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Executtive Summ
mary
This repport details the outcomes of thee Impact Evaluation
E
Study for the Comm
munity
Developm
ment Prograam of ESFD
D which tookk place betw
ween Januarry and July 2011. Whatt was
supposedd to be a claassical impacct evaluationn mission deeveloped into a progresssive and adaaptive
journey where
w
the ES
SFD staff annd the evaluaator worked together onn incorporatinng the evaluuation
findings into the on
ngoing workk of the ES
SFD Comm
munity Deveelopment proogram and most
notably in Monitorin
ng and Evaluuation.
Gauging the evidencce of changee was the priimary driverr for the evaaluation duriing the Januuary –
March 20011 period, during
d
which 25% of the portfolio of
o the Comm
munity Devellopment proogram
was exam
mined and primary
p
concclusions draawn. The moost striking finding of thhe interim report
r
was that although th
he Communnity Developpment progrram had siggnificant achhievements to
t its
credit, it lacked a sysstematic andd comprehennsive Monitooring and Evvaluation (M
M&E) system
m that
is linked to an Inform
mation Manaagement Sysstem (MIS) and an apprropriate com
mmunication plan.
The Apriil – July periiod was articculated moree around M&
&E for identtifying the drivers
d
of change,
with a fuurther deepen
ning of the examination
e
of projects already execcuted by ES
SFD coupledd with
projections on how to
t integrate the lesson derived
d
from
m the evaluattion in the design
d
of thee new
EU funded Commun
nity Developpment prograam that ESF
FD is executting in Northh Lebanon while
w
building the capacitties of the ESFD CD staff. A fuull-fledged impact
i
evalluation was also
conducteed for one off the projectss that was alrready implem
mented.
Eighteenn sub-projectts (out of a total
t
portfoliio close to 60
6 sub-projeects financedd by ESFD) were
examinedd, in 4 villag
ges and one cluster of 3 villages. On
ne third of the sub-proojects was found
fo
to be active,
a
ano
other third
d partially
Pe
erformance of the 18 ESSFD‐funded
active an
nd a last th
hird inactivee as per the
sub‐projectts under examination
attached graph. Only
y the projectts evaluated
as “active” are most likely to havve achieved
significannt positive impacts, defined as
sustainabble improvem
ment in the economic,
social orr environmeental wellbeeing of the
target poopulation, an
nd as it wass confirmed
by the im
mpact analyssis study of the sewage
treatmentt project in
n the muniicipality of
Deir Dallloum – Zou
uk El Moqaashreen. On
the otherr hand, the projects
p
that were found
to be inactive
i
neecessitate a thorough
revision of the workiing model along
a
which
these prrojects weree conceivedd and subgranted.
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Partially
active

On the positive side, several intended and unintended positive outcomes could be noted:
•

•

•

•

•

The multi-stakeholder dialogue approach applied by the Community Development
Program of ESFD encouraged municipal councils to seek funding based on their
mandate, skills and capacities away from the prevailing clientelist approach to local
politicians in exchange of some favors or services. The dialogue also enabled the
municipal councils and their constituencies to build ownership around a collective vision
which belongs to the village at large rather than a restricted group of persons.
The program provided a hands-on exposure to local authorities on improved standards of
transparency and accountability (tendering, procurement, reporting…) that are rather
uncommon on the Lebanese local development scene.
The ESFD intervention managed to turn some villages such as Aytaroun and Mishmish
into “development hubs” where a good dozen of new development actors followed the
path that was first delineated by ESFD.
There is an evident sense of recognition and pride at the level of the beneficiary
municipalities to be chosen as partners by ESFD after decades of suffering and
marginalization by the central government and;
Thanks to the intensive investment in participatory planning at the earlier stages of the
ESFD intervention, the local interlocutors seemed more critical towards themselves than
we normally encounter in similar evaluations where the blame is almost exclusively on
the donor agency.

In parallel to these positive outcomes that were observed, the evaluation noted a set of
shortcomings which should be avoided to the maximum extent possible in any planned future
work of ESFD:
•

•

•

•
•

The Local Development Plans should have given much closer attention to the enabling
conditions in every locality in terms of preconditions, local specificity, risks and
assumptions, etc… It should have also avoided generic “silver bullet” prescriptions as a
result of the participatory planning, especially at later stages of the program in the light of
the acquired experience..
Project Cycle Management (PCM) should have been applied in a much rigorous manner
and Monitoring and Evaluation should have been given a much stronger emphasis (for
example, the Logical Frameowrks of the sub-projects are quasi-identical)
The feasibility studies and business plans of the sub-projects should have been drafted in
a more professional manner with more realistic assumptions, particularly in regard to
investment costs and expected financial returns as well as the timeframes for execution.
The support of ESFD should have been extended beyond the planning and tendering
phase to include at least one full operational cycle.
The design of the sub-projects was not immune to changes in Municipal leadership and
this should be addressed when planning similar interventions in the future.
3

The report also draws some recommendations regarding the future work of ESFD such as:
•
•

•
•

•
•
•

Extending technical support to the first stages of the operational phase of the sub-projects
Applying Project Cycle Management more systematically and giving closer attention to
M&E (preparing Logical Frameworks that are professionally drafted, performing a
proper Ex-Ante baseline Assessment, linking performance to indicators and collecting
monitoring data, etc
Improving reporting and the current Management Information System (MIS) processes
and linking them to M&E data.
Developing mechanisms for securing the buy-in of municipalities beyond the hand-over
phase to make the sub-projects immune to changes in municipal leadership and
dreadlocks often faced by municipal councils.
LDPs should become “living documents” in order to sustain the development momentum
in the areas of intervention:
Creating a “Network of Excellence for Local Development in Lebanon” would sustain
the linkages between ESFD and its partners beyond the funding period. And;
Balancing accountability and learning and communicating the wisdom and the experience
of ESFD with the rest of the world through the development of a communication
strategy.

The report also details how the learnings derived from this evaluation were incorporated in the
on-going work of ESFD’s Community Development program. These include developing a
position paper for the new EU funded community development project in North Lebanon
(ADELNORD) which is executed in partnership with ESFD. Three advanced training sessions
on Results Based Management and Impact Evaluation were also delivered and the work is
currently ongoing to finalize the M&E-MIS system, with a strong recommendation to develop a
knowledge management and communication plan in parallel.
The report also revisits the in-depth impact assessment study which was carried in Deir
Dalloum/Zouk El Moqashreen and which demonstrated that the sub-projects can possibly have
an overwhelming economic and environmental impact if properly designed and executed and it
was clearly established through the empirical results of the study.
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1. Introduction
This report details the outcomes of the Impact Evaluation Study for the Community
Development Program of ESFD which took place over 49 working days between January and
July 2011. What was supposed to be a classical impact evaluation mission developed into a
progressive and adaptive journey aiming where the ESFD staff and the evaluator worked
together on incorporating the evaluation findings into the ongoing work of the ESFD Community
Development program and most notably in Monitoring and Evaluation.
The assignment was divided into two parts:
1.1 An initial mission foreseen between January and March 2011 during which 25% of the
Community Development portfolio of ESFD was examined and led to an interim report
which was submitted on March 17th 2011.
1.2 An extension of the mission based on the findings of the interim report until the end of July
2011 and which included four components:
i) Expanding the performance examination of the interventions of the Community
Development program by adding a cluster of 3 villages
ii) Assisting in the development of the conceptual framework of ESFD’s intervention in
a new EU funded community development project in North Lebanon (ADELNORD)
iii) Conducting an extensive impact evaluation for one of the completed sub-projects
(with trial and control group survey and questionnaires) and;
iv) Training and on-the-job assistance to the Community Development program in
developing a utilization focused Monitoring and Evaluation system

2. Methodological Approach
The conceptual approach followed in the assignment was highlighted extensively in the inception
and interim reports and is mainly inspired by the recent working paper on Impact Evaluation
published by the EU in March 20101, which foresees three inter-related steps for determining
impact: Gauging the evidence of change as an essential pre-requisite to any impact evaluation
inquiry, identifying the drivers of this change once evidence is established, then judging on
the contribution of project/program to change and on its impacts in the light of the first two
steps.
¾ Gauging the evidence of change was the primary driver for the evaluation during
the January – March 2011 period, during which 25% of the portfolio of the
Community Development program was examined and primary conclusions drawn. The
most striking finding of the interim report was that although the Community
1

EU Commission on Agricultural and Rural Development (2010) Working Paper on Approaches for assessing the
impacts of the Rural Development Programmes in the context of multiple intervening factors
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Developmentt program haad significannt achievemeents to its crredit such ass – for exam
D
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M&E) system
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w
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management
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March
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to extend the mission
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d M&E for identifyingg the
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3. Main
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We weree able to ex
xamine 18 sub-projectts
out of a total porttfolio close to 60 subbprojects funded
f
by ESFD.
E
Thesee sub-projectts
were located in 4 villages and townss:
Aytarounn (South Lebanon), Dembo &
Michmicch (North Lebanon)
L
as well as thhe
Sabra - Chatila refugee
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North Lebanon. A “bird’s eye” view of our assessment of these 18 sub-projects is provided in
Annex 1. Graph 1 summarizes the status of implementation of these sub-projects which show an
almost-balanced pattern revealing that one third of the sub-projects was found to be active,
another third partially active and a last third inactive.
In the ACTIVE category, we find 4 projects that are operating along their initially agreedupon action plan, while 2 others are active but on different prerogatives than those stated in
their initial action plan. This category was the most likely to have scored significant positive
impacts (defined as sustainable improvement in the economic, social or environmental wellbeing
of the target population) as it was
Highlights from the detailed impact study of the swage
confirmed by the impact analysis
network in Deir Dalloum – Zouk El Moqashreen
study of the sewage treatment project
In Deir Dalloum – Zouk El Moqashreen, a detailed impact
in the municipality of Deir Dalloum –
evaluation study demonstrated that the project which aimed
Zouk El Moqashreen (detailed study
at connecting 130 households to a sewage network and a
attached in Annex 4) or the solid wastewater treatment station managed to reduce the
waste treatment plant in Aytaroun morbidity of water-borne diseases by five folds as
which was almost 70% destroyed compared to the control group. It also managed to save an
during the Israeli invasion of 2006 average of $300/year for every household of the costs
but has managed since then to double associated with sewage disposal. It also decreased the
its capacity and is being constantly incidence of rodents and insects, flooding of road during
upgraded with new equipment and winter, conflict between neighbors over sewage related
processing facilities.
issues by 85% or more as compared to the control group
The projects operating on different
prerogatives than those initially planned are particularly interesting, since they managed to
capitalize on the enabling environment created by the ESFD intervention, and develop at the
same time “survival mechanisms” that enabled them to sustain themselves and grow, while
adapting their design to fit their new operational model. This is the case in Mishmish for
example, where an initially planned maternity center which could not kick-off was transformed
into a vibrant Primary Health Care Center catering serving a cluster of 8 villages with an average
of 7,200 patients/year and which has managed to attain 90% financial sustainability. This center
would not have been possible to pull together if ESFD did not finance its infrastructure work
and created an enabling environment within the municipality and the concerned stakeholders.
Table 1 below gives a snapshot of the key findings for the 6 sub-projects in the active category
Table 1: Snapshot of the 6 projects evaluated in the ACTIVE category
Sub‐project

Allocated
funding €

Location

Remarks

Establishment of
a Solid Waste
Management

98,000

Aytaroun

The sub‐project is functioning remarkably well under
the leadership of the municipality. Its capacity has
gone up to 8 tons/day and new donor support will
8

Facility (SWMF)

enable it to go up to 12 tons

Establishment of
a Municipal
Centre for
Agriculture and
Artisan Trade
(MCA)

54,800

Aytaroun
(Active on
totally
different
prerogatives)

The initial design based on which ESFD funding was
granted was later changed and additional Italian
funding acquired after the Israeli invasion in 2006.
Management is devolved to a cooperative established
under ESFD which runs a successful 1 ton/day dairy
operation

Communal
Maternity Center

75,500

Mishmish
(Active on
totally
different
prerogatives)

ESFD assisted in the construction of the premises but
the design of the project as a communal maternity
center failed to kick‐off. The sub‐project later
developed into a fully operational and self‐sustained
Primary Health Care Center serving around 7,200
patients a year that is self sustained at 90%

Construction of
four electricity
transformer
stations

156,000

Sabra‐
Chatila

Maybe the least visible but one of the most effective
ESFD funded sub‐project as it successfully addressed
the endemic power problem in the camp which has
been dragging since 1986!

Equipment of
basic healthcare
facilities in the
Chatila camp

112,000

Sabra‐
Chatila

The main dispensary which was supported is active
and operational, and is acting as the main primary
health care centre of the camp

Sewage network
and treatment
station

186,000

Zouk El
Moqashreen

This sub‐project was subject to a detailed impact
assessment study that is provided in Annex 2 of this
study. See box in the body of the text for more details

The sub-projects labeled as PARTIALLY ACTIVE (6 out of 18) are operating below their
initially planned capacity and the management of 3 out of these 6 projects was transferred to
the Ministry of Social Affairs (MoSA) which is running them according to its own agenda and
(scarce) resources. The impact of these projects was found to be minimal especially in terms of
efficiency and effectiveness (cost of the intervention vs. its
attained outcomes)
Although the devolution to MoSA enables these sub-projects
to “stay alive” and ensures a minimum of sustainability, it
seriously limits their potential as demand-driven community
development projects as they get trapped in the administrative
routine of the Lebanese administration.
The example of the dispensary in Denbo is a perfect
illustration to this dilemma, as the medical presence shrunk to
4 physicians visiting the village once a week under the
management of MoSA (attached picture) as compared to more
9

than 10 physicians with a much more regular presence when the project kicked-off, or the
children nursery in Aytaroun which was initially planned to cater for 300 toddlers but is
currently struggling with an average enrollment of 50-60 toddlers, despite the fact that the
devolution to MoSA has alleviated much of the expenses that the municipality would have been
obliged to subsidize otherwise. Table 2 below gives a snapshot of the status of the 6 sub-projects
in this category.
Table 2: Snapshot of the 6 projects evaluated in the PARTIALLY ACTIVE category
Sub‐project

Allocated
funding €

Location

Remarks

Establishment
of a Municipal
Centre for
Education and
Culture (MCE)

46,700

Aytaroun

Very few activities took place since the sub‐project was
launched and which currently seems idle. A private
operator was invited to make use of the facility and
offer training courses but this alone is not enough to
make of it a “center” for education and culture

Establishment
of a Day Care
Centre

70,000

Aytaroun

The daycare center was designed for 300 children but
currently hosts around 75 children. Management was
devolved to the MoSA with some support from the
Municipality

The Municipal
Social
Development
Center

60,000

Denbo

The positive outcome is that the center was
rehabilitated and equipped, and has already conducted
vocational training and class remedial sessions. The
management was devolved to MoSA in February 2010

The Municipal
Health Care
Center

68,200

Denbo

According to the discussions during the Focus Group,
the center functioned properly and expanded its
services until May 2010 but the new Municipal Council
decided to devolve its management to MoSA and it has
been in steady regression since

Strengthening
a local
vocational
training NGO
network

86,000

Sabra –
Chatila

All NGOs are in their first year of operation and has not
achieved their planned outcomes yet. The idea of a job
placement center which would have strengthened the
sustainability of the sub‐project was discontinued

Equipping a
domestic and
irrigation
water network
in Mar Touma

112,000

Mar Touma

The identity of the network was mixed from the
beginning as being a “domestic and irrigation” network
at the same time. An artesian well was equipped and
the network was completed and connected to most of
the 140 households of the village but the water is
exclusively for domestic use while the rationale of the
project design talks mainly about irrigation for
agriculture
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The projects that were found to be INACTIVE (6 out of 18) necessitate a thorough revision of
the working model along which these projects were conceived and sub-granted. These subprojects are unlikely to have achieved any significant impact which can be reported, although
they are linked to needs and priorities that were identified by the local population itself.
Sometimes these projects are stuck at a basic pre-requisite such as linking the sewage treatment
station to electrical supply as it is the
case of in Majdala, which is first and
foremost the responsibility of the
municipality.
In other instances the project lacked
simply any viable alternative in the
short/medium term such as the
playground in Denbo that was
constructed virtually in the middle of
nowhere on the (vague) promise that
a vocational school will be
constructed in its immediate vicinity.
The same applies to the “cultural
centers” of Aytaroun, Mishmish and
Denbo which are used at best as
municipal meeting places with
sporadic vocational training activities taking place in these centers every now and then.
Table 3 below summarizes the current status of the 6 projects that were found to be “inactive”:
Table 3: Snapshot of the 6 projects evaluated in the INACTIVE category
Sub‐project

Allocated
funding €

Location

Remarks

73,000

Denbo

The sub‐project functioned more or less as planned
during the period when it was supported by ESFD, but fell
apart as soon as direct support stopped

The Sports Facility

30,700

Denbo

The playground is literally in the middle of nowhere, the
access road is totally unsuitable and the playground is
only accessible by car. Not obvious when it was originally
intended to offer a recreational opportunity for the youth
of the village who cannot access it

The
Municipal
Centre for the
Development
of
Agriculture
and
Artisan Trade

113,000

Revival
Agriculture
Denbo

of
in

Mishmish Definitely the greatest deception in the context of this
evaluation mission. The center is closed and the acquired
equipment is rusting and completely unused, despite the
considerable investment it mobilized (construction and
equipments)
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The
Municipal
Centre
for
Education
and
Culture

71,600

Mishmish The center is used occasionally as a multi‐purpose room.
Apart from few activities that were done just after
inauguration, there is nothing structured or directed to
education or culture taking place in the facility

Support to the
collection & safe
disposal of solid
waste

48,000

Sabra –
Chatila

The sub‐project operated for 6 months but went idle
when ESFD support stopped. Attempts were ongoing with
the support of the Municipality of Ghobeiry to re‐launch
the sub‐project under a more realistic action plan

Sewage network
and
treatment
station in Majdala

186,000

Majdala

Despite being located at literally a stone‐throw away
from the successful similar sub‐project in Zouk El
Moqashreen, and despite connecting most of the village
households to the sewage network, the treatment station
is not functioning because the Municipality in
incapable/willing to secure an electricity connection for
the treatment plant

3.2 Analysis of the ESFD interventions at the macro-level
The aggregated analysis of the various projects (the micro level) and the long hours spent
debating with the various stakeholders and which are transcribed exhaustively in the
village/cluster level analysis provided in Annex 2 revealed several “macro” outcomes as well
as a set of lessons and recommendations.
On the positive side, several intended and unintended positive outcomes can be noted:
3.2.1

The multi-stakeholder dialogue approach applied by the Community Development
Program of ESFD encouraged municipal councils to seek funding based on their
mandate, skills and capacities away from the prevailing clientelist approach to local
politicians in exchange of some favors or services. The dialogue also enabled the
municipal councils and their constituencies to build ownership around a collective vision
which belongs to the village at large rather than a restricted group of persons.

3.2.2

The program provided a hands-on exposure to local authorities on improved
standards of transparency and accountability (tendering, procurement,
reporting…) that are rather uncommon on the Lebanese local development scene.
Almost all presidents and members of the municipal councils we met acknowledged the
positive value addition of the ESFD approach, starting with the emphasis on involving
the local population in the various stages of local development planning to the strict
tendering and bidding procedures that were reinforced throughout the process. For all
municipal councils, advertising public works and forming a committee to receive and
review offers was a totally new (and by large positive) experience.

3.2.3

The ESFD intervention managed to turn some villages such as Aytaroun and
Mishmish into “development hubs” where a good dozen of new development actors
12

followed the path that was first delineated by ESFD. Most of the interventions of these
donors are also articulated along the LDPs developed by ESFD which is a good sign of
ownership. Aytaroun stands out as a best practice, where the combined effects of the
ESFD intervention and the after-2006 reconstruction frenzy led to an estimated yearly
inflow of donor money equivalent if not exceeding the municipality budget which is
close to $350,000/year. Moreover, this trend has been constant between 2006 and 2011
and cannot be solely attributed to the invasion of 2006.
3.2.4

There is an evident sense of recognition and pride at the level of the beneficiary
municipalities to be chosen as partners by ESFD. For such marginalized communities,
working directly with the prestigious CDR, being invited to consultation and coordination
meetings by embassies and international NGOs and hosting the EU Ambassador in their
villages gave them an undeniable positive boost and a greater motivation to engage
further in municipal work.

3.2.5

Thanks to the intensive investment in participatory planning at the earlier stages of the
ESFD intervention, our local interlocutors seemed more critical towards themselves
than we normally encounter in similar evaluations where the blame is almost
exclusively on the donor agency. This does not rule-out that part of the blame was put
on ESFD (especially in Mishmish where the technical design of the agricultural center
and the maternal care center had very serious technical pitfalls as we explain in further
sections of this report) but the local population realizes that a significant part of the
blockages faced by the sub-projects rests on their shoulders and their inability to put aside
their internal conflicts.

In parallel to these positive outcomes that were observed, we noted a set of shortcomings which
should be avoided to the maximum extent possible in any planned future work of ESFD.
3.2.6

The Local Development Plans should have given much closer attention to the
enabling conditions in every locality in terms of preconditions, local specificity, risks
and assumptions, etc… We noted a clear tendency across the 5 localities we examined to
propose a “silver bullet prescription” as a result of the participatory situation analysis
which consists in granting a basket of projects comprising an agricultural extension
center, a cultural center and a health care center, building on the assumption that the
agricultural center will be run and sustained by an existing or specially established
cooperative and that the cultural and health centers will be managed by the municipality.
In the case where a cluster of villages was involved (Deir Dalloum/Zouk El Moqashreem
Majdala and Mar Touma), an infrastructure project was proposed in each of the 3 villages
of the cluster without convincing synergies between the three projects.

