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1. Background

1.1. General

The Dry Zone Agricultural Development Project (DZADP) has as over-all objective the intention to contribute to increase returns of dry zone agriculture in Sri Lanka. The project is funded by the European Commission (contract LKA/B7 - 3000/98/0175-01) and implemented by CARE International UK. The total budget of the project is EUR 9,419 million. The total EU-contribution to the DZADP is EUR 5,132 million, which is provided as a grant. The remaining part of the contribution of EUR 4.287 million to the total budget of the project is from CARE (EUR 0,942 million), the Government of Sri Lanka (EUR 1,106 million) and NGO & Beneficiaries (EUR 2,239 million).

The project implementation period goes from September 1999 until August 2005. The project started its operations in Sri Lanka in March 2000, in two districts in the dry zone: Anuradhapura and Hambantota. The interventions of the project are implemented in close collaboration and partnership with the different line agencies of the Ministry of Agriculture, Livestock & Food (MoALF) and local non-governmental organizations.

From September 2002 onwards, the DZADP has expanded its activities to two new dry zone districts: Monaragala in the Southern part of the island and Puttalam in the NorthWestern part of Sri Lanka.

1.2. Objectives of the project

The purpose of the DZADP is to increase in a sustainable way the productivity and net income of 16,000 farm households in four selected dry zone areas by the year 2005.

In order to achieve the purpose, the logical frame of the project has identified 6 expected results:

1. Improved farming systems and post-harvest methodologies practised by farmers in the project areas.

2. Effective management of water resources by Farmer Organisations in the micro- catchment within the project areas.

3. Participating Farmer Organisations obtaining more attractive prices for farm produce.

4. Participating Farmer Organisations take effective action in supporting agriculture and agribusiness in their local community.

5. Support service agencies responding effectively to farmer demands and providing quality services that give equal recognition to the needs and rights of both male and female farmers.

6. Agricultural incomes in the project areas increased in real terms against baseline data, especially the incomes of women and youth.
1.3. Different component of the project

The DZADP has 4 distinctive components, as illustrated on Figure 1.


· Institutional Development/Organizational Strengthening (ID-OS): This component of the DZADP is engaged in capacity building of the partners of the project, in particular the GoSL-agencies involved in implementation of the DZADP and the Non Governmental Organizations (NGOs) who assist in the implementation.

The ID-OS component plays the leading role (as clearly demonstrated in Year 2) in the mobilization of the farmer groups in the project villages. ID-OS is the main actor in the strengthening of the farmer groups and assists them in setting up federate structures.

The integration of both partners and target group in the process of participatory planning promoted by the project falls under the responsibilities of the ID-OS component, while the ID-OS staff assists in the coordination of all the partners activities on ASC (Agrarian Service Centre) and District level.

Key Interventions Year 1- Year 3

· Participatory appraisal of the villages in the project areas

•
Social mobilization of the Farmer Organizations and farmer groups in the project villages

•
Capacity building and strengthening of the Farmer Organizations and farmer groups in the project villages

· Capacity building and support of the GoSL and NGO partners

· Screening and capacity assessment of the NGO partners

· Water Resources Management (WRM): The rehabilitation of dilapidated minor irrigation systems is one of the main priorities of this component. This goes together with training and capacity building on community management of the irrigation systems

WRM does not limit itself to the tanks: it focuses as well on the surrounding watersheds, both of the tanks and of the cascade systems. WRM promotes sustainable methods of watershed management, whereby the local community takes a leading role.

This component explores as well alternative ways of water-usage in the Dry Zone. This is done through the installation and promotion of agro-wells and the dissemination and active promotion of rainwater-harvesting practices.

Key Interventions Year 1- Year 3
· Capacity building and strengthening of the Farmer Organizations on water and tank management and maintenance

· Rehabilitation and restoration of minor irrigation systems

· Promotion and demonstration of rain water harvesting practices

· Capacity building of partner organizations of integrated watershed management

· Farming Systems (FASYS): Improving the productivity of the current farming practices is the major challenge for the FASYS component. Particular focus is on sustainable agricultural techniques regarding soil and input-use. At the same time FASYS actively promotes alternatives for the paddy​dominated cropping pattern and an integration of livestock in the farming systems. Key-element in the FASYS component is the fact that the promoted practices and cultures fit clearly within the identified needs of the local farmers.

