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Executive Summary

Background

i) Project OSRO/SOM/303/EC “Water and Land Information Management System to support Relief and Rehabilitation Interventions” in Somalia (Phase I) is funded by the EC with a budget of 450,000 Euro. It began in April 2003 and is due to run for eight months, with completion due in January 2004. It follows an earlier phase of six months, funded by the Italian government (OSRO/SOM/103/ITA), which began in December 2001 and, after extension, closed in January 2003. Both were preceded by a Concept Paper, prepared under UNDP support to technical services, which had set out the main objectives and key components of a water and land information management system for Somalia, which was endorsed by SACB in October 2001.

ii) The Evaluation/ Feasibility Mission visited the Project from 15 September - 24 October, during which time it has: a) conducted an evaluation of the project in light of earlier phases, with recommendations for re-orientation in the time remaining; b) undertaken a feasibility assessment for extension based on overall concept and context, needs assessment, key results, and design and implementation issues; c) drawing on the above, created a Broad Vision for Water and Land Information in Somalia and an accompanying Medium-Term Implementation Plan (11.5m Euro over six years); and d) prepared a Draft Project Proposal for Phase II (1.5m Euro over two years).

Evaluation of Phase I 

iii) The mission found the project highly relevant and essential to the humanitarian context in Somalia. It is a continuation of an important initiative in information services that can make a significant contribution to improving water and food security of the Somali people, and help protect valuable water and land resources for future generations. 

iv) Substantive project activities in the last project phase had largely ceased by October 2002. Operations in the present phase were meant to start in April 2003, but full mobilisation of the project was not accomplished till July 2004, leaving a gap of some eight months. There is as yet no confirmation on the official start date of the present phase. Slippage of some 3 – 4 months in the time elements of the objectively verifiable indicators for project results meant that none of the results were scheduled for completion by the end-date of this mission. Mission observations, with concurrence of the Project Coordinator were, as things stood in late October, that delivery by January 2004 is not assured for all project results indicated in the project plan. 

v) A detailed review of each result in the project plan concluded that there was need for rationalisation of project activities: refocusing on the most critical elements of the project plan would be essential to improve prospects of achieving the project purpose by the end of this project phase (paras 42 - 45). Findings were discussed with the project staff, and covered suggested actions for: improving the baseline on water and land information; improving access to implementing partners; and delivering an operational flood early warning system for the Juba and Shabelle rivers (para 48 and table 4 of report). It is recommended that these be implemented without delay.

vi) Other recommended actions concerning phase I of the project are:

a) Concentrating on project core business The Project should avoid involvement in operations not directly within its remit and concentrate on its core business for the remainder of this phase.

b) Clarification on Project Start and End Dates A logical clarification as to the official start date of the present project phase, as agreed between FAO and the EC is essential. A limited no cost extension of up to two months, to end of March 2004 would merit consideration. 

c) Operational Guidance on Project Finances  Maintaining project accounts according to both FAO and EC’s budgeting systems, as currently practiced, needs to be reviewed with the donor, and clear guidance given by FAO headquarters as to specific responsibilities for dealing with project finances and which system should take precedence.

d) Strengthening of Technical and Operational Backstopping Given the multi-sectoral and strategic dimension of SWALIM and the food insecurity context of Somalia, substantive technical contributions should come also from FAO headquarters services such as AGLL, SDRN and possibly ESAF, besides AGLW. This is important for continuity with, and assuring quality of, future phases. Possibilities of setting up a project task force and links with the PAIA (Rehab) should be explored.

Feasibility Assessment 

vii) The Broad Vision prepared by the mission derives from the interpretation of ‘water and land’ as encompassing the three dimensions of water, of land (renewable natural resources and the environment), and of water-land combinations in agriculture and riverine ecology. It re-establishes certain principles of the original UNDP Concept Paper, lost to some extent over successive project phases, notably: a) strategic level perspective; b) relevant information for field interventions; c) inter-agency mandate; and d) wider geographic context. 

viii) A critical boundary around the vision (and project) is that information services are in support of interventions by others. This vision is linked to prevailing strategy and policy frameworks that are expected to direct interventions in Somalia in the next 3 – 5 years. It is embedded within information needs in several key areas of emergency, rehabilitation, and development in water and land  (details in paras 59 – 60 and annex 6).

ix) Outlined within the broad vision document is a Medium-Term Implementation Strategy, with a timeline of six years (from 2004 to 2009), over three implementation phases of two years each. This strategy is one of staged development of services that are deliverable (successively) in their ‘rapid’, ‘interim’ and ‘full’ versions.  Complementary to these are regular information products e.g. annual reports and bulletins, for which gradual and progressive improvement is foreseen over successive editions. In all, 26 information services, 17 staged and 9 regular services (details in table 5 of this report and in annex 6), across six programmatic areas were identified:

1. Investment decisions in water and land are justified by the outcomes they will deliver

2. Integrated water resources management

3. Sustainable management of renewable natural resources and the environment

4. Service delivery in urban and rural water supply

5. Improved production and access to locally produced food

6. Emergency relief (including recovery)

x)The total implementation cost of the medium term implementation strategy is around 11.5m Euro, phased as follows: Phase I (2004 –2005): 1.5m Euro; phase II (2006 – 2007): 4.5m Euro; and phase III (2008 – 2009): 5.5m Euro. Because the information is broad based, SWALIM could be seen to benefit the core business of many organisations, hence opportunities for co-financing are good and should be exploited to the extent possible.

xi) The Broad Vision recognises the merit of a single dedicated system in delivery of information services. It also emphasises information services as tangible products, predicated on strong mechanisms for dissemination and uptake. The capabilities developed and results anticipated under the present project phase provide a solid base upon which to implement this vision. There is need as well as justification for an extension of SWALIM beyond phase I. 

xii) The mission has prepared a Draft Summary Proposal for phase II of the project for the period 2004 – 2005, costing 1.5m Euro (annex 7). Logically, this is drawn from the Broad Vision and is consistent with its Medium Term Implementation Strategy. A high degree of flexibility is reflected in both these documents - in translating vision to design, the full project proposal should reflect the broad as well as detailed principles contained therein. Phase II could be wholly funded by the EC, in line with indications of possible funding under its 4th Rehabilitation Programme. A further contribution of 2.5m Euro under EC’s 5th Rehabilitation Programme, should that materialise, would cover around 56% of implementation costs during 2005 – 2006; EC’s contribution would then amount to around 67% of total funding requirements for the period 2004 through 2007.

xiii) The timeline for preparation, submission and approval of the phase II project proposal is extremely tight. To avoid discontinuity between the project phases and to improve participation in project design, the following actions are recommended:

a) Finalisation of Phase II Proposal The Draft Summary Project Proposal for a two-year second phase of 1.5m Euro, along with the Broad Vision document, be despatched to the EC Somalia Unit as soon as practicable. On the basis of the initial feedback, a draft Full Project Proposal be prepared by the project team and forwarded to FAO headquarters for technical and operational review and clearance. This should take into account the guiding principles for programming set out in the last section of the present report. The Full Proposal should be finalised and submitted to the EC for approval within the month of November 2003.

b) Bridging Arrangements Should it appear likely that EC approval of phase II funding would be forthcoming but delayed, timely operational decisions at FAO headquarters, in consultation with EC, would need to be taken to provide bridging support on personnel and financial resources issues, pending completion of formal funding arrangements with the EC, would be recommended.

c) Stakeholders Workshop A stakeholders workshop for users of the water and land information and other implementing partners should be carried out as part of the project design exercise; practicalities may dictate that this be at or soon after the start of phase II.

d) Co-funding of Somali National Water Resources Assessment A contribution to this service by way of ‘rapid’ assessment of existing information and datasets has been provided for under the phase II extension. Available funding from the EC however exceeds total requirements for full development of this service. FAO and the EC should jointly explore with other international agencies the prospects for co-financing of this important aspect of the Broad Vision and seek early commitment to the effect. 

xiv) The experience of successive project phases yields a number of possible lessons that could assist in planning and implementation of similar future interventions. These relate to: a) importance of communication and dissemination; b) dissemination of information rather than data; c) primacy of information services being demand-led; d) need to review the emergency-relief paradigm; e) fostering inter-agency relationships; f) project expectations to be commensurate with design parameters, and vice versa; g) clearer vision statement on field presence and engagement in Somalia; h) need for greater rigour in preparing project logframes; and i) the recourse to conceptual underpinnings of the project (details are given in para 92).
A. INTRODUCTION

Purposes of the Mission

1. Purposes of the Evaluation/ Feasibility Mission were twofold: a) to undertake an evaluation of Project OSRO/SOM/303/EC aspects, taking into account experience of earlier phases; and b) to examine the feasibility and prospects for continuation and future development of the Project
.  Mission outputs, as agreed with FAO and EC Somalia Unit, would be:

· An Evaluation/ Feasibility Report, structured as per the TOR, but incorporating a stand-alone section setting out the broad vision for a water and land information system in Somalia;

· A Draft Summary Project Proposal for a next phase of the Project, for up to 1.5m Euros over 1 - 2 years;

· Completion of an Evaluation Questionnaire (for FAO Evaluation Service, PBEE).

(Detailed mission TOR in Annex 1).

Mission Itinerary and Main Activities

2. The mission began work in Nairobi on 15 September. Following initial interactions with SWALIM project staff and a number of SACB partners, including the EC-Somalia Unit, the mission visited Somaliland (20 - 26 September). Meetings were held with NGOs, local authorities (ministry and regional officials, and technical staff responsible for water, land tenure, agriculture, and pastoral development and environment issues) in Hargeisa, Gabiley and Borama. The mission also interacted with NGOs and local community representatives at Baki in the Awdal region. The mission proceeded to Puntland (27 – 29 September), where meetings were held with UN agencies and NGOs engaged in water supply, irrigation and agricultural support, and natural resource rehabilitation and management activities. 

3.  Field visits were also made to the Jowhar district in the Middle Shabelle region in southern Somalia, including irrigated and flood-prone areas (6 – 9 October). The mission met with farmers and village elders (representing traditional water user communities) in the vicinity of the Keli Dhere and Keli Kalundi canals; representatives of an agricultural producers’ organisation; and local authority officials and technical staff of Middle Shabelle region. Meetings were also held with NGOs and UN agencies, and with the private sector water supply company. 

4. Whilst in Nairobi, the mission participated in the Project Steering Committee, at its first meeting on 2 October. It also conducted an informal consultative meeting with a number of NGOs active in the Juba and Shabelle riverine areas, including those implementing the Shabelle Agricultural Rehabilitation Project (the SHARP group, EC-funded) on 15 October. The mission completed its work at the Project on 24 October, following debriefing of findings and conclusions to the EC-Somalia Unit and other concerned agencies between 17 and 23 October. In all it met with over 40 different stakeholder organisations in Somalia and amongst the international community. (The mission’s itinerary and list of persons met are given in Annexes 2 and 3;  a list of documents viewed is given in annex 4).

