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I. Executive Summary (Main Findings and Recommendations)

1.1. Introduction

The WWPU aims to assist the Yemeni people and their Government in their search for grass-root sustainable development through which the scarce natural resources are better managed and environmental balance is granted for the best of the population and their livelihood.   The watershed management, wastewater re-use as well as the agro-silvo-pastoral management and development packages/interventions provided for optimal natural resources use, income generation and environmental stability.

The Terminal  Evaluation Mission (TEM) had to assess the achievements of project with respect to its institutional establishment, implementation of the project strategies,  progress made with regard to the physical targets in the field and to provide all parties with the adequate recommendations for the follow-up(See annexe 1). 

The TEM composed of  Mr. Farouk Ahmed Kassim, representing Ministry of Agriculture and Irrigation, ROY, Mr. Jabr AL-Murkab, representing Ministry of Planning and Development, ROY,  Mr. Rudolf Ludemann, representing donor- Netherlands Embassy and Mr. Antanas Maziliauskas, representing FAO, (mission leader) had accomplished the WWPU terminal evaluation in a very critical to the project stage, just the last month before the project end
. The TEM started its work in Yemen on the 1st of March and has been  proceeding with the evaluation till 20th of March( See annexe 4).

The TEM’s reporting material is presented in this TEM Report (Volume 1) and in 14 annexes presented in Volume 2. 
Bellow presented is the summary of the TEM’s main findings, conclusions and recommendations. Other, more detailed findings and recommendations to all parties, including Project management, as well as WMSMDP implementation, are presented in the sections 9 and 11 of present  report. 

1.2. Summary Findings and Conclusions
WWPU adopted an overall strategy calling for a long-term, sustainable and grass-root orientation. According to the opinion of the TEM this strategy is highly relevant and its consistent application considerably contributed to the Project’s success. The experiences gained through the Project give very strong evidence that people-oriented micro-watershed management practices implemented on a needs-driven basis is a sound principle for future WMSMDP.

The project has shown its competence in promoting a demand-driven, gender sensitive participatory approach, mobilizing community involvement in sustainable watershed management, afforestation and desertification control. 

The project made focused efforts to reach women respecting socio-cultural norms. Considerable progress was made in bringing men and women alike, to participate actively to the interventions they had selected to satisfy their priorities.
The WWPU overall output delivery rate was rather high, with most of the outputs delivered at 100% or higher rate. Some targets have proven to be overoptimistic like the targets set for large scale tree planting and range land management.
Apart from the activities included in the PRODOC, the WWPU has undertaken many additional activities  like  the preparation of draft WMSMDP programme and drafts of many other policy documents, but according to the opinion of the TEM these additional activities overloaded  the project staff.
The TEM mission thinks the perspective for sustained impact of many results undertaken by the Project is good. Unfortunately, the lack of a proper and timely monitoring and evaluation system does not allow to appreciate entire scope of the work done. 
To facilitate smooth continuation of the on-going process, it is urgently needed to agree on how to preserve the momentum generated by the WWPU. An extension of the project for at least 3 months bridging the Project itself and preparatory phase, July – December 2002) is suggested awaiting the full-fledged start of  the WMSMDP. This will create the conditions for  the sustainability and transferability of resources and results.
1.3. Main Recommendations for the Follow-up to all parties

To enhance sustainability of the WWPU results, the TEM strongly recommends to consolidate the experience gained in practising the project’s participatory approach, mobilising community involvement in sustainable watershed management. Institutional capacity and human resources developed by the WWPU in collaboration with the communities and other stakeholders should allow a smooth transfer and further development of WWPU experience to the WM&SMD Programme. 
The TEM recommends:

a  bridging phase by extension for 3 months of the current WWPU,

a WMSMDP preparatory phase  from the 1st of July up to 31 st of December.

No additional funding should be required to fund the bridging phase. The WWPU budget balance of around US$ 193,000 can be used after proper budget revision H is agreed upon by all participating parties.
The GOY should carefully assess its’ present capacities to run the WMSMDP and the needs for external assistance. As to the level of external assistance required the TEM had two different opinions: a) TEM members representing GOY suggested the national execution with incidental  external technical assistance should be able to ensure the quality of programme implementation, b) team leader and the TEM member representing the Donor  are convinced of the need for the consistent external technical assistance  and backstopping during the first four year period. 

To implement the future WMSMD programme the TEM is strongly recommending to call upon the human and institutional resources developed by various training and practical experience acquired by staff at both national and regional levels through the WWPU project. This is particularly important in order to preserve, consolidate and enhance the momentum created by the project. The TEM also suggests that during the bridging phase the WWPU project prepares the strategy and procedures and conducts a systematic performance assessment of such staff and institutions in order to strengthen the institutional sustainability. 

For reasons of sustainability the TEM is strongly recommending that the WMSMDP should be linked to a specific technical unit of the MAI responsible for the integrated watershed management in the country. Up to now this mandate is assigned to the Directorate of Watershed Management within actual GDFDC structure. The TEM feels the Ddirectorate of Watershed Management should be given higher responsibility during the coming restructuring of the MAI.
1.4. Recommendations to the Donor

The TEM recommends to the Donor to consider the WWPU extension for three months as a bridging phase for the smooth transfer of the project experience and approach to the WMSMDP.

The introduction and expansion of the participatory, gender-sensitive decentralised approach is to be achieved in a context where the institutional set-up of the MAI is to be re-structured, a Sector Wide Approach is to be launched,  and de-centralisation is taking place. 

Taking into account the relative novelty of the approach to be applied in the WMSMD programme and the rather limited number of staff trained in the approach, the TEM suggest the Donor to actively facilitate the GOY in the technical backstopping for quality control of the programme implementation.

1.5. Recommendations to the FAO

FAO should initiate urgently the preparation of the proposal for the WWPU budget revision H sending it to Donor and Host Government adequately to allow the continuation of activities and staff for the 3 months bridging period. 

During the coming WMSMDP preparatory phase the FAO should focus on the technical and methodological assistance to the national implementation teams to strengthen the responsibility and know-how transfer to the decentralised administrative and extension units to facilitate their capacity building for institutional sustainability in terms of national programme ownership and implementation after the first year period.

1.6. Recommendations to the  Government

The TEM strongly recommends to the Government to mobilise the adequate resources to contributing accordingly with funds for launching  the preparatory phase of the WMSMDP from the 1st of July, as the follow-up of the WWPU activities, onwards after the termination of bridging phase. It is also important to avoid delays of in cash contribution, which was the case during the WWPU implementation.
Implementation of the restructuring of the MAI is still pending ( it is expected to take place in the second half of the year 2002). In order to avoid undue delay in programme implementation the TEM recommends the MAI to make a decision which technical unit of the ministry will be in charge of the WMSMDP after the restructuring takes place. To the opinion of TEM this should be an unit which will be having  watershed management responsibility within the country. Such a decision should not jeopardise the MAI restructuring process, but it should allow to  make sure that the investments into institutional and human resources capacity building are sustainable.

The TEM recommends to reconsider the status of central nurseries either privatising them or creating as non-profit organisations, serving the public and private demands. 

2. Background and Context  

2.1. Description and rationale

Although the development objective was not clearly formulated in the PRODOC, it was stated, that the WWPU aims at assisting the Yemeni people and their Government in their search for grass-root sustainable development through which the scarce natural resources are better managed. The intended peri-urban watershed management, wastewater re-use and agro-sylvo-pastoral development packages should provide for environmental balance, optimal use of natural resources and income generation.  

The WWPU rationale was based on the perception that effective water conservation, desertification control by the means of the afforrestation and sustainable watershed management would make a long-term basis for the participatory sustainable development action in the peri-urban areas of Yemen.

2.1.1. Socio-economic and political environment

Yemen is one of the least developed countries; it has low GNP and high rate of annual population growth (3,7%).  However, after the Revolution and particularly during the last two decades the economy of the country has witnessed remarkable growth. After the unification in 1990, the country was to meet a number of challenges in various fields, and consequently bear tremendous natural, social and economic burdens, among them:

-
The Gulf crisis which resulted in (i) the return of almost one million Yemenis expelled from the Gulf States; (ii) the loss of the remittances of Yemeni workers in these states which were estimated at US$1,000 million a year; (iii) the immediate and sharp cuts in external financial flows and technical assistance to the development process; 

-
The political crisis of 1993 which ultimately led to the armed conflict during May-July 1994 resulting in the loss of more than US$8,000 million; 

-
The preoccupation with activities aimed at restoring the public services affected by the armed conflict (military operations); this has resulted in a diversion of the limited resources for the development process towards emergencies and rehabilitation operations; 

-
Natural disasters such as floods and earth quack.

The government has undertaken some important measures to rectify and enhance the economy, such as exchange rate adjustment, control of the government expenditures, and others.

2.1.2. Institutional setting


The Ministry of Agriculture and Irrigation ( Ministry of Agriculture and Water Resources-at the time of WWPU  formulation) is the central institution for administering the land use in rural and peri-urban areas. Only the municipal territories are directly under the administration of the Ministry of Housing and Urban Planning.  

The  WWPU had to be coordinated by the General Directorate of Forestry and Desertification Control (GDFDC).  This is the public institution of the MAI entrusted with the extension, maintenance and protection of forest resources, rangelands, forage and desertification control.  Fodder production for cattle as a part of watershed management is also one of the tasks of the GDFDC. The GDFDC consists of six directorates:


· 
Natural Forests


· 
Afforestation and Desertification Control


· 
Forest Nurseries


· 
Rangelands and Forage


· 
General Services


· 
Watershed Management (recently established)

At the regional level, the responsibility for forestry is entrusted to regional agricultural administrations and some Forestry Extension Units.

It is to note that following the Aden Agenda the MAI is going to be restructured this year. This should be done  in accordance with the decentralisation strategy.

2.1.3. Environmental aspects

Many ecological constraints hinder the agricultural development of Yemen. Natural water resources are scarce and overexploited. Most arable lands and watershed areas are subject to extensive soil erosion and desertification. The peri-urban territories in Yemen are mostly barren hills or flat desert areas with scarce vegetation cover. The remaining scrubland is degraded through overgrazing, over-cutting and urban extension. The availability of treated wastewater offers a good opportunity for a reforestation programme to optimise land-use in the peri-urban territories.  

2.1.4. Complementary nature with other projects and programmes

The GDFDC hosting the WWPU has been supported by FAO since 1985, by the Swiss funded GCP/YEM/015/SWI project.  The main objective of this project was the capacity building of the GDFDC, permitting adequate planning, monitoring and evaluation capabilities.  

GDFDC has been  also involved in the implementation of the World Bank funded "Land and Water Conservation Project". The main objective of this project was  to strengthen sustainable agriculture.  The forestry component of the project was dealing with the conservation and management of natural forest areas, accelerated tree planting, extension of soil and water conservation approaches, control of sand encroachment onto agricultural lands, terrace stabilization, tree nursery development, and development of methods of watershed management. 

An important support to the MAI has been given by FAO within the Netherlands sponsored "Environmental Resource Assessment for Rural Land Use Planning" project (GCP/YEM/021/NET). The project had to contribute to updating of land use maps on reconnaissance level for Aden, Dhamar, Hodeydah and Sana'a. 

The German Agency GTZ has supported over many years the preparation of urban development schemes for secondary cities in Yemen. 

The Netherlands sponsored "Sources for Sana'a Water Supply, SAWAS Programme" had as its long-term objective: the identification and assessment of additional sources for an adequate water supply to Sana'a until the year 2010, and contribution to the planning of an optimal exploitation of old and new sources. For many years, the outputs of this project have been used for the elaboration of a feasible strategy for the National Water and Sewerage Authority, focused on the urban and peri-urban areas of Sana'a. 

Other Dutch-financed projects to be mentioned are the project providing support to the Environmental Protection Council, EPC, and the UNDP/Netherlands funded Water Resources Management project. 

