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INDIA

ORISSA TRIBAL EMPOWERMENT AND LIVELIHOODS PROGRAMME

APPRAISAL REPORT

ANNEX 12

PROGRAMME ORGANISATION AND MANAGEMENT

I. PROGRAMME MANAGEMENT STRUCTURES

A. Management Principles

1. Deficiencies in the project management structure and lack of synergy were major impediments to effective project implementation under the Orissa Tribal Development Project. Following this experience, innovative approaches are required to ensure an efficient management structure for the Programme. These include the following:

· developing the role of the government as a facilitator and not as an implementer; 

· ensuring that the Programme is demand-driven and not supply-driven;

· mainstreaming the Programme activity and, as far as possible, avoiding creating parallel structures;

· building effective synergy among the village community, panchayati raj institutions, civil society and line departments;

· involving the traditional village councils and village leadership along with the emerging new leadership to ensure cohesion within the communities.

2. In addition, in order to provide competent and stable management, the following are essential: 

· recruitment of staff through an open selection process which ideally should cover candidates from government and the private sector – this should ensure a willingness and  commitment of staff to work with the Programme and selection of technically competent staff, both of which essential traits can be missing in the present government procedures of deputation;

· employment of staff on a performance-related contract basis, with an appropriate incentive system;

· greater autonomy over financial and service rules – with the exception of procurement procedures – to provide the Programme with the operational flexibility needed for devising alternative development approaches at all levels;  

· contracting in of technical and social development services from the best available service providers from government and the private sector, including NGOs, with clear terms of reference to ensure accountability for performance.

B. Overall Organisational Structure

3. The Ministry of Tribal Affairs (MTA) at the central level and the Scheduled Tribes/Scheduled Castes Development Department (ST/SCDD) at the state level would be the nodal agencies for the Programme. By virtue of the constitutional role of the central government in tribal affairs, MTA would review and monitor Programme performances. 

4. At the grass roots level SHGs and VDCs would be the implementing agencies supported by  the ITDAs at the district level and a Programme Support Unit within the ST/SCDD at the state level. The latter will facilitate mainstreaming of the Programme activities and enable the experience gained from the Programme to be disseminated to other ITDAs. GOO and ST/SCDD are urged to provide the necessary flexibility to the PSU in funds flow and utilisation and management procedures in order to allow innovation to take place and to ensure the smooth implementation of the Programme.

5. At the block level, facilitating NGOs would provide support to SHGs and VDCs for building their capabilities. If the NGOs at the block level do not have requisite techno-managerial competence then they would recruit their own technical staff or enter into partnership, through an MOU, with the line department staff or other technical service providers.  The Programme would use the services of the Watershed Mission for monitoring the watershed development activities and would develop synergy with the KBK programme for coordination with the line agencies. The proposed Programme management framework is provided in Chart 1.

C. State Level

6. Programme Steering Committee. A Programme Steering Committee (PSC) would be established under the Chairmanship of the Chief Secretary (or alternate) with representation of the KBK Administrator
 and with the Commissioner of the SC/STDD as the Member Secretary. The other members would include the Agricultural Production Commissioner, senior representatives (preferably at Secretary) of all relevant government departments, Director of the Watershed Mission, independent development experts, district collectors of Programme districts, representatives of the ITDAs, NABARD, SIDBI, commercial and regional rural banks, resource NGOs and research institutes.  A representative of the MTA would also attend the meetings of the PSC. This body will set the overall policy guidance for the Programme.

7. The PSC would meet twice a year. Its function would be to provide policy guidance to the Programme and to secure inter-departmental coordination and linkages for the Programme. Its brief would be to: 

· provide conceptual, strategic and policy guidance for the design and implementation of Programme activities;

· review progress of the Programme on the basis of reports submitted by the PSU; 

· resolve any problems in Programme implementation relating to coordination with the line agencies and banks which require higher level intervention; 

· review the annual work plan for the Programme as prepared by the PSU to ensure adequate budgetary provisions; 

· provide a forum for dialogue between state level policy makers and field level implementers;

· review the issues arising out of the District level ITDA Governing Body meetings and Management Committee meetings, monitoring reports, impact assessment studies, and evaluation reports and give policy directions to resolve the issues; 

· ascertain ways and means of internalising lessons learned from the new mode of Programme delivery into the regular government programme.

8. A Management Committee would be established under the Commissioner-SC/ST Development as the Chairman. The members of the Management Committee would include the Secretary, Forest; Director, Watershed Mission and Secretary, Agriculture and with the Programme Director as the secretary. 

9. Programme Support Unit.  A Programme Support Unit (PSU) would be established within the ST/SCDD with a full-time staff for the day-to-day coordination of the Programme. The PSU would be headed by a full-time Programme Director (PD) of the rank of Additional/Joint Secretary who would be responsible for the day-to-day functioning of the Programme and would be the Secretary of the Management Committee. Alternatively, Management Graduates from premier institutes, having at least 7 years of experience in development, could be considered for the position.

10. The PSU would comprise three departments: 

· Programme Planning and Evaluation 

· Livelihood and Natural Resource Management 

· Training and Capacity Building

11. The proposed structure for the PSU is given in Chart 2. The PSU would comprise the following officers and support staff. The terms of reference for the PSU professional staff are given in Appendix 1.

· Programme Officer- Planning, Monitoring and Evaluation 

· Programme Officer - Livelihoods and Natural Resource Management

· Programme Officer - Capacity Building 

· Finance and Administration Officer

· MIS Manager

· Accounts assistant

· Office assistants (2)

· Drivers (3).

12. The PD and all other professional staff would be recruited through open competition from the public or private sector. Direct transfer within the government system would not be permitted.  All staff would be hired on performance-based contracts, renewable annually, based on performance. Government staff would apply for the posts and, after selection, join the PSA/ITDA on a contract basis whilst retaining lien on their post with their parent department. Their service will be protected and the pension liability will be met by the Programme. Commitment to an extended period of tenure (at least 3 years) would be required for the PD and other key officers, depending on satisfactory performance. In order to achieve this it may be preferable to appoint young IAS officers until they are eligible for their next posting at a higher level after three years
. Alternatively, motivated management professionals who work in the development sector may be appointed. To attract talent and keep them motivated a performance based and loyalty driven incentive system must be introduced.

13. For efficient operation of the Programme, the PSU will need to be vested with adequate sanctioning powers by the Finance Department as per the requirements of the Programme and provided with as much operational flexibility as possible. Monitoring and evaluation of the watershed development component of the Programme would be contracted to the Watershed Mission in view of its expertise and in order to facilitate a mutual sharing of experiences of watershed development.