Key Interventions Year 1- Year 3
· Demonstration programs on cropping practices and new crops

· Demonstration and training program on perennial crop development

· Demonstration and training program on live-stock development

· Promotion and demonstration of soil conservation practices

· Business Development (BUDEV): Tackling the marketing problem and promoting innovative solutions and ideas in the area of business development is the key-challenge for this component. This includes creating alternative channels for marketing, optimizing the present ones and the necessary linkages between the producers and distributors.

BUDEV is actively engaged in promoting and assisting small holders to become involved in agri​business, including small-scale processing and value-addition at village level Farmer groups have been identified as key-players in the BUDEV component. They will be engaged in marketing activities, on a individual basis or as part of federate structures or farmer companies.

Key Interventions Year 1- Year 3
· Training on business development and entrepreneurial skills for rural youth and women

· Set-up and promotion of Market Information System in the project villages

· Training and demonstration on post-harvest treatment and technology

· Promotion of and training on organized marketing initiatives by Farmer Organizations and farmer groups.

DZADP has identified women and youth as particularly vulnerable groups in the rural dry zone setting. The project promotes a more equal role of women in the communities and a more prominent role of women in the village development. A gender sensitive approach applies to all the project interventions. Therefore Gender & Youth and Development (GENDEV) is not considered a separate component of the DZADP, but a set of issues that is incorporated in all the 4 components of the project.

There exists a constant interaction between all the activities of the separate components. As such the components can not be seen as separate entities within the project. The successful implementation of the DZADP will depend to a substantial extent on the integration of and interaction between the components.

Strategies of the DZADP

The overall strategy of the DZADP, as defined in the Overall Work Plan and consecutive Work Plans, is based on two corner stones:

· Indirect Service Delivery

· Human Resources Development

The project reaches out to the beneficaries through the partner organizations, who also serve as support agencies for the farmers. Those partner agencies take the lead role in the implementation of the activities of the project.

They work in the first place together with organized farmer groups in the villages, and their intreventions are aimed to build and enhance the skills and capacities of the groups and their members.

The project staff of the DZADP support the partner organizations and provides the resources and conditions for them to work with the wfarmer groups. The DZADP staff will also provide capacity building and institutional support directly to the partner organizations..

The third component of the DZADP strategy, Empowering & Self Help, is aimed directly at the beneficaries. The interventions of the project, through the partner organizations will upgrade the organizational structures in the villages and the ASC, and will result in stronger and more outspoken farmer groups. These will be able to articulate their needs and rights to the support agencies in a comprehensive and decisive way, opening the way for a service delivery system which is not longer supply driven, but responds to the demand and the requirements of the farmers.

1.4. Implementation mechanism of the DZADP

CARE International Sri Lanka implements the DZADP. The Project Management Unit (PMU) is based in Kandy, while the DZADP maintains 4 field offices: Anuradhapura, Puttalam, Hambantota and Monaragala. The field staff of the DZADP operated from those field offices.

The National Steering Committee (NSC) of the project guides the DZADP and sets the over-all policy and strategy of the DZADP. It reviews and approves the Annual Work Plans of the project and monitors the progress. The NSC is chaired by the Secretary to the Ministry of Agriculture, and brings together the heads of the different departments of the Ministry, CARE senior project management, the chairpersons of the District Steering Committees, and the provincial secretaries of the Ministry of Agriculture.

At the level of the districts, the interventions of the DZADP are being coordinated and monitored by a District Steering Committee of the DZADP. This committee assures the proper integration and coordination of the activities of the DZADP in the district and monitors the implementation through the District Implementation Plan of the DZADP. The DSC is chaired by the district secretary, and brings together the heads of the district or provincial departments, the divisional secretaries, farmer representatives and CARE -DZADP staff.

2. DESCRIPTION OF THE ASSIGNMENT 

2.1. Beneficiaries

The target group of this mid term review is composed of:

· The project management: CARE International UK and CARE International Sri Lanka

· The National Steering Committee of the DZADP

· The GoSL partners of the project in the 4 districts

· The NGO partners of the project in the 4 districts
The beneficiaries of the DZADP, represented through the leaders and key people of the Farmer Organizations and the farmer groups

All those different stakeholders must be included in the process of the review, and should be involved in the final debriefing of the Mid Term Review

2.2. Global Objective of the Mid Term Review

The purpose of this Mid Term Review (MTR) is to examine and evaluate the on-going activities and interventions of the project. This is done in order to determine to what extent they are in line with the Overall Work Plan and the logical frame of the project. The MTE will also determine whether the achievements of the project contribute to the expected results and the purpose of the DZADP.

