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Final Report (incorporating comments)

Evaluation of FATTA III Programme

1
Background and Purpose of the Evaluation

The TOR (attached as Annex A) gives a full background to the evaluation and outlines the purpose of the evaluation. In short however, the Food Assistance to the Afghans (FATTA) programme was conceived in late 2000 as a response to the severe drought in Afghanistan. The overall purpose of the FATTA programme during its three years duration has been stated in proposals as being “to prevent further suffering and out-migration and to promote reintegration of rural populations in drought affected areas of south western and western areas of Afghanistan.” The FATTA programme is managed by CARE in association with three of the largest Afghan ngos namely, Afghan Development Association (ADA), Agency for Rehabilitation and Energy Conservation in Afghanistan (AREA) and Coordination of Humanitarian Assistance (CHA) who acted as the Implementing Partners (IPs). The programme has now run for three years (FATTA 1: November 2000-July 2001 funded by ECHO
; FATTA II: September 2001-December 2002 funded by OFDA; and FATTA III: January 2003-date funded by ECHO). In all three years WFP delivered food inputs to the programme through contracts signed directly with the IPs and not by means of a contractual arrangement with CARE. The implications of this lack of a formal contractual relationship between CARE and WFP are discussed in Section 3 of the report.

At the outset of the FATTA programme in 2000/2001 concern was expressed by CARE representatives with regard to the modalities, mechanisms and monitoring required to ensure consistent programming. Resources were devoted to this and a workshop was held to discuss these issues and come to agreement. As a result of this workshop, a set of Implementation Guidelines were produced which have remained the only programming tool utilised to date. The utility of these guidelines has not been reviewed
 and they have not been revised to incorporate lessons learnt. None of the proposals or the Implementation Guidelines incorporates references to other standard good practice tools. The workshop held at the outset of FATTA I has not been repeated either for the purposes of update or for orientation or training of new personnel.

Neither FATTA I or II were formally evaluated and no programme review or lesson learning process was carried out at the conclusion or during either phase. All actors interviewed as a part of this evaluation (CARE, IPs, WFP and donors) have stated, that they had considered FATTA I and II to have delivered the benefits proposed and therefore felt that it was appropriate to replicate the rationale and programming in FATTA III.

This evaluation of FATTA III was commissioned by CARE as a direct response to issues of concern raised by ECHO, following ECHO monitoring trips in August and September 2003 to Farah and Kandahar Provinces. The TOR for the evaluation states that the focus should be upon FATTA III only and upon programme design, implementation, outputs, issues of management and partnership. The TOR also asked the evaluation team to consider what the added value of CARE’s involvement in the FATTA III programme had been. The  evaluation was designed so that field work would give a survey across all partners and locations in order to assist the evaluation team to draw overall conclusions with regard to the value of the programme.

The approach outlined in the TOR is a consultative one. The evaluation team reported to a Consultative Group comprising the heads of CARE Afghanistan, CHA, ADA and AREA. This group considered the draft report and their feedback (together with written feedback from ECHO) was taken into account in the final report. The evaluation team also gave verbal feedback to the Consultative Group, WFP and ECHO before departing and comments from these meetings have also been considered in the final report.

The timeline of the evaluation responded (as stated above) quickly to issues raised by ECHO in late August and September 2003
. The evaluation took place in October and November 2003 following the selection of an evaluation team (competencies required are outlined in the TOR) from a short list and in consultation with the IPs and  ECHO. Simultaneously, but separately, CARE commissioned an internal audit of FATTA III. This evaluation report should be read in conjunction with the audit report. 

CARE also responded to ECHO’s concerns by reassessing and suspending much of the ongoing FATTA III work (this was done in consultation with ECHO). This meant that while the evaluation team was in the field there was little ongoing work to visit. While the evaluation team do not consider this to have been a great constraint to their work, or to have necessarily influenced the findings, this fact should be noted. The evaluation team (see Programme Implementation section) worked with each of the three IPs at field level to identify which of the several lists of micro projects ongoing, suspended and completed was accurate and which projects would be the most appropriate to visit. This was a time consuming process. 

It is important to note that a period of two months elapsed between the ECHO monitoring visits and the evaluation. This allowed additional input by CARE monitors and also gave sufficient time for the IPs to improve their documentation and address the concerns raised by ECHO. The evaluation team acknowledge this and it is hoped that this report points to some of the improvements in this period of time (especially in the field of monitoring and documentation). 

2
Methods Utilised during the Evaluation 

Overall Methods

· review of project proposals, contracts, guidelines and reports

· review of project monitoring documentation and follow up communications

· review of correspondence between main actors (CARE, IPs, ECHO, WFP)

· utilisation of CARE and WFP ranking systems and of CARE internal audit findings

· collection of contextual chronology including key events and actions by all main actors with reference to context

· semi-structured interviews with key programme actors (CARE, IPs, ECHO, WFP) prior to field visits and semi-structured interviews with other actors (UNAMA, ANSO other agencies/donors) to gather more detail on context and context chance both in Kabul and in the field

· detailed discussion with CARE monitoring team (both FATTA monitors and the CARE Afghanistan internal evaluation team), regarding mechanisms, constraints and outcomes

· review of agency documentation both at HQ and field level 

· semi structured interviews with IP staff at field level 

· semi structured interviews with selected Shura and community representatives (access restricted by security in some cases)

· translators were provided in some cases by CARE and in some cases by IPs. The evaluation team rotated translators to ensure that translation was not being filtered through one particular perspective.

· it was not possible in any location to work with female translators and therefore the evaluators were told by the IPs that it was not possible in any location to interview female beneficiaries. No partner appeared to have female members of staff on the FATTA III programme. All of the well-known difficulties and constraints associated with this issue are noted by the evaluation team but it should also be noted that this systematic inability to access half the population during the assessment, implementation and monitoring phases of the programme severely limits understanding of the programme and its impact
. 

Methodology of Site Visits

The selection of individual Micro Project sites visited was determined by the evaluation team. Priority was given to existing/ongoing projects in order to observe aspects of technical supervision, resource management (labour/materials) and current levels of community participation related to FFW activities. Given the limited number of current ongoing activities, geographical spread, security concerns and time constraints, some completed projects were also included in an effort to visit the maximum number of project sites along a logical route. In addition, a concerted effort was made to visit a range of Micro Project types including maintenance activities (canal and karez cleaning) and structures (culverts, wash culverts, aqueducts, water systems and roads) to provide a global view of interventions undertaken through FATTA III by the various IPs.

Given the number of IPs reviewed and the overall geographic coverage of the evaluation, individual Micro Project visits were limited to approximately one and a half hours per site. Taking into consideration the time spent at each site, specific visits focused on a limited number of technical aspects of the programme (e.g. design supervision, labour and resource management, quality control etc) depending on the type and stage (ongoing or completed) of Micro Project visited. Note that a detailed summary of observations for each Micro Project and field office visited during the review period is included as Annex C of this document.

3
Background and Contextual Information Relating to FATTA III
Background on the Fatta Consortium Members

· CARE has been operating in Afghanistan since 1960 and started work in Kabul City in 1994 implementing a programme of emergency activities. CARE works both in direct implementation and through partners. CARE’s turnover for 2002 was approximately 20m USD and CARE is currently working in nine Provinces of Afghanistan.

· ADA (which was previously a branch of the Salvation Army) formally became a national ngo in 1990. Since that time, ADA has implemented rural development projects in remote areas of Southwestern, Central and Western Afghanistan. ADA turnover for 2002 showed total cash income of 4.1m USD.

· AREA’s main focus is upon the use of alternative technologies, income generation, irrigation and agriculture. AREA’s cash income for 2002 is thought to be in the region of 7m USD (audited accounts not available)

· CHA works in basic health, agriculture, education, construction and emergency relief with a portfolio of projects in Western and Southwestern Afghanistan. CHA’s cash income for 2002 is in the region of 7m  USD (audited accounts not available).

Roles and Responsibilities Within FATTA

CARE

CARE was to provide strategic and management oversight of the project and was to be the link for ECHO and WFP. Specific issues related to CARE’s role are discussed in Section 7.

In brief, CARE holds the ECHO contract for FATTA III and, in turn, signed contracts with each of the three IPs. All contracts expired at the end of September but CARE obtained a three month no cost extension (with some budget revisions) from ECHO. At the time of the evaluation, contract extensions with the three IPs were still being negotiated. 

Despite CARE’s identified responsibility to act as a link for ECHO and WFP, CARE does not hold the contract with WFP. WFP regional offices (as in FATTA I and II) sign individual contracts with each IP. This means that (as in the diagram below) there is no structured relationship between CARE and WFP. The evaluation team spent much interview time discussing this matter with staff members of CARE, the IPs and WFP and it was also discussed with ECHO at the point of debriefing. It is important to differentiate (if the reader truly wishes to understand why and how problems occurred in FATTA III rather than simply seeking to allocate blame) between the contractual obligations of Consortium members and the perceptions held (and not challenged) of some key actors during the course of the programme that the WFP delivery factor (of contracts and food) was not able to be managed by the Consortium in the same way as the rest of the programme. In commenting upon the draft report, ECHO have stated that, in their opinion, it is a moot point whether or not CARE had a formal relationship with WFP. The evaluation team accepts (see paragraph below) that contractually this is correct. In terms of learning however the evaluation team believe that the lack of control this lack of a structured relationship delivers is one of the key points for CARE and that CARE should not enter into a similar framework of relationships in the future.

In conclusion therefore, in the contract CARE has signed with ECHO for FATTA III, CARE accepts overall strategic and management oversight of the project (this is explicitly stated within the proposal). In doing so CARE assumed responsibility for the entire programme and, given the lack of authority and direct relationship that CARE had with WFP (contractual or otherwise), this was an unwise responsibility to undertake. CARE did seek to protect themselves by including (under the Risks and Assumptions section of the ECHO proposal) a clause noting that previously (in FATTA I and II) the food component had been delivered late and also noting that late delivery of food may cause a problem for programme implementation in FATTA III. As noted elsewhere in this report, there was no structured review or learning process from FATTA I or II and upon embarking upon FATTA III there was no discussion amongst the Consortium with regard to alternative strategies should WFP fail to deliver in a timely fashion or with a view to placing markers to indicate the need to either restructure or terminate the programme. CARE did not ultimately provide the level of overall oversight that they committed to supplying when they entered into their contractual relationship with ECHO. The evaluation team believe that a significant gap in accountability was allowed for by the lack of coherence of contracts.

The IPs

The IPs were to:

· Undertake initial surveys and assessments (in coordination with WFP) to identify specific districts and communities. 

· Develop sub-proposals (the Micro Projects), implementation plans and budgets.

· Implement the selected Micro Projects and managing the distribution of food

· Undertake ongoing monitoring and reporting

All of the above is discussed in detail in Section 5 Programme Implementation.
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Background to FATTA III

FATTA III was designed to distribute a total of 10,000mt food, of which 7,605.38mt is wheat, to at least 35,000 vulnerable families to the most affected villages in 11 Districts
. The Districts finally agreed were confirmed based on the VAM survey and discussions with WFP and are slightly different from those outlined in the original ECHO proposal. CARE did not obtain formal approval from ECHO for these changes
. The breakdown of District by IP follows:

· ADA: Arghistan, Dand, Khakrez (Kandahar Province), Khake Afghan and Qalat (Zabul Province).

· AREA: Darai Boom (Badghis Province) and Karukh (Herat Province)

· CHA: Purchaman and Khak-e-Safid (Farah Province) and Dand, Maiwand and Panjwai (Kandahar Province).

As stated above in section 1, the FATTA programme was conceived in 2000 as a response to the severe drought. At the time when Fatta III was being proposed (autumn/winter 2002), the VAM study stated that, despite some rainfall within Afghanistan during 2002, the majority of the country was still suffering from the drought and it’s aftermath. In particular the southern regions where rainfall in 2002 was minimal and the drought continues to date. However the VAM study also states that, given the overall complexity of the situation and the variable levels of emergence from drought and rates of recovery, findings from the VAM should be viewed with a certain amount of flexibility to allow for more updated and appropriate responses if there is additional situational change or additional information. This need for this level of flexibility and for overall monitoring of the situation does not appear to have been built into FATTA III
. This is an easy statement to make in retrospect and it should be noted that both ECHO and WFP initiated dialogue with Consortium members at the beginning of summer 2003 with a view to increasing the levels of activity against the programme as originally designed and implemented
. 

In addition to programme specific related issues other situational issues and changes should be taken into account. As detailed elsewhere in this report, security (following the fall of the Taliban) had been comparatively good in 2002 and remained so at the point that this programme was being planned; the drought (as detailed elsewhere in this report) continued in Kandahar and Farah Provinces while the impact lessoned in the northern and central Provinces; opium production increased exponentially in Afghanistan in 2003 which had a significant impact upon the daily wage available to unskilled workers (paying in many places during the period of programme implementation three times the value of the FFW rate covered by the WFP portion of the budget) and finally, and perhaps critically, in 2002/3 both donors and ngos were under pressure to programme widely, to scale up and to take advantage of increased funding and access to address the long term, widescale humanitarian and developmental needs. 

Had FATTA III progressed in a timely fashion, it seems probable to the evaluation team that the programme as originally designed would largely have remained appropriate. This is because programme delivery and food inputs would have been delivered prior to situational change, harvest, and what appears to be in many of the FATTA III areas increased opportunities for wage labour and a consequent change of attitude towards FFW. In addition, some though not all of the work, could have been assessed, agreed and undertaken in a less volatile security environment. However FATTA III has not been undertaken against the original timeline (see timeline in Annex). The following are probably the most significant delay factors
:

· Contracts between CARE and IPs not signed until April due to the need for initial assessments and proposals to be first undertaken by the IPs. While the need for this work to be undertaken was acknowledged in the original plan and, it was correct that this work was undertaken prior to CARE signing off agreements, this process took three months in total. It remains unclear to the evaluation team why this process took three months (despite conducting interviews with CARE staff, IP HQ staff and IP field staff) although the evaluation team gained a sense that this was may have been due to a lack of urgency in the communications to proceed and also due to a deprioritisation of the work. Interviews with ECHO have suggested that there was poor communication around this process (between CARE and ECHO) and that ECHO’s understanding was that the more detailed assessments would also be undertaken during this period. When interviewed, IPs expressed a continued reluctance to engage with communities over the detailed assessments prior to contracts being signed (between CARE and the IPs) despite knowing that the contract with ECHO had been signed in January and the experience (and confidence that should have been derived) from working in FATTA II and III. A letter of intent between CARE and partners may solve such problems in future. 

· The reluctance of the Afghan Government to first of all approve continuing FOODAC/FFW programming and secondly to allow food distribution during the food cultivation and harvest season.

· WFP’s development and finalisation of the Afghanistan Protracted Relief and Recovery Operation (PRRO) which signalled the shift from FOODAC to FFW programming and from emergency response to recovery. (The direct implications of this for FATTA III are discussed below.) The finalisation of the PRRO (detailed below) delayed the signing of the WFP/IP contracts until early-mid summer 2003. Contracts with AREA and CHA in Herat were signed on the 25th May and the 5th June respectively and contracts with ADA and CHA in Kandahar were both signed on the 21st July.

· As a result of the delays, a number of additional constraints (security and the availability of labourers prepared to work for the ration being the most important) have been experienced by the IPs
. The problems experienced by the IPs and Shuras in all areas visited when attempting to ensure labourers meet commitments is a strong indication of situational change which suggests that either the programming rationale is no longer appropriate or that the communities which have been selected were not, in fact, the most needy.

Conceptual Shift from FOODAC to FFW Programming

Fatta I and II were agreed and implemented under the concept of food for asset creation (FOODAC) which is a combination of free food distribution to the most vulnerable households and food for work for vulnerable households. The amount of food identified for a community was dependant upon the number of vulnerable and most vulnerable households identified. The projects identified were to benefit the community through the development or rehabilitation of community assets. Those interviewed in the course of this evaluation agreed that the driving priority behind FOODAC was the delivery of food to vulnerable households during the critical drought period and that, while the creation of assets was a pre-requisite of programming, there was not a strong emphasis upon standards of construction or measurement of works undertaken under FOODAC. Under FOODAC community maintenance projects (most typically canal and karez cleaning) were also accepted.

With the shift to the PRRO in 2003, a conceptual shift also took place which placed a stronger emphasis upon asset creation, justification of the need for that asset and upon the quality of asset delivered. In addition, there was a greater prioritisation upon asset creation as opposed to maintenance. While delivery of food to vulnerable households remains a strong rationale for the programme, conceptually the framework within which the IPs were expected to work is one of targeted food aid to contribute to the protection and re-establishment of livelihoods and household food security and to provide relief assistance where needed. The component for relief assistance (and support to the most vulnerable who were unable to participate in the work programmes) is allowed for by the retention of up to 10% free food distribution upon request and justification by the IPs. The amount of food available to a community is now conceptually dependant upon the works identified and the labour days required to in order to complete the works.

This conceptual shift was described by WFP Kabul as being as a result of discussions with the Afghan Government and other actors on the continued appropriateness of food aid which resulted in the development of the PRRO which could not then be implemented until it was approved by the Government at the end of February 2003. The development of supporting documentation and manuals was completed by 31st March 2003 and April was scheduled for the training of WFP staff and others in the new mechanisms, change of guidelines and norms and the new requirement to correlate food to labour. The combination of these factors and processes was designed to fully inform all actors and IPs with regard to both the conceptual shift and new policies and procedures. 

However, during interviews conducted in the course of this evaluation, it became clear that all members of the FATTA Consortium including CARE management (and ECHO) were unaware of the change in policy by WFP and of the implications for programme design and management (see section on Programme Implementation). This has proved to be a critical factor during the accelerated monitoring and evaluation phase of September-October, as donors and internal teams were not initially monitoring against the same standards and the lack of shared understanding appears to have led to poor communications between monitors and field staff.

In conclusion, the evaluation team feel that there was a lack of attention paid by all actors during the design and conceptualisation of FATTA III, a lack of review and lesson learning from previous programmes and, in short, a sense of “business as usual”. 

This lack of attention continued during the programme leading to a feeling of ennui when it became apparent that there would be delays related to the WFP component. The shift in WFP programming to FFW was not understood by any of the main actors during the assessment or initial programming phase and the implications of this were consequently not examined. The evaluation team continue to maintain that the implications of this for the overall process, shared understanding of Consortium members and donors, communications and mechanics of the programme are key.

The evaluation team feel that the assessment process was not managed either efficiently or effectively by any of the IPs and that this was not monitored effectively by CARE or communicated well to the donors. 

The context in which the programme was actually delivered (implemented) was different from the context in which it was conceived a year previously (despite what were legitimate assumptions made at the point of project planning) and good practice suggests that CARE should have led a review process at the point where the delays became obvious and significant. The failure to recognise the need for this and to follow through has, in the opinion of the evaluation team, been a significant contributing factor to FATTA III being an inappropriate programme for the context in which it is now being implemented. 

Recommendations:

1 The FATTA III programme has suffered from a gap in communication, authority, accountability and quality which, in the opinion of the evaluation team, is directly connected to the fact that the lack of a structured relationship between CARE and WFP has led to a lack of coherence in programme design and implementation. This was compounded by the lack of accountability demanded by CARE and the failure to provide sufficient oversight. Though CARE, ECHO and others devoted significant time to discussing alternative programming options this was done on the assumption that the WFP component was late for different reasons and these options were not taken forward. It is recommended that, in future, should CARE accept overall strategic management and oversight of such a project that they also seek inclusion in all aspects of the programme and contracts or seek alternative ways of working and/or incentives for communities (such as cash).

2 While CARE accepted in the proposal a responsibility for strategic monitoring, overall monitoring of the context and situation was not built into FATTA III programming and analysis and it is recommended that should future programme implementation suffer severe delays a review of the overall context and needs is undertaken prior to implementation beginning. It is further recommended that an attempt is made at the design stage to set indicators for the level of delay that should trigger such a review.

3 It is recommended that WFP is approached immediately with a view to explaining that partners (and others) did not have a full understanding of the shift to PRRO  programming and of the potential implications. WFP should now be asked to repeat workshops and meetings to avoid the repetition of the misunderstandings that occurred in FATTA III.

4 Lesson learning should have taken place at the conclusion of FATTA II and the lessons incorporated into FATTA III and (most probably) into revised Implementation Guidelines. This process should be undertaken in future for any repeated programming of this nature.

4
Programme Design

Programme Rationale and Methodology and Links to Needs Assessment

The programme rationale or strategy follows the models derived for FATTA I in 2000. The overall rationale or strategy is to address the needs of drought affected people and, in doing so, to have a positive effect upon out-migration remained constant for FATTA III. 

Assessments were designed as per the proposals which gave little or no details as to what would be required. The overall assessment supplied in the ECHO proposal is (probably appropriately given the time of year that it was submitted) extremely generalised and resembles a situation report. 

Initial broad-based needs assessments were conducted in September 2002 by CARE IPs (not available to the evaluation team on paper but described) and CARE partners were also involved in the WFP VAM survey of September 2002. The Provinces selected for FATTA III were chosen on the basis of the VAM survey and no IP or field representative interviewed for this evaluation supplied any further justification during interviews. However, the CARE ACD advised that the selection process had been one of consultation with ECHO partners in which ECHO had also been involved and that the process had also taken into account the WFP allocations for different areas
. Based upon the results of the survey (and the initial broad-based assessments) it appears to the evaluation team that, for the Provinces selected, at September 2002
, it was appropriate for CARE and IPs to consider a continuation of some form of support to vulnerable communities.

However, due to the substantive delays in programming, the overall broad-based September 2002 needs assessment should have been revisited in light of the winter snowfalls and rainfall, likely 2003 harvests and increased wage labour opportunities in many areas. This was not done and the broad-based assessments were not re-considered or re-done w  hen the assessment of micro projects was undertaken in spring 2003 (see below). The programme rationale may not therefore have been relevant in all areas at the time the implementation was undertaken and most particularly in project areas around Herat, some parts of Farah and those areas closest to Kandahar. The evaluation team are able to make only general comments on this based upon interviews conducted with beneficiary communities and programme staff. 

The (revised) assessments at community level undertaken by the partners (with oversight provided by the CARE monitoring team) and submitted to CARE/WFP were done rapidly. For example, the team verifying the assessments had a site visit to Zabul in March 2003 for three days during which 36 communities were assessed. This was followed by a site visit to Arghistan for two-three days during which 12 communities were assessed. The individual assessment reports reflect the pace of the work, the bulk of the reports are repetitive, relate to the overall situation and the material (apart from certain key figures) is effectively cut and pasted between reports. The only key variable in the reports is often the numeration of worker days needed and therefore the food required. 

In conclusion, the assessment process appears to have been under-prioritised by the IPs, and that the time and space made available in the original project design for comprehensive and detailed assessment was not well utilised. As previously discussed, the IPs felt a reluctance to undertake detailed community level assessments prior to the contracts being signed and commitments being made, yet it was clear that contracts being signed were contingent upon assessments being completed. The evaluation team believe that by the third year of the programme a deeper level of partnership and trust should have existed between CARE and the IPs to facilitate this process and reiterate that the programme would have benefited from an overall management system (such as the management meetings which existed in FATTA I). In short, the IPs did not use this three month period between January and March well and the CARE monitoring team did not identify this as a problem at the time. 

Assumptions and Constraints

In the ECHO proposal the following were identified as potential assumptions and constraints: security, returnee numbers and coordination.

Security:  it is stated that the project will require that the overall situation remains stable enough for CARE to continue operations throughout the project duration. It is further stated that, due to primary implementation and supervision being undertaken by CARE national staff, the programme would be expected to continue as normal in a deteriorating security environment. The evaluation team has consulted with all members of the Consortium and has undertaken interviews with ANSO, UNSECORD representatives and other actors (UNAMA, MSF etc) with regard to the challenges of working in what has been a deteriorating security environment in some of the FATTA III project areas. 

