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Final evaluation of the NIEWS project in Timor-Leste – Management Response

Overall progress in the implementation of all accepted recommendations
Following the conclusion of the technical assistance (TA) in March 2016, FAO
focused on mobilizing resources to respond to the request of the Ministry of
Agriculture and Fisheries (MAF) to extend technical support for the NIEWS.
During the course of 2017, FAO was able to negotiate with the Delegation of the
European Union (EU) a 30 month project to strengthen resilience in communities
most affected by the El Nino-induced drought conditions in Timor-Leste. Of of
three components of this project (GCP/TIM/008/EC) provides further support to
the effective functioning of the National Information and Early Warning System
(NIEWS).
The number of staff at the National Directorate for Food Security and Cooperation
(NDFSC) has increased after constant FAO follow-up. Unfortunately, newly
assigned staff does not necessarily have the skills to implement the NIEWS activities.
The absence of timely disbursement of government funds, and weak leadership/
staff management are among the obstacles that limit the efficient operation of
the NIEWS. The new EU-funded support will focus on further strengthening the
capacities of the NDFSC of MAF for greater prospect of a sustainable NIEWS. The
project allocated significant resources to improve capacities in data collection,
data analysis, report writing and information dissemination through the
integration of the Integrated Food Security Phase Classification (IPC) – a global
protocol for the classification of food insecure populations in the country. For the
roll-out of the IPC in Timor-Leste, the government will receive additional funding
from the global FAO/EU INFORMED Programme.
Detailed progress in in the implementation of each accepted recommendations
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Follow-up report matrix1

5.

4.

3.

2.

1.

1. The Government confirmed that despite
sufficient technical capacity building support from
FAO, they still need technical support especially
for the new technical staff assigned to continue
implementing the NIEWS activities. In response,
FAO Timor-Leste extended TA until March 2016.
MAF will make a new request to FAO if TA still
needed after March 2016.

4

Resources mobilized to
support at least 30
months (2017 to 2019)
of the NIEWS
operation and capacity
building of NDFSC
staff and analyst team.
It is expected that the
technical capacities of
MAF or government
staff on NIEWS will
increase at the end of
the new EU funded
project.

Description of actions
MAR
Impact of, or
actually taken, or reasons score (d) * changes resulted
from taken actions
for actions not taken (c)
(e)

1. Following the conclusion
of the TA in March 2016,
FAO mobilized resources to
respond to MAF request to
extend the TA. A new 30
months project
(GCP/TIM/008/EC) funded
by the EU on strengthening
resilience in communities
most affected by drought
2. USD 80,000 was allocated by the Ministry of
includes the continuation of
Agriculture and Fisheries (MAF) National
support to the NIEWS as
Directorate for Food Security and Cooperation
(NDFSC) to continue the operation of the NIEWS one of the outputs. The
project will focus on
that will include the national workshop.
consolidating the NIEWS, in
particular to further MAF
3. This recommendation will be implemented in
capacities in the areas of
2016. MAF will review the current food security
staffing and Terms of Reference, making sure that data collection, data
it clearly establishes the accountability in running analysis, report writing and
information dissemination
the NIEWS. The TORs to be reviewed are for the
through the Integrated
national and municipal staff.
Food Security Phase
Classification (IPC) – a
4. Government responded that support to EWs
global protocol for
will be discussed further at the national
classifying food insecurity in
workshop, otherwise MAF National Directorate
the country. With support
for Food Security will discuss to the National
from FAO, MAF is also
Directorate for Extension Services to provide to
seeking support from the
EWs (especially women EWs) transportation
global FAO/EU INFORMED
support needs.

Action Agreed in the Management
Response (b)

Each column is cross-referenced to the bullet letters above.