B.  BACKGROUND AND CONTEXT

Socio-Political Situation

5. The collapse of the Somali Government in the early 1990s and internal strife have led to massive destruction of basic social services and production capacity. This has made Somalia amongst one of the world’s poorest and malnourished. Around three fourths of the population are thought to be without safe water, and half without access to sanitation. Livelihood and social vulnerability, compounded by periodic droughts and floods, have forced many to become internally displaced or leave the country. Increased food insecurity has arisen from loss of crop production and the recent ban of livestock export its main markets. 

6. Coping strategies of the rural people in turn are exerting undue pressures on urban areas and already fragile eco-systems. Charcoal making for local consumption and export have led to significant loss of natural vegetation and land degradation in many areas, including rangelands and catchments. The encroachment of cultivation into pastoral areas, and unauthorised area closures by agro-pastoralists increasingly lead to conflicts between various users of land and other natural resources.

7. Despite continuing conflict, some areas have had prolonged periods of relative stability. Regions in the north and pockets of the south have seen some return to normal life, including demobilisation of local militia. Private entrepreneurial activity had partially helped fill the void in service provision, particularly in telecommunications, electricity, water, and transportation. In Somaliland, two universities have re-opened, with one teaching curricula in medicine, science/ education and business administration. Whilst at various stages of development, local administrations, consisting of ministries and regional and district authorities, were functioning. It is apparent that where conditions permitted, local governance, along with planning and regulatory functions, were re-establishing themselves. These processes make for an enabling environment, and are important building blocks for economic and social rehabilitation that could contribute to future peace and stability in Somalia as a whole.

Humanitarian Interventions 

8. Various international agencies and international as well local NGOs have engaged in humanitarian relief as well as rehabilitation and development interventions in Somalia. The SACB and the Consolidated Inter-Agency Appeals Process (CAP) provide the main mechanisms for coordinating and allocation of international aid to Somalia. The SACB operates through a network of committees. There are five main sector committees in key areas of rehabilitation and development assistance, including one for water, sanitation and infrastructure (WSISC), and one for food security and rural development (FSRDSC). Within the latter are  agriculture, livestock, food aid, and flood working groups. A local SACB office and water as well food security working groups have recently been started operations at Hargeisa in Somaliland. 

9. Much of the humanitarian aid to Somalia is channelled through projects and programmes of international agencies and NGOs, subsumed in which are water and land interventions. The mission has identified and grouped the main types of interventions by major humanitarian goal, generic programme thrust, and project/ activity clusters. These, along with a partial list of implementing partners and local institutions and initiatives are illustrated in table 1. They range from well established agency programmes to small-scale, localised field-level interventions. Whilst implementing partners do take into account the activities of other agencies, accessing and sharing of information had been problematic, especially for local institutions and the smaller NGOs. Consequently, design and implementation of specific interventions tended to be guided more by sectoral or corporate mandates than strategic, multi-sectoral oversight.
Table 1 Water and Land Interventions in Somalia: Generic Programmes, Project Clusters and Partial List of Implementing Partners and Local Institutions

	Humanitarian Relief and Rehabilitation Goal 
	Generic Programme Thrusts of SACB Partners (Donors, Implementing Agencies and NGOs) 
	Project and Activity Clusters
	Main Implementing Agencies/ NGOs  (examples only) **
	Local Institutions & Initiatives in Somalia (examples only) **

	Improved water and food security for the people of Somalia
	1. Delivery of adequate, safe and sustainable water and sanitation services
	Water and sanitation infrastructure rehabilitation; 

Water and sanitation operations and maintenance  (for rural, urban, peri-urban/ IDPs populations)
	Unicef, Africa70, Oxfam, ICRC, (SACB/ WSISC)
	a) Community based organisations (traditional community of water users ‘Madda’ and system of irrigation canal managers/ keepers Yersin and Barxaad; Rice Growers Associations, Pastoral associations, Community Development Committees & others

b) LNGOs e.g. WOCA in Jowhar (providing assistance to women headed households) and SORSO in Bosasso (Oasis orchard rehabilitation)

c)  Local area relief and rehabilitation initiatives (ranging from flood monitoring committees to local authority water sector, agricultural and/or rangeland strategic planning exercises)

	
	2. Improved production and access to locally produced food (crop and livestock sources) by rural, urban and peri-urban households
	Rainfed & irrigated agricultural rehabilitation; 

Subsistence and commercial agricultural production enhancement; 

Economic diversification, non-agricultural income generation; 

Food aid/ Food for work
	Cefa, Care, Adra, Concern, World Vision, CINS, Vetaid, GAA, GTZ-IS, WFP, UNDP, FAO

(SACB/ FSRDSC)  
	

	
	3. Reversing trend in degradation of land and renewable natural resources 
	Soil conservation and amelioration; 

Watershed and catchment protection and management; 

Re-vegetation of degraded agricultural and rangeland areas; 

Participatory improvement and management of rangelands
	Horn Relief, Penha, Candlelight, DRC, GTZ-IS

FAO (including past TCP projects)
	

	Reduced human and economic losses from floods and drought (and other natural disasters) *
	1. Enhanced flood preparedness and response by agencies and communities
	Flood early warning system development and implementation; 

Emergency relief provision; 

Social and economic rehabilitation of affected communities and areas
	OCHA, Unicef, FAO

(SACB/ Flood Working Goup)
	

	
	2. Enhanced drought preparedness and response by agencies and communities 
	Drought early warning system development and implementation; 

Emergency relief provision; 

Social and economic rehabilitation of affected communities and areas
	FAO (FSAU) 

(FSRDSC)


	


*    Other natural disasters include agricultural pests and diseases. 

**  For further details refer to the Broad Vision Document (Annex 6). 

10. The degree of engagement of agencies within the country varies considerably. For instance, whilst FAO currently has little pro-active engagement in the country, UNDP has established four regional offices and maintains a regular dialogue with administrations, civil society and the private sector in Somalia. The World Bank has also recently become an active participant to the SACB, and together with UNDP have jointly identified a number of strategic entry points for engagement in the macro-economic, livestock, and health (HIV/AIDS) areas.
Need for Water and Land Information

11. Competing demands by different users and stakeholders of scarce water and land resources mean there is need to reconcile these demands as well as manage potential conflicts that could arise. To ensure water and land resources are developed and managed sustainably requires a strategic overview of these resources, based on structured, up-to-date, and location specific information. Such information as existed has been largely lost during the conflict years
. Not many international agencies and NGOs, and especially local administrations and communities have the capacity to assemble and interpret information on water and land resources, amidst more pressing needs for provision of relief or rehabilitation assistance. 

12. The importance of good quality water and land information had been recognised by SACB, which in 2000/01 initiated work on developing a water information system, an irrigation information system for the riverine areas, and had also looked into a more inclusive agricultural information system. Although largely pilot exercises, these helped point the way to future needs.  With UNDP assistance, a Concept Paper on water and land information management system was prepared by FAO and endorsed by SACB in October 2001. The concept was based on a water and land resources development paradigm, linking water and land resources, but giving priority focus to the water domain. It identified major issues and needs, including moderating between competing or conflicting demands by water users and stakeholders as part of integrated water resources management. The paper led to the funding of a project by the Italian government that was to become the fore-runner of the present project.

Evolution of Project OSRO/SOM/303/EC

13. Planned and actual project timeframes of the various phases are summarised below: 

	Project Phase
	Donor
	Implementation Timeframe

	
	
	Planned
	Actual

	SOM/01/008/08: Support to the Development of an Integrated Water and land Information Management System ($36,000 for 2 person-months)
	UNDP/ STS
	1 July –

31 Aug 2001 

(2 months)
	undertaken as planned

	OSRO/SOM/103/ITA: Establishment of a Water and Land Information Management System to Support Relief and Rehabilitation Interventions for Flood and Irrigation ($317,000)
	Italian Government
	1 Dec 2001 –

31 May 2002

(6 months)
	17 Dec 2001 – 

31 Jan 2003 

(13 months) *

	OSRO/SOM/303/EC: Establishment of a Water and Land Information Management System to Support Relief and Rehabilitation Interventions (Euro 450,000 or approx. $476,000)
	European Commission
	April 2003 – 

Nov 2003

(7 months)
	April 2003 – 

Jan 2004

(8 months) **


*    All project staff and consultants, except for the Project Coordinator, separated by October/November 2002.

**  As currently anticipated by the Project; official dates however await reconfirmation by FAO and EC. 

The Italian Phase
14. The present project follows an earlier phase funded by the Italian government, which was aimed at supporting flood and irrigation interventions in the riverine areas of Somalia. The latter’s immediate objective was to “improve the capacity of SACB partners to plan and implement relief and rehabilitation programmes, by setting up a Water and Land Information Management System, and by providing SACB partners with appropriate technical support”. It was meant to contribute to the goal of helping vulnerable populations in southern Somalia resume sustainable livelihoods. Originally planned to run for six months from December 2001 to May 2002, it was extended to October 2002, then to January 2003, whilst awaiting approval of funding of the EC project. 

15. By January 2003, a number of planned activities were at various stages of completion (table 2). Most were preparatory or preliminary work towards information system establishment. But some activities ran out of time, or were deferred to the present phase. 

Table 2 Activities Completed by OSRO/SOM/103/ITA, indicated in the Project Final Report *

	Project Activities Planned
	Main Activities Completed

	1. Setting up an Information System (Phase A) including an Archive
	A preliminary information resources unit was established and a first version Somalia Water and Land Atlas produced and distributed to twenty partner organisations, along with licenses. A preliminary archive, including document repositaries was established, and specialised computer hardware and software procured. 

	2. Scale up land cover data to 1:100,000 scale for the project area.
	Identification and procurement of appropriate RS imagery, their geo-coding and preparation for photo interpretation were undertaken. However the main contractor i.e. the Africover team had not been able to allocate adequate time and resources to this exercise due to other regional commitments. The project plan was revised in May 2001 to read “Prepare remote sensed imagery with GIS in order to produce 1:100,000 scale land cover maps” and production of physical outputs by way of databases and maps deferred to the subsequent phase. 

	3. Rehabilitate key aspects of the river hydrometric network, and a river flow model, for improved flood warning and flow analysis
	Four gauging sites were rehabilitated on the Shabelle and Juba rivers (through LoA with CEFA). However security problems on posed problems at one site (Bardhere). Gauge readings had commenced with SC-UK (at Belet Weyne), CINS (at Bulo Burti), and CARE (at Luuq & Bardhere). A Flow Forecasting Model for the two rivers, based on pre-war flow archive (held in trust by CEH) was made operational. 

	4. Provide training and technical assistance to partner agencies in the collection and interpretation of flood and irrigation data
	Manuals were developed through LoA with Agrosphere on collection of irrigation data, and technical input provided to CEFA on design of irrigation infrastructure rehabilitation. The project developed a standard gauge management package for NGOs responsible for the different sites. 14 SACB stakeholders given demonstration in Dynamic Atlas; training on software suite and use of the water and land data warehouse for 20 trainees at RCMRD, and licenses distributed to partner organisations. 

