Karategin Valley
Mahmedsharit Tolibov, Hkukumat Chair-
man, Garm District

Mullojon Ahmedov, Hkukumat Dep. Chair-
man, Garm District

Abdul Baqi Mehraban, UNOPS Area Man-
ager

Said Umarov, Chief Khukumat Agr. Depart-
ment, Garm District

Mahmedmuso Daulatshow, PSF agronomist
Sharithoja Tashripov, PSF contractor/farmer
Ali Saidov, contractor/farmer

Kurbonali Nosirov, contractor/farmer
Rahmonali Azizbekov, contractor/farmer,
Hait

Mr. Muhtorov, contractor/farmer, Hait
Rahimbek Mirzow, contractor/farmer, Hait

Khatlon Province
Faiz, Trainer/Monitorer
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ANNEX 3:
List of Consulted Documents

Policy Guidelines
Sida. Action Programme for Poverty Reduction. 1997

Planning Documents

OSRO/TAIJ/702/SWE Project Document Emergency Supply of Agricultural Inputs for
the 1998 Cropping Season (December 1996-May 1997),

OSRO/TAIJ/901/SWE Project Document Emergency Assistance to Animal Health and
Potato Seed Production (April 1999-March 2001)

OSRO/TAIJ/901/SWE Emergency Assistance to Animal Health in Tajikistan: Design
and Implementation of a Sustainable Animal Health Program, Draft Report, Abdul Baqi
Mehraban, September 1999

OSRO/TAIJ/901/SWE Emergency Support ot Reach Sustainable Delivery of veterinary
Services in Tajikistan: Design and Implementation of a Sustainable Animal Health
Program, Draft Report, Dr. Sediqullah Khaligyar, July 2000

Implementation Reporting

Seventh Summary Interim Progress Report, FAO Co-ordinator in Tajikistan, Oct 1999
Eighth Summary Interim Progress Report, FAO Co-ordinator in Tajikistan, December 1999
Ninth Summary Interim Progress Report, FAO Co-ordinator in Tajikistan, April 2000
Tenth Summary Interim Progress Report, FAO Co-ordinator in Tajikistan, July 2000

Eleventh Summary Interim Progress Report, FAO Co-ordinator in Tajikistan, December
2000

Follow-up/Evaluation Reports

TCOR: Tajikistan Emergency Supply of Agricultural Inputs for 1998 Spring Planting
Season (OSRO/TAJ/702/SWE; OSRO/TAJ/701/NET), Final Report, February 1999

FAO Relief and Early Rehabiliation Programme: Overall Analysis of Swedish Funded
Relief Operations (Desk Study), 2001

Other Reports

TAJ/00/ /A/01/%** Participatory Seed Production Programme of Improved Varieties
of Food and Fiber Crops (undated)

TCP/DRK/8927(T): Disease Free Seed Potato Multiplication to Increase and Sustain
Food Availability in North Korea, P.C. Gaur, September 2000

World Food Summit Follow-up: Draft Strategy for National Agricultural Development,
Horizon 2010
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