In retrospective, we note that the performance of cooperatives in charge of the agricultural
projects was disappointing (Denbo and Mishmish in particular) with the notable exception of
13

Aytaroun where the Municipality (and the political constituency behind it) is the key player in
the project and not the cooperative. We allow ourselves hence to challenge the assumption of
“establishing a cooperative” since the very basic definition of a cooperative is a “firm owned,
controlled and operated by a group of users for their own benefit and where each member
contributes equity capital and share the control of the firm on the basis of one-member, onevote”. There is hence a fundamental difference between an “association of users” who were
brought together by a project, asked to contribute a nominal fee (often not collected) and later
registered as a cooperative as it happened in the project and the universally agreed-upon
standards for cooperatives which stress on the business nature of the partnership and the
significant contribution to equity capital which are behind the very “raison d’être” of the
cooperative.
3.2.7

Project Cycle Management (PCM) should have been applied in a much rigorous
manner and Monitoring and Evaluation should have been given a much stronger
emphasis. Browsing through the documentation of the projects (LDPs, grant agreements,
execution reports, …) we noticed that the Logical Frameworks for most sub-projects
are quasi-identical which suggests that not much attention has been given to their proper
formulation and – most importantly – to the establishment of performance indicators and
the collection of baseline and
M&E data that could help in
determining if the execution was
on track and what troubleshooting
and re-design activities should
have taken place as sub-projects
were unfolding to ensure their
optimal chances of success.

This is in our opinion a very serious
shortcoming as it truncates the whole
logic along which the LDPs were
constructed and which followed a PCM
approach in the identification and the
design (problem analysis, stakeholder
analysis, problem tress, objective tree, The Local Development planning cycle as highlighted
etc…) but did not close the PCM loop
in the LDPs
in the follow-up and Monitoring and
Evaluation phase (Step 8 in the attached graph, in addition to step 4 which should have
normally led to the establishment of a baseline for the ex-ante evaluation). We will be
elaborating in much further depth on this remark in subsequent sections of this report and in fact
concrete steps are starting to be implemented by ESFD to address the issue.
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3.2.8

3.2.9

The feasibility studies and business plans of the sub-projects should have been
drafted in a more professional and realistic manner and their assumptions more
realistic, particularly with regard to investment costs and expected financial returns as
well as the timeframes for execution. The findings on all three fronts were very
conclusive:
i) Most projects required a significant additional contribution from the beneficiary
municipalities since funding from ESFD could not be increased. All municipal
officials we interviewed declared that the under-estimation of costs strained
significantly the municipal budgets as the financial resources of municipalities
barely cover their running costs.
ii) Similarly, the over-estimation of revenues in the business plans led to massive
scale-down of projects and sometimes their discontinuation. Not at single subproject came anywhere close to its estimated revenues and this should be
imperatively avoided in subsequent projects that ESFD will implement as it
significantly undermines the credibility of the program. Our advice in that
regard is to rely on qualified expertise even if this expertise is more expensive, in
order to produce studies that can be trusted and successfully applied.
iii) All sub-projects needed two or more rounds of extension before completion,
which puts question marks on the understanding of the experts who
prepared the action plans of the local realities and conditions. We do
acknowledge however that some delays were unavoidable such as the Israeli
invasion or conflicts related to Municipal leadership.
The support of ESFD should have been extended beyond the planning and
tendering phase to include at least one full operational cycle. This support was
minimal after projects were handed to local communities and we noticed that the projects
operated as close as possible to their agreed-upon action plan until the hand-over phase
when they were still accountable by legally binding agreements to ESFD (who had
provided an initial seed budget for operations) but they soon went idle after external
accountability stopped. This is very much linked to the previous point where a systematic
M&E approach would have strongly benefited the projects by linking performance to the
attainment (or not) of previously agreed upon indicators.

3.2.10 The design of the sub-projects was not immune to changes in Municipal leadership
which actually took place in Denbo, Mishmish and Majdala and hence this should be
taken into consideration when planning similar interventions in the future.
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3.3 Some salient recommendations for the future
In the light of the micro and macro analysis provided above, we allow ourselves to propose some
key ideas for the future work of ESFD
3.3.1

Extending technical support to the first stages of the operational phase of the subprojects: while it is clear that the responsibility of ESFD starts upon the signature of the
Memorandum of understanding with a specific municipality and normally ends when the
identified sub-projects are handed over to the local communities, we believe that this
responsibility should be extended at least 12-18 months following the hand-over of
the sub-projects in order to ensure that the feasibility study, business plan, management
arrangements and other operational aspects – all of which are prepared with ESFD
support and under ESFD’s supervision – are actually taking place as promised and as
planned.

3.3.2

Applying Project Cycle Management more systematically and giving closer
attention to M&E: while it is clear
that the Community Development
Program has acquired significant
experience
in
community
mobilization and planning, there is
still a lot of room for improvement
when it comes to the execution of
projects. This improvement can
only be achieved through a more
systematic application of PCM,
especially in the areas circled in red
in the LDP cycle.
i) An important first step
would be to prepare
Logical Frameworks that are professionally drafted and that truly reflect the
goals, objectives, results and activities of the LDPs and the proposed projects.
ii) An equally important step would be to take time for performing a proper ExAnte Assessment of the situation in order to understand the realities and
conditions prior to executing a project, including the very important task of
establishing a baseline (quantify the situation we are trying to improve so that we
can answer very simple questions such as the quality of water or the percentage of
morbidity prior to establishing a sewage network, or the number of farmers and
the typology of crops prior to an irrigation network or an agricultural road)
iii) The third and very crucial step would be to develop performance indicators
for the projects and to associate these indicators with an M&E system that
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tracks progress, troubleshoots implementation and captures organizational
learning along the way. In fact, this might be the single most important
recommendation from this evaluation as we struggled a lot to give justice to the
work of ESFD in the total absence of any form of collected empirical data over
more than 6 years of operation.
3.3.3

Reporting needs to be improved, and the current Management Information System
(MIS) needs to be linked to M&E data. We noticed that administrative and financial
data is kept in a satisfactory manner while the technical data documenting the progress of
implementation is far less well kept.
Linking the MIS to M&E data is particularly important as it ensures continuity and makes
ESFD as an institution more immune to turn-overs in personnel. The collection of
empirical technical data also makes the program better prepared to face audits and
evaluations in the future

3.3.4

Developing mechanisms for securing the buy-in of municipalities beyond the handover phase could possibly give a better immunity to changes in municipal leadership
and dreadlocks often faced by municipal councils. A common pitfall faced by the subprojects is the withdrawal of Municipal support from their second year of operation
onwards. While we acknowledge that this is a complex issue with multiple factors and
players, we believe that the co-financing agreements should put more emphasis on
performance (such as retaining 10% of the ESFD co-financing until after the sub-project
has demonstrated its ability to operate as planned within a 6-12 months timeframe) or to
make it implicit and legally binding that the municipality engages to support the subproject by an appropriate agreed-upon yearly contribution for a period of at least 3 years.
This also puts responsibility on ESFD to design viable projects with realistic
objectives and assumptions, and which can prove to be operational while ESFD is still
actively engaged in their execution and supervision.

3.3.5

LDPs should become “living documents” in order to sustain the development
momentum in the areas of intervention: we were able to observe how Aytaroun,
Mishmish and even Denbo, Deir Dalloum and Mar Touma were turned into
“development hubs” following the baseline delineation work that was done by ESFD,
with the interventions of new donors being guided by the needs and the priorities
identified in the LDPs. A periodic updating of the LDPs is likely to sustain the
development momentum in these, especially when revised and adjusted according to
the results obtained in the first phase of its application.
This updating could gradually incorporate new elements such as land-use planning,
linkages with the regional and national development contexts (social development
strategies, territorial development strategies, decentralization, etc…) or sector-specific
strategies (agriculture, education, health, etc…).
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While we acknowledge that such a task would require significant expertise which should
be preferably in-house, we believe that it can only consolidate the role of ESFD as a
major economic and social development player in Lebanon, beyond the sole funding
of the European Union.
3.3.6

Creating a “Network of Excellence for Local Development in Lebanon” could help in
ensuring the continuity of the ESFD work after direct support stops, by supporting
exchange of experiences and best practices, introducing local communities to new
funding opportunities, building capacities in an incremental manner, etc…
This would also help in sustaining linkages with the communities served by ESFD
after direct funding ends and would empower municipal staff (elected representatives
but also technical staff) to share what they learned while building their capacities
along the way. For example an agricultural sub-project facing blockages could learn
from the experience of Aytaroun while a health care center in search of inspiration
could learn from the experience of Mishmish, etc… regional exchange with localities
facing the same conditions whether in North Lebanon, South Lebanon or the Beqaa
can prove also to be particularly beneficial

3.3.7

Balancing accountability and learning. We were particularly appreciative of the choice
of Denbo by ESFD despite the very difficult local working conditions. Looking at the
map of interventions of ESFD, we find that there are many “Denbos” that are assisted by
ESFD which constitute an encouraging sign.
However, and as highlighted in
point
3.3.3
the
most
comprehensive datasets in the
ESFD records regarding the
work in Denbo were mainly
about
administrative
and
financial issues, although the
project faced many technical
blockages which need to be
analyzed and understood in
order to prevent them in the
future or at least how to do
things differently to secure
optimal chances of success..
Our deep convictions is that if
half the effort invested in the
documentation of budgetrelated issue was invested in

Balancing accountability and learning: the Denbo case
ESFD was the first Lebanese institution ever to work in
Denbo. The village benefited from a package of 4 subprojects (see annex 4 for details) but all 4 are struggling to
sustain themselves after ESFD funding has ended.
While this is to be expected taking into consideration the
weak organizational capacity of the municipality, it would
have been very important to analyze for example why the
agricultural project failed to achieve any significant impact
despite being identified as a priority in the LDP and
despite the fact that ESFD supposedly secured all the
enabling conditions for its success (artesian well, irrigation
network, tractor, olive harvester, drip irrigation system,
training, demonstration plots and much more!)
Were the blockages related to the wrong formulation of
the project? Were they related to weak organizational
capacity at the local level? Were they related to the
management arrangements? Would less investment in
infrastructure and more investment in organizational
capacity led to better results?
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the collection of technical data in the same systematic manner (reports, indicators,
best practices, stories from the field and all the elements normally found in an MIS/M&E
system), ESFD would have been in a possession of a unique database which aligns
the theories of Local Development to daily practices and which would have
encouraged/inspired other donors either to join forces with ESFD and/or complement the
work that ESFD have been doing in these localities with more projects and funds
3.3.8

Communicating the wisdom and the experience of ESFD with the rest of the world
(or the Local Development stakeholders in Lebanon as a start). While one cannot but be
impressed by the 3,352 jobs created by ESFD until December 2010 through its job
creation program and which is clearly visible on the ESFD website, the only Community
Development experiences and success stories that can be found on the ESFD website are
concentrated between 2003 and 2005 as if the program is totally invisible since.. This
needs to be addressed as soon as possible through a comprehensive communication
strategy which we strongly advise to develop as a result of this evaluation and which
complements organically the M&E strategy that we propose to develop for the
Community Development Program.

3.4 Assisting in the development of the conceptual framework of ESFD’s intervention
in a new EU funded community development project in North Lebanon
One of the most rewarding aspects of this evaluation was the true willingness of ESFD to
incorporate the learning derived from the evaluation into its ongoing work and which
clearly demonstrates the willingness of the management of ESFD in general and the Community
Development program in particular to make use of the evaluation findings to improve the
performance of the program.
As a result, we were asked to prepare in April 2011 a position paper on what we identify in the
mid-term report as the “Silver Bullet approach” to Local Development in Lebanon. The paper is
attached in Annex 3 of this report and provides a critical approach to the most common silver
bullets we encountered in this evaluation and some “out of the box” ideas on how to prevent
them in the future. The paper was debated during the joint inception workshop between the
Community Development program of ESFD and the staff of the Technical Assistance of the new
EU funded community development project in Akkar (ADELNORD) which took place at
ADELNORD headquarters in Abdeh on April 28th.
The fundamental difference between the work of ESFD in ADELNORD and the interventions
we evaluated in that ADELNORD is mainly based on a cluster-level approach while the period
under evaluation focused mainly on a village-level approach.
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The paper hence tries to highlight this
transition and sheds light on the
conceptual and practical challenges of
applying an approach centered on
clusters.
The most important recommendations of
the paper were to link the planning
process and subsequently the project
selection process to a solid conceptual
framework
based
on
Local
Development planning fundamentals
(Territorial Approach, Value Chain
approach, Model Forest approach for
specific cases where the main driver is
natural resources conservation, etc…)

Key aspects to consider in the Cluster-Level approach from
the Phase I of the LOGO project
A balanced and inclusive selection of the interlocutors is
very important: a true participatory effort is needed to reach
out to all other stakeholders, including all those who are not
represented in Municipal Councils
The homogeneity in the definition of clusters is also very
important: the definition of tailor-made clusters poses serious
conceptual and technical challenges. (spatial continuity, social
coherence, economy of scale. etc…)
Bigger municipalities tend to dominate smaller
municipalities, while the smaller villages that are less
resourceful are more in need of development assistance.
Building consensus often leads to choosing the lowest
common denominator for an intervention (avoid looking at
the intervention as a “cake to split”)
Communication is essential for the success of the project as

The paper also proposes to establish it increases the ownership of the entire development process
well defined and transparent selection and broadens its outreach.
criteria based on which the proposed Public-Private partnerships are key and are often underprojects can be retained or not, while estimated in the Lebanese Local Development context
trying to avoid “silver bullets” that
proved not to be workable in the past, and while avoiding the “cake-splitting” approach in favor
of a more collaborative approach that favors to the maximum extent possible the entire cluster.
In the light of the recommendations of this paper, we were also requested to assist in the
development of the preliminary assessment grids for reviewing the suggestions for community
development projects which will be stemming from ADELNORD. This work is still in progress
awaiting further insights from the field, though annex 4 provides a sample of the on-going work
in this direction.

3.5 Training and on-the-job assistance to the Community Development team in
developing a utilization focused M&E system
In another attempt to operationalize the recommendations of the evaluation study, the Manager
of the Community Development program requested a series of advanced trainings on M&E
which would ultimately lead to the development of a utilization focused M&E system for the
program. Three sessions were held so far:
3.5.1

A first general session which served as an introduction to M&E and the levels of
influence and control associated with inputs – outputs – outcomes – impacts. This
first training also addressed the uses/misuses of the Logical Framework and how it is
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often limited to a planning tool without being associated with actual M&E, much like
what happened with ESFD in the period under evaluation
3.5.2 The second training dealt in depth with Results Based Management (RBM) which is
the newer and more qualitative application of the LogFrame approach and which – we
think – could constitute a proper basis for the M&E system of ESFD. The practical
examples in that session were taking from the “Road Map” that ESFD developed
following the general evaluation which was carried by an Italian consultant in 2010
3.5.3 The third training was specifically dedicated to impact evaluation, and demonstrated the
clear linkages between establishing a baseline, collecting M&E data, establishing
performance indicators and benchmarking performance vis-à-vis a predefined control
group when possible. The practical part was centered around the nursery project in
Aytaroun through a set of hypothetical data, and the last part of the training was
dedicated to introduce the detailed impact evaluation of the sewage network in Deir
dalloum/Zoul El Moqashreen which was taking place concurrently.
3.5.4 Recommended additional sessions should include Outcome Mapping as a preferred
qualitative M&E approach to be used for capturing behavioral changes, as well as
conceptual work on how to practically align M&E with the existing MIS system at ESFD
and link it to a clear communication strategy. In this regard, we also recommend if
ESFD can hire a short term expertise to assist in the development of a
communication system.
The material of the training sessions is provided in Annex 5

3.6 Conducting an extensive impact evaluation for one of the projects (with trial
and control group survey and questionnaires)
Since the initial headline of the present mission was to evaluate the impact of the work of the
ESFD Community Development Program on poverty alleviation in Lebanon, we proposed to
carry an extensive impact evaluation assessment of one sub-project that was already financed by
ESFD, preferably in one of the sub-projects labeled as “active”.
We chose the sewage treatment plant and network in Deir Dalloum – Zouk El Moqashreen since
it happened to take place in one of two distinct administrative localities under the jurisdiction of
the same municipal council, where Zouk El Moqashreen benefited from the project while Deir
Dalloum did not. The findings of the study are detailed extensively in Annex 6 of this report and
can be summarized as follows:
3.6.1

The project is still running in a fairly convincing manner almost 2 years after it has
been completed, although its operations and maintenance are fully subsidized by the
municipality.
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3.6.2
i)

ii)

iii)

3.6.3

There is no doubt about the positive impact of the project, both from an economic
but also environmental and health standpoints.
From an economic standpoint, every beneficiary household is benefiting from a
yearly saving of $250 as compared to the control group (average cost for emptying
the cesspit established at $72 and the cesspit is emptied an average of 3.5 times a
year). However, the issue of operation and maintenance costs needs also to be
addressed, unless the municipality is willing to subsidize these costs indefinitely,
which limits its ability to cater for other needs of the village. The evidence gathered
in this study shows that beneficiary households can pay a $10/month fee and still save
another $130 on average.
The most obvious impacts are recorded on the environment and health fronts,
with a virtual elimination of bad smells in the beneficiary part of the village (Zouk El
Moqashreen) as compared to the non-beneficiary part (Deir Dalloum) and the
significant 78% decrease in the incidence of rodents and insects. Moreover morbidity
(fever, diarahea, morbidity) stands at 12% in the beneficiary group, five folds lower
the 62% reported in the non-beneficiary group.
Even the social aspects of the project are broadly positive, with virtually no
conflicts over sewage disposal in the beneficiary group as compared to the 64%
reporting flooding and conflicts with neighbors in the non-beneficiary group.
From a rights-based perspective, it would be useful if not urgent to consider a
similar project to Deir Dalloum, which is described as being in “slum like condition”
by the Local Development plan back in 2005 and we can certify that conditions have not
improved much since.

4. Closing Remarks
This report summarizes 7 months of work with the Community Development program of ESFD
along what development thinkers are increasingly calling “developmental evaluation” where
both the evaluator and the client develop together the evaluation approach and work together on
implementing its findings, so that the evaluation does not remain a formal exercise but
becomes a catalyst for the program to critically reflect on its performance.
This report stresses on three very important aspects that the Community Development Program
of ESFD should focus on: Monitoring and Evaluation, Information Management Systems and
Communication. All can be improved using the existing resources and expertise within ESFD
with probably some input by external consultants from time to time.

ZM 120911
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Annex 1
SUMMARY TABLE OF THE 18 SUB-PROJECTS
UNDER EXAMINATION
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Sub‐project

Allocated
funding €

Status

Remarks

Aytaroun
Establishment of a Solid
Waste
Management
Facility (SWMF)

98,000

Active

The sub‐project is functioning remarkably well
under the leadership of the municipality. Its
capacity has gone up to 8 tons/day and new
donor support will enable it to go up to 12 tons

Establishment
of
a
Municipal Centre for the
development
of
Agriculture and Artisan
Trade (MCA)

54,800

Active on
totally
different
prerogatives

The initial design based on which ESFD funding
was granted was later changed and additional
Italian funding acquired after the Israeli
invasion in 2006. Management is devolved to a
cooperative established under ESFD which runs
a successful 1 ton/day dairy operation

Establishment
of
a
Municipal Centre for
Education and Culture
(MCE)

46,700

Partially
active

Very few activities took place since the sub‐
project was launched and which currently
seems idle. A private operator was invited to
make use of the facility and offer training
courses but this alone is not enough to make of
it a “center” for education and culture

Establishment of a Day
Care Centre

70,000

Partially
Active

The daycare center was designed for 300
children but currently hosts around 75 children.
Management was devolved to the MoSA with
some support from the Municipality

Denbo
Revival of Agriculture in
Denbo

73,000

Inactive

The sub‐project functioned more or less as
planned during the period when it was
supported by ESFD, but fell apart as soon as
direct support stopped

The Social Development
Center

60,000

Partially
active

The positive outcome is that the center was
rehabilitated and equipped, and has already
conducted vocational training and class
remedial sessions. The management was
devolved to MoSA in February 2010

The Health Care Center

68,200

Partially
active

According to the discussions during the Focus
Group, the center functioned properly and
expanded its services until May 2010 but the
new Municipal Council decided to devolve its
management to MoSA and it has been in steady
regression since

The Sports Facility

30,700

Inactive

The playground is literally in the middle of
nowhere, the access road is totally unsuitable
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and the playground is only accessible by car.
Not obvious when it was originally intended to
offer a recreational opportunity for the youth
of the village who cannot access it

Mishmish
Communal
Center

Maternity

75,500

Active but
on totally
different
prerogatives

ESFD assisted in the construction of the
premises but the design of the project as a
communal maternity center failed to kick‐off.
The sub‐project later developed into a fully
operational and self‐sustained Primary Health
Care Center serving around 7,200 patients a
year that is self sustained at 90%

The Municipal Centre for
the
Development
of
Agriculture and Artisan
Trade

113,000

Completely
Inactive

Definitely the greatest deception in the context
of this evaluation mission. The center is closed
and the acquired equipment is rusting and
completely unused, despite the considerable
investment it mobilized (construction and
equipments)

The Municipal Centre for
Education and Culture

71,600

Inactive

The center is used occasionally as a multi‐
purpose room. Apart from few activities that
were done just after inauguration, there is
nothing structured or directed to education or
culture taking place in the facility

Sabra – Chatila
Strengthening a local NGO
network
active
in
vocational training &
education

86,000

Partially
active

All NGOs are in their first year of operation and
has not achieved their planned outcomes yet.
The idea of a job placement center which would
have strengthened the sustainability of the sub‐
project was discontinued

Support to the collection
& safe disposal of solid
waste

48,000

Inactive

The sub‐project operated for 6 months but
went idle when ESFD support stopped.
Attempts were ongoing with the support of the
Municipality of Ghobeiry to re‐launch the sub‐
project under a more realistic action plan

Equipment
of
basic
healthcare facilities in the
camp

112,000

Active

The main dispensary which was supported is
active and operational, and is acting as the
main primary health care centre of the camp

Construction
of
4
integrated
electricity
transformer stations

156,000

Active

Maybe the least visible but one of the most
effective ESFD funded sub‐project as it
successfully addressed the endemic power
problem in the camp which has been dragging
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since 1986!