14. The functions of the PSU would be to:

· Act as the secretariat for the PSC;

· Provide overall coordination of Programme activities;

· Provide necessary guidance to implementation of the Programme activities including formulation of improved development strategies;

· Facilitate the flow of funds to the ITDAs and other Programme partners and ensuring timely release of funds from GOO;

· Monitor utilisation of funds;

· Oversee field operations implemented through the ITDAs;

· Undertake concurrent evaluation of Programme progress to assist in refining methodologies and commissioning special studies to improve Programme design during the course of implementation;

· Provide services required across participating districts e.g. contracting of resource NGOs and national consultants, coordination of training programmes, workshops, study tours, training of NGOs, etc.

· Commission the development of a management information system (MIS) to be used by all the ITDAs and assist them in implementation of the MIS to ensure a coherent framework for monitoring Programme activities;

· Liaise with the state administration, ITDAs, line agencies, and financial institutions to ensure their coordination for Programme  implementation;

· Coordinate the preparation of the Annual Work Plan and Budget;

· Prepare reimbursement claims for submission to the Department of Economic Affairs;

· Prepare and submit consolidated progress reports;

· Provide a forum for the cross-fertilisation of ideas between Programme districts and promote experience sharing through workshops.

D. District Level

15. At the district level, the existing ITDAs - one per Programme district (see Annex 2 for list) - would be strengthened to coordinate implementation of the Programme. This requires restoring to the ITDAs the autonomy and operational flexibility inherent in their establishment as autonomous registered societies. This would include operationalising the power of ITDAs to:

· operate bank accounts;

· establish independent financial, personnel and administrative rules including the authority to create posts, hire staff on contract, and determine remuneration packages;

· contract with NGOs and other service providers;

· formulate, sanction (technical as well as administrative) and implement the annual work plan (duly approved by the Governing Body) without seeking further GOO approval;

· revise the bye-laws of the selected ITDAs to enhance its flexibility in fund management;

· Enforcing the existing guidelines
 on submission of Confidential Reports of the Block Development Officers and other revenue officials in the area through the Programme Administrator.

16. Governing body. The existing Governing Body (now called Project Level Committee) of the ITDAs with about 44 members would be revamped. It would be chaired by the District Collector, with the Programme Administrator (PA/ITDA) as the member Secretary. Other members of the committee would be the Chairman of Zilla Parishad,  Block Samiti chairpersons of Programme blocks, Chief Executive Officer of DRDA, District level Head of Departments of Agriculture, Forestry, Soil Conservation, Animal Husbandry, Public Health, Fisheries, other relevant line departments, NABARD District Development Manager, District Lead Bank Officer, independent tribal development experts and NGO representatives. It would co-opt at least two representatives from the tribal communities in the Programme area after the second year of Programme intervention. The Governing body would establish a smaller management committee and would co-opt members and establish technical sub-committees for specific actions and regular interaction. The Governing Body would meet once in a year to review the performance during the year and the annual work plan and budget for the next year. 

17. Management committee. The Governing Body would form a Management Committee chaired by the District Collector with the PA/ITDA as the member secretary. Other members would be the ITDA Programme staff, NABARD representative, at least two district level officers from the line departments, and the representatives of NGOs participating in the Programme. This committee would meet monthly during the initial phase of Programme implementation, extending to quarterly meetings at a later stage with the provision to call additional meetings if required. The committee would be responsible for: (i) reviewing the district Annual Work Plan and Budget (AWP/B); (ii) procurement (that includes the procurement of equipments and services) and financial decisions; (iii) appointing implementing agencies that met the procurement criteria; (iv) reviewing progress of Programme implementation; (v) finalising line agency inputs into the Programme and establishing coordination and implementation mechanisms; (vi) resolving outstanding implementation issues; and (vii) reviewing monitoring reports. 

18. Structure of ITDA.  The ITDAs would have three sections as shown in Chart 3: 

· Programme Planning and Monitoring Section

· Watershed Section 

· Capacity Building Section. 

19. Staffing.  The post of Programme Administrator, heading the ITDA would be upgraded and new appointments made. Young IAS officers or motivated management professionals working in the development sector may be appointed. The Programme Administrator (PA/ITDA) would be assisted by the full-time staff listed below who would be recruited for implementation of the Programme. Existing engineering staff would also assist with Programme implementation as required. Terms of reference for the key staff are given in Appendix 2.

· Programme Officer – Planning, Monitoring and Evaluation; 

· Finance and Administration Officer; 

· MIS executive 

· Watershed Development Officer; 

· Agricultural Officer
 

· Forestry Officer 

· Programme Officer – Capacity Building

· Micro-Finance/Marketing Officer

· Data processing assistant

· Accounts clerk

· Office assistants (2)

· Drivers

20. Staff appointments would be on the basis of performance-based contracts with each ITDA, renewable annually. Candidates would be recruited through open competition based on professional competence, familiarity with the development needs of tribal people, and commitment to the objective and methodology proposed under the Programme. Equal opportunity would be provided to both the government staff and open market candidates. As far as possible, the staff would themselves be of tribal origin; female candidates and those speaking local languages/dialects would be given preference.  Commitment to an extended period of tenure (at least 3 years) would be required for the PA and other key officers, depending on satisfactory performance. 

21. Responsibility of ITDAs. The ITDAs would be responsible for: 

· coordinating all Programme activities related to the development of watersheds, management of common forestry resources, agriculture, livestock, fisheries, SHGs, micro-enterprises, etc., including selection of villages which conform to the prescribed selection criteria for Programme implementation; 

· identifying appropriate implementing agencies and NGO partners; 

· initiating beneficiary empowerment and capacity building processes in close coordination with the NGOs and the identified communities; 

· collaborating with other service providers (line departments, NGOs, research institutes and other agencies) for the provision of the technical support services required by the communities; 

· preparing the ITDA annual work plan and budget (AWP/B) based on Palli Sabha Resources Management Plans (PSRMPs);

· monitoring and supervising Programme implementation including preparation of quarterly and annual progress reports; 

· releasing funds to VDC, NGOs, other service providers/partners including government departments; 

· preparing and submitting reimbursement claims;

· monitoring and supervising the activities of all partner agencies including the various committees at the Palli Sabha level, NGOs, Village Animators, Community Health Workers, Livestock Link Workers and SHGs.

E. Block Level

22. NGO involvement as facilitating agency. The programme would bring NGOs as partners for assisting grassroots institutions in implementing their programmes. Whilst it is agreed that NGOs are best suited for community mobilisation, only a few NGOs in the Programme area presently have adequate technical capacity. Hence, whilst the involvement of NGOs for community mobilisation would be a pre-requisite, the Programme would provide for flexibility in the provision of technical support services to the communities through allowing NGOs to recruit their own technical staff to enter into partnership with the line departments either through taking government staff on deputation or sub-contracting part of its technical work to the government department, but with the NGO remaining responsible for its quality and timely completion. Any need to deviate from these patterns e.g. to give implementation responsibility to a government department who would contract an NGO for social mobilisation would be the last options and would need to be justified and approved by IFAD/DFID. 

23. These partnerships and variations will be studied during the Inception Phase to concretise design in subsequent phases. 