2.2. Cost, starting date and duration of the project
The total cost of the project has been estimated at US$ 5,059,525, of which the  Government had to contribute in kind, the equivalent of US$ 1,000,000. The initial starting date was set for April 97 and the duration estimated for 3 years (1997-2000). It started in April 1998 and the duration has been extended to 4 years with the expected ending date 31 March 2002. It is to note that the Government contribution initially planned in kind later on has been agreed upon to be also in cash. Two  budget revisions later on have increased Donors’ contribution from US$ 4,059,525 to US$ 4,758,772( See section 5).  

3. Project Relevance and Objectives 

3.1.Relevance         
The project concept is rather clear and justified. The environmental protection in Yemen needs a sustainable approach and long-term actions. This should  meet the needs for a more efficient use of water. It should also tackle the urban and peri-urban pollution which is creating more and more serious health risks for the fast growing population in the cities. 

The needs of rural population have been addressed. The participatory demand driven approach designed by the project concept was a significant contribution to the overall project success.

The additional participatory exercises in Community Land Resources Management Master Plan preparation have contributed to the establishment of the national WMSMDP which is actually coming as the follow up of WWPU activities.

3.2. Objectives 

3.2.1. The overall objective of the project 

The WWPU aims at assisting the Yemeni people in the search for grass-root sustainable development through which the scarce natural resources are better managed and environmental balance is granted for the best of the population and their livelihood. The intended watershed management, waste water re-use as well as the agro-silvo-pastoral management and development packages / interventions will provide for optimal natural resources use, income generation and environmental stability.

The overall project objective project is envisioning a future in which natural resource management in Yemen is sustainable and founded on community-based institutions, organised on principles of integrated watershed management. Waste water re-use, agro-silvo-pastoral management, income generating activities and sustainable NRM practices are the instruments to achieve this long-term objective. 

The scope of this objective is of an all-encompassing nature justified as integrated watershed management requires such amplitude. Nevertheless, it seems worthwhile to mention that in the future there is a role for government institutions in terms of providing services to the civil society in general and for the private sector organisations and community institutions in particular in terms of an administration, co-ordination, data-collection and monitoring.

As a matter of fact, the present fragmentation of vital public services over several ministries and authorities already call for urgent action in this respect. NWASA, EPA, NWRA, AREA, MAI, MLA, MHUP, MPW, MoE and MPD all hold a significant stake in proper functioning of watershed management, but co-ordinated action is rare.

The nature of the overall development objective has placed the WWPU project at the cross-roads where effective collaboration among all stakeholders at community level, as well as district, Governorate and national level, should be created, strengthened and consolidated in order to cumulate into concerted, jointly shared and sustained action. 

To be able to initiate, consolidate and expand the co-ordinating and backstopping mechanisms into an institutionally sustained and sustainable set-up is an arduous task, that can never be accomplished in a project with a 4 year’s life span, given the actual state of affairs within the public and private sector. The strategy however, to build sustainable NRM practices on full community participation is a very valid option.

3.2.2. Immediate objectives

The following immediate objectives had been formulated in the PRODOC:

 1) Watershed management and desertification control in peri-urban areas;

 2) Promotion of afforestation on communal and privately owned agricultural land through support of villages, local communities, families, individual farmers. Special emphasis to be given to the involvement of women;

 3) Project activities supported by the establishment of Forestry Extension Units to strengthen the peri-urban social forestry and extension services, environmentally sound interventions, including women related activities within the project sites and elsewhere.
The project objectives have not been defined in a specific sequencing order, rather all three project components were supposed to be implemented parallel or simultaneously, differentiating according to the specific characteristics and priority needs as per intervention area. Immediate objectives 2 & 3 are as a matter of fact tools to contribute to the realisation of immediate objective no 1.

The project strategy to reach the postulated immediate objectives is very relevant. However, the project’s approach to do so is based on a gender sensitive, grass-root oriented land use planning methodology, community designed schemes, local implementation and participatory follow-up, demand-driven, addressing the needs of poor and marginalised beneficiary groups . To get this approach accepted and pro-actively endorsed beyond the level of individual staff, i.e. by the organisations and government bodies who employ such staff requires a persistent, long-term effort going beyond the projected life span of the project.

4. Project  Design  

4.1. Definition of the ultimate beneficiaries and ways to reach them

In identification of potential interventions it was designed to work with a focus on poverty alleviation and all interventions to be conceived and developed with the community members. 

From the very first contacts at village level, the FEU staff asked the community members to collectively agree upon the local intervention needs and priorities, including joint decision-making on the families and individuals that would be to benefit directly from the WWPU activities to be developed.

Following the project strategy, village activity groups and committees were set-up so as to increase the continuity of the interventions. At the same time, these groups and committees also formed an effective mechanism to forge a stable link with the beneficiaries.

4.2. Needs identification

Procedures for extensive need identification described in the inception report were the first needs assessment studies performed by the project staff. Based on these the first 5 original intervention sites were selected, and within the villages communities concerned RRA exercises were conducted with a high level of participation of the villagers themselves.

After the MTR, extensive studies were performed and Community Land resources Management Master Plans were designed and elaborated with full community participation.

In the opinion of the TEM, both need identification exercises allowed for proper needs identification. It is noted that the project itself practised a learning-by-doing approach, and in the formulation of the CLRMMPs, there was a higher degree of villagers’ involvement than in the earlier need identification at the project’s start. One aspect of the need assessment practised though, the TEM wants to highlight is how FEU teams managed to merge priority lists from male villagers and female villagers into one commonly agreed upon priority list for the village concerned. 

In a situation where no prior interventions were undertaken in the villages where the WWPU staff was working, all help and support seemed to have been very welcome, which might have smothered basic differences in point of view. But sooner or later, divergence of perceived interest may rise and therefore this matter of merging into one list of priorities the results from a need inventory conducted separately in two or more groups of villagers needs to be carefully looked into. 

4.3. Overall project intervention logic

The intervention logic to bring about sustainable community-based NRM through activities for watershed management in peri-urban areas was well designed. Waste-water re-use en desertification control measures like afforestation as such could have gone successfully along with the other interventions, if undertaken in the same participatory, community-based and gender sensitive approach as were applied for the latter.

However, this was not the case, as the desertification-control measures and the waste-water re-use activities were planned to be implemented through a centralised approach to be executed by hired labour. 

In this respect, the TEM finds the original project formulation inconsistent. With the wisdom of hindsight, it can be concluded that the WWPU project should have made a more clear-cut distinction based on considerations of methodological consistency to leave the large-scale, centrally planned interventions to other entities.

4.4. Clarity and precision in description of outputs

In general, the project activities are rather well identified and elaborated. The outputs were less well defined especially, but not exclusively, as far as the results of training efforts are concerned.  

However, taking into account that capacity building of human resources is one of the major underlying issues of the WWPU project, it is curious, that outputs of such training activities are not specified anywhere.

A more serious omission is that no specific activities have been formulated, nor a methodology on how to build institutional capacity inside the GDFDC and/or the AIOs other than on-the-job training, study tours and short courses on individual level. 

For training efforts to result in organisational strengthening, more is involved than casual on-the-job training of individuals. A comprehensive HRD plan is to be conceived, to create conditions for learning on the different levels of the organisations involved, that employ the individuals concerned, making use of their increased know-how and skills.

Level of adequacy of the specifications. The TEM noted that in general the inputs and activities are well defined and specified. However, outputs and the expected results are less well defined and in terms of skills levels attained or competence acquired through attendance of training, or organisational performance hardly any specification can be found. This is certainly an aspect that has made the design and elaboration of an appropriate 

4.5. Clarity and appropriateness of the project's internal management structure. 

The Project Document (PD) has assigned the role of Project Implementing Agency to the GDFDC, and the Executing Agency to FAO.  It seems adequate as the GDFDC in its’ own structure had departments whose objectives were very close to the objectives of the Project (like watershed management, afforestation, desertification control, etc.). The GDFDC had to nominate the Project's National Director, in fact it happened with the approval of the leadership of the Ministry. Thus the institutional structure for project implementation had been planned as follows:


-
National Project Director, assisted by CTA/FAO;


-
Heads of Forestry and Extension Units;


-
Each FEU with its three sections, assisted by FAO experts.

There was a rather clear task distribution among the FEU staff: one of FEU sections is co-ordinating the activities concerning watershed management and/or desertification control, the other is dealing with rangeland management (grazing control on communal grazing land and private farms, training and extension activities), and the third one is focusing on women programmes. 

In the project document there was not a clear enough establishment of forward-backup linkages among different bodies regarding M&E system feedback to the management structure itself, as well as to the implementing units. It was assigned to each unit to prepare its quarterly reports summarising the achievement of the planned activities and present it to the DG/GDFDC and the concerned Director of the GDFDC, the Project Director and the concerned FAO expert. The TEM feeling is that in reality later on the linkages between the project units and GDFDC units have lost  their strength. 

It was expected that the newly created FEUs would be integrated sustainable into the organisational structure of the GDFDC within Agricultural Offices at the regional level. The TEM wishes to note, this implementation has not gone very far. 

It has been designed by the formulation team that a National Steering Committee (NSC) should be established, that would include the Ministry of Agriculture and Water Resources (GDFDC secretariat of NSC), the Ministry of Local Administration, the Ministry of Construction, Housing and Urban Planning, the Ministry of Planning and Development, the Governor of the concerned region, the National Authority for Water and Sewerage, the Environmental Protection Council. The National Project Director and the Chief Technical Advisor should participate in these meetings as resource persons. FAO and Netherlands representatives should be invited to attend these meetings as observers. The NSC would meet on a regular basis provide guidance and assistance for the smooth and efficient implementation of all filed activities. 

According to the PD at the regional level, a Project Implementation Committee (PIC) should have been established as a permanent body for an open dialogue with all the partners involved.  The Head of the FEU should co-ordinate the preparation of the PIC meetings.  

The TEM’s assessment of the clarity in the above designed co-ordination structure is rather positive. In fact it proved to be functional during the Project implementation.
4.6. Major risks and assumptions explicit or implicit in the project design.

The TEM finds that the PD has adequately taken on consideration some major risks that could jeopardise the success of project implementation. Among them were those related to lessons learned from other projects in the past, expansion of the cities taking over productive lands, recruitment of sufficiently qualified and motivated staff, as well as some social and cultural rules that different regions might have in respect of the involvement of women in project activities. The TEM wishes also to note that some other risks and assumption related to delays in contributions, bureaucratic procedures, mismanagement, changing policy environment, etc. might have been considered by the formulation team. The reality of the Project implementation later on has proved these risks occurred.

4.7. Review of the institutional setting and external linkages 

4.7.1. Government policies

There has been significant progress since the Project start in 1998 within the Government policies, having a bearing on project objectives and operations. There are few modern laws draft, such as: the Comprehensive Environment Protection Law, The Forest Policy and Law and the Water Law. The local Authority Law (Law No.4) passed by the Parliament and approved by the Presidential Decree in February 2000 stipulated the decentralisation, transferring implementation power to the local administrations.

In the  “Vision 2025” the Government has identified six major development priorities for the long-term and among them there are two which have a bearing linkage with the project’s objectives, namely: improving the efficiency of the resources use, and securing sustainable development and environmental conservation to rural areas. The Aden Agenda
 has identified clearly the actions that should be undertaken to implement the priority objectives.  It is to be noted, that according to Aden Agenda, MAI’s main functions in the future will be focussed on the conservation, protection and development of natural resources through among others, watershed management, groundwater conservation, forestry and rangeland management. 

4.7.2. Other linkages


Some important changes have occurred in the donor’s strategy. The Netherlands have decided in the agreement with the Government of Yemen, to go towards a “Programme Approach” within the “Sector-Wide Approach” (SWA) to sustain their support. According to the Aden Agenda, the SWA is to include in the beginning six main areas, namely: 1) rain-fed agriculture and livestock; 2) watershed management and sustainable mountain development; 3) irrigation efficiency; 4) gender policy; 5) desertification control; and 6) rural marketing. As the Netherlands are not expected to approve any new projects in the future, the Project itself had to change orientation and done it successfully, taking additional charge to prepare the national programme” watershed Management and Sustainable Mountain Development Programme”, which is entirely responding to the most of above listed area priorities.