Security experts have advised that, while from January to mid-March there was clearly a build-up of activity in southern areas (including Farah) there was no evidence at this point that humanitarian organisations were being targeted and that national staff and organisations would be targeted. 

In mid-March the killing of the ICRC representative resulted in a (appropriately) cautious stepping back by the international community in the south. There was still no evidence at this point that national staff and organisations were being targeted. The security experts consulted believe that, with the withdrawal of international organisations and representatives, the targeting of national staff began from this point (note: this is not being presented here as fact but opinion) and that this became apparent from May/June onwards. ADA were the first national organisation to bear the direct impact of this when on the 3rd May 2003 one of their staff members was murdered and two additional staff members injured in an ambush in Wardak Province. From this point it become incumbent upon all national organisations to manage the movement of the personnel more carefully. 

Most international and national organisations have apparently only started to restrict movement around Herat and Farah in the last couple of months (from September onwards).

In the past few months security has continued to rapidly decrease in the Kandahar area making effective programme planning and monitoring increasingly problematic. UNAMA in Kandahar now state that little monitoring can be done using traditional mechanisms and are working to develop alternative monitoring and reporting structures using local organisations and networks.  Although according to UNAMA, local networks and organisations are considering expanding their role in this regard, ultimately this may only increase their own exposure and risk. 

The same sources suggest that, while in April and May, there may have been some increased fighting in Bhadgis this area has remained comparatively calm during the programme period. 

The situation has apparently deteriorated beyond the point envisaged when the proposal was put together. The key factor in this has been the unexpected targeting of national organisations and staff which was not envisaged or expected by the Consortium. This factor has led to low levels of travel, presence and effective monitoring by CARE during the crucial few implementation months over the summer and, in addition, the impact of this inability to monitor was not formally reported to the donors nor reflected in quarterly reports. The lack of formal security reporting from IPs to CARE and also within the CARE monitoring reports has inhibited a timely and overall mapping of the impact on programming
. The evaluation team recognise that it was appropriate for CARE to suspend travel by monitors during this period of uncertainty and especially given the mixed ethnicity of the monitoring team. However it is unclear to the evaluation team why this restricted the monitoring team to Kabul and why all monitoring was suspended
. The evaluation team believe that there would have been value in the CARE monitoring team continuing to travel to the northern projects, Herat and Kandahar at a minimum to work together with the IPs and to monitor documentation. 

It should also be noted that, had the project progressed along the original timeline, much of the field work (assessment and technical planning) and a considerable amount of the implementation and monitoring should have been completed by the June period when the targeting of nationals became apparent. In conclusion, the security issue has rightly been a central consideration from early summer onwards and CARE and IPs have correctly prioritised staff safety. However, in an (understandable) reaction to the evolving security crisis, CARE appears to have resolved to suspend activity and movement as opposed to achieving what is possible (and safe) and seeking creative ways of fulfilling their commitments to the extend that is responsible and realistic.

Returnee numbers: the ECHO proposal assumed a certain level of refugee returnees to the targeted areas within which it would be possible to work. The evaluation team found no evidence that levels of returnees were being monitored by the IPs or CARE. In addition, no community interviewed gave the criteria of returnees as a basis for selection for either FFW or free food (although the categories of poor and/or landless may encapsulate this group). Communities interviewed did state that nearly all villages had considerable numbers of households still living as refugees and IDPs elsewhere. In conclusion it appears that this was an appropriate constraint about programme resources to have considered but proved not to be valid during the course of the programme.

Coordination: the fact that WFP food was not delivered on time in past projects was noted as was the assumption that all would now be delivered in a timely fashion. CARE committed to working to ensure that this happened. As detailed elsewhere in this evaluation report, in fact, for a series of reasons (the main one being the shift from FOODAC to FFW - though security also played a role in the south) WFP contracts were more delayed than in FATTA I and II (see timeline in Annex B) and directly led to the implementation being pushed back into the inappropriate cultivation and harvest period. The communication file held by CARE demonstrates that considerable effort was made by CARE to inform ECHO and WFP at Kabul level of the delay and of the continuation of the delay. The CARE communication file (and the ECHO communication file) also demonstrate that ECHO made considerable effort to follow up on these communications by making direct contact with WFP in both Kabul and Kandahar (as did CARE). The IPs state that they made several contacts with WFP on the ground to follow up on the matter

Senior CARE representatives also made visits to Kandahar in January and June to follow up on the matter with the regional WFP office and state that no indication of change of policy or procedure was made at these meetings. ECHO also expressed concern at the WFP Kandahar level. What became clear to the evaluation team is that there was an assumption being made by the Consortium members that the WFP delay was due to customary reasons and that there was no knowledge of and/or understanding of the new procedures being put in place by WFP and WFP’s consequent inability to sign contracts earlier. Had this been known then possibly the entire programme might have or should have been reconsidered. WFP believe that they have put in place mechanisms to inform partners of the changes in policy and procedures. The evaluation team did not find that these mechanisms were either known or understood by the Consortium members and, in addition, reviewing correspondence between CARE and ECHO with regard to the delay in WFP contracts and food delivery, it is not clear that ECHO at that point was aware of the reasons behind the delay. This communication failure at the this programme has had  a consequent and serious impact upon the implementation of the programme. It is the opinion of the evaluation team that the failure to communicate effectively is on the part of CARE, the IPs and WFP. However, in the proposal, CARE took responsibility to coordinate directly with WFP and in commenting upon the draft evaluation report CARE acknowledged this responsibility and the failure to ensure sufficient oversight and coordination on this issue. 

Terminology has also clearly been a factor in the overall coordination issue with an interchangeable use of FOODAC and FFW in proposals, contracts and reports leading to mixture of concepts being applied and understood. 

Overall appropriateness of micro projects

Once the micro project approach had been decided upon, the IPs clearly faced a problem in terms of identifying projects which would support appropriate, worthwhile and cost effective labour days and commodity movements. The only micro projects available to the IPs (given the amount of resources available for materials and works) are in effect, minimal road structures, diversion dams (though this has an emphasis upon skilled labour) and canal cleaning. The evaluation team were sympathetic to the need of the IPs to identify such projects however, in many cases, the mechanisms through which projects were identified is unclear and, in general, the evaluation team felt that dialogue between the communities and the IPs on the sustainable value of the projects to communities was less than satisfactory. In conclusion the evaluation team felt that appropriateness had not been a major consideration in the selection of micro-projects and that it was likely that many of the micro projects visited would fail to provide utility to the communities selected (see details in Implementation section and in Annex D). 

In conclusion, the evaluation team feel that initial programme rationale was appropriate and that many of the assumptions made at the point of design were legitimate. However the validity of these assumptions was not revisited as programmes delays occurred and as new constraints became evident. For this reason, by the point of implementation the appropriateness of the programme is questionable (see later for discussion of impact). The IPs did not take advantage of a three month window provided for process development and assessment, the eventual field-level assessments appear to have been undertaken rapidly and under-prioritised and resourced by all IPs leaving little documented justification for the selection of communities and micro projects. The assumptions listed by CARE in the ECHO proposal were valid at the time of programme design but  (as above) would also have benefited from review given the overall situational change and CARE should have required IPs to report more clearly against these assumptions and constraints (and critically the impact of them) in their formal written reporting. CARE, in turn, would then have been in a better position to analyse, take an overview and report to the donors. 

Recommendations:

1
In the event of severe programme delay, it is recommended that overall  situational and programme assessments are repeated to ensure the appropriateness of the programme.

2
Sufficient time should be allowed in programme planning to ensure that staff are given adequate time to undertake field-level assessments and to focus on all aspects of programming in assessment (social and technical

issues). Ironically time does appear to be have been allowed for adequate assessment work to have been undertaken, however in FATTA III this time was not well utilised, and supervision and reporting of activity was inadequate. Any constraints to assessment should be reported. 
3
CARE should in future prepare a detailed checklist against which assessments should be carried out and monitors should be prepared to challenge assessments carried out in a routine and superficial fashion. Sufficient time was allowed for assessments in the proposal and timeline of the programme and in future this timeline should be managed more diligently.

4 Assumptions and constraints laid out in initial proposals should be reviewed as part of ongoing monitoring and reporting and their validity scrutinised.

5 Programme Implementation

The methodology utilised for selection of site visits and that adopted during the site visit is detailed in section 2 of this report. The full list of projects visited during the course of this evaluation is detailed below to indicate the range of locations and protect types that were considered
. In 15 of the 19 locations, a meeting was also held with either the Shura or the Shura and (male) representatives of the community. Participation in meetings ranged from 4 persons to 64 persons.

Summary of Micro Projects Assessed

	IP
	Province/District
	Location
	Project Type

	CHA
	Farah/Khak Safid
	Khak Safid
	Road

	CHA
	Farah/Khak Safid
	Karez/Naw Deh
	Culvert

	CHA
	Farah/Khak Safid
	Charmast
	Culvert

	CHA
	Kandahar/Dand
	Soof/Soof
	Culvert & Canal Cleaning

	CHA
	Kandahar/Dand
	 Soof/Asychap
	Canal Cleaning

	CHA
	Kandahar/Panjwi
	Salihan/Salihan Kata
	Canal Cleaning

	CHA
	Kandahar/Panjwi
	Panjwi Center
	Road

	ADA
	Kandahar/Dand
	Karz/Zaker Sharif
	River Intake/Diversion Dam

	ADA
	Kandahar/Dand
	Alukzo/Alukzo Gush
	Aqueduct

	ADA
	Kandahar/Dand
	Yakh Karez/Sadozia
	Aqueduct & Culvert

	ADA
	Kandahar/Dand
	Mula Ahad/Saddiquallat
	Aqueduct/

	ADA
	Kandahar/Dand
	Yakh Karez/Kasani
	Culvert

	AREA
	Herat/Badghis
	Panja Akhtar
	Wash Culvert

	AREA
	Herat/Badghis
	Panzar Wazier
	Wash Culvert

	REA
	Herat/Badghis
	Lockai Sorhk
	Retaining Wall/Canal/ Diversion Dam

	AREA
	Herat/Badghis
	Lockai Sorhk/MianaBoom
	Aqueduct

	AREA
	Herat/Karukh
	Benafshdarah
	Water Supply

	AREA
	Herat/Karukh
	Qalai Sharbat
	Aqueduct

	AREA
	Herat/Karukh
	Malikiha
	Karez Cleaning


As stated previously in this report, the role and responsibilities of the IPS outlined in contracts included: to undertake initial surveys and assessments in order to identify specific districts and communities; to develop Micro Project proposals, implementation plans and budgets; to implement the Micro Projects and food distribution; and to undertaken ongoing monitoring and reporting. Issues with regard to assessment and monitoring and reporting are also discussed in other sections of this report where relevant and where the work of the IPs overlaps with that of other actors. This section, dealing with implementation, deals primarily with the direct responsibilities and contribution of the IPs. 

Design & Implementation Issues Related to FOODAC versus Food-For-Work

Design and implementation at project level was clearly agreed to be the responsibility of the individual IP. As mentioned earlier, FATTA III has merged conceptual issues of FOODAC and Food-For-Work in terms of the development of individual Micro Projects (MPs) as well as the implementation and monitoring of these interventions. Although the concept of FOODAC is primarily based on WFP’s operational experience in Afghanistan, typically Food-For-Work programs tend to follow specific technical design and implementation modalities which are distinct from FOODAC. The following table attempts to highlight some of these distinctions:

	FOODAC
	FOOD-FOR-WORK

	· Allocation of commodity resources based on fixed amount of food per targeted family.

· Ration developed based on nutritional value.

· Labour requirement in Person Days (PDs) defined by the total monthly food package per vulnerable family divided by established ration size (e.g. Wheat-250 kgs/mth  / 6.25 Kgs/Day = 40 PDs).

· Productions levels are flexible – based on relaxed monitoring – focused on food security.

· Priority - #1 Food Security / #2 Works Completed

· An equal/specific amount of commodities are transferred to each identified vulnerable household.

· Payments disbursed upon availability


	· Allocation of commodity resources based on labour requirement for specific volume of works.

· Ration developed based on labour market value

· Labour requirement defined by the # of PDs necessary to completed a specified volume of work divided by estimated production norms (e.g. 100 m3 of excavation / 2 m3/PD = 50 PDs).

· Production levels are rigid - based on detailed monitoring of outputs–focused on income transfer.

· Priority - #1 Income transfer / # Sustainable Asset Creation.

· Individual payments will vary based on either output levels or attendance levels for each labourer.

· Payments disbursed at regular intervals (e.g. salary) 


Although the contracts between IPs/CARE, IPs/WFP and IPs/communities use the terminology “Food-for-Work” and make references to payments based on established norms and outputs/production (or even attendance based payments, as stated in the IPs/community agreements) the infrastructure improvement activities are based on a nutritional orientated ration (a fixed amount of commodities per family unit) not upon a FFW ration based on the economic transfer equal to slightly below the local value of the minimum wage. Although the subsequent mixing of FOODAC and FFW has not directly affected the quality of works completed, it has caused confusion and misunderstandings among the major FATTA III stakeholders (donors, partners, IPs and communities) in terms of the selection of project types, standardised methods of output measurement, labour payments, anticipated outputs as well as monitoring standards. 

The mixing of these concepts at the design and implementation level within FATTA III by all IPs (as well as by WFP at the approval and monitoring levels) has had an impact on a series of technical issues associated with the selection, design, implementation and monitoring of FATTA III interventions including:

Project Selection - a large number of FFW activities implemented by all IPs under FATTA III have focused on maintenance activities (e.g. canal and karez cleaning), although WFP’s new PRRO, no longer considers these maintenance activities to be appropriate under the Food-For-Work component of PRRO as it does not “create new infrastructure”
 It should be noted that although the “maintenance activities” were not considered a high priority for WFP’s PRRO, these types of “cleaning” activities are traditionally targeted in FFW programmes around the world as they create significantly higher levels and longer-term unskilled employment opportunities for local residents as compared to smaller scale infrastructure projects (e.g. culverts, aqueducts etc). The IPs had identified these maintenance activities as a way to address community interests and also to create higher levels of labour intensive work opportunities within targeted communities. Given the (comparatively high) level of commodities to be programmed and the (comparatively low) associated budgets for construction materials, incorporating maintenance activities was the only realistic option for programming FATTA III resources. 

This is potentially a significant issue if all actors (including ECHO and WFP) are not in agreement with the IPs selection of maintenance activities. However, even though the selection of activities deviated from WFPs PRRO Guidelines (written Guidelines were requested from WFP but not provided to the evaluation team), the regional WFP offices did review and approve the list of MPs (which included the maintenance activities) submitted by the IPs under FATTA III.

Planning Labour/Commodity Requirements – it appears that all IPs have predominately designed individual MP labour requirements based on a FFW methodology of estimating volumes of work to be accomplished and cross calculating against established productivity norms (eg either WFP’s norms, modified norms taken from various government sources and/or in the case of ADA, norms developed internally based on their own productivity estimates. This process served to produce commodity requirements and associated Person Day estimates for proposals/assessments, but since payments are/were not calculated based on actual output levels, there is limited direct correlation between planned outputs and actual amounts of commodities consumed in FFW activities (see next section below for more detail).
The internal modification of the standardised norms by IPs should have been identified along various points of FATTA III implementation cycle including, but not limited to; (1) MP proposal development process, (2) MP approval process or (3) ongoing output measurement & payment monitoring. Typically FFW output norms are established at the onset of a given Micro Project, and then strictly adhered-to during the output measurements/payment process. This mechanism quickly identifies whether the actual work outputs are consistent with the original construction plans (proposed resource utilisation) and also determines whether the applied work norms are attainable / realistic for various types of construction activities. Usually when payments are based on measuring output, participating labourers tend to quickly identify any significant differentials between theoretical output norms and actual work completed, raising these payment discrepancy issues to the designated IP.

Large deviations between planned verses actual labour consumption (due to either initial poor labour input estimations, utilising unrealistic output norms for calculating payments or a combination of both) across a large number of individual MPs could potentially result with significant levels of either over spending or under spending on labour (e.g. commodity consumption).   However, this does not appear to be the case in FATTA III since the FFW payments (to date) were not calculated based on actual work output levels (for example # of m3 excavated) and that that the IPs & FFW labourers have negotiated a maximum # of paid FFW days, thus any additional labour requirements identified (due to poor planning, low productivity levels or other unanticipated reasons) are considered community contributions toward the MPs, and does not require an additional allocation of commodities to finish pending works.

.  

Since the output norms have only been applied to the MP planning stages, but not consistently utilised in measuring outputs and calculating food payments, the differences in norm(s) theoretically applied in designs (either WFP, Government and/or others) by IPs will not impact greatly on commodity consumption levels unless (1) work outputs are physically measured and compared to resource utilisation plan, (2) payment calculations are based on mutually established norms and measured work outputs, (3) labourers receive payments based on output levels (higher or lower) based on their own productivity and (4) additional labour requirements identified due to incomplete planning or weak supervision on the behalf of the IP are not considered a community contribution. (See section on Norms & Outputs for more detail).    

FFW Payment Calculations – although labour and commodity requirements were calculated based on a FFW methodology (output based), in practice payments to participants appear to be primarily calculated on a FOODAC approach. Payments are based on WFP’s fixed monthly food ration planned to be paid in 8 day instalments each month regardless of the amount of work completed or the number of days actually worked. The premise for the periodic 8 day payments was originally conceived as follows:

8 Days/Labourer/Month x 5 Months/Labourer = 40 Days

40 Days x 6.25 Kgs/Wheat/Day = 
250 Kgs/Wheat over 5 Months       

40 Days x 0.25 Kgs/Oil/Day = 
10 Kgs/Oil over 5 months

40 Days x 0.25 Kgs/Pulses/Day =  
10 Kgs/Pulses over 5 months 

Although all IPs are keeping track of Person Days (at varying degrees of accuracy) for each MP, (through the use of attendance sheets), the actual number of days worked does not determine or match the amount of payment received. For example, in 100% of MPs visited, most labourers have only received payment of 8-16 days (depending on organisation & MP location) even though they had actually contributed more days by the time the payrolls had been calculated. In most cases, the balance owed will be paid in future instalments to a maximum of 40 days. At the same time, individual labourers who have missed days of work (according to more accurate attendance sheets) have received the same amount of payment (to date) as other labourers who have not missed any days of work (including projects that are already completed). According to the CHA/Kandahar Provincial Engineer, these individuals will need to make up the missed days of work on alternative community activities (not currently planned). This “system” is not one that has been discussed or approved by the CARE monitors or management and the evaluation team were doubtful that such measures would actually be put in place. This seemed just another indication that the payment calculations are actually based on the FOODAC model.   

Micro-Project Progress Monitoring - it is clear that all IPs are not measuring the physical outputs for the vast number and variety of MPs implemented simultaneously in order to calculate food payments. They are not in the position to undertake this massive task given the level human resources assigned to the program. However, all IPs appear to be reporting what are presented as “actual figures” in their quarterly reports. It is most likely that these figures are based on theoretical calculations, not actual measurements. According to all IPs, WFP monitoring visits in the West and South have not identified any major problems and/or irregularities in terms of production vs commodity utilisation. ECHO had identified during recent field visits in August and September that WFP had undertaken limited monitoring until this point, and that the level of monitoring had intensified following ECHO’s visits. In brief discussions with WFP regional representatives in Herat and Kandahar in November no specific issues/problems related to the relationship between output and commodity utilisations were responded to or recognised by WFP. As it is unclear how these output calculations are being conducted, it appears that FATTA III is treated more like a FOODAC activity by WFP in terms of monitoring of output verification than a true FFW intervention.

In conclusion, FATTA III has merged conceptual issues of FOODAC and Food-For-Work in terms of the development of individual MPs as well as the implementation and monitoring of these interventions. Established work norms commonly employed in FFW interventions were used for estimating resource requirements for MPs (although these were not standardised amongst IPs), but FFW payments are not calculated based on actual outputs/established norms. Payment calculations reflect a FOODAC methodology (e.g. fixed monthly food ration per participating family). Ongoing monitoring systems did not identify a divergence of payment methodology (e.g. output based vs. FOODAC based.)  

Technically, output based food-for-work payment systems tend to achieve higher levels of worker productivity, as those who produce more receive greater levels of compensation.  But it should be noted that melding conceptual aspects of FFW and FOODAC is considered an acceptable strategy during a transformation period for moving from FOODAC type programming towards FFW. What is critical is to ensure that all stakeholders and implementing partners have a common understanding of the operational modalities, required control/documentation systems and that established monitoring functions effectively identifies deviations from agreed upon parameters and control mechanisms as this transition evolves. Distribution of food and the mechanisms for undertaking this were agreed to be the responsibility of the IP concerned and IPs should look carefully now at their procedures.  

Recommendations:   

1. WFP, ECHO, IPs and CARE should develop a common understanding of the operational modalities for FFW and determine which (if any) concepts of FOODAC should have been applied to FATTA III and/or any future commodity assisted infrastructure development activities. 

2. Future FFW programs should be planned, implemented and measured against the same methodology and benchmarks (regardless of whether it is based on output or attendance systems). In the event that FFW projects are designed, implemented and monitored against the same parameters, it will be easier for field staff to identify potential problems associated with proposed norms/output levels, better determine accuracy of initial MP budgets and improve accuracy of subsequent MP budgets as well as assist in identifying anomalies between planned and actual resource utilisation which may require further budget modifications.

3. In addition to the above, established monitoring regimes should be strictly followed to quickly identify major deviations from the proposed methodology. For example, if a FFW activity is theoretically based on an output payment system, the monitoring system (CARE’s and WFP’s) should quickly and clearly identify that FOODAC methodologies are being employed, and effectively communicate the differences in operational modalities to all primary stakeholders.

4. Contrary to the current WFP policy of applying nutritional based rations to FFW activities, all stakeholders (including WFP) should consider revising the amount/value of the standard FFW ration to more representative of (just slightly below) the local market value for unskilled labour in a effort to pay a fair wage and generate more community interest/motivation, especially if standard construction output norms are to be applied. 

Micro Project Assessment Process

As part of the process for estimating cash and commodity requirements for FATTA III, each IP prepared a significant number of technical assessments/surveys for each and every proposed MP as agreed to be their responsibility in the contracts.

Micro Project Technical Assessments Developed

	ADA
	CHA
	AREA

	676
	443
	87


Source:  Final Project List – CARE / FATTA III

According to IP field representatives, the Technical Assessment period for Micro Projects lasted approximately 2-4 weeks in duration though a period of three months had been allowed for this process (see Annex B: Timeline for FATTA III). It was difficult for the evaluation team to identify many current staff members (engineers) who actually had participated in the initial technical assessments due to both internal and external staff movement. The evaluation team was unable to physically review individual assessment reports, so the actual planning and timing for assessments is not clear. Existing FATTA III technical staff (all IPs) had indicated that undertaking the assessments was a difficult task taking into consideration: the large number of individual MPs to be assessed; the variety of potential structural interventions (roads, culverts, water, etc); and the geographical spread. In addition, FATTA III engineering staff (all IPs) had indicated that their technical capabilities were stretched during the assessment process due to staffing problems (losing experienced FATTA II staff members and subsequent difficulties in recruiting new staff), leading toward the use of “typical designs and typical cross section drawings” for initial resource (materials and labour) requirements and allocations.      

There was little reporting of the constraints and problems listed above and CARE senior management remained unaware of the extent of the problems until late summer 2003. Elsewhere in this report, the evaluation team has sought to examine both the monitoring systems and the oversight provided by CARE with relation to these matters. However, it remains the case that contractually the IPs accepted responsibility for assessment and implementation of MPs and reporting and did not manage this effectively.     