Deir Dalloum/Zouk El Moqashreen, Majdala and Mar Touma cluster
Sewage network and
treatment station in Deir
Dalloum Zouk El
Moqashreen

186,000

Active

This sub‐project was subject to a detailed
impact assessment study that is provided in
Annex 2 of this study. See box in the body of
the text for more details

Sewage network and
treatment
station
in
Majdala

186,000

Inactive

Despite being located at literally a stone‐throw
away from the successful similar sub‐project in
Zouk El Moqashreen, and despite connecting
most of the village households to the sewage
network, the treatment station is not
functioning because the Municipality in
incapable/willing to secure an electricity
connection for the treatment plant

Network for domestic and
irrigation water in Mar
Touma

112,000

Partially
active

The identity of the network was mixed from the
beginning as being a “domestic and irrigation”
network at the same time. An artesian well was
equipped and the network was completed and
connected to most of the 140 households of
the village but the water is exclusively for
domestic use while the rationale of the project
design talks mainly about irrigation for
agriculture
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Annex 2
DETAILED VILLAGE/CLUSTER LEVEL ANALYSIS
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1. SABRA AND SHATILA
1.1 Concise background of the ESFD interventions in the Sabra and Shatila
The Local Development Plan (LDP) identifies the continuous deterioration of living conditions,
which leads to increased poverty and exclusion as the core development problem in Sabra and
Shayila. This deterioration of living conditions is caused by three major factors: i) weak potential
for human development, especially among women and youth, ii) degradation of health and
environmental conditions and iii) increased economical problems.
The area is divided in two parts: the area of Sabra, Horsh2 and Farhat which are administered by
the Municipality of Ghobeiry and the Shatila camp which is under the direct administration of
UNRWA. Credit goes to the Municipal Council of Ghobeiry for acting as the administrative
interface for the grant which benefited mostly the areas outside its administrative jurisdiction and
despite the different political affiliation of the two sides.
According to the LDP, the ESFD the intervention in Sabra and Chatila was the first initiative that
brought people together, encouraged them to put their differences aside and work together for
their common wellbeing. The planning process became a learning process for the participants as
they understood how to overcome differences in the light of shared common interests.
The total financing envelope for Sabra and Shatila was 400,000 €. The initial financing
agreement approved in July 2007 agreed to co-finance the rehabilitation of the Al Fatah Canal
(€268,500) in order to reduce sewage water intrusion and improve the sanitary and
environmental conditions in the camp, a sub-project for strengthening a local NGO network
active in vocational training & education activities (€86,000 €) and a sub-project for the
collection and safe disposal of solid waste (€48,000 €)
An amendment to the financing agreement approved in March 2008 replaced the Al Fatah Canal
sub-project (which managed to secure German funding that allowed executing it at a much
bigger scale) by two new sub-projects: Equipment of basic healthcare facilities in order to
improve the healthcare infrastructure in the camp (€112,500) and the construction of 4 integrated
electricity transformer stations (€156,000) in order to strengthen the existing electricity
distribution network.
1.2 Outcomes of the field observations
Our field visits and interaction with the different stakeholders confirm that the ESFD
interventions were highly appreciated by the local stakeholders who refer to the intervention as
the “European Union” project. The preparatory stage and the interventions per say managed to
reach almost all the population of the camp, with different degrees of success though. The
outcomes of our field visits of the 4 sub-projects financed by ESFD can be summarized in the
table below:
2

Horsh Al Sanawbar or Pine Wood where ironically not a single pine tree survived the urban expansion
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Sub‐project

Allocated
funding €

Status

Remarks

Strengthening a local NGO network
active in vocational training &
education

86,000

Partially
active

All NGOs are in their first year of
operation and has not achieved all
planned outcomes yet. The idea of a
job placement center was discontinued

Support to the collection and safe
disposal of solid waste

48,000

Inactive

The sub‐project operated for 6 months
but went idle when ESFD support
stopped

Equipment of basic
facilities in the camp

healthcare

112,000

Active

The main dispensary which was
supported is active and operational

Construction
of
4
integrated
electricity transformer stations

156,000

Active

Maybe the least visible but the most
effective ESFD funded sub‐project

1.2.1

Strengthening a local NGO network active in vocational training & education: this
sub-project was among the first to be identified in the planning cycle and seems to
respond to a true need of the population. Its initial design aimed at addressing the high
unemployment rate amongst the population of the camp, especially women and youth.
The objectives of the sub-project were to be achieved through the upgrading of
vocational facilities of 5 specialized NGOs operating in the camp, strengthening the
networking amongst these NGOs and the creation of a municipal job center and network
with the business community in Greater Beirut with the support of the Municipality of
Ghobeiry and further support by the Job creation department of ESFD. Our field
observations and the interviews with the beneficiary NGOs confirm that equipment
was properly tendered and received and is being currently actively used in vocational
training, reaching out to around 115 beneficiaries (88 women, 27 men)

The sewing workshop at
Jouzourouna
Association.
Around 15 women were trained
in 2010 but mostly to upgrade
their household skills

The electronics workshop at the
Joint Christian Committee (JCC).
12 male students are attending
the training session and hoping
to find work in the future
29

Representatives of the 5 NGOs
meet regularly (here during the
focus group we carried) but very
limited coordination exists in the
absence of a formal network

In trying to determine the impact of the sub-project, we can clearly assume that it
managed to upgrade the teaching facilities for the 5 NGOs, but in the absence of a
formal network amongst NGOs and without the initially planned job center, the
impact of the project would be mainly limited to the improvement of the delivery of
vocational training. The formalization of the network and the creation of the job
center had to be discontinued due to the lack of enabling environment and the limited
funding available which would not lead to the desired outcomes in the opinion of
ESFD. We encouraged the committee to liaise with UNRWA who is establishing
similar centers in partnership with ILO and with funding from the Swiss Cooperation
and Canadian CIDA.
1.2.2

Support to the collection and safe disposal of solid waste: the sub-project consisted in
the purchasing of cleaning and waste collection equipment and a small allocation for
operator training and awareness raising. The idea was to provide complementary services
to the UNRWA garbage collection service in the afternoons and during official holidays.
Our field observation confirms that the project has been inactive since March 2010 and
that its operations had to be discontinued after the end of ESFD support due to the
inability of the operator to sustain the operations by collecting service fees as initially
planned. The purchased equipment is now parked in the Municipality of Ghobeiry
awaiting to choose a new operator.
We held extensive field visits, random interviews with users, in-depth analysis with
the operator and the working group on health and environment, informal chats with
the garbage collectors in the Doukhi discharge where waste in stored, etc… Two
major bottle necks could be identified:
i)

The assumption that every household will be contributing monthly with
1,000 L.P and small businesses with 2,000 L.P needs to be seriously
challenged. The most conservative estimate for operational monthly costs
is 4,00,000 L.P3 which means that the entire camp (around 4,000
households and 200 small businesses) should be contributing and that
collection rate should be 90% or higher.

ii)

Building on the previous comment, this means that there should be a total
buy-in from the entire population of the camp and hence an aggressive
door to door awareness campaign should have been in place while
operations were still subsidized, which seems not to have taken place.

We provide in figure below few snapshots of our observations during the field work. As
ESFD and the Municipality of Ghobeiry engage in a new tendering process to choose a new
operator, we very strongly recommend giving the sustainability plan proposed by any
3

One supervisor, one driver and 4 workers in addition to diesel and minor repair and maintenance of the
equipment.
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potential new operator a closer look, since a second failure in making the sub-project
operational will undermine the credibility of the municipality and ESFD. The buy-in of the
population is extremely important, and hence ESFD might want to co-finance a
comprehensive communication and outreach plan that will go in parallel with the launch of
the new operations which will clearly explain what went wrong in the first phase and how
this will be addressed in the second phase

Waste still thrown in a chaotic
manner at the entrance of the
camp (the gate and the walls built
by ESFD were knocked down)

… even construction rubble is also
thrown. Sukleen will take 15 days
to remove it with special
equipment.

This man was promised by the
Committee 150$/month to watch
over the Dokhi discharge… He
never got them (and is very bitter
about it)

The operator (in necktie) is a local The narrow streets of the
political figure in the camp. Camp camp need labor intensive and
residents agree that such a manual collection of waste
venture needs someone who can
“get his hands in the dirt”…

1.2.3

Equipment of basic healthcare facilities in the camp: With the support of the Working
Group on Health and Environment, key missing medical equipment within the camp
premises was identified and purchased to equip mainly the dispensary of the Palestinian
Red Crescent Association (PRCA). Some physiotherapy equipment was also provided to
the Caritas Community Health Care Center for Elderly. From our field visit to both
PRCA and Caritas and our meeting with the members of the Health and Environment
Committee, we could clearly determine that the equipment was well maintained and
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helping in reducing the health care bill of the resident population by 60-80% as
compared to private clinics and the hospitals of Beirut.
It should be noted that all registered Palestinian refugees are entitled free access to the UNRWA
dispensaries in the camps, but these dispensaries often offer general medicine services, are
poorly equipped and have limited opening hours (they close by 2 pm). The PRCA dispensary
opens 7 am to 8 pm 6 days a week, has a small emergency room as well as an ambulance that can
carry complicated cases to the nearby Hilal hospital which is also run by PRCA.
The doctors and staff salaries are mainly covered by the National Palestinian Authority, and
hence consultation fees are 5,000 LP for general medicine and 10,000 L.P for specialists (as
compared to 20,000 L.P and 30,000 L.P in private clinics within the camp and 30,000 L.P and
50,000+ L.P in the private clinics within Greater Beirut). Thanks to ESFD support, the
dispensary offers now a wide range of services which includes ENT, urology, ophthalmology,
orthopedics, OBS-GYN, cardiology and pediatrics. State-of-the-art equipment acquired through
the project for ultrasound, ECG and ophthalmology enhance significantly the accuracy of
diagnosis and the quality of services. New laboratory services were also introduced as well as
dentistry services that are offered at a very competitive prices, ranging from 10,000 L.P for the
removal of a tooth to 50,000 L.P for the treatment of an infected tooth including nerve killing
and removal as well as filling (as compared to 30,000 to 100,000 in private clinics within the
camp).
Records are kept manually and separately for every physician, so it was very difficult to extract
empirical data. However, according to the director of the dispensary, the average number of
patients for all services pooled is around 10-12 per day or 250 per month, so it is fair to assume
that the sub-project is reducing the health care burden by a minimum of 60% for some 3,000
patients every year
The equipment at the Caritas Community Health Care Center for Elderly is used for
physiotherapy rehabilitation of victims of severe physical injury or for physical reeducation after
a stroke attack or diabetes-induced amputations. The center treats on average 3-5 cases per day
and the fees are nominal (10,000 L.P for a full rehabilitation treatment cycle which includes 6-10
sessions)
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The Health and Environment working group
members conveyed the utmost gratitude to ESFD
and the EU. They are extremely satisfied by the
way things have developed in the sub‐project

The sub‐project transformed the PRCA dispensary
into a full‐fledged Primary Health Care Center
serving the Shatila camp and even the entire
neighborhood

The acquisition of the state‐of‐the‐art equipment would have never been possible without the support
of ESFD especially in the light of the numerous constraints facing Palestinian refugees in Lebanon. The
fees charged to patients are extremely reasonable and serves mainly at covering the running cost of the
dispensary

1.2.4

Construction of 4 integrated electricity transformer stations: The idea of this subproject was to add 4 electricity transformer stations to the already existing 7 transformer
stations in the camp and which were stretched beyond their carrying capacity resulting in
periodic break-down of these transformers and weak unreliable voltage supply. The
replacement of a burned transformer would take on average 3-4 weeks during which
households were left completely without electricity and had to rely on private generators
with exorbitant charges reaching 25$/week for 12 hours of electric supply while the
transformers were being repaired or replaced.
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The locations for the 4 new transformers funded by
ESFD were chosen in consultation with Electicité
du Liban (EDL) and the Municipality of Ghobeiry
and successfully installed in 2010. Our field visit
confirms that since the additional 4 transformers
were installed, the stability of electricity supply in
the camp has improved significantly, though the
population suffers from the drastic power cut
schedule inflicted to the suburbs of Beirut.
If we pool together the savings from a better-thanbefore electricity supply, the savings from a better
shelf-life of household appliances due to a more stable voltage supply, the better performance of
small businesses, medical and academic institutions, the decrease in the quantity of food wasted
due to improper availability of electricity, etc… the impact of the sub-project can be quite
significant on the entire population of the camp and is hence an outstanding candidate for a
subsequent impact study
1.3 Concluding remarks for Sabra and Shatila
As mentioned earlier, the perception of the ESFD intervention is the camp is overwhelmingly
positive, though it is perceived solely as the intervention of the “European Union”. Out of the 4
examined sub-projects, we propose to carry a full-fledged impact analysis for the electricity
transformers through an extensive random questionnaire survey which we would run over 200
households. This results from this questionnaire would help determining how the sub-project
clearly impacted poverty alleviation across the camp and we would include in it some key
indicators related to waste collection and health as well.
The three other sub-projects difficultly lend themselves to impact evaluation, either because
there is presently no impact (as it is the case of the solid waste collection project), or because the
impact is diluted or imbedded in a larger and more complex setting (the vocational training
network) or because the impact is direct and very obvious and any further empirical evidence
needs to be collected from a control group such as another Palestinian camp in Beirut ( (Mar
Elias for example for the Health sub-project.
We also recommend extreme caution during the re-tendering of the waste collection project to
avoid a second deadlock which can be detrimental to the faith that the population has in the
project.
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2. AYTAROUN
2.1 Concise background of the ESFD interventions in Aytaroun
Aytaroun and Mishmish are the two Lebanese villages where ESFD has entertained continuous
presence from 2004 onwards. The LDP identifies the marginalization of the agricultural sector
coupled with twenty two years of occupation as the primary responsible of the deterioration of
the living conditions in Aytaroun. The high level of unemployment, the weak technical
infrastructure, the unsafe hygienic conditions, the limited perspectives for using human
capacities, and the marginalization of vulnerable groups are all enhancing the decline in living
conditions. The LDP recommended 5 interventions for an initial co-financing envelope of
300,000 Euros:
1.

Purchase of equipment needed for public works which was completed as the local
development planning process was taking place and consisted in the purchase of 8
pieces of machinery needed for the maintenance of the town infrastructure and
cleaning. ESFD contributed with 30,000 € and the municipal council with 12,000 €

2.

Establishment of a Solid Waste Management Facility (SWMF) which is able to
process 4 tons of solid waste per day (was later increased to 6 tons/day). The ESFD
contribution was 98,000 € contribution while the Municipal Council’s contribution
was 68,500 €. The business plan anticipated a running cost of 47,500 € per year and
around 18,000 € of income with a commitment of the Municipal Council to cover the
remaining deficit

3.

Establishment of a Municipal Centre for the development of Agriculture and
Artisan Trade (MCA) to help in the diversification of crops away from tobacco
growing which is a subsidized crop with marginal returns which monopolizes 60% of
the agricultural activity in the village. The total cost of the sub-project was estimated
at 54,800 € with an additional contribution of the Municipal council by 4,600 €. The
business plan estimated the running costs at 19,000 € and the income at 10,200 €.
with a commitment of the Municipal Council to cover the remaining deficit

4.

Establishment of a Municipal Centre for Education and Culture (MCE) to
improve the computer and languages literacy levels as to create more vocational
training opportunities. The requested amount for this sub-project from ESFD was
46,700 € with a contribution of 4,200 € by the Municipal Council. The business plan
estimated the running costs at 20,500 € and the potential income at around 10,000 €

5.

Establishment of a Day Care Centre to enable working women (whether working
in tobacco growing or employed elsewhere) to attend for their duties, especially
that there is no children nurseries in Aytaroun, The requested co-financing from
ESFD was 70,000 € with a local contribution close to 27,000 € for a total capacity of
300 children and with a business where expenses and revenues are in equilibrium
from the second year onwards.
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Mid-way through the execution of the project, the July 2006 war with Israel led
to a considerable damage in all sub-project and which was estimated at 215,500
Euros. ESFD provided technical assistance to secure funding for the repair of
this damage, mainly through the Italian NGO UCODEP and other donors.
2.2 Outcomes of the field observations
Generally speaking, Aytaroun is the best performing location amongst the 4 locations we visited.
This is mainly due to the dynamism of the President of the Municipal Council who is active on
all fronts and follows every organizational detail. He is actively seconded by his Vice-President
who follows on all operational details, but we cannot talk about an “institutionalized” success
story since the success achieved would be likely to stop if these two individuals stopped working
with the Municipality.
It is also worth noting that Aytaroun benefited in March 2009 from a comprehensive review of
its LDP (which was developed back in 2004) through the support of Swedish Civil
Contingencies Agency (MSB) and UNDP. The plan entitled “Comprehensive Recovery Plan for
Aytaroun” encompasses the recovery needs of the village following the July 2006 war and its
repercussion. An interesting added addition to the LDP in this plan is the reference to land-use
patterns, housing and – most importantly – linkages to the broader regional and national
development patterns and challenges and which condition the development approach in
Aytaroun. Another substantial addition is the use of GIS. The table below gives a quick overview
of our main findings of the field assessment we did for Aytaroun
Sub‐project

Allocated
funding €

Status

Remarks

Establishment of a Solid
Waste Management Facility
(SWMF)

98,000

Active

The sub‐project is functioning remarkably
well under the leadership of the
municipality. Its capacity has gone up to 8
tons/day and new donor support will
enable it to go up to 12 tons

Establishment of a Municipal
Centre for the development
of Agriculture and Artisan
Trade (MCA)

54,800

Active on
totally
different
prerogatives

The initial design based on which ESFD
funding was granted was later changed and
additional Italian funding acquired.
Management is devolved to the
cooperative which was established under
ESFD but with close coordination with the
Municipality. Very interesting case for an
impact study

Establishment of a Municipal
Centre for Education and
Culture (MCE)

46,700

Partially
active

Very few activities took place since the sub‐
project was launched and which currently
seems idle. A private operator was invited
to make use of the facility and offer training
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courses
Establishment of a Day Care
Centre

2.2.1

70,000

Partially
Active

Our field visit confirms that the Solid Waste Management Facility (SWMF) is
operating in a satisfactory manner, and is even planning to expand beyond its current
capacity of 6 tons/day to 8 tons and ultimately to 15 tons per day.

Expenses and Income of the Aytaroun Solid Waste
Treatment Facility in 2010
(source: Municipality of Aytaroun)
Income

Unit

Average
L.P

Yearly Total
L.P

Colored Plastic

monthly

75,000

900,000

Transparent Plastic

2 months

200,000

1,200,000

Aluminum

monthly

60,000

720,000

Glass

6 months

120,000

240,000

Compost

monthly

100,000

1,200,000

Blida Municipality

monthly

900,000

10,800,000

Total

Expenses

&

It is worth noting that the plant operated on trial
basis for just 7 weeks when it was inaugurated
back in 2006, before being destroyed at 70%
during the July 2006 hostilities. It was then
rehabilitated with Italian support then expanded
to 8 tons/day thanks to the GTZ support
(officially inaugurated by the German
Ambassador in March 2010). Discussions are
currently ongoing with the Spanish contingent of
UNIFIL to equip it with an industrial shredder
and other equipment that will bring its capacity
to 12-15 tons per day.

15,060,000

The center is also catering for the waste of the
neighboring village of Blida and negotiations
are currently on-going with the village of
Monthly 4,785,000 57,420,000
Aynata to treat their waste as well. All of these
Annual
5,700,000
5,700,000
positive outcomes confirm that sub-project
has managed to solve in a sustainable and
Total 63,120,000
environmentally friendly manner the solid
waste problem in Aytaroun and has even
catalyzed a broader impact beyond Aytaroun. In terms of lessons learned, we can
identify three major learning insights from the initiative:
Unit

Operational costs
Maintenance
others

The daycare center was designed for 300
children but currently hosts around 75
children. Management was devolved to the
MoSA with some support from the
Municipality

Average
L.P

Yearly Total
L.P

i) Small scale treatment of waste is unlikely to generate a compost of a quality that would
encourage farmers to buy it. The compost of the plant is now given almost free of charge to
farmers (just the cost of transportation) to use it as a soil enhancer rather than a fertilizer
ii) In rural areas the nature of the waste generated by households is unlikely to generate
enough funds from recycling to substantially cover the costs of a waste treatment plant as
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shown in the attached table detailing the income and expenditures of the Aytaroun plant in
2010 and where the municipality still covers 75% of the cost.
iii) If a minimal “economy of scale” can be found (80% of the revenues of the plant are
covered through a contribution from the Blida municipality while operational costs are more
or less the same), similar “decentralized” waste treatment plants can significantly improve
the health and environmental conditions in rural Lebanon, the alternative being to burn waste
in open air discharges

c

The compost produced by the plant Plastic is the main source of The plant has no capacity yet to
is distributed as soil enhancer at a revenue from recycling… All process used tires, clothes or
symbolic fee
these bottles would be furniture. A new grinding
machine will be provided by the
normally burned
Spanish contingent of UNIFIL

2.2.2

During the debates about the Municipal Centre for the development of Agriculture
and Artisan Trade (MCA), we found probably one of the most interesting cases for an
impact assessment study, especially in terms of determining the unintended positive
outcomes of a sub-project.

As mentioned earlier, the initial idea was to help in the diversification of crops away from
tobacco growing which is a subsidized crop with marginal returns and which monopolizes 60%
of the agricultural activity in the village. According to the field interviews we carried, the subproject functioned as planned as long as ESFD funding for operation lasted but did not pick-up
as planned following the cessation of hostilities. The discontinuation of activities in their
initially-planned form is due in our opinion to 3 inter-related and equally important factors:
i) The July 2006 war seriously disturbed the physical and social infrastructure in
Aytaroun and negatively affected the entrepreneurship and risk-taking spirit of
farmers (who naturally preferred the “safe haven” provided by tobacco rather
than venturing into something new)
ii) Several assumptions related to cost recovery in the business plan of the subproject did not hold true (co-financing by the farmers, income generation from
the activities held at the center, pay-for-service by farmers, etc…)
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iii) The lack of proactive and “risk-bearing” support by the job creation
department of ESFD as initially foreseen
Nevertheless, the donor rush to South Lebanon which followed the cessation of hostilities
created a new opportunity to revive the sub-project through a series of interventions which
were negotiated by the municipal council, and capitalizing on the planning, consensus
building and the enabling environment created through the ESFD intervention.
These interventions included – among others – the construction of a milk collection and milk
processing plant, the equipment of a feed processing plant, the construction of a rainwater
harvesting pond and irrigation canals, the provision of artificial insemination and veterinary
services to farmers, provision of equipment and support to growing feed (maize, alfalfa,
vetch, etc…) The Municipality kept also the center functioning at a minimum with ad-hoc
training sessions for farmers by Jihad El Bina, UCODEP, the Ministry of Agriculture and
other development actors in the region.
As a result, Aytaroun witnessed a swift diversification from tobacco growing alone to a new
niche for dairy production which currently serves according to the President the municipality
around 80 farmers and more than 400 heads of cattle, up from 20 farmers and 115 heads of
cattle prior to the intervention.
The production is marketed through a dedicated dairy plant (Aytaroun Dairy) which
processes around 1.2 tons of milk per day. The produce has gained national recognition and
is being sold across South Lebanon and in Beirut.
Farmers (in their dominant majority small farmers with
3-5 heads of cattle each) deliver the production
themselves to the dairy plant where it is individually
tested and quantities recorded. The plant is focusing
mainly on high-demand produce such as laban, labneh,
ayran and white cheeses (baladi, akkawi and halloum).
Production is complemented by a feed center which
operates two days a week and provides high quality
feed rations to farmers at subsidized prices. The newly
established pond for collecting rainwater also
encouraged several farmers to embark on feed
production (mainly corn, alfalfa and barely) which are
also purchased by farmers for their herds.