24. These facilitating NGOs would act as a vital link between the ITDAs, departments, resource NGO and the communities.  The responsibilities for the facilitating NGO will be clearly spelt out in the Memorandum of Understanding between the ITDA and the NGO (see Annex 4 for details).  These NGOs would be partners in Programme management at the Block level. If the NGO is appointed as the sole implementing agency, then it is expected to develop 12 watershed development schemes over a period of 8 years so as to ensure economies of scale for employing the technical team. The Watershed Development Team would indicatively comprise a full-time Programme Officer - Community Development (SHGs/micro-finance), Soil Conservation Officer, Irrigation Engineer, and Accountant. Depending on the need, part-time consultants would be engaged for agriculture, horticulture, forestry, legal affairs, and marketing.  If the NGO does not wish to engage these technical staff directly it may enter into partnership with the line departments to obtain the necessary resources. This could be done by taking line department staff on deputation (on full or part-time basis) to enhance its technical capability. Secondly, the NGO would be permitted to sub-contract part of its technical work to the line department, but the NGO will be responsible for its quality and timely completion. For social mobilisation and on-going support to communities for planning and implementation, the key NGO staff would be the Cluster Coordinators and Village Animators (preferably recruited from the tribal villages). 

25. These NGOs would be selected through a competitive procurement process acceptable to Government of Orissa, IFAD, DFID and WFP. Detailed procurement guideline will be developed by the PSU, which would be used by all ITDAs to identify the implementing agencies and the service providers (see Annex 4 for indicative procedures). 

26. Line Department as facilitating agency.  In the event that the ITDA/PSU assess that competent facilitating NGOs are not available to act as primary programme partners, the PSU shall submit a proposal to IFAD/DFID for approval to allow the ITDA to appoint a line department as the facilitating agency. In this case the line department would enter into partnership with other line departments to provide the full range of technical expertise required for the WDT and obtain the services of NGOs, individuals or community groups to be involved in initiating community empowerment and capacity building activities through providing the Cluster Coordinators and Village Animators required.  If implementing agency were a line department e.g. Block or soil conservation department, they would contract the services of the NGO or other agency and an MOU would be signed between the NGO and the implementing agency to ensure joint accountability. 

27. Roles and responsibility of social mobilisers. Amongst other duties, the Village Animator, supported by the Cluster Coordinator, would be responsible for: (i) promotion of the Programme at the village level; (ii) motivation and awareness building amongst women; (iii) all activities related to SHGs development and VDC activities; (iv) acting as a link person between the ITDA, the line agencies and the VDC; (v) helping in maintaining accounts of the SHGs and VDCs; (vi) assisting in executing training programmes for the members of the community; (vii) assisting the community in participatory planning and selection of economic activities; and (viii) assisting the VDCs in monitoring and supervision of the activities of the beneficiaries and loan repayment performance.

28. Sustainability Plan. The facilitating agencies (NGO or line department), in planning the implementation of interventions, would develop a well-defined programme of phased withdrawal and handing over of responsibilities to the representatives of the communities. Elaboration of the exit strategy would be a key feature in the selection process for the facilitating agencies. The ITDA would select facilitating agencies and partner NGOs that would be responsible for assisting Palli Sabhas in the overall implementation of the Programme and in particular for building the capacity of sustainable community institutions.

29. Team Building Plan. The Programme would facilitate the team building of the facilitating agencies through the support of Resource NGOs and/or other private sector providers and line departments for specific technical support and other areas, as per the needs expressed by the Palli Sabha in the Palli Sabha Resource Management Plans. Promotion of these partnerships should be the basic value of this Programme. The NGOs that are contracted would become partners in promoting Programme activities and would recruit committed field workers and select animators in consultation with the communities. 

F. Community Level

30. The Programme would devolve as much responsibility as possible for planning, budgeting and management of implementation of development initiatives to the communities themselves following appropriate training of community level institutions in management, controlling and accounting for funds, etc. (see Annex 4). The communities would be responsible for:

· Planning of village development activities;

· Management of the implementation of development initiatives;

· Management of credit operations, mainly through SHGs;

· Provision of technical support through the training of village volunteers;

· Mobilisation of community labour contribution for community activities e.g. watershed development, forestry;

· Channelling of grant funds for watershed development and other activities including payments to community members for development works;

· Undertaking contracts for community construction of small scale infrastructure e.g. irrigation tanks, stores, worksheds, etc.;

· Organisation of inputs supply;

· Monitoring and reporting progress on development works to the ITDA, through the facilitating agency.

31. Community institution building will commence with the strengthening/formation of SHGs and other specific interest groups. Over time, the leaders of well performing groups would come together to form the nucleus of a Village Development Committee (VDC) which would oversee the elaboration of the Palli Sabha Resource Management Plan. The VDC would subsequently manage implementation of the Programme activities (see Annex 4 for details). The VDC would elect a Management Committee which, inter alia, would manage the Village Development Fund and would be responsible and accountable to the palli sabha. The community level structure is shown in Chart 4

G. Coordination Arrangements

32. In view of the fact that this Programme is process-oriented and covers the entire spectrum of rural development activities, effective coordination and convergence of activities with the other agencies involved would be essential for successful implementation. 

33. Watershed Mission.  The government of Orissa has launched a Watershed Mission at the State level and also at the district level. The watershed mission at the state level lays down overall guidelines for implementing watershed interventions and the district level watershed committee would prioritise the watershed activity in the districts. It is essential that the Programme develops interface with the state level watershed mission and also with the district level watershed mission. The Director, Watershed Mission at the State level would be a member of the PSU. At the district level, the member of the watershed mission would be included in the Governing Body of the ITDA and on the Management Committee and in the Watershed and Forestry Working Group. 

34. Watershed and Forestry Working Group. According to the present arrangements, all forestlands must be worked according to a working plan sanctioned by the Ministry of Environment and Forests (MOEF) of GOI. However, micro-plans for forest improvement prepared under the Programme could be for areas that fall within this approved working plan area as well as for those areas that fall outside the approved working plan area. The respective District Forest Officers (DFOs) are empowered to approve the micro-plans that are in conformity with the working plan. The Principal Chief Conservator of Forests (PCCF) is empowered to approve micro-plans that deviate from the working plan. Since, a major portion of the watershed area to be treated falls within the forest boundary
, it is necessary to involve the Forestry Department at the planning stage so that the watershed development plans for the forest areas are incorporated in the plans of that forest division. For this purpose, the ITDA would establish a Watershed and Forestry Working Group chaired by the PA/ITDA and comprising the DFO and the representative of the Watershed Mission Committee as members. This working group would review the forest micro-plans and give tentative approval. Thereafter, the plans would be forwarded to the DFO or PCCF for formal approval for treating the lands within the forest boundary and for their inclusion into the Forest Department’s working plans.