Technical Assessments Undertaken By Months 

	IP
	Jan
	Feb
	March
	April
	May
	Source

	AREA – Herat
	
	
	
	
	
	Reg Mgr

	CHA – Farah
	
	
	
	
	
	Reg Mgr

	CHA – Kandahar
	
	
	
	
	
	Reg Mgr

	ADA – Kandahar
	
	
	
	
	
	Reg Mgr


Given that the vast number of assessments undertaken in a period of approximately eight weeks and that each IP had a limited availability of technical staff (experienced Engineers) available during the assessment period although the numbers required were allowed for in the budget, the calculations for each MP were based on using “typical designs” and “typical cross-section” drawings in order to develop cost estimates. This process is very efficient for developing an “illustrative list” of materials and labour requirements for maintenance activities (canal and karez cleaning) and structures for proposal/budget development purposes. However, the “rough” information developed is not sufficient for planning the actual construction activities, especially structures, as the typical designs need to be up-dated on a case-by-case basis to reflect actual field conditions (eg actual dimensions, soil conditions, potential obstacles, etc). 

All IPs initially utilised the technical assessment data in their finalised list of projects (technical calculations), and later found that the actual consumption of materials and labour resources deviated (sometimes significantly) from their initial estimates (note that IPs had responsibility for both assessment at MP level and finalising the implementation budgets). This became a critical issue for a range of structure related MPs and subsequently resulted in the suspension of significant number of MP activities, thus requiring the recalculation of the vast majority of MPs by all IPs. The recalculation of input requirements was conducted jointly with the CARE Monitors.

In conclusion, defining the final material and commodity requirements during the initial assessment phase was difficult (if not impossible) given the absence of specific designs and budgets for individual MP initiatives (note however that they IPs had committed to undertake exactly this type of specific work under the original proposal). The FATTA III assessment process was time consuming (up to 4 weeks) and costly (fully allocating technical staff time according to IPs), and yet only yielded general “rough” estimates of resources requirements, which required subsequent re-assessment and more detailed recalculations as of October/November 2003. Generating a general materials and labour requirement estimate for proposal/budget purposes from “Typical Cross Section Designs” is an acceptable practice at the initial program stage. As each Micro Project is specifically identified/sited more detailed cost estimates based on the actual site conditions need to be prepared for each and every MP developed (especially structure related MPs). 

Although IPs clearly lacked resources to undertake this project with the human and material resources required, they did not give it the focus required, work against the timeline agreed or report clearly enough on the constraints they were facing.
Recommendations:

1. Future FFW resource estimates can be accelerated and streamlined by utilising historical data from the previous FATTA initiatives to determine estimated resources requirements.  For example by utilising an average cost (materials & commodities) invested by type of Micro-Project (culverts, aqueducts, roads, etc.) and then estimate a probable mix of Micro-Projects based on the number of target communities/villages and previous proportion of projects implemented in the past.

Example:

Culverts =   $2,000/Material & 1.5 MTs Commodities (based on WFP ration mix)

Roads =      $3,000/Material & 45 MTs  (“                                                        ”)

Aqueduct =  $5,000/Material & 12 MTs (“                                                        ”)

Assuming a project mix of:

60 culverts = 



$120,000 &      90 MTs

25 roads (average length 5 kms) =
$  75,000 &  1,125 MTs

50 aqueduct = 


$250,000 &     600 MTs

Total =




$445,000 &  1,850 MTs

Once a global budget is defined/approved for community MPs identified, begin developing specific technical designs and assign resources from the global material/tools and labor (commodity) budgets until all resources are earmarked for specific MP activities. In this manner, the IP will have the flexibility to work with community/village representatives in the identification of a variety of MP interventions based on community interest and actual needs during the program implementation process 

2. IPs should establish a reserve fund of approximately 10-15% of the global resource budgets (material/food) directly available for MPs to cover any unforeseen costs associated to already-approved MPs.  This will provide adequate flexibility and reduce individual budgetary short-falls and reduce any administrative burden associated to identifying additional resources for MPs already underway. The reserve fund should be held separately from approved MP budgets and managed at the discretion of the designated Project Manager(s).  In the event these resources are not required to cover cost overruns, the balance of reserve funds can be allocated to finance new MPs during the last 3-5 months of the program period. 

Quality of Technical Plans/Documentation

During the current review period, approximately 20 MPs were visited by the evaluation team. The vast majority of these MPs (17) were focused on the development of structures. In the case of all MPs, technical drawings (typical cross-sections) were available for review. In some isolated cases, overall site plans were not available. For example:

	ADA - 
 Zaker Sharif - River In-take

AREA - Malikiha - Kirez Cleaning

CHA -
 Most canal cleaning MPs 


The levels of detail in the technical drawings are more than sufficient for the technical complexity of the maintenance and structure projects implemented under FATTA III. This means that the standard range of information provided in the technical plans and drawings supplies enough detailed information to clearly identify resource requirements and guide the construction/supervision process. It also appears that the levels of detail given for the individual calculations related to the drawings also met acceptable standards. It should be noted that the evaluators of FATTA III are not Civil Engineers, and were unable to verify that all the calculations for material and labour accurately match-up to the associated drawings. It appears that the deviations in volume calculations (as noted in the previous section – MP Assessment Process) are more associated to the fact that the technical drawings are based on “Typical Cross Section” and standardised measurements and do not reflect each individual project site.

Quality of Technical Designs

Although the level of detail in the technical drawings meets the basic need to estimate resource requirements and guiding construction activities, there are some major conceptual short-comings in terms of the engineering concepts and completeness of many of the MP designs reviewed. Examples include:

	IP
	Location/

Project Type
	Observations

	ADA
	Kandahar/Dand/

Zaker Sharif/

River Intake
	1. Overall design TECHNICALLY QUESTIONABLE - Horizontal water diversion across river using gabions - no topography, hydraulic or river water flow calculations to design structure - Horizontal diversion on large river spill way leads to HIGH POTENTIAL FOR WASH AWAY OF STRUCTURE or QUICKLY SILT-UP – ADA Staff stated that there was not enough time to undertake proper technical study / design calculations

2. 300 meters canal excavation required to connect water diversion to existing irrigation canal network - not included in MP & considered additional community contribution.

3. Excavation calculations for entire MP are underestimated – Project List =-Plan 150 m3 / Actual – 252 m3   

	ADA
	Kandahar/ 

Dand/

Yakh Karez

Sadozai 

Aqueduct/

Irrigation
	1. QUESTIONABLE NEED FOR STRUCTURE – Constructing small aqueduct at crossing of 2 canals, but canals are at same level, thus requiring that one canal is excavated 2 meters deep x 5 kms long – not included in MP (or other MPs), considered a community contribution – May never be completed

2. At completion of Aqueduct construction, no new/increased access to water will be provided to villages!!!

	ADA
	Kandahar/ 

Dand/

Alukzo Gush Khana

Aqueduct 
	1. Potentially OVER DESIGNED – aqueduct depth 2 times the depth of connecting canals – no hydraulic calculations. – Appears that Technical Designs were completed after assessment period.

	CHA
	Farah/

Khak Safid/

Road 
	1. Inadequate material & compaction applied to road surface, thus already beginning to erode, prior to seasonal rains – Completed works are not durable & likely to significantly degrade from the upcoming rains.

2. Flat terrain – no topography used for drainage ditches, no intermediate discharge points integrated in drainage system – very questionable whether water will flow at several points, likely to over flow onto road and/or adjacent land areas. 

	CHA
	Kandahar/ 

Dand/

Soof/

Culvert
	1. Placement of culvert QUESTIONABLE – Located approximately 5 meters to left of existing road. 

2. Connection between the new culvert and road surface is not included in technical design (materials & labour) and are considered a community contribution

	CHA


	Kandahar/ 

Panjwi/

Panjwi Center

New Road
	1. Technically road only HALF DESIGNED – sub-surface only with material taken from side canals– lacks appropriate surfacing materials & compaction – Road not currently in use!

2. Flat terrain – no topography used for drainage canals, no intermediate discharges for drainage. 

	AREA
	Herat/

Dari-a-Boom/

Lockai Sorkh

Diversion Dam/ Canal
	3. Potentially OVER DESIGNED - Canal depths significantly deeper than connecting earthen canals 

4. No clear final destination for water – masonry canal ends at shallow undefined earthen canal. According to staff, community is responsible for cleaning (more like digging) 2 kms of canal to connect to existing canal network – considered community contribution and not part of MP.

	AREA
	Herat/

Karukh/

Benafshdarah/

Water Supply
	1. Masonry water tank wall thickness increased from 50cm to 80cm. Either an ERROR, DESIGN FLAW OR NOW OVER DESIGNED. 

2. Trench excavation (labour requirement) for 1.7km pipeline not included in design/project list   

	AREA
	Herat/

Karukh/

Qalai Sharbat/

Aqueduct
	1. Appears OVER DESIGNED as canal height and width significantly larger compared to connecting feeder canal.




It should be noted that not all projects reviewed during the evaluation period indicated technical design flaws including maintenance and structures types of MPs. However, given that the above sample indicating issues and problems represents 53% of the structure-orientated MPs visited (ie 9/17 MPs) the evaluation team felt that across all three IPs and in all areas visited there was commonly a quality issue related to the technical design. The inaccuracies associated to technical designs generally centre upon the following areas:

· Not including all aspects of construction activities and associated inputs in designs to ensure that the MP will be 100% functional at the end of the construction phase. In the case of all IP activities, specific critical activities are typically left out of the primary design calculations and activity planning (backfilling, compaction, additional connections to canals/roadways excavation, removing backfill, etc.) and then considered as a post community contribution at the end of the project cycle.   

· Not incorporating basic hydraulic and load displacement calculations in terms of the design of diversions dams, wash culverts and aqueducts (ADA/CHA). This level of engineering is critical for the long-term structural integrity of the MPs, and in some cases the absence of this practice may have contributed toward the over-design of structures (AREA), thus consuming unnecessary additional inputs that could have been applied elsewhere.

· Designing a series of MP activities exclusively from one another, within a village level irrigation system (e.g. canals, culverts, aqueducts & road access) has led toward problems associated to interlinking finished works (proper leveling and seamless connections) which is critical to the overall functioning of improved services. 

· Designing roads interventions without incorporating required inputs (surfacing material, compaction, topography for drainage, etc.) to ensure the longer-term durability and access beyond the MP project cycle.

· Applying a consistent technical rational and justification for the acceptance and design specific projects. For example, accepting to design high risk projects (river intake/ADA and roads/CHA) based primarily on community interests instead of technical viability. 

In conclusion, although the required levels of detail in the technical drawings meet the basic needs for estimating resource requirements and guiding construction activities, there are conceptual design short-comings in terms of the engineering theory and completeness in many of the MP designs reviewed (and which were the responsibility of IPs to deliver). Taking into consideration that the sample of MPs visited were located in more accessible areas, it would not be unlikely to find a similar situation (if not worse) among the designs developed for structures in more isolated areas where levels of technical presence and monitoring may have been less than areas visited during the evaluation period.  

The common design irregularities (conceptual design issues) identified above are of equal importance in terms of developing fully designed projects that are low risk, technically correct/complete and long lasting. Issues related to structural integrity (ensuring the proper load and hydraulic calculations are conducted) are as critical as ensuring efficient use of donor resources through appropriate sized designs and/or selecting and designing MPs that will provide added value over the long term. 

Recommendations:

1 Structure(s) related MPs require a higher degree of investment associated to engineering inputs in the design process. Adequate time and resources should be thoroughly applied to ensure that designs are 100% complete and accurate. The time available was not properly utilised in FATTA III.

2 In the future, all IPs should consider allocating funds within their budgets to hire short-term technical assistance (local consultant engineers) to fill in human resource gaps when required or to provide specialised technical services (hydraulics, roads, topography, etc) which cannot be met through the existing technical teams. For example, if a given IP needs to design a road but does not possess an experienced road engineer on permanent staff within the programme, they should consider external contracting to ensure proper and complete designs and resource allocation. When questioned upon failures to ensure that this was done in FATTA III, all IPs say that the budget allocated to them in FATTA III was insufficient to allow for this. 
3 Within a given village (and possibly at the community level) there should be an incorporation of all proposed MP activities into one comprehensive technical design in order to ensure proper technical linkages between various interventions (levels, connections, consolidate material procurement, calculate global requirements, simplify activity planning and technical site supervision). 

4 Prior to agreeing to accept and design a given MP, a simple technical pre-assessment should be conducted to ensure that proposed activities are technically feasible, will provide immediate impact upon conclusion and just make good sense. That this was not undertaken in FATTA III was due to poor oversight and management.

5 Develop the official procedure of having technical designs (developed by a given Engineer) reviewed, critiqued and officially approved by another Engineer not directly involved in the design process. This will hopefully lead to more correct and complete designs.

6 In terms of road interventions, IPs should attempt to focus only on repairing roads that are inaccessible (when technically feasible) as opposed to repairing roads that are “difficult to travel” and/or “opening new roads”. This will have higher levels of impact for communities that are more isolated in terms of agricultural productivity/marketing, communication, and access to basic services.

7 Prioritise road MPs in mountainous areas where drainage controls are technically feasible due to natural gradient (e.g. gravity). IPs should move away from resurfacing long stretches of roadway and focus more on problems spots related to seasonal accessibility. This is typically associated to controlling water flows that periodically restrict road access in the same places every year, thus requiring improved drainage canals, minor culverts, retaining walls, etc. to protect existing road surfaces. In some cases, resurfacing specific (short stretches) of roads where soft material or steep inclines could also be considered acceptable. Years of traffic, weather and lack of maintenance have created stretches of uneven surfaces that continue to be accessible year round (although slow travel velocities are required). Attempting to level these road surfaces without proper topography, machinery (for compaction) and supervision support will) not be sustainable. 

8 Only consider road interventions that are not too technically complex and where the MP(s) concretely includes sufficient material inputs as well as timely access to technical supervision and machinery required to support long lasting repairs (Example: employing manual labour for compaction or accepting that the community will subsequently “find” the required machinery should not be considered an acceptable option.)

Work Quality Issues

The quality of construction works reviewed during the evaluation period is varied between IPs, as well as within a given IP. In this analysis “quality” refers to the standards/characteristics of the workmanship (e.g. masonry, mortar mix, materials utilised, visual condition, durability, adhering to design measurements and ensuring that works are 100% complete. This is one area where significant differences have been identified between the three FATTA III IPs and where AREA appeared to consistently perform better.

                       ANALYSIS OF WORK QUALITY FOR STRUCTURE RELATED MPs

	AREA
	CHA
	ADA

	· Quality of Masonry/Mortar Mix and Finish Work for Structures – Consistently Good.

· Adhering to Design Measurements  -  Variable    (Tend to be Smaller  Dimensions than planned)

·  Completing Works –          Consistently Leaving Pending Works  to be Completed as Community Contribution – Unsupervised 
	· Quality of Masonry/Mortar Mix and Finish Work for Structures –        Farah – Poor
   Kandahar – Good  (1 culvert visited)

·  Adhering to Design Measurements -  Farah - Variable  (Tend to be Smaller   Dimensions than planned)                       Kandahar – Good  (1 culvert visited)

· Completing Works –                      Farah/Kandahar -Consistently Leaving Pending Works  to be Completed as Community Contribution - Unsupervised          
	· Quality of Masonry/Mortar Mix and Finish Work for Structures – Variable - Good & Poor.

· Adhering to Design Measurements -  Variable  (Tend to be Larger Dimensions than planned)

· Completing Works – Some Cases Leaving Pending Works (to be Completed as Community Contribution – Unsupervised




A more detailed analysis of quality issues related to each MP site visit can be found in Annex C.

The primary influences on construction quality issues are typically associated to frequency and quality of Site Supervision directly provided by the responsible IP (e.g. Foremen and Site Engineers), as well as the experience levels of skilled labourers contracted by the IPs. All IPs have indicated severe difficulties in identifying and retaining experienced Foremen and Site Engineers as well as Skilled Labourers (masons, bar benders, etc.). In most cases, the IPs have resorted to contracting inexperienced Site Engineers as well as to importing skilled labourers from urban centers outside their districts of operations (Herat, Kandahar and Kabul). In many cases, the IPs have also engaged the services of low quality skilled labour, when better options are unavailable, in order to continue with planned activities (but this was not reported to CARE or picked up by CARE monitors as an issue). (See next section for discussion on Site Supervision issues and Recommendations connected to Quality Issues.) 

Site Supervision Issues

As stated previously, the overall quality of works completed is directly associated to the frequency and quality of technical supervision provided by the IPs. The Implementing Partners have all experienced difficulties in maintaining their experienced staff due to ongoing staff turnover (internal/external) and subsequent delays in the recruitment of experienced technical staff within FATTA III. The primary reasons provided by the IPs for this situation is related to the increasing demand for skilled Engineers and Construction Foremen within the International ngo, UN and/or private sector offering more competitive payment packages. However, it was also identified that the IPs themselves had also shifted specific experienced FATTA II and III staff members to new/other programs implemented by the IPs during the course of FATTA III, effectively de-prioritising FATTA III to support other program initiatives.   

Apart from the loss of experienced FATTA III staff (internally to other programmes being run by the IPs or CARE) and the recruitment of less experienced Site Engineers, it appears that the initial staffing plan of the various IPs for the technical support component (engineers, site engineers and foremen) was insufficient to adequately support effective site supervision of structure related MPs. Although maintenance related projects do not require high levels of technical supervision, it still consumed a significant amount of time to assess, plan and monitor MP progress, taking time and effort away from the technical supervision of structure oriented MPs. In addition, the overall delay in FATTA III effectively reduced the implementation timeframe (from 9 months to 5 months), while maintaining the original number of planned MPs also contributed toward overstretching the technical team. This is evident from the variety of technical design and constructions quality issues raised in this evaluation. 

Original List of Approved Micro Projects

	MP Type
	ADA
	CHA-Farah
	 CHA-Kandahar
	AREA

	Maintenance
	551
	102
	211
	13

	Structures
	125
	83
	47
	74

	Total 
	676
	185
	258
	87


Source:  Final Project List – CARE / FATTA III  /  Maintenance MPs = Canal & Karez Cleaning

These tables indicate a high ratio of projects per Engineer during the FATTA project period. In the event that a significant # of MPs were not suspended or cancelled, it is most likely that the technical teams of the IPs would have faced significant difficulties in implementing the entire program portfolio and this would have been evident in the quality of completed MPs.   

FATTA III - Technical Staff
	Position
	ADA
	CHA-Farah
	CHA-Kand.
	AREA

	Provincial Eng.
	1 (PM)
	1 (PM)
	1
	1 (PM)

	Senior Eng. 
	0
	2
	2
	0

	Field Worker
	0
	2
	3
	6

	Site Engineer
	5
	4
	0
	4 

	Forman
	19
	2**
	0
	6

	Constr. Mngr
	0*
	0
	0
	0




* Construction Manager – Originally planned but not working on FATTA III until Oct 03



** Called construction supervisors

In conclusion, the above tables indicate a high ratio of Micro-Projects per Engineer during the FATTA project period. AREA had 5 Engineers to design and administrate 74 structure related MPs (averaging 15 projects per Engineer) and ADA had an average ratio of 21 structure related MPs per Engineer, plus an additional 92 maintenance related MPs per Engineer.  CHA-Kandahar had a ratio of 15 structure MPs, plus 73 maintenance MPs per Engineer and CHA-Farah had a ratio of 12 structure MPs and 12 Maintenance MPs per Engineer (if you subtract the approximate 16 structure MPs in Khak Safid, this then increases with workload to approximately 17 structure MPs and 25 maintenance related MP per Engineer in Purchaman province.  Given the general workload and taking into consideration significant levels of staff turnover and difficulties associated to the timely recruitment of experienced technical staff, the actual workload (MP/Engineer ratio) was likely much higher than the above calculated averages during the course of FATTA III.  As the capacity and quality of the IPs  FATTA III technical staff eroded due to staff turnover and the workloads increased for the remaining staff, it appear that technical staff were stretched to the point of compromising design and quality control capabilities.       

In the event that a significant # of MPs were not suspended or cancelled, it is most likely that the IPs technical teams would have faced significant difficulties in implementing the entire program portfolio and this would have been evident in the quality of completed MPs.  When questioned with regard to the initial planned understaffing all IPs (at both HQ and field level) replied that the budget allocated to them under FATTA III was insufficient to allow them to plan adequate staffing levels. CARE management report that there was no discussion on budgets and that they were not informed that the budget was insufficient. When questioned as to why this was not queried at the time, IPs replied that they had to accept the budgets allocated to them. This matter (potentially highly) significant could have been raised if a joint planning process had been undertaken for FATTA III or if there had been any form of workshop at the outset of the programme.

Recommendations:

1. Structure related projects should have continuous technical supervision (e.g. daily visits from construction Forman) to ensure the quality of work conducted by skilled and unskilled labourers

2. Maintenance/cleaning activities can be supervised by designated community representatives. This level of supervision should be paid as a skilled labourer, provided adequate training from IP technical staff is provided, and work is closely monitored by the assigned Foreman or Site Engineer.

3. Control of Attendance Sheets on a daily basis could also be handled by a community representative (properly trained and paid as a skilled labourer) to allow Foremen and Site Supervisors to focus more on quality control issues.  Appropriate monitoring and support to these “Time Keepers” at the front-end of MPs should be provided to ensure that the attendance information is being controlled and documented correctly. 

4. All community contributions should be considered as part of the overall project design and technical supervision responsibility of the IPs. Projects should not be considered completed until all works (especially community contribution portions) are completed and the MP is 100% functional. All community contributions (material and labour) should be technically supervised in the same manner as the IPs contributions.

5. In the event that the timeframe for implementation is reduced, the IPs should take decisive action to compensate for the lost time. In the event that this situation repeats itself, the IPs should coordinate with its operating partners and donors to identify appropriate actions. (For example increasing staffing levels and/or reducing program activities and outputs in order to guarantee program quality levels).

6. IPs should involve the Field Offices in determining staffing structures and resources requirements for future FFW / infrastructure programs. The IPs should also determine minimal staffing requirements for these types of interventions and be willing to forego donor funding if the minimum staffing requirements cannot be financed.

7. IPs should attempt to achieve a more realistic MP per Engineer ratio (especially for structures) to ensure that technical staff have the time to adequately design and supervise construction activities. It should be assumed that a Site Engineer cannot supervise more than 8 structure MPs simultaneously.

8. IPs should consider reducing the number of projects supervised by construction Foremen to ensure that adequate levels of supervision are provided. IPs should use experienced construction Foreman (not inexperienced Field Workers) to technically supervise structure projects. 

Norms and Outputs

Originally, FATTA III had proposed to implement FFW activities utilising a payment system based on output. In reality the payments have been based on a quasi-attendance and FOODAC mechanism. (e.g. payment calculations based on WFPs fixed monthly food ration per participating family). Production norms were utilised for the initial assessment/estimation of labour and commodity needs for the program, but the actual work completed was not strictly measured against output. The IPs did however find that the labour requirement levels for MPs were often higher than originally planned and in some cases ECHO had identified that the opposite was true. This appears to have occurred due to a combination of low initial estimates and that actual output levels did not always match-up to the established theoretical norms. In reality, this difference of increased labour requirements has not significantly affected the consumption of commodities because (1) the payments are based on a fixed number of days (or the fixed monthly family FOODAC rations) and (2) in most cases, the communities have had to work the additional days on a voluntary basis.  However, it has affected the relationships between labourers/community representatives and the IPs, as the counterpart contributions have been increased.