	5. Provide technical assistance to the SACB for the development of a strategic overview.


	Project staff had participated in SACB committees and working groups, networks, expert consultations and task forces. Project coordinator chaired the Flood Working Group, and undertook a joint mission to Mozambique to review national flood programming, resulting in a draft framework for an Inter-Agency Action Plan for Flood Warning, Preparedness and Response.


* Based on Draft Final Report of OSRO/SOM/103/ITA ( Feb 2003). 

16. Various problems encountered during that phase were the lack of permanent project space, uncertainty as to prospect and actual timing of the follow-on phase, and contracted parties not being in a position to meet anticipated commitments. Other implementation constraints were the poor security situation, hence lack of access to field sites (especially Bardhere and at Luuq) in Somalia. Even where access was possible, lack of a long term presence of project staff, and of FAO in the country had generally posed difficulties. It was acknowledged that there was need for objective stakeholders consultations to determine whether overall objectives had been met. As there had not been a formal evaluation in the previous phase, this was deferred to the present phase.

The Present Phase

17. The present project was originally conceived as a three to five year project (as indicated to the SACB agricultural working group meeting in August 2002). But it was designed with a timeframe of only eight months, with the expectation of further phases to be funded under EC’s 4th and 5th Rehabilitation Programmes for Somalia. There was also an activity gap of nearly eight months between the previous and present phases. Most staff / consultants in the previous phase had terminated in October/ November 2002, while those for the present phase were not engaged till June/ July 2003 (apart from the Project Coordinator in late May).

18. The project scope of this phase is restricted to riverine areas of southern Somalia. Its main purpose is to improve the capacity of SACB partners to plan and implement relief, rehabilitation, and development projects, through provision of technical assistance and water and land related information. The overall objective is to support sustainable improvement in the livelihoods of vulnerable populations. The project logframe (according to EC format, as set out in the PRODOC) is attached in Annex 5.

C. ASSESSMENT OF PROJECT OBJECTIVES AND DESIGN

Relevance of the Project

19. The present project remains highly relevant and essential to the humanitarian context in Somalia. It is a continuation of the an important initiative towards information services that can contribute significantly to improving water and food security of the Somali people, and help protect valuable water and land resources for future generations. All these might be expected find consonance with current and future Somali aspirations. 

20. Outcomes of water and land interventions should of course be in keeping with norms and expectations of the Somali people and the world community at large. The latter are best captured by the Millennium Development Goals (MDGs), as defined by world leaders who signed up the Millennium Declaration in the year 2000, whose targets include the eradication of poverty and hunger, sustainable access to safe drinking water, and reversal of loss of environmental resources 
21. Also significant are recent initiatives such as the New Partnership for Africa’s Development (NEPAD) programme, the Comprehensive Africa Agriculture Development Programme, the African Ministerial Conference on Water, and the various conventions which came out of the 2002 World Summit on Sustainable Development, including those on forest conservation and combating desertification. Herein lie both need and opportunity for a water and land information system that would help provide an interface between local interventions in Somalia and various initiatives and conventions that seek to improve the livelihoods of people regionally and globally.
Project Objectives and Design

22. The project design appears broadly coherent, with logical linkages between the overall objective, its purpose of improving planning and implementation capacity of SACB partners, and the main results, as seen below:

	Overall Objective
	To provide support to sustainable improvement in the livelihoods of vulnerable populations in southern Somalia.

	Project Purpose
	Improve the planning and implementation capacity of SACB partners, through the provision of an improved baseline in water and land information, and through provision of  technical assistance.

	Project Results
	1) An improved baseline on water and land resources information available for southern Somalia;

2) Implementing agencies within SACB have improved access to user-friendly water and land information system;

3) A flood early warning system for the Juba and Shabelle Rivers of southern Somalia is operational. 


23. There are nonetheless a number of possible weaknesses in the project design which could detract from its realism and potential impact. These have important implications for current project management, as well as lessons for future project phases, as seen below:

Timeframe: The eight-month duration provided for the present phase, as also the six-month original timeframe of the preceding Italian phase, did not give adequate consideration to practical realities in achieving timely information results and in improving the planning and implementation capacity of SACB partners (the latter being the stated project purposes/ immediate objectives). Such short timeframes are more appropriate to quick response relief interventions than sustained efforts in information system development and management. 

Project Inputs: The very modest budgets, hence limited project inputs in both phases; the lack of project field staff in Somalia; reliance on data collection by other implementation partners; and the lack of continuity between phases (with logistical demands of stop-start operations) all pose important risks to timely completion of project operations, and compound the difficulties in achieving planned outcomes. 

Scope and Scale: Both the Italian and EC-funded project phase have deviated from important aspects of the original SWALIM Concept Paper, in particular the key component of a ‘water and land resources development paradigm’ for integrated water resources management. Important system objectives i.e. determining water availability in the natural environment with regard to the land system; monitoring at regional and community stakeholder scales; and providing for longer term system integration within the institutional context of Somalia, also appear to have been neglected in the project design. 

Given the restricted scope and scale of operation of both phases, anticipated project results would have only limited impact on addressing information needs at the strategic level. They could service, at best, some of the interventions of the type indicated in table 1 above. Those relating to land degradation issues, rangeland enhancement, and land-water interfaces would, for instance, not be catered for. An important gap is specific provision in the project design for technical inputs focusing on land degradation vulnerability and natural resource management, and their inter-relationship with sustainable use of water resources. 

Financial constraints and the short funding cycles at the time would no doubt have militated against a wider scope in project design. To the extent such constraints could eventually be overcome, re-visiting the conceptual basis of the water and land information system for Somalia, re-scoping of systems needs and opportunities, and re-scaling the size of the needed intervention, should be amongst the first tasks in future project identification and design. 

OVIs and the Intervention Logic: A number of the OVIs in the project logframe (refer to annex 5) simply indicated completion of activity stages or data tools developed, rather than delivery of useable information products (e.g. regular monitoring of river gauges being presented as an OVI of an operational flood early warning system, instead of the timely issue of flood warning). The way in which OVIs had been specified also renders difficult future evaluation of performance in terms of outcomes and impacts. There was also inadequate provision for internalising the consultative and interactive processes necessary for ensuring relevance and acceptance from the users’ perspective. Despite these weaknesses, OVIs of project results do highlight important activities or elements that would logically contribute to performance, as discussed in a subsequent section.

24. Design Needs Water and land interventions serviced by SWALIM information are meant ultimately to lead to desired outcomes and impacts, such as improved livelihoods or access to safe water, for the people of Somalia. The latter include the vulnerable, and others as yet unaffected or negatively affected by current projects and programmes. An immediate objective or purpose of SWALIM should thus be to facilitate better targeting, and more holistic and integrated planning of interventions by those mandated to do so – in short helping improve water and land interventions of implementing partners overall. These important elements of the intervention logic, not articulated in the  present SWALIM logframe, would need to be given particular consideration in future project design.
25. Future SWALIM initiatives would benefit from a more comprehensive and robust, yet flexible project design. Practicalities would of course depend on funding possibilities. As understood by the mission, these could include funds earmarked under EC’s 4th and 5th Rehabilitation Programmes for Somalia. But from the broader and longer term perspective, such resources are likely to meet only a part of overall the needs. Hence, other options for funding of SWALIM initiatives, including co-funding of complementary components, bi-lateral technical assistance, and contributions from agency normative programme funds ought not be ruled out.

D. ASSESSMENT OF PROJECT IMPLEMENTATION

Operational Status

26. The starting date of this project phase was supposedly 17 April 2003
. The Project Coordinator was appointed in late May, following which seven other technical staff and consultants and one administrative assistant joined during June and July. The project office was set up in late July, in shared premises with FAO/ TCE (Emergency Operations and Rehabilitation Division) regional office at Lion Place, Nairobi. 

27. Full mobilisation of the project team dates from around the time of the first staff planning workshop (29 – 31 July). A number of staff (three, including the Project Coordinator) were from the previous phase, but the rest are new staff. The Administrative Assistant is shared with the TCE office, while one technical staff (head of the Information resource Unit) is engaged on part-time basis. The project has neither staff nor an official focal point inside Somalia. 

28. Project equipment, including computer hardware and software carried over from the previous phase, are up and running, but there had not been any provision for a vehicle for the project. Transportation in and around Nairobi is currently dependent on vehicles loaned from FAO, whilst field activities in Somalia are carried out using hired vehicles from local contractors. Being EC-funded, project staff notionally has access to ECHO flights when travelling to Somalia; however, capacity is limited, and actual travel schedules may not always work out to plan.  

Budgets and Expenditures

29. The project budget stands at 450,000 Euro (equivalent to $476,000 at exchange rate at time of contract; or around $518,000 at current exchange rate). The project’s operational status is reflected in part by its expenditures in the field (in both Nairobi and Somalia). The total amount committed or paid, as at end of September was $136,625, or well over half of the field allotment advice of $240,860. This leaves a a balance of some $104,235 towards commitments from October 2003 onwards, pending future budget revisions
. Generally, funds flow from FAO HQ to the Project appears to have been smooth, and not a constraint to operations.  

30. Overall allocation for international staff and consultants over the full project duration (as indicated under EC budget lines) currently stands at 110,250 Euro, while other budget items to be charged through FAO headquarters (including items such as international travel, evaluation and supervision costs) amount to around 63,000 Euro. The total of these two HQ items in dollar terms (at current exchange rate) is of the order of $200,000. The project’s financial situation appears as follows: a) project funds committed under existing field allotment advice plus budgeted HQ items to project end would total $440,860; b) this would leave a balance of as yet uncommitted funds of between $35,000 (at contract exchange rate) and $77,000 (current exchange rate); c) from the existing allotment advice, a balance of $104,235 would be available from October till project end, pending any future budget revision. 

31. A provisional conclusion here is that the project budget should be adequate to carry the project through to beyond January 2004. Additional funding beyond January is by no means guaranteed, whilst time over-run in project delivery likely (further discussed below). It would be prudent for the Project to examine as soon as possible the practicability and extent to which remaining project funds would permit operations to continue beyond the current NTE date, should it be necessary to do so. This could help avoid discontinuity of the type experienced, and assist in any needed rescheduling of activities critical to result delivery under the present phase.

Project Management 

32. The Project is operated by FAO/ TCE in Rome and technically backstopped by the Land and Water Development Division, primarily AGLW, with technical support of the Environment and Natural Resources Service (SDRN). It is line managed by the FAOR Nairobi, who is also Officer-in-Charge for Somalia. A Project Steering Committee (PSC), consisting of SACB members, has been set up to oversee the project’s implementation and to support its strategic orientation. There had also been useful support from both SACB and the FAOR. The PSC met for the first time on 2nd  October 2003 and, whilst later than planned, has demonstrated close interest in the project’s operations and technical content.