The Head of the Municipal Council of
Aytaroun proudly exhibiting the produce of
the dairy plant (white cheeses, ayran, laban
and labneh)

To sum it up, Aytaroun succeeded were many other stakeholders failed in creating a
functional value-chain loop between small producers and the market by consolidating
milk collection and processing on one hand and feed and animal health care on the other. An
impact study to determine how this approach is contributing to poverty alleviation can be
39

very promising. The only possible drawback for conducting this impact evaluation within the
context of this study would be that the ESFD was indirect and mostly confined to the creation
of an enabling environment, while other concrete realizations were provided by other donors.
2.2.3

The Municipal Centre for Education and Culture (MCE) had a
similar fate to the Agricultural Center, where it operated according
to its initially foreseen action plan until July 2006 but had
difficulties sustaining itself and operating as planned following the
summer 2006 war. Although the Center does not operate on
regular basis anymore, it is still used by the Municipality to
carry activities on ad-hoc basis such as remedial classes for
students, computer literacy sessions, specialized technical
sessions, etc….

The Municipality has concluded in February 2011 an agreement with a
vocational training provider to use the facilities of the center in order to
provide vocational training opportunities for the inhabitants of Aytaroun
at prices ranging between 200 and 300$ per session, but this will depend
on the number of students registered for each specialty
Snapshots of the activities done in the Center (photos courtesy of Aytaroun Municipality)

Computer training session Aug‐Sep Food safety and accounting Handicraft session with Al
2010 (15 students, 3 weeks)
training with UCODEP May Majmoua July 2009 (15
women, 8 days)
2009 (15 adults, 10 days)
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2.2.4

The Day Care Centre aiming at the first children nursery in Aytaroun with the aim of
working women (tobacco growing and other occupations) to attend for their duties was
built and equipped by ESFD but – like other sub-projects – was seriously damaged in
July 2006. It was rebuilt and equipped by the Italian and Spanish Cooperation.

Its management was devolved in the fall of 2007 to the Ministry of Social Affairs. Although it
was equipped to host 300 children, it currently hosts no more than 75 children and the
Municipality still subsidizes the salary of 3 teachers as well as some operational costs (fuel,
electricity, water, etc…)
We could not meet the concerned stakeholders because the nursery was closed due to the
diluvium rain when we were conducting our field visit
2.3 Concluding remarks for Aytaroun
Obviously Aytaroun deserves its status as a best practice showcase for the work of ESFD
but also the impressive donor line-up working in the village. According to the President of the
Municipality, Aytraoun was able to raise more than its own cumulative municipal budget
over the past 4 years (more than 2 million USD in donor support)
Two of the ESFD sub-projects are candidates for an in-depth impact assessment: the waste
treatment facility (with impact primarily attributed to ESFD) and the Agricultural project through
which we can understand the convergence of factors rather than the sole contribution of ESFD
that lead to the success of the initiative.
The institutionalization of the interventions is also another concern. The municipality has
nothing to prove anymore with regards to its capacity to attract new donor funding, but it was
surprising to note that the follow-up on these 2M+ USD projects is still done on ad-hoc basis
thanks mainly to the zeal of the President and the Vice President of the council rather than a
dedicated local development or donor coordination office within the municipality. We
highlighted the importance of creating a permanent and stable interlocutor body within the
municipality to the President who seems open to the idea but deplores the lack of means on how
to achieve it
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3. MISHMISH
3.1 Concise background of the ESFD interventions in Mishmish
According to the LDP, the Mishmish community is faced by a continued decline in living
conditions, leading to severe poverty and to emigration of all who seek perspectives outside the
village. The degradation of living conditions is caused by five main factors: i) increasing
unemployment, ii) the degradation of the physical environment, iii) absence of specialized health
services especially for mother and child care, iv) the poor perspectives for developing human
capacities in the community and v) the prevailing (internal) conflicts (in the village and which
were exacerbated following the assassination of PM Hariri).
The LDP highlights clearly the difficulties for consensus building and ensuring proper
community participation which – in our opinion – constituted the predicament for the poor
performance we noted post ESFD funding, especially that this very important finding was overruled during implementation
Five sub-projects were identified in the LDP for ESFD funding with a total envelope of 300,000
Euros
1. Completion of the ongoing construction of a small bridge, which was done as part of
the confidence building process between ESFD and the local community with 30,000
financing by ESFD and 9,000 € by the Municipal Council of Mishmish, in addition to the
connection of the bridge to a small network of roads on both banks.
2. A Communal Maternity Centre that offers primary health care to around 350 pregnant
women and 2,500 children on yearly basis and which includes examination rooms and a
delivery suit in addition facilities to perform minor surgeries and ambulance
transportation for complicated cases. The ESFD funding was around 75,500 € (including
9,000 € for consultation and training) with a local contribution of 15,300 €. The business
plan provided balanced income and expenditure figures (around 80,000 € annually)
however the assumptions in the business plan are far from being convincing.
3. The solid waste management project which was identified through the LDP and later
funded through the EU-OMSAR for a total value of 385,000 Euros.
4. The Municipal Centre for the Development of Agriculture and Artisan Trade which
was supposed to provide facilities for limited storage, small scale processing, packaging
and marketing of traditional Meshmesh produce, as well as facilities for systematic
agricultural extension, training and exchange. The total investment cost of the Center was
around 144,000 € including 31,000 € as local contribution. The business plan included
around 35,000 € for studies and training and anticipated that the operational costs would
reach 23,000 € on annual basis and income around 10,400 €.
5. The Municipal Centre for Education and Culture which was supposed to provide
foreign language training, as well as an IT center and a multi-purpose meeting hall. As
part of the center, 5 rooms were also rehabilitated in order to serve as a youth hostel. The
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total investment cost was around 85,000 € including 13,400 € as local contribution. The
business plan anticipated an annual running cost of 21,000 € and revenues close to 17,500
€ from the third year onwards.
3.2 Outcomes of the field observations
Our field visit to Mishmish was far from being conclusive, with the 3 sub-projects funded by
ESFD being totally inactive, although the maternity center was converted into a successful
Primary Health Care Center. The table below summarizes the general situation in Mishmish
according to our field diagnosis
Allocated
ESFD
funding €

Sub‐project
Communal
Center

Status

Remarks

Maternity

75,500

Active but
on totally
different
prerogatives

The sub‐project developed into a fully
operational and self‐sustained Primary
Health Care Center serving around 7,200
patients a year and with minimal support
from the Municipality.

The Municipal Centre for
the
Development
of
Agriculture and Artisan
Trade

113,000

Completely
Inactive

Definitely the greatest deception in the
context of this evaluation mission. The
center is closed and the acquired equipment
is rusting and completely unused, despite
the considerable investment it mobilized

The Municipal Centre for
Education and Culture

71,600

Inactive

The center is used occasionally as a multi‐
purpose room. Apart from few activities that
were done just after inauguration, there is
nothing structured or directed to education
or culture taking place in the center

3.2.1

The only positive note in Mishmesh was the successful conversion of the Communal
Maternity Centre into a fully operational Primary Health Care Center serving
Mishmish and the surrounding villages and fully accredited by the Ministry of Public
Health. Many reasons seem to have dictated this conversion, the most obvious of which
being:
i) The initial plan did not take into account the technical specs needed to
secure an operational license from the Ministry of Public Health for a fullfledged maternity center as initially planned (engineering specs, type of
equipment, presence of an OR, etc…)
ii) the business plan was based on unrealistic assumptions, as expenses
turned out to be higher than expected while income charges were fixed at
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prohibitive levels even by today’s standards (and more prohibitive back in
2004)4
iii) The lack of a local “champion” that would lead the inexperienced
committee of stakeholders and Municipal Council members into the
complex administrative and technical requirements of the sub-project
As a result the sub-project operated on a limited scale as an OBS-GYN and pediatrics clinic.
From 2006 onwards the Municipal Council was able to gradually transform it into a dispensary
with the support of various donors among which the Phoenix Association (medical supplies,
examination equipment, furniture, …), UNDP (ECG machine), Relief International (laboratory),
Right to Play (ENT, pediatrics room), Lions (operational support, consumables), etc… Doctors
were recruited along the way and the current roster includes now no less than 25 doctors
(ophthalmology, OBS-GYN, ENT, urology, cardio-vascular, neurology, orthopedics,
endocrinology, and pediatrics). The dispensary offers also dentistry services, echography, ECG,
X-ray and a wide range of laboratory services, as well as vaccination, provision of chronic
medicine to registered patients, minor surgeries and ambulance treatment. It is interesting also to
note that the dentistry and X-ray services are a joint venture between the dispensary and a private
investor.
The number of patients has gone exponential over the past 3 years from around 3,000 in 2007
to 7,200 patients treated in 2010. The increase in the number of patients was also coupled with a
balancing of accounts and even a small surplus was achieved in 2009. The fees charged by the
dispensary are extremely reasonable and even lower in real terms than those set back in 2004 for
the maternity center (3.5 Euros for a generalist consultation, 6 Euros for a specialist). According
to the Director of the dispensary, patients are coming from the 8 surrounding villages of
Mishmish to use the services of the dispensary.
Another very interesting income generating activity is comes from the dispensary’s
pharmacy, where medicine is bought in bulk at competitive prices and then sold to individuals
lower than market prices and still with a reasonable margin for the dispensary (we were given the
example of a well known antibiotic sold at 18,000 L.P in pharmacies and which is sold in the
dispensary for 12,000. Patients save 6,000 L.P (33% of the market price) and the dispensary
makes 2,000 L.P on every bottle sold. This is made possible because the wholesale price for a
100 box carton is 1,500,000 L.P and the dispensary gets 50 additional boxes as a bonus, which
brings the baseline price per box to 10,000 L.P
In our opinion, the case of the dispensary provides a very good opportunity for an impact
assessment study in trying to understand the success stories behind the reconversion but
also the impact of the dispensary on the overall health situation in Mishmish and the
neighboring villages, especially the unintended positive outcomes that enabled a successful
4

5 € for diagnosis (OBS‐GYN and pediatrics), 15 € ambulance services, 35 € treatment of accidents on site and 25€
echography

44

conversion building on the enabling environment that was made possible through the ESFD
intervention.

Only the name and the … and the newborn incubator The dentistry clinic (and X‐ray
ambulance remain from the which was never used
machine) were acquired through a
initial ESFD intervention…
public/private partnership

The impressive doctors rotation in the center

3.2.2

New equipment acquired through
donor support for the center

The Municipal Centre for the Development of Agriculture and Artisan on the other
hand was one of the biggest deceptions of the day. A vast, spacious and well-equipped
center which remains closed since 2006 and unable to adequately start its operations. This
is due mainly in our opinion to two main factors:
i) The inability of the local community and the municipality to agree on an entity or
a modus operandi to operationalize the center. According to the interviews we
conducted and the extensive literature we consulted, there are two women
cooperatives claiming ownership of the center. One of these cooperatives was
established as foreseen in the LDP and another one which was established in 1993
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with similar objectives. Both cooperatives are currently inactive and rely on the
center to activate themselves which does not constitute a positive indicator about
their organizational capacity.
ii) Some shortcomings while equipping the center and which prevents it from getting
ISO or HACCP certification, and which would need an additional investment
close to 70,000 €. The main worry in that regard is the water quality available for
the center and at minima a water treatment facility should be provided to the
Center
It is worth noting that the financing agreement is
very explicit that “… a project management
committee formed from members of the
municipal council, the farmers committee (apple
and vegetable farmers, beekeepers and cattle
ranchers) and the women’s committee … who
will become cooperatives at later stages…”
(article 4) will be in charge of the center and that
“… the center will be the property of the
Municipality (the people of Meshmesh)…”
(article 6).
A heated but smiling dialogue between the
Head of the Women’s Cooperative established
by the women’s working group of the LDP with
the bookkeeper of the Municipality who has
been following on ESFD’s work in Mishmish
since the beginning.

We believe that an externally facilitated
consensus-building effort which explains the
legal structure along which the center is expected
to operate and which triggers commitments from
the various stakeholders could unblock the
situation, especially after the change in
Municipal leadership following the May 2010 elections, and provided that the water quality issue
is properly addressed (but it would be difficult to catalyze any additional contribution from the
Municipal Council who claims that its budget is overstretched)
3.2.3

The Municipal Centre for Education and Culture was found to be completely idle.
The Center, which was supposed to provide foreign language training as well as an IT
center and a multi-purpose meeting hall is only used occasionally as a meeting space. The
“youth hostel” (5 equipped rooms on the second floor) is not operational as well. The
sub-project practically worked with the 18,400 € in its initial budget which were
earmarked for consultation and training and held two remedial languages courses in
English and French, two computer literacy sessions and one literacy session for adults.
The assumptions in the business plan proved to be “killer assumptions” as very few
members in the local community could spare the 40$ and the 50$ needed to cover the
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costs of the courses and the collected money over a full year could barely cover 1 month
of salary for the Director of the center. The Municipal finances which were particularly
strained following the El Barid war in the fall of 2007 and the delay in transferring the
share of the Mishmish from the Independent Municipal Fund did not allow any
subsequent funding by the Municipality and the center is currently closed and
occasionally used as a multi-purpose room.
Despite Mishmish being listed on the “Lebanon Mountain Trail”, the 5 rooms of the
youth hostel could not get more than 40 nights in 3 years, due to the lack of an enabling
mechanism that would make them operational
3.3 Concluding remarks for Mishmish
Apart from the Maternity Center which is functioning as a primary health care center rather than
a maternity center, ESFD interventions in Mishmish were found to be in an idle stage and would
need external facilitation and supplemental funding to have them operating again, especially that
a new Municipal team is in place and would be motivated to reactivate the idle sub-projects.
The conversion process of the Maternity Center into a full-fledged health care center can
constitute an interesting case study for impact assessment, although the contribution of ESFD is
mainly restricted to building the premises and establishing the enabling environment that led to
the development of the health care center.
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4. DENBO
4.1 Concise background of the ESFD interventions in Denbo
According to its LDP, Denbo has the typical features of a poor and traditional rural community
that lives in isolation from the surrounding environment. Most of the basic infrastructural
services (roads, sanitation, water, electricity, etc…) is inexistent of in a deplorable shape. In
addition Denbo has a staggering average household size of 8 persons (compared to a national
average of 4.3)
Besides the high rates of unemployment causing a very low average household income, the main
challenges faced by Denbo include i) the decline in the role of the agricultural sector as the main
source of income, with fields being abandoned and the number of farmers decreasing year after
the other, ii) absence of opportunities for education and employment for youth. Every family has
one or two members who either emigrated (to Australia mainly) or are working outside Denbo in
search for a better livelihoods, iii) the extremely high unemployment rate (98%) and illiteracy
rate (33%) amongst women and iv) poverty translated in the unhealthy living conditions (water
supply, wastewater networks) causing severe pollution and risks on human health and on the
environment.
According to both the incoming Vice President and the outgoing President of the Municipal
Council, ESFD was the first donor ever to venture into Denbo through a comprehensive and
integrated approach, which is regarded as a highly positive outcome by the entire population
of the village. ESFD approved a co-financing envelope for Denbo of 300,000 Euros in June
2007 for an initial period of 18 months which was extended through successive Addendums to
December 2010 and which included 4 sub-projects:
1. The Revival of Agriculture in Denbo sub-project which included agricultural extension
services and demonstration sites, rehabilitation of irrigation network, diversification of
farming systems and introduction of new crops for a total of 161,000 Euros including the
purchase of a tractor for the agricultural cooperative for 24,000 Euros and the
rehabilitation of an agricultural canal with a water reservoir for 73,000 Euros.
2. A Social Development Center sub-project which aimed at promoting vocational
training especially for women as well as education-support programs to reduce school
drop-out for a total of 60,000 Euros
3. A Health Care Center, the first of its kind in Denbo and which would provide health
care and family planning services rehabilitation and equipment of a health center for a
total cost of 68,200 Euros
4. The construction of a sports facility (playground) in order to provide recreational
facilities for youth and which can ultimately serve as a playground for a new vocational
school that is planned to be constructed near the site. The ESFD contribution was 30,700
Euros
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4.2 Outcomes of the field observations
Taking into consideration the circumstances of the ESFD intervention in Denbo being the first
donor with a comprehensive program in the village, the Denbo case would have been ideal for
conducting a village-level impact assessment study, although the funding cycle was just
concluded in December 2010.
The financing agreement was explicit, well written and tightly linked to the LDP,
suggesting that the capacity of ESFD in conceptualizing these financing agreements
improved significantly between 2004 when the first agreements with Missmish and
Aytaroun were drafted and 2007 when the Denbo agreement was drafted.
Unsurprisingly, we found that the sub-projects were not performing as planned, which should be
expected when working in an extreme poverty environment and with interlocutors not used to
dealing with donors and – most importantly – sustaining interventions.
The status of the 4 sub-projects financed through ESFD is summarized in the table below:
Allocated
ESFD
funding €

Status

Remarks

in

73,000

Inactive

The sub‐project functioned as planned
during the period it was still supported by
ESFD, but its sustainability horizons seem
rather thin

Development

60,000

Partially
active

The positive outcome is that the center was
rehabilitated and equipped, and has already
conducted vocational training and class
remedial sessions. The management was
devolved to MoSA

The Health Care Center

68,200

Partially
active

According to the discussions during the
Focus Group, the center functioned
properly and expanded its services until
May 2010 but the new Municipal Council
decided to devolve its management to
MoSA

The Sports Facility

30,700

Inactive

The playground is literally in the middle of
nowhere, the access road is totally
unsuitable and the playground is only
accessible by car

Sub‐project
Revival
Denbo

of

The
Social
Center

4.2.1

Agriculture

Revival of Agriculture in Denbo: the initial aim of the sub-project was to serve 45% of
the entire farming community of Denbo (840 households) by improving the traditional
sectors of agricultural activity such as olive oil, stone fruits and medicinal and aromatic
plants. This was complemented by providing additional irrigation opportunities through
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the use of an artesian well (4 inches per second) whose water is contaminated yet suitable
for irrigation. The project built an irrigation canal of 700m as well as a water collection
reservoir which could potentially irrigate 25 ha in a location close to the village.
According to the President of the Agricultural Cooperative (who benefited from an
agricultural tractor and olive harvesting machinery as part of the project), the actual
number of beneficiaries was close to 100 but the probability that these beneficiaries
would invest more time or money for upgrading their facilities and/or applying the new
techniques is minimal due to their relatively advanced age and their loss of faith in the
potential of the agricultural sector, as clearly shown in the picture where the fields are not
planted beyond the classical seasonal crops that are usually planted despite the
availability of water.
We were surprised also to see that the motor of the water pump is left open air and in the
middle of the street, which is a potential danger to cars and can be damaged anytime by a
passing car or truck, despite the fact that ESFD equipped it with a steel cover (which
seemingly was stolen /)

No noticeable agricultural activity was found
to be taking place near the canal and the
water reservoir (greenhouses, irrigation
facilities, etc…)

4.2.2

… The pump and connections to the well are
barren in the and present a safety hazard for
individuals and vehicles, especially at night
when a car or a truck can crash the whole
equipment and get damaged at the same time

The Social Development Center seems to have operated as planned while with
vocational training programs and education programs offered on regular basis for women
(vocational training on hairdressing, computer literacy, sewing of curtains, etc…) as well
as remedial classes for Grade 6 students and languages sessions in English and French.
The management of the center was devolved in February 2011 to the Ministry of Social
Affairs due to the incapacity of the municipality to sustain its activities and is currently
waiting for a new strategy to activate it by MoSA. The Municipality could not provide
statistics about the usage of the center but according to the supervisor of the center, some
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women who specialized in hairdressing were able either to work from home. One woman
who attended the training also opened her own shop with the support of her relatives in
Australia and another woman is working in a hairdressing salon in Halba.
The “Mouvement Social” has also started working in Denbo following the intervention of
ESFD and is offering computer literacy classes. It was obvious to us though that the
center will need constant external support to stay operational, and probably a
combination of MoSA support as well as interventions from private donors to achieve
optimal results. Credit should go to ESFD though for upgrading the infrastructure and
equipping Denbo with a functional center which would have been otherwise quasiimpossible to get.
4.2.3

The Health Care Center according to the participants in the Focus group operated in a
satisfactory manner while it was still supported by ESFD, attracting new doctors and new
specialties. ESFD helped the municipality to prepare a tender dossier hoping that a
private operator or an NGO specializing in health care would take it over after ESFD
support but all entities that were contacted did not show interest. The center was also
handed to MoSA who currently keeps a minimalistic presence (4 doctors coming for 2
hours each every week). Interestingly, most of the physicians who were recruited by the
center opened a privately-run polyclinic in Denbo, and are charging prices similar to
those the dispensary used to charge (5,000 – 8,000 L.P for generalists, 10,000 – 15,000
L.P for specialists) and despite that fact that they had to pay for the investment and
equipment costs, which proves that the center could have been sustained along its
previous model if proper consensus building was achieved!

The dispensary is fairly well equipped, the chair is still even in …. But 4 doctors come once a week
nylon…
two hours each, and Denbo counts
more than 10,000 inhabitants!
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4.2.4

Equipment of a Sports Facility: this is definitely the least successful ESFD sub-project
in Denbo, as the playground is in the middle of nowhere, the road leading to it is in an
extremely bad shape (only accessible in its last part by a 4*4) and non-motorized youth
would be never able to access it. According to the Focus Group discussions, the
playground is used very occasionally and the
sports club which was supposed to animate its
activities is dormant.