The issue of WFP norms was raised as a long-standing problematic issue by all IPs during the evaluation though not in their reports during the programme. Although the IPs initially accepted that the programme would be implemented using the established norms, they subsequently faced significant resistance from labourers associated to the value of the daily food rations and the expectations of physical productivity. According to the majority of technical field staff (from all IPs), participating labourers did not produce to the theoretical WFP norms. This is most likely due to a combination of the following reasons:

· FFW activities were not strictly supervised, thus labourers were most likely not well organised and not achieving optimal productivity levels.

· Labourers were not highly motivated due to the value of the daily ration, resulting in lower levels of productivity.

· Since payments were not based on productivity, there is no incentive to work harder or more efficiently because it will not affect payments at the end of the day.

· In many cases it appears that labourers did not work 8 hours a day, which is the time basis of the WFP norms.

· Not all labourers were in optimal physical condition, thus not reaching established productivity norms. 

In conclusion, as mentioned earlier, given that outputs were not measured and documented on a regular basis, it is difficult (if not impossible) to quickly assess the actual levels of productivity compared to theoretical norms. It was identified that IPs had modified norms in some cases (most notable was ADA), to appease labourers and increase pay scales. However, this had no major consequences since the payments have not been actually tied to productivity or even attendance-based calculations. The ongoing debate about theoretical norms and output productivity is only academic until FFW activities are actually measured, and payments are actually based on productivity levels   

Recommendations:

1. Future FFW activities should be managed based on a productivity basis, and those who produce more should earn more.

2. In the event that the IPs do adopt an output based system, this conceptual shift should also be reflected in staffing structures given the significant increase in technical and administrative oversight required to systematically measurements and calculate payments on a timely basis. 

3. WFP norms are based on general estimates (not necessarily based on the Afghan context) and may not always reflect the reality in the field. A study of productivity levels of FFW labourers under controlled and well supervised conditions should be undertaken and documented to confirm actual levels of productivity in an effort to established realistic norms and then compare with WFP’s standard norms.

4. FFW activities should include increased levels of direct supervision (either through IPs or designated community representatives) in order to foster better organisation of labourers and increase productivity levels.      

Resource Controls (Labour & Materials)

Labour Controls - All IPs have installed the basic Attendance Sheet system at MP sites and are recording daily attendance levels at varying degrees of accuracy. Given that payments are not strictly based on the daily attendance levels, the level of accuracy has not significantly affected the volume of commodities consumed. 

The evaluation team found that during the vast majority of site visits, numerous issues were identified in the accuracy of labour attendance controls. It appears that all IPs could do a better job at controlling the attendance records; especially related to filling out forms completely on a daily basis, ensuring dates are correct, identifying replacement labourers, accurately recording absences, etc. In many cases the Attendance Sheets were “too perfect” (eg perfect attendance records, perfectly clean documents, all check markings consistent over a several week) which led the evaluation team to question whether the information provided is accurate or whether the records have been prepared recently. IPs need to improve levels of attendance controls and the quality/accuracy of associated documentation. This will become increasingly more important as FFW activities and associated payment calculations are based upon physical outputs and also as the need to factor in attendance levels to determine exact payments to individual work team members is addressed.

Recommendations:

1. Stronger supervision is required from the IP - FATTA III Project Manager(s) to ensure that Field Staff (Site Engineers and/or Foremen) are managing attendance controls correctly.

2. Attendance Sheets should be revised to include a summary (at the bottom of the page) highlighting the types and approximate amounts of work completed the recording period.

3. If replacing workers is an accepted (and agreed) policy, a formal mechanism for documenting the daily replacements should be added to the Attendance Sheets.

4. Summary Sheets (combining several weeks of attendance) on one sheet of paper should be prepared to substantiate commodity requests to WFP, facilitate spot auditing by managers and monitors and facilitate the collection of Person Day information for progress reporting.

5. Additional training should be provided to IP representatives responsible for managing attendance records. 

6. If feasible, daily administration of Attendance Sheets could also be handled by a community representative (properly trained and paid as a skilled labourer) to allow Foremen and Site Supervisors to focus more on quality control issues.  Appropriate monitoring and support to these “Time Keepers” at the front-end of MPs should be provided to ensure that the attendance information is being controlled and documented correctly. 

Material Controls – All the IPs have demonstrated that they possess standard systems, policies and procedures for procuring materials (eg Purchase Request, 3 Bids, Goods Receiving Notes, etc). In addition, all IPs have internal inventory systems that adequately track materials as far as their Field Offices. 

Random sample physical counts of cement were conducted at the IP Field Office level yielding the following results:

	AREA – Kurukh Office – 
No cement on site

CHA/Farah Office – 

Inventory Register = 150 Bags / Physical Count = 140 bags (- 10 bags)
 

ADA/Dand Office – 

Inventory Register = 267 Bags / Physical Count = 267 bags (+/- 0 bags)

CHA/Kandahar Office - 
Inventory Register = 460 bags / Physical Count = 455 bags (-  5 bags


Beyond the Field Office level in all IPs, the tracking of materials becomes less systematic, in terms of tracking which materials are dispatched to which community/village. Once the materials are received at village level, the controls cease to exist in terms of tracking which materials are used in which specific MP activity (culvert, retaining wall, water system, etc.). At all sites visited, village level stores did not utilise systematic inventory registers or stock card systems. In some cases, Formen are recording receipts/dispatches in their notebooks, but they are unable to document stock balances or dispatches to MPs. In most communities/villages, materials stored on-site are for multiple MP, but limited (if any) tracking exists to determine which materials were dispatched to which MP activity.
In conclusion, all IPs have established systems for procurement and inventory controls. However, minor discrepancies were identified between inventory documents and physical counts. This indicates that although the systems exist, more emphasis should be dedicated towards ensuring that designated field and administrative staff are managing the controls and associated documentation as required and that existing documentation will pass audit requirements established by designated donors. 

At the community storage levels, sufficient levels of inventory management and controls are not currently in place within any of the IPs. Efforts should be made by all IPs to establish a functional materials/tools tracking system that will enable each IP to determine and report on the utilisation of construction materials for each individual activity.

Recommendations:

1. Although global procurement and inventory systems exist for all IPs at District and Field Office levels, each IP should review the level of accuracy by which staff members are managing these systems.  Refresher training and periodic random sample auditing (physical counts and checking purchasing documents) may help identify some minor slippage that may be occurring on a regular basis.

2. In the event that the District Office is dispatching materials directly to MP sites, the inventory ledger should clearly identify the final destination (eg in which MP will the materials to be consumed).

3. All village level stores should have inventory ledgers or stock cards for materials and tools.  The system can be managed by the MP Foreman or if feasible a local community member (paid as a Store Keeper/skilled labourer). Theoretically it would be better to segregate the Foremen from warehouse, as they are the ones requesting/authorising the use of materials from the storage facility. Each and every dispatch of materials should identify for the destination of materials (eg for which MP). 

4. A formal system of material dispatch (requisition form or book) should be established to ensure that only the approved person(s) can retrieve materials from the village store. The requisitions should be signed by the Forman (or other designated person responsible for the utilisation of MP materials. No materials should be dispatched without the signature of the responsible system.

5. Adequate training should be provided to the designated village Store Keepers, and periodic auditing (physical counts) should be undertaken and documented by Site Engineer and/or any managers visiting. 

Micro Project Agreements 

Currently all IPs negotiate and sign Formal MP Agreements with local Shuras (traditional village, traditional community or special MP Shuras depending on the community)
. The current MP Agreements cover general clauses and commitments associated to FATTA III activities. Examples of Agreement clauses include (but are not limited to): 

· The Shura agrees to provide sufficient labour.

· The Shura agrees to provide community contributions. 

· The IP will provide required materials and food payments. 

· Labourers will be paid based on the number of days worked.

· Disclaimer clause in the event that the program is suspended/cancelled. 

The IP/Shura Agreement can be an essential management tool and control mechanism required for each MP activity. The MP Agreement also constitutes a legally binding document that could provide the basis for arbitration in the event of failure by any of the signing partners to meet agreed upon obligations associated to the planned FFW activities. However, the current content of the standard Agreement is very limited in terms of clearly defining critical operational obligations, relationships and protection in terms of unforeseen events.

Recommendations:

1. Based on a review of the current IP/Shura Agreement for MPs, it is strongly suggested that the document be revised in order to provide significantly more detail related to:

· Exact types/volumes of rehabilitation activities to be conducted (# culvert and dimensions).

· Operational roles/responsibilities of the IP, Shura and community members.

· Financial, material & commodity contributions by the IPs and community (maximum budget commitments).

· Detailed labor requirements and working guidelines (# of Laborers, work schedule, hours, age requirements, substitutions of laborers, etc.

· Time-frame for MP interventions and delivery of partner contributions.

· Payment mechanisms, frequency and pay scales.

· Legal liabilities (eg employment status of participants, physical/personal damages, etc).

2. The technical design package (eg drawings, budget and implementation plan) should be considered annexes to the formal contract agreement.

3. Original copy of Agreements should be provided to each Shura.

4. IPs should not approve new MPs without negotiating and signing more detailed MP Agreements.

Food Payments

No food distributions were observed during the evaluation period as none were occurring at that time. According to the various IP representatives the mechanisms for food payments/distribution are as follows:

· After an accumulation of works days has transpired (originally planned for every 16 days to 30 days depending on the IP) a progress report is prepared for WFP along with a request for commodities. Payments are to be made on a monthly basis.

· Once commodities are received by the IPs, notices are provided to designated communities defining the schedule for distribution.

· Depending of the location of the village/communities, commodities are distributed from the designated IPs District Field Offices or from a designated village distribution point.

· Commodities are distributed as follows:

AREA: 
To groups and divided-up later

CHA/Farah:
To groups and divided-up later

CHA/Kandhar: Wheat - (1) bag paid to individuals

 Oil - (1) tin paid to 2 laborers and divided-up later

 Pulses – (1) bag paid to group of 25 laborers and

 divided-up later.

ADA - 
 To individual laborers – use measuring scoops to

 prepare oil/pulses   

Note:  AREA & CHA/Farah decided to distribute to groups rather than individuals due to the standard packaging of the commodities (not wanting to sub-divide 3.7 kg oil tins and 50 kg bags of pulses. ADA decided to distribute to individuals as it received oil in 200 liter drums.

· Labourers sign (actually provide a finger print) on a pre-prepared distribution on  list indicating the amount of payment received. In the case of group payments, it appears that the labourers sign for the receipt of food payments at the designated distribution point, prior to actually receiving their full payments (eg waiting for the group to divide up the payment at a later point in time). 
To date, the actual frequency of payments has not been implemented as planned. A significant number of participating communities had only received 1 payment as of November, a months ration (equal to 8 days of work). This includes projects that have already ended as early as of the end of August. AREA participants have received a slightly higher payment (up to 16 days of payment) as of the end of October. According to IPs, delays in food distributions are attributed to late food deliveries on part of WFP. However, a review of documentation also indicates that the IPs have not prepared and submitted their progress reports and commodity requests in a timely fashion. In addition, it should be noted that as of the end of September, IPs were requested to delay food payment in an effort to avoid creating local disincentives for the up-coming winter wheat planting season. When it became apparent that delays on the behalf of WFP were occurring (as opposed to the also occurring delays due to incomplete paperwork on the behalf of the IPs), the IPs should have engaged to support of CARE to liase with WFP in an effort to promote the release of commodities.  

In conclusion, the payments are not processed on a timely basis to FFW participants and this affects the motivation levels of participants as well as this reduces FATTA III’s overall impact in reducing food insecurity amongst targeted vulnerable households through the provision of FFW activities. FFW payments should be treated as cash salaries in the sense that all workers should be paid the correct amounts on a timely basis (e.g. ensure at least monthly payments to participants). If the IPs internal management or commodity supply chain does not allow for timely programmed payments then it should reconsider whether it is appropriate for it to manage FFW programmes.

Recommendations:

1. IPs should to increase their efforts to implement food distributions to participating labourers on a timely basis. This requires that they prepare and submit complete progress reports to WFP on a monthly basis.

2. In the event that commodities are distributed to groups, the IPs should not collect signatures (thumb prints) until after the commodities have been divided-up amongst the labourers. In addition, if payments are distributed to groups, the IPs should incorporate an End Use Monitoring mechanism to monitor whether the appropriate families are receiving their full share of commodity payments.  

3. In order to ensure that each participant receives their fair share, all IPs should consider shifting over to a system of payments to individuals.  

Commodity Inventory & Storage

A random sample of IP’s commodity inventory and storage systems were observed including:

AREA – Karukh Field Office

CHA – Khak Safid Field Office

CHA – Panjwi Field Office

ADA – No Commodities on hand for review

In terms of inventory controls, all offices maintained inventory ledgers for each commodity on hand.  In the case of AREA (Karukh), a physical count of wheat was conducted and matched the inventory ledger. In the case of CHA (Khak Safid), a physical count of oil indicated a minor discrepancy between the actual inventory and book balance. The final audit of oil of CHA (Panjwi) indicated a more significant discrepancy between the documentation and physical count (in this case there were significantly more oil on hand than identified in the inventory ledger.  In the case of CHA (Khak Safid & Panjwi), the wheat was stored in a disorderly fashion which made undertaking a physical count impossible.  

In Khak Safid, commodities were stored inside a warehouse and well protected from water and heat damage. In Karukh and Panjwi commodities were stored outside for extended periods of time (more than 45 days) and not appropriately protected from potential water and actual heat damage. Both sites also had excessive amounts of loose grain on the ground and had rodent and bird droppings as well as punctured packaging.

In the majority of cases (with the only exception being the CHA-FARAH office) the quality of short-term storage provided by the IPs is unacceptable. Significant improvements are required to ensure the proper short-term storage and handling of commodities to preserve quality control until the point of final distribution to participants. In addition, the IPs need to dedicate more effort towards ensuring that all appropriate inventory controls and associated documentation are in place and are functioning correctly.

Recommendations:

1. Although inventory systems are in place, IPs need to strengthen the actual management of these systems, through better training of store keepers and periodic auditing of managers while visiting the field offices.

2. Commodities should be stacked in an orderly fashion to facilitate quick physical counts. Bags and boxes should be raised at least 3 inches off the ground and should not touch surrounding walls. All commodities should be fully protected from potential water and heat damage. If commodities are to be stored outside, special attention should be made to ensure that shading is provided (especially for grains and oil).

3. Storage areas (floors) should be kept clean, free of loose grains and protected from animals and insect infestation.

4. Given the demand for food, IPs should make every effort to distribute balances of commodities as soon as possible to avoid long-term storage. When commodities levels are minimal, the commodities available should be distributed as FFD to the most vulnerable families within participating communities.

5. Commodity inventory registers should be managed in units (not MTs) to facilitate easier accounting of stock balances. 

Management of Critical Information & Reporting

Throughout the evaluation process, it became clear that the IP field offices and Kabul based head offices are managing / documenting different sets of MP planning and progress data. This was apparent as progress information provided in the most recent quarterly reports deviated significantly from the data presented to the evaluation team in the field.  The following is an example that is representational for all IPs:

	CHA/Kandahar – Canal Cleaning Project - Dand/Soof – Project Completed on Sept 15, 2003 

Micro Project Progress Report Quarterly Report (as of Sept 30th ) 

Length of Cleaning / Plan = 8 Kms / Actual = 7 Km

Excavation / Plan = 6,750 / Actual = 11,945 

Person Days =  Plan = 3,360 / Actual = 5,960 

Field Engineer Reports (not date provided) 

Length of Cleaning /  Plan = 14.65 Km / Actual = 14.93 Km

Excavation / Plan = 10,984 / Actual = 11,200

Person Days =  Plan 5,492 / Actual = 5,600


It was difficult to find copies of monitoring reports (both CARE and IP generated) at the field office level. The mechanisms for dissemination monitoring reports were not clear, and it appeared that formal monitoring reports are not used as a serious management tool. In Dari-a-Boom (Badghis), CARE monitoring reports were found, but only in English and the FATTA III staff admitted that they were of little value to them, given that no one could interpret the reports.  It was brought to our attention that most of the information contained in the CARE & IP monitoring reports could also be found in “Register Books” maintained at the filed offices. However, most of the observations were in a very general/abbreviated form. Observations and recommendations in the Register Books are not clear and concise and are limited in terms of detail. 

Both the Monitoring Reports and Register Books do not appear to have a systematic mechanism for the disseminating monitoring information, nor ensuring that the issues raised and/or recommendations provided are addressed in a timely manner. In general, the utility and impact of this information collection and flow is minimal. 

The IP offices operate independently from their head offices in terms of the day-to-day operations of FATTA III. This provides a significant amount of autonomy in terms of program operations and decision-making. However, there does not appear to be a formal process and associated documentation for implementing changes/deviations from the original FATTA III plans. For example the deviation in the FFW output/payment mechanisms does not appear to have been formally approved by the head office. In addition, there does not seem to be a clear procedure associated to changes in MP activities (adding/deleting activities, revision/approval of budget allocations, etc) internally to the organization(s) or between the IPs and CARE. 

Recommendations:

1. IPs need to ensure that the head office and field office are managing the same data for progress tracking and reporting to partners and donors. 

2. Monitoring reports should be directly distributed to IP head offices as well as directly to Field Office Manager and FATTA III Project staff simultaneously.  Monitoring reports should be prepared in the appropriate languages to improve utility to FATTA staff members.

3. CARE Monitors should attempt to complete their monitoring reports (a local language version) at the end of each monitoring trip prior to returning to Kabul. As part of the report, an Action Plan should be developed (in direct consultation with IP staff) to ensure that outstanding issues are addressed on a timely basis. A review of the Action Plan should be conducted during the next monitoring visit.  

4. A formal process is required for requesting and approving conceptual changes in programme operations as well as modifications of approved MP and later additions/subtractions of MP from the approved MP list.

 Community Contributions 

Participating communities provide significant levels of community contributions in the form of labour and materials for most MPs. These contributions are negotiated and, in many cases, defined in MP Agreements between the IPs and village Shuras.  Currently, the actual receipt(s) of community contributions are not systematically tracked and/or documented. As a result, it is difficult to determine whether all commitments are fully met by the end of a given MP. It is important that community contribution commitments are respected by designated Shuras, otherwise participating communities will become conditioned to make commitments with IPs with little intention of honouring their obligations. This can be a damaging practice for the IPs overall community development objectives.

Quantifying and clearly documenting community contributions is also an important mechanism for demonstrating to donors and government officials the real value of community contributions to their programmes. If contributions are professionally managed and documented, these contributions can also be viewed as a formal counterpart funding match to donor resources. 

In an effort to avoid unfinished MPs, all community contributions (backfilling, excavation, removing waste from project sites, provision of materials etc) should be considered to be part of the overall project design and the technical supervision for community contribution should be understood to be part of the overall responsibility of the IPs. Projects should not be considered completed until all works (especially community contribution portions) are completed and the MP is 100% functional. All community contributions (material and labour) should be technically supervised in the same manner as the IPs own contribution.

Recommendations:

1. IPs should establish a formal system for documenting community contributions in an effort to accurately track and confirm that these obligations have been fully met. A simple of contributions of receipts to formally register all contributions which should be signed by the IP and Shura representatives.

2. IPs should plan to utilise community contributions earlier in the MP construction phase (for example the initial excavation could be considered a community contribution and consider the final back-filling as a paid FFW activity). In this way, the IP does not have to wait until the MPs conclusion to begin mobilising community contributions.

3. IPs should prepare a monthly summary of community contributions and maintain an official register for quarterly reporting to partners and donors. 

4. The program should not count the difference between the value of the commodity ration and the average value of the minimum wage as a community contribution. 

5. The program should not count the full value of tools temporarily provided by community members. 

6. The program should ensure that valuations of community contributions are based on fair market value for the project area (e.g. do not over value contributions). 

Process for Identification of Beneficiaries

The process for identification of the beneficiaries is laid out in the Implementation Guidelines which were of course designed for a FOODAC programme and were not modified for FATTA  III. The extent to which these guidelines have been adhered to varies both from IP to IP and within IPs. As noted previously (see above) most of the communities interviewed had not elected a rehabilitation Shura specifically to work with the FATTA IPs and, it seemed, that in the majority of cases the traditional Shura was solely responsible for the production of the list of vulnerable with varying degrees of transparency evident in the process. No IP appeared to have paid sufficient attention to either the facilitation or monitoring and checking of this process and in the majority of cases, community mobilisation formed part of the workload of engineers, foremen etc. No IP had included community mobilisers within the team although this was generally said to be as a result of the limited budget that they had received and the need to prioritise more technical roles. 

In fairness, the majority of Shura representatives interviewed were able to articulate a good approximation of the criteria for vulnerable families as laid out in the Implementation Guidelines although in some cases it was unclear whether this had been adhered to when it proved difficult to attract workers on a day to day basis. In all communities visited it was clear that there had been substitution of workers permitted and that this was regarded as appropriate by communities and IPs. The evaluation team feel that this was not addressed transparently in reports and feel that it threatens the validity of the household targeting.

The issue of child labour was addressed with communities and, in the majority of cases, had clearly been discussed previously with Shura representatives by representatives of the IPs as the majority of Shuras listed this as an issue in selection of workers. An interesting interpretation of this criteria however was repeatedly expressed by Shuras and communities which was that it would be unfair to allow children to participate as they would not be able to complete their fair share of the work. On the other hand, if a 15 year old is physically fit to do the work and no other member of the household is available there was a sense that this would be acceptable. The evaluation team saw no evidence that child labour was being utilised in FATTA III
 however, discussion with communities suggests that the communities do not see the principle or issues in the same way and on the basis of these discussions the evaluation team feel it likely that there may well have been some child labour within FATTA III. The critical learning point is that this is genuinely not regarded as “child labour” by the communities. This suggests that the general weak community mobilisation within FATTA III has extended to this point and also that this may be a result of the lack of orientation and discussion both within the Consortium and within IPs with regard to the design and implementation of FATTA III. The evaluation team believe that there was insufficient attention devoted to this issue in the orientation of FATTA III staff and in the reporting.

6 Programme Outputs

Impact of FATTA III Upon Food Vulnerability

As discussed above, the overall assessment of food vulnerability was based upon the VAM survey. There was no other more targeted assessment (or monitoring) of food vulnerability such as market surveys or nutritional surveys. This makes assessing the impact upon food security or vulnerability in targeted communities challenging and it seems that none of the IPs or CARE has put mechanisms in place to address this (although the evaluation team acknowledge that at no point was a commitment given to do this). Having said that, the overwhelming assumption behind FATTA III was that food would be provided during the leanest part of the year (prior to the harvest). This did not prove to be the case and it can be assumed that food received from September onwards is arriving in all project areas into a less food-insecure environment and will therefore have a lower or even marginal effect upon food vulnerability. When this observation is coupled with the fact that majority of communities who have undertaken or completed work are still waiting for half or more of their payments (or food) and that, in some cases, this is up to two months after the work was completed, the evaluation team feels that, overall, FATTA III has not made the projected positive impact upon food vulnerability in the communities where it has been implemented. Additionally, the small scale of the majority of the micro projects, the low numbers of workers employed and the consequent amount of free food available are unlikely to have a significant impact upon food vulnerability even if the programme and food were delivered at the appropriate time in the agricultural season. 

The evaluation team felt that, in effect, FATTA III had not met one of its key objectives.

Value of FATTA III to Targeted Communities

As detailed above, the impact of the food distributed through FATTA III is limited.

The value of MPs such as wash culverts, canal and karez cleaning was unclear at the time of the evaluation due to non-utilisation at this point in the year. In many communities, both in the West and the South it became apparent that the direct beneficiaries of such projects would be the landowners and that the vulnerable would benefit indirectly through increased opportunities for labour. The potential value of the structures to landlords was such that, in at least two cases, landlords were supplementing the food ration with cash to ensure that the works were completed. 