33. Day-to-day management of the Project and supervision of staff and consultants rests with the Project Coordinator, who reports to the FAOR Nairobi. Mission observations are that project management is generally effective. A well defined management structure, including a system of regular staff meetings to monitor project progress is in place. However, for a project of this size, an undue amount administration appears to be placed on the Project Coordinator, particularly in relation to project budgets and accounts, field logistics, and liaising with the donor. This could detract from more pressing technical coordination tasks, and impact on result delivery. 

34. One problem is the lack of full-time administrative staff for the project. Another is the need to maintain project accounts under both FAO/ ORACLE and the EC’s budgeting systems, a task currently undertaken by the project office with regard to the field allocation. Reconciling budgets and accounts between two systems that are incompatible in budget lines and items is however time consuming, complicates financial monitoring, and adds little value to the management process. Todate there is no clear guidance as to specific responsibilities for dealing with project finances, including which budgeting and accounting system (i.e. FAO or the EC’s) takes precedence. The lack of logical clarification as to the official start of the Project is also unhelpful, as uncertainty on this issue hampers realistic scheduling of project activities. 

Operational and Technical Backstopping

35. The Project Coordinator was provided detailed briefing at FAO headquarters following project inception (early July 2003). Since then, technical backstopping has come primarily from AGWL, with TCEO, other headquarters divisions and services, and FAOR Nairobi providing operational support. These had generally proved helpful. However, mission observations are that there is now a clear need for further strengthening of both operational and technical backstopping, to guide the project through the present phase, and into the next phase. 

36. Close support from FAO headquarters is important for maintaining continuity with, and assuring quality, in defining the next phase. Given the multi-sectoral and strategic dimension of SWALIM and the specific food insecurity context of Somalia, technical backstopping must extend beyond the remit of water resources and irrigation (AGLW), to include expertise in land resources management and land use databases (AGLL), and in sustainable development and environmental monitoring (SDRN). 

37. Since the EC will likely be donor for the next project phase, it is essential that a logical clarification be speedily obtained by FAO as to the official and end dates of the present project phase. This would assist in targeting the timing of the next phase – and avoid a repeat of the hiatus (of nearly eight months) which followed the earlier Italian phase. Utmost clarity also needs to be established between FAO and the EC as to the modalities to be adopted in regard to project accountability. Projects cannot function well under separate systems of management control, hence early agreement will need to be reached in such areas as specific responsibilities for financial monitoring, including the budgeting and accounting system to be utilised.   

Government Support and Participation

38. In the absence of a fully functioning government structure in the country, SWALIM is being implemented primarily as an external intervention. There is no direct participation of either the Transitional National Government or any local authority. That the Project could operate in any region at all was due as largely to informal and sometimes personal contacts between project staff and the local authorities in control at a particular time. Without the cooperation of the latter, visits to the field and, importantly, safety of project staff, might not have been easy to arrange.

39. The mission’s observations are that regardless of the factional rivalry and sporadic recurrence of conflict that still affects southern Somalia, in areas where relative stability has ensued there is a genuine desire by local authorities and communities at large to engage with external organisations not only in emergency relief, but also rehabilitation and development endeavour. There are opportunities and entry points for reciprocation that do not appear to be well exploited by some donors and implementing agencies, including this project and FAO.

40. The north of Somalia (namely, Somaliland and Puntland) is currently not covered by the Project, whereas relatively stable administrations have existed there for a fairly sustained period. There is a high degree of readiness amongst local officials and technicians for technical assistance and cooperation in both these regions. The SACB’s recent engagement in Somaliland also indicates a strong local interest in the water and sanitation and in food security and rural development areas. Cooperation of local administrations is likely to be forthcoming should future SWALIM activities also cover these regions of the country.

E. ASSESSMENT OF RESULTS AND EFFECTIVENESS

Progress Towards Planned Results

41. At the time of this mission, the project has commenced operations in all three main areas of its work programme, namely: a) Water and land baseline establishment; b) Improving access of  SACB agencies to the information system; c) Operationalising a flood early warning system for Shabelle and Juba rivers. Of most interest to the mission here are: 1) the significance of current project activities towards achieving results as per the logframe; 2) progress and likelihood of these results being achieved within the present or extended project timeframe; and 3) the result-to-purpose link in the intervention logic.

42. Overall Assessment Mission observations are that, for projects of this kind, and given the realities in Somalia, progress of activities in the present phase are as advanced as could be reasonably expected. This has built upon work completed during the Italian phase. But discontinuity between phases had meant some loss of  momentum. It is apparent the project timeframe is extremely tight. The mission and the Project Coordinator concur, as progress stood in late October, delivery by January 2004 is not assured for all project results indicated in the project plan, with time over-runs in delivery of some results increasingly likely.

43. Specific Project Results  A systematic review of each OVI by the mission indicates that good effort had been made in relation to each of the three main results. However many of the OVIs would not adequately reflect performance either in terms of results or purpose. Improvements in the scope and/ or technical approaches in some activities would also be required in order to improve prospects of achieving meaningful results within a reasonable timeframe. 

Result No. 1 - An improved baseline on water & land resources information is available for Southern Somalia:

OVI 1.1. An information validation strategy is developed (changed in Project Inception Report to:  “Datasets for validation identified & methodology for each developed”)  Project effort had invested into database development. Primary datasets for further validation have been identified, including those for water supply, floods, and irrigation areas and canals. Methodologies for validating are in progress. It needs to be stressed that datasets are not the same as information. Integration and organising of data in a form meaningful to the user is necessary before these could perform an informative role. There is a risk of the Project being swamped by large data sets. A broader strategy on information gathering, validation and dissemination is thus needed. Systematic feedback from users, at agency and field levels, should be one prong of the validation strategy. Another is to work towards systematic collaborative arrangements with partners at agency HQ and with NGOs and regional administrations in the field. The ideal is to arrive at information that can be accepted and used as the main authoritative source by all stakeholders, at field and also strategic levels (such as FSAU and DIMU).

OVI 1.2 At least two studies closing identified information gaps are commissioned A report of an anthropological study on water and land rights for riverine areas has been commissioned. Given the critical importance of understanding social context and inter-relationships in formulating relief and rehabilitation interventions, awareness of these issues should in principal help avoid design pitfalls and elicit better local participation, to which the work so far is a useful contribution. Work had also commenced on an Inter-agency Working Paper on flood preparedness. This activity however is more one of field operations support than information system development. Given moderate progress in other results, a more appropriate interpretation of this OVI would have been undertaking studies to address key gaps within the other OVIs. This would have deepened the progress, rather than broaden the scope - including into areas such as the coordination of flood preparedness that are the clear remit of other organisations.

OVI 1.3 Water supplies database operational & validated for at least 50% of southern Somalia. 
The project has achieved significant progress in assembling a nation-wide dataset of information for nearly 4,500 water supplies nation-wide, from more than 12 different agencies. For each water point, up to 92 different attributes are held. The project has created the useful capability to produce and distribute maps showing water point locations. A clear process is in place for data validation and processing for the remainder of the project. However current activities cover various parts of the country rather than the project target of 50% of southern Somalia. There is a need to rationalise and confine this work to the OVI and concentrate on the (less than) 12 ‘essential’ attributes. If possible, significant in-roads should soon be made into a capability to report on the number of people with and without access to safe water on a district or region basis.

OVI 1.4  Irrigation database is operational for at least 50 % of riverine area (changed in Project Inception Report to: “Working estimate of the irrigated area by type produced for FAO aquastat”; further changed to “A relational database developed and made operational in this phase and a working estimate is produced for FAO Aquastat”). Conceptualisation of the database is ongoing. An irrigation database has to be useful for SACB partners both at agency HQ and in the field. Aquastat is not designed to assist planning or implementation at the localised level, hence should not be integrated into the OVI. Clarity is needed on whether the output is an irrigation database or not, and if so of the information content (e.g. extent of irrigated area, coverage and status of canal network and control structures, type of irrigation e.g. spate, full/ partial control, number of farmers served, and cropping patterns), and its scale and level of aggregation (e.g. summarised by scheme, district or region). A relational database may have limited added value to the information system at the moment. Hence it is better to use project resources on information acquisition, interpretation, and presentation of initial results to users. 

Different options are available for data collection. Remote sensing (RS) using existing Landsat panchromatic data could be used to show road and primary irrigation canal networks, with minimal additional field observations. Land cover assessment at 1:100,000 could, if specifically targeted, help indicate irrigation uptake and extent of utilisation for perennial and seasonal crops according to scheme/ command areas and district by district. Field-based data collection using GPS in conjunction with NGOs on the ground is also a cost-effective alternative in areas where field access is possible. Given that users, such as the SHARP group, have expressed need for information on crop production, both field-based and RS methods should be given due consideration in irrigation data collection.

The original OVI (50% of riverine areas) should remain. But to provide a deliverable result by project end (Jan 2003), one option is to focus initially on one region each for the Juba and Shabelle (e.g. Middle Shabelle and Lower Juba) to arrive at a full dataset for each, including printed maps. Training on information gathering & validation in the field is also needed. The earlier project phase had invested in an irrigation data collection schedule through AGROSPHERE. But with over 200 attributes, this is considered by other NGOs to be difficult to implement. Refining and simplifying the data collection format, in consultation with various implementing partners, and making this available in the Somali language, could go a long way towards this OVI. 

OVI 1.5 Land cover mapping (1:100 000 scale) is completed for the riverine area (Jan 2004). This activity was inherited from the earlier project phase. It appears to the mission to be currently more technology driven than user-led. Given the timeframe (staff able to start work only from late July), much depends on how quickly field verification work could progress within the Juba-Shabelle riverine areas. Any deterioration of the prevailing security situation poses an obvious risk. But importantly, the question is how relevant would the detailed data on land cover classes (currently some thirty land cover classes) be to SACB user needs. 

The technical validity of the land cover assessment approach, based on the LCCS standard (peer reviewed by JRC and other international experts), and pioneered under FAO’s Africover initiative in East Africa, is not in doubt. But from the perspective of most SACB stakeholders, value added products, rather than land cover databases per se are what is desired. The mission sees potential in tracking broad trends in deforestation, for example, but performance in generating information to support field interventions has yet to be demonstrated. 

Thus, present land use for various broad types of agriculture (seasonal food crops, fruit crops such bananas; irrigated and rainfed production), their present extent and locations, and past trends (pre and post conflict), are far more meaningful than un-aggregated single period land cover data that would require specialised GIS knowledge to analyse and interpret. The project should not assume it can pass on semi-processed data to others to finalise (requiring complex IT facilities) – rather, it must focus on distribution of final products, with value-added embedded.  

A re-think as to user needs and purpose of the riverine land cover mapping exercise, and the potential for fuller use of existing Landsat imagery (2000/2001) in irrigation database establishment, in conjunction with field based NGOs, is merited.