We acknowledge the conditions that led to the
establishment of the playground, but we believe that a
“user-friendly” youth sub-project that is located nearer
to the town center would have led to much more impact
than this sub-project.

4.3 Concluding remarks for Denbo
As mentioned earlier, credit goes to ESFD for accepting to work in Denbo despite the difficult
enabling environment and the poor local capacity. This is exactly what we refer to as “risk
taking” in the recommendations section and is very much needed to contribute to the capacity
development of ESFD partners.
The interventions ended officially in December 2010 and it is hence a bit premature to talk about
impact at the village level, especially that the sub-projects have been facing various bottlenecks.
But definitely ESFD paved the way for a broader development dynamics in Denbo. The danger
we foresee is to withdraw the ESFD support following the completion of the financing
agreement without securing the continuity of the efforts that were taken. This would lead
to the dilution of impact within a short time frame, not because the ESFD approach was
not valid, but because additional follow-up was lacking. We leave it to ESFD to
contemplate that point and see what can be done in that regard
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5. THE DEIR DALLOUM – ZOUK EL MOQASHREEN, MAR TOUMA &
MAJDALA CLUSTER
5.1 Concise background of the ESFD interventions in the cluster
The field work for the cluster took place much later than the first 4 villages during the extended
phase of the mission which lasted between April and July 2011. The difference with the other
villages is that the ESFD intervention focused on a cluster of 3 adjacent villages: Deir Dalloum –
Zouk El Moqashreen, Mar Touma and Majdala.
Deir Dalloum covers an area of 360 hectares, Mar Touma an area of 223 hectares, while Majdala
covers 112 hectares. Majdala is the most populous with around 2,000 registered persons, while
Mar Touma and Deir Dalloum has around 1,000 each
The core problem in this cluster is the continuous decline in living conditions, which has mainly
led to the migration. As a result, urbanized rural centers became overpopulated. This decline in
living conditions is caused by four major aspects: i) degradation of the health conditions; ii)
degradation of the environmental conditions; iii) increased unemployment rates, and iv) weak
potential for human development.
The initial idea of ESFD was to mobilize synergies between the 3 villages in term of
wastewater treatment and collection as well as irrigation water. ESFD approved an initial
envelope of 300,000 Euros in December 2005 to finance two wastewater treatment stations
and associated sewage networks for Deir Dalloum and Majdala while Mar Touma
benefited from an artesian well with an associated network for domestic and irrigation
water. In January 2008, and extension of the sanitary network projects was approved in for an
additional 172,264 Euros. The three communities contributed around 64,000 Euros (roughly 12%
of the total grant size). All projects were completed and tested in the first quarter of 2010.
5.2 Outcomes of the field observations
Prior to visiting the 3 villages, the secondary data (LDP, grant agreements, etc…) especially in
the light of the difficulties faced by the team who prepared the LDP back in 2005 to bring the
stakeholders together and develop a joint vision left us with two major areas of inquiry:
i) Did the anticipated synergies in term of wastewater collection and treatment work
as planned at the cluster level especially between Deir Dalloum and Majdala? And;
ii) The way the water project was presented as “domestic and irrigation water” in Mar
Touma raised several questions as the project document hinted at times that the
network would be a key instrument for the revival of agriculture but stressed at other
times that households did not have access to a household water distribution system,
sending mixed signals about the real use (and subsequently the added value) of the subproject.
The cooperation of the three mayors with us also sent clear signals on the status of
implementation. Our first contact with the Mayor of Deir Dalloum – Zouk El Moqashreen was
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overwhelmingly positive and we sensed that he was eager to show the achievements of the subproject that was executed in his village. Our contact with the Mayor of Majdala was a bit less
positive as he informed us that the sub-project was overseen by the outgoing municipal council
that lost the municipal elections of May 2010 and that the incoming Council has a limited
responsibility about the results. The biggest difficulty was to visit Mar Touma, as the Mayor took
around 3 weeks to fix a first appointment for the field visit and excused himself on the day of the
visit saying that he was in Beirut while we were in his office in Abdeh. He only agreed to meet
us after 2 more weeks after threatening that we would have to raise the issue to ESFD and the
EU if we were unable to visit Mar Touma.
A bird’s eye view of the status of execution of the 3 sub-projects is provided in the table below:
Allocated
ESFD
funding €

Status

Remarks

Sewage network and
treatment station in
Deir Dalloum Zouk El
Moqashreen

186,000

Active

This sub‐project was subject to a detailed impact
assessment study that is provided as an annex to this
study. It is by and large successful with a positive
impact despite being held in the relatively wealthiest
part of the village

Sewage network and
treatment station in
Majdala

186,000

Inactive

Despite being located at literally a stone‐throw away
from the successful similar sub‐project in Zouk El
Moqashreen, and despite connecting most of the
village households to the sewage network, the
treatment station is not functioning because the
Municipality in incapable/willing to secure an
electricity connection for the treatment plant

Network for domestic
and irrigation water in
Mar Touma

112,000

Partially
active

The identity of the network was mixed from the
beginning as being a “domestic and irrigation”
network at the same time. An artesian well was
equipped and the network was completed and
connected to most of the 140 households of the
village but the water is exclusively for domestic use
while the rationale of the project design talks mainly
about irrigation for agriculture

Sub‐project

5.2.1

Sewage network and treatment station in Deir Dalloum Zouk El Moqashreen: the
field observation matched and confirmed the enthusiasm of the Mayor. All households of
Zouk El Moqashreen (130 households according to the Mayor, around 90 to 100
according to our findings) were connected to the network and the treatments station is
functioning without problems to mention. The sub-project had a clear positive impact as
it was determined in the detailed impact assessment study, which came to the following
conclusions:
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i)

The project is still running in a fairly convincing manner almost 2 years after it
has been completed, although its operations and maintenance are fully subsidized by
the municipality.

ii)

There is no doubt about the positive impact of
the project, both from an economic but also
environmental and health standpoints. From
an economic standpoint, every beneficiary
household is benefiting from a yearly saving of
$250 as compared to the control group (average
cost for emptying the cesspit established at $72
and the cesspit is emptied an average of 3.5 times
a year). However, the issue of operation and
maintenance costs needs also to be addressed,
unless the municipality is willing to subsidize
these costs indefinitely, which limits its ability to
cater for other needs of the village. The evidence
gathered in this study shows that beneficiary
households can pay a $10/month fee and still save
another $130 on average.
The most obvious impacts are recorded on the
environment and health fronts, with a virtual
elimination of bad smells in the beneficiary part
of the village (Zouk El Moqashreen) as compared to the non-beneficiary part (Deir
Dalloum) and the significant 78% decrease in the incidence of rodents and insects.
Moreover morbidity (fever, diarahea, morbidity) stands at 12% in the beneficiary
group, five folds lower the 62% reported in the non-beneficiary group.

iii)

Even the social aspects of the project are broadly positive, with virtually no
conflicts over sewage disposal in the beneficiary group as compared to the 64%
reporting flooding and conflicts with neighbors in the non-beneficiary group.

We feel important to mention however that from a rights-based perspective, it would be
useful if not urgent to consider a similar project to Deir Dalloum, which is described as
being in “slum like condition” by the Local Development plan back in 2005 and we can certify
that conditions have not improved much since. The sub-project served the wealthier (and
predominantly Christian) part of the town, leaving the more populous and poorer (and
predominantly Muslim) Deir Dalloum aside and the side chats we had with the inhabitants reveal
a real bitterness from this situation.
5.2.2

Sewage network and treatment station in Majdala: To our surprise, we found that the
sub-project of Majdala which is exactly similar to the one in Zouk El Moqashreen was
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not working, despite the fact that the two villages are just a stone-throw away from each
other. Around 80% of the households of the village were connected to the network (160170 households) and the Municipality is currently working in connecting the remaining
households which are situated in Hay El Sharki, but the network serves only at
channeling the wastewater and which we found completely non-operational, simply
because the Municipality in incapable/willing to secure an electricity connection for the
station!
Wastewater is hence disposed
untreated
in
a
nearby
irrigation canal which flows
upstream from the village of
Berqayel and also carries the
untreated
wastewater
of
Berqayel into Majdala and
beyond. The situation is
simply an environmental
catastrophe
with
odors,
insects, rodents thriving along
the canal at barely 300 meters
from the houses of the village.
According to the new Mayor,
the municipal council feels
discouraged to address the
situation because the harm comes upstream from Berqayel. Several crisis meetings were
held so far with Berqayel but did not lead to anything concrete and the municipality of
Majdala is unwilling to take action unless a comprehensive solution is found. To sum it
up, the situation is just like “kicking a can down the road” and we cannot but wonder how
the sub-project was proposed and approved without noticing this flagrant issue!
From a macro perspective, and in the light of the current situation, it appears clearly that the
synergies between the two villages as highlighted in the financing agreement are inexistent
and although working in a cluster dynamic, each village is dealing with its own problems
alone. This is definitely a key learning to be taken into consideration as the work of ESFD in
North Lebanon becomes increasingly focused on a cluster approach
5.2.3

Network for domestic and irrigation water in Mar Touma: As highlighted earlier, it
took the Mayor of Mar Touma more than 6 weeks to give us an appointment, which was
fixed on the last Friday before the start of the month of Ramadan at 11:00 am. Still the
Mayor managed to come to his office 45 minutes late and by the time we had finished
interviewing him, he swiftly denied that we visit the project and talk to the local
population because it was prayer time and then the families will be getting together to
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prepare for Ramadan. We believe that this commotion was not innocent and aimed at
hiding serious shortcomings in the sub-project. Some snapshots of our interview with
him revealed the following:
¾ It took 106 days of digging to 353 m (218m below sea level) to get a water flow
of 5 inches. The water is pumped upstream and stored in a 80 cubic meters water
tower
¾ All the village households are connected to the network (around 150 households
according to the Mayor)
¾ No water test has been done to the water so far! This is very serious in our
opinion as the population needs to be informed about the water quality they are
getting
¾ Water was first distributed every other day for 4 hours, currently it is every day
for two hours. There were significant disruptions in the distribution frequency
because the pipes linking the well to the water tower blew at several occasions.
¾ The
well
is
located
downstream from the village,
1.700m away from the water
tower and hence water needs
to be pumped upwards. The
Municipality managed to
secure an electrical connection
for the pump and the
electricity bill is close to $400
(600,000LP) per month. We
were quite surprised to know
that the well is located at a
land belonging to the Mayor and is used through a special agreement with the
Municipality
¾ The municipality collects a monthly fee of 10,000 L.P/household to cover the
running cost.
¾ Although the entire logframe of the sub-project is built around the
assumption of providing irrigation water to boost the agricultural production
in Mar Touma, the network is used exclusively for household use (and again
let us stress without any water test) and feed marginally household gardening
5.3 Concluding remarks for the Cluster
Although we evaluated the work of ESFD in only one cluster, we feel that it is important to flash
the following observations:
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5.3.1

The Cluster classification served only to define the geographic area and we did not notice
any complementarities or synergies derived from working in three villages at the same
time (and although the agreements and disbursements were signed by the Mayors of the 3
villages collectively)

5.3.2

It was somehow disappointing to see that the recommendations of the participatory
planning led to 3 infrastructure projects, although we acknowledge that infrastructure
touches directly the lives of the people. This is probably due to the fact that the team in
charge of elaborating the LDPs worked with the 3 villages separately and did not take its
work to a second level where representatives of the 3 villages would think together a
more collective approach

5.3.3

The situation of the wastewater in Majdala is a “Black Swan” that no one was able to see
or forecast, or was at best neglected in the preparation of the project document. Untreated
wastewater still flows freely around the village and only exacerbates the harm caused by
the wastewater coming from Berqayel. Any other project would have probably led to a
more significant impact as the problem was only moved from the vicinity of the houses to
the peripheral end of the village.

5.3.4

The same applies to Mar Touma, where the supposedly irrigation network to boost
agriculture ended as a household water network distributing water that in not even tested.
Any potential contamination of the water would immediately backfire on both the EU
and ESFD. If the idea was to establish a household water network from the beginning, the
design of the sub-project should have been different and more honest about it.

5.3.5

As to Deir Dalloum, the socio-economic (and let us put it clearly the religious affiliation)
should have been better addressed in order not to give the impression that there is any
“hidden agenda” of any sort for ESFD or the EU
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Avoiding the Silver Bullet Trap: Ideas for moving forward with Local Development Planning in Akkar

1. Introduction
This short paper sheds light – from a pragmatic and hands-on perspective – on some of the
problematiques related to Local Development planning in Lebanon. It should be considered as a
recollection of thoughts and experiences rather than a scientific study that establishes empirical
conclusions.
It starts by describing some of the generally observed patterns of Local development in Lebanon,
and provides some ideas which could be useful in determining the approach and the entry points
for ESFD in the Akkar project
2. The “Silver Bullet” Lebanese Local Development Model
In rural Lebanon in general and in Akkar in particular there is a tendency to propose four “silver
bullet” projects as a result of the application of a participatory PCM model to Local
Development:
i) An agricultural extension center since the prevailing perception is that the resident
population in the village relies mainly on agriculture as a source of livelihoods. This
center often proposes farmer training and field demonstration plots and sometimes is
coupled with the purchase of equipment and/or the establishment of an agro-processing
facility (olive mill, cold storage, manufacturing unit, distillation unit, dairy processing
plant, etc…)
ii) Cultural and vocational training centers (often with computers) since facilities of that
type are quasi-absent in the region and municipalities cannot afford to equip them on
their own. Such centers are expected to cater for the lack of educational and recreational
facilities and help in the decreasing unemployment, especially amongst youth
iii) A primary health-care center (dispensary, maternity center, etc…) or similar since
these facilities are often inexistent and patients have to travel long distances to Tripoli or
Halba to get the appropriate medical service and cannot afford the cost of treatment most
of the times
iv) Infrastructure projects with four flagship realizations: solid-waste treatment plant (as a
solution to the sporadic dump sites for every village), sewage collection and treatment
(as a solution to the complete anarchy and the absence of collection systems), artesian
wells and irrigation canals (to provide drinking and irrigation water) and establishment
of agricultural roads (for better access of the farmers to their fields and for reducing crop
losses during transportation)
To make such propositions even more convincing, the proposed projects are coupled with
feasibility studies that underestimate the construction and operational costs and overestimates
potential sources of revenues, leading to close-to-equilibrium balance sheets and assumptions
that these projects will become self-sustainable for their second or third year of operation.

Z. Moussa, April 2011
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While we don’t challenge the legitimacy of such demands and their appropriateness to the
local conditions, we will try and expose in the subsequent sections of this paper some of the
lessons learned on how to avoid some common pitfalls in their execution.
3. The other side of the coin
The table below highlights some of the shortcomings of the Lebanese “Silver Bullet” model and
provides some “food for thought” (pistes de reflexion in French) which could help in counterbalancing these shortcomings
Silver Bullet

Agricultural
extension
centers

Cultural and
vocational
training
centers

Shortcomings Observed

Food for Thought

Planning is mostly short-term with an
assumption that the intervention will
remain viable on the long term (and
which is often not the case)
In many instances these projects are
directly attached to the municipalities,
without clearly foreseeing how the
municipality can support them after
donor funding ends
The “demonstration plot” approach
often raises questions on the
legitimacy of the farmer(s) who
receive direct input support and those
who don’t receive such support
Projects are often handed to
“cooperatives” that are more of an
informal and heterogeneous farmers
group rather than a group of
producers with shared interests
Possible competition with the private
sector (classical question: if it so
much needed and profitable, why did
not the private sector do it?)

No need to claim sustainability if we
know that the project cannot continue
after donor funding ends

Absence of a clear strategy for
“keeping them alive” (end up
functioning as a multi-purpose
municipal hall)
Lack of in-house or in-village
expertise to keep them functioning.
“Imported” expertise is not available
or too expensive
Local population tends to consider it

If the municipality wants a multipurpose municipal hall, better be
explicit about it

Z. Moussa, April 2011

Is it the role of the Municipality to run
an agriculture extension center? Is the
assumption that MoA will assist in
running such centers realistic, taking
MoA resources into consideration?
Better apply horizontal approaches
inspired from participatory models
such as Farmer Field Schools without
privileging some farmers over others
Better consolidate an existing and
functioning farmer group rather than
creating an ad hoc group (and better
not call it cooperative unless it is
really the case)
Enhance partnerships with the private
sector rather than induce completion

Some NGOs have a proven trackrecord in VET and should be involved
in running the planned VET trainings
Is VET training leading to the creation
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as a free service and is reluctant to of jobs? If not another strategy is
pay a fee-for-service
needed
Impact on job creation or a significant If the population is not ready to pay,
upgrading of skills is minimal
better plan the intervention differently
The local “buy-in” is easier when the
project is able to show impact
Most important question: does the
municipality have the know-how to
run these centers?
Is it better to have a small and poorly
equipped dispensary in every village
or a “central” PHC for a cluster of
villages (economy of scale)?
Are we offering quality services
through these centers or patients get
what they pay for?
All empirical data points that these
centers cannot break even and needs
continuous financial support. Who is
ready to provide this support?

The goodwill alone is not enough to
run a medical center. Only a
knowledgeable MD can do it
A minimum number of patients on
weekly basis is needed to justify the
purchase of a 40,000 Euro ecography
machine or a blood testing lab
Minimum standards of quality are
needed (rather than adding the burden
of a poor diagnosis on the patients)
There should be clear institutional
commitment on who will be providing
constant financial support

Projects of this type are often
proposed as a substitution to the role
of the central state and their outreach
is hence very localized and
disconnected from broader planning
framework
Infrastructure Lack of a long-term vision and
projects
realistic assumptions (collection of
sewage without a treatment plant ends
up concentrating it in one location
and aggravating the health risks,
opening an agricultural road often
leads to human settlements in its
vicinity within 3-5 years…)
For solid waste, empirical data shows
that economy of scale is very
important but revenues from compost
and recycling are not enough to
sustain operations
Projects often stop or go idle because
their maintenance and operational
costs are not accounted for

Integration in the broader national
planning framework is very important
(why have a truncated waste collection
system if the CDR is planning such an
intervention?)

Primary
Health Care
Centers
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It is better to privilege “economy of
scale” projects in solid waste but this
needs a very close attention to the
institutional framework and the modus
operandi along which facilities will be
run
Environmental impact assessment is
crucial in these types of projects and
should not be taken lightly, including a
very solid and objective assessment of
risks and assumptions with proper
mitigation measures
The institutional setup (who owns and
runs the facility) should be foreseen
and addressed
4
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4. Main lessons learned from the CD Evaluation exercise
A recent study conducted by the consultant in January – February 2011 for evaluating the impact
of the Community Development (CD) component of ESFD and covering 25% of its project
portfolio consolidated the insights raised above and came with some additional
recommendations:
¾ Projects involving construction should be avoided: construction is tedious, its costs are
often underestimated and ends-up eating a significant part of the budget. All planned
ESFD interventions with construction components were under-budgeted and had an
average of 12-18 months delay in their execution.
¾ Creation of “imposed” structures is a predicament to failure: all “cooperatives”
established under the various interventions were found idle or barely operational, with a
handful of farmers benefiting from the equipment acquired (a tractor and an olive
harvesting machine for example). The concept of “imposing a cooperative” is in
fundamental contradiction with the basic definition of a cooperative as a “firm owned,
controlled and operated by a group of users for their own benefit and where each
member contributes equity capital and share the control of the firm on the basis of onemember, one-vote”. The establishment of the structures called cooperatives often refers
to association of users brought together by a project and who are asked to contribute a
nominal fee rather than real equity capital ($50-$100) which overrules the business
aspects of the cooperation.
¾ Working with farmer groups is very difficult and necessitates careful mediation and
consensus building. This is mostly related to the fact that the farmers that rely on
agriculture as their primary source of livelihoods are the poorest of the poor in the village
and it is very risky (not to say unrealistic) to assume that within a 12-24 months time
frame they will be able to develop the necessary skills and “maturity” to run a project on
their own.
¾ Projects need to be linked to a clear PCM cycle with clear indicators and milestones
and the ESFD (or other donor) support for their execution needs to run well beyond the
inception stage. It is often assumed that since projects are demand-driven, the
responsibility of the donor institution stops once the projects are identified and equipped
while the experience shows that without a strict, transparent and accountable
management system, goodwill and local demand alone are not enough to make of the
project a success.
¾ The change in municipal leadership affected the proper execution of the projects
which should be anticipated and properly dealt-with from the beginning in order to avoid
blockages further down the line
¾ Mobilizing the right expertise is key. For example an agro-processing plant could not
kick-off because its construction design did not incorporate safety and hygiene
requirements of HACCP (Hazards Analysis and Critical Points Control), a maternity
Z. Moussa, April 2011
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center could not acquire an operational license from the Ministry of Public Health
because its design did not account for the minimal operational requirements to be
accredited as such, etc… Knowledgeable and experienced subject matter specialists need
to work hence hand-in-hand with development “generalists” since the very beginning in
order to avoid such pitfalls
¾ An objective analysis of the feasibility of the proposed projects is instrumental.
Development professionals have a vested interest in showing that their planning model is
functional, while consultants who are asked to develop the feasibility studies have a
vested interest in showing that the projects are feasible regardless of the reality on the
ground (as it means less consultancy days if they come to the conclusion that the
proposed project is not feasible). It is advised hence to have an independent entity to be
in charge of the final assessment before deciding to venture into such projects
5. Some lessons from the LOGO project which applied the cluster-based approach to
development:
The new proposed interventions will be planned at a cluster level instead of the village level as it
was previously the case for ESFD interventions. The experience of the EU-funded LOGO11
project which applied a similar cluster-level approach can bring some interesting additional
insights to the debate.
¾ A balanced and inclusive selection of the interlocutors is very important: while it is
easy to identify and invite heads of municipalities or their representatives, a true
participatory effort is needed to reach out to all other stakeholders, including all those
who are not represented in Municipal Councils due to the application of the ballot
majority vote rather than the proportionality rule in the elections.
¾ The homogeneity in the definition of clusters is also very important: while it might be
easy and straight forward to work with Municipal Unions which are pre-defined and well
established, the definition of tailor-made clusters poses serious conceptual and technical
challenges. On one hand there should be a minimum coherence (spatial continuity, social
coherence, adequate size etc…) and on the other hand the selected cluster should have the
minimal pre-requisites for developing a meaningful local development intervention. For
example if we want to protect a forest, it does not make sense to choose villages located
on one side of the forest and leave out the villages on the other side. Similarly, we cannot
propose a sewage or drinking water project to one village and leave out the rest of the
villages on the cluster.
¾ Bigger municipalities tend to dominate smaller municipalities, whether in meetings or
during the definition of the interventions, while the smaller villages that are less
resourceful are more in need of development assistance.
1

“Appui à la Préparation de Projets d’Action Municipale dans un Cadre Planifié de Développement Local“. The
Author of this report was Senior expert in the project in charge of the preparation of the Local Development Plans
for the 12 clusters and the drafting of the technical project dossiers (5 per cluster)
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¾ Building consensus often leads to choosing the lowest common denominator for an
intervention: in the absence of a true decentralization policy that devolves political and
fiscal authority to municipalities (and hence self reliance and responsibility for
development planning), municipal officials will always look at any development
intervention by an external donor as a “cake to split”. Negotiations always start at the
point of “what will I get for my village” and these officials will find a hard time agreeing
on funding a project that will be located in a neighboring village even if this project will
benefit the cluster as a whole.
¾ Communication is essential for the success of the project: the LOGO experience
showed that communication with the population at large is as important as developing
solid local development plans as it increases the ownership of the entire development
process and broadens its outreach. For example, copies of the local development plans
were made available during the village fairs in the summer (with the local development
agents explaining what these plans are about), the project sponsoring sports games
between villages of the cluster (even as small as providing a $50 trophy for the winning
team and displaying information boards in the venue). It is recommended hence to give
visibility and communication a close attention (logo for the project, information boards,
…) and not restrict visibility to the displaying the EU logo on the publications and
infrastructure realizations.
¾ Public-Private partnerships are key and are often under-estimated in the Lebanese
Local Development context: this is particularly true for infrastructure or agro-processing
projects, where the upgrading of an existing olive mill would make more sense than
establishing a brand new one owned by the municipality which competes with the
existing mill, or where a company that is willing to invest part of the capital needed for a
solid-waste treatment plant is more likely to sustain the operations than the municipality
alone.
6. Suggestions for the way forward
The proposed ESFD interventions in Akkar constitute a paradigm shift from the village (or group
of villages) level to the cluster level. This shift entails some adjustment in the approach, as
building consensus at a cluster level is much more complex than dealing with a single village
alone. It is very important before deciding on the type of projects which will be funded to
develop a solid conceptual framework based on which projects can be selected or not.
By virtue of the participatory approach, any demand-driven project which is endorsed by the
local community is a priori suitable for funding, provided that it matches the priorities identified
through a previously agreed-upon conceptual framework and provided that it matches the
eligibility criteria that are developed by the project management and clearly explained to the
local stakeholders to avoid raising expectations that ESFD will provide waste treatment facilities
or will install sewage networks for all the villages participating in the project.