5.  Project Implementation and Management

5.1. Project Budget and Expenditure        

The donor and host Government contributions as per Project document and the revisions made are shown in the table (1) below:

Table (1): Donor and Government Contribution

	Stage
	Donor contribution

(Netherlands Gov.)  in US$
	Host country contribution

(ROY Government) in Y.R

(expressed in kind)

	PRODOC

Revision increase

Revision increase
	4,059,252

390,747

308,773
	145,000,000



	Total
	4,758,772
	145,000,000


As per above table, provided by the Project, the donor‘s contribution has been increased twice, during the F and G budget revisions agreed upon by all parties. There have been A,B,C,D,E,F and G budget revisions up to date. The TEM has requested the Project to provide preliminary data on budget delivery rate , as balance on 01 March (table 2). 
Table (2): Financial Statement of GCP/YEM/026/NET Expenses for the period 04/1998 - 02/2002 based on Project Records.

	Code
	Description
	Authorized Fund by B/R "G"
	Expenses

4/98 -02/2002
	Balance on 01/3/2002
	Delivery rate, %

01/3/2002

	5011
	Salaries Professionals
	1,161,615
	1,141,615
	 20,000
	98.3

	5012
	Salaries Gen. Services
	   132,580
	   129,580
	   3,000
	97.7

	5013
	Consultants
	   493,102
	   471,102
	 22,000
	95.5

	5014
	Contracts
	   532,800
	   513,400
	 19,400
	96.4

	5020
	Overtime/Salaries Supplement
	   193,960
	   189,160
	   4,800
	97.5

	5021
	Travel
	   369,212
	   364,212
	   5,000
	98.6

	5023
	Training
	   423,414 
	   273,414
	150,000
	64.6

	5024
	Expend. Procurement
	   266,002
	   266,307
	-     305
	100.1

	5025
	Non-Expend. Procurement
	   296,517 
	   296,517
	    NIL
	100.0

	5027
	Technical Support Services
	     14,692
	     14,692
	    NIL
	100.0

	5028
	G. O.E.
	   306,155
	   288,225
	  17,930
	94.1

	
	Sub Total
	4,190,049
	3,948,224
	241,825
	94.2

	5029
	Support Costs
	   547,469
	   516,032
	  31,437
	94.3

	5050
	Charge back
	     21,254
	     21,254
	     NIL
	100.0

	
	Grand Total as per B/R "G"
	4,758,772
	4,485,510
	 273,262
	94.3


Notes:
1) The FAO HQ Expenses listed above are in estimated value.


2) All amounts in U.S. Dollars

The overall budget delivery rate under rough estimation  is 94.3%. The delivery rates  by all expenditures categories  are close to 100% with the exception of training component which has been delivered at 64.6% only. In fact, taking into account the balance of US$ 273,262 as to the 1 st of March and forecasted expenditures for  the March it is expected to have the budget balance of around US$ 193,000 up to NTE Date 31/03/2002. This is recommended to be considered for the bridging period as the project extension for 3 months. For this extension it is urgently needed to prepare budget revision H with the transfer of funds left from the training for the bridging period sustaining activities.

The TEM  has to note that the donors contribution was timely and adequate. The contribution in kind of the Government of Yemen as agreed upon at the start of the Project was delivered in a much higher rate. Therefore the in cash contribution constituted 4 mln. Y.R. in 2000 and  3.5 mln. Y.R. in 2001. This has  been absorbed as delivered only for FEU operation  expenditures  and delivered only at 10% rate for hiring local labour to be involved in a large scale afforestation activities. This lack was partly solved with the contribution of WFP with the FFW, estimated at US$ 3326 in cash as well as 177.85 tons of wheat and 12.168 tons of cooking oil, as in kind contribution.

The permanent delay in cash contribution was the main issue the Project Progress reports were systematically recalling to. As to the findings of the TEM the delays of “in cash contribution” by the Government were mainly due to the fact that this contribution had been agreed upon at the later stage of the Project and had not been included into Government’s investment programme under the proper name of the Project which has jeopardised its’ use. 

The national investment programme for the year 2002 includes an amount of 5.5 mln. Y.R. for the WM&SMD Programme to be started as follow-up of the WWPU activities. Thus, the  TEM believes  the Government should address the issue of in cash contribution timely and adequately.

5.2.Government Support                     

Direct support of the Government in terms of policy and practical involvement was adequately allocated through the MAI and the GDFDC. The GDFDC has contributed a lot in the start up phase of the Project allocating some premises, equipment, plans, maps, etc. The TEM has to mention that the Letter of Agreement between FAO and Government was in the beginning signed by GD of GDFDC, but later on the responsibility was given to the deputy minister of MAI . This could be considered as a political recognition of the important role the Project was playing within the priorities of the MAI. 

 It seems the Project achieved to establish rather good working linkages not only with main ministries (like MAI, MDP, EPA, NWRA, etc.)  but also with regional authorities within 4 Governorates, which included initial pilot activities, as well as 4 additional Governorates selected for the WM&SMDP preparation exercise. For some interventions beyond the scope of the Project, but requested by the communities during the demand-driven participatory planning exercise, Project had established rather efficient linkages with different institutions and NGO.
The support provided to the project and the communities by TDA, and the Offices of Agriculture of the MAI in Aden and Dhamar, and the backing provided through other related institutions
 are worth mentioning. The Government commitment is also demonstrated through the institution of a Project Steering Committee and of the Advisory Committee to the project, which were meeting  to solve operational problems faced by the project.

5.3. Project Co-ordination and Management         

5.3.1. Project co-ordination

The co-ordination of project activities among different stakeholders has been promoted through the National Project Steering Committee, chaired by the vice-minister in the beginning and by the deputy-minister of the MAI actually. The SC has provided policy and strategy guidance to the project management, having hold its’ meeting at least twice a year. This national SC had also to cover the North and South Sana’a project sites.  For other three project sites 3 Regional Steering Committees have been operational, headed by the DG of Agriculture. 

There has been also a Project Advisory Committee (PAC) established at the central level and following Special Co-ordination Committees: 1) the Wastewater Re-use Technical Committee; 2) Desertification, Forestation and Rangeland Management Strategy Formulation Committee; 3) National Watershed Management Policy and Strategies Formulation Committee; 4) Documentation of Indigenous Knowledge, Practices, Rules and Management Systems on Land Resources Management Committee; 5) Consultative Group on Participatory Approaches in Yemen. The project is also represented in the Gender Inter-Agency Task Force. 

If the SC and PAC seemed to be operational the TEM has found little proof of the functionality of the above special committees. The general appreciation is that Project has elaborated a tool of bringing people (stakeholders) to co-ordinate together, but there is not enough evidence this collaboration would be sustainable without the presence of external motivation. 

5.3.2. Project management

Overall, project management looks to be rather successful. The project was integrated within the GDFDC of the MAI.  At the central level the management structure included 6 sections combined with the departments of the GDFDC. They are a) Watershed Management; b) Wastewater Reuse; c) Afforestation and Range Land Management and Desertification Control; d) Women Extension; e) Forestry Extension; f) Monitoring and Evaluation. At the regional level management structure includes 5 units: 1) North Sana’a Unit, located with the GDFDC; 2) South Sana’a Unit located with the GDFDC; 3) Hodeidach Unit located within the Tihama Development Authority; 4) Aden Unit, located within the Aden Agriculture office and 5) Dhamar Unit located within the Dhamar Agriculture office (See annexe 6). 

The steps undertaken by the project to ensure the institutional sustainability after the end of the project, in terms of transferring the responsibility to national staff, look to be reasonable. The 17 national experts, 5 national field units directors, as well as about 33 technicians have been selected and provided with over 35 counterpart staff for further formal and informal on-job training (See annexe 7).
The TEM wants to emphasise the importance of M&E system information feedback for the management purposes. Although the M&E system outputs have not been efficiently integrated into the management structure the TEM wishes to recommend for the follow up phase to develop the basic linkages for the use of this powerful decision support instrument in programme management. 

The TEM has to agree with the findings of the RO Steven Bass
 that the project documentation and reporting style is too output oriented. Most of documents do not reflect accurately the project’s achievements regarding the participatory approach and quality of achievements. Therefore as to the estimation of the TEM, the recommendation of RO for the project to shift its strongly output-oriented report focus towards an “outcome” - focus (presenting technical outputs as part of a process, which also has substantive process-related achievements to report on) has not been taken on consideration adequately.

5.3.3.Monitoring and Evaluation

The Project Monitoring and Evaluation (M&E) system aimed to provide a succinct assessment of the status of the projected outputs and of the impact that the project has in its key target areas. In this respect one of primary tasks is establishing impact indicators which will enable the gauging of the project influence at all levels.  The TEM has to note that project has rather properly established so-called "end -of-project progress indicators", related to the targeted objectives and projected outputs but this is not the case with impact indicators which should allow to assess project impact on target beneficiaries, institutional sustainability, environment. There are no indicators, which should permit also to assess project impact with respect to the Government of Yemen's Strategy Objectives and Targets.

It is important to note that sources of data pertaining to key components of the natural resource base and aspects of resource management have not been identified.  Of particular importance to WWPU Project is the monitoring of the impact of policy changes on sensitive natural environments around the proposed geographic areas of Sana'a, Aden, Hodeydah and Dhamar.  The data currently available for monitoring environmental changes in these areas are very limited, and in some cases non-existent. The TEM finds that the project contributed very little to fill this shortage up to date. 

A monitoring and evaluation system has been established based on the adjusted recommendations of the international expert in M&E. The baseline monitoring data have been collected. As reported by the project team, continuous review of the M&E system is being carried out to improve and refine it further. The TEM notes the overall M & E system is too heavy and bureaucratic in also should give much more attention to the quality of implementation of different interventions and, especially, of capacity building among partner offices.

5.3.4.Technical and Operational Backstopping and Support      

5.3.4.1.Operational/administrative

The operational/administrative backstopping provided by the FAO Rep Yemen, FAO RNER and FAO HQs was adequate to the project needs and requests. During the project life 6. operational and managerial support from FAO RNE (7 technical backstopping missions), FAO HQs (8 technical backstopping missions), FAO Representation in Sana’a (regular follow-up and visits), The Royal Netherlands Embassy (eventual  follow-up visits), and the MAI (taking part in evaluation and visits)(See annexe 8).

As to the findings of he TEM FAO merits a prise for the gymnastics it performed to support Project to keep it going in spite of bureaucratic delays due to some overcomplicated procedures.  

Adequate operational support provided to Project by the donor- the Dutch Embassy is much appreciated by the TEM. The new reorientation of donors’ policy towards the “Programme Approach” had a positive effect on projects’ activities reorientation for the programme preparation exercise, which was rather successful. Furthermore, it should be noted that there were at least 7 budget revisions during whole project life, which have been agreed mutually to reflect adequately the new project needs because of new targets of the Project. All above did not impede the operational Project-Donor-Project linkages.

5.3.4.2.Technical

A significant number of consultancy missions have been arranged (See annex 8) for providing technical support to the project, among them 4 international and 6 national. The recommendation of the MTR to replace the international expert in wastewater reuse by a national one has been taken on consideration. 

The overall assessment by the TEM is that technical and operational backstopping and technical assistance for the project recruited by the Executing Agency (FAO) have been adequate, timely and appropriately arranged. The only exception was the history with the APOs which could not be recruited till the end of the Project.