OVI 1.6 A draft baseline on land and water information is completed for Southern Somalia (By project end). This OVI is the crux of result no. 1. Overall achievements todate had been more on database structure preparation than data content. Responsibility for the irrigation part of ‘water’ appears diffused, and there is no clear indication yet on how the irrigation database, the riverine land cover information and the water supplies database will be presented as an integrated information product. The mission acknowledges their stand-alone value, but suggest there is far greater value to be derived once they are integrated. A clear statement as to the itemised information content of such an integrated baseline would be helpful in gauging the extent to which the project result has been achieved.
Result No. 2 - Implementing agencies within the SACB have improved access to a user-friendly water and land information system:

OVI 2.1 The IRU is set up and functional The process of setting up the IRU is ongoing, and useful progress is being made. However, physical establishment alone cannot reflect improved access i.e. this is a weak indicator of the project result. An information resource may not be widely accessed by potential users in the absence of good communication and dissemination, for which resources need to be allocated. It is surprising that the head of IRU is not engaged full-time, and clearly mandated for these tasks vis a vis SACB partners. Delegating responsibility to a part-time staff member cannot be optimal for dissemination. A re-directing of project human resources and a strong working relationship among project staff in the period to January would be essential. A document on “Working draft policy & procedures for information access & exchange” to consider policies and protocols to be adopted is still under development. This is an important step and, when completed will assist the communication and dissemination roles.

OVI 2.2 Project Steering Committee Meeting Three Project Steering Committee (PSC) meetings were planned for this project phase. But the meeting of 2 October 2003 was the first of any phase todate. Late scheduling of this cannot be beneficial to the awareness of SACB partners, which is critical to their engagement, or to providing guidance on information products and priorities. The project team has no direct control over the PSC meetings: close support by SACB and the EC Somali Unit is needed to keep the PSC mechanism on track. 

OVI 2.3 At least 30 people from partner agencies are trained on information collection and use Training objectives need to be more clearly defined, with target audience for any type of training well identified. It is necessary to distinguish training relating to data collection and validation from that of stakeholder dissemination. This OVI comes under the project result on improved information access, which relates to dissemination and uptake aspects. Available funds not committed as yet towards training in field data collection ought to be prioritised towards uptake of the information products by SACB partners and Somali authorities.

OVI 2.4 Up to 4 specific requests for information served per month  With requests being the driver, the project has no direct control on performance. While it is apparent a lot more than 4 specific requests had been serviced, there is a need to keep a log of user requests. The project should avoid a situation of servicing only those who know about it (refer to OVI 2.3). A good balance will be necessary to avoid ad hoc requests distracting from other major project services. Availability of datasets (using text-efficient options to improve accessibility in the field) and maps that are downloadable over the web, or use of pro-active methods of information dissemination could help improve process efficiency.

Result No. 3 -  A flood early warning system for the Juba and Shabelle Rivers of southern Somalia is operational:

Emphasis of the result is on an operational flood early warning system while the OVIs relate only to the tools needed to do so. Consequently, the logical framework has no in-built measure of the uptake and benefits from an operational warning system. This places the project in a risky position, such that it might not have issued any warning were a significant flood to occur during the coming Deyre season, despite having received funds that suggest it would do so. But individually, the OVIs have been more or less met, aided by significant predecessor activities under the prior Italian phase.

OVI 3.1 Four river gauges regularly monitored and maintained.  All four gauges are operational and a good system of level observations has been established, with good prospects for sustainability. Level observations are communicated to Nairobi where a database of river levels is maintained to high professional standards. The project has benefited from the recovery of the historic datasets that now provide a 40-year or so time series, albeit with a ten year-gap. The mission is concerned, however, given the importance of this information to flood forecasting that it takes at least one month for levels to be communicated to Nairobi - this is of no value whatsoever to flood early warning. There should be no insurmountable problem in real-time communication of level observations to Nairobi, hence this should be instituted with immediate effect if the function is to be justified in terms of flood warning.

Whilst level observations are of value to flood forecasting, flows are also required to convert flow volumes to depths of flooding. However, the project has not successfully applied valid rating equations. Significant effort has been directed towards developing valid ratings – none of which have any particular technical merit. The mission has encouraged development of theoretical ratings, and these could be in place within a matter of days, further enhancing the flood forecasting potential of the Unit.

OVI 3.2 Validation of flow forecasting model (Oct 2003). The project has established a prior flow forecasting procedure developed by CEH-Wallingford. It is not clear to the mission why this needs validating (other than for flow new diversions intermediate between flow observation points). Being a flow forecasting model, there is some, but limited value in flood forecasting. Most critically, the model requires flows (at Belet Weyne) as inputs, and the delay in developing a rating equation at that station has prohibited the use of this model. When that rating is finalized, the model should be immediately applicable, assuming no change in diversions (probably a valid assumption at flood flows).

OVI 3.3 First draft validation of geo-spatial streamflow model USGS/FEWSNET (Jan 2004). 
The project has benefited from association with the USGS in developing and applying a USGS geo-spatial streamflow model. But the project should now ascertain the current and future usefulness of this approach in the light of: a) heavily-influenced water controls upstream modify the natural flows predicted by the model; b) estimation of daily mean flow estimation rather than flood hydrographs (especially instantaneous flood peaks); c) the cause of flooding by embankment breaches rather than overtopping of channel capacity; d) the seasonal changes in channel characteristics as determining flooded areas; e) and the usefulness of DTM floodplain mapping in such low-level terrain. 

Current effort has not been directed towards the central thrust of real-time flood forecasting as per the logframe result. Greater urgency ought to be given to an operational warning system for emergency relief. The mission has made the project aware of an alternative approach, based on improved river flow communication from upstream and the issue of a regular flood risk bulletin, in conjunction with simplified flood risk maps, and strong real-time communication from effective areas (see table 3). This should be instituted if possible during the current Deyre. 

Table 3 An Alternative Approach to Flood Forecasting: A Three-level Point-of Focus

	Level
	Circumstances
	Information Services by SWALIM

	1.
	Gu and Deyre wet seasons, without explicit  knowledge of a severe flood
	A regular weekly Bulletin containing a ten-day flood outlook, issued at a consistent time every week (e.g. Tuesday afternoon), based on synoptic meteorology over the catchment, dam levels and the downstream projection of upstream flows (including from as far upstream into Ethiopia as possible). The Bulletin should be issued irrespective of whether or not there is a significant flood risk. 

	2.
	Explicit knowledge that a severe flood will occur in the next 3-7 days
	A regular 24-hour Bulletin containing a 3-day flood outlook, based principally on the downstream projection of upstream flows, infrastructure and saturation status in the flood-prone areas. The Bulletin will identify at-risk communities and express likely impacts for the anticipated severity of the flood.

	3.
	1-2 days before a severe flood, during and after the flood
	A regular 6-hour Bulletin based primarily on real-time information from the (likely and actual) flooded area, and the duration and severity of the flooding situation based on next-day flows and flooding depths.


Emerging Effects and Impacts

44. In the light of the Project’s overall objective and purpose beneficial effects and impacts which could be ascribed must stem from the utilisation of, and responses to, the information generated or disseminated through the project results. Given the stage of project implementation, it is too early to document uptake, let alone evidence of improved planning and implementation capacity of SACB partners. The mission’s interactions with various stakeholders todate moreover indicate that such uptake is as yet not apparent. On the other hand, expectations of the project by others is very high.

45. An intense concern of the project over its remaining duration must be how data collected and databases developed could transform into useful and useable information within the geographic confines of the project. This applies particularly to information needed to trigger responses of partner agencies and local communities to flood risk. More generally, the project would need to focus critically on strengthening the result-to-purpose link, including a review of the validity of some of the assumptions in the intervention logic. Those concerning working relations between agencies merit special attention. Sustained collaboration cannot be taken for granted, especially if the data flow had hitherto been largely one way. This underscores the importance of internalising within the project logic dissemination and communication roles. Establishing the relevance of project deliverables in support of implementation partners’ relief and rehabilitation interventions is key to successful project outcomes.

Sustainability and Related Issues

46. The present clientele for SWALIM information products and services are largely non-Somali. Clearly, this is an abnormality and not a situation to be sustained indefinitely. Uncertainties in forging a single national entity in the immediate future are obviously a factor here. But administrations and authorities in various regions already exhibit both need and potential for planning and implementation of water and land interventions, including at the strategic level. There is a discernible user-clientele at administration and civil society/ NGO levels within Somalia that would benefit from access to timely and up-to-date information on water and land resources issues. Such access would not only empower Somalis in critical decision making processes but also ensure sustainability of the information resources developed.

47. The Project’s field presence in Somalia, over both phases, had been intermittent at best. Activities focused largely on data collection and measurements, with little return of processed and value-added information to local administrations or partner organisations in the field. Such a relationship is unlikely to be sustainable in the longer term, as perceptions of ‘data mining’ and consultation fatigue take hold. This makes it urgent that visible information services and products relevant to the area are made available to local users, especially those who had collaborated in data collection. To pave the way towards more substantive Somali ownership of information systems and resources, an incremental process of in-country engagement along with capacity development would need to be factored into future project activities.

Prospects for the Remainder of the Period

48. Prospects of the project purpose being reached within the present project phase could be considerably improved by refocusing on the most critical aspects of the project plan in light of the results-to-purpose linkages above. Project results would need to be primed for physical completion within the present project phase. Spill-over of activities into a subsequent phase should not be consciously planned for, as there is no guarantee of future funding, or that these activities would be replicated in their present form. Project effort in the remaining period is best utilised in demonstrating the feasibility and practical utility of information products and services, to guide their adoption or otherwise, within any subsequent phase. A number of suggested actions to help re-focus project results so as to permit completion over the remaining period of the project are set out in table 4. 

Table 4  Actions to Re-focus Project Results for Completion within Current Project Phase

	Suggested Actions



	Result no. 1: Improved baseline on water & land resources information is available for Southern Somalia
a) Completion of the water supplies database for 50% of  southern Somalia only, limited to no more than the 12 most essential attributes. This should provide an analytical breakdown of the number of people with and without access to safe water on a region and district basis.

b) Compilation of the irrigation database (50% of riverine areas in southern Somalia) to be organised for completion on a region by region basis, with priority given initially to one key region each for the Shabelle and Juba (probably Middle Shabelle and Lower Juba). Key attributes (including extent of irrigated area, coverage and status of primary and secondary canal network and control structures, number of farmers and communities served, and cropping patterns), to be summarised and referenced according to type of scheme, major scheme name, by district, and for each region.
c) Land cover assessment work should be prioritised and dovetailed into the irrigation databases for the two key regions in b) above; this should focus on aggregated land cover classes that would inform the extent of irrigated and non-irrigated cropping by main crop types (seasonal food crops and perennial fruit crops, including banana). 

d) Compiling an integrated geospatial information warehouse on water, irrigation and land information, which contains as a minimum updated irrigation and land cover/ land use data for at least two regions, and water supplies data for all regions (50%) of southern Somalia.