The value of other structures such as roads also requires more time to become apparent. The evaluation team saw two roads. Both of these were only designed to be partially completed under FATTA III. Both roads require significant additional inputs to become sustainable and currently there is no agreement in place for any other agency to step in. In both cases, the roads were requested by communities and local authorities and the IP concerned maintains that it was appropriate to respond to these requests despite the technical questionability of the work. It should be noted however that in both cases, the site of the road has been contested for some years and that during this process the siting has apparently been finally agreed by both communities and local authorities allowing for a more permanent road to be put in place at a later point. 

Recommendations:

CARE and IPs should consider in future programming putting into place basic situational monitoring (such as market surveys) in order to collect baseline data against which impact can be measured. This should form part of the regular reporting cycle.

1. CARE and IPs should consider more detailed monitoring of nutritional status and food vulnerability amongst targeted groups in future programming of this type. 

2. The late delivery of the food has placed into question the entire rationale behind the FATTA III programme. CARE and IPs should, in future, consider the added value of continuing programming in such a situation. The complication of needing to fulfil commitments already made to communities is well understood and the IPs should consider the feasibility of including the possible need to withdraw more comprehensively within community contracts.

3. CARE and IPs should include impact indicators within initial proposals for MPs in order to facilitate both monitoring of use/utility and ultimate added value to the community.

4. CARE and IPs should consider adding to assessments at community level a more detailed analysis of wealth and power structures within the community so that decisions to proceed can be based upon a shared understanding of which sections of the community stand to benefit from the project. It is unlikely that such a mechanism would have changed any of the decisions regarding implementation of micro projects but would have increased the transparency of the overall programme.

5. CARE and IPs should consider whether it is appropriate to undertake works that they do not have the resources to complete. It is recommended that in future, such works are only undertaken when other agencies have formally agreed to complete the works.

7 CARE Added Value to FATTA III

CARE’s Role

Senior CARE management have acknowledged that FATTA III was not expected to be problematic. It was perceived as traditional programming undertaken in partnership with tried and tested, well respected, partners.

At the outset of FATTA (FATTA I) CARE had been concerned about the modalities and time had been spent in workshops and development of well defined systems. These systems were perceived to have worked well in FATTA I and II. Despite knowing that all Consortium members were overstretched and having problems retaining core and experienced staff, FATTA III appeared to be regarded as programming as usual. IP representatives interviewed for this evaluation have acknowledged that they were aware from the outset of the programme that this constraint existed although the staff losses accelerated during the course of 2003. This is not formally acknowledged in the reports to the donors or in the report to CARE as a constraint. In retrospect, CARE management, acknowledge that there were indications of problems (for example in the monitoring reports) which were not picked up.  up. CARE is rightly proud of the commitment and experience of CARE staff and yet has suffered from capacity problems in the same way as other members of the Consortium. Typically (as with the IPs), CARE has lost mid-level staff (supervisors/engineers from March onwards this year) which both means less experienced staff undertaking the day to day activities and increased pressure and supervision requirements at management level. The ERP Manager (immediate manager of the programme) is currently managing two other major projects despite the fact that 50% of his time is allocated to FATTA III by CARE. Approximately half of the FATTA II monitors were moved to other projects that were assumed to require more intensive monitoring and support and the new monitors within the FATTA III programme typically had less experience.
The role of CARE, according to the perception of the other main stakeholders interviewed was not formally defined although it is clearly stated in the proposal and in CARE’s perception it is a monitoring and quality assurance role. [There is no evidence that CARE did not fulfil this role in FATTA I and II but, given the absence of review, there is no evidence to demonstrate that this was the case.] There appears to have been a general lack of understanding and/or agreement as to the level of responsibility and authority of the monitoring team – CARE’s representatives at field level and the evaluation team believe that this is largely due to an absence of orientation for new staff members and an overload of responsibility at management level within CARE. The evaluation team agree with this but also feel that a mixture of skills (technical and social) amongst monitoring team members would assist with overall programme quality and that the monitoring team should have been encouraged to question both the delays to the programme and the likely impact of these delays.

None of the Consortium members recall any agreement being put in place as to how follow through on the monitoring information would form part of the relationship between CARE and the IPs at the Kabul level. There is no formal process of feedback or any regular scheduled process of meeting/review/progress discussion. Discussions with senior staff within CARE indicate that the three IPs were considered to be in a peer relationship with CARE and, in effect, were not considered to be a target for capacity building or for monitoring for improvement which means that the monitoring was being undertaken for advice, recording and reporting purposes only. This may well have been an accurate attitude and position in FATTA I however, given the general acknowledgement amongst Consortium members interviewed during the evaluation of increasing lack of capacity within the IPs, this attitude may well have been outdated by FATTA III and indicates a lack of coordination amongst Consortium members and a lack of attention to partner capacity analysis on the part of CARE
. 

CARE’s Monitoring of FATTA III

In FATTA III, CARE struggled to fulfil their primary role due to the fact that CARE representatives were not in the field enough during the crucial points in the programme cycle to ensure quality of programming (CARE however during this period of time had to balance programming requirements against the increasing insecurity in some of the programme areas). The CARE monitoring team appear to have played a role in improving the technical quality of the micro projects. However, certainly in the first eight months of the programme ie 90% of the contract time, they do not appear to have played a strong role with regard to other crucial aspects of the programme (most importantly community mobilisation, control of materials, verification of numbers of people working and the relationship to the works). However, it is possible to question whether much of this was actually the role of WFP to monitor given the existence of the contracts between WFP and the IPs. Yet WFP’s monitoring has been inhibited this year due to security constraints and there appears to have been some informal agreements put in place between WFP and CARE that CARE would assist where possible, in certain areas (for example during the assessment period). CARE anyway, in commenting on the draft evaluation report, have reasserted their responsibility in this regard.

It should be noted that in many of the project areas there was barely one month of implementation prior to the ECHO monitoring visits and that CARE did not ensure sufficient field presence during this period and previously and to deploy representatives with the range of skills to address the issues arising. Discussions with the CARE monitoring team suggests that they may have perceived their role as advisers and that it was the responsibility of the IPs to accept or reject this advice. This viewpoint is substantiated by the information provided in the monitoring reports which is typically descriptive, recording issues and problems rather than definite statements of problems requiring action and which does not, most often, state the likely consequences or impact should the problems continue. Up until comparatively recently (September) this is also the quality and tone of the comments left for the IPs within their register books on site. The monitoring reports are not rigorous and contain much repetition and situational information as opposed to detailed accounts of programme implementation and impact. This was not picked up on by senior management at CARE or, when problems were indicated, were they followed up. In addition, the vast majority of the comments related solely to technical aspects of the programme and there appears to have been minimal attention paid to aspects related to community mobilisation, targeting or situational or needs analysis. There is one documented example of issues being followed through by CARE and an IP (ADA) and impact being recorded. It is unclear why, in this case, the system worked but it is clear that the ADA leadership was responsive to this approach by CARE management.

The monitoring relationship may have been complicated by the perception that the three IPs in FATTA III were considered to be competent partners in need of little input or guidance. A further layer of complexity may have been added by the fact that while, half of the CARE monitoring team were new to either CARE or the programme, these IPs had worked in the FATTA programme for three years. Constructive criticism may have been difficult to give and to receive and, given the perception of CARE management in Kabul that FATTA III would be business as usual it may have been difficult for the monitors to challenge this or raise issues. The weaknesses of the CARE monitoring is a central finding of the evaluation and must be addressed in future programming through increased orientation and training. 

It is recommended that in future programmes CARE monitors receive training in all aspects of monitoring and that the monitoring team is comprised of a mix of technical and social experts. In addition, CARE monitors should receive feedback from management on their monitoring reports and should be encouraged to report problems and the potential impact of problems in a more robust fashion. Both the CARE monitors and any future IPs need to have a strong and shared understanding of the role and the level of authority of CARE monitors.

Finally, it should be restated (as mentioned earlier in the report) that the problems occurring within FATTA III were only brought to light and to management attention due to ECHO monitoring visits.
CARE’s Role in Information Exchange with the Donors

The communication file held by CARE demonstrates that there was considerable exchange of information and concerns in a timely, detailed but informal manner. The correspondence also indicates and alludes to frequent verbal communication between the CARE ACD and the ECHO representative during the first six months of the programme. Copies of most of this correspondence are also in a file in the ECHO office that was shared with the evaluation team. The evaluation team feel that it is obvious that considerable effort was made by CARE to share with ECHO delays and constraints that were known by CARE (as in the reporting from the monitoring team to senior management in CARE and in the reports of the IPs) the potential impact of the delays were not analysed or spelt out. In addition the informal nature of the communication left CARE open to criticism should personnel on either side change or should there be another change in the situation. The fact remains however that the poor quality of the reporting demanded and accepted by CARE management meant that those charged with reporting to the donors were not aware of many of the problems developing at field level.
Discrepancies in information on completed projects in IP reports were replicated in the CARE reports to the donors. Poor qualitative data about projects and problems supplied in the IP reports to CARE was replicated in the CARE reports to the donors without any analytical information being added. In the first three months there was little to report and this quarterly report was accepted by ECHO. CARE was given no indication that additional information was required and ECHO’s suggestion in June 2003 that CARE might consider expansion of the programme suggested to CARE that ECHO was satisfied with both the quality of the programme and the reporting. However with the submission of the second quarterly report in August ECHO challenged the quantity and quality of reporting. 

CARE’s Role in Problem Solving

The most far-reaching problem which arose during FATTA III was the late agreement of contracts between WFP and the partners. CARE had little authority in this regard but tried to facilitate the process through assisting WFP with their initial assessments and approvals in the Kandahar area and also through strategic contacts and visits with WFP in Kabul and Kandahar. CARE also communicated frequently wi  witith ECHO to inform them of the continuing problem but given the shared lack of understanding of the actual nature of the problem (the shift from FOODAC to FFW) CARE’s efforts in this regard were never likely to bear fruit. ECHO also made demonstrated efforts in this regard.

All IPs have stated that CARE assisted in problem solving in technical issues of design and implementation. For example, CARE played a role in the recalculation process and in better utilisation of technical equipment. This role remained the same but activity and documentation increased significantly from September onwards and became more effective.

Ultimately the biggest constraint that CARE faced in assisting with problem solving in FATTA III was that the quality and quantity of reporting permitted  (by CARE) both from the IPs and the internal CARE monitors did not indicate clearly and directly enough what problems existed and were developing (with the exception of the one previously documented occasion with ADA). This meant that the problems were not brought to the attention of senior enough management within CARE who were in a position to address these matters with sufficient weight with senior management within the IPs.

As mentioned in an earlier section of this report, CARE has made significant efforts to respond and address issues raised by ECHO in August/September through the deployment of the five person audit team in September, the external audit and this external evaluation. In addition senior CARE management representatives have made a series of visits to the field and devoted considerable time to this programme in recent months. This has been noted and praised by ECHO during meetings with the evaluation team. However, in conclusion the evaluation team feels that CARE has not provided a consistent overview of problems and an active lead in problem solving although CARE’s input in the last two months has significantly increased with visible positive results.

Recommendations:

1 It is recommended that the workshop undertaken at the outset of FATTA I should have been repeated in FATTA II and III. Included in this workshop should have been an analysis of situational change and scenario planning together with the incorporation of lessons learnt.

2 It is recommended that, in the future, a management committee that meets on a regular basis should be formed at Kabul level which would allow discussion on the monitoring information and discussion of any problems.

3 It is recommended that at the outset of programme there should be a joint discussion between CARE and IPs as to the role and level of responsibility of the CARE monitoring team.

4 It is recommended that mechanisms should be put in place to ensure that issues raised in monitoring visits and monitoring reports are followed up by CARE and IPs. 

5 It is recommended that the CARE monitoring team receive additional orientation and training to ensure that they are equipped to monitor and offer advice on both the social and technical aspects of programmes.

6 Consideration should be given to the nature of peer partnership in such relationships as the FATTA III Consortium and how checks and balances can be applied within such an understanding.

7 CARE monitoring teams should receive additional training in reporting.

8 CARE and IPs should ensure that communications with donors are carefully considered and that all issues of potential negative impact to programme implementation and impact are formally reported.

9 The chain of reporting should be carefully considered in future programming and CARE should consider that without adequate level of qualitative, quantitative and situational detail received from IPs they risk delivering inadequate reporting to the donors.

8 Cost Effectiveness

The evaluation team is not in a position to be able to offer an analysis of the cost effectiveness of  FATTA III. This is because the evaluation team were not presented with the actual individual MP costs in order to be able to undertake a cost benefit analysis. Also, in many cases, the size of the population intended to benefit from the MP was unclear. In addition, the team felt that it premature to attempt to undertake an analysis before impact was felt. Had effective impact monitoring systems and data collection systems been put in place throughout the programme it might have been possible for the evaluation team to attempt an analysis.
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External Factors

The context in which FATTA III has been implemented is a not an uncommon one for a post-emergency/recovery situation. There has been rapid change, there has been over the past couple of years vastly increased access to funding while comparatively little additional accountability has been required or put in place. There has been considerable pressure on agencies to implement and to scale up. In addition there has been a sense of optimism and a belief in recovery. The degree of dependency upon agencies to supply basic services had become extremely high in Afghanistan and agencies were both too overworked responding to immediate needs and not self-conscious or forward looking enough to break the mould and to move to a less high profile role. 

Within the last year the situation has begun to change again, agencies have had to become accustomed to working within new conditionalities and guidelines set by the emergent Government which requires a change in behaviour and attitude on the part of the (previously extremely independent) agencies. While this is often the case in post-conflict situations, it is particularly the case for Afghanistan where, previously, agencies and some donors explicitly discouraged cooperation with the authorities. Now, as with the issue of food distribution, there is a need to ensure that agencies’ individual programmes are in line with overall Government policy. That it is the Government (and supporters of the Government) who are now setting the agenda is clear when discussing with the IPs the impact upon their programming of the high demand NSP programming that they have taken on through which the Government will be seen to deliver resources to the people. The evaluation team believe that the demands of this work and the political imperative to be seen to be succeeding in this high profile work is one of the main reasons that staff have been moved internally away from FATTA III. This of course does not justify a failure to fulfil contractual obligations.

Expectations continue to be high from donors and others with regard to the implementation capacity of both international and national ngos. UNAMA in Kabul, when interviewed, expressed great concern about the unrealistic expectations of some donors with regard to implementation capacity and accountability.
They firmly believe that criteria and standards need to be set and agreed and that it is imperative that the ngo legislation process (currently halted) is finalised. 
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Conclusion

The evaluation team have during the course of the field work, and in consultation with donors, FATTA Consortium management and other actors, attempted to make every effort to understand the context in which FATTA III was implemented. The evaluation team does not understand the fluidity of the situation or the extent of the constraints that CARE and the IPs experienced during the course of the programme. There are reasons (outlined through the report) for the shortcomings and problems that have, ultimately limited the impact of FATTA III upon the targeted communities.

The evaluation team have attempted to outline these reasons where appropriate and to clarify some of the confusions and mis-communications which occurred during the course of the programme. In sum however, these reasons do not amount to a justification of the inability to deliver the programme according to design or to recognise this during the implementation period and reassess, redesign and replan. 

The evaluation team found the quality of assessments by IPs at both District and community level to be disappointing and not to offer a sufficient justification of the location choices for the programme. The evaluation team recognises however that there is a pressure to programme according to the VAM survey if the programme is to utilise WFP resources. This may give some understanding of the lack of depth of surveys at District level but does not provide sufficient justification for the shallowness and repetitiveness of the surveys at community level. It is recommended that, in future, increased justification of choice of location and micro project is demanded – even if this comes at the expense of a reduction in the number of projects undertaken by each IP.

There are a number of quality issues in terms of the delivery at field level which the evaluation team found, to a greater or lesser extent, to be consistent amongst all three IPs and at every location. These include:

· the social mobilisation aspect of the programme which appears to have been poorly prioritised and resourced and from which there may be a potential longer-term negative impact in terms of community expectations and sense of responsibility. 

· the rationale behind the choice of some of the micro projects which appears to have been driven more by the need to select a project requiring sufficient work days than for it’s potential real value to the community

· the social and technical quality of some of the works

· the control systems put in place by IPs once commodities reach the field

· documentation and analytical and qualitative reporting

The evaluation team found IP representatives at field level to be responsive to questioning on the above issues and believe that there is a genuine will to improve.

(Both ECHO and CARE have challenged this view stating that their experience during field visits was not so positive. The evaluation team notes this but can only report on their own experience. The evaluation team also noted that there appeared to be a lack of consistency in information provided and views given between field offices and HQs of IPs and question the communication mechanisms in place. The evaluation team believe that follow through on the issues and recommendations outlined in this report is critical to demonstrated commitment on the part of the IPs and that the onus will now be upon the IPs to demonstrate this.) However, systematic improvement will require considerable input from the management level of the IPs and a determination to implement and improve lesson learning. A commitment to this process should be secured prior to any similar programming being undertaken.

CARE monitoring has proved to be insufficient during the course of this programme both in terms of quantity and quality. Monitoring appears to have de facto been undertaken for the purpose of recording than for problem identification, analysis and solving. In the first eight months of the programme the focus of the monitoring team was a rather narrow technical one and they do not appear to have played a strong role with regard to other crucial aspects of the programme. CARE monitoring has not been successful in to highlighting the potential impact of generalised problems to management personnel within the FATTA Consortium and in the initial implementation period did not draw attention to occasions where their recommendations were not implemented (with the exception of the one previously documented occasion with ADA in Zabul) . Increased sensitisation and training is recommended for the monitors prior to similar programming being implemented and increased management support to give them confidence that their analysis, queries and recommendations will be responded to within CARE.

The rationale behind FATTA III was found to have been appropriate at the initial programme design and proposal development phase (autumn 2002). Whether this was still appropriate at crucial points in the programme timeline when it would have been possible to stop and review the design against constraints experience is unclear given that no review process was undertaken, that there was no mechanism for review and that the monitoring information from that time gives no insight into the changing context and needs. As the programme continued to experience delays the complexities and difficulties multiplied, potentially the entire rationale behind the programme became undermined, and the potential impact of the programme decreased. As FATTA III had no overall Consortium management system, with regular systematic sharing of information, to facilitate review, problems remained isolated and contained. It is recommended that in future programming of this nature a management group meets regularly to measure the progress and impact of the programme against the design. It should be the responsibility of CARE to have this level of overview and to lead such a mechanism. The evaluation team were informed in a feedback session on the evaluation that such a mechanism existed in FATTA I and was thought to be effective but was not repeated in FATTA II and III.

Two other factors are felt by the evaluation team to be worthy of repetition in this conclusion. Firstly that CARE and IPs embarked upon FATTA III with the expectation that this would prove to be a straightforward exercise not requiring exceptional support or inputs. The evaluation team feel that this has been proved to be an invalid assumption. The lack of review and lesson learning from FATTA I and II may have been a contributory factor and the evaluation team feel that the new emphasis upon monitoring and lesson learning by CARE in recent months is likely to prove a positive addition to the programme and to future programming. It is hoped that in future programmes of this nature standard programming tools (such as the Implementation Guideline) will be subject to regular review. The second crucial factor is the impact of the shift from FOODAC to FFW and the consequent impact upon WFP’s contribution which further seriously delayed an already delayed programme. While responsibility for the conceptual confusions and misunderstandings should be shared by all actors, WFP has clearly not communicated strongly enough the exception constraints that they were experience which delayed the signing of the contracts. This lack of insight most probably prevented CARE, IPs and ECHO from realising the significance of the problem and from reconceptualising or rescheduling the programme. It should at least have triggered a meeting or workshop in which the implications could have been discussed.

Every attempt should be made during the final month of the programme to monitor more effectively and to attempt to identify the impact of the programme. Monitoring should be intensified and CARE should lead the process of lesson learning amongst Consortium members. The evaluation team hopes that mechanisms will be put in place to ensure that the lessons learnt in FATTA III are shared and internalised amongst Consortium members.
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Background of Activity to be Evaluated

The Food Assistance to the Afghans (FATTA) programme was a concept developed by  WFP, ECHO and CARE in late 2000 following concern by these agencies about the drought situation in Afghanistan, limited resources and limited implementation capacity especially in the south. The programme was funded in the first year by ECHO (Nov 15th – 31st July, 2001) in the second year by OFDA (Sept 1st, 2001 – Dec 30th, 2002) and in the third year again by ECHO. Each year food was provided by WFP.

FATTA is a food for work/foodac project, managed by CARE Afghanistan and implemented by three of the largest Afghan NGO’s (ADA, AREA, CHA).    The overall purpose of the the FATTA 3 project and previous projects has been to “prevent further suffering and out migration and to promote reintegration of rural populations in drought affected areas of south western and western areas of Afghanistan”. In order to achieve this purpose the project has provided food and short term work opportunities on infrastructure micro projects aimed at improving the long term development prospects of the areas.

The drought in Afghanistan by early 2000 was reportedly the worst since 1971, water was drying up, farmers were cutting fruit trees for fire wood and livestock death and distress sales were being reported. In June 2001, WFP reported at least half of the population of Afghanistan would be affected by drought. In late 2002 the WFP VAM report stated;

“Despite rainfall across parts of Afghanistan this year, the majority of the country still remains gripped in the throes and aftermath of a four – year drought. The drought continues in the arid southern regions of Afghanistan. Labour opportunities in the rural areas centre predominantly on seasonal agricultural work, which has been severely affected by the dought. Furthermore the closure and applied restrictions on border crossings have reduced the opportunity of migrant labourers to search for work in Iran and Pakistan to send back remittances to their families. Livelihoods for many rural families have been shattered. Desperate and irreversible coping strategies have been employed including the early marriage of pre pubescent daughters and the indenture of young boys for labour by families that could not afford their upkeep. An estimated total of 4.3 million rural people will be facing varying levels of food insecurity over the next year.”

In an ECHO partners meeting on July 31st, 2002 – announcing the next funding decision the following priorities were announced:

· Particular Priorities: 

· Sustaining the return / reintegration:  access to food, water, services. Review health proposals on a case-by-case basis, but reluctant to pick-up new operations, without strong justification.

· Response to drought situation in the south.

· Preparing for winter / winterization:  focus on urban centers, particularly Kabul. Reaction to population movements.

· Assistance to particularly vulnerable populations

Based on these factors, the current context and limited implementation capacity in the South  CARE decided in consultation with local partners ADA, CHA and AREA to submit a further FATTA 3 proposal to be implemented. The proposal was agreed in early January 2003

Background of evaluation

This is the first and final evaluation of the programme (FATTA 1 – 3) . No previous evaluation has been carried out.   CARE is proposing an evaluation of the third phase of the programme to primarily address serious issues of concern that have been raised by ECHO Kabul following monitoring trips in September 2003 to Farah and Kandahar province.

Specific Evaluation issues/Key Questions

A   
Programme Design

· Review the project design, methodology and rationale. Was this an appropriate and relevant design at the time given the context?   

· Did the design remain relevant at the time of implementation and if not what was the mechanism in place to make necessary changes?

· Review and assess relevance of assumptions made within the proposal. 

· How did project delivery deviate from original plans? Why?

· Assess the reason for delays, strategies adopted to deal with them and corresponding communications between all stakeholders to manage them.

· Review the targeting of provinces/districts against WFP/VAM documentation – were these appropriate?  Detail how these choices were made and the various steps of approval and information exchange.

· Review the rationale for the types micro projects being proposed – were these appropriate?

· Review the methodology and use of FFW / FOODAC within these projects, was this an appropriate response to the current situation within Afghanistan at the time and location of implementation?

B 
Programme Implementation

· Review a selection of the micro projects implemented by each partner and comment on the technical quality of work.

· Review a selection of the detailed design, estimation and costing of the micro-projects. Were these accurate?  What were the mechanisms in place to review these figures?