2.3. Specific Objectives of the Mid Term Review

More in particular, the MTR of the DZADP will examine and evaluate whether:

· The proper strategies are in place for every component

· Appropriate interventions have been deployed for every component

· The management structure is adequate and performing

· The project staff possess the necessary skills and capacities

· The financial and administrative handling of the project funds is done according to the set rules

While a final evaluation focuses on the results and outputs, the MTR will give due attention to the on​going process and how this can be enhanced, which lessons learned can be extracted and how this learning can be integrated in future project interventions.

It is evident that preliminary result and outputs until the moment of the MTR could play a vital role in this.

2.4. Specific Attention Points

2.4.A. Relationship with the partners

The Financing Agreement and the Over-all Work Plan of the project both foresee a close relationship and collaboration with the different line agencies of the Government of Sri Lanka which are involved in agricultural development, in particular those attached to the Ministry of Agriculture, Livestock and Food.

Form the start of the project, the DZADP has invested substantial resources in the capacity building of the GoSL-officials in the project areas and has build a close partnership with the local line-agencies, both in terms of planning and implementation of the different interventions.

As pointed out in the different progress reports of the project, this relationship with the GoSL has not yielded the expected results, and has been characterized by several constraints. The lack of resources from the side of the line-agencies of the GoSL and the difference in objectives between the line agencies and the DZADP are two of the most significant constraints.

In this context, the relevance and importance of the GoSL line agencies as most important partners of the DZADP could be re-examined. In particular the MTR should provide an answer to:

· Has the MoALF the resources to contribute effectively to the DZADP? Do the objectives of the DZADP fit in the policy of the MoALF with regards to small-holders?

· Is it possible and appropriate to align the objectives of the project with those of the line-agencies?
· Is the current strategy of capacity building and MoALF involvement effective, both in terms of planning and implementation, and can it be replicated? If not, what are the alternatives possible and how could the GoSL be integrated in the project in different ways?

· Are local non-governmental organizations in a position to take over (part) of the role of the line - agencies, and is that a valid strategy to be pursued by the project?

· Having examined the structure of the DZADP and its relationship with the implementing agencies (MoALF - NGOs) what measures should be taken, if necessary, for improvements in the project process?

2.4.B. Target group - Agricultural development vs. Rural development

The target group of the project is defined as those households who have incomes of less than Rs.3,5001 (EUR 45) per month. The project specifically targets farmers in non-irrigated upland areas and farmers in the catchments of dilapidated minor tanks, the so-called "resource-poor"

In the two project areas, this group comprises between 25% and 45% of the present population. In the actual project interventions, it has not been possible to make a distinction between the families present in the villages, and the DZADP does not discriminate for income when it comes to participation to training and activities of the project.

At the same time, the village organizations with which the project works (the Farmer Organizations), do not have the tendency, historically, to reach out to the bottom part of the village society, as their membership is linked to land ownership.

The different line-agencies of the GoSL do have the tendency as well to focus more on the better off categories in the villages.

Though the project has come up with a number of interventions and strategies aimed directly at the inclusion of the original target group, the effectiveness of those could be questioned.

Put in a broader perspective, it could be argued whether interventions focused at "resource-poor" will have any sustainable impact on them and will keep them actively engaged in farming. This becomes particularly relevant as the face of agriculture in Sri Lanka is changing fast from subsistence towards commercial agriculture. The most vulnerable parts of the society (who are the prime concern of the project) already are less engaged in agriculture. Providing them with opportunities in terms of "rural development" instead of agricultural development, might be more appropriate

In that regard, the MTR should address the following questions:

· Have the strategies of the DZADP with regards to resource poor farmers been effective?

· Should the project broaden the definition of "resource poor farmers", and include higher-income

groups as well, in order to reach out to the vulnerable groups in the society?

· Should the project pay more attention and give priority to the promotion of commercial agriculture

· Should the project pay more attention and give priority to the promotion of rural development

initiatives instead of agricultural development to address the vulnerable groups? If yes, which ones

would be most appropriate?

1997 prices

2.4.C. Peace Process

The second phase of the project as well as the project activities to be implemented in the two new districts should be assessed under the light of the peace process in Sri Lanka, considering the main lessons learnt from the first phase and the MTR recommendations.