5.3.5. Internal  /External Evaluation and Review

5.3.5.1.Internal Assessment

As reported by the Project management one internal assessment had been carried out prior to the MTR in 2000.The TEM has got little to say as to the effectiveness of this exercise, therefore is convinced such a study should have been having a positive impact on Project performance. At the same time the TEM has only to regret such an internal assessment has not taken place prior to the Terminal Evaluation.

5.3.5.2. MTR and Actions taken

The MTR carried out yearly in  2000 has offered a number of valuable recommendations to all concerned parties. As reported by the Project team, they have been disseminated to all partners and project units, examined, discussed and the plan of actions has been adopted by the project. The actions taken towards essential recommendations are described in a table format as offered by the Project team (See annex 9).
The strongest recommendation of the MTR to undertake the WM&SMDP preparation exercise has had major impact on the reorientation of the project activities. As a result project has executed a number of capacity building for the decentralised planning activities and went through the decentralised demand-driven participatory planning exercise in 16 Uslas of 8 Governorates. The national programme WM&SMDP has been prepared as the result of this exercise and has been submitted for the follow-up of the Project activities.

Although the TEM is willing to appreciate the majority of MTR recommendations have been considered by the Project, some rather essential ones have been ignored. Those regard the free of charge distribution of seedlings at central nurseries; socio-economic study to compare cost-effectiveness of central nurseries against community nurseries; formulation of the transition phase draft proposal before the end of the Project, etc.

The TEM is willing to express its own feeling that the Project in its initial design had set up a rather extended targets some of them overoptimistic and going beyond the scope of an project. On the other side, accepting new activities with regard to the LRMMP preparation in the middle of the term in addition to day-to-day work, as recommended by the MTR, has created the risk of not accomplishing the quality of work to be done.

6. Project  Activities and Outputs 

6.1. Immediate objective 1

Promotion of sustainable long-term people-oriented watershed management and desertification control within the peri-urban areas of Yemen

Output 1: Sites for watershed management and desertification control selected, their boundaries made clearly known to the concerned population.
At the initial stage, on the basis of different studies completed, the project had selected 2 types of sites. The first were “participatory sites” in which the activities were to be implemented with the full participation of the local population. The second were “ direct intervention sites” in which the project would intervene directly with a different degree of community involvement. A total of 6 sites of the first type and 4 of the second type were selected (See annexe 10). The total beneficiaries involved in the community participation sites add up to 8,615, of which, 4062 are female and 4547 are male.

At the later stage for the formulation of the Watershed Management and Sustainable Mountain Development Programme  (WMSMDP) 16 Uslas of 8 Governorates were surveyed and some new sites were selected. 

The TEM wants to make the observation here that in selecting the sites for the further implementation of the WMSMDP the experience adoption and spreading space should be ensured for each pilot village, meaning that pilot villages themselves will be having promoting role in providing motivation and some technical advise to the neighbouring villages interested in similar activities.

Output 2: Detailed Land-use schemes prepared for each site.
The Land Resources Management Master Plans (CLRMMP), were prepared for 7 communities ( instead of 5 master Plans specified in the PRODOC) with the demand driven participation approach, directly and fully involving communities themselves at all stages of the studies. Although the TEM expresses some criticism with regard to the content of the CLRMMP itself, especially regarding the action planning part missing (, the participatory approach of the exercise has got a significant recognition among different stakeholders and could be advised as a model for the coming programme implementation, as well as to some other projects. 

Actually, 16 draft land use schemes - Usla Brief Development Plans UBDP) for the areas surveyed within the WMSMD programme have been prepared including 2 Uslas in each of  8 Governorates selected.

In co-ordination with the MHCUP, The project initiated the preparation of Green Environment Schemes for the peri-urban areas of Sana’a, Aden, Hudeydah and Dhamar. The drafts of the 4 proposed schemes were discussed in a workshop attended by representatives of MHCUP, NWASA, EPC and MAI. The final draft was then sent to the concerned regional authorities for final discussion.

The TEM is happy to note the explicit efforts devoted by the project team to the implementation of above Development Plans, the activity which has been resulted in a national programme document, as recommended by the MTR mission, taken on consideration that it went much beyond the initial scope of the PRODOC. 

Output 3: An implementation work plan is prepared for each site.

Implementing the Community Land Resources Management Master Plans (CLRMMP), a total of 85 detailed implementation plans (mini-project files and technical studies) were completed for various types of activities such as nurseries, home gardens, rangeland management improvement, water harvesting, agro-forestry etc. The project prepared also Action Plans for direct, non-participatory intervention sites. To facilitate this process project provided training to beneficiaries on how to identify new mini-project interventions and create implementation plans.

Output 4: Analysis of large-scale manpower based forestation activities.
As reported by the Project Team the implementation of the CLRMMP by the communities provided some employment to villagers. Formats have been elaborated and a computerised resource monitoring system has been developed for storing, analysing and reporting information relating to the time and costs required for the implementation of various interventions. 

Project has been systematically collecting and documenting all such information related to afforestation activities. Draft contractual agreement models pertaining to the implementation of intended interventions have been drawn. They define land resources use rights as well as division of tasks and responsibilities. As to the information provided by the Project management, some agreements between project, local authorities and beneficiaries have been finalised and are under implementation.  

Output 5: Seasonal tree-planting campaign implemented.
According to the PRODOC the tree planting should have been a very active component of the project, covering an area of 1500 ha. The field interventions have, so far been much more modest. The trees planted for green corridors and public planting campaigns represent an equivalent of 160 ha  and have been implemented mostly as community participatory plantations in different  interventions (See annexe 10). To this, we must add the area equivalent planted following seedling distribution and sale. The central nurseries have distributed some 294,876 seedlings, which is equivalent to around 490 ha of plantations.  Thus, the total area represented by seedlings distributed and seeds planted  for the large-scale afforestation activities is of 651 ha, which makes 43.4% the output delivery rate. 

It has been reported to the TEM that at the initial stage of the project the need to introduce the participatory approach and proceed with the construction and/or rehabilitation of central and community nurseries had delayed tree-planting implementation. The TEM would not likely believe it were the real reasons for delay. It seems a much stronger argument to be, that tree plantation around Aden and Hodeydah could not be initiated because of lack of cash contribution by Government for hiring the required labour force. This has been solved partly with the contribution of Work for Food (WFP). We must admit also, that the initial target of 1500 ha was so far too optimistic, which had been noted by the MTR as well.

To support planting campaigns, the project designed and assisted to the construction of 3 central nurseries (Aden, Hodeydah, Dhamar) and rehabilitation of the two existing ones (North Sana’a and South Sana’a). Their total production capacity is estimated at 800,000 seedlings/year. Seven community nurseries with a total production capacity of 100,000 seedlings were also constructed with the active participation of female beneficiaries. (See annexe 11). 

Assuming the continuing demand in seedlings for the community and public purposes, including the plantations for sustainable watershed and natural resources management activities, the highly subsidised (from 50 to 80%) seedling production or free of charge distribution of seedlings at the central nurseries at the opinion of TEM makes it a “risky business” in terms of economic sustainability if the external support is terminated (See section 7.2)

Output 6: A sustainable maintenance system established.
The TEM was acknowledged that although some arrangements, including community involvement and recruitment of guards, have been made for tree watering, replacing of dead seedlings and protection of plantations, the survival rate in some community plantations was as low as 10% (case of Hodeidach public plantations). On the contrary, where project units or farmers themselves were committed to the maintenance of trees, the survival rate attained 58%- 90%.

Output 7: A monitoring system for project activities designed and implemented.
A monitoring and evaluation system has been elaborated by the  UNV, and later on established based on the adjusted recommendations. The  baseline monitoring data have been collected. As reported by the project team, continuous review of the M&E system is being carried out to improve and refine it further. Therefore the TEM has been told by the staff during the meetings the contacts by UNV with people were missing in this process to get more viable results. Although TEM notes the overall M & E system is much concerned with quantitative achievements, it also should give much more attention to the quality of implementation of different interventions and, especially, of capacity building among partner offices.  

Already by the MTR was noted the M&E section at HQ is too heavy and bureaucratic in its design. The TEM notes a rather complicated data flow chart among project units sections and sub-sections.

 The M&E responsibilities at the project Unit level are not well defined and represent different variations. It had been suggested to have the M&E section at each Unit, or at least, this responsibility assigned to one of the national experts. This has not been realised at any one of project units visited by the TEM. In most cases the M&E tasks are assigned to each of national experts according to their intervention sector, the data collected being checked by the Unit head before being sent to the project HQ. At least 16 forms
 (excluding wastewater monitoring forms) are to be filled in regularly. These forms do not synthesise the information and do not seem to be properly double-checked, as data variations and discrepancies are often encountered.   

As reported by the MTR, software for the  wastewater quality control and monitoring has been completed by the project. It is meant to assist the operator at the wastewater treatment plant to start-up, operate, maintain and troubleshoot the functioning of the plant. The software had to be available for implementation at all treatment plants. However it did not happen. Moreover, the TEM to its surprise has not found any laboratory test data nor laboratory facilities established at the treatment plants and very little motivation of plants’ staff in the need of such data. The LWASA offices should be motivated themselves by the adequate national regulatory framework to have and systematise such data instead central database be maintained at the Project level. 

6.2. Immediate objective 2

Creation/promotion of tree and fodder plantations on communal and individual farmlands, through the support of villages, local communities and individual farmers, with special emphasis to involvement of women.

Output 1: Specific tree planting activities that would target the local women and meet their collective, and individual requirements (self-help activities).

Following needs’ assessment and priority setting exercise in the framework of the CLRMMP, women proposed and implemented a number of income generating activities, such as establishment of eighty two home gardens and  6 horticultural sites within the selected sites ( See annexe 12). Home gardens are usually small plots of about 50 to 100 square meters, allowing families to grow vegetables, fruit and shade trees as well as medical ornamental plants for their own use. Unlike home gardens, the horticultural plots are usually owned and managed by women groups. The TEM considers these activities as a small scale home economy  interventions but rather  important from the prospective of involving women in a business approach thinking  and participation.

Output 2: Communal graze-lands in selected peri-urban areas rehabilitated and managed. Land ownership clarified, management system negotiated and agreements made and signed by all parties. 

Terrace construction, fodder production and grazing lands rehabilitation have  been considered by the Project as important issues for local communities within the intervention areas. Grazing lands deterioration were considered some of the problems that communities needed to be assisted in them. Within this framework the Project decided to extend its assistance to local communities and groups to prepare their interventions files and implement them. Achievements in this respect included rehabilitation or construction of the terraces within Dhamar and Sana'a Project areas. They also included the rehabilitation of grazing lands and establishment of fodder production sites within the Project locations.

A total of  25- 40 rangeland sites with a total area of 720-920 ha have been identified by the initial project document. Up to the moment of the TEM visit the total of 20 sites have been rehabilitated ( with the total area of 29 ha only) with  their boundaries plotted and made clear to all ( See annexe 14). Before the activities were carried out the rehabilitation and management agreements were discussed, negotiated and signed by all concerned parties. 

The TEM has the impression that this activity could have been given higher importance  not only in terms of quantity of hectares rehabilitated but also in terms of better planning the rangeland use for the rehabilitation activities, taken that some  areas could have been protected  from the animal access during a certain period of rehabilitation.

Output 3: Farmers supported and trained to produce their own seedlings and to plant and protect their trees themselves. On-farm planting increasing farm income and protecting natural resources.
The Project has  provided, through extension work, technical, operational and managerial support to rural communities. In total, 391 community representatives (committee members and leaders) have been trained. Of these, 343 were male and 48 were female. The following themes were discussed: village committees, tasks & responsibilities, community participation and mobilisation, roles and benefits of afforestation, village nursery establishment, selection of priority sites for desertification control, school tree planting, co-operation concepts and co-operatives’ establishment. 