Z. Moussa, April 2011
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6.1 A first filter would be the compliance with the development objectives of the project
(as initially set in the TORs) are:
¾ To improve the competitiveness and the revenues from the agricultural sector and;
¾ To preserve and promote the environmental capital
Any intervention not falling directly within these 2 sectors (such as health, education,
sanitation, …) is likely hence to be excluded, unless it is deemed to have high synergies
with the two priority axis.
6.2 Since the local development planning approach is taking place at the cluster level, a
second level of filtering could be the whether the proposed projects are likely to serve
the cluster at large or if their benefits are more likely to impact a specific village or
district. Projects with a wider outreach should be privileged to those serving a specific
locality or target group
6.3 The third level of filtering would then relate to the feasibility of the proposed idea, its
potential economic, social and environmental benefits/impacts and its chances of
sustainability in the future.
In order to avoid fragmented ideas that are more of a “shopping list” rather than comprehensive
local development priorities, ESFD and GFA should develop along the way the guiding
principles of a conceptual framework that would serve as the overarching vision that links the
various projects which will be proposed.
A wealth of conceptual frameworks and models can be envisaged and adapted to the local
context, and that are aligned with the cluster-based approach which will be followed throughout
the project.
Out of these conceptual frameworks, we believe that the “Model Forest” framework for the
management of the forested landscape (Annex 1) has a promising potential in nurturing a winwin approach between local development priorities and the environmental capital of the region,
most notably the presence of the only national park foreseen in the SADTL within the
intervention zone of the project.
The Value Chain Approach for the promotion of agriculture (Annex 2) is particularly
promising as it allows to go beyond a simple “shopping list” of a agricultural projects to a
comprehensive intervention addressing various bottle necks along the production, distribution
and consumption chain.
More generally and in regards to local development planning, paradigms such as social
innovation applied to agriculture and natural resources management or the Territorial
Approach to Development (Annex 3) can be of particular value.
We could be going back to these approaches and paradigms in more details once the planning
process starts.
ZM 26.04.2011
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Annex 1
The Model Forest framework
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International Model Forest Network

February 2008

Principles and Attributes of Model Forests

1

2

5

Knowledge-sharing,
Capacity Building
and Networking

6

Partnership

Landscape

Commitment to
Sustainability

3

Governance

4

Program
of Activities

Each model forest is a neutral
forum that welcomes voluntary
participation of representatives of
stakeholder interests and
values on the landscape

A large-scale biophysical area
representing a broad range of
forest values, including social,
cultural, economic and
environmental concerns

Stakeholders are committed to
the conservation and sustainable
management of natural resources
and the forested landscape

The model forest management
process is representative,
participative, transparent
and accountable, and
promotes collaborative work
among stakeholders

The activities undertaken by a
model forest are reflective
of the model forest’s vision
and stakeholder needs, values
and management challenges

Model forests build stakeholder
capacity to engage in the
sustainable management of
natural resources, and collaborate
and share results and lessons
learned through networking

Model forest stakeholders represent
diverse values and interests from
various sectors of society who work
towards a common vision for the
sustainable management of the area

The natural resources in the model
forest are recognized by the
stakeholders in social, cultural,
economic and ecological terms

Sustainable management practices
promote the generation and
equitable distribution of economic
and social benefits derived from
natural resources

Stakeholders work together using
consensus-based processes
to attain the model forest's
vision and objectives

Model forest management
processes include effective
planning and monitoring systems

Model forests contribute to local
and national capacity building in
the sustainable management of
natural resources

The model forest aims at having
representatives from the public, private
and volunteer sectors, community
organizations, academia and research
institutions involved in its activities

The model forest has a geographically
defined area encompassing diverse
ecosystems, resource management
administrations and tenure
arrangements

Model forests foster economic
growth and diversification aimed at
sustainable community development

A vision for the sustainable
management of the landscape and its
natural resources is developed jointly
by the stakeholders

Involvement in all aspects of
governance in the model forest is
voluntary and inclusive

Forest and other natural resources
provide communities with a range of
goods, services and values

No discrimination against groups or
individuals exists within the
model forest partnership

The model forest is a working
landscape reflective of the
diverse interests and values of the
stakeholders and the uses of
the area's natural resources

Model forests promote innovative
mechanisms for pursuing the
sustainable management of natural
resources within a framework of
just and equitable distribution of
costs and benefits
Model forests support actions for
maintaining ecological integrity
on a landscape
Model forests explore and promote
practices that contribute to
maintaining and/or restoring the
ecological integrity of the landscape

The model forest is a forum for
exploring options to effectively address
natural resource management conflicts

The actions of the model forest are
governed by principles of trust,
transparency and collaborative
decision-making, while respecting
various interests and values

Clear policies, procedures and
practices are in place for
stakeholders to express their views
and influence decision-making
The model forest has a structure
that is transparent and
accountable, sets priorities and
manages activities effectively

International
Model Forest
Network

Committees, staffing or other executive
mechanisms for developing and
implementing activities are in place

A strategic plan, with a program of
activities reflective of stakeholder
needs, values and issues, considers
national forest programme objectives
and other plans developed
by broader jurisdictions
Practical mechanisms for
implementing and monitoring the
strategic plan are in place
Model forests facilitate innovation
in the sustainable management
of natural resources

Model forests facilitate and promote
research and the implementation
of new and innovative ideas,
processes, approaches and
techniques in the sustainable
management of natural resources
Model forest planning processes
make use of the best available
traditional and scientific knowledge
The model forest process generates
information and synthesizes
knowledge that informs local and
national policy-making and global
sustainability initiatives

Model forests undertake and promote
training and mentorship activities
Model forest communication and
outreach activities have demonstrable
influence on stakeholders and the
general public
Model forests exchange experiences
and lessons learned with other
model forests and organizations

Model forests share their achievements
and lessons learned nationally,
regionally and internationally using
various activities and approaches

Model forests develop and
participate in networking activities

Model forests engage in collaborative
activities with other model forests
Model forests participate in activities
and governance structures aimed at
strengthening national, regional and
international model forest networks

Réseau international de forêts modèles

2008 février

Principes et attributs des forêts modèles
Engagement envers
la durabilité

3

Gouvernance

4

Programme
d’activités

Mutualisation
des savoirs et
du réseautage

Le paysage est un milieu
biophysique à grande échelle
représentant un large éventail de
valeurs forestières, y compris des
préoccupations d'ordre social,
culturel, économique
et environnemental

Les intervenants s'engagent à
conserver et à gérer durablement
les ressources naturelles
et le terrain forestier

Le processus de gestion de la
forêt modèle est représentatif,
participatif, transparent et
responsable et il favorise les
pratiques de travail coopératives
parmi les intervenants

Les activités entreprises reflètent
la vision qu'on a de la forêt
modèle ainsi que les besoins,
les valeurs et les défis de
gestion des intervenants

Les forêts modèles renforcent la
capacité des groupes d'intérêt à
exercer une gestion durable des
ressources naturelles, à collaborer
et à partager les résultats et
les leçons apprises par
le truchement du réseautage

Les intervenants d'une forêt modèle
représentent les valeurs et les intérêts
de divers secteurs de la société qui
concourent à une vision commune
de la gestion durable du territoire

Dans la forêt modèle, les
intervenants reconnaissent la
valeur des ressources naturelles
sur le plan social, culturel,
économique et écologique

Les pratiques de gestion durable
favorisent la génération et la distribution
équitable des avantages sociaux et
économiques qui découlent
de l'utilisation des ressources naturelles

Pour réaliser la vision de la forêt
modèle et ses objectifs, les
intervenants travaillent de concert
en engageant des
processus consensuels

Les processus de gestion des forêts
modèles font appel à des systèmes
de planification et de surveillance
d'une grande efficacité

Les forêts modèles contribuent au
renforcement des capacités nationales
dans le domaine de la gestion durable
des ressources naturelles

La forêt modèle veut associer à ses
activités des représentants des
secteurs public, privé et bénévole,
des organismes communautaires,
du milieu universitaire et des
institutions de recherche

La forêt modèle est sise dans une
zone géographiquement défini
qui comprend une variété
d'écosystèmes, d'administrations
chargées de la gestion des
ressources et d'ententes de tenure

Les forêts modèles favorisent la
croissance économique et la
diversification visant le développement
durable des communautés

Ils élaborent une conception
commune du principe de gestion
durable du paysage et de ses
ressources naturelles

Les forêts modèles entreprennent et
favorisent des activités de
formation et de mentorat

La participation à tous les aspects
de la gouvernance de la
forêt modèle est volontaire

La forêt et les autres ressources
naturelles sont pour les collectivités
une source diversifiée de biens,
de services et de valeurs

Les forêts modèles encouragent le
recours à des mécanismes innovateurs
pour assurer la gestion durable des
ressources naturelles dans un cadre
axé sur la distribution juste et équitable
des coûts et des avantages

La forêt modèle est un forum destiné à
l'analyse des options pour le règlement
efficace des conflits qui concernent la
gestion des ressources naturelles

Un plan stratégique, comprenant un
programme d'activités qui reflète les
besoins, valeurs et enjeux des
intervenants, prend en considération
les objectifs du Programme forestier
national ainsi que d'autres plans
élaborés par des juridictions élargies

La forêt modèle est un milieu agissant
qui reflète les intérêts et valeurs divers
des intervenants et des utilisations
des ressources naturelles du territoire

Les forêts modèles appuient les
mesures qui visent à maintenir
l'intégrité écologique d'un paysage

1

2

Partenariat

Paysage

Chaque forêt modèle est un forum
neutre qui fait bon accueil à la
participation volontaire des
représentants des valeurs et des
intérêts que les intervenants
portent au paysage

Aucune discrimination à l'encontre
de groupes ou de personnes
quelconques ne s'exerce dans le cadre
du partenariat de la forêt modèle

Les forêts modèles étudient et
favorisent des pratiques qui
contribuent au maintien ou à
la restauration de l'intégrité
écologique du paysage

Réseau
international
de forêts modèles

Les actions de la forêt modèle sont
régies par des principes de confiance
mutuelle, transparence et prise de
décision coopérative, dans le respect de
la diversité des intérêts et des valeurs

On a mis en place des politiques, des
procédures et des pratiques qui
permettent aux partenaires d'exprimer
leurs opinions et d'influer sur le
processus décisionnel
La forêt modèle a une structure
transparente et responsable,
fixe des priorités et gère les
activités de façon efficace
On a créé des comités, embauché
du personnel et mis en place
d'autres mécanismes fonctionnels
pour concevoir des activités
et les mener à bien

5

Des mécanismes pratiques sont en
place pour l'exécution et la surveillance
du plan stratégique
Les forêts modèles facilitent
l'innovation dans le domaine de la
gestion durable des
ressources naturelles

Les forêts modèles facilitent et
encouragent la recherche et la mise
en œuvre d'idées, procédures,
approches et techniques nouvelles et
innovatrices dans la gestion durable
des ressources naturelles
Les processus de planification de la
forêt modèle font appel aux meilleures
connaissances traditionnelles
et scientifiques qui sont disponibles

Le processus de la forêt modèle
produit de l'information et synthétise
des connaissances qui inspirent
l'élaboration des politiques à l'échelle
locale et nationale et des initiatives
de pérennité sur le plan mondial

6

Les activités de communication et de
diffusion de la forêt modèle ont une
influence démontrable sur les
intervenants et le grand public
Les forêts modèles échangent des
expériences et des leçons apprises
avec d'autres organisations, y
compris d'autres forêts modèles

Les forêts modèles partagent leurs
réalisations et les leçons apprises à
l'échelon national, régional et
international à l'aide d'activités
et de démarches variées
Les forêts modèles élaborent
des projets de réseautage
et y participent

Les forêts modèles s'engagent dans
des activités coopératives avec
d'autres forêts modèles
Les forêts modèles participent à
des activités et des structures de
gouvernance visant à renforcer les
réseaux nationaux, régionaux et
internationaux de forêts modèles
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Value Chain Approach:
Bringing Small Enterprise into Competitive
Industries in the Global Economy
Globalization is changing the environment in which poverty reduction strategies are being implemented. In this new
context, two things are clear: poverty alleviation cannot be sustained without economic growth; and economic growth
cannot be sustained in non-competitive industries. ACDI/VOCA’s value chain approach focuses on industries employing
large numbers of the poor and with the potential to become and remain competitive in global markets.This approach
therefore has relevance in a wide array of programs for which poverty reduction and/or wealth creation is either the
ends or the means.
Value Chain Approach
Global Enabling Environment

Global Retailers

National Enabling Environment

Sector-specific
providers

National
Retailers

Exporters

Wholesalers

Cross-cutting
providers
Processors
Financial
(cross-cutting)
providers

Producers

“Value chain” refers to all the activities and services that
bring a product (or a service) from conception to end use
in a particular industry—from input supply to production, processing, wholesale and finally, retail. It is so called
because value is being added to the product or service at
each step. Taking a “value chain approach” to economic
development means addressing the major constraints and
opportunities faced by businesses at multiple levels of the
value chain.

Input Suppliers

Under the Knowledge and Practice Task Order of the
AMAP BDS IQC, ACDI/VOCA has developed a framework that underpins this approach (see figure). Value
chain analysis uses this framework to examine the structure and the dynamics of the value chain. The structure of
the value chain influences the dynamics of firm behavior and these
dynamics influence how well the value chain performs in terms of two
The AMAP BDS IQC
critical outcomes: value chain competitiveness and MSE benefits.

ACDI/VOCA is one of three prime con-

Structure

The structure of a value chain includes all the firms in the chain and
can be characterized in terms of five elements:
1. End market opportunities at the local, national, regional and
global levels—the framework prioritizes this element because
demand in end markets defines the characteristics of a successful
product or service.
2. Business and enabling environment at the local, national and
international levels—this includes laws, regulations, policies,
international trade agreements and public infrastructure (roads,
electricity, etc.) that enable the product or service to move
through the value chain.

tractors under the AMAP BDS IQC. Each
prime contractor has an approved consortium of subcontractors but additional
subcontractors can be brought on for specific task orders. The goal of AMAP BDS is
to create wealth in poor communities and
promote economic growth by sustainably
linking large numbers of microenterprises
into productive value chains. The IQC can
be used to provide short- or long-term
services to USAID missions in areas consistent with this goal.

3. Vertical linkages between firms at different levels of the value chain—these are critical for moving a product or
service to the end market and for transferring benefits, learning and embedded services between firms up and down
the chain.
4. Horizontal linkages between firms at the same level of the value chain—these can reduce transaction costs, enable economies of scale, increase bargaining power, and facilitate the creation of industry standards and marketing
campaigns.
5. Supporting markets—these include financial services, cross-cutting services (e.g., business consulting, legal advice,
telecommunications) and sector-specific services (e.g., irrigation equipment, design services for handicrafts).
Dynamics

The participants in a value chain create the dynamic elements through the choices they make in response to the value
chain structure. These dynamic elements include:
1. Upgrading—increasing competitiveness at the firm level through product development and improvements in production and marketing techniques or processes
2. Inter-firm cooperation—the extent to which firms work together to achieve increased industry competitiveness
3. Transfer of information and learning between firms—this is key to competitiveness since upgrading is dependent
on knowledge of what the market requires and the potential returns on investments in upgrading
4. Power exercised by firms in their relationships with each other—this shapes the incentives that drive behavior and
determines which firms benefit from participation in an industry and by how much
Illustrative Uses of the Value Chain Approach

•

•
•

•

•

Economic growth—through the mobilization of industry participants, the value chain approach can be used to
increase the competitiveness of industries and the sustainability of donor interventions in support of economic
growth.
Financial services—value chain analysis can identify mechanisms for financial service delivery embedded in market
transactions and assist lending institutions with expanding their definition of creditworthiness.
Natural resources management—the value chain approach can be used to strengthen the competitiveness of natural
resource-based industries and to develop competitiveness strategies that are beneficial both to the environment and
to local business development.
Health—value chain tools can be used to mobilize industry participants to identify and address health-related
constraints to competitiveness and can be used to increase the effectiveness of service delivery in the health industry
itself.
Conflict mitigation and management—value chain analysis can prioritize industry constraints and opportunities
in post-conflict situations and value chain tools can bring together diverse, even antagonistic, stakeholders to work
towards a common economic vision.

For more information see www.acdivoca.org/valuechains
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Sustainable Rural Development

EXPERIENCES

Sustainable development and
the territorial approach:
identities and typologies
Carlos Luiz de Miranda and Alberto Renault Adib1

Summary
This document deals with a proposed methodology for applying a territorial approach
as a strategic dimension of the process of planning and implementing public
policies.2 The document describing the methodology itself is divided into three parts:
a) the characterization of territorial units based on local sociocultural identities
and the methodology and procedures involved; b) the design of a methodology for
characterizing, identifying and determining territorial units that the actors and agents
concerned should adopt as a tool for managing the policies of the Ministry of Agricultural
Development (MDA); and, c) the establishment of typologies in the policy-making and
policy management process.

1

Rural Development Specialists at the IICA Office in Brazil, responsible for the study.

2

Part of the cooperation agreement signed by the MDA (Government of Brazil and IICA).

42

Third Year

Second Stage, May - August 2007

Key words: rural development, sustainability, territorial identities, public policies

Introduction
The aim of this article is to publicize the
study Sustainable development and
the territorial approach: identities and
typologies. Hopefully, the methodology
it describes will be applicable to other
countries and territories in Latin America,
and thereby serve as a contribution by IICA
to the management of knowledge related
to rural development in the hemisphere.
The territorial approach is a new concept
in which rural development is viewed not
only in terms of its physical and sectoral
dimensions, but also as a locus where the
interaction of a set of social relationships
creates and gives expression to an identity
and to society’s capacity to lead and
manage its own development.
In making the transition from a “sectoral”
and “local” approach to a “territorial”
approach, public institutions have to
decide whether to use territories for their
own purposes or accept that the territorial
approach should be primarily endogenous
in nature, taking into account the identity
of the territory concerned. Therefore,
territories should not be deﬁned simply in
terms of the State’s need to execute public
policies.
The concept of territorial identity can be
regarded, then, as the collective recognition
of an intricate meshing of characteristics
and components speciﬁc to a given social
fabric, unique to the inhabitants of a spatial
unit and determined by its particular

Third Year

resources and the environmental, politicalinstitutional, economic and sociocultural
dimensions.
As a strategy for public policies, typologies
based on territorial identity make it
possible, based on the convergence of
interests of the social actors and public
agents, to objectively orient sustainable
rural development actions in a given
space.
The work was coordinated by IICA and the
Permanent Forum on Sustainable Rural
Development (SRD Forum at the request of
the National Sustainable Rural Development
Council (CONDRAF), to support the
implementation of the
territorial approach in the The concept of territorial
sphere of activity of the
identity can be regarded,
Territorial Development
Secretariat (SDT) of the then, as the collective
Ministry of Agricultural recognition of an intricate
meshing of characteristics
Development (MDA).
The study was carried
out in three stages
between January 2006
and February 2007.

and components speciﬁc to a
given social fabric, unique to
the inhabitants of a spatial
unit and determined by its
particular resources and the
environmental,
politicalinstitutional, economic and
sociocultural dimensions.

1. Stage One. Established a conceptual
framework and outlined
the application of
the approach by the country’s governmental sector, and incorporated

Second Stage, May - August 2007
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geo-environmental
and
institutional
relationships that create, and at the same
time are a manifestation of, an identity
and a purpose shared by social actors and
multiple public and private agents.

information about the experience of
certain Latin American countries.
2. Stage Two. Based on the analysis
of information from the territories
deﬁned by the SDT/MDA and secondary sources, it established the
methodological underpinnings.
3. Stage Three. Consisted of statistical analyses of secondary sources
and the results of ﬁeld research.
After identifying the main differentiating characteristics of rural
territories, the experts were able to
construct the territorial characterization model.
The following is a description of the
conceptual framework and methodological
process adopted by IICA/Brazil for the work.