· What has been the process for the identification of the beneficiaries – was this appropriate?

· To what extent has the use of child labour been incorporated within the micro projects?  What levels of control were in place to limit this?  What barriers and other issues need to be considered?  

· How was attendance recorded at project sites for FFW activities?  What oversight mechanisms were in place?

· How were work norms measured and how were payments made?  Where these accurate and justified?

· How were final food payments made within a district, what were the checks and balances in place?  Has there been misappropriation of food?

· How was critical and final information maintained within the partners (final lists of micro project, detailed designs etc). What was the mechanism in place in order to review and approve changes?

Programme outputs.

· How has the project addressed food vulnerability in target districts?   What was achieved?   What added value did the programme bring to the communities?

· Have the micro project improved the longer term development prospects for the  target districts?  (May be useful here to visit projects from previous years programme.)

· Identify any unintended benefits or negative impacts resulting from this project. 

Supervision and management of project by CARE

· Review the role of CARE within the project. What value did CARE add to the process?

· Did CARE provide an adequate exchange of information with the donors? Was their adequate feedback from the donors?

Review the level of monitoring as detailed in the proposal and as undertaken – make recommendation as to improvements.  

· How was conflict of interest addressed by CARE in terms of monitoring and feedback?

· What problems have arisen in terms of the project?  How have they been addressed?

Other Issues

Review of external factors influencing the work: eg government and or policy changes, economic and social changes (including increasing and expanding poppy production), security etc.

Review of cost effectiveness of the work – was this reasonable in the current context and were resources used as effectively as possible?

What were the working modalities between CARE , ECHO, WFP and the local NGO’s. What could have been improved?

Evaluators profile

A team of two consultants will be hired to conduct this review. The Team Leader , who will lead the team who will look at issues of programme design, project implementation and partner relations. A Food and Infrastructure expert who will review the process’ that the local partners undertook, (labour sheets, detailed calculations, quality of interventions, commodity control etc)

(At the same time CARE UK will field their Internal Auditor  who will review the financial and contractual integrity of the programme (incl, labour record sheets, financial and accounting records, inventory records, monitoring systems etc. – the results of this review will be supplementary to the external evaluation)

The team will have:

Prior experience with working in complex crisis situation

Previous knowledge of country or region

Prior experience with participative evaluation practices

Prior experience in food programming and food for work projects. 

Prior experience in management of infrastructure programme.

Willingness and ability to travel in Afghanistan

. 

Timing of evaluation

The proposed time frame is 4 - 5  (each person) weeks starting mid October. (Due to Ramadan starting on 26th October we are hoping to start as early as possible)

Expected timetable

Team Leader:

4 days Kabul for review of documentation, meetings with key staff (CARE, LNGO’s, ECHO, WFP

7 days Kandahar

7 days Heart

3 days Farah

3 days Badghis

5 – 10 days for report write up, review and feedback sessions

Food Programmer and  Infrastructure expert:

4 days Kabul for review of documentation, meetings with key staff (as above)

7  days Kandahar

7  days Herat

3 days Farah

3 days Badghis

5 – 10 days for report write up, review and feedback sessions.

Methodology of the evaluation

The evaluators will be expected to review all key documentation for the programme (backing documentation, proposals, emails, reports, etc), visit the project areas (for each NGO partner), and interview staff from ECHO, WFP , CARE and partner NGO’s at all levels

The assignment will entail work in Kabul as well as travel to at least three provinces Herat, Farah and Kandahar and possible Badghis. 

The team will report in the first instance to a Consultative Group comprising the heads of CARE Afghanistan, CHA, ADA, and AREA, or their appointees. After considering the feedback from this group the team will submit their final report to CARE UK. Any issue over which there is disagreement or difference of opinion between the evaluators and the partners will nevertheless be highlighted in the report. In addition the team will be expected to provide feedback to ECHO and WFP in Kabul.

Output

1. The final report will include, over and above specific findings in relation to the above,

a. Recommendations about:

How the programme could have been improved

How the work could have been made more cost effective

What if any  “system failures” existed and how to avoid repetition of any problems, including better mechanisms for programme management, monitoring and review.

ANNEX B: TIMELINE OF KEY EVENTS – FATTA III

	Key Benchmarks
	Oct 2002
	Nov 2002
	Dec 2002
	Jan 2003
	Feb 2003
	Mar 2003
	Apr 2003
	May 2003
	June 2003
	July 2003
	Aug 2003
	Sept 2003
	Oct 2003
	Source

	Original Proposal Submitted to ECHO
	30th
	
	
	
	
	
	
	
	
	
	
	
	
	CARE-UK Auditor

	Revised Proposal Submitted to ECHO
	
	 
	18th
	
	
	
	
	
	
	
	
	
	
	“                           ”

	Operational Contract Issued by ECHO
	
	
	27th
	
	
	
	
	
	
	
	
	
	
	“                           ”

	Operational Contract Signed by CI-UK
	
	
	
	10th
	
	
	
	
	
	
	
	
	
	“                           ”

	Project Implementation Agreement Signed by CARE-Afghanistan
	
	
	
	15th
	
	
	
	
	
	
	
	
	
	“                           ”

	Project Implementation Agreement Signed by CI-UK
	
	
	
	
	18th
	
	
	
	
	
	
	
	
	“                           ”

	ECHO Funds Received by CI-UK
	
	
	
	
	18th
	
	
	
	
	
	
	
	
	“                           ”

	ECHO Funds Transferred to CARE-Afgh
	
	
	
	
	20th
	
	
	
	
	
	
	
	
	“                           ”

	FATTA III Contract Signed – AREA/CARE
	
	
	
	
	
	
	10th
	
	
	
	
	
	
	“                           ”

	FATTA III Contract Signed – CHA/CARE 
	
	
	
	
	
	
	10th
	
	
	
	
	
	
	“                           ”

	FATTA III Contract Signed – ADA/CARE 
	
	
	
	
	
	
	13th
	
	
	
	
	
	
	“                           ”

	Commodity Contract  - AREA/WFP
	
	
	
	
	
	
	
	25th
	
	
	
	
	
	Agreement

	Commodity Contract – CHA/WFP (Farah)
	
	
	
	
	
	
	
	
	8th
	
	
	
	
	Agreement

	Commodity Contract – CHA/WFP (Kandahar)
	
	
	
	
	
	
	
	
	
	21st
	
	
	
	Agreement

	Commodity Contract Signed – ADA/WFP
	
	
	
	
	
	
	
	
	
	21st
	
	
	
	Agreement

	Assessments/Surveys - AREA
	
	
	
	
	
	
	
	
	
	
	
	
	
	AREA Herat–Reg. Mgr

	Assessment Submitted to WFP by AREA
	
	
	
	
	
	
	
	
	
	
	
	
	
	AREA Herat–Reg. Mgr

	Food-For-Work Activities – AREA
	
	
	
	
	
	
	
	1st
	
	
	
	
	
	AREA Herat–Reg. Mgr

	Assessments/Surveys – CHA (Farah)
	
	
	
	
	
	
	
	
	
	
	
	
	
	CHA Farah – Reg.Mgr

	Assessment Submitted to WFP – CHA (Farah)
	
	
	
	
	
	
	
	
	
	
	
	
	
	Info  Not Provided

	Food-For-Work Activities – CHA (Farah)
	
	
	
	
	
	
	
	
	
	22nd
	
	
	
	CHA Farah – Reg.Mgr

	Assessments/Surveys – CHA (Kandahar)
	
	
	
	
	
	
	
	
	
	
	
	
	
	CHA Kand. – Reg.Mgr

	Assessment Submitted to WFP – CHA (Kand)
	
	
	
	
	
	
	
	
	
	
	
	
	
	Info  Not Provided

	Food-For-Work Activities – CHA (Kandahar)
	
	
	
	
	
	
	
	
	
	22nd
	
	
	
	CHA Kand. – Reg.Mgr

	Assessments/Data Collection Survey – ADA
	
	
	
	21st
	21st
	
	
	
	
	
	
	
	
	ADA FATTA III - PM

	Assessment Submitted to WFP by ADA
	
	
	
	
	
	
	
	
	
	
	
	
	
	Info Not Provided

	Food-For-Work Activities – ADA
	
	
	
	
	
	
	
	
	
	22nd
	
	
	
	ADA-Reg. Mger

	CARE Assessment/Monitoring visits -AREA 
	
	
	
	
	
	7-21
	
	
	6-27
	9-27
	
	17-30
	1-17
	CARE FATTA III  PM

	CARE Assessment/Monitoring visits - CHA
	
	
	
	
	
	7-21
	
	
	9-19
	7-27
	
	18-30
	1-22
	CARE FATTA III  PM

	CARE Assessment/Monitoring visits - ADA
	
	
	
	
	
	9-20
	
	
	6-29
	12-29
	
	18-30
	1-22
	CARE FATTA III  PM

	ECHO Monitoring Visit
	
	
	
	
	
	
	
	
	
	
	
	
	
	

	CARE Internal Audit – CARE Afghnistan
	
	
	
	
	
	
	
	
	
	
	
	17-30
	1-13
	Audit Brief – Oct 20/03

	SUSPENSION OF MPs
	
	
	
	
	
	
	
	
	
	
	
	18th
	
	FATTA III - Asst. PM

	CARE-UK Internal Audit
	
	
	
	
	
	
	
	
	
	
	
	19-30
	1-4
	TOR

	External Evaluation
	
	
	
	
	
	
	
	
	
	
	
	19-20
	1-18
	TOR


ANNEX C

Timetable for Evaluation

All site visits, locations and IP are listed in Section 5 Programme Implementation
19-/9

Arrive Dubai. Overnight at the airport waiting for the Kabul flight.

20/9

Arrive Kabul afternoon. Initial meeting with CARE management. 

20-27/9
During this period the evaluation team were located in Kabul working together with the CARE management to plan the schedule and priorities for the month. Considerable time was spent on this matter. This was complicated by the fact that the start of the evaluation coincided with the start of Ramadan which made planning travel and organising flights especially arduous for CARE. In the end, complications due to the start of Ramadan meant that the evaluation team spent more time in Kabul than desirable. During this period the evaluation team had two substantive discussions with the CARE monitoring team, also briefing meetings with CARE members of staff who had participated in the internal audit in September, meetings with CARE members of staff who briefed the evaluation team on regular monitoring and evaluation practice within CARE Afghanistan, meetings with the management of the FATTA programme and with the CARE Country Director. The evaluation team participated in a Consortium meeting with CARE management and the Senior Management of all three IPs and, in addition, the evaluation team visited the headquarters of each of the three IPs and had discussions with their senior management. In this week, the evaluation team also met with ECHO, WFP, UNAMA and ANSO. Also during this time the evaluation team surveyed the documentation available, worked on a basic timeline for FATTA and developed interview outlines.

27/9
Travel to Herat. Meetings with AREA regional office, CHA representative to plan field visits and agree appropriate sites to be visited.  This process took approximately two hours with AREA and upon meeting with the CHA representative the evaluation team were informed that such planning would not be possible in Herat as they were not responsible for the Farah programme. Meeting with WFP in Herat to discuss WFP current practice, policy, WFP expectations and view of the programme/partners which resulted in an agreement that the evaluation team would return after the first round of field visits and that WFP would in the meantime consult their records and feedback. 

28/9
Travel to Bhadghis. Meeting with AREA field team in both Qali I Naw and Darai Boom District. By the time the evaluation team reached Darai Boom AREA field office it was later afternoon and field work was not possible. 

29/9
Field visits to project sites with AREA field team in Darai Boom. In the evening AREA staff worked with the evaluation team to look at  the documentation held and to discuss matters arising from the programme.

30/9
Travel back to Herat. Meetings with UNAMA, ANSO and Christian Aid to discuss the context and security. Christian Aid are also currently conducting a review of work undertaken with the IPs and CARE was keen that the evaluation team met with them.

31/9
Field visits to project sites with AREA field team in Karukh District. 

1/10
Field visits to project sites with AREA field in Karukh District and consultation with key personnel in AREA field office (Karukh) and in the regional office (Heart). Debrief to AREA regional management office. Meeting with WFP to receive feedback from WFP on their own monitoring.

2/10
Travel to Farah. Meetings with CHA staff in field office and selection of projects to be visited. Also received briefing from CHA staff. 

3-4/10
Visit to CHA field sites (limited number of current projects accessible) due to security and also due to projects accessible within a days journey of Farah.

5/10
Travel to Kabul. Debrief with CARE in the late afternoon.

6/10
Travel to Khandahar. Meetings with both ADA and CHA in regional offices to determine plan for field work.

12/10
Travel to Kabul. 

13-17/10
Debriefing and consultation meetings with CARE, CHA, ADA, AREA representatives. Feedback meetings with ECHO and WFP. Consultation with other key actors (primarily UN and ngos). Drafting report. Submission of draft report for consideration and comment.

18/10

Travel to Dubai

19/10 

Travel onwards from Dubai

ANNEX D

FATTA-III / EXTERNAL EVALUATION

OBSERVATION SUMMARY – SITE VISITS – (Period Oct 29 – Nov 11, 2003)

	Agency/Date
	Location / Project Type
	Observations

	AREA/

Oct 29
	Herat/ 

Dari-a-Boom/

Panja Akhtar 

Wash Culvert
	4. Good quality masonry workmanship.

5. Mixed messages whether project was finished or not

6. Forman officially shifted to other project site (Panja Aqa – Aqueduct)

7. Backfill along retaining walls not completed –considered community contribution.

8. Flow of water (currently dry) blocked by mounds of earth.

9. Responsible Site Engineer could not quickly determine Norm for back-filling, relied on CARE Monitor to respond (CARE Monitor states that project uses “Indian Norms??)

10. Potentially over designed (Masonry Height / Width) 

11. Actual construction not conforming exactly to design/technical drawings –

· Examples: Width/Top of Retaining Wall – Plan 80cm / Actual 70cm

· Retaining Wall Height – Plan 2.8m / Actual 2.1m

· Retaining wall & slab have “step down” 15 meters long not identified in tech plan (RW 50cm & slab 20cm = H-30cm difference  (Step Down resulting in a difference in work volume = (H) 0.3m x  (W) 0.7m x (L) 15m x 2 sides = 6.3 m3*

12. Site Engineer stated 10 people worked yesterday - No Un-skilled labor attendance sheets available for review

13. Interview with (1) laborer– stated that he worked 15 days/month, 8hrs/day during harvest season – Food not as important to him as the infrastructure      



	AREA/

Oct 29
	Herat/

Dari-a-Boom/

Panzar Wazier

Wash Culvert
	1. Main excavation already completed – No un-skilled laborers working this day (all of October) – skilled laborers working (preparing reinforcement bars – no structures completed for review)

2. No attendance sheets available for review (skilled/un-skilled) - Forman was present but did not have attendance sheets – said that he left the attendance sheets at home.

3. Skilled labor based on attendance / then said by output (bar bender by Kgs completed) – contracts at office. 

4. Inventory (construction materials & tools) managed by construction Forman in small warehouse provided by community. No formal systematic stock card/register system (in/out), Forman notes movements randomly in notebook – (73 bags of cement in storeroom & 220 bags of cement outside covered with plastic tarp delivered the day before).

5. Forman authorizes dispatches of materials and retrieves from warehouse. No written requests, no tracking of specific use of materials (e.g. for culvert, well, water tank, etc.), impossible to track/audit use of materials for individual MP activities.

6. Cement in warehouse stacked directly on floor & randomly stacked (not organized for easy physical counts).

7. Difficult to find skilled labor - contracted from Herat/contracted on output basis (Kgs metal bar prepared).

8. Forman stated that unskilled laborers work 7 days per month – difficult to find enough laborers so replacement workers are accepted - father, brother, son (age 17), friend – anyone willing to work.  

	AREA/ 

Oct 29
	Herat/

Dari-a-Boom/

Lockai Sorkh

Retaining Walls

Diversion Dam

Water Canals
	1. Good quality masonry workmanship– Minor cracking of cement plastering along top of canal walls due to lack of watering.

2. Over designed  - canal depths significantly deeper than connecting earthen canals –significant investment of stone and cement (according to staff, a large quantity of stone provided by community – un-documented).

3. No clear final destination for water – masonry canal ends at shallow undefined earthen canal. According to staff, community is responsible for cleaning (more like digging) 2 Kms of canal trench to connect to existing canal network – considered community contribution and not officially part of project.

4. Critical section of canal and retaining wall between dam diversion and end of masonry canal previously eliminated from MP by CARE Monitor due to significant discrepancies between planned and actual resource needs.  NOT COMPLETING THE SECTION ELIMINATED PUTS ENTIRE INVESTMENT TO DATE AT HIGH RISK & SHOULD BE RE-INCORPORATED INTO MP.

5. 23 Persons observed working (3 skilled and 20 un-skilled) – Skilled labor attendance sheets – OK

6. Total un-skilled labor force made up of 60  (3 groups of 20)/each group rotating every 3 days. Attendance sheets did not reflect actual laborers working that day….All mixed up between groups and days.

7. Names of several workers present did not appear on attendance sheets – turned out to be replacements for approved laborers. Four replacement workers looked young, but claimed to be 16 years or older (16, 17, 18 & 20), they swore on Ramadan that they were giving their correct ages. 

8. Attendance sheets for month of September, showed all un-skilled laborers working every day of month (including Fridays) – very questionable!!!

9. Inconsistencies on attendance sheets, signatures missing, old/discarded attendance sheets mixed in with active attendance sheets as Forman was using as scrap paper (confusing for everyone). 

	AREA/ 

Oct 29
	Herat/

Dari-a-Boom/

Lockai Sorkh/

Miana Boom

Aqueduct
	1. Rapid visit 10 minutes.

2. Good quality masonry workmanship

3. Potentially over designed – massive structure

4. 300 meters of earth canal excavation considered community contribution, not included as part of project.  Should have been included to ensure technical quality and completion. 

	AREA/

Oct 29
	Dari-a-Boom Office Visit
	1. Review Community File (Lokai Surkh) – Contents include:

· General Plan of Community/Villages, Identified Problems, Needs Assessment Report (no date/no signatures), Summary of MP Selection, Requests for well and culvert MPs, Roles/Responsibilities of Shura/AREA, Activity Plan (no date/signatures, Implementation Plan (no date, prepared by, signatures), Shura Selection (no date, prepared by, signatures), letter of commitment to provide land for well MP, letter of commitment for providing labor (60 laborers) for well MP, letter of commitment of collecting stones. Letter amount of labor to be provided and planned payments for culvert MP, List of proposed laborers (vulnerable families) proposed by Shura, Verification Laborer List Prepared by AREA (Highlighting Individual Eliminated From List (examples: more than 1 person/family, not physically present in community, duplicate name, too young, etc), Revised Labor List, Attendance Summary Forms      

2. Attendance Summaries, NO SUPPORTING DOCUMENTS, TOO CLEAN, NO INDICATIONS OF REPLACEMENTS, CHANGES IN LABOR REQUIREMENTS & NOT ALL SPACES FILLED-IN.
3. CARE-Monitoring Reports (2) available in English (not useful to staff) – Monitors discuss monitoring visit findings with Regional Managers & field staff, later send final reports to Regional Offices.

4. Register Book – Identifies CARE Monitoring Visits and general comments (1) Assessment Visit – Daud Samgo, (2) Monitoring Visit – Khalilalleh & (3) Monitoring Visit – Darah.

· Sample of Comments:  (A) Tech/Social documents and attendance sheets should be submitted to CARE as soon as possible, (B) provide more focus on community mobilization, (C) repair of X? road requires drainage, (D) staff attendance sheets not complete, (E) missing tech  file for FATTA II, (F) Logistics Officer in Dari-a-Boom does not go to Herat and AREA should hire Logistics Officer for Herat to support the project, (G) Water Supply Project (which?) – Tech files need to be complete ASAP, (H) structures should be guaranteed for 5 years – need to monitor structures from FATTA II.  

5. WFP “EMERGENCY PROGRAM Progress Reports – Calculations based on food needs (portion of food allocation divided-up to Person Days) not by out-put.     




	AREA/

Oct 31
	Herat/

Karukh/

Merzabahar

Wash Culvert
	1. Officially completed in September, but pending earth movement not completed, considered community contribution. Mounds of earth blocking waterway, high risk for structural damage if water backs-up/accumulates over culvert. 

2. Good quality masonry workmanship. Minor cracking on cement plastering due to lack of watering.

3. Slight variation on actual dimensions compared to technical plans 5-10cms on widths of retaining walls.

	AREA/

Oct 31
	Herat/

Karukh/

Benafshdarah/

Water Supply
	1. Started Aug 5 – Ongoing. (20 unskilled / 4 skilled varying based on need)

2. (1) Food Payment to date – Unable to define date of payment

3. Visited on Friday – No unskilled laborers or Forman present – 2 skilled laborers working – Eng. on site.

4. Masonry water tank wall thickness increased from 50cm to 80cm. Either big design flaw or over-built. Change of work documented and approved by CARE-Monitor. Overall material/labor requirements not updated project list.

5. Trench excavation (labor requirement) for 1.7km pipeline not included in design/project list   Plan indicates 771 m3 for entire project (tanks, filter, troughs, etc.). Trench (already completed) requires additional 816 m3 (0.6m x 0.8m x 1,700m = 816m3 / 2.0 m3/PD hard earth = approx 400 PDs additional labor)

6. Community Warehouse – No stock cards/inventory register for materials & tools. Stated that Forman had info but not present, if existing… documents should remain on site!!!

7. Cement stacked directly on floor, unable to conduct physical count due to the un-organized stacking. 

	AREA/

Oct 31
	Herat/

Karukh/

Qalai Sharbat/

Aqueduct
	2. Visited Friday – No one working

3. Good quality masonry workmanship.

4. Variations on actual dimensions compared to technical design – side footing width –plan 70cm/actual 87cm & top of retaining wall – plan 70cm/actual 87cm 

5. Error in construction – center reinforcement column built – not in plan / change in Engineer not familiar with historic info or plan. Can not confirm start date – possibly August???

6. No attendance sheets available for review

7. Appears over-designed compared to feeder canal.

8. No food payments made since beginning of project….Reasons Given (1) delayed due to request of Governor to not affect wheat prices/future planting season & (2) CARE monitor identified problems and requires recalculations   



	AREA/ 

Nov 01
	Herat/

Karukh/

Malikiha

Karez Cleaning
	1. Traveled on new road leveled during FATTA I to reach site/base in reasonably good condition. Same road graveled during FATTA II – gravel not compacted and pushed off to side of road, not sustainable.

2. Comprehensive drawings exist for rings lining Karez holes, but no clear indication of total # holes to be cleaned.

3. Not all information found in technical calculations for Karez cleaning activity (example could not clearly identify labor calculations for excavation portion – however, labor requirement for production of concrete rings were included). Questionable calculations!!

4. Labor calculations based on theoretic WFP norm, not necessarily reflecting real labor needs.  Large discrepancy in labor calculations (planned vs. actual) 

5. Community members stated that 88 persons worked for 16 days each (shifts of approximately 20 laborers working 8 days per shift) = 1,400 Person Days – Planned labor in project list indicated a total of 159 Person Days. Large discrepancy for unskilled labor requirement and commodity requirements. 

6. A laborer interviewed indicated that his brother replaced him 3-4 days per working shift.

7. A community laborer indicated that he worked 8 days in June and 8 days in August / confirmed in Attendance sheets. 

8. Same laborer received 100 Kgs Wheat, 8 Kgs Oil & 8 Kgs Pulses in October 1, 2003. 
9. Unable to assess quality of cleaning as all works were under ground and/or karez access already sealed – water was flowing between karez excavation sites.