2.5. Requested Services for the MTR

The specific duties of the Mission will include, but not be limited to, the following:

Revision of the strategies and methodologies used in project implementation

· Assessment of the agricultural, social and economic project results

· Assessment of the different strategies used by the project

Revision of project progress

· Financial and technical evaluation of project progress, activities implemented and constraints faced

· Assessment of the time-schedule followed

· Assessment of the identification of constraints and lessons learned, and the timely follow-up on those

· Assessment of the progress with regards to the purpose and expected results formulated in the logical framework, including assessment / revision of indicators

Revision of management / organizational structure and project inputs

· Assessment of the effectiveness of the project management structure, work organization, the role of CARE Sri Lanka and the relations with the GoSL line agencies and the NGOs

· Assessment of necessity of foreign Technical Assistance for the second phase of the project

· Assessment of availability, suitability and utilization of project inputs and resources

Revision of sustainability and future development

· Evaluation of the impact on local communities and local administration

· Identification of constraints and opportunities

Revision of the logical framework of the project

· Evaluation of the assumptions of the logical frame

· Assessment of the validity of the expected results of the logical frame

2.6. Expected results

Institutional & Organizational Development Component:

· The result and effectiveness of the mobilization of farmers Organizations

· The result and effectiveness of the partner strategy

· The performance and future role of the MoALF in the project planning and implementation (see 2.4. Specific Attention Points)

· The extent to which institutional linkages have been established between the farming communities in the project areas and the service providers

Farming systems Component

· The result and effectiveness of the crop demonstration program of the DZADP

Business Development Component

· The use and effectiveness of the Marketing Information System of the DZADP

· The extent to which the business development training has been effective

· The extent to which commercial farming has been promoted and adapted by the Farmer

· Organizations
Water Resources Management

· The extent and the quality of the rehabilitation work and the involvement of the Farmer Organizations

· The extent to which the DZADP has promoted the sustainable use of the water resources and this has been effective with the communities

Gender & Development

· The extent to which gender has been mainstreamed and integrated within the partner organizations of the project (MoALF and NGOs)

· The extent to which women have Increased their role in decision making at community level

Training & demonstration

· The coordination and the delivery of the component training program and the demonstrations with an assessment of their effectiveness

Target group

· The extent to which the DZADP has reached out to its target group

· The validity of the strategies of the DZADP towards the target group (see 2.4. Specific attention points)

2.7. Methodology

The Specific Attention Points (2.4), the Requested Services (2.5) as well as the Expected Results (2.6.) tackle questions concerning all the evaluation criteria. However the MTR should stress the important role played in this mission by RELEVANCE, EFFICIENCY and SUSTAINABILITY criteria:

· Relevance: Identification of beneficiaries; Agricultural Vs Rural Development; 2 new districts

to be included under the light of the MTR assessment and the Peace Process.

· Efficiency: Partner country contributions; Management skills and Strategies.

· Sustainability: Sustainability aimed project strategies; Institutional capacity; Socio-cultural

factors.

The MTR should be guided by the following guidelines:

1- 
Through the initial briefing in Brussels ensure that the framework of the assessment is in line with the general development policy of the European Commission regarding the DZADP (FA, OWP, AWP, Reports)

2- 
Through the initial briefing with the EC-Delegation in Colombo to ensure that the assessment follows the guidelines and perspectives of the Delegation regarding the project and its future.

3- 
Hold discussions with the implementing agencies (See 2.1. Beneficiaries) to obtain their views on project progress, constraints, achievements and future developments

4- 
Hold discussions with the project director and senior project staff to obtain their comments and views on the project development process. This includes project progress, constraints, achievements and future developments

3. EXPERT PROFILES
Three European Experts and two Sri Lankan experts - All fluent in Enalish. Experience in Sri Lanka will be a further significant advantage for the two experts under positions 3.1 and 3.3. The team might be preferably gender-balanced.

3.1. Institutional development specialist-Team Leader (European - Cat. I) 
Degree in Agriculture / Sociology / Economy. Senior Expert with at least 15 years experience. Required:

• Experience in project management/ EC procedures.

· Experience in institutional analysis of partnerships, including government-partners

· Experience with social mobilization / dynamics of farmer groups

· Experience in participatory monitoring & evaluation conducting.

•
Experience with the institutional setting in South Asia (both governmental and non-governmental)

The Team Leader will have the responsibility of drawing up the reports, in close consultation with other members of the team, and will lead all the contracts and cooperation with the EC Delegation, relevant Sri Lanka Ministries and other agencies.

3.2. Business Development specialist (European - Cat. II)

Degree in Business Administration/ Economy. Expert with at least 10 years of experience. Required:

· Experience with agro-enterprise development of farmers and farmer groups

· Experience with communication and marketing information systems

· Experience with the agriculture and agri-business environment in South Asia

3.3. Training - Extension Specialist (European - Cat. III)

Degree in Agriculture/Sociology/ Anthropology. Expert with at least 5 years of experience.