	Result no. 2: Implementing agencies within the SACB have improved access to a user-friendly water and land information system.

a) IRU staff would need to be on full and active deployment to ensure functionality of the unit. The unit head , along with the Project Coordinator, should have clear mandate for communication with and dissemination to SACB partners.

b) Training activities of the project need to be separated according to training objectives and audience into two sets: one for data collection, validation and utilisation in the field; and another towards facilitating uptake of information products by SACB partners and Somali authorities; formal end-of-training evaluation feedback from participants should be a feature of each training .

	Result No. 3: A flood early warning system for the Juba and Shabelle Rivers of southern Somalia is operational.
a) As soon as possible, a system of flood early warning/ outlook  bulletins should be established by the project to permit graded alerts to be routinely issued on weekly, daily or more regular basis (see table 3). This should be based on analysis of meteorological, upstream flows, and real time information relayed through standard communication equipment. There is no insurmountable obstacle why cross border communication with upstream sources could not be undertaken routinely.  

b)  Work on the CEH flow forecasting model should focus on developing a rating equation for flows at Belet Weyne, following which the model could be applied. A critical re-examination of the current and future utility of the USGS/FEWSNET geo-spatial streamflow model, taking into account the various peculiarities of the Shabelle before allocating further resources to its application for this river. 

c) Scaling back , by project staff, on direct involvement in activities related to flood preparedness coordination and field operational activities that are the remit of other organisations. (Whilst project staff could play a catalytic, advocacy and technical advisory role in facilitating adoption of best practices, this should not distract them from fulfilling their main project tasks in the period remaining). 




 F.  FEASIBILITY AND OPTIONS FOR EXTENSION OF THE PROJECT

Concepts and Context 
49. The overall concept of a Water and Land Information Systems would be that information services improve water and land interventions in Somalia. A critical boundary around the concept should be that the information services are in support of interventions by others – a broad clientele made up of those implementing programs and projects . ‘Water and Land’ should encompass the three dimensions of: a) water; b) land (renewable natural resources and the environment); and c) water- land combinations in agriculture and riverine ecology. A strategy should recognize that future interventions are likely to be within the three paradigms of emergency, rehabilitation and development, and would benefit from information in the three areas of strategic planning, programme development and project implementation.

50. It is essential that a strategy begins by taking a broad outlook on what is needed, and what could be achieved. Creation of a broad outlook – or vision – would re-establish some of the early principles proposed during the UNDP phase of conceptualizing SWALIM in 2001. Development of a broad vision must be realistic and pragmatic, but it should not be constrained by financial, time or implementation constraints. 
51. The overall context for an information strategy should be provided by: 

· The driving agenda of the Millennium Development Goals, and their localized variants

· The potential benefits to the lives and livelihood of primary beneficiaries (though an information service would deliver first to secondary beneficiaries, for their onward transmission of the benefits of information services)

· A framework of the most likely areas of future intervention in water and land

· The information needs already identified by programmatic strategies and policies

· Other key gaps in information as identified by stakeholders who are active in interventions.

52. SWALIM has strong prospects for delivery (as discussed in the evaluation section of this report). It has overcome a number of early challenges, and is now at a stage to evolve from ‘process’ to ‘product delivery’, and more effective information services. To do so will require a certain degree of organizational change. The implementation strategy should take account of the organizational issues that will see a transition to a broad approach from the solid, but narrower, approach under SWALIM Phase I.

53. Development Scenarios Central to overall context will be developments in the governance of Somalia. Figure 1 summarizes three development scenarios and the likely impact on the scale and type of interventions. The three scenarios are the i) current situation and its continuation as the status quo, ii) moves towards full and normal governance, and iii) deterioration from the current situation. These scenarios should not be applied evenly across Somalia, and different scenarios are likely to be prevalent in different regions at the same time. The current situation is characterized by national policy/strategy planning that can not be implemented on-the-ground, and by interventions that are dispersed, local and sectoral.
54. Moves towards full and normal governance would likely see an increase in the number of interventions at smaller scales. These are likely to be more community-based and multi-sectoral, and would together contribute to the achievement of national policy goals. Interventions would be more development oriented, with increased ownership by Somali authorities. Conversely, deterioration of the current situation would likely see national policies lose relevance (as they become increasingly unattainable), and interventions become even more localized. Interventions would become predominantly emergency-oriented, and even more under the leadership of the international community. There are clear implications for an information strategy, and these need to be taken into account in the design of implementation.

Figure 1 Development scenarios in Somalia

	Development scenarios of Somali governance
	Scale of interventions
	Type of interventions

	Full and normal governance
	* Many interventions (community-based and multi-sectoral) contribute to policy goals
	* Predominantly development-oriented

* Increased ownership by Somali authorities

	(
	(
	(

	Current status, continuing as status quo


	* National policy/strategy planning that can not be implemented on-the-ground

* Dispersed, local, sectoral interventions 
	* Mixed emergency, rehabilitation and development (according to circumstances)

	(
	(
	(

	Deterioration from 2003 situation
	* National policies lose relevance

* Interventions become even more localised
	* Predominantly emergency-oriented

* Increased leadership by international community


Needs Assessment for Somali Water and Land Information Systems 

55. The EC Somalia Unit has presented a useful overall assessment of where the main needs lie, as shown in Figure 2. Much effort has been, and is being, invested at the levels of strategy and policy, and at the level of interventions, particularly in areas of governance and technical implementation. The big gap lies in the bridging of strategy/policy, management, supervision and implementation. It is a two-way bridge. This concept is cited because it captures a recurring theme raised by organizations consulted.

Figure 2: Overall Assessment of Needs for Information in Somalia *
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* Based on a contribution by EC-Somalia

56. Looking upwards from organizations engaged in field implementation, gaps have been cited in: 

· Awareness of what information is available (e.g. GTZ-IS)

· Specific technical information (for example, SCF-UK)

· Real-time information for their field operations (CEFA)

· Knowledge of best practice (e.g. the Middle Shabelle Regional Administration) 

· Geographical context beyond their boundaries (e.g. GAA in Somaliland) 

· The wider strategic context of their operations (e.g. SHARP group), 

· The wider African policy framework (e.g. Minister of Water in Somaliland),

· Means by which to access funds for local action (WomenCare in Jowhar)

Looking downwards, gaps have been cited in:  

· Strategic consolidation of rehabilitation needs (EC)

· Numbers with and without access to safe water (UNDP)

· Flood risk (SACB flood working group)

Sitting atop the conceptual triangle, it is policy and strategy that dictates the framework in which information needs can be assembled. It is critical that information services bridge the gap between levels, connecting strategy and implementation in both directions. 
The Broad Vision

57. Consultations have shown unequivocal demand for a common information service, and that organizations are willing to contribute data (and in some instances pay for it if not otherwise freely available). The mission concludes that an information strategy must address current weaknesses in multi-sectoral oversight, fragmentation and inaccessibility of information by many, and failures to employ best-available information in project design and field implementation. Importantly, it should pave the way for the efficient hand-over of information about their own country to future Somali administrations, and be capable of reporting on progress attained by the development partners in the absence of functioning government.

58. A dedicated Water and Land Information System should yield benefits of strategic oversight, of economies of scale and critical mass in information management, and of maximizing specialist information skills, all of which are beyond the capacities of many small-scale, field-oriented interventions. The concept is justified by the efficiency of a single, coordinated approach through a specialized information programme – one that provides relevant information services, accompanied by strong mechanisms for dissemination and uptake. For this reason, the strategy must emphasize ‘information services’ as tangible products with value-added over data alone.  A further benefit is seen in information supply that is independent of particular policy directions and potential vested interests of organizations in major financial investments. 
59. Based on these considerations, a Broad Vision for Water and Land information in Somalia has been developed and produced as a separate standalone document (annex 6 of this report). It has identified six key programmatic areas within which specific information needs, such as those mentioned above, can be structured, namely:   
1. Investment decisions in water and land are justified by the outcomes they will deliver

2. Integrated water resources management

3. Sustainable management of renewable natural resources and the environment

4. Service delivery in urban and rural water supply

5. Improved production and access to locally produced food

6. Emergency relief (including recovery)

60. Information services relate to interventions foreseen in the areas of strategy formulation, programme development, and project planning and implementation. The first three (areas 1 - 3) are of a strategic nature, with the rest (4 – 6) more oriented towards project level interventions. For each programmatic area, the primary beneficiaries in Somalia, secondary stakeholders engaged in water and land interventions, information gaps, and proposed information services have been identified. 

Medium Term Implementation Strategy

61. Realisation of the broad vision will depend on funding opportunities and other practical realities. The mission has thus outlined (within the broad vision document) a medium term implementation strategy, with a timeline of six years (from 2004 to 2009), over three implementation phases of two years each. This strategy is one of staged development of services that are deliverable (successively) in their ‘rapid’, ‘interim’ and ‘full’ versions (corresponding to achievability within around two, four and six years, respectively). Complementary to these are regular information products e.g. annual reports and bulletins, for which gradual and progressive improvement is foreseen over successive editions. 
62. In all, 26 information services (17 staged and 9 regular) across the six programmatic areas have been identified. The cost for full delivery of the information services over six years is estimated at 9.5m Euro. Including an estimated further 2.0m Euro to cover core costs for common services and other overheads, the total implementation cost is around 11.5m Euro, phased as follows: Phase 1 (2004 –2005): 1.5m Euro; Phase 2 (2006 – 2007): 4.5m Euro; and phase 3 (2008 – 2009): 5.5m Euro.

63. With the staged approach, achievability has not been determined for services in isolation, but as part of a wider package., where short-term financial constraints may apply to any particular service at a given time. Interests of users lie in the development and dissemination of the different information services concurrently. The principle applied here is thus one of ‘simultaneous achievability’ i.e. of all regular and staged services within the financial constraints. Staging applies to the information base necessary to provide the service. Accordingly. dissemination of information on the basis of ‘best-available’ tools, and allowing for progressive improvement over time, is a central feature of the strategy (refer to annex 6 for further elaboration of the Broad Vision). 
Potential for IWRM Plans

64. Information services that would support IWRM plans are subsumed within the framework of the broad vision (programmatic area ii above). There are strong grounds and potential for Integrated Water Resources Management planning in Somalia, from both national and international perspectives (see box 1). But clearly, formulation of IWRM plans per se lies outside the scope of the SWALIM project. There is a role, nonetheless, in providing information to those engaged in the development of IWRM plans. 