FAO to follow up with the Government to explore
any need of additional technical assistance and
support;
Organize a workshop with key national, district
and sub-district MAF staff including a significant
representation of EW and FSO to seek solutions
to the low submission rate of suco information;
Establish a clear accountability line of NIEWS staff
from local to central level;
Provide the EW with the necessary means to carry
out data collection in the sucos, including more
suitable motorbikes for the female EW;
Develop a feedback mechanism from the
national level to the district and suco level;

For the consolidation of the project, some actions
might include:

Recommendation 1. To FAO and the EU for the
consolidation of the project and technical
improvement of the NIEWS. The ET recommends for
NIEWS to be supported with continuous technical
assistance in order to make the necessary
adjustments and reinforcements that would lead to
an even more efficient and accurate food security
information system in the country. In particular,
technical improvements can be promoted in the
following areas: data collection, data analysis, report
writing and dissemination.

Accepted evaluation recommendations (a)

Box 1.
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Explore non-monetary incentives for the EW and
local authorities, such as exchange visits,
workshops and training;
Assess the institutional and individual capacities
and skills that need to be further strengthened in
the relevant MAF departments (FSU, Statistics,
Crop Assessment);
Develop a tailor-made training programme with
a special focus on on-the-job training;
Explore the possibility of additional financial
support to continue NIEWS.

1. Improve the accuracy of data collection,
particularly in the estimation of cultivation areas.
FAO should continue to support MAF to develop
an improved statistical system on agricultural
production and food availability;
2. Explore the use of mobile devices for data
collection and transmission to the main data
storage
repository.
Smart
phones
have
applications that could also be useful for EW (i.e.
GPS for calculating cultivated areas);
3. Improve the database by integrating graphs and
maps in order to enable users to run trends for
monthly, quarterly and yearly analyses;
4. Include information on cash crops and wages in the
questionnaire in order to report on food access
indicators;
5. Include discussions with key informants/focus
groups in the data collection process;
6. Expand outreach of the bulletins by disseminating
them using SMS messages, media, radio and
television;

In relation to the technical improvements of the
NIEWS, some suggested actions might include:

9.

8.

7.

6.

Program, a multi-partner
project that will build IPC
capacity in Timor-Leste.

9.The MAF (NDFSC) 2016 annual budget
apportioned USD 80,000 for NIEWS activities such
as running of the data base, publication of the
bulletins and training of the technical staff,
KONSSANTIL meetings and operation support for
the FSOs. In addition, USD 100,000 was allocated
to continue the crop cutting experiments for yield
and production estimates. If an additional fund is
necessary the government will discuss with other
development partners such as WB, EU, USAID and
Australian DFAT to apportion some amount from

7 & 8. With some TA from FAO Timor-Leste, MAF
(NDFSC) will develop a format to assess MAF
technical staff (national and municipal) that are
involve in the implementation of the NIEWS. The
result of the assessment will be the basis in
planning and delivering the 2016 capacity
strengthening using MAF budget.

3. Therefore, with the
upcoming project
mentioned above, FAO
Timor-Leste will
comprehensively assess the
technical capacities and
needed support for MAF
technical staff (national and
municipal) that are involved
in the implementation of
the NIEWS. The result of the
assessment will form the
basis for planning and
delivering the capacity
development efforts under
GCP/TIM/008/EC.

2. The MAF NDFSC has
continued the operation of
the NIEWS, particularly the
Suco-Level Food Security
Monitoring System, as well
as the inter-ministerial
coordination. However,
6. MAF 2016 budget allocated funds to conduct
publication of food security
numbers of workshops and tailored fit trainings
information remains a big
for EWs. MAF will also continue in giving
challenge with limited staff
appreciation awards, mechanism established by
the project to best performing EWs, FSO and MAF capacity to prepare the
bulletins.
Municipal Directors.