Required:

· Experience in training design, development and facilitation

· Experience in impact assessment of training

· Experience in rural extension methodologies

· Experience with rural extension set-up and practices (both governmental and non-governmental) in South Asia

· Gender Expertise

3.4. Financial Expert (Sri Lankan - Cat. II))

Degree in Economics. Expert with a minimum of 10 years experience. Required:

· Experience in financial management of cooperation projects

· Experience with financial rules & procedures EC

· Experience in auditing and budget management

3.5. Natural Resources Expert (Sri Lankan - Cat. II)

Degree in Agriculture/Natural Resources Management. Expert with a minimum of 10 years experience.

· Experience in dry zone agriculture

· Experience in natural resources management, including water resources

· Experience with governmental set-up in the dry zone

· Experience with rural extension methodologies

4. LOCATION AND DURATION
The most appropriate period for the evaluation mission would be the period of April to May 2003, which falls after the rainy season of 2002-2003. This period comes just after a large number of activities have taken place in the rainy season, and provides a good opportunity to assess the outputs and effects of those with all the stakeholders.

As the project started in March 2000, and evaluation in the mentioned period would comprise a three​year cycle (half the project life). It would also provide the mission with the opportunity to evaluate the start-up activities in the two new district (where the DZADP started working in September 2002)

	Task
	Institutional

Dev. Team

Leader

(cat I)
	Bus. Dev.

Expert

(cat II)
	Training

Expert

(cat iii)
	Financial

Expert

(cat Ii)
	Natural

Res. Expert

(cat II)
	Total

	Briefing/ de-

briefing

Brussels
	2
	2
	2
	0
	0
	6

	International

Travel
	2
	2
	2
	0
	0
	6

	Briefing/ de-

briefing

Colombo
	2
	2
	2
	2
	2
	10

	Mission in Sri

Lanka
	18
	18
	18
	12
	18
	84

	Reports
	6
	6
	6
	4
	6
	28

	TOTAL
	30
	30
	30
	18
	26
	134


5. REPORTING

The reporting has to be done in such a way that it makes clear:

· the project strategies and direction which need to be maintained, replicated and / or expanded

· the changes in project strategy and direction which may be required

· the steps and actions which will have to be taken to implement those changes, including, but not limited, changes in expected results and assumptions of the project's logical framework.

The team will produce:

(a) a written "Aide-memoire" (8 pages maximum) to be presented in English as a basis for discussion at wrap-up meetings with the Ministry of Agriculture and Livestock, PMCU, and EC Delegation in Sri Lanka.

(b) a Draft Report, in English, including (1-2 pages) executive summary and attaching the comments of the wrap-up meeting, shall be submitted within five days of the return to Europe, the draft report will be sent by the consultants, via express courier service, to the following services:

2 copies to the EuropeAid Co-operation Office (Asia Directorate, Unit D/3 - Regional Integration/Institutional Support) in Brussels, Belgium.

2 copies to the EC Delegation in New Delhi, India.

3 copies to the EC Delegation in Colombo, Sri Lanka.

(c) Within 3 weeks of receipt of the draft report, the Ministry of Agriculture and Livestock, PMCU and EC will forward their detailed comments to the Team Leader of the Mission. The Final Report (8 copies), in English, maximum 50 pages, will then be completed within 5 working days. It will be transmitted within 2 further days by the Consultant via DHL as follows:

· 2 copies to the EuropeAid Co-operation Office (-Asia Directorate, Unit D/3 - Regional Integration/Institutional Support) in Brussels, Belgium.

3 copies to the EC Delegation in New Delhi, India.

3 copies to the EC Delegation in Colombo, Sri Lanka.

An electronic copy of all documents will be submitted by e-mail simultaneously with the submission of the hard copies of draft and final documents to the EC headquarters, the EC Delegation in New Delhi and EC Delegation in Colombo.

6. IMPORTANT REMARKS

During contacts with the Sri Lankan Authorities or any other organization, the consultants will clearly identify themselves as independent consultants and not as official representatives of the European Commission.

These Terms of Reference may be elaborated further by the Commission and/or be completed at the briefings in Colombo. Attention is drawn to the fact that the Commission reserves the right to have the reports redrafted by the mission as many times as necessary and that financial penalties will be applied if schedules indicated for the submission of reports (drafts and final) are not strictly adhered to.

Prior to the commencement of the mission the consultants should obtain visas for Sri Lanka. The framework contractor must foresee a local budget available to the consultants, covering, inter alia, personnel, transport and office supplies.
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Figure 1 Different components of the DZADP
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