To the opinion of the TEM the achievement of the Project is that even rather small groups from the poor category of the different communities in each of Dabaniah (Hodeidah), Dar Mansur (Aden), Hamil (South) and Beit Handhal (North) Sana'a were given the opportunity to invest into a small scale activity such as nurseries. These were to help them to have access to food and other basic needs. The capacity of such nursery was rather small and ranged from 4000-8000 seedlings. It is important, that the establishment of the nurseries including the provision of inputs was made through joint efforts by the communities and the Project. In general these poor groups with the assistance of their respective communities availed the land, local material, water, labor and the management of these nurseries. 

Another type of community nurseries promoted by the Project was the cooperative's nursery, which is a larger type of nursery and is with total capacity of about 30,000 seedlings. The total number of community's nurseries established reached 7 (See annexe 11). It seems to the TEM that some of the nurseries already became productive, availed good quality seedlings and the returns were distributed as agreed upon. 

The Project has promoted   on-farm tree planting using appropriate technologies, such as windbreaks, fences, shelter belts, woodlots (for fuel, poles, tools, handicraft, etc.). Fruit trees have  been promoted in some cases  as an incentive and support to the afforestation programme of the project. As to the findings of the TEM the above plantings were rather successful in terms of seedling survival rate, as the speeches of seedlings were well adopted to the local conditions and as the maintenance of trees planted was carried out by the beneficiaries themselves, which were committed to the results.

6.3. Immediate objective 3

Establishment of Forestry and Extension Units (FEU) to strengthen project activities and promote the social forestry and extension services within the peri-urban areas covered by the project. Environmentally sound and socially acceptable interventions, including those specifically related to women, will be promoted within the project sites and elsewhere in Yemen.

Output 1: Under the supervision of the GDFDC, strong and fully operational peri-urban community forestry and extension units established at the project sites.
5 autonomous Forestry and Extension Units at the regional level have been established respectively in N. and S. Sana’a, Hodeydah, Aden and Dhamar. Each unit is structured in sub-units as follows: Extension, Women Extension, and either Afforestation and Desertification Control, or Watershed Management, or Range Management. The staff include a total of 5 directors (1/unit), 16 counterparts (9 male & 7 female), 15 National and Regional Experts (5 female & 10 male), 27 technicians and 19 support personnel.

The FEUs have been provided with substantial support from the local government contribution, mainly in kind (premises, some equipment), but also in cash, covering running costs of the offices. Although the Units were functioning rather properly, the TEM is willing to note some weakness in operational capacity because of the lack of the telephone line for internet connection and lack of computer units for the efficient operation of databases for project M&E purposes.  

The Units have benefited from proper linkages with other bodies, including the decentralised  agriculture offices. They have been granted some authority and have got opened  special accounts. They benefited from the  follow-up and managerial backstopping as well as from intensive and systematic on-the-job training and technical planning.

Seven community nurseries with a total production capacity of 100,000 seedlings were also constructed with the active participation of female beneficiaries. (See annexe  11). 

One of the planned activities within this immediate objective was related to 
3.1.2 "
 nurseries in the FEUs, with the objectives such as production of seedlings at the early project stages, use as farmers' extension, demonstration and training centres to the benefit of surrounding farmers. Use of only local technologies and construction materials was recommended. The project designed and assisted to the construction of 3 central nurseries (Aden, Hodeydah, Dhamar) and rehabilitation of the two existing  ones (North Sana’a and South Sana’a). Their total production capacity is estimated at 800,000 seedlings/year.
Providing intensive formal and on-the-job training to the FEU staff and Project personnel (up to 18 m/m of overseas study tours/short courses, as planned in the PROD), run by FAO experts and/or short-term consultants, was essential activity of the project. The curriculum covered different aspects of the community involvement, watershed management, wastewater treatment and use, planning, management, environmental resources management, gender analysis and sensitivity, etc.  The trainees were  officers, national experts , technicians, counterparts( over 35 counterparts)  and others.  Short term study tour and overseas training programmes were also arranged and implemented. In total 218 staff training days completed for the national staff of whom 133 were females and 358 were males. The training abroad component estimated to be 90 staff training days within which about 5 females and 25 males staff participated. 

The assessment of the TEM is that the above training component has been achieved by close to 90% in terms of numbers of staff training days. Of course, essential is the quality of staff capacity developed for the future institutional sustainability of the programme implementation. The TEM has to bring to the attention of all participating parties the importance of the assessment of the capacity built. That should be possible through the developed M&E system, which, unfortunately, was not the case in the project. The further actions in the follow-up phase should be to go through the systematic screening of every staff member capacities in order to make the assessment of their capabilities of working in a new programme approach.

Output 2: The FEUs smoothly functioning within their respective sites.
Through the master Plans preparation exercise  and the field experience some methods and techniques have been gradually improved, refined and applied. The TEM appreciated rather much the participatory approach with the real involvement of different beneficiaries in the planning, execution and follow-up of the Project activities. It seems , the FEU have been functioning rather successfully under the coaching of the Project. Therefore there is still doubt as to the sustainability of their enthusiasm when purely  national execution will be started. 

Output 3: An awareness strategy is designed and implemented to increase the mobilisation levels towards forestry and scarce natural resources use and management among the different project groups and general public at large.

To institutionalise and implement the awareness raising, community mobilisation and organisation, the project had succeeded because of the establishment of extension and women specialised units at both field and central level.

The TEM has got the impression that the projects success was in understanding the needs of target beneficiaries as well as the conditions of local institutions, as well as designing its outreaching extension approach and methods with he aim of raising peoples awareness and mobilising them to support the development activities.

The project made commendable efforts to reach women, rightly conformed the socio-cultural norms. Considerable advances were made in bringing men and women alike, to participate actively to the interventions they had selected to satisfy their priorities. 

During its life project has organised numerous awareness raising activities, including regular radio broadcast and TV programmes such as round tables, films, special reports, open days, school sessions, etc.(See annexe 13). Although the TEM wants to emphasise the absence of the Evaluation studies to assess the impact of awareness raising activities on the achievement of the immediate and long-term project objectives, the overall impression of work done in this direction seems to be more then satisfactory.

Output 4: Improved planning, co-ordination and follow-up systems developed.

One of the major issues was to ensure that there is clear planning and monitoring system and the national staff at different levels are able to prepare plans and monitor their implementation. Therefore, it is evident, that the project has designed and developed the decentralised programme planning system.  Under the guidance of international/national team, the designing process was nationally driven and locally owned. The basic features of this model are that it is gender responsive community based and builds on communities’ strengths and resources. To develop the national experts’ and counterparts’ capacity in the field of planning, the project had conducted training sessions to the staff concerned and had set-up several central planning and monitoring committees. The TEM had in practice found very little proof as to the outputs and effectiveness of above committees. 

The TEM considers that the work plans for each FEU as well as project work plan at the national level were prepared adequately, assessing the activities accomplished and current project environment. Although the quarterly reports concerning all FEUs activities, including budgets and expenditures, usually were prepared following adopted by the project formats, the TEM founds them too little helpful in assessing the quality of interventions. 

To foster the co-ordination with the main partners, the project used one National and 4 Regional Steering Committees as well as a Project Advisory Committee, established in co-ordination with all main stakeholders. The TEM has been informed during the visits the SC  and PAC were operational. 

6.4. Overall assessment of output delivery

The TEM feels convinced the overall output delivery rate was rather high, with most of the outputs delivered at 100% or higher rate, with few exceptions, especially regarding some overoptimistic target outputs in  large scale planting and  rangeland management  activities. ( See Annex 14). Although the TEM is appreciating many additional to the PRODOC activities added in respect to the preparation of draft WM&SMDP programme, this additional work has overloaded Project staff.. 

7. Project Effects, Impact and the Sustainability of Results

7.1. Effects and Impact 

The WWPU outputs have had a significant effect  in terms of physical improvements in natural resources conservation( even if the physical areas, numbers of trees planted, etc, are rather modest) and management, food security and income generation of rural population, awareness raising among rural population. The institutional framework established by the WWPU in the form of co-ordination bodies and FEU in the Governorates have the major effect on direct beneficiaries promoted by the project.

The sustained and intensive extension programme dispensed, has had an impact on promoting a sense of ownership towards these resources and their correlated development and management programmes. In its effort to introduce a gender responsive participatory approach in forestry extension, the WWPU is having a beneficial impact through encouraging adoption of this approach by the broader agricultural extension services.  

It is early to evaluate the long-term impact of WWPU developments. The follow- up activities within the WMSMDP should  consolidate the effects and impact of the WWPU pilot  actions and should establish the basis for the long-term sustainable development. 

7.2.Sustainability of Results 

To ensure the sustainability of the interventions and their effects, it was of utmost importance to guarantee that they were to be identified, planned and implemented by the different target categories. Therefore the Project teams acted as facilitators and provided technical and managerial support to secure the soundness of the plans and the related actions and to maintain sense of ownership and commitment.

To institutionalise the processes and approach used as well as the interventions and at establishing long-term commitment towards their development and continuity at both community and institutional levels, the Project carried out several supportive initiatives. Policies and strategies were drafted, technical and managerial capacities of both individual and institutions were supported and improved. 

The TEM thinks it is very important to mobilise the human and institutional resources developed by various training activities and learning by doing experience at both national and regional levels. It is very important that the maximum of national and regional staff involved in the participatory exercise of preparation of WMSMDP as national experts, technicians, counterparts or community representatives would be mobilised for the further Programme implementation. However the TEM suggests that in the extension phase  the Project would prepare the strategy and procedures for the assessment of performance of above staff to decide upon their involvement in the coming Programme.

The project has contributed significantly to assist the local communities to establish their own community based development organisations (including the special women organisations) and raise their absorption capacity for further interventions. Local organisations and institutions representing the target clients were assisted in the management of interventions to ensure their sustainability in the long run. This capacity should be used adequately giving the communities a package of responsibilities of preparation, implementation, management and monitoring of interventions under the coming Programme. The TEM believes, villages from WWUP can go it alone with incidental back up and support from FEU.

The TEM believes the strength of the Project is that it fostered the creation and development of linkages with other institutions aimed at provision of support, reinforcement and complementarily for planning and implementation of actions. These linkages will become more crucial when the Programme starts, especially in the Governorates where the Project was not having pilot activities.

Each of the FEU was lead and staffed with nationals and was autonomous. They were directly responsible for planning, implementation and management of their resources. About 85% of the Project in-country financial resources were spent and controlled through them. With the comprehensive human resource development support received, today these units constitute the backbone for gender responsive land resources planning and management. The TEM believes, most probably FEU staff can replicate the Project experience in 2, at the most 3 villages, not more. The quality and intensity, the attitude and process dynamics should be thoroughly monitored and adjusted whenever the needs arise. The skills acquired are fresh; therefore there is a risk of mechanic replication instead of preservation of the “right spirit” in the new sites’ interventions.

The requests and interests in similar activities coming from neighbouring to project sites villages shows there is the potential for the experience adoption. It needs careful monitoring and coaching. The TEM believes, villagers themselves should be able to providing some propagation assistance and advice.
The TEM assumes, the possibility to communities organised by the project into registered associations, to have access to resources in cash or in kind, will generate a multiplier effect on several project intervention sites and enhance their sustainability.

7.3. Environmental aspects

The TEM considers that the Project promotes environmentally sound integrated approach and socially acceptable practices for sustainable land resource management and conservation. Comprehensive interventions have been prepared for wastewater reuse, watershed management, land resources management, environmental stability and community welfare. Several manuals and guidelines have been developed to assist in the implementation of this integrated approach. Linkages have been established with various partner institutions like the health department, education department, Social Development Fund, OXFAM, WFP, Telefood etc. to foster and encourage the development in complementary areas to enable the community realising their overall master development plans.

As the physical interventions of the Project were rather limited, at this stage it is too early to expect any major environmental impact from conducted activities. However there is a believe, that their environmental impact will be sustained and amplified, thanks to the snowball effect induced by the participatory approach adopted. 