35. Development Convergence Forum.  Most development efforts suffer from the scheme-based piecemeal approach of both the government and non-governmental agencies with a multiplicity of groups formed by different agencies with no effort is made to analyse the strengths and weaknesses of existing groups and to use existing well-performing groups as development vehicles. No efforts have been made to enhance dialogue and partnership between GOs and NGOs and hence GOs have been unable to build on the successes of the NGOs in community mobilisation, resulting in duplication of effort. In contrast, the focus of the Programme would be on mainstreaming and ensuring the integration of the Programme area communities into the overall development efforts of the district. This will also enable Programme communities to draw on funds available under other line department and poverty alleviation programmes to meet the needs identified by the communities which lie outside of the Programme funding. 

36. In order to achieve this a Development Convergence Forum would be established at the sub-division level comprising the Sub-Collector, Tahsildars, BDOs, Forest Range Officer, NABARD DDM, Lead Bank Manager, Health and Education officials, infrastructure departments and all the NGOs (both those working for the Programme and others working in the sub-division). The main objectives of this forum shall be to: (i) eliminate duplication of efforts and facilitate access to on‑going programmes and funding sources; (ii) develop synergies between GO, NGO and Programme activities; (iii) help informal institutions such as SHGs to develop linkages with banks; and (iv) help NGOs to develop linkages with other projects, such as SIDBI and CARE-CASHE projects funded by DFID.

37. Linkage with KBK Programme.  The Programme would also develop linkages with the KBK programme for inter-agency coordination. The Administrator of KBK is a high-ranking officer (rank of a chief secretary) and could act as a vice chair man in the PSU.  Since five of the Programme ITDAs are in the KBK area and the KBK programme is of single window nature, effective coordination can help in better programmatic linkage.  The Programme could also find linkage with the Western Orissa Rural Livelihoods Project (WORLP) supported by DFID with common objectives for sharing of experiences.

38. Linkage with Panchayati Raj Institutions. The Programme is consciously trying to link bottom up with PRIs.  At the VDC level, the ward member and most likely the sarpanch are members whilst higher up the block samiti and zilla parishad chairmen and collectors as members of the ITDA governing body provide the linkage with PRI.  Through these mechanisms other programmes (such as education and health) could also be tied up in the Programme area. Ultimately, DRDAs and ITDAs will be linked up with the Zilla Parishad.  

39. Linkage with Civil Society.  This programme builds in partnership with NGOs from grassroots level facilitation to resource NGOs for advisory services. However, a more crucial aspect is civil society’s role in good governance, especially in this Programme where formal rights of tribals are not well entrenched.  Civil society has a role in making their voices heard in government decision-making, reducing corruption, increasing transparency and building a consensus in favour of economic reform and reducing conflicts.  The Programme should continuously be in touch with this segment to improve design and delivery. Workshops for conflict management and building common ground could organised for achieving effective consensus.

II. HUMAN RESOURCE DEVELOPMENT

A. Training

40. The Programme would support human resource development at the state and district levels using three strategies: (i) training programmes; (ii) workshops; and (iii) study tours.

41. Training Programmes. The PSU and ITDA staff would be trained in Project Management. The technical support facility supported by DFID would help them to acquire new tools in project management such as Financial Appraisal of Investments and Critical Path Analysis. Apart from these, resources from reputed management institutes and specialised firms would be approached for organising subject specific training. The Programme would also support training in MIS and computer operation. This training would be undertaken in conjunction with the activities of the M&E Agency. 

42. The staff of the ITDA would be trained in micro-planning and SHG mobilisation. This would help them to upgrade their knowledge about these techniques. It would also help them to better supervise and monitor the facilitating NGO staff. 

43. Technical training of NGO staff would be carried out jointly with line department staff at the district level so that they build an effective partnership.

44. Workshops. Initial start-up workshops would be conducted to provide an orientation to the district and state level staff on Programme objectives, components and processes. The start-up workshop would also provide necessary inputs regarding preparation of annual work plan and budget, funds flow, reimbursement procedures, preparation of withdrawal application, reporting requirements and audit.  

45. Both at the state level and at the district level, annual review workshops would be organised to review the performance of the programme, identify the constraints and prepare an agenda for overcoming the constraints. Participants at the district level workshops would comprise community representatives, Village Volunteers, NGO and ITDA staff. The review workshops at each level would be preceded by the review workshop at the lower level to ensure that the feedback from the bottom layers are imbibed by the higher levels. The Programme would also support workshops and roundtables for designing modalities for SHG-Bank Linkage Programme and also NGO‑SIDBI/CARE Linkage Programme. 

46. Stakeholder Workshops. Steps would be taken to deepen stakeholder awareness and define their roles in relation to the Programme through a series of stakeholder workshops to be held in each Programme district in PY1.  This would help to reveal issues that the Programme could or should address more fully e.g. the range of strengths that different groups bring to the Programme and how the various actors (ITDAs, local NGOs, village institutions, line ministry officials and staff and PRIs actually conduct their business together. This process will enable the Programme to engage with the development of rules that increase opportunities for good governance amongst new, emerging or existing groups whose roles the Programme will help define and strengthen. The workshops would be repeated in each district in PY4 and PY7. 

47. Study Tours. The Programme would support study tours for PSU, ITDA, NGO and participating Bank staff to visit programme areas with similar interventions. This would help the staff to compare the processes adopted and results achieved. Initially, the study tours would be arranged to other IFAD projects in the country. During the later years, the study tour would focus on success stories within the Programme area. 

48. Community Level/.  Human resource development for the empowerment of the communities is described in Annex 4.

III. TECHNICAL SUPPORT

49. The Programme would engage resource NGOs/Institutions to assist in human resource development and in providing technical support. Resource NGOs /Institutions would be engaged to train the facilitating NGO staff and ITDA staff, particularly in  SHG development and Micro-planning activities, as these two activities form the foundation on which the village development committee and other interventions would be built. 

50. M&E.  The Programme would also engage one or more agencies to undertake: (i) development of a participatory monitoring and evaluation kit and analytical tools to capture changes at the beneficiary level as a result of Programme interventions and evaluate performance of the partner agencies; (ii) develop a web based monitoring system; (iii) training of the facilitating NGO and ITDA staff to use the participatory monitoring and evaluation kits and analytical tools, and train the beneficiaries in self evaluation and evaluating performance of the group leaders and partner agencies; (iv) backstopping of the NGOs and ITDA staff to monitor the Programme and undertake concurrent impact assessments and special surveys as required; and (v) establishment of a system of disseminating monitoring and evaluation analysis and results to the beneficiaries as well as to programme management.

51. Process documentation. The Programme management would recruit an agency or a group of individuals capable of documenting the development processes initiated under the Programme in a simple language. This would include preparation of video films covering both the successes and failures in Programme intervention with an analysis of reasons. This would serve as a powerful tool for replicating on a larger scale the processes perfected by the Programme.  