65. Since the formulation of IWRM plans in Somalia is beyond the remit and scope of SWALIM, this must be pursued as a distinct intervention in its own right – and soon, if the international target of IWRM plans in all countries by 2005 is to be met. The SWALIM project can perform a valuable role in providing information to the formulation of IWRM plans, notably through:

· Tracking policy/strategy developments at different scales

· Defining major and minor catchment boundaries and identifying stakeholders therein

· Assessing water availability, use and demand

· Prioritising a catchment-wide study of water availability in the Juba and Shabelle rivers in light of numerous interventions (eg SHARP) assuming sufficient water is available for all, despite an increase in abstraction in Ethiopia since the riverine irrigation schemes were last fully operated.

	Box 1 Potential for IWRM Plans: Some National and International Perspectives

· Water is a common challenge to different sectoral aspirations on the ground – economic, social and environmental – different stakeholders may be all planning to use the same water

· Water is a community priority, hence the need for integration of community, district, region and national scale institutions and initiatives

· Inseparability in much of Somalia sources for livestock watering and human use

· Provides common framework across the different interests of SACB working groups

· Its consistency with steps already being taken at strategic level in Somaliland 

· The shared status of Somalia’s international rivers (and possibly) aquifers

· Wider African developments in relation to NEPAD and the ongoing African Ministerial Conference on Water (AMCOW)

· Directives that IWRM plans be finalized in all countries by 2005 (following on from the 1992 Rio commitment that Comprehensive National Water Management Strategies be in place in 75% of countries by 2000)

· IWRM as a central thrust of the EU Water Initiative in Africa

· Consistency with recommendations of recent international water conferences (Hague 2000, Bonn 2001, Johannesburg 2002, Kyoto 2003)

· Prospects for alignment of water management to the MDGs, not only jointly but severally and in combination



SWALIM Extension: Prospects and Options

66. A key element of the broad vision and medium term implementation strategy outlined is to build on the capabilities developed under phase I of SWALIM: continuity is seen as the most effective means of implementing the strategy. Achievements anticipated under this phase should carry over into subsequent phases and provide a solid basis for further expansion and help establish long term  sustainability. Prospects and broad options for these are outlined below.

67. SWALIM phase II  Funding of 1.5m Euros for a SWALIM phase II, though not guaranteed, is a distinct prospect. This should be directed towards the components of the implementation strategy that are achievable within a timeframe of 18 – 24 months. The two year timeframe is the preferred option as this would benefit the longer term sustainability of the project. This should enable delivery of the 9 regular information services and a good mix of the ‘rapid’, interim and ‘full’ versions of the staged services envisaged in the medium term implementation strategy. Information services that could be funded, along with the indicative costs, are summarised in table 5. 

68. Beyond Phase II  For the period 2006 – 2009, total implementation cost of services under the broad vision is estimated at 10.0m Euro, of which 4.5m Euro is required for the period 2006 – 2007 (corresponding to the period of a possible SWALIM phase III), and 5.5m for the period 2008 - 2009. An EC contribution of 2.5m Euro under the 5th Rehabilitation programme would meet around 56% of this requirement, leaving a balance of 2m Euro. Two options might be considered: a) reviewing whether a higher contribution from EC is feasible; and b) seeking co-financing from other sources. In the event of the latter, EC contribution to phases II and III combined would be around 67% of total funding requirements for the period 2004 through 2007.
Table 5 Programmatic Areas and Information Services for Inclusion in SWALIM Phase II

(Indicative Costs in Euros)

	1. Investment Decisions In Water And Land Are Justified By The Outcomes They Deliver:  (Euro 160K)
· Somalia Annual National Water Development Report

· Annual Assessment Of The ‘Outstanding Unserved’ And Effectiveness Of Interventions 

· Quarterly Newsletter On Policy Development And Implementation Progress

	2. IWRM: Integrated Water Resources Management:  (140K) *
· Quarterly Newsletter of Water Policy/Strategy Developments

· Database of (sub-) Catchments and Stakeholders within

· Somalia National Water Resources Assessment *

· Juba/Shabelle water availability/use/demand assessment 

	3. Sustainable Management Of Renewable Natural Resources And The Environment: (Euro165K)
· Land Degradation And Vulnerability Assessment

· Annual State Of The Environment Report

· Environmental Guidelines For Intervention Planning

· Audit Of Loads From The Land To The Sea

· Quarterly Bulletin: Flow Maintenance And Floodplain Watering. 

	4. Service Delivery Of Urban And Rural Water And Sanitation: (Euro 210K)
· Consolidated Information On Water Supplies And Demand For Urban Settlements

· Consolidated Information On Water Supplies And Demand In Rural Areas, For Humans And Livestock

· National Water Quality Assessment And Monitoring

· Assessment Of Localized Urban Flood Risk 

· Information For Realizing The Potential Of Water Harvesting

	5. Improved Production And Access To Locally Produced Food: (Euro 205K)

· Report On Pre-War Agricultural Production

· Annual And Seasonal Agriculture Production Reports (4 Services)

· National Evaluation Of Land Suitability And Agricultural Production Potential

· State Of Irrigation Infrastructure And Rehabilitation Needs.

· Knowledge For Water Productivity

· Daily Flow Forecasts In Juba And Shabelle 

	6. Emergency Relief: (Euro 130K)

· Information System For Preparedness For/Recovery From Flood And Droughts

· Regular Bulletins On Impending Flood And Drought Risk

· Operational Center For Information Communication During Floods And Droughts

	Total Information Services Cost: Euro 1,010K

Common services & overheads costs: Euro 500K  

 Total Implementation Cost: Euro 1,510K


* A further 300K may also be allocated for Somali National Water Resources Assessment, through co-financing; however, this applies only if the full amount of 1800K required for the full 6 years is assured.

69. As the information strategy is broad, SWALIM services could be seen to benefit the ‘core business’ of many organisations. Hence, the opportunity for contributions from organisations other than the EC should not be discounted. Possibilities include, for instance, information relating to support of flood and drought relief and rehabilitation (OCHA/UNICEF/WFP/FAO). Engagement of a wider number of financiers would need to be actively pursued; this has the added advantage of minimising risks to long term sustainability. Preparatory work in regard to possible funding of SWALIM phase III, including conducting partners’ workshops and conferences under SACB auspices, would thus need to be undertaken well in advance. 

70. One service indicated in the broad vision is a national assessment of Somalia’s water resources, covering the full hydrological cycle, to provide a framework for multi-sectoral planning across regions. This will require preparation of new hydro-geological maps and sustained data collection over a period of at least five years. A contribution to this, through ‘rapid’ assessment of existing information and datasets is provided for under the phase II proposals. But the full assessment is a major undertaking, estimated to cost up to 1.8m Euro over six years. As this lies outside foreseeable EC 4th and 5th Programmes funding, additional funds would need to be found if this aspect of the broad vision is to be realised. Early commitment to this is necessary for pre-investment in instrumentation/ equipment and data collection.

Phase II Draft Proposal 

71. On the basis of the above, the mission has prepared a draft summary proposal of SWALIM phase II, which is expected to be implemented over the period 2004 – 2005, to follow on immediately from the present phase. This is presented as a separate, standalone document (attached also as annex 7 in this report). The main elements of the project intervention logic are  summarised below: 

	Overall Objective/  Goal
	Improved water and food security and sustainable use of natural resources for the people of Somalia

	Project Purpose


	Information services improve water and land interventions in Somalia

	Project Results
	1. Timely & high quality information services are provided to implementing partners, administrations and donors to support decisions towards people-centred outcomes

2. Improved communication & dissemination of information services to users

3. Enhanced capacity of Somali personnel in the development & use of information services

	Activities


	 (To be elaborated during detailed project design)


72. Flexibility has been provided for in the draft proposal with regard to specific project design details. No prescriptions are made, for instance, as to the type of manpower inputs to be employed (e.g. full or part-time, local or international staff, direct recruitment or through contractual services).  Decisions on these and other operational aspects such as inputs and procurement or contractual arrangements for office transportation and logistics are left to development of the full proposal. Provision for such flexibility has been built into the cost estimates.

73. Further programming effort will be necessary to arrive at the detailed phase II proposal. This task rests with FAO and SWALIM project personnel, and lies outside the scope of the present mission. The detailed project proposal must nonetheless take into account lessons learned and address design and implementation issues identified in the present evaluation. Guiding Principles for Programming. 

74. Given that projects are ultimately transient within the historical timeline of any country, an overriding concern in programming must be the longer term integration of water and land information and the related knowledge base within the institutional context of Somalia. A checklist of specific principles and issues that should guide programming of future project phases, include the following. 
75. Social equity The ultimate project rationale must be to enable achievement of desirable outcomes and impacts for the Somali people, especially the vulnerable and unserved. Special reference should thus be made to realisation of the MDGs, especially, goals 1 and 7. Programming must recognize that the poor are always the hardest to reach, and conscious effort is needed to identify and respond to their needs. Participatory approaches must be pursued where project delivery relies on on-the ground information. Programming must achieve a gender balance in its beneficiaries and in its own implementation. Account should also be taken of the social parameters of knowledge, attitudes and practice that prevail in different parts of Somalia and amongst clanship groups. 
76. Financial and Economic  Having justified the information management system on the benefits of a single, coordinated approach, delivery by cost-effective means must be a major concern. Cost of components not directly delivering information services will reduce cost-effectiveness and should be minimised. Whilst there are likely to be opportunities for co-funding of some services by EC and other sources, these must be judged against the administrative burden, especially for the Project Coordinator, of coordinating such arrangements. Trade-offs between gains in funding and loss in management efficiency must be given due recognition.
77. Environmental  The project being not directly involved in implementing relief and rehabilitation interventions, no detrimental environmental impacts are foreseen. Given that sustainable management of natural resources and the environment is an integral part of the information system, the project occupies a strategic position to assume a watching brief as well as advocacy role on these issues. This is especially significant given the absence of a fully functioning government in the country. Ensuring environmental issues that emerged from SWALIM information services and products are adequately articulated and disseminated must be central to programming priorities.
78. Communication and dissemination Unlike some programmes and projects of a more operational nature, this project is uniquely about information, education and communications. Being an essential part of the project framework, these issues have been internalised within its intervention logic. One issue regarding communications is the possible improvement in efficiencies that would be achieved from installation of dedicated radio communication facility in the SWALIM office. Another is the provision for administrative arrangements (see below) to ensure adequate contacts with major stakeholders within Somalia, such as through the SACB mechanism in Somaliland.
79. Appropriate Technology  It is important that project technologies accord with best international practice, as suited to the working environment in Somalia. Both conventional field based methodologies and relatively sophisticated computer technology are implicated in the information system. Pragmatic and imaginative steps are needed both for information gathering and ensuring uptake. There is need for developing local capacity within Somalia through ‘learning by doing’ approaches. But opportunities for leap-frogging in technology ought not be precluded. Given private sector investments in telecommunications in many parts of the country, use of electronic and web-based systems represent viable technological and time efficient options;  improving local capacities in these areas could pay rich dividends.
80. Systems inter-operability between various implementing partners (OCHA, WFP, WHO and UNEP as well as FAO) also needs to be assured through careful adherence to normative standards and protocols, particularly in spatial information infrastructure and decision support tools. These had to some extent been addressed in the earlier project phase. Further attention on current developments in metadata management and dissemination would however be beneficial, particularly in view of FAO’s recent work on the GEoNetwork metadata catalogue system (cooperating with WFP), and the confirmation of ISO Metadata Standard 19115 as a full international standard in April 2003.
81. Institutional and Management One important implementation principle is preferential engagement and support of Somalis in the development of information services. Another is to facilitate economies of scale and continuity in ‘core’ staffing for common services, and appropriately reflected in employment and human resource policies. Application of sound management principles dictate that there be clear lines of authority and control, as also of administrative accountability. Any ambiguity in such matters (e.g. budgets and accounts) should be eliminated, and modalities for project management and supervision clearly articulated.  