The efforts to use treated wastewater in sand dune stabilisation and afforestation programmes are nationally and internationally recognised. In particular this is valuable, as this allow conserving fresh water resources which are under depletion. The relationships between climate, soil composition, water salinity, species selection and irrigation practices are considered vital to the success of these intervention programmes. The sewage quality might jeopardise the success of any reuse scheme in rangeland management, sand dune fixation or afforestation/green belt establishment as set up by the project intervention activities. This, together with the still limited capacity of NWASA’s technical staff and equipment for water quality monitoring, constitute an important constraint for the safe wastewater re-use.

7.4. Gender equity issues

The TEM believes the Project was very responsive to the needs and priorities of women. In an attempt to achieve the active participation of women, the Project opted to and maintained a gender analysis approach at the diagnosis, planning, implementation and management stages. The Project provided its assistance for mainstreaming and empowerment of women at all levels of the development process. It assisted in the provision of training, mobilisation and organisation of women. The Project as well, whenever deemed necessary assisted in the formation of special local formal organisations for women.

The strong point to the findings of TEM was the presence of the Women Sub-units (1 of 3 sub-units) in each of the Project areas. To provide for further mainstreaming and empowerment, the Project provided for the involvement of the women groups the establishment of the women committees and the well-planned discussions and consultations organised with them and the communities at large. The Project ensured the presence and reflection of the women immediate needs, priorities and possible solutions in the master plans. In addition, women groups provided support to plan their intended interventions including technical, managerial and material support. 

The Project recognised the fact that due to the socio-cultural aspects within local communities, it is difficult for women to get access to resources for development. The Project, therefore, strives to do its utmost to ensure that women’s priorities were taken as part and that adequate access to resources were made available to them by designing and implementing various interventions specifically for women. The Project also arranged for women groups to have access to land and water resources through contractual agreements that were signed and sponsored by the project between these groups and the owners of plots and wells.

Women priorities and the issues raised by them as part of the communities were seriously taken during the formulation of policies and strategies under development. The presence of gender specialists in the Project steering committees, the advisory committee and within the policies and strategies formulation committees ensured the validity of such documents.  
The project interventions at the local communities, therefore, attempted to avoid conflict generating and alienating approaches that may harm more than benefit with total respect to the local community customs and traditions.

This is especially true in a traditional Islamic society like Yemen, where it is usually not possible to work with both men and woman in local communities in the same sessions and decision-making groups. The project made sure that communities select their own female community animators in addition to the male ones.

8.  Project Efficiency and Cost Effectiveness
8.1. Major factors affecting project efficiency

8.1.1. Conducive factors:

· Project/FEU staff motivation and commitment in general;                               

· Commitment of villagers and communities;

· WWPU’s strategy and participatory approach;

· Collaboration linkages established with stakeholders;

· Adequate and timely technical assistance and backstopping;

· Adequate support from all project partners.

8.1.2.Impediments

· Deficit and permanent delays in cash contribution from Government;

· Cost ineffectiveness of central nurseries;

· Inefficient M&E system;

· Deficient waste water quality control system at treatment plants;

· APO’s who could not be recruited after all ; 

· Inefficient maintenance of planted trees in large scale planting sites;

· Deficiencies observed in the rehabilitation and/or maintenance of the wastewater treatment plants; 

· The rather limited salary supplement provided as an incentive to the national staff, 

· The limited provisions made for comprehensive training of project staff at the initial stage of the project.

8.2. Cost Effectiveness     

No information was available to the TEM on cost effectiveness of the project outputs. So, there seems to be ample scope for improvement in this respect. The TEM’s feeling is, however, the cost effectiveness of the project in achieving the immediate project objectives was rather high. The participatory involvement of communities in contributing with labour for the project activities is appreciated, as the cost sharing also makes the commitment for communities in the final results.

The lion’s share of the project’s activities was centred on human resources development. Training of staff and villagers is often mentioned and the project provided an extensive record of all kind of training activities that were carried out specified according to topic and number of trainees. The TEM considers the training component of the WWPU as highly relevant and a basic element for future improvements in WMSMD practices.

9. Findings and Conclusions 
9.1. General findings

WWPU adopted an overall strategy calling for a long-term, sustainable and grass-root orientation. According to the opinion of the TEM this strategy is highly relevant and its consistent application considerably contributed to the Project’s success. The experiences gained through the Project give very strong evidence that people-oriented micro-watershed management practices implemented on a needs-driven basis is a sound principle for future WMSMDP.

The project has shown its competence in promoting a demand-driven, gender sensitive participatory approach, mobilizing community involvement in sustainable watershed management, afforestation and desertification control. 

All those activities have been conducted within the context of environmental protection, socio-economic development and social promotion in peri-urban areas of Yemen. 
The TEM has the impression the projects success was based on a proper understanding the needs of target beneficiaries. 
The project made focused efforts to reach women respecting socio-cultural norms. Considerable progress was made in bringing men and women alike, to participate actively to the interventions they had selected to satisfy their priorities.
The WWPU overall output delivery rate was rather high, with most of the outputs delivered at 100% or higher rate, especially regarding training. Some targets have proven to be overoptimistic like the targets set for large scale tree planting and range land management.
Apart from the activities included in the PRODOC, the WWPU has undertaken many additional activities  like  the preparation of draft WMSMDP programme and drafts of many other policy documents, but according to the opinion of the TEM these additional activities overloaded  the project staff.
The TEM mission thinks the perspective for sustained impact of many results undertaken by the Project is good. Unfortunately, the lack of a proper and timely monitoring and evaluation system does not allow to appreciate entire scope of the work done. 
Although the TEM is willing to note some lack of favorable atmosphere in absorbing the benefits of the WWPU by the GDFDC in general the institutional capacity strengthened and human resources developed through Project activities within the communities and among  local stakeholders and staff from various government and non-government support services should allow extending  the Project achievements to the future WMSMDP.
To facilitate smooth continuation of the on-going process, it is urgently needed to agree on how to preserve the momentum generated by the WWPU. An extension of the project for at least 3 months bridging the Project itself and preparatory phase, July – December 2002) is suggested awaiting the full-fledged start of  the WMSMDP. This will create the conditions for  the sustainability and transferability of resources and results.
9.2. Project design

The design of the project looks rather comprehensive, with clear justification, well defined linkages and immediate objectives. However,  the development objective was not clearly formulated in the PRODOC.

The Projects internal management structure as designed by the PRODOC seems sophisticated with a clear distribution of management tasks on all levels. However the TEM finds that the project M&E system has major deficiencies and can impossibly have underpinned decision making on project management. It actually could not support adequately the present Terminal Evaluation either.

The PRODOC highlighted various major risks that could jeopardise the success of project implementation. However, the PRODOC did not assess potential risks or check assumptions concerning delays in contributions, bureaucratic procedures, mismanagement and changes in the policy environment. The reality of the Project implementation later on has proved these risks occurred.

Income generation, Focus on Poorest of the Poor, Equity

Through the village committees the WWPU focused on income generation activities for the poorest of the poor. Leadership issues were to be addressed only indirectly. This strategic choice seems to have worked out quite well in the starting phase. Some problems though popped up in programme implementation and certainly Leadership issues should get mote attention in the follow-through of the programme.

9.3.Project implementation and management 

9.3.1.Project Budget. The overall budget delivery rate up to the end of March under rough estimation  was 94.3%. The delivery rates by expenditure categories were close to 100% with the exception of training component (at 64.6%). Taking into account the balance of US$ 273,262 as to the 1 st of March and forecasted expenditures for this month it is expected to have the budget balance of around US$ 193,000 up to NTE Date 31/03/2002. 

The donor contribution was timely and adequate. The contribution in kind of the Government of Yemen as agreed upon at the start of the Project was delivered in a much higher rate. Therefore the in cash contribution constituted 4 mln. Y.R. in 2000 and  3.5 mln. Y.R. in 2001. The permanent delay in cash contribution was the main issue the Project Progress reports were systematically recalling to. 

The national investment programme for the year 2002 includes an amount of 5.5 mln. Y.R. for the WM&SMD Programme to be started as follow-up of the WWPU activities. Thus, the  TEM believes  the Government should address the issue of in cash contribution timely and adequately.

9.3.2. Government Support. Direct support from the Government in terms of policy support and practical involvement was adequate. Support from GDFDC especially at the start of the Project allocating some premises, equipment, plans, maps and staff is much appreciated. The WWPU managed to establish good working linkages with main ministries and regional authorities. Moreover, for interventions requested by the communities but beyond the scope of the Project, efficient linkages with different institutions and NGOs were forged.

9.3.3.Project Co-ordination and Management. At national and at regional level the Steering Committee (SC) adequately provided policy and strategy guidance to the project management. The Advisory Committee (AC) and 5 special Co-ordination Committees established at the central level guided in technical issues. TEM has found little proof of the performance of aforementioned committees as well as of regional SC. 

The general appreciation is that Project has successfully created a mechanism of bringing people (stakeholders) for indispensable co-ordination purposes. However, the TEM cannot predict whether this collaboration would be sustainable without the presence of external motivation as it lacks sufficient evidence. 

Overall, project management structure seems to be rather successful with rather clearly defined links. However the discontinuity of the project CTA and some lack of favourable atmosphere in the project relationships with the GDFDC did not contribute to absorbing the benefits of the WWPU by the GDFDC. 
However, the proposal on how the project management foresees its own phasing out is not completed yet. Until arrival of the TEM project staff was working on implementation of its running activities. Therefore there was lack of time to define how to hand over the accumulated know-how and experience in such a way that it becomes fully operational within the existing government bodies, absorbed by non-governmental organisations either on a non-profit or on a commercial base.

9.3.3. Monitoring and Evaluation.  The TEM wants to emphasise the importance of M&E system information feedback for the management purposes. A monitoring and evaluation system established, operational and some baseline monitoring data have been collected. It is appreciated that continuous review of the M&E system is being carried out to improve and refine it further.

Unfortunately, the M&E system was not efficiently integrated into the management structure and had little effect on the efficiency of project management. Ironically in this project with its focus on participation, the design, testing and implementation of the M&E system seem to have suffered from a lack of interaction, participation and feedback with the people involved: the field staff itself and the villagers.

The project documentation and reporting style is too oriented on output numbers and lacking analysis at an aggregated level, reflecting on results, effects and impact or implications for the direct implementation. Most documents do not reflect accurately the project achievements regarding the participatory approach and quality of such achievements. Apparently recommendations of backstopping missions on this issue has been neglected.

TEM observed that the project overall M & E system is much concerned with quantitative achievements. However, it should give much more attention to the quality of implementation of different interventions and, especially, of capacity building among .
The project has properly established so-called "end-of-project progress indicators", related to the target objectives and projected outputs. Such has not been done for “impact indicators” which should allow to assess project impact on target beneficiaries, institutional sustainability, environment. 

9.3.4.Technical and Operational Backstopping and Support. The technical and operational backstopping as well as technical assistance for the project recruited by the Executing Agency (FAO) have been adequate, timely and appropriately arranged. The exception was the recruitment of 3 APOs  which did not materialise. 

The FAO and donor both merit a prise for the gymnastics they performed to support the Project to keep it going in spite of bureaucratic delays.

Technical Assistance both on-site and through short missions has played a significant role in providing the skills, know-how and thrust necessary for the design, planning, co-ordination, implementation and monitoring project activities timely and efficiently. Through this support the project staff, the national experts and the counterpart staff produced several policy and strategy proposals, studies and surveys. Such inputs allowed for good quality outputs and were simultaneously benefited from in terms of training.

Moreover TA was extensively used to develop relevant technological packages, guide national teams and provide backstopping at all levels. All these aspects maintained a healthy ownership spirit and paved the way for the national execution orientation and approach of the Project.

9.3.5. MTR and Actions taken.  The MTR recommendations to all parties concerned have been disseminated to all partners and project units, examined, discussed. A plan of actions has been adopted and most of recommendations have been implemented by the project. 