Public institutions have
to decide whether to use
territories for their own
purposes or accept that the
territorial approach should
be primarily endogenous in
nature, taking into account
the identity of the territory
concerned.
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Conceptual
framework
The
territorial
approach, as a social
construct,
entails
a set of historicalcultural,
economic,

Third Year

Multisectoral budgets for the rural milieu
should focus on rural areas from a spatial
rather than a sectoral perspective. There
is strong evidence that (agricultural and
non-agricultural) rural households engage
in a variety of economic activities, even in
the least developed regions. Therefore, the
units of analysis should not be limited to
agricultural or food systems, nor to speciﬁc
social categories.
In other words, rural development should
be seen from the spatial, multifunctional
and multisectoral standpoint, and
agriculture as a part of it. Basically,
multifunctionality is the term used to
describe how agriculture performs other
functions besides the production of food
and ﬁbers. Those functions include rural
employment, the occupation of space, the
equilibrium of small cities, the preservation
of the environment and the landscape, and
respect for local culture.
The multidimensional nature of the
territorial approach cannot be regarded
simply as the sum of the components
of a given territory. Development is
neither relative nor heterogeneous; ﬁrst
and foremost, it is in cultural in nature.
The economy is a manifestation of the
culture, wellbeing is a manifestation of the
culture and the social relationships are a
manifestation of the culture. Therefore,
the culture is the result of the territory’s

Second Stage, May - August 2007

multidimensional nature and of the
interrelationships among the different
dimensions, and is the key to deﬁning the
territory as a concept.
Deﬁning typology models based on
the territorial identity for use in public
policies gives meaning and content to
sustainable rural development actions in
an objectively determined space, based on
the convergence of interests of the social
actors and government agents.

In this regard, it is essential to ﬁnd ways
of incorporating the identity, culture and
territorial concept into development
models; failure to do so undermines the
capacity of public policies to respond to the
special features inherent in the diversity of
rural territories.

Methodological process
1. Review of public, federal and state
policies and actions targeted at
territories or that have an effect on
territories.
2. Theoretical-conceptual analysis and
deﬁnition of the operating frameworks
for constructing the model of territorial
typologies.
3. Construction of the database, using
statistical information with three
levels of analysis: municipalities,
micro-regions
and
territories.
These underpinnings will provide
the information for the analyses
of regionalization and territorial
characterization.
4. Analysis of the regional
characteristics of the
country’s micro-regions.
5. Systematization of the
process of constructing
the
“territories
with
speciﬁc identities,” based
on the political decisions
taken by the set of actors
and agents taking part in
the process.

Third Year
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In this regard, it is essential
to ﬁnd ways of incorporating
the identity, culture and
territorial
concept
into
development models; failure
to do so undermines the
capacity of public policies to
respond to the special features
inherent in the diversity of
rural territories.
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6. First outline of a general model of
territorial typologies.
7. Analysis of the process of targeting
and selecting territories carried out by
the SDT/MDA and construction of the
ﬁrst typology applied to the process
of constructing the “territories with
speciﬁc identities.”
8. Analysis of the differences found
between the selection made by the
SDT/MDA and the “territories with
speciﬁc identities” deﬁned as part of
the operating strategy of this effort.
9. Design of the model of territorial
typologies and deﬁnition of its
components and of the variables and
indicators of which it is composed.

Impact on the
management
of territories

Result of the work
The work produced a methodology for using
the territorial approach in planning and
implementing public rural development
policies. In the case of Brazil, the use of the
methodology led to the construction of
a model of a typology for “territories with
speciﬁc identities” classiﬁed according to the
level of incidence (high, medium or low) of
the following dimensions:
a) Socio-environmental
b) Socio-economic
c) Socio-cultural
d) Socio-political and institutional
In designing the model, the consultants
also took into account the key factors that

Development
objectives and
impacts

Critical mass
for management
capacity

Identity

Development
thresholds

Feature of
cohesiveness for
collective action

Figure 1. Processes and relationships for constructing the dimensions of
territories with speciﬁc identities.
Source: IICA-MDA 2006.
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differentiated the territories. In doing so, they
established three basic sources of criteria
for the heterogeneity of the “territories with
speciﬁc identities,” which had to do with the
management capacity, development portals
and the characteristics of cohesiveness for
collective action, as shown in the Figure 1.
The most important lesson learned in the
process of formulating the typology model is
that it allows public managers to formulate
policies and deﬁne local investments,
adopting an endogenous development
planning approach that takes advantage of
the potential of territories while respecting
their speciﬁc characteristics.
Furthermore, this model of territorial
typologies, based on the identities of the
territories concerned, provides the basis
for formulating and operating territorially
differentiated public policies, a key
strategic element in Brazil (a country that
is very heterogeneous at the regional and
subregional levels) for the sustainability of
its rural development policies.
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Although this is a Brazilian initiative, it is
hoped that the methodology can be adapted
and reproduced in others countries of the
region.
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Résumé / Resumo / Resumen
Développement durable et territorialité : identité et typologies

L

e document présente une proposition méthodologique pour l’utilisation d’une approche
territoriale, en tant que dimension stratégique, lors de la planiﬁcation et de la mise en application
des politiques publiques. Le contenu de la proposition originale est divisé en trois parties : a) la
typiﬁcation des unités territoriales à partir des identités sociales et culturelles locales, la méthodologie
et les procédures ; b) la conception d’une méthodologie pour la caractérisation, l’identiﬁcation et
la délimitation des unités territoriales, lesquelles devront être acceptées par leurs acteurs et agents
comme un instrument de gestion des politiques du ministère du développement agricole du Brasil; et
c) l’établissement des typologies dans la formulation et la gestion des politiques.

Desenvolvimento sustentável e territorialidade:
identidades e tipologias

E

ste documento trata de uma proposta metodológica para aplicação do enfoque territorial como
dimensão estratégica no planejamento e implementação das políticas públicas. A proposta
original divide-se em três partes: (a) tipiﬁcação das unidades territoriais com base nas identidades
socioculturais locais, metodologia e procedimentos: (b) delineamento de uma metodologia para a
caracterização, identiﬁcação e delimitação das unidades territoriais que deverão ser reconhecidas por seus
atores e agentes como instrumentos de gestão das políticas do Ministério do Desenvolvimento Agrário
(MDA) do Brasil; e (c) estabelecimento das tipologias na formulação e gestão da política.

Desarrollo sostenible y territorialidad:
identidades y tipologías

E

l documento reﬁere a una propuesta metodológica para la aplicación de un abordaje territorial
como dimensión estratégica en el planeamiento y la implementación de las políticas públicas2.
El contenido de la propuesta original está dividido en tres partes: a) tipiﬁcación de las unidades
territoriales con base en las identidades socioculturales locales, metodología y procedimientos; b) diseño
de una metodología para la caracterización, identiﬁcación y delimitación de las unidades territoriales
que deberán ser reconocidas por sus actores y agentes como instrumento de gestión de las políticas del
Ministerio de Desarrollo Agrario (MDA) de Brasil; y c) establecimiento de las tipologías en la formulación
y la gestión de la política.
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Annex 4
SAMPLE OF THE WORK IN PROGRESS REGARDING THE
SELECTION CRITERIA FOR PROPOSED PROJECTS IN
ADELNORD
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Elegibility criteria for Financing Decisions
Community: ...........................................

Date: .....................

Project Name: .......................................
Decision Criteria
To what extent does the selected
project comply with this criteria?
1. Design

Maximu
m
points

Degree of Compliance
Not
fulfilled

Comments
Weak

Fair

Fulfilled

(30 pts)

1.1 The proposed project provides concrete solutions to the
identified problem
1.2 The linkages between the project and the priority needs
of cluster identified in the LDP are clearly established
1.3 The project answers the weakest link in the value chain
of the sector
1.4 The roles and responsibilities of the various
stakeholders of the project are clearly identified
1.5 The proposed project is consistent with the local knowhow and local expertise can be adequately mobilized
2. Synergy

5
5

10
5
5

(25 pts)

2.1 No overlapping with other interventions (line ministries,
CDR, Donors, NGOs…)
2.2 Involvement of institutional stakeholders from the
planning phase (MOSA, MOA, MOH,Water Authority...)

5
5

2.3 Respect the conditions and norms set by line ministries

5

2.4 The proposed project builds on existing initiatives and
proposes to improve/expand them

10

3. Sustainability

(30 pts)

3.1 Existence of clearly defined set-up for competent
management (commitments of ministries, NGOs, Operators,
local expertise, etc..)

10

3.2 Technical and Financial capacity are proven (NPV, IRR,
discounted cash flow) In the case of infrastructure projects,
assurances that co-funding is available and can be
mobilized within realistic deadlines

10

3.3 Business plan for 3 years is convincing (replace by
management plan in the case of infrastructure projects)

10

4. Impact

(15 pts)

4.1 The number of beneficiaries justifies the investment

5

4.2 Project beneficiaries reflect the diversity of the
community (not directed to a single religious or tribal group
for example)

5

4.3 Baseline indicators are identified and potential targets
are realistic in comparison to the baseline

5

Project

Project appraised by: ......................................

Rejected

Accepted

Conditionally Accepted

Appraisal approved by: .......................................................................................

Conditionalities: ...................................................................................................................................................................................................................................

Annex 5
MATERIAL OF THE TRAINING SESSIONS ON UTILIZATION
FOCUSED EVALUATION
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Measuring What Counts…

IMPROVING THE
MONITORING &
EVALUATION SYSTEM
OF ESFD:
ESFD
Exploring the potential of
Results Based
Management (RBM)
Ziad MOUSSA
22.06.11

INSPIRATIONAL SLIDE
“I can honestly
say that not a day
goes by when we
don’t use those
evaluations in one
way or another.”

What M&E systems are in
place @ ESFD?
How do you use them?

1
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What is M&E?
M&E is about collecting,
storing, analyzing and
finally transforming data
into strategic information.

“Do not COLLECT data
unless somebody is going
to USE IT”

Importance of M&E
Provides information:
a) on program progress and effectiveness
b) for policy-making and advocacy
c) to plan future resource needs
Improves program management and decisionmaking (managing by results)
Allows accountability to stakeholders, including
donors
Ensures most effective and efficient use of
resources
M&E helps preserve institutional memory

MONITORING
Monitoring is defined as “the systematic collection and
analysis of information as a project progresses”.
It is based on targets set and activities planned during the
planning phases of work.
It helps to keep the work on track, and can let management
know when things are going wrong.
If done properly, it is an invaluable tool for good
management, and it provides a useful base for evaluation.
It is important that monitoring information is collected in a
planned, organized and routine way.
Monitoring deals primarily with progress. It is relatively easy
if the major components of a certain project are clear and
traceable
Monitoring is normally done internally

2
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EVALUATION
Evaluation is the comparison of actual project
achievements against the agreed strategic plans. It looks at
what you were set out to do, at what you have accomplished, and
how did you accomplish it.
Evaluation can be formative (taking place during the life of a
project or organization,
organization with the intention of improving the strategy
or way of functioning of the project or organization), or it can be
summative (drawing learnings from a completed project).
Evaluation is about using monitoring and other information you
collect to make judgments about your project. It is also about
using the information to make changes and improvements.
Evaluation can focus on process, outputs and outcomes.
Impact Assessment is one form of evaluation that looks at the
long-term changes in development situation and often occurs at the
end of the project cycle

Prioritizing your M&E
It is tempting to
keep
track
of
everything you do
and achieve, and
gather information
on a whole range
of issues.
Also common to
want to answer all
possible questions
about performance
and achievement

Prioritizing your M&E
Solution: Base priorities on intended use of
intended users.
– Improve performance through learning
– Help meet accountability/reporting requirements
– Supply information for planned evaluation
– Inform publicity documents, communication
activities, or case-study materials

3
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How About Results Based
Management? (RBM)
A

management
philosophy
and
approach
emphasizing development results in planning,
implementation, learning and reporting.
Seeks to focus an organization’s efforts and
resources on the
th achievement
hi
t off results
lt

Why RBM lends itself to Community
Development?
It helps in defining realistic expected results,
based on appropriate analysis.
Clearly identifying program beneficiaries and
designing programs to meet their needs / priorities.
Monitoring progress towards expected results with
the use of appropriate indicators.
Using results and increased knowledge from
lessons learned in making effective management
decisions.
Identifying and managing risks.
Reporting on results achieved and the resources
involved.

Key Principles of RBM
Define expected results first and activities later
Foster the active participation of stakeholders
Ensure that all stakeholders work towards
achieving expected results
Appraise your work critically and learn the
lessons
RBM makes the LogFrame more operational and
results oriented

4
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RBM is best summarized through the
Splash and Ripple metaphor

RBM is best summarized through the
Splash and Ripple metaphor
The rock is like a material input, the person
holding the rock is like a human resource input.
The act of dropping the rock is like an activity.
When the rock reaches the water, it creates a
SPLASH. These are your outputs.
The RIPPLES, spreading out from the splash are
like your outcomes, (short, medium and long
term).
The edge of the pond represents the geographic
and population boundaries of your project.

RBM is best summarized through the
Splash and Ripple metaphor
Disturbances in
the Pond influence
ripples – Changes
in Assumptions
and Risks
influence results

Input influence on
the ripples
decreases more the
ripple works
outward to become
an impact

Outermost ripple –
Impact Result

Middle
Ripples –
Outcome
Results
Inner
Ripples –
Output
Results
Splash –
Operational
Output
Input – Rock
and Person

5
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By the way, what is a RESULT?
A

result
is
a
describable,
measurable,
developmental change resulting from a cause
and effect relationship.
RESULT = CHANGE
CAUSE

EFFECT

Three levels of Results in RBM:
1. Output Results (short-term)
2. Outcome Results (medium-term)
3. Impact Results (longer-term)

The RBM sequence
What we want?
Activities
How?

Outputs

Outcomes

Immediate
results

End-ofproject/
programme
results

Inputs

Why?
Impact
A long-term
result as a
logical
consequence
of the outcomes

The RBM sequence from a users
perspective
Activities

Inputs

Short-term
Outputs

IIntermediate
t
di t
users

Medium-term
Outcomes

E d users
End

Long-term
Impact

Society

6
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OUTPUT RESULT
Immediate,
visible,
concrete
developmental
change that is the tangible consequence of
project activities (inputs)
Commonly expressed in terms of individuals/groups
Should be achieved by the mid-point of a project
Example: Improved knowledge and capacity of MC
members in Project Cycle Management

OUTCOME RESULT
The developmental change (in the beneficiaries of
the project) that are the logical consequence of
achieving a combination of outputs.
Commonly expressed in terms of community,
institution, organization
Should be achieved by the end of a project
Example: Improved management of Community
Development projects financed by ESFD

IMPACT RESULT
The higher level, long-term developmental change
that is the logical consequence of achieving a
combination of outputs and outcomes.
Usually not measurable until after a project ends
Linked to the project goal
Expressed in terms of region, country, province
Projects are not responsible for measuring results at
the impact level
Example: Reduction of poverty in Akkar through local
demand-driven economic development

7
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Let us take an example from the CD
“Road Map”

Analyzing the example from the CD
“Road Map”
In groups of three, try to do the following:
Take two points of the Road Map and think of 5
results you want to achieve from implementing these
points
Are these output, outcome or impact results? ☺

Focus

@
Timeframe

Results

Like…

Impact

Urban-rural migration
reduced, better env.
preservation

Human!

Outcome

Better socio-economic
conditions, more
profitable agriculture

Institutional/
Behavioural

5 yrs

Outcome

2,000 farmers are making
a decent living from
agriculture in the area

Institutional/
Behavioural

5 yrs

Output

15 ESFD funded
projects are operational
in the various clusters

Activity

- Participatory diagnosis
- Project identification
- Project implementation

Operational/
skills, abilities,
products &
services

5-10 yrs
less

Level of
control

<5 yrs
<1 yr

more
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Focus

@
Timeframe

Results

Like…

Impact

Urban-rural migration
reduced, better env.
preservation

Human!

Outcome

Better socio-economic
conditions, more
profitable agriculture

Institutional/
Behavioural

5 yrs

Outcome

2,000 farmers are making
a decent living from
agriculture in the area

Institutional/
Behavioural

5 yrs

Output

15 ESFD funded
projects are operational
in the various clusters

Activity

- Participatory diagnosis
- Project identification
- Project implementation

Operational/
skills, abilities,
products &
services

5-10 yrs
Collective
Accountability

<5 yrs
<1 yr

more

Key Principles of RBM
Partnership: RBM has to be built on mutually
beneficial partnership relations among stakeholders.
Accountability: accountability for delivering results
is clear,
clear and shared responsibility for results
Transparency: results reporting is transparent.
Simplicity: easy to understand and simple to apply.
Organizational learning: learning by doing.

Pit stop ☺

9
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To measure your results you need
indicators
Definition
Indicators are “a description of the
project’s objectives in terms of
quantity, quality, target group(s), time
place”
and p
Project
Description

Indicators

Means of
Verification

Assumptions

Goal
Specific
Objective(s)
Expected
Results
Activities

To measure your results you need
indicators
Quantitative indicators:
– Measures of quantity
– Examples: # of, % of,
frequency of ….
Qualitative indicators:
– Involve people’s
perceptions about a
subject
– Examples: quality of,
extent of, degree of…

Project
Description

Indicators

Means of
Verification

Assumptions

Goal
Specific
Objective(s)
Expected
Results
Activities

Indicators for different levels of
results
Indicators can be used to measure impacts, outcomes, outputs and also
programming processes:
1. Impact level: the realization of relevant human rights and sustained,

positive changes in the life, dignity and wellbeing of individuals and
peoples.
2. Outcome level: legal, policy, institutional and behavioral changes

leading to a better performance of rights-holders to claim rights and
duty-bearers to meet obligations
3. Output level: goods, services and deliverables produced to develop

the capacities of duty-bearers and rights-holders
4. Programming processes: measuring ways in which programme

processes are participatory, inclusive and transparent, especially for
vulnerable groups

10
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Indicators can be direct or indirect
Direct indicators
Direct indicators are normally used for inputs and outputs indicators
(number of people trained, % of farmers adopting a new technique, etc..)
Indirect indicators (Proxy indicators)
Indirect indicators (or proxy-indicators)
proxy indicators) refer in an indirect way to the
subject of interest. There can be several reasons to formulate indirect
indicators:
•The subject of interest cannot be measured directly. This is particularly the
case for more qualitative subjects, like behavioral change, etc.;
•The subject of analysis can be measured directly, but it is too sensitive to
do so, for example level of income, HIV related indicators, etc…
•The use of an indirect indicator can be more cost-effective than the use of a
direct one. An indirect indicator may very well represent the right balance
between level of reliability of information and the efforts needed to obtain
the data.

Outcome:
Stop the decrease
in the number of
farmers
Limit rural –
urban migration

Indicator:
Number of farmers
in the village/cluster
Baseline: 200
Target: 220

Source of Data
- Farmer survey
- data from
wholesale
market, local
merchants, local
bank

Indicator:
# of farmers having
access to irrigation
Baseline: 25
Target: 100
-Increase in crops (# of
loaded trucks, boxes
sold in wholesale
market, etc...

Output:
Farmers in
village or cluster
X have better
access to
irrigation

Does the indicator really
measure the result?

Brainstorm possible
indicators

Source of Data:
- Field
observations
- Data wholesale
markets

Valid

Yes
No

Can we get reliable data for this
indicator, now and in the future?

Reliable

Yes
No

Does this indicator permit us to
measure the result over time?

Sensitive to
change

Yes

Discard indicator or
p in reserve
keep

No

Does it provide information upon
which decisions can be based?

Useful

Yes
No

No

Can we afford to use this
indicator?
Yes
Does this indicator make it easy to
communicate the result?
Yes

No

Is this indicator gendersensitive?

Affordable
Simple
Gendersensitive

Confirmed
Yes

11
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Let us continue with our example
from the CD “Road Map”

Try to put indicators for your results
In your same group, take the 5 results you have
developed and try to come up with indicators that can
tell you that you are achieving them
What are the sources of verification to know if we are
achieving these results or not?

To recap what we learned today
An RBM system generally includes 7 phases:
1. Formulating objectives and developing a conceptual
framework
2. Identifying indicators (specifying exactly what needs to be
measured)
3. Setting targets in terms of planned levels of results and
binding them to dates
4. Monitoring results (monitoring system + baseline)
5. Reviewing and reporting results. Let the world know about
the great work you are doing!
6. Integrating evaluations and not wait till projects end
7. Using performance information (for internal management
learning and decision-making, and for external reporting to
stakeholders on results achieved)

12
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To recap what we learned today
An RBM system generally includes 7 phases:
1. Formulating objectives
Strategic
2. Identifying indicators
planning
3. Setting targets
4.
4
5.
6.
7.

Performance
Measurement

Monitoring
M
it i results
lt
Reviewing and reporting results.
Integrating evaluations
Using performance information

THANK YOU
☺
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Amazing ESFD Projects
• Agricultural Centers
• Vocational Training
• Playgrounds
• Cultural centers
• Agro-food processing
• Dispensaries…..

• But how many of these projects are
actually working and WHY?
… how many
evaluated?

have

been

rigorously

… how do we know that we have made a
difference? And how can we learn from
failure?
… how do we know what to avoid and what
to keep in the future?

Development Fundamental
“Accelerating social progress in low- and middleincome countries requires knowledge about
what kinds of social programs are effective. Yet
all too often, such basic knowledge is lacking
because governments, development agencies,
and foundations/NGOs have few incentives to
start and sustain the impact evaluations that
generate
this
important
information.”
(International Evaluation Gap Working Group)

1
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The Excuses
• We don’t have time
• It costs too much to do rigorous impact
evaluation
• Project implementation is site and context
specific
• In the middle of the action it is not
possible to evaluate…
• And many others…

What we are here to do today?
• Through this set of trainings, the idea is to
put an “M&E spirit” in ESFD
• Last time we talked about results based
management (RBM), today we will talk
about Impact Evaluation
• At the end of this cycle, we will try and
develop a workable M&E plans that
ESFD can follow in the future

What is impact?
• Impact = the outcome with the intervention
compared to what it would have been in
the absence of the intervention
• Unpacking the definition
–
–
–
–

Can include unintended outcomes
Can include others not just intended beneficiaries
No reference to time-frame, which is context-specific
At the heart of it is the idea of a attribution – and
attribution implies a counterfactual (either implicit or
explicit)

2
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The attribution problem:
factual and counterfactual
With project
Project
impact

Without project
Impact varies over time

The challenge is to measure the blue line, but also the red line

Impact of an agricultural
development project in Akkar
• After 1-2 years Î Better production, better
income for targeted farmers
• After 2-3 years Î Production and income
increase beyond
y
the target
g g
group
p ((spill
p over
effect)
• After 5 years Î stop the decline of the
agricultural sector in a region, reduce ruralurban migration pressure
• Beyond the 5 years Î better socio-economic
environment, access to health and food, less
religious extremism, happier communities, ….