82. Appropriate arrangements must be made to ensure adequate operational and technical support internally and the communication and coordination externally. Within FAO itself, one option to channel coordinated support to SWALIM is to set up a Project Task Force involving relevant headquarters divisions and services (TCE, AGLW, AGLL, SDRN, and possibly ESAF), the scope and feasibility for which ought to be explored
. Technical support through the work of the PAIA for Disaster Prevention, Mitigation and Preparedness and Post-Emergency Relief and Rehabilitation should also be considered.

83. Improving inter-agency relations amongst implementing partners (SACB and in the field) is of paramount importance to achieving the project purpose. The Project Steering Committee is can play a pivotal role here, but additional steps to build confidence amongst implementing partners, demonstrate utility of SWALIM value-added information products, and improving accessibility would need to be considered. Stakeholder workshops during project planning as well as implementation stages provide an important tool in ensuring relevance of services. 

G.  CONCLUSIONS AND RECOMMENDATIONS

Overall Conclusions

84. Phase I Implementation While reasonable progress had been made in project implementation, the schedule is extremely tight, and time over-run in delivery likely. A rationalisation of project activities in light of the results-to-purpose linkages of the intervention logic is necessary. This would help improve the prospects of achieving tangible results during the present project phase. An extension of the end-date for implementation of the present phase may however be required. It is likely that this could be achieved within the existing project budget, hence would incur no additional cost. There is also an urgent need to clarify a number of administrative aspects of the project, including the official start date of the project. 

85. Phase I Design The present project phase, as also the preceding Italian-funded phase, has been handicapped by funding exigencies, which curtailed their timeframe, budgets, scope and scale of intervention. Both phases deviated from important aspects of the original UNDP sponsored Concept Paper that was endorsed by SACB in October 2001, the main elements lost being the inter-agency dimension, strategic level perspective, and the regional context. There were also important gaps in relation to the issues of land degradation and natural resource management, and their inter-relationship with sustainable use of water resources. 

86. The project intervention logic was incomplete in terms of the desired outcomes and impacts of the relief and rehabilitation interventions serviced by SWALIM information. The objectively verifiable indicators captured largely activities completed or tools delivered, rather than the consequence of achievement in information service delivery. The above weaknesses would need to be addressed in the design of future project phases if the SWALIM is to make a useful and significant contribution to improving water and land interventions, including better beneficiary targeting, and more holistic and integrated planning and implementation. 

87. Need for Project Extension The Broad Vision for water and land information in Somalia recognises the merit of a single dedicated system in delivery of information services, in terms of economies of scale and critical mass in specialist skills, hence cost effectiveness. It also emphasises information services as tangible products, predicated on strong mechanisms for dissemination and uptake. Despite the limited scope of the present project, the capabilities developed and results anticipated provide a solid base upon which to implement this vision. 

88. There is need as well as justification for an extension of SWALIM beyond the present project phase. The mission has prepared a Draft Summary Proposal for phase II of the project for the period 2004 – 2005, costing 1.5m Euro. 

Recommended Actions

89. The Present Phase The mission’s recommendations on measures relating to the present phase are as follows:

a) Refocusing of Project Results  There is need to refocus on the most critical aspects of the project plan. Detailed suggestions on actions needed in relation to each project result, were discussed with the project team at the final briefing on 23 October, and given in table 4 of this report. This included the need for the project to concentrate on its core business and avoid involvement in activities not directly within its remit.

 b) Clarification on Project Start and End Dates A logical clarification as to the official start date of the present project phase, as agreed between FAO and the donor, is essential. An extension of the end date of up to two months, to end of March 2004 would merit consideration. Decisions on these issues should be promptly communicated by FAO headquarters to the project team to permit planning and implementation of field operations for the remaining project period. 

c) Operational Guidance on Project Finances The current practice of maintaining project accounts according to both FAO and EC’s budgeting systems is both time consuming and confusing to project staff. This needs to be reviewed with the donor and clear guidance given by FAO headquarters as to specific responsibilities for dealing with project finances and which system should take precedence. 

d) Strengthening of Technical and Operational Backstopping Given the multi-sectoral and strategic dimension of SWALIM and the food insecurity context of Somalia, substantive technical contributions must come also from headquarters services such as AGLL, SDRN and possibly ESAF, besides AGLW. This is important for continuity with, and assuring quality of, future phases. The possibility of setting up a Project Task Force to coordinate technical and operational support to the project should be considered. Technical links to FAO headquarters’ corporate strategies and the PAIA (Rehab) should also be explored.

90. SWALIM Phase II  The timeline for preparation, submission and approval of the phase II project proposal is extremely tight. To avoid discontinuity between the project phases and to improve participation in project design, the following actions are recommended:

a) Finalisation of Phase II Proposal The Draft Summary Project Proposal for a two year second phase of 1.5m Euro, along with the Broad Vision document, be despatched to the EC Somalia Unit as soon as practicable. On the basis of the initial feedback, a draft Full Project Proposal be prepared by the project team and forwarded to FAO headquarters for technical and operational review and clearance. This should take into account the guiding principles for programming set out in the last section of the present report. The Full Proposal should be finalised and submitted to the EC for approval within the month of November 2003. 

b) Bridging Arrangements Should it appear likely that EC approval of phase II funding would be forthcoming but delayed, timely operational decisions at FAO headquarters, in consultation with EC, would need to be taken to provide bridging support on personnel and financial resources issues, pending completion of formal funding arrangements with the EC, would be recommended.

c) Stakeholders Workshop Ideally, a stakeholders workshop for users of the water and land information and other implementing partners should be carried out as part of the project design exercise. This should still be carried out at or shortly after the start of the new phase, and should include review of the project’s intervention logic, objectively verifiable indicators, and key assumptions.

d) Co-funding of Somali National Water Resources Assessment A contribution to this service by way of ‘rapid’ assessment of existing information and datasets has been provided for under the phase II extension. However, available funding from the EC exceeds total requirements for full development of this service, estimated to cost 1.8m Euro over six years. FAO and the EC should jointly explore with other international agencies the prospects for co-financing of this important aspect of the Broad Vision and seek early commitment to the effect. 

Possible Lessons 

91. The experience of this and earlier project phases yields a number of possible lessons which can have general relevance for planning and implementation of similar future interventions, which include the following:

a) For projects concerned with information, communication is key to utilisation. Effective feedback from stakeholders is as critical as dissemination; both require time and effort to develop. These cannot therefore be taken for granted, and need to be factored into the project design - and internalised within the project’s intervention logic.

b) A clear distinction must be made between information and data. The latter generally become tangible project results only when integrated and organised in a form meaningful to the user. This calls for delivery, including dissemination, of value added information products or services rather than provision of data alone.

c) There is need to reiterate the primacy of information services as being demand-led. Loss of this principle results in poor focus and inappropriate targeting. Particular emphasise was given by the mission to consult broadly and reflect wider stakeholder needs for water and land information when developing the broad vision. It is clear that when asked, most organisations will come up with sensible and practical requests for information.

d) In line with the demand-led principle, the emergency-relief paradigm of some agencies, including FAO, may need to be reviewed. There is clear desire, within the north of Somalia and pockets of the south, to initiate development interventions associated with stability and return to normalcy. Apparent to the mission is that community groups and administrators on the ground are beginning to feel mission fatigue from repeated lack of response and commitment from external agencies. Inadequate response to these aspirations could jeopardise future operations.

e) Fostering good inter-agency relationships is of paramount importance, and has to be handled pro-actively but sensitively. Many implementing partners are both users of information and providers of basic data. The information system should not be seen to serve interests of a particular sector or agency, hence wide participation (i.e. beyond the FAO emergency remit) when determining information and data needs is essential.

f) Expectations of a project should in general be matched by its design parameters, which include timeframe, resources, scope, scale, and intervention logic. Conversely, project design should be commensurate with meeting stated goals and objectives. Inadequacies in project design can compromise performance, regardless of the quality of the project team.

g) The lack of project physical field presence in Somalia, and dependence on other organisations in facilitating field activities, suggests a wider lack of corporate commitment to engaging in field operations in the country as whole. A clearer vision statement on this by FAO could greatly assist in programming and implementation of projects in Somalia.

h) A recurring weakness in project logframes to be guarded against is that of tautology. This is exemplified by the present project adopting ‘regular monitoring of river gauges’ (an activity) as an indicator of an operational early warning system (a result), instead of indicators that more appropriately reflect (actual and timely) issue of flood warnings. A project’s intervention logic and indicators should reflect consequent achievement rather than merely restate what applies to a lower level of the logic. 

i) It is important to not lose sight of the conceptual underpinnings and strategic orientation of a project. Funding exigencies and pragmatic expediencies can sometimes lead to erosion of concept and consequent drift in strategy. A conscious check against such phenomena needs to be made at key stages of the project management cycle, such as during project formulation, management reviews and periodic evaluations.

ANNEXES

1  TOR

2  Itinerary

3  List of Persons Organisations Met

4  List of Documents Consulted

5  OSRO/SOM/303/EC Project Logframe

6  Document: Broad Vision and Medium Term Implementation Strategy

7  Document: Draft Summary Project Proposal for Phase II












































































EFFORT











GAP








EFFORT








� Henceforth referred to as SWALIM -  Somali Water and Land Information Management Project. The mission consisted of K.C. Lai (mission leader and land/ natural resources specialist); Andy Bullock (specialist in water resources), and Ase Eliasson (AGLW resource person). 


� For instance, soil mapping at 1:500,00 scale; land capability assessments; and studies on farming systems, irrigation and water management, and soil conservation/ water harvesting were undertaken during the early to mid 1980s under various World Bank/ IFAD/ USAID projects in the North-west, Bay, and other regions of the country. Accessing any remaining documentation on these would require a search of sources in Washington (including the World Bank), institutions such as Wyoming or Utah Universities, or from consultants/contractors in France, Australia and the United Kingdom. 


� But at time of writing, this was as yet not officially confirmed, pending clarification between FAO and the EC.


� Based on records available in the project office; further substantiation as to the accuracy of this would however be required.


� Along the lines of FAO Field Operations Division TCOM Field Circular FPC 2002/02 on PTFs and functions.
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