The strongest MTR recommendation was to undertake the preparation of the WMSMDP had a major impact on reorientation of the project activities. As a result the project has executed a number of capacity building for the decentralised planning activities and went through the decentralised demand-driven participatory planning exercise which resulted in the national programme WMSMDP.

9.4.Project activities and outputs
The project prepared and elaborated the Master Plans for Community Management of Land Resources (CLRMMP) and prepared the Usla Brief Development Plans (UBDP). These activities, recommended by the MTR went much beyond the initial scope of the PRODOC and resulted in a national Watershed Management and Sustainable Mountain Development Programme (WMSMDP) document. Although the TEM expresses some criticism with regard to the content of the CLRMMP itself, especially regarding the action planning part, the participatory approach of the exercise could be advised as a model for some other projects. 

The TEM considers the income generating activities, such as establishment of 82 home gardens and 6 horticultural sites, as small scale but rather important interventions at the level of livelihoods stimulating and promoting community members’ self-reliance.
Up to now the central production of continues to be highly subsidised (from 50 to 80%), seedlings are even distributed free of charge. However, there seems to be a sustained demand for seedlings for the community and public purposes, including the plantations for sustainable watershed and natural resources management activities. In case subsidies are abruptly withdrawn the sustainability of nurseries relying on cheap input supply will be at risk.

The TEM found tree planting on farms successful in terms of seedling survival rate. The seedling species planted were well adapted to the local conditions and the beneficiaries taking care of the trees themselves were committed to the results. Results of public planting campaigns as well as of large-scale plantings were far worse  because of inadequate maintenance of planted trees.
The FEUs established by the project have been provided with substantial support in kind from the local government contribution, and also in cash covering running costs of the offices. Although the Units have been functioning rather well the TEM took note of some material bottlenecks in operational capacity because of the lack of communication equipment (telephone lines, internet connection) and lack of computer units for efficient operation of databases and M&E purposes. 
To providing intensive formal and on-the-job training to FEU staff, the project relied heavily on short-term consultants, experts and members of the project core team. The TEM found that this training component accomplished almost fully (95%) within the timeframe foreseen. However, such achievement rate is measured in terms of numbers of staff training days supplied, not in terms of increased competence. However, to effectively assess the quality of the training performed such data are indispensable to be able to judge the institutional capacity for proper programme implementation.  
The project has organised numerous awareness raising activities, and the TEM has an overall impression of work done in this direction seems to be more then satisfactory. But the TEM also wants to highlight the importance of the evaluation studies for impact assessment of  such activities on the achievement of the immediate and long-term project objectives,.

9.5.Project Effects, Impact and the Sustainability of Results

The WWPU outputs have had a significant effect  in terms of physical improvements in natural resources conservation( even if the physical areas, numbers of trees planted, etc, are rather modest) and management, food security and income generation of rural population, awareness raising among rural population in terms of natural resources protection. 
To institutionalise the processes some policies and strategies were drafted, technical and managerial capacities of both individual and institutions were supported and improved. 

The project has contributed significantly to assist the local communities to establish their own community based development organisations  and raise the absorption capacity for further interventions. Local organisations and institutions representing the target clients were assisted in the management of interventions to ensure their sustainability in the long run. The TEM believes, villages from WWUP can go it alone with incidental back up and support from FEU.

The TEM believes the strength of the Project is that it fostered the creation and development of linkages with other institutions aimed at provision of support, reinforcement and complementarily for planning and implementation of actions. 

Training and HRD in itself require systematic planning in order to increase its effectiveness. Just like the WWPU applied a participatory gender-sensitive, people-oriented and demand-driven approach in its overall strategy, also training should be provided tailored to the specific needs of the trainees. This necessarily implies careful need assessment prior to programming the training contents. And it also implies monitoring of the effectiveness of the training carried out afterwards.

The TEM assumes the capacity of communities organised by the project into registered associations, will allow them to have better access to development support resources in cash or in kind, also will generate a multiplier effect on project intervention sites and enhance their sustainability.

9.5.1.Environmental sustainability. The TEM considers that the Project promotes environmentally sound integrated approach and socially acceptable practices for sustainable land resource management and conservation. Comprehensive interventions have been prepared for wastewater reuse, watershed management, land resources management, environmental stability and community welfare. 

As the physical interventions of the Project were rather limited, at this stage it is too early to expect any major environmental impact from conducted activities. However there is a believe, that their environmental impact will be sustained and amplified, thanks to the snowball effect induced by the participatory approach adopted. 

The efforts to use treated wastewater in sand dune stabilisation and afforestation programmes are valuable, as this allow conserving fresh water resources which are under depletion. 
9.5.2. Gender issues. The TEM believes the Project was very responsive to the needs and priorities of women. In an attempt to achieve the active participation of women, the Project opted to and maintained a gender analysis approach at the diagnosis, planning, implementation and management stages. The Project provided its assistance for mainstreaming and empowerment of women at all levels of the development process. It assisted in the provision of training, mobilisation and organisation of women. The Project as well, whenever deemed necessary assisted in the formation of special local formal organisations for women.

The project interventions at the local communities, therefore, attempted to avoid at all cost conflict generating and alienating approaches that may harm more than benefit with total respect to the local community customs and traditions.

9.6.Project Efficiency and Cost Effectiveness

No information was available to the TEM on neither of the two aforementioned aspects – the TNA and the monitoring of its effectiveness – so there seems to be ample scope for improvement in this respect. The TEM’s feeling is, however, the cost effectiveness of the project was rather high, the participatory involvement of communities in contributing with labour for the project activities is appreciated, as the cost sharing also makes the commitment for communities in the final results.

The lion’s share of the project’s activities was centred on human resources development. Training of staff and villagers is often mentioned and the project provided an extensive record of all kind of training activities that were carried out specified according to topic and number of trainees. The TEM considers the training component of the WWPU as highly relevant and a basic element for future improvements in WMSMD practices.

10. General Lessons

In the project interventions at the local communities, therefore, it is not easy but very important to avoid conflict generating and alienating approaches that may harm more than benefit with total respect to the local community customs and traditions.

Reporting on conflict situations existing within the communities constitute a real risk just around the corner when the changes initiated rather recently start to grow roots and show substantial impact. WMSMD staff and all involved should be ready to face such complications and be better prepared to tackle such situations effectively. A more thorough know-how of the communities is therefore mandatory.

The FEU staff can replicate the Project experience in 2, at the most 3 villages, not more. The skills of FEU staff acquired are fresh. Therefore there is a risk of mechanic replication of activities in a new of intervention, instead of preservation of the “right spirit” 

Technical innovations that are not sustainable in the local context should not be part of any demonstration activity, as they would convince that success is only possible with costly external inputs.

Participation is a long-term learning process but the most appropriate approach for sustainability of community interventions. It is also the best way to actively achieve decentralisation and Government disengagement in financing development.

Due to the socio-cultural aspects within local communities, it is difficult for women to get access to resources for development. It is utmost important  to ensure that women’s priorities are taken as part and that adequate access to resources are made available to them by designing and implementing various interventions specifically for women. 

It is true that in a traditional Islamic society like Yemen  where it is usually not possible to work with both men and woman in local communities in the same sessions and decision-making groups, the progress can be achieved when applying a strongly supported demand driven participatory approach. 

The water scarcity  problem is increasing in Yemen, why interventions should be oriented towards alternative sources including waste water, as well as activities that do not unnecessarily  demand water.

Survival rate of the seedlings planted on private farms is much higher to compare with large scale public plantings. The lesson is that the attitude and commitment of direct beneficiaries play a very important role in the success of interventions.

11. Recommendations
11.1. Main Recommendations for the Follow-up to all parties

To enhance sustainability of the WWPU results, the TEM strongly recommends to consolidate the experience gained in practising the project’s participatory approach, mobilising community involvement in sustainable watershed management. Institutional capacity and human resources developed by the WWPU in collaboration with the communities and other stakeholders should allow a smooth transfer and further development of WWPU experience to the WM&SMD Programme. 
Taking on consideration the following:

· both Donor and Government already agreed to launch the WMSMDP  within the new reorientation of the donor’s policy towards the Sector Wide Approach 

· the WMSMDP draft proposal already been submitted to the Dutch Embassy by the Government

· comments on draft proposal as forwarded by the Dutch Embassy

· the draft WMSMDP proposal has to be updated  and resubmitted to Donor

· procedures to launch the programme may take 3 months at least

· the GOY already allocated funds for implementation of WMSMDP in 2002 

· the WWPU  budget balance is expected to amount some US$ 193,000 up to the NET date originally set at  31/03/2002,
The TEM recommends:

a) a  bridging phase by extension for 3 months of the current WWPU,

b) a WMSMDP preparatory phase  from the 1st of July up to 31 st of December.

No additional funding should be required to fund the bridging phase. The WWPU budget balance of around US$ 193,000 can be used after proper budget revision H is agreed upon by all participating parties.
During the bridging phase WWPU should maintain the same structure and should continue implementation of the project immediate objectives. Special emphasis should be given to:
· updating the WMSMDP draft giving due attention to comments provided by the Government, Dutch Embassy and the TEM;
· preparatory phase should be clearly defined specifying its objectives, activities and outputs;
· consolidating experience in participatory demand-driven planning at Usla level;

· implementing training with emphasis on at least two new governorates selected for the  WMSMDP;

· TEM recommendations should be taken into account and given due follow-up;
· staff performance should be systematically assessed in view of their current and future tasks;
· final Project Report should be completed.
The TEM strongly recommends to launch the WMSMDP preparatory phase as from the  1st of July with the contributions of both the Government of Yemen and the Donor.

The GOY should carefully assess its’ present capacities to run the WMSMDP and the needs for external assistance. As to the level of external assistance required the TEM had two different opinions: a) TEM members representing GOY suggested the national execution with incidental  external technical assistance should be able to ensure the quality of programme implementation, b) team leader and the TEM member representing the Donor  are convinced of the need for the consistent external assistance (the later thinks this should be limited to the technical assistance) and backstopping during the first four year period. 

To implement the future WMSMD programme the TEM is strongly recommending to call upon the human and institutional resources developed by various training and practical experience acquired by staff at both national and regional levels through the WWPU project. This is particularly important in order to preserve, consolidate and enhance the momentum created by the project. The TEM also suggests that during the bridging phase the WWPU project prepares the strategy and procedures and conducts a systematic performance assessment of such staff in order to strengthen the institutional sustainability. 

MAI should have a clear overview on where this staff  is located and should also take adequate measures so that such staff and experts will be available in the future WMSMD programme for training of national teams. 

For reasons of sustainability the TEM is strongly recommending that the WMSMDP should be linked to a specific technical unit of the MAI responsible for the integrated watershed management in the country. Up to now this mandate is assigned to the Directorate of Watershed Management within actual GDFDC structure. The TEM feels the Directorate of Watershed Management should be given higher responsibility during the coming restructuring of the MAI.
Technical assistance  has played a very significant role in providing the skills and thrust necessary for planning, co-ordination, implementation and monitoring WWPU activities in a timely fashion and efficiently. It is recommended to the  co-ordinating support unit at national level to find out how to secure mobilisation of such thrust and skill in the near future in the context of the WMSMDP.

11.2. Recommendations to the Donor

The TEM recommends to the Donor to consider the WWPU extension for three months as a bridging phase for the smooth transfer of the project experience and approach to the WMSMDP.

Taking on consideration a time constraint before the WWPU NTE , it is recommended to facilitate the approval of the WWPU budget revision H proposal and addendum to the contract to ensure smooth staff  and resources continuity.
The TEM recommends to the Donor to  allocate the adequate funds for launching the preparatory phase of WMSMDP as from the 1st of July, assuming that the updated programme proposal is timely  submitted to the Donor by the GOY. 