10. MP completed but not all rings placed – considered community contributions – finalization pending.

11. Malakiha is also site intermediate Commodity Warehouse/FFW Distribution point covering NW villages in district– Approximately 40-50 MTs transferred to site for distributions- According to staff 74 bags + ? pulses & ? oil currently in stored on site. Was not able to verify quantity and quality of existing stock as key to store was unavailable – a note signed by Shura shown stating that commodities (and amounts) were stored under their oversight. 

	
	Kurukh Office visit
	1. Reviewed Community File for Malakiha – Complete – Same organization as CFs reviewed in Dari-a-Boom

2. Field Office used as FFW distribution point - Approximately 40-50 MT commodities are transferred to site prior to distributions.

3. Theoretically, food requests to WFP should be made every 16 days – Although FFW activities began in May, the 1st request submitted to WFP in July 2003 (consignment arrives Sept 15, 2003) & 2nd commodity request submitted October 20 (delivery pending).

4. To date most communities have received only 1 payment and many (unable to identify actual #) have not received any payment as of November 1, 2003.

5. Commodities remain in stock at office compound and Malakiha storage site. Reasons provided for not distributing available stocks include (1) calculation problems identified by CARE Monitors & (2) Governor requesting that food payments are not distributed to communities to avoid driving down price of wheat to not create disincentive for planting wheat in October.  According to AREA staff, WFP monitors have been informed about delays in payments      

6. Random sample physical count of wheat yielded 360 bags/wheat – Inventory ledger shows – 434 bags/wheat – Turns out to be the 360 bags (Karukh store) + 74 bags (Malakiha store). Do not take the transfer of  inventory of commodities to Malakiha off Karukh store inventory until distributed to communities (???).

7. Remaining commodity inventory present at Field Office for 45 days. Commodities are inadequately stored outside in direct sunlight. Wheat neatly stacked on plastic sheet (not raised off ground), partially covered (front) with tarpaulin, back stacks uncovered. Top bags have numerous holes from birds feeding & polyurethane bags degraded by sunlight, falling apart will not be able to move without breaking. Substantial amount of loose wheat on ground. Oil partially covered & exposed to high temperatures / high risk for spoilage.       


(*) – Note that FFW Evaluator/Specialist is not a Civil Engineers & the site visits lasted approx 1 hour – thus technical measurements may not be exact. 

FATTA-III / EXTERNAL EVALUATION

OBSERVATION SUMMARY – SITE VISITS – (Period Oct 29 – Nov 11, 2003)

	Agency/Date
	Location / Project Type
	Observations

	ADA/

Nov 07
	Kandahar/ 

Dand/

Karz/

Zaker Sharif 

River Intake/

Irrigation
	14. Design - Cross Sections exists - No overall site plan.

15. Project Started Aug 9  - On-going - Initial problems labor contributions - laborers originally working 7am-12pm, later community agrees to paying additional 50 Afs/day to unskilled laborers to motivate participation, working hours extended to 7:00am - 3:00pm. Other employment opportunities paying higher wages.

16. Value of cash paid to laborers deducted from original community contribution for materials (30% of all required sand,stone and gravel).

17. Overall design technically questionable - Horizontal water diversion across river using gabions - no topography, hydraulic or river water flow calculations to design structure - Horizontal diversion on large river spill way leads to HIGH POTENTIAL FOR WASH AWAY OF STRUCTURE or QUICKLY SILT-UP – ADA Staff stated that was not enough time to undertake proper technical study / design calculations

18. 300 meters canal excavation required to connect water diversion to existing irrigation canal network - not included in MP & considered additional community contribution.

19. Large volume of backfill from excavation should be removed from riverbed to avoid future silting – not provisioned in MP calculation.

20. Excavation calculations for entire MP are underestimated – Project List =-Plan 150 m3 / Actual – 252 m3   (L 56m x W 3m x H 1.5 = 252m3) a conservative estimate - not including other pending excavations/earth movement noted above.

21. Un-skilled labor production levels appear VERY LOW compared to # of PDs accumulated to date. Example – According to Attendance Sheets approximately 506 PDs (23 laborers x 22 Days) have been registered to excavate approximately 252m3. Using a very conservative norm of 1 m3/PD x 23 persons = 23m3/PD,  - 252m3 divided by 23m3/day = 11 days.  It appears that the workers either produced 0.5m3/PD on average.

22. High % of stones used for gabions appear too small.

23. 1 laborer appeared to be young – indicated that he was 17 years old.

24. Stone delivered not measured or documented – Agreed with supplier that the estimate of volume delivered will be based on the measurement of the finished structures.

25. Materials delivered to site daily from Dand field office – No community warehouse. 

26. Staff indicated that diversion intake will irrigate 540 HA – QUESTIONABLE ESTIMATE

	ADA/

Nov 07
	Kandahar/ 

Dand/

Alukzo/

Alukzo Gush Khana

Aqueduct/

Irrigation
	2. Started Aug 18 – Ongoing - Excavation and construction of masonry abutment completed prior to suspension (due to not being calculated to established norms. MP restarted on Nov 5. 

3. Attendance Sheet - 8 unskilled laborers x 16 days (working 1/2 days prior to suspension)

4. Actually the 8 workers are split (4/4) between 2 Aqueducts considered 2 separate MPs – (e.g. mixing MPs on same Attendance Sheets – not well documented) - Forman on site – ADA employee.

5. According to technical plans - Excavation/Abutment  = Plan – 16 PDs / Actual – 64 PDs =  Low output – low motivation due to low wage. 

6. Actual construction not matching technical drawings / basic measurements match - Quality of masonry acceptable. – Input info from Project List provided by ADA/Kabul not matching data on local Project List. 

7. Potentially over designed – aqueduct depth 2 times the depth of connecting canals – no hydraulic calculations. – Appears that Technical Designs were completed after assessment period.

8. Site Engineer appears despondent / low motivation

9. Low volume of unskilled labor generation vs. Food Security Impact Objectives (e.g. 8 un-skilled laborers).

10. (1) Food Distribution conducted since beginning of MP.

	ADA/

Nov 08
	Kandahar/ 

Dand/

Yakh Karez

Sadozai 

Aqueduct/

Irrigation


	3. Official project start date Aug 28th, but actually began on Nov 8th (excavation portion) – On-going - Reasons given for delay were (1) Site too far away to adequately supervise & (2) Subsequent suspension of MP on Sept 13th.  This was found to be partially misleading information, – as another culvert in same village had been constructed 200-300 meters away from aqueduct site during FATTA III. 

4. QUESTIONABLE NEED FOR STRUCTURE – Constructing small aqueduct at crossing of 2 canals, but canals are at same level, thus requiring that one canal is excavated 2 meters deep x 5 kms long – not included in MP (or other MPs), considered a community contribution – May never be completed

5. (1st) Canal supplied by river source - year round water supply & (2nd) Canal supplied by Karez – seasonal access (both canals currently dry). Unclear why structure is required…no clear justification provided by ADA and/or community representatives– APPEARS TO BE A MAKE WORKS ACTIVITY.     

6. At completion of Aqueduct construction, no new/increased access to water will be provided to villages!!!

7. Several people standing around – only one person actually working – looked as if workers showed-up for the benefit of the site visit.

8. Attendance Sheet used for several MP activities – unable to distinguish PD for distinct MP activities (doing this to save paper – not using separate sheet for each MP).

9. Already overspent on PDs for excavation (volume not yet completed) – According to Project List – Plan = 8 PDs (based on 1m3/day) / Actual = 32 PDs consumed for excavation (averaging ¼ m3/PD based on working half days).

10. Laborers currently working on voluntarily basis– no Attendance Sheet used for current day.

11. No clear markings to determine limits for excavation – laborer digging without knowing where to stop – WEAK SITE SUPERVISION. 

	ADA/

Nov 08
	Kandahar/ 

Dand/

Yakh Karez

Sadozai 

Culvert/ Road Access & Irrigation


	1. No clear start date determined - On-going – Excavation and masonry structure completed, pending reinforced slab for completion.

2. No work currently underway during site visit – waiting for delivery of materials.

3. Quality of masonry & finish work VERY GOOD.
4. Slight difference in measurements identified between technical plans & actual construction –                   (Height of Culvert Wall - Plan = 1m / Actual = 1.3 m – potentially due to over excavation requiring higher walls (& more materials) – SUPERVISION ISSUE 

	ADA/

Nov 08
	Kandahar/ 

Dand/

MulaAhad/ 

Saddiquallat

Aqueduct/

Irrigation


	1. No clear start date determined – On-going - Un-skilled Attendance Sheet indicates work conducted Aug 28 – Sept 11 (prior to suspension) – Project re-initiated on Nov 3 – 

2. Total of 64 PDs recorded – Attendance Sheet mixing works from other MPs – but Forman notes on Sheet indicate which workers for which activity.

3. Estimates for volumes of work as well as Skilled & Unskilled labor requirements appear different from actual needs – (source: Project List provided by ADA/Kabul).  Recently revised calculations provided in Kandahar (not dated) are closer to reality….but still off. (Example for revised estimate: Unskilled Labor – Plan = 24 PDs / Actual = 53 PDs (while attendance sheet indicates 64 as of Sept 11th  - with works pending).

4. No work activity underway – waiting for Skilled Laborer (bar bender) to arrive.

5. Staff indicated extreme difficulties in identifying / engaging experienced skilled laborers (masons) for the amount that ADA budgeted to pay (400-500 Afs).

6. Abutment – GOOD QUALITY masonry – (Same Mason used from the Sadozai culvert project)

7. Canal works – VERY POOR QUALITY – Recently completed in Nov – weak mortar mix – sloppy finish work compared to abutment – already cracking/deteriorating (different Mason – less experienced used for canal works) – SUPERVISION ISSUE  

8. Slight difference in measurements identified between technical plans & actual construction –                   (Width of Wing-Wall - Plan = 60cm / Actual = 70cm – (more material consumed) – SUPERVISION ISSUE

	ADA/

Nov 08
	Kandahar/ 

Dand/

Yakh Karez

Kasani 

Culvert/ Road Access & Irrigation
	1. Rapid visit – 3 minutes – completed project – No review of documents

2. VERY GOOD QUALITY MASONRY/FINISH WORK

3. Supervised by same Site Engineer as Saddiquallat - Demonstrating capacity to implement quality works!!! 



	ADA/

Nov 08
	Visit to Dand Field Office
	1. Food Payment/Commodity Information

· No commodities currently stored on site for inspection.    

· Food Payment Sheets – Indicate that one (1) payment has been disbursed (Sept 22-29) to laborers for FFW activities in Dand which had begun as of July 28th  (Approx 99 MTs distributed)

· Payment to laborers based on first 16 days of work. (Wheat =100 kgs, Oil = 4 kgs, Pulses = 4 kgs)

· According to ADA, payments are made to individuals (not groups).

· Oil & Pulses are measured by volume (measuring tins) not by weight/scales.

· In some cases individuals appeared more than 1 time in Payment Sheets to receive accumulated payments (e.g. payment for 1st 16 days + payment for 2nd 16 days – not consistent or documented)

· According to ADA, WFP monitors were present for distribution

· First request to WFP for commodities for Dand was on Aug 4th /Received on Sept 16th (source: Reg. Dir.)

· Second Request to WFP for commodities for Dand was on Oct 21 & subsequent follow-up request on Nov 2/ Delivery still pending. 

2. Review of Inventory Controls

· Materials not separated in register book (all mixed on same page) – difficult to quickly determine stock balances – after searching for all deliveries/disbursements a stock balance for cement was determined. (Summary 1,061 bags received / 794 bags dispatched = balance 267 bags

· Physical count balanced with inventory register

· Cement stored directly on floor & against walls

· Keeping track of disbursements to which village (but not systematically tracking to which MP activity) 

	
	
	3. 

	
	
	4. 


	Agency/Date
	Location / Project Type
	Observations

	CHA

Nov 3
	Farah/

Khak Safid/

Road to Khak Safid
	3. The 25 Kms road project begins approx 24 Kms from Farah town – we visually observed approx 16 kms of road before detouring to other MP sites (due to incomplete culverts considered as other CHA MPs).

4. Completed mid October – Involved approx 800-900 laborers within 13 villages working for 40 days – Work consisted of marking out road in areas where road did not previously exist (in some places where old road did exist) by digging drainage ditches & using excavated material for road surface. In a few stretches, the community provided gravel for surfacing.

5. Inadequate material & compaction applied to road surface, thus already beginning to erode, prior to seasonal rains – Completed works are not durable & will most likely significantly degrade from the upcoming rains.

6. Supervising Engineers have little (to none) road building experience–only theoretical knowledge from university studies.

7. Flat terrain – no topography used for drainage ditches, can visually identify inconsistencies with leveling, no intermediate discharge points integrated in drainage system – very questionable whether water will flow at several points, likely to over flow onto road and/or adjacent land areas. 

8. Drainage system completely (and purposely) blocked at numerous points by earth, irrigation canals & feeder roads to agricultural lands. 

9. Engineer estimated approximately 30-40 vehicle/day traffic volume. – No apparent study of traffic patterns or transport costs – Although one of the reasons given for building road was to reduce transportation costs.

10. Project selected due to community interest/local gov’t pressure regardless of technical feasibility and limitation of required material/technical inputs (e.g. topography, surfacing material, compacting, adequate # of culverts)

11. In numerous stretches old road exists parallel to new road – comparable conditions – although technically feasible to improve existing road – community wanted to relocate road so individuals could reclaim swaths of agricultural lands (only to have others loose swaths of land).

12. No all required culverts included in MP due to resource limitations.

13. Appears to be a more of a MAKE WORKS activity. 

	CHA

Nov 3
	Farah/

Karez/

Naw Deh

Culvert along Khak Safid Road Project
	9. Ongoing project – excavation complete working of structure – workers present.

10. Attendance sheet identified (2) skilled laborers (OK) – Paid on attendance basis.

11. Attendance sheet identified that (6) unskilled laborers should be working, but only (4) had shown up for work by 10:00 am. Present laborers were marked present in ink, while the 2 who did not show up were marked absent in pencil (to be changed in the event that they eventually show-up???) – Questionable practice. 
12. Only 2 names on Attendance Sheet match the actual un-skilled laborers present on site and the other 2 identified themselves as replacements for someone on the list who could not work that day. One laborer said that he was replacing his brother – but was unable to identify his brother’s name.    

13. Detailed designs exist for structure – using appropriate norm for excavation – excavation volumes match planned vs. actual.

14. Actual structure construction deviating from technical plans. Examples: (A) According to design 1 wall of abutment is angled (less than 90 degrees), but constructed straight (at 90 degrees). (B) Width of abutment wall – Plan = 1.7 meters – actual construction 1.5 meters. – Should have impact on consumption of materials.

15. Mortar mix for masonry VERY POORLY prepared – very dark showing weak proportion of cement – not thoroughly mixed – low moisture content - quality of sand gravel mix POOR with organic soil content – not mixed according to defined proportions (5 Gravel – 1 sand – 1 cement). Supposedly using 1 wheel barrel of gravel/sand mix and 1-bag cement – however after observing the mixing process ½ cement remained – UNACCEPTABLE QUALITY. POOR SUPERVISION BY RESPONSIBLE SITE SUPERVISOR (2 present on site at the time of visit).
16.  Mortar being mixed by 1 laborer who identified himself to be 50 years old. No assistance provided by other un-skilled laborers – POOR SUPERVISION.
17. CHA Senior Engineer and Site Engineers stated that no local/community storage of materials existed on site – materials transported on a daily basis and consumed daily – No review of inventory conducted.  However later found that material (25 bags cements) was transferred to FFW site same day as visit, only observed 3 empty cement bags + ½ bag on site. (source: Khak Safid inventory ledger). 

	CHA

Nov 3
	Khak Safid

Field Office Visit
	10. Reviewed sample Community Naw Deh/CHA Agreement – Road Construction – Limited detail to roles, responsibilities, contributions, FFW payments (states that payments are based on attendance)

11. Revi ewed food distribution documents for Karez/ Naw Deh – Road Construction – MP Started Aug 26 / Ended Oct 12 - Distribution conducted October 17, 2003 –  PAYMENTS NOT TIMELY!!!   . 

12. Payment based on 40 days = Wheat 250 kgs, Pulses 10 Kgs, Oil 10 Kgs (1 day = W-6.25 kg, P/O-0.25 kg) 

13. Attendance sheets show that all laborers worked everyday – perfect attendance record (even Fridays) – Reason given for perfect attendance was project started late and laborers needed to work every day to make up for lost time. 

14. Attendance sheets to clean – looks as if filled out at one time at desk – not under field conditions.

15. Attendance sheets do not identify “Prepared By” and missing approval signatures 

16. Original Attendance sheets not available for review – According to CHA staff the originals were sent to CARE upon request from FATTA III Project Manager???

17. Review of commodity stock inventory:

a. Wheat not stacked orderly – unable to undertake physical count - stored directly on floor & against walls

b. Reviewed Commodity Inventory Register – receipt/dispatch up-to date – system employed functions.

c. Inventory controlled by weight MTs not by units (bags/cans), making it complicated of Store Keeper to track (a lot of recalculating from MTs to Units).

d. Physical count of Oil conducted with CHA staff – Inventory Register 0.27 MTs (recalculated to 262 cans) – Physical count = 248 cans (Difference 14 cans / 0.05 MTs). 

18. Review of construction material inventory:

· Material inventory ledger (delivery/dispatch) exists – system employed functions.

· Door to cement store broken/not able to maintain locked – CHA staff explained that storage space was loaned temporarily.

· Materials dispatched to MPs upon verbal requests (no written Disbursement Requests for material retrieval).

· Separate register on wall indicating destination of materials & type activity material will be used

· Inventory Register (cement) = 150 bags / Physical count conducted with CHA staff = 140 bags (10 bag difference. 

	CHA

Nov 4
	Farah/

Charmast

Culverts along Khak Safid Road Project
	5. Start Aug 28 – End Oct 30 – Considers completed project –except for recent addition of small aqueduct to culvert structure – 6 culverts located in same location but considered 6 separate MPs – reasons given for separating activities into separate MPs were (1) avoid that budgeted inputs appeared too high & (2) because Head Office established list of MPs.

6. Responsible Site Engineer not available/on-leave – reasons given for separating

7. Although considered a completed project, road surface between culverts not completed – left as a community contribution – currently not functional for transport access.

8. Actual structure construction deviating from technical plans. Examples: (A) Wing Walls - Planned = 70cm / Actual = 50cms, (B) Reinforced Concrete Slab – Planned = 20cms / Actual = 15-17cms (irregular along length). THE DIFFERENCE IN THICKENESS COULD BE CRITICAL LIABILTY GIVEN THE SLAB IS INTENDED TO SUPPORT VEHICLE TRAFFIC. 

9. Engineering staff blamed skilled laborers – Problems lies with insufficient supervision from Site Engineer.

10. Minor cracking on cement plastering – due to lack of watering.

11. Masonry work is of better quality than the culvert in Karez village (see above), but finish work is noticeably of lesser quality than the culverts constructed by Rural Rehabilitation Department (RRD) observed from vehicle in same geographical area. 

12. Laborers paid at end of project (no exact date provided) – PAYMENTS NOT TIMELY!!!

	
	    
	


(*) – Note that FFW Evaluator/Specialist is not a Civil Engineers & the site visits lasted approx 1 hour – thus technical measurements may not be exact. 

	Agency/Date
	Location / Project Type
	Observations

	CHA/

Nov 09
	Kandahar/ 

Dand/

Soof/

Soof

Canal Cleaning/

Irrigation
	27. Start Aug 2 / End Sept 15 - Completed Project 

28. Large discrepancies between CHA quarterly report Project List details and Field Staff Project List details Example:  Quarterly Report (as of Sept 30) – Plan = 9kms / Actual = 7kms & Field Staff  -  Plan 14.6 Kms / Actual = 14.9 Kms. Also differences in volumes of excavation.

29. Assessments based on general estimations

30. Portions of same canal previously cleaned in FATTA II – Unable to get confirmation on which portions were included in FATTA II. 

31. Payments based on fixed amount of commodities allocated per village divided by ration/family = estimated # of needed days a laborer needs to work (Allocation per family = 40 days x Ration = Total Payment).

32. Payments not based on out-put or actual attendance (difficult to arrive at this conclusion given the various explanations of payment policy)

33. Attendance Sheets appear to tracking accurate levels of participation – identified absent workers on daily basis, but in some cases the total number of days are registered as 16 days even though the individual may have worked 14 days according to daily attendance records – Does not really matter as after 16-32 day of work completed – Laborer receives payment for 8 days based on….8 days/month x 5 months = 40 days. Eventually will receive the balance of payment for the full 40 days allocated.  Staff stated that anyone who did not work the full 40 days would make up the days on an alternative FFW activity (not defined).

34. Spot checks conducted of volumes excavated – Plan = Width 1.5m x Depth 0.5m x Length of Canal / Actual = W 1.7m x D 0.4 x Length of Canal (on average).  Volume per linear meter excavated closely reflects plan  – Due to time constraints was unable to verify length of canal cleaned.

35. Canal cleaning supervised by CHA Field Worker

36. Community paid first installment (8 days worth of rations) on Oct 15 – One month after project closure

37. FFW payments – Wheat (1 bag) distributed to each laborer, Oil (1 can ) distributed to 2 laborers (later divided-up), Pulses (1 bags) distribute to group of 25 people (later divided-up)

38. Subsequent food requests submitted to WFP have not yet been verified by WFP monitors


	CHA/

Nov 09
	Kandahar/ 

Dand/

Soof/

Soof

Culvert
	1. Placement of culvert QUESTIONABLE – Located approximately 5 meters to left of existing road. Field staff explained that this was the interest of the community to straighten out the existing road crossing for trucks, but the connection between the new culvert and road surface is not included in technical design (materials & labor) and are considered a community contribution. Vehicle traffic will most like revert back to the old road crossing as new road connection to culvert deteriorates from lack of appropriate material and compaction. Would have been technically less complicated and more durable to place culvert on existing road which is hard packed selected material. Current placement also requires rerouting of existing canals.   

2. Design – good quality detail 

3. Good quality masonry & finish work

4. Culvert floor significantly lower than connecting canal, requiring a significant am ount of canal excavation (estimated by Field staff as 500 meters) on the outlet side of the culvert which is not included as part of the MP and considered an additional community contribution. 

5. No materials warehouse on site, materials transported daily from Kandahar office. 

	CHA/

Nov 09
	Kandahar/ 

Dand/

Soof/

Asychap

Canal Cleaning
	1. Large discrepancies between CHA quarterly report Project List details and Field Staff Project List details Example:  Quarterly Report (as of Sept 30) – Plan = 8kms / Actual = 1kms & Field Staff  -  Plan 11Kms / Actual = 10Kms. Also differences in volumes of excavation.

2. Same canal cleaned during FATTA II – Reason for re-cleaning associated to cleaning accumulated silt since last year and widening width beyond dimensions of previous cleaning.  

3. Start July 31 / End Sept 15 – Completed Project - Originally planned for 88 laborers x 40 days. 

4. According to Attendance sheets 88 persons x 36 days worked = 3168 PDs – Not working on Fridays – Dates worked = July 31-Aug 31 & Sept 6-Sept 16. – Some inconsistencies with dates on Attendance Sheets – appears to be human error. 

5. Laborers paid for 8 days (as of Nov 09)-Actual day of payment not determined.

6. According to Field Staff documents – Finished canals should measure W-1.5m x D-0.5m = .75m and volume of excavation = 7,648 m3. Sample measurements shows an average approx W-1.2m x D-0.65 = 78m in varying soft and hard rocky terrain = the volumes closely match-up.

7. According to Field Staff, the actual norm for canal cleaning = 2 m3/PD

· Calculation comparison = 7,648m3 / 2m3/PD = 3,824 PD (compared to 3,168 PDs registered on Attendance Sheets = an approx difference of 18%) – Given that widths/depths and soil types vary, the difference of approx 18% is considered realistic & acceptable in terms of volume of work reported and # of PDs registered.