52. Knowledge management. Specialist consultants would be contracted to coordinate the documentation and communication needs of the project. Their responsibilities would include identifying the communication needs of the project and contracting local communication agencies for delivery in local language and folklores; producing a newsletter on the project progress to share with all stakeholders in relevant languages and assisting in developing a portal for the Programme management to register the views of the staff and community.

53. Indigenous knowledge.  The Programme would emphasise identifying and utilising indigenous knowledge and to this end  it would contract a resource NGO to document traditional practices, especially related to natural resource management (terracing, water harvesting, etc.) and agriculture. Appropriate systems for putting this knowledge in the public domain would be investigated including fact sheets, web site, etc.

54. Gender strategy.  A specialist gender expert would be contracted to help develop the gender strategy for the Programme focusing on gender mainstreaming and improving the gender balance of development in the Programme area. This would include ensuring that gender issues are fully incorporated as detailed arrangements for Programme implementation are being developed and  helping to develop approaches for ensuring women’s full participation in the Programme activities. In addition, the expert would develop methodologies and approaches for improving the level of gender awareness amongst all Programme partners and communities. 

55. Policy initiatives review.  The Programme would contract an expert(s) to review the progress being made by GOO on implementing existing policy initiatives and in developing new strategies and policies to address the outstanding policy concerns.

IV. IMPLEMENTATION ARRANGEMENTS

A. Implementation Schedule

56. The Programme would be implemented over a period of ten years, divided into the following phases:

· Inception Phase (12-18 months) for reviewing and refining the modalities for implementing the Programme;

· Phase I (PY1-3) – pilot phase for evaluating Programme initiatives and institutional structures;

· Phase II (PY 4-6) – upscaling phase;

· Phase III (PY 7-10) – consolidation phase.

57. Inception phase.  During the inception phase further deepening of the understanding of some of the underlying issues which are important for the effectiveness of Programme implementation would take place through a series of studies on the key policy issues in order to better define the Programme’s role in advancing solutions (see Annex 3). In addition, stakeholder workshops would be held directed towards obtaining a better understanding of the governance issues in order to guide the building of relationships between the different stakeholders in the course of Programme implementation. The outcome of these activities would enable any necessary refinements to the modalities for implementing the Programme to be made. 

58. Phase I (PY1-3) would be considered a pilot phase allowing for a thorough testing and review of Programme approaches, activities, and institutional arrangements on a limited scale in 10 blocks in 4 districts. Provided that adequate NGO capacity exists, the Programme would be launched in the most backward blocks which provide for contiguity in the following districts – Gajapati (Rayagada, Guma, Nuagada); Kalahandi (Th. Rampur and Lanjigarh); Koraput (Narayanpatna, Bandhugaon and Laximpur); and Sundargarh (Gurundia and Lahunipada). In the first year, considerable lead-time will be required in order to establish the management structure on a sound basis. This will involve: appointment of officers for the ITDAs; formulation and establishment of internal communication systems; orientation of relevant government department staff; selection and training of the facilitating NGOs and the Village Animators; and motivating and mobilising SHGs at the village level. An intensive review at the end of PY3 (see below) would assess the readiness of the Programme for replication on a wider scale and would allow for any necessary refinement of the Programme design and implementation modalities.

59. Phase II (PY4-6) would provide for upscaling of the Programme activities. The scope of the scaling up phase will depend on the results of the Mid-Term Review but it is provisionally envisaged that an additional four districts (Kandhamal, Malkangiri, Nawarangpur and Rayagada) and an additional 20 blocks in these districts and in the Phase I districts, would be included in a phased manner. New blocks would be inducted into the Programme up to PY5 and new micro-watersheds up to PY7. 

60. Phase III (PY7-10) would be the consolidation phase focusing on ensuring sustainability of the Programme’s interventions.

B. Key Activities

61. Some of the key activities scheduled for the programme management are described below. The full Programme implementation plan is given in Appendix 3.

Pre-start up Activities

62. Broad guidelines for the initial stages of Programme implementation which are to be completed before disbursement of the IFAD loan/DFID grant to the Government of Orissa are outlined below. 

· formation of PSU, which would be a condition of loan effectiveness; 

· prepare detailed terms of reference for recruitment of key staff both for the PSU and the ITDAs following the principles outlined above (paras 12 and 20). Normal competitive recruitment procedures would be adopted. These would include: (i) formation of a selection panel; (ii) advertisement in newspapers, circulation in all government departments and circulation to reputed NGOs; (iii) short-listing and interview; and (iv) obtaining approval of the selected candidates for the key positions by IFAD/DFID. Government staff would be encouraged to apply for the positions and face open competition. The positions of Programme Director, PSU and the PA/ITDAs would be preferably reserved for Officers of All India Services;

· formal establishment of the PSU and Management Committee through Government Order;

· restructuring of the ITDAs would also be a condition for loan effectiveness. The requirements under the restructuring are discussed above. 

Start-up Activities

63. The pre-start up activities will be followed by preparation of a short-list of appropriate NGOs, for taking up the responsibility as facilitating NGOs and resource NGOs, and also appropriate agencies/individuals for initial implementation tasks including monitoring and evaluation. This process would need to proceed in tandem with the selection of the micro-watersheds as the presence of suitable NGOs is one  of the parameters in the micro-watershed selection process. The PSU and ITDAs, would initially identify the NGOs and allocate specific geographical areas to the NGOs based on their experience, exposure and/or knowledge of the tribal communities inhabiting the area, provide information relating to the activities envisaged in the Programme and arrange for field visits to the Programme area.

64. The selection of NGOs as Programme partners, however, is an important and often difficult task. The experience of IFAD’s projects in Orissa and Tamil Nadu has highlighted the crucial importance of selecting NGOs with the right orientation.  The selection process for NGOs should ensure that only NGOs of known credibility and having the capacity to deliver the mandated output are contracted by the ITDAs. The process to be adopted for selection of NGOs and key tasks of NGOs are provided in Annex 4.  However, this should be aligned with the detailed procurement guidelines to be drafted and agreed upon by all partners like GOO, IFAD, DFID and WFP.

65. Thereafter, a start-up workshop would be organised at the State level which would have two parts. The first part would be general orientation and the second part would be technical issues regarding work plan and budget preparation, reporting requirements, procedures for submission of withdrawal applications, etc. It would be attended by all the members of Programme Steering Committee, governing bodies of ITDAs, Collectors of Programme Districts, PA/ITDAs and core staff of the ITDAs, partner NGOs and representatives of donor agencies. The workshop would aim at disseminating the Programme objectives and the modus operandi of Programme implementation. Subsequently start-up workshops would be conducted by the ITDAs at each district attended by the representatives of the district administration, line agencies, lead banks, NABARD and NGOs and other partner agencies.  