5. Government responded that the 2016 MAF
budget apportioned some funds for the quarterly
meetings at the municipal level food Security
Council (Municipal KONSSANTIL) to discuss food
security situation including information generated
from the SLMS and decisions made at the
national level KONSSANTIL on food security
issues.
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3

4
As mentioned in #7 & 8 above that FAO TimorLeste will assist MAF (NDFSC) to develop
assessment tool to comprehensively assess the
institutional capacity and individual skills and
knowledge of the technical staff

Recommendation 3. To FAO Timor-Leste for
improving capacity development
programmes: For future capacity development
programmes, the ET recommends developing
comprehensive capacity development
programmes in a participatory manner,
including a thorough assessment of the
institutional capacity needs as well as

Under the new project
(GCP/TIM/008/EC) – Output
1 will focus on the
functioning of the NIEWS.
The project strongly
considered the importance
of developing and
implementing an M&E
system that will monitor all
indicators. A phasing
out/exit strategy is also
strongly considered in the
design of the project.
As mentioned in #3 above

Resources allocated for
M & E and phasing
out/exist strategies.

Upcoming capacity
building will be
tailored to the need of
the government staff
to sustainably operate
the NIEWS and IPC.

3

3

By developing an improved methodology, MAF will be better equipped in identifying food insecurity hotspots and targeting the most vulnerable people. The weather forecasting tools should be further developed and
put in place by MAF. This will provide a great deal of information for alerting natural risks and for planning/reviewing plans of agriculture campaigns.

2

The design of the follow-up project on NIEWS will
seriously consider developing the phasing
out/exit strategy and implementation of the M&E
system.

With the request of EC Delegation in Timor-Leste,
FAO Timor-Leste submitted a concept note that
included the continuation of NIEWS.

their ongoing agriculture/food security related
projects/programs.

Recommendation 2: To FAO Timor-Leste for
improving project design, management and
sustainability: The ET recommends that a
proper phasing out/exit strategy is developed
for future projects in order to improve their
sustainability. In addition, to improve project
management the ET recommends that FAO
ensures the implementation of a well-designed
M&E system and the provision of overall
project supervision and management by the
FAO Lead Technical Unit.

7. Explore ways to improve the methodology on the
measurement of food security. A suitable method
could be convergence of evidence developed by
Integrated Phase Classification2;
8. Include new sections on the FSB and IMFNSR to
allow a quick interpretation and understanding of
the current and future food and nutrition situation
in the country (e.g. outlook, brief explanation on
how the situation is likely to evolve, and maps
highlighting the most food insecure areas and
hotspots).
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To minimize the turnover of trained staff;
To establish a mechanism to ensure the
acquired knowledge is transferred among
staff in those cases when staff movement is
unavoidable.

After discussion with the MAF (NDFSC) they
responded that the Director of NDFSC will
extend this concern to the Minister during the
submission of the evaluation report to find
alternative in response to staff turnover.
At the same time, the NDFSC director responded
that he will assign two staff in one task related to
NIEWS to anticipate staff turnover. Staff
reallocation is being considered in the 2016
staffing.

FAO made a follow-up of
4
which MAF deployed new
staff to support NIEWS,
although these staff needs
significant technical support.

Increased number of
staff at the NDFSC for
capacity building.
Although FAO will still
continue advocating
with MAF to retain
trained staff for the
NIEWS.

*: 1 - None: no action was taken to implement the recommendation; 2 - Poor: plan and actions for implementation of the recommendation are at a very preliminary stage; 3 Inadequate: implementation of the recommendation is uneven and partial; 4 - Adequate: implementation of the recommendation has progressed; there is no evidence yet of
its results on the intended target; 5 - Good: the recommendation has been fully implemented and there is some initial evidence of its impact on the intended target;6 –
Excellent: there is solid evidence that the recommendation has had a positive impact on its intended target

1.
2.

Recommendation 4. To FAO Timor-Leste to
advise the Government for ensuring the
sustainability of the achieved results in terms
of the capacity development: to the extent
possible, the ET suggests that FAO advises the
Government:

individual skills and knowledge gaps. For this
purpose, guidance and support might be
sought from the Capacity Development Unit
hosted in the Office of Partnerships, Advocacy
and Capacity Development (OPC) at HQ.
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