	CHA/

Nov 10
	Kandahar/ 

Panjwi/

Salihan/

Salihan Kata

Canal Cleaning
	1. Start - July 26 / End – Sept 26 – Completed  
2. Temporarily suspended during Aug 12 - Sept 6 for security reasons & Sept 15 – 23 for grape harvest.

3. Portions of same canal cleaned during FATTA II – not able to determine which sections.

4. Large discrepancies between CHA quarterly report Project List details and Field Staff Project List details Example:  Quarterly Report (as of Sept 30) – Plan = 9kms / Actual = 3.2kms & Field Staff  -  Plan 8.8Kms / Actual = 6.11Kms. Also differences in volumes of excavation.

5. According to attendance sheets – 100 laborers worked a total of 2,750 PDs (100 laborers x 29 days = 2,900 PDs – 150 PDs marked absent = 2,750 PDs)

6. According to Field Staff 5,500m3 was excavated – (W-1.5m x D-0.6m x 6.11 Kms = 5499m3)  =  Random samples of canal widths excavated identified an average of  W-1.478m. Depths were visually estimated (not physically measured as canal was filled with flowing water) at D-0.55m – Close Enough.   

7. Using the estimated norm for canal excavation of 2m3/PD – 5,499m3 / 2m3/PD = 2749 PDs.  In this case the ratio is too close (99.96 – accuracy between theoretical amount of work to be completed and # of PDs generated). In this case, it is most likely that the volumes of work reported completed are based on theoretical calculations of excavation along a measured length of canal actually excavated - not on actual volume measurements. 

8. Laborers paid for 8 days of work as of Nov 10.

	CHA/

Nov 10
	Kandahar/ 

Panjwi/

Panjwi Center

New Road 
	1. Start July 27 / End Sept 28 – Completed – 4.5 Kms – 20 cms surfacing material – drainage canals marking location of road

2. MP temporarily Suspended from Aug 13 – Sept 2 – clear reason not provided.. 

3. Technically road only half complete – sub-surface only with material taken from side canals– lacks appropriate surfacing materials & compaction – Road not currently in use!!!

4. Flat terrain – no topography used for drainage canals, no intermediate discharges for drainage. 

5. Attendance Sheets indicate 60 laborers x 40 days = 2,400 – Perfect Attendance!!!

6. Attendance Sheets too clean – dates/signatures in blue ink – attendance markings in black-ink – Attendance markings too uniform – Looks as if was prepared at a desk -                                                                                                            


	Agency/Date
	Location / Project Type
	Observations

	CHA/

Nov 10
	Kandahar/ 

Panjwi/

Field Office Visit
	1. Review of commodities stored at office.

· Commodities (11 MTs Wheat, 0.4 MTs Pulses, 0.4 MT Oil) present on site since Aug 25 – remaining balance after distribution.

· All commodities stored outside in direct sunlight – covered with tarpaulin – while shaded areas were used for parking vehicles.

· Wheat and pulses stored on plastic sheet – directly on ground – against security wall.

· Large quantity of loose grains on ground – Rodent droppings, and related damage to packaging prevalent.

· Inventory ledger controlled in MTs (not units – e.g. bags/tins) – Storekeeper experienced difficulties in recalculating from MTs to units in order to undertake a physical count.  

· Inventory Register for Wheat – indicated 11.25 MTs (converted to 225 bags) - Stacking of Wheat not orderly – unable to conduct physical count

· Inventory Register for Oil - indicated 0.41 MTs (converted to 110.8 tins) – Physical count conducted with Storekeeper, Field Staff and Regional Director identified 219 tins present.

· Inventory Register for Pulses – indicated 0.41 MTs (converted to 8.2 bags) – Physical count conducted identified 9.5 bags.

· Storekeeper indicated that he would not consume the commodities due to the condition of storage.

	
	
	


Annex E: Consolidated Recommendations

	3 Background and Contextual Information
	Action taken (or planned with date)

	1.1 It is recommended that, in future, should CARE accept strategic management and oversight of such a project that they also ensure inclusion in all aspects of the programme and contracts undertaken by partners.
	

	1.2 Overall monitoring of the context and situation was not built into FATTA III programming and analysis and it is recommended that should future programme implementation suffer severe delays a review of the overall context and needs is undertaken prior to implementation beginning. 
	

	1.3 It is recommended that WFP is approached with a view to explaining that partners (and others) did not have a full understanding of the shift to PRRO  programming and of the potential implications. WFP should now be asked to repeat workshops and meetings to avoid the repetition of the misunderstandings that occurred in FATTA III
	

	1.4  Lesson learning should have taken place at the conclusion of FATTA II and the lessons incorporated into FATTA III and (most probably) into revised Implementation Guidelines
	

	4 Programme Design
	

	1 In the event of severe programme delay, it is recommended that programme assessments are repeated to ensure the appropriateness of the programme.
	

	2 Sufficient time needs to be allowed in programme planning to ensure that staff are given adequate time to undertake field assessments and to focus on all aspects of programming in assessment (social and technical aspects).
	

	3 CARE should in future prepare a more detailed checklist against which assessments should be carried out and monitors should be prepared to challenge assessments carried out in a routine and superficial fashion
	

	4 Assumptions and constraints laid out in initial proposals should be reviewed as part of ongoing monitoring and reporting and their validity scrutinised
	

	5 Programme Implementation
	

	 Design related to foodac v ffw
	

	WFP, ECHO, IPs and CARE should develop a common understanding of the operational modalities for FFW and determine which (if any) concepts of FOODAC should be applied FATTA III and/or any future commodity assisted infrastructure development activities. 
	

	Future FFW programmes should be planned, implemented and measured against the same methodology and benchmarks (regardless of whether they are based on output or attendance systems).
	

	In addition to the above, established monitoring regimes should be strictly followed to quickly identify major deviations from the proposed methodology.  For example, if a FFW activity is theoretically based on an output payment system, the monitoring system (CARE’s & WFPs) should quickly and clearly identify that FOODAC methodologies are employed, and effectively communicate the differences in operational modalities to all primary stakeholders
	

	Contrary to the current WFP policy of applying nutritional based rations to FFW activities, all stakeholders (including WFP) should consider revising the amount/value of the standard FFW ration to more representative of (just slightly below) the local market value for unskilled labor in a effort to pay a fair wage and generate more community interest/motivation, especially if standard construction output norms are to be applied
	

	Micro Projects Assessment
	

	Defining the final material and commodity requirements to during the initial assessment phase is difficult (if not impossible) given the absence of specific designs and budgets for individual MP initiatives.  The FATTA III assessment process was time consuming and costly, and yet only yielded general “rough” estimates of resources requirements.  Future FFW resource estimates can be accelerated and streamlined by utilizing historical data from the previous FATTA initiatives to determine estimated resources requirements
	

	IPs should establish a reserve fund of approximately 10-15% of the global resource budgets (material/food) directly available for MPs to cover any unforeseen costs associated to already approved MPs.   This will provide adequate flexibility and reduce individual budgetary short-falls and reduce administrative burden associated to identifying additional resources for MPs already underway.  The reserve fund should be held separately from approved MP budgets and managed at the discretion of  the designated Project Manager(s).   In the event these resources are not required to cover cost overruns, the balance of reserve funds can be allocated to finance new MPs during the last 3-5 months of the program period. 
	

	Quality of Technical Designs
	

	Structure related MPs require a higher degree of investment in the design phase and adequate time and resources should be applied to ensure that the designs are 100% complete.
	

	All IPs should consider allocating funds within their budget to hire short term technical assistance when services cannot be met through the existing team.
	

	Within a given village (and possibly at the community level) incorporate all proposed MP activities into one comprehensive technical design in order to ensure proper technical linkages between various interventions (levels, connections, consolidate material procurement, calculate global requirements, simplify activity planning and technical site supervision
	

	Pre-technical assessment should be conducted to ensure that proposed activities are technically feasible, will provide immediate impact and make sense.
	

	In terms of road interventions, IPs should attempt to focus only on repairing roads that are inaccessible (when technically feasible) as opposed to repairing roads that are “difficult to travel” and/or “opening new roads”.  This will have higher levels of impact for communities that are more isolated in terms of agricultural productivity/marketing, communication, and access to basic services
	

	Work Quality Issues
	

	Structure related projects should have continuous technical supervision (e.g. daily visits from construction Forman) to ensure the quality of work conducted by skilled and unskilled laborers
	

	Maintenance/cleaning activities can be supervised by designated community representatives.  This level of supervision should be paid as a skilled laborer, provided adequate training from IP technical staff, and closely monitored by the assigned Foreman or Site Engineer
	

	Control of Attendance Sheets on a daily basis could also be handled by a community representative (properly trained and paid as a skilled laborer) to allow Foremen and Site Supervisors focus more on quality control issues.   Appropriate monitoring and support to these “Time Keepers” at the front-end of MPs should be provided to ensure that the attendance information is being controlled and documented correctly.
	

	All community contributions should be considered as part of the overall project design and technical supervision responsibility of the IPs. Projects should not be considered completed until ALL WORKS (especially community contribution portions) are completed and the MP is 100% functional.  All community contributions (material and labor) should be technically supervised in the same manner as the IPs contributions
	

	In the event that the timeframe for implementation is reduced, the IPs should to take decisive action to compensate for the lost time.  In the event that this situation repeats itself, the IPs should coordinate with its operating partners and donors to identify appropriate actions. (For example increasing staffing levels and/or reducing program activities and outputs in order to guarantee program quality levels
	

	IPs should involve the Field Offices in determining staffing structures and resources requirements for future FFW / infrastructure programs.  The IPs should also determine minimal staffing requirements for these types of interventions and be willing to forego donor funding if the minimum staffing requirements can not be financed.
	

	IPs should attempt to achieve a more realistic Micro Project per Engineer ratio (especially for structures) to ensure that technical staff have the time to adequately design and supervise construction activities.   Assuming that a Site Engineer can not supervise more than 8 structure MPs simultaneously
	

	IPs should consider reducing the number of projects supervised construction Foremen to ensure that proper supervision is provided.  IPs should use experienced construction Foreman (not inexperienced Field Workers) to technically supervise structure projects.
	

	Norms and Outputs
	

	Future FFW activities should be managed based on a productivity basis, and those who produce more should earn more
	

	In  the event that the IPs do adopt an output based system, this conceptual shift should also be reflected in staffing structures given the significant increase in technical and administrative oversight required to systematically measurements and calculate payments on a timely basis
	

	WFP norms are based on general estimates (not necessarily based on the Afghan context) and may not always reflect the reality in the field.  A study of productivity levels of FFW laborers under controlled & well supervised conditions should be undertaken and documented to confirm actual levels of productivity in FFW activities should include increased levels of direct supervision (either through IPs or designated community representatives) in order to foster better organization of laborers and increase productivity levels.      an effort to established realistic norms and then compare with WFP’s standard norms
	

	Resource Controls
	

	Stronger supervision is required from the IP - FATTA III Project Manager(s) to ensure that Field Staff (Site Engineers and/or Foremen) are managing attendance controls correctly
	

	Attendance Sheets be revised to include a summary (at the bottom of the page) highlighting the types and approximate amounts of work completed the recording period
	

	If replacing workers is an accepted policy, a formal mechanism for documenting the daily replacements should be added to the Attendance Sheets
	

	Summary Sheets (combining several weeks of attendance) on one sheet of paper should be prepared to substantiate commodity requests to WFP, facilitate spot auditing by managers and monitors and facilitate the collection of Person Day information for progress reporting
	

	Additional training should be provided to IP representatives responsible for managing attendance records
	

	If feasible, daily administration of Attendance Sheets could also be handled by a community representative (properly trained and paid as a skilled laborer) to allow Foremen and Site Supervisors focus more on quality control issues.   Appropriate monitoring and support to these “Time Keepers” at the front-end of MPs should be provided to ensure that the attendance information is being controlled and documented correctly
	

	Materials Controls
	

	Although global procurement and inventory systems exist for all IP at District and Field Office levels, each IP should review the level of accuracy that staff members are managing these systems.   Refresher training and periodic random sample auditing (physical counts and checking purchasing documents) may help identify some minor slippage that may be occurring on a regular basis
	

	In the event that the District office is dispatching materials directly to MP sites, the inventory ledger should clearly identify the final destination (e.g. in which MP will the materials to be consumed).
	

	All village level stores should have inventory ledgers or stock cards for materials and tools.   The system can be managed by the MP Foreman or if feasible a local community member (paid as a Store Keeper/skilled laborer).  Theoretically it would be better to segregate the Foremen from warehouse, as they are the ones requesting/authorizing the use of materials from the storage facility.  Each and every dispatch of materials should identify for the destination of materials (e.g. for which MP).
	

	A formal system of material dispatch (requisition form or book) should be established to ensure that only the approved person(s) can retrieve materials from the village store.  The requisitions should be signed by the Forman (or other designated person responsible for the utilization of MP materials.  No materials should be dispatched without the signature of the responsible system
	

	Adequate training should be provided to the designated village Store Keepers, and periodic auditing (physical counts) should be undertaken and documented by Site Engineer and/or any managers visiting  
	

	Micro Projects Agreements
	

	Based on a review of the current IP/Shura Agreement for MPs, it is strongly suggested that the document be revised in order to provide significantly more detail
	

	The technical design package (e.g. drawings, budget and implementation plan) should be considered annexes to the formal contract agreement
	

	Original copy of Agreements should be  provided to each Shura
	

	IPs should not approve new MPs without negotiating and signing more detailed MP Agreements
	

	Food Payment
	

	IPs need to increase their efforts to implement food distributions to participating laborers on a timely basis.  This requires that preparing and submitting complete progress reports to WFP on a monthly basis
	

	In the event that commodities are distributed to groups, the IPs should not collect signatures (thumb prints) until after the commodities have been divided-up amongst the laborers.  In addition, if payments are distributed to groups, the IPs should incorporate an End Use Monitoring mechanism
	

	In order to ensure that each participant receives their fair share, all IPs should consider shifting over to a system of payments to individuals
	

	Commodity Inventory & Storage
	

	Although inventory systems are in place, IPs need to strengthen the actual management of these systems, through better training of store keepers and periodic auditing of managers while visiting the field offices
	

	Commodities should be stacked in and orderly fashion to facilitate quick physical counts.  Bags and boxes should be raised at least 3 inches off the ground and should touch and surrounding walls. All commodities should be fully protected from potential water and heat damage.  If commodities are to be stored outside, special attention should be made to ensure that shading is provided (especially for grains and oil)
	

	Storage areas (floors) should be kept clean, free of loose grains and protected from animals and insect infestation
	

	Given the demand for food, IPs should make every effort to distribute balances of commodities as soon as possible to avoid long-term storage.  When commodities are levels are minimal, the commodities should be distributed as FFD to the most vulnerable families within participating communities
	

	Commodity inventory registers should be managed in units (not MTs) to facilitate easier accounting of stock balances.
	

	Management of Information
	

	IPs need to ensure that the head office and field office are managing the same data for progress tracking and reporting to partners and donors.  
	

	Monitoring reports should be directly distributed to IP head offices as well as directly to Field Office Manager and FATTA III Project staff  simultaneously.   Monitoring reports should be prepared in the appropriate languages to improve utility to FATTA staff members.
	

	CARE Monitors should attempt to complete their monitoring reports (a local language version) at the end of each monitoring trip prior to returning to Kabul.  As part of the report, an Action Plan should be developed (in direct consultation with IP staff) to ensure that outstanding issues are addressed on a timely basis.  A review of the Action Plan should be conducted during the next monitoring visit.   
	

	A formal process is required to requesting and approving conceptual changes in program operations as well as modifications of approved MP and later additions/subtractions of MP from the approved MP list
	

	Community Contributions
	

	IPs should establish a formal system for documenting community contributions in an effort to accurately track and confirm that these obligations have been fully met.  A simple of contributions of receipts to formally register all contributions which should be signed by the IP and Shura representatives
	

	IPs should prepare a monthly summary of community contributions and maintain an official register for quarterly reporting to partners and donors
	

	The program should not count the difference between the value of the commodity ration and the average value of the minimum wage as a community contribution
	

	The program should not count the full value of tools temporarily provided by community members.
	

	The program should ensure that valuations of community contributions are based on fair market value for the project area (e.g. do not over value contributions
	

	6 Programme Inputs
	

	Value of FATTA III to targeted communities
	

	CARE and IPs should consider more detailed monitoring of nutritional status and food vulnerability amongst targeted groups in future programming of this type
	

	The late delivery of the food has placed into question the entire rationale behind the FATTA III programme. CARE and IPs should, in future, consider the added value of continuing programming in such a situation. The complication of needing to fulfil commitments already made to communities is well understood and the IPs should consider the feasibility of including the possible need to withdraw within community contracts
	

	CARE and IPs should include impact indicators within initial proposals for MPs in order to facilitate both monitoring of use/utility and ultimate added value to the community
	

	CARE and IPs should consider adding to assessments at community level a more detailed analysis of wealth and power structures within the community so that decisions to proceed can be based upon a shared understanding of which sections of the community stand to benefit from the project. It is unlikely that such a mechanism would have changed any of the decisions regarding implementation of micro projects but would have increased the transparency of the overall programme
	

	CARE and IPs should consider whether it is appropriate to undertake works which they do not have the resources to complete. It is recommended that in future, such works are only undertaken when other agencies have formally agreed to complete the works
	

	7 CARE added Value to FATTA III
	

	It is recommended that the workshop undertaken at the outset of FATTA I should have been repeated in FATTA II and III.  Included in this workshop should have been an analysis of situational change and scenario planning together with the incorporation of lessons learnt
	

	It is recommended that, in the future, a management committee which meets on a regular basis should be formed at Kabul level which would allow discussion on the monitoring information and discussion of any problems
	

	It is recommended that at the outset of programme there should be a joint discussion between CARE and IPs as to the role and level of responsibility of the CARE monitoring team
	

	It is recommended that mechanisms should be put in place to ensure that issues raised in monitoring visits and monitoring reports are followed up by CARE and IPs
	

	It is recommended that the CARE monitoring team receives additional orientation and training to ensure that they are equipped to monitor and offer advice on both the social and technical aspects of programmes
	

	Consideration should be given to the nature of peer partnership in such relationships as the FATTA III Consortium and how checks and balances can be applied within such an understanding
	

	CARE monitoring teams should receive additional training in reporting
	

	CARE and IPs should ensure that communications with donors are carefully considered and that all issues of potential negative impact to programme implementation and impact are formally reported
	

	The chain of reporting should be carefully considered in future programming and CARE should consider that without adequate level of qualitative, quantitative and situational detail received from IPs they risk delivering inadequate reporting to the donors.
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� In FATTA I CARE had nine IPs and the management was split between two departments in CARE (ERP and PIU). ERP took over the total management in FATTA II and III which was also the point at which the IPs were reduced to the three current IPs.


� The Guidelines were amended in September 2003 to include a prohibition on child labour.


� Immediately following the ECHO field visits, CARE Afghanistan fielded a high level internal monitoring mission of five staff to look at programmatic, commodity and financial issues. In addition the Country Director made a monitoring visit to the field. The monitoring reports from these trips were utilised by the evaluation team during their work. 


� It was suggested in the ECHO proposal that the project will be focusing to support female headed families and that the partners will use their existing female staff for needs assessment to prioritise womens needs and involve them in project planning and decision making. While female headed households were certainly considered in the free food distributions in the south, the evaluators were at no point introduced by any of the IPs to female staff working on FATTA III and do not believe that women were involved in programme design or implementation.


� At the time of writing this report it is unclear the total amount of food that will be distributed through FATTA III as a result of the suspension of a number of projects. 


� ECHO reminded the evaluation team that any variation from agreed budget and proposal must be approved by amendments issued by Brussels (outside of those allowed under FPA) and that while ECHO Kabul provide advice and support for requests made to ECHO HQ they are not able to make commitment to variations upon ECHO’s behalf. In addition, all commitments to variation should be in writing and signed by the head of unit ECHO Brussels and should be within the contract period.


� In commenting upon the original draft CARE questioned this point stating that as the final districts were agreed with WFP in coordination with other (particularly ECHO-funded) ngos such flexibility would have been difficult to achieve and that also there was a need for programme planning to begin. The evaluation team appreciates both these points and understands the difficulties involved. Given WFP’s role and the number of actors involved it is difficult to see how it could have been different. Nonetheless it remains the opinion of the evaluation team that by not continuing active situational monitoring during the course of the programme – and particularly during the period prior to implementation – CARE did not give sufficient oversight to the programme and crucially did not ensure formal documentation of the problems.


� At the period ECHO were seeking additional partners to work in the south.


� In commenting upon the original draft, ECHO wished to have it noted that the proposal contract was issued nine days after final submission and that ECHO provided significant flexibility within the contract (against budget lines and timelines). ECHO believe that the original generous timeline agreed allowed 3-4 months for micro-project assessment which should have been sufficient for all subsequent paperwork and contractual agreements to take place and for assessments to have been undertaken by the time that situational problems and constraints became apparent. ECHO believe that this was particularly generous given that in their view the entire three months of the programme were to be devoted to the process rather than implementation. On balance the evaluation team agrees with this analysis by ECHO but it should also be noted that during the planning process insufficient space was allowed for the two rounds of assessment required (the initial round to allow IPs to put proposals to CARE to then allow a second round of assessments at the micro project level and to give IPs the confidence to embark upon significant consultation with communities. This was both a failure of planning and of presentation (in the proposal) and is surprising given that this was the third project cycle.


� When asked why contracts were signed later in Kandahar, WFP variously explained that this was due to: the need to arrange trainings and workshops around the new mechanism which took longer than expected, changes of personnel within WFP Kandahar, security restrictions which impeded WFPs ability to assess and monitor and other more general security restrictions which impeded programming.


� In commenting on the draft report, ECHO/CARE mentioned that when ECHO visited Kandahar on 27th July none of the IPs raised security as a problem. The evaluation team had asked  IPs during the evaluation to describe their concerns around security and were told then that security and movement had been considered to be a major issue all through the assessment and implementation period.


� However, as stated previously, ECHO Kabul wish to have it noted that they are not able to commit ECHO to agreeing variations or changes and that all variations and/or changes must be approved from Brussels. 


� In commenting on the draft report, CARE suggested that the selection of Provinces must also have been based upon experience and needs assessment by the IPs. However, when questioned on the rationale behind selection, all IPs cited the VAM assessment and coordination mechanisms only as the deciding factors.


� ECHO also report that this was not mentioned to the ECHO representatives as being an issue during the ECHO field visit of 27th July 2003.


� CARE believes that this was because it was deemed inadvisable for monitors to travel by road and because there was no budget allocated for flights by national staff members. However CARE also acknowledge that this is not a justification.


� A timeline of the evaluation is included as Annex C


� Meeting with WFP in Kabul.


� The FATTA Implementation Guidelines require that a rehabilitation Shura is elected to work together with the community and the IP on FATTA. Less than half of the communities/villages visited had a special rehabilitation Shura for FATTA.


� During ECHO monitoring visits ECHO believe that they did see child labour participating in the programme and have photographic evidence of this. The evaluation team have been questioned repeatedly on this issue and can only repeat that no child labour was witnessed during any of the field visits made by the evaluation team. It may be that due to the ECHO visit attitudes and practices have changed but again the need for this change was denied by IPs and communities. 


� In commenting on the draft report CARE reminded the evaluation team that they did not commit to look at capacity analysis in the proposal.


� In commenting upon the draft report ECHO would like it to be noted that they briefed UNAMA in October on this issue and the associated problems and constraints and believe that they (ECHO) have been leading in raising awareness on this issue. The evaluation team recognise this. 
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