66. This workshop would aim at: (i) disseminating the Programme objectives and participatory process to be adopted in implementation; (ii) gender sensitisation of the participants; (iii) sensitising the participants on tribal values and rights; and (iv) exposing the NGOs and other agencies to the Programme area.  During this workshop the logical framework would be reviewed and if necessary it would be revised adopting a participatory approach. 

67. Technical support facility.  DFID and IFAD will fund a technical support facility outside of Programme funding to provide further resources for the Programme management to draw on in the initial stages of launching the Programme. IFAD’s Special Operations Facility (SOF) would provide grant funding which would be principally used to engage an experienced local Project Expediter for 9 months to assist GOO in accomplishing the tasks outlined above for launching the Programme. DFID would fund (outside of the Programme costs) a technical support facility (TSF) which would be available to assist Programme management during the whole of Phase I. It is envisaged that it would particularly assist the Programme management in: (a) implementing the Training Needs and Strengths Assessment and the follow-up provision of training; (b) supporting the implementation of the policy initiatives including developing the rules and procedures for the Legal Defence Fund, defining the requirements for Programme support for investigation of land alienation and facilitating land restoration, and initiating the survey of the hill slopes and initiating the policy studies; (c) developing the Programme’s methodology and activities for addressing conflict management; and (d) deepening the stakeholder analysis and defining ways of building of relationships between the stakeholders.

V. PROGRAMME MANAGEMENT SYSTEMS

A. Dynamic Programme Planning and Implementation Process

68. Participatory planning at the natural village level is the fundamental principle on which the Programme is built. Micro-planning techniques would be used to develop action plans for villages, which take into account the natural, and human resources and core skills available within the communities. These village action plans would be dynamic tools, which would be modified by the communities as new aspirations and opportunities arise.

69. In order to ensure that the Programme activities are able to capture these changing opportunities, the Programme would establish a dynamic planning and implementation process. This would provide a mechanism, which ensures that Programme activities are responsive to needs and alert to implementation performance. The key elements in the process would be the logical framework and the Annual Work Plan and Budget (AWP/B). The annual cycle of the planning process would comprise the four sequential steps outlined below. Further details are given in Appendix 4 whilst the procedures for preparing the AWP/B are described in the next section. 

70. Planning – with the AWP/B defining the activities, targets, outputs and inputs in line with the objectives outlined in the logical framework. The activities would in turn be derived from the Village Action Plans developed through the participatory planning process with communities thereby ensuring that they reflect the needs and aspirations of the communities.

71. Monitoring – which would be impact oriented in order to capture on an on-going basis the efficacy and continuing relevance of Programme activities. This would be geared to early detection of signals allowing, where necessary, for modification of Programme design.

72. Feedback and Reality Check – through a series of community level, district level, inter-district level workshops providing the fora for all stakeholders to evaluate the adequacy of the overall Programme design to continue to meet the needs of communities and to assess implementation performance and providing the opportunity for disseminating best practices and enabling them to be integrated into Programme design and implementation.

73. Fine-tuning of Programme Design – information gained from the previous stages would form the basis of the next round of planning allowing for fine-tuning of the Programme design, including modifications of the logical framework to bring it into line with changing circumstances and implementation experience. It should also take in to account the findings of the special studies envisaged in the project.

B. Annual Work Plan and Budget

74. The key document for Programme implementation would be the annual work plan and budget (AWP/B). The AWP/B will detail annual objectives (outputs), inputs required, financial requirements, implementation modalities and procurement methods for each Programme activity. Although annual in scope, the AWP/B would be disaggregated into quarterly segments for monitoring purposes. The activities to be implemented under each component will be determined by the community participatory planning exercise undertaken with the villages joining the Programme each year. In addition, there will be activities spilling over from the previous years' villages. The ITDA Programme Officer – Planning and M&E would be responsible for compiling the AWP/B based on the PSRMPs received from the communities. The draft AWP/B would be submitted to the Governing Body of the ITDA and then submitted to the PSU for aggregation followed by approval of the aggregate Programme AWP/B by the PSC.  To ensure that the Programme activities remain responsive to the needs of the communities, the annual work plan would be revised every six months. 

C. Review Process

75. Annual review and planning workshops would be held at the district level providing an opportunity for Programme beneficiaries and implementers to inter-actively review Programme performance and incorporate improvements into the implementation of the Programme. 

D. Flow of Funds

76. GOI will establish a Special Account in US dollars in the Reserve Bank of India to receive IFAD loan funds and DFID grant funds. As a state sector project, funds would flow from GOI to the SC/STDD via the state treasury on a reimbursement basis. Thus GOO treasury will provide advance funds to SC/STDD to finance Programme expenditures. GOO funds earmarked for the Programme would also be transferred to ST/SCDD. ST/SCDD would establish a separate account within the treasury for the PSU. 

77. The ST/SCDD would have to anticipate the launch of programme activities and make a tentative work plan and have the budget approved at the beginning of the financial year itself. Upon formation PSU, the ST/SCDD would arrange for release of funds to the PSU to cover six months of operation. The first release should be made within 90 days from date of loan effectiveness and accounts replenished on a quarterly basis upon submission of statement of expenditure by the PSU. In case there is difficulty to obtain budget approval before the formation of the PSU, the ST/SCDD would draw an advance from the Orissa Consolidated Fund for operations during the first year and adjust it in the budget of the next financial year.

78. The ITDAs would establish Programme accounts with a commercial bank acceptable to IFAD/DFID.  The PSU would transfer funds to the ITDA Programme accounts in accordance with the AWP/Bs, initially to cover six months of operations. The PSU would fund some expenditures directly. The ITDAs would release funds to the SHGs as the Programme’s grant contribution towards their equity and to the VDCs for the development works to be implemented by the communities, as envisaged by the memorandum of understanding between the ITDA and VDC. The funds flow is shown in Chart 5. The VDCs would receive an initial tranche covering 3 months expenditures. Replenishments would be made upon presentation and verification of statements of expenditure (SOEs) by the ITDA Accountant and independent auditors (see below). The ITDAs would also release funds directly to the NGOs and other service providers. Since most of the NGOs are not likely to be sufficiently strong financially to incur expenditures in advance, the ITDAs would ensure that the advance payments are adequate for smooth implementation of activities. It is envisaged that the funds covering about six months of estimated costs would need to be advanced. The Programme would therefore have to operate an advance account. 

79. The PSU would sign an MOU with the state government outlining the procedure for release of funds to the PSU/ITDAs, accounting and audit and reporting obligation. The Programme Director and PA/ITDAs would be fully authorised to operate the Programme Accounts.

E. Accounting, Financial Reporting and Audit

80. Accounts. Separate records and accounts related to Programme expenditures would be maintained by all concerned institutions: PSU, ITDAs, NGOs and other service providers, VDCs and SHGs, etc. The accounts would be consolidated at the district level by the concerned ITDA and forwarded to the PSU at the state level. The PSU would submit six-monthly and annual financial reports to IFAD/DFID no later than three months after the end of the reporting period, in a format acceptable to IFAD/DFID. The Finance and Administration Officer would be responsible for ensuring that documents for transactions are made available to IFAD/DFID for review.