The introduction and expansion of the participatory, gender-sensitive decentralised approach is to be achieved in a context where the institutional set-up of the MAI is to be re-structured, a Sector Wide Approach is to be launched,  and de-centralisation is taking place. Taking into account the relative novelty of the approach to be applied in the WMSMD programme and the rather limited number of staff trained in the approach, the TEM suggest the Donor to actively facilitate the GOY in the technical backstopping for quality control of the programme implementation.

11.3. Recommendations to the FAO

FAO should initiate urgently the preparation of the proposal for the WWPU budget revision H sending it to Donor and the Government adequately to allow the continuation of activities and staff for the 3 months bridging period. 

To extend urgently the CTA’s contract by 9 months and to proceed adequately with the formalities regarding the Amendment to the Letter of Agreement and the addendum to the contract between the FAO and the MAI.

The TEM recommends to initiate with the corresponding information unit at FAO HQ the team to proceed with the documenting of WWPU best practices in participatory watershed management and dissemination of this experience in the form of video film.

During the coming WMSMDP preparatory phase the FAO should focus on the technical and methodological assistance to the national implementation teams to strengthen the responsibility and know-how transfer to the decentralised administrative and extension units to facilitate their capacity building for institutional sustainability in terms of full national programme ownership and implementation after the first year period.

FAO has a generally recognised mandate and ample experience in promotion and facilitation of household food security. Drawing on such experience through implementation of its Special Programme for Food Security (SPFS) in more then 60 countries all around the globe, FAO should strengthen its efforts in linking this particular experience with the WMSMDP, which is in fact also a multidisciplinary development programme. 

FAO should see to it that a proposal is prepared on how to phase out the WWPU management core team in such a way that the essential functions are handed over to the leading government entity in charge of the overall co-ordination of the WMSMDP programme.

FAO should see to it that the WMSMDP preparatory phase duly reports on methodological lessons, e.g. in the guise of Do’s & Don’ts, “Experiences in mobilising communities for concerted development efforts”.

It is recommended to fully report on the role of WWPU and the project resources spent on complementary areas and efforts spent on co-ordination and mobilisation of resources to get a fuller picture of the project’s effectiveness and efficiency.

11.4. Recommendations to the  Government

The TEM strongly recommends to the Government to mobilise the adequate resources to contributing accordingly with funds for launching  the preparatory phase of the WMSMDP from the 1st of July, as the follow-up of the WWPU activities, onwards after the termination of bridging phase. It is also important to avoid delays of  cash contribution, which was the case during the WWPU implementation.

Implementation of the restructuring of the MAI is still pending (it is expected to take place in the second half of the year 2002). In order to avoid undue delay in programme implementation the TEM recommends the MAI to take a decision which technical unit of the ministry will be in charge of the WMSMDP after the restructuring takes place. To the opinion of TEM this should be an unit which will be having  watershed management responsibility within the country.

Such a decision should not jeopardise the MAI restructuring process, but it should allow to  make sure that the investments into institutional and human resources capacity building are sustainable.

The TEM recommends to reconsider the status of central nurseries either privatising them or creating as non-profit organisations, serving the public and private demands.

Through the non-arrival of government funds earmarked for hired labour in the afforestation activities some 24,000 labour days did not materialise, thus reducing the positive effects foreseen in terms of income generation and a drastic reduction in achieving physical production targets ( 500 ha instead of the 1500 ha foreseen). The MAI should give due attention that the GDFDC or any other entity in charge of the project or the future programme properly apply decisions made at policy level.

The TEM underlines the need to set up a mechanism that can provide assistance and guidance in the implementation of decentralisation measures 

The efforts to use treated wastewater in sand dune stabilisation and afforestation programmes are valuable, as this allows conserving fresh water resources which are under depletion. The WWPU had contributed significantly in drafting a national strategy for wastewater reuse. The TEM thinks the MAI can consider taking initiative to finalising and launching a national programme relative to treated wastewater use. It may call upon the national staff trained within the WWPU for assisting in programme preparation.

11.5. Recommendations to the Project Management for the WWPU bridging phase

The TEM recommends to the WWPU to update adequately the WMSMDP draft proposal taking on consideration the comments of the Dutch Embassy, Government  as well as the following recommendations of the TEM.  Among others it is recommended to include in the programme proposal a paragraph on present policy priorities in the field of watershed management and update the experience in participatory demand -driven planning at Usla level.

For the proper functioning of FEU and other WMSMDP units, the TEM recommends that the budget of the WMSMDP proposal would take into account equipment of all units with at least two computers equipped with modem for the internet linkage among corresponding units and supporting central unit as well as for the efficient operation of databases for M&E purposes.  This should be prepared with the updated proposal.
In drafting the preparatory phase the Project Team should focus on few clearly defined immediate objectives of the WMSMDP and corresponding activities mainly dealing with institutional and human capacity building for the WMSMDP implementation in the new directorates. Some coaching should be undertaken to sustaining activities started within the WWPU implementation.
As a major point of concern is the need to cater for deficiencies in competence at the de-centralised level. It is suggested to properly deploy the present staff at governorate and local level so as to compensate for such weaknesses. TEM endorses the recommendation on the need for continued training of all human resources based on a Training Needs Inventory. Training curricula developed by WWPU are to be used and up-dated and would suggest the detailed TNA is to be undertaken in the WMSMD preparatory phase.

The training to be completed during the bridging phase should focus only on two newly selected governorates involving all possible actors for the future WMSMD programme implementation. The training curriculum should be based on the preliminary training needs assessment.
During the bridging period the Project Team in collaboration with the MAI should prepare and start implementing the procedures for the staff and institutional performance assessment. This process should be continued later on during the preparatory phase.

Evaluation study should be prepared to assess the impact of awareness raising activities on the achievement of the immediate and long-term project objectives. The WWPU should consider recruiting one national expert for the period of 1 month to conduct such study.

The recommendation for the project to shift its strongly output-oriented report focus towards an “outcome” - focus (presenting technical outputs as part of a process, which also has substantive process-related achievements to report on) has to be taken on consideration adequately in editing the final project report and be further used in reporting within the coming WMSMDP.

11.6. Recommendations for the WMSMDP implementation

Sustainable improvement of the socio-economic, cultural and material well-being of the people involved, any intervention aimed improved NRM in the context of the WMSMD programme is determined by the level of awareness, commitment and social, technical and economic skills and competence of the people who have to practice such management. Therefore the TEM strongly recommends adequate measures to preserve, foster and promote the basic principles of the participatory approach as practised by the WWPU project.

In the field of a gender sensitive approach the TEM thinks there is still scope for improvement, in particular where this refers to a more thorough baseline study and data collection on the social fabric of the communities worked with. The WWPU clearly zoomed in on the needs of rural women. Implications of the intervention activities for the community as a whole should be explicitly paid attention too, so the staff of the support services can deal more effectively with the prevailing conditions, making use of the opportunities and minimising potential risks.

Additional behavioural training is required. Who did do this? Will do this? Is the approach sufficiently settled and incorporated in key staff, decision-makers, support staff both at central and at governorate and even at district level?

TEM also recommends that field studies at village and district level should more explicitly focus on the social fabric of these communities. Up to now, W2UP has mainly dealt with villages with of a rather limited size (40 – 60 livelihoods), but even so omissions in the survey were observed. Reporting on conflict situations existing within the communities was not found, but constitute a real risk just around the corner when the changes initiated rather recently start to grow roots and show substantial impact. WMSMD staff and all involved should be ready to face such complications and be better prepared to tackle such situations effectively. A more thorough know-how of the communities is therefore mandatory.

The TEM recommends that in selecting the sites for the further implementation of the WMSMDP the “adoption and spreading space” should be available for each pilot village, meaning that pilot villages themselves will be having promoting role in providing motivation and some technical advise to the neighbouring villages interested in similar activities.

The TEM recommends giving more emphasis on the M&E system information feedback for the management purposes. Although the M&E system outputs have not been efficiently integrated into the management structure the TEM wishes to recommend for the preparatory phase to develop the basic linkages for the use of this powerful decision support instrument in programme management. 

The quality and practice of M&E should be improved. The M&E system highlights, apart from quantitative info, also the quality of implementation. However, all performance indicators brought to the TEM’s attention are almost exclusively of a quantitative nature. Main evidence of this known to the TEM are the specialised studies. This will likely be a major feature to look into for sound continuation of the effort. WWPU states that all activities and aspects of the interventions are monitored. This either indicates an overkill of monitoring, a lack of focus or an unbalanced resource use. To limit the M&E effort, choices have to be made and monitoring should be limited to critical events or aspects.

It is recommended to revise project indicators in respect of setting up impact indicators which should allow to assess project impact on target beneficiaries, institutional sustainability, environment. Some indicators, which would permit also to assess project impact with respect to the Government of Yemen's Strategy Objectives and Targets, should be elaborated during the preparatory phase of the future WMSMDP.

Training efforts should be reported in a more adequate way, allowing decision-makers, managers and training staff to make a more detailed assessment of the performance itself.

Most data on the project achievements and efforts are stated in terms of inputs. Although important to enable efficiency calculations, complementary information on outputs is also necessary in order to assess the effectiveness of the project efforts.

Also, almost all data provided, except those directly related to the so-called women activities, are not differentiated according to gender. Does this imply, that no such data are available, or that in each case the differentiation is lacking, the data automatically apply to male beneficiaries? This should be dealt with in updating the M&E system.

For sustained action and decision-making to manage and allocate the limited resources available for the WMSMD programme to come it is of vital importance to avail of some analysis of the cost-effectiveness of the various programme components. Such analysis the TEM did not find, in spite of the impressive number of planning mechanisms (CLRMMPs; DPPS), budget  (IPAs), monitoring formats and implementation guidelines (mini-project files), technical packages and other manuals the WWPU has produced.

The multimedia strategy needs to be looked into in more detail. It certainly plays a pivotal role in the PR for the WWPU and the WMSMD programme to come.

Internal assessment of the project/programme should be used as important tool having a positive impact on overall performance. At the same time the TEM has only to regret such an internal assessment has not taken place prior to the Terminal Evaluation, but wants to recommend such a method for future WMSMDP activities.

CLRMMP’s were made that assist the Government to avoid fragmentation and runs counter the top-down approach of government officials. However, a manual is insufficient, as approaches do not change by paper. The CLRMMP manual should be updated during the preparatory phase to complete the  intervention planning, management, internal monitoring and evaluation by the communities. 

The WWPU claims to have developed software for waste water monitoring, including formats for creating a database on all treatment plants in Yemen. Really, in the opinion of the TEM, such activity is beyond the mandate and priorities of the WWPU and should not have been included. This, the online manual how to deal with problems encountered in the waste water plants, and similar boundary trespassing activities undertaken by the project raises the question: Who decides to include such activities alien to the project’s mandate? It dilutes the project’s focus, draws on its resources. Should this not be a LWASA/NWASA concern? Or, even NWRA. This concern should be dealt with in the WMSMDP.

According to verbal information acquired on the TEM field trip survival rate of the seedlings planted. varied sharply from 30% at public places, to 50% and 87% in villages and private compounds respectively. The units in charge of the afforestation activities should, in consultation with the support unit, diagnose the causes of such huge differences and adjust their distribution methods accordingly.
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� The TEM initially planned for the October 2001 has been postponed twice due to different reasons.





� Source: Workshop on Future Development in Yemen (The Aden Agenda), March 1997- Prepared for the GOY.


� E.g. Ministries of Education, of Construction, Housing and Urban Planning, the Social Fund etc.


� S.Bass (SDAR), Back to Office Report, May 2000.


( As indicated also by the backstopping officer S.Bass (SDAR) in his Back to Office Report  the LRMMP in its presentation ends in the middle of the project planning stage at local level. It should cover and explain the whole time span of project-community interaction and to follow after project termination (from the stages of village selection, environmental/community assessment, base line data collection, community mobilisation, community development planning, plan implementation and monitoring, to the withdrawal stage of the project).


� Forms ID 101, 102, 103, 201, 202, 203, 204, 205, 206, 207, 301, 302, 303, 304, 501 and 601