Lets examine a specific example
• I chose the nursery project in Aytaroun
• The project is intended to provide a place for
working women to leave their kids while they go to
work… some of the women work in the tobacco
fields and others are employed in companies or
governmental services
• The nursery could ultimately cater for 300 kids and
was destroyed during the 2006 war then rebuilt
• If we read the project proposal, it is all about giving
more access to work for women

3
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What do we need to measure
impact?
Normally the percentage of females from the
active resident population of Aytaroun that are
working
Before ((2007))

After ((2010))

Project
(treatment)

11.2%

Control
The majority of evaluations have just this
information … which means we can say
absolutely nothing about impact

NOTE: if you
measure this
well, what is
it? Output
monitoring

What does the number 11.2%
means?
•
•
•
•

Is it high?
Is it low?
Is it enough?
Shouldn’t it take into consideration the
social, economic and religious constraints
in Aytaroun?
• What do we compare this to?
Even if done well … output monitoring in its
simplest form Î TELLS US NOTHING about impact

Most of the times, we tend to think
that the 11.2% is because of our
project and we happily report about
it…
Do you agree?
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“Before versus after” singledifference comparisons
Before versus after for the nursery project 11.2 –
8 = 3.2%
Before (2007)

After (2010)

8%

11 2%
11.2%

Project
(treatment)
Control
“The nursery led
to an increase in
the employment
opportunities for
working mothers
in Aytaroun

This ‘before versus after’ approach is more careful
outcome monitoring
Outcome monitoring has its place, but:
outcome monitoring ≠ impact evaluation

The changing macro environment
plays a big role in the picture…
Surface of tobacco plantation
in Aytaroun (ha)

U$
1000

600
400

500

200
0

0
1990

2006

2008

2010

Average family income in
Aytaroun:
seems
to
be
increasing after the July 2006
war

2000

2006

2008

2010

Tobacco surfaces are
decreasing despite the
increase
in
family
income

Outcome monitoring does not
tell us about effectiveness

Results… cannot as a rule be attributed
specifically, either wholly or in part, to the
intervention
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Any suggestion on what we
should also include to get
close to Impact?

Another common approach (lets compare to another village):

Post-treatment control comparisons
Single-difference = 11.2 – 10.5 = 0.7%
Before (2007)
Project
(t t
(treatment)
t)
Aytaroun
Control
(lets say
Maroun El
Rass)

After (2010)
11 2%
11.2%

10.5%

Hummmmm…
So we went down from 3.2% to just
0.7%
What do you think has happened?
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Another common approach (lets compare to another set of villages):

Post-treatment control comparisons
Single-difference = 11.2 – 10.5 = 0.7%
Before (2007)

After (2010)

Project
(treatment)
(t
t
t)

11 2%
11.2%

Control

10.5%

Main point: Post treatment control comparisons
are only valid if treatments and controls were
identical at the time the intervention began …

Therefore: lets collect data for all of the cells?

Double difference =
(11.2- 8)-(10.5-6) = 3.2 - 4.5 = -1.3%
Before (2007)

After (2010)

8%

11.2%

6%

10.5%

Aytaroun

Maroun El Rass

Since Maroun El Rass was different from Aytaroun, it seems to
have progressed more…
… although there was no nursery in Maroun El Rass!!

Main points so far
• Analysis of impact implies a counterfactual
comparison
• Outcome monitoring is a factual analysis, and so
cannot tell us about impact
• The
counterfactual
is
most
commonly
determined by using a rigorously/carefully
chosen control group
If you are going to do impact evaluation you
need a credible counterfactual using a control
group
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What are the ideal conditions
for an impact Evaluation
study?
There is a growing movement in the evaluation
world talking about “Randomized Control Trials”
(RCT’s)
(RCT
s) as the silver bullet in impact evaluation.
evaluation
But RCTs are almost impossible to implement in
development projects

“Gold Standard” Î Randomized
Control Trials
Medical

Zero
What is the
counterfactual?

“Gold Standard” Î Randomized
Control Trials
Crop field
trials

Zero
What is the
counterfactual?
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Can also do randomized control trials in schools to test the
effectiveness of new school program …
Social Experimentation …
Step 1: choose 50 schools … randomly divide into 2 groups

25 elementary schools in Beirut 25 elementary schools in Beirut

Does giving vitamins improve test scores / attendance?
Vitamins every Day

None

0
25 elementary schools in Beirut 25 elementary schools in Beirut

Randomized Control Trial
[like in agriculture or medicine]

our question:
Will vitamin supplementation every daylead to
higher test scores?

Three Stages
1. Baseline survey

2. POLICY
EXPERIMENT
RCT’s

treated
control

3. Evaluation
survey

0

9
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Change in test
scores between
baseline and
evaluation surveys

Results: Vitamins vs. “0”
Difference statistically significant at 95% level
of confidence

5
4
3
2
1
0
-1
-2
-3

“Vitamin”
Schools

control
Control
Schools (0)

What is causing the difference between Treatment Schools
and Control Schools?

We have to be aware though that such designs are
for large numbers and for a specific and welldefined intervention
The reality in development is far more complex and
cannot be measured through RCTs
The issue of “control” or counterfactual also raises
ethical considerations (for example why give
treatment to the kids in one village and watch the
children die in a similar neighboring village, or even
the same village)

Truth is somewhere between:
• Need skepticism … not radical skepticism
…
• RCTs are great, when you can do them …
but there are still limitations …
but,
• Observational data sets have limitations,
but, there is still a lot to learn from them …
if the care and cautions are taken …
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Key steps for impact evaluation design
• Well defined objectives and measurable
outcomes
• A credible counterfactual, usually using a
comparison group based on either random
assignment
i
t or matching
t hi (before
(b f
versus after
ft and
d
naïve comparisons don’t work)
• Baseline data considerably strengthens the
design [start early!!]
• A theory-based approach (using causal chain)
allowing analysis of causal pathways

Lets take now a real life example
As part of my mission, I am asked to do an
Impact Evaluation of one ESFD project.
After discussions with Dima, we chose the solid
waste management project of the Deir Dalloum
– Majdala
j
cluster

Lets take now a real life example
It so happens that in Deir Dalloun, the project is
working perfectly, while in Majdala the money
was spent but the treatment plant is not
functioning
project
j
covered Zouk El Moqashreen
q
but
Also the p
did not cover Deir Dalloum although both are in
the same geographic vicinity
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In Deir Dalloun, the
Mayor
proudly
showing the treated
wastewater
that
comes with no
smell after being
collected
and
treated
(130
households)

In Majdala, the
water is thrown
untreated in a
nearby
stream
and is source of
odors, nuisance,
health hazards,
etc…

Why this situation lends itself
best to impact evaluation?
First your thoughts?
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Why this situation lends itself
best to impact evaluation?
• There is a counterfactual = Deir Dalloum!
• We don’t need a baseline = it was zero in
both localities
j
, with a similar
• The two localities are adjacent,
socio-economic background (but one is
Muslim and one is Christian)

Now any idea of the impacts we
will look for?
• Environmental
• Economic
• Social

Economic Impact
• Cost of building a cesspit (one time cost)
• Cost of emptying the cesspit (yearly cost)
• Inhabitants could afford the cesspit or not?
((access to rights
g
for sanitation))
• Price of land increasing because the village
is sanitized? (but should be adjusted to the
global increase in land prices in the country)
• New investments taking place in the village
• Any others?
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Environment and Health impact
•
•
•
•
•
•

Flooding and inundation
Odor nuisance (gradient of 1 to 10)
Rodent infestation (gradient of 1 to 10)
Contamination of ground water
Frequency of water-born diseases
any other?

Social impact
• Social cohesion: disputes over sewage
related problems
• Satisfaction from the municipality services
regarding the sewage project (gradient 1 to 10)
• Satisfaction from the support of ESFD
(gradient 1 to 10)
• Willingness to pay a maintenance fee to keep
the project operational in the future (yes/no and
brackets )
• Any other??

14
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Introduction
An Impact Evaluation study for the Sewage Network Project of Deir Dalloum – Zouk Al
Moqashreen was conducted in the summer of 2011. The project is co-financed by the Economic
and Social Fund for Development (ESFD), the European Union (EU) and the Municipality of
Deir Dalloum – Zouk Al Moqashreen through financing agreement LBN-B741000/99/0225/CD27/1005
The initial budget of the project which was approved in January 2006 was around 110,000€ and
was later increased in February 2008 to 212,500€ distributed between ESDF-EU (87.5% of the
total grant size) and the Municipality of Deir Dalloum – Zouk El Moqashreen (12.5% of the total
grant size)
The project consisted in implementing a sewage network in Zouk El Moqashreen neighborhood
for 130 households, connected to a secondary treatment station downstream from the village.
The work started in 2006 and the project was officially inaugurated in November 2009 and has
been operational since.
In our field visit to the project within the broader context of the impact evaluation of the
Community Development program at ESFD, we found that the treatment station was working in
a fairly convincing manner almost 2 years after the project execution had ended, which provides
enabling grounds for an impact evaluation.
Furthermore the presence of two adjacent neighborhoods falling under the jurisdiction of the
same Municipal Council (Zouk El Moqashreen which benefited from the project and Deir
Dalloum which didn’t) makes it possible to apply a treatment/control approach, although we
found later during the study that the two localities differ substantially in their socio-economic
profiles though the set of health and environmental constrains they face are strikingly identical.
The total sample size was 112 families, 50 of them in Zouk El Moqashreen who benefited from
the project (roughly 50% of the beneficiary families)1 and 62 families in other part of the
administrative boundaries of the municipality who didn’t, keeping in mind that the Al Bahsa
neighborhood in Deir Dalloum refused to cooperate with the ESFD team back in 2004 as clearly
mentioned in the Local Development Plan and hence voluntarily pulled out from the project. The
families were selected at random using the technique of every other building to the maximum
extent possible, though several families declined to cooperate with the interviewers in Deir
Dalloum when they knew the subject of the questionnaire, indicating some frustration/bitterness
that they were not included in the project.
Interviews were carried during the third week of July using close-ended questionnaires provided
as an annex to this report. Answers were compiled and analyzed first on SPSS at the
Environment and Sustainable Development Unit at the American University of Beirut, though
most of the charts are drawn on excell in the report for the ease of visualization.
1

The Head of the Municipal Council is affirmative that the project targets 130 households, while the village profile
prepared by ESFD mentions only 65 households in Zouk El Moqashreen. Our personal estimate after running the
questionnaire over 50 households is that a range of 90-100 households is a more realistic estimate.

1. Beneficiary
B
y Group
The projeect was execcuted in Zouuk El Moqashhreen whichh is the smalller and olderr part of the town
(total areea 22 ha as compared
c
to 338 ha for Deir Dallouum). Accordiing to the Mayor,
M
the prroject
covers 130 househollds but afterr visiting 500 beneficiaryy householdss for the sakke of complleting
this studyy, we think that
t 90-100 households
h
w
would
be a more
m
accuratte estimate.
1.1

G
General
Cha
aracteristicss of the Beneeficiary Fam
milies:

The mean family
y size of
o
the
beneficiaary group was
w 4.88 persons
p
with couunts ranging between 2 and 11
persons (Graph 1). On averagee, there
was onee family member
m
beloow 12
years of age (ranges between 0-3)
0
in
the surveeyed group,, and 50% of the
had no member
family interviewed
i
m
below 122 years of ag
ge.
Almost tw
wo thirds off the responddents in
the beneeficiary grou
up (65%) have an
average monthly income ranging
r
between $500-1,00
00 as show
wn in
Graph 2. Around 20%
% fell in the higher
bracket ($1,000
(
– 1,500) and another
a
14% in thhe lower braacket (<$5000)

Graph 1: Family
F
size of
o the benefficiary group
p

Graph 2: Average
A
inccome of the Beneficiaryy group
< US$ 500

US$ 500 ‐ 1,00
00

US$ 1,0
000 ‐ 1,500

2%
20%

64%

14%
%

> US$ 1,500
0

t relative availability
a
o
of
Despite the
land andd water, onlly 2% of thhe
respondeents in thee beneficiarry
group declare
d
theemselves as
a
farmers. The num
merous coffeee
chats we had with th
he respondennts
milies rely on
o
reveal thhat most fam
remittancces from im
mmigrants to
t
Australiaa
for
supplementtal
income.

Graph
h3
O
Occupation
o responden
of
nts in the be
eneficiary
Farmer
2%

8%

Around 58% of thee respondennts
are civiil servants with 42%
%
enrolled in the Leb
banese Armyy2
and anotther 16% working
w
in thhe
Public Seector. (Graph
h 3)

16%
%

P
Private
Secto
or
16%

P
Public
Sectorr
16%

42%
%

A
Army
T
Technician
Free Lancer

Furtherm
more, 92% off the respondents in the beneficiary group residde in the villlage all yearr long
and the remaining 8%
8 during the
t summer months andd official hoolidays. Alll respondentts (as
requestedd in the surrvey design for the benneficiary grooup) had thheir houses connected
c
too the
sewage network.
n
1.2

E
Economic
Im
mpact of thee Project:

When asked to estim
mate the yearrly savings resulting
r
froom the projeect, 54% of the respond
dents
answered that prio
or to the project,
p
theyy would noormally dirrect their sewage wateer to
irrigations canals, flood
f
the baackyard fiellds or simply let it flow
w loose on the street! Their
T
w
normaally have a shhallow cessppit for black water (mainnly toilet sinkks) that wouuld be
houses would
diverted relatively faar from the house,
h
while what is com
mmonly know
wn as “grey water” (show
wers,
hand wasshing, kitcheen sinks, lauundry, …) would
w
be left
ft to flow unncontrolled around
a
the house.
h
In that seense, they arre immenselyy grateful to ESFD, the EU
E and the Municipalityy for establishing
the netwoork. The rem
maining 46%
% gave a median
m
estim
mate for savvings close to
t $300 per year
with figuures ranging between $50/year as a minimum
m
to $1,200/yearr as a maxim
mum.
Around 78% of thee responden
nts stated th
hat they did
d not face an
ny major problem with
h the
newly esstablished network
n
whiile 22% repoorted problem
ms which weere mainly due
d to the naarrow
pipes andd the blockin
ng of these pipes
p
especially during the
t first yeaar of operatioon and beforre the
beneficiaary populatio
on adapted to
t the requirrements of the
t new sysstem (filterinng of water from
solids, noo toilet paperrs thrown inn the sink, etcc…)
2

A possiblle explanation for this unusually high perceentage is that a very large maajority of the beneficiary
b
grooup are
Christians and the popu
ulation of rurall Akkar normally privilegess to enroll in the Lebanese army which has
h an
endemic shhortage of Chriistian recruits.

The otheer general peerception is that real esstate were noot affected much
m
becauuse of the prroject
since Zouk El Moqaashreen is primarily a rural
r
area annd land ownnership is almost exclussively
family baased, althou
ugh 34% of the respond
dents believved that theere is some increase in
n real
estate prrices rangin
ng between 10-30% in the prices of the land due to the presence of
o the
network
k independen
ntly from thee surge in reaal estate pricces that the Lebanon
L
hass been witneessing
over the past
p 5 years.
1.3

H
Health
and Environmen
E
ntal Impact of the Project:

The heaalth and en
nvironmentaal impacts
of the project are
a
overw
whelmingly
positive and can bee clearly fellt almost 2
years afteer project co
ompletion annd seem to
have brouught very sig
gnificant weellbeing for
3
the popuulation , thou
ugh this welllbeing can
be difficcultly quanttified in doollar terms
especiallyy in the absence of
o a preestablished baseline.

Graph
h 4: Effect of
o the projecct on the
inciidence of ro
odents and insects
i
Mino
or decrease

No change

high decrease

verry high decreasse

14%

8%

48%
30%

Around 78% of respondents
r
reported
gh decrease in the
high too very hig
incidencce of inseccts and roodents as
shown inn Graph 4.

Moreoveer, 92% of th
he surveyed group believved that the village was suffering froom the bad smell
prior to the
t project th
hat made livving conditioons very louusy especiallly in the hott summer moonths
and 86% believe
b
thatt the projectt had
Graph
h 5: Perceptiion of the water
w
qualityy
a signifficant impact on the
a
amongst
the
e beneficiaryy group
eliminatioon of the baad smell.

Not
d
polluted
66%

P
Polluted
bu
ut safe to
use in
ho
ouseholds
30%

Very
polluted
4%

3

The projecct could havve had possiibly a
clear imppact on thee status off the
drinking water
w
in thee village as well,
but this asssumption caannot be verrified
without comparing itt to a previoously
establishedd baselinee in orderr to
determine if it can bee attributed to
t the
project or not.
Nevertheleess, 66% off the respondents
believe thhat the waater they get
g is
unpollutedd, while another 30% beelieve

A very cleear difference can be felt when compared to
t Deir Dalloum
m where the seewage smell was
w omnipresen
nt
while we were
w
conductin
ng the survey

that the water
w
is pollu
uted but safee for househoold use (Graaph 5)
Morbidiity due to water borne diseases (voomiting, diaarrhea, feverr, …) was reported
r
by 12%
of the su
urveyed sam
mple, which is five fold
ds lower thaan the contrrol group an
nd probablyy one
of the most significa
ant impact of
o the project in our op
pinion.
What is very puzzliing on the other
o
hand
is that just
j
10% of the surveeyed group
related the
t decreasse in morbidity to the
project. Such an afffirmation can only be
controlleed if we com
mpare it to a baseline
which unfortunately
u
y does not exist, but
logically
morbiditty
cannott
remain
unchangeed from a prrevious situaation where
more thaan half of the househoolds (54%)
disposed their sewage in opeen air and
between houses, esp
pecially in the
t light of
the figurees recorded for
f the contrrol group.

Graph 6: Re
eduction in morbidity
m
amongst th
he beneficiaary group
No
o change

Mo
oderate reducttion

Bigg reduction

Veery big reductio
on

4%

2%

4%

90%
%

The wateer quality allso plays a big role in
that regard, especiallly for the preesent levels
after thee sewage isssue is conntained, but
again suuch an assum
mption can only be veerified throuugh an ex-aante testing of undergrround
samples which
w
is nott available.
Two maiin learnings for future ES
SFD work caan be deriveed from Grapph 6:
i) First the impo
ortance of a baseline witthout which empirical evvidence cannnot be established
evven if resultss are in totall contradictioon with the most
m basic common sensse and;
ii) There
T
should
d be an awarreness campaign amonggst the benefficiary groupp on that speecific
im
mpact of thee project, whhich could bee coupled with
w testing of
o the undergground waterr that
coould confirm
m or challengge the percepptions regardding water quality
q
1.4

G
General
percception of th
he Project

An ovverwhelming
g majoritty of 92%
9
respondeents are highly
h
satissfied with the
project vs. only 4%
% who were not satisffied,
which is a positive indicator
i
esppecially that the
present study comes almost 2 years after prooject
completion.
It is alsoo interesting
g to note thhat 70% of the
surveyedd group believes that seewage netwoorks
are prim
marily thee responsibbility of the
governm
ment, while 28%
2
believee that it is the

Graph 7: Level
L
of satissfaction from
m the
projecct
M
Moderately sattisfied

Not satisfied
s

4%
4%

92%

Highly satisfied

responsibbility of the municipalitty
and onlyy 2% think that sewagge
networkss are the responsibility of
o
donors
based
institutionns
(assuminng that neither thhe
governm
ment nor the municipalitty
will havve access to
t funds foor
sanitationn networks in
i the short to
t
medium term at leastt).

Grap
ph 8
Who is resp
ponsible of the
t impleme
entation of
sewaage networkks in rural areas?
The Donor
Com
mmunity
2%

The
e
Municcipal
Coun
ncil
28%
%

The Ce
entral
Govern
nment
70%
%

We alsoo wanted to
o investigatte
specific aspects related to thhe
sustainabbility of the projecct,
especiallyy that the project
agreemennt stipulateed that eacch
householld was expeccted to pay 7€
7 per montth ($10) to for
f the mainntenance andd operation of
o the
network
Accordinng to the Preesident of thee Municipal Council, thee Municipaliity currently covers the entire
e
operationnal costs for the netwoork, which comes closee to $1,0000/month andd which includes
electricityy fees, the salary
s
of thee guard as well
w as minorr repair and maintenance works oveer the
network (and which are exactly in
i line with the $10/monnth stipulateed in the agreeement assuuming
that the charge is distributed
d
o
over
100 hoouseholds). So far the treatment station has been
functioniing without major
m
probleems, yet it might
m
soon neeed more subbstantial resources.
We askedd the beneficciaries aboutt their
willingneess to con
ntribute too the
maintenaance cost of the nettwork
through a yearly fee. All respondents
showed willingnesss to contriibute,
with a su
uggested yeearly fee aveerage
in the loower part of the L.P 25,000
– 50,0000 bracket (b
between $177 and
34) as shhown in Grap
ph 9. This iss well
below
the
$12
20/year
neeeded
(assuminng that no maajor repair will
w be
needed which
w
is willl not hold trrue as
the treatm
ment station
n depreciatess) and
the systeem is at risk
k of dysfun
nction
if the municipality does not
continuee subsidizin
ng its operration
and main
ntenance.

Graph 9: Suggeste
ed Yearly Contribution for
f
System
m Maintenan
nce by benefficiary familles
<25,00
00 L.P

25,000
0 ‐ 50,000 L.P

51,000
0 ‐ 75,000 L.P

76,000
0 ‐ 100,000 L.P
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14%
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II. Non
n Beneficciary Grooup
2.1

G
General
Cha
aracteristicss of the Non
n Beneficiaryy families