81. Audit.  The Accountant of the facilitating NGOs would conduct an audit of the accounts of the SHGs. In case the SHGs have become defunct, the Accountants would report to the ITDA to initiate actions for recovery of the grant equity provided to the SHG. In respect of the VDCs a Social and Financial Audit Sub-Committee would be established to audit the accounts. These committees would verify the accounts and present their findings to the Palli Sabha. Allocations are also made for the ITDAs to employ Chartered Accountants to audit the accounts of the VDC. The Programme intervention would be completely stopped in case the audit reveals misappropriation of funds at the VDC level.  In the case of the ITDAs and PSU, the accounts would be audited by a Chartered Accountant. In addition, the accounts would also be opened for audit by the Auditor General of India as per government regulations.  

F. Handling of Food Assistance

82. WFP will use the Tribal Development Cooperative Corporation (TDCC) for handling its food assistance and for arranging procurement, transport and storage up to the district level, with the expenditure charged to GOO (see Annex 12 for further details). Thereafter, the ITDAs would be responsible for managing the distribution of the food assistance to the community level or the TDCC could distribute through its procurement centres in the tribal areas. The VDCs would be responsible for distributing the food at the village level and for maintaining records, assisted by the NGOs.

VI. MONITORING AND EVALUATION

A. Monitoring

83. Monitoring would form an integral of the Programme management system and would be an essential management tool for identifying and developing appropriate responses to emerging issues in Programme design and performance. A Planning, Monitoring and Evaluation Cell would be established in each ITDA and in the PSU, headed by the Programme Officer – Planning, M&E and staffed by the MIS Executive and data processing assistant, for the compilation of statistics and preparation of monitoring and progress reports. Basic monitoring data would be submitted by the facilitating agencies. 

84. The Programme would be monitored and evaluated from the perspective of input, output and impact. Input evaluation would focus on whether the required resources are in place to implement the Programme activities and services. Input information would be monitored and assessed continuously (quarterly) to identify problems in the delivery of inputs so that they may be resolved before causing significant delays in implementation. Output evaluation would focus on the immediate results activities, as demonstrated, for example, increase in the number of borrowers. This evaluation would be undertaken semi-annually depending on the specific output indicator. Impact evaluation would focus on Programme outcomes in terms of socio-economic impact on the beneficiaries. This evaluation would review the Programme’s effects on indicators such as sustainability of activities undertaken by the SHGs, and VDCs.    

85. Monitoring of SHGs and VDCs is crucial for the success of the programme. Facilitating NGOs would monitor the activities of SHGs and VDCs at the field level and the ITDA would monitor the programs both at the level of SHGs/VDCs and NGOs. The Programme Officer- Planning, Monitoring and Evaluation would track the progress in programme implementation and submit concise review notes to PSU.

86. Supervision visits by the Programme Officers would be the backbone of monitoring the Community Organisations and the NGOs. During the visits the information submitted by the NGOs would be verified and suggestions would be made to improve performance.  The VDC accounts would be audited by ITDA appointed auditors and the SHG accounts would be audited by the Accountant of the Facilitating NGOs. 

87. In view of its mandate and expertise, the Watershed Mission would be contracted for monitoring and evaluation of watershed development. This would also facilitate cross-fertilisation between the Programme and the experiences under the other watershed development programmes. 

88. Appropriate systems would be put in place, following WFP’s standard practices, for monitoring and evaluating the movements of the WFP food commodities and the physical achievements and effects on the different Programme components. 

89. The PSU would engage a specialist M&E agency to design the overall M&E system including the Management Information System (MIS). The M&E agency would finalise the M&E indicators to be used in consultation with the communities. Suggested indicators are provided for each component in the relevant Annexes. The PSU, in consultation with the technical support facility, would prepare the necessary terms of reference for design of the M&E system and circulate to IFAD, DFID and the Cooperating Institution to obtain necessary inputs. Thereafter, it would be circulated to reputed, specialised, M&E agencies requesting them to submit technical and financial proposals. These proposals will be evaluated and the contract will be signed with agencies offering the best proposal. Approval of IFAD/DFID would have to be obtained by sending a concise evaluation of the proposals.

90. e-Monitoring.  The M&E Agency would develop a web based MIS to enable all the stakeholders to track and monitor the performance of Programme implementation. This would be the basis for e-monitoring of the Programme. Responsibility for maintaining the MIS would rest with the Planning, Monitoring and Evaluation Section of the PSU and ITDAs. It would be responsible for preparing quarterly progress reports for the management/IFAD/co-financing agencies/Cooperating Institution, aggregating the performance data and highlighting any problem areas requiring immediate management attention. 

91. Reporting from the implementing agencies should be kept as simple as possible; elements of the report should be clearly recognised by the fieldworkers and implementing agencies as being of use in improving the work and its effect. For this reason, the M&E Unit should systematically feed back comments to the field on reports received. Such comments should pinpoint both progress and signs of problems. In the latter case, causes need to be sought and solutions proposed. Where relevant, the M&E Unit should ensure that useful experiences in handling problems are shared with other implementing agencies. Similarly, particularly successful experiences should be shared in order to stimulate new thinking. The M&E Unit should then feed information to the decision-makers at project management level. Feed back from the M&E Unit should be shared with the communities concerned.

92. PSU would prepare a comprehensive report before the Annual Review, Mid-term review and a Completion Report would be submitted by the SFMC to IFAD within six months of the closing date of the Programme.   

93. Participatory Monitoring.  For each village, a set of simple, visual charts should be developed, showing the baseline situation, on which the villagers can monitor changes relating to their main concerns addressed by the project activities. These should be kept in the village, and updated regularly through participatory sessions between the community and the fieldworkers. Updates should be reported back to the M&E Unit, through regular reports.  
1. Evaluation

94. Village Profiles.  The M&E Agency would help the facilitating NGOs to develop a simple village profile formats with data/information to be collected before starting SHG mobilisation. Such profiles would form the initial base-line. This base-line would be updated again during micro-planning exercise. Such simple village profiles would become the base-line information for comparing improvements with programme interventions. 

95. These Village Profiles should consist of four main sections:

· geographical and topographical analysis of the area surrounding each village, showing land formations, water sources (including output flow), land use, natural and forest resources, location of community and external (NGO, governmental and private) services and activity sites;

· demographic, socio-economic and health related data, disaggregated by sex, concerning each household: the basis of this should be a household card;

· analysis of agricultural production, covering crops, horticulture, livestock, and crafts;

· identification and prioritising of key problems identified by the villagers, and those identified by the implementing agency.

96. Preparation of the Profiles should be undertaken in close coordination and cooperation with the villagers, using a range of participatory techniques, including transect walks, focus group discussions, Venn diagrams and household interviews.  Elements for inclusion in the Profile should be identified together with the technical experts of the WDT. The data collection guidelines should be pre-tested in at least two villages, by the M&E team, before finalisation.  A set of summary forms will also need to be designed, in such a way as to facilitate data entry into the computer. Once the data collection guidelines, and summary forms, are finalised, a series of training workshops will have to be held for fieldworkers who will be involved in project implementation with the communities.

Impact Assessment

97. An on-going evaluation and impact assessment process would be commissioned. This would focus on: (i) the impact of the programme on the tribal community participating in the programme in general and poor households in particular; and (ii) the performance of NGOs and ITDAs. The PSU would prepare the necessary terms of reference for on-going impact assessment and circulate to IFAD, DFID and the Cooperating Institution to obtain necessary inputs. Thereafter, it would be circulated to reputed, specialised, socio-economic research institutions requesting them to submit technical and financial proposal. These proposals would be evaluated and the contract would be signed with the agency offering the best proposal. Approval of IFAD/DFID would have to be obtained by sending a concise evaluation of the proposals. The impact assessment studies would be widely circulated.   

98. Impact Assessment of the Tribal Community Participating in the Programme in general and Poor Households in particular. The contracted socio-economic research institution would undertake periodic impact assessments of the Programme on the participating community. These studies would need to cover a range of issues. These would include economic impact, the effect on empowerment of the poor, gender impact, household food security, livelihood opportunities, and equity implications.

99. The approach advocated would be to obtain in-depth information of the impact on a small sample of households through adopting a panel approach. During the first few years of Programme implementation, a study panel consisting of a sample of clients would be formed taking into account gender dimension, geographic distribution and poverty profile of the clients. The institution selected for carrying out the impact assessment study would undertake repeat visits, at least annually, to these clients to record data on their activities, changes in economic circumstances, attitudinal and behavioural change, etc. This panel of clients would also serve as the base for assessing the delivery performance of the ITDAs. 

100. On-going Evaluation of Performance of NGOs and ITDAs.  In addition, the assessment process would include on-going evaluation of the procedural aspects of Programme implementation and the delivery capability of the Programme partners, particularly the NGOs and ITDAs. 
101. Thematic/diagnostic studies.  Provision is made for ad hoc interim thematic/diagnostic studies to be carried out as decided by Programme management to investigate, review or evaluate specific aspects of Programme implementation to assist in improving the quality of Programme interventions.

102. Nutrition surveys. Anthropometric surveys would be undertaken at start-up to establish benchmarks for impact assessment and two repeater surveys would be undertaken (PY5 and PY10).

103. Environmental Monitoring. Gauging stations would be installed in 25% of the micro-watersheds to monitor stream flow, soil loss, flood discharge, etc.. The Master Trainers, who would be mainly from the village itself, would be trained in recording the data. Improvements in groundwater recharge would be measured by the water level in sample wells.  

VII. MID-TERM REVIEWS

104. The Programme would fall under IFAD’s Flexible Lending Mechanism (FLM) which would provide for two reviews of Programme progress in PY3 and PY6-7 which would trigger authorisation of further draw downs from IFAD loan funds. The Mid-Term Reviews (MTRs)  would be carried out jointly by GOI/GOO, IFAD, DFID, and WFP at the end of PY3 and in mid-PY7. The first MTR at the end of the pilot phase would  review the technical, financial and institutional achievements with a view to assessing the readiness for expansion of  Programme activities during Phase II and any necessary modifications required in Programme design or implementation arrangements. The MTR would focus on:

· The creation of institutional infrastructure including the PSU, ITDAs, community level institutions, their functioning and the relationship forged with other Programme partners, including NGOs and the relationships developed with other institutions, including Panchayati Raj Institutions and the linkages developed with other programmes;

· The extent to which genuine participatory approaches, including the preparation of micro-plans, have been operationalised;

· The changes in attitudes and approach amongst the participating agencies;

· The response in communities and their capacity to take on more responsibility for management of development initiatives; and

· Performance of various components of the Programme and their initial effects on the incomes of the households of the target group.

105. Prior to the MTR, the PSU would prepare detailed proposals for the subsequent phase including suggestions as to the allocation of funds from the DIF. These proposals would be reviewed and finalised with the MTR mission for submission to IFAD for approval. Authorisation of further drawdown from the IFAD loan would be conditioned by performances with regard to the following triggers:

· OATDA and the ITDAs have adequate and capable staff in place and have developed efficient and effective management systems including a rigorous MIS and concurrent evaluation systems; they have demonstrated stability in staffing and adequate managerial capacity;

· the VDCs have representatives from the marginalised groups within the communities; the VDCs have demonstrated their ability to manage the planning and implementation of the development activities including sound financial management of village funds allocated for development activities;

· the VDCs are able to mobilise the voluntary labour contributions as required for the watershed development works; they are willing and able to commit themselves to shouldering responsibility for maintaining all assets created or rehabilitated with Programme assistance;

· the facilitating NGOs have demonstrated their ability to establish and manage effective multi-disciplinary watershed development teams and are able to provide adequate technical support to the communities;

· good working relationships have been established between the NGOs, relevant line departments, Programme management and community institutions;

· significant progress has been made with respect to the milestones for addressing policy issues.

106. The triggers for authorisation of further drawdown from the IFAD loan for Phase III would  relate to the following indicators of emerging sustainability in the initial villages:

· VDCs and other community institutions in Phase I villages remain active and have taken up new development initiatives;
· Village Volunteers are continuing to provide services to the communities in Phase I villages;
· Phase I villages have developed effective linkages with service providers (extension, research, etc.) and are accessing resources from other government programmes, financial institutions for the furtherance of their development;
· Rural infrastructure established under Phase I is being effectively maintained;
· Policy initiatives taken are delivering dividends to the tribal communities.
VIII. PROGRAMME MANAGEMENT INPUTS

107. The Programme would fund the following inputs for the PSU and ITDAs for Programme management:

· Incremental salaries and allowances for PSU/ITDA staff

· Vehicles – 3 for PSU and 2 4WD and motorcycles for ITDAs 

· Equipment – computers, printers, photocopiers, fax, office furniture

· Staff training and workshops

· M&E costs including M&E design contract and contracting of specialised agency for impact assessment/on-going evaluation

· Local consultancy inputs to assist with knowledge management, gender, policy initiatives review

· Process documentation

· Audit of VDC accounts

· Vehicle operating costs and administrative expenses.
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� 	KBK Administrator is a Chief Secretary rank officer and ensures single point coordination of line department activities and programmes in the KBK region which covers 5 of the 8 Programme districts.


� 	The same would apply for the appointment of Programme Administrator/ITDAs


� 	GA department circular No. 5935 (145) dated 10th June 1998


� 	The Agricultural Officer should also be able to cover horticulture


�	By definition, forest land means all lands, whether or not they bear tree cover but which have been designated as forest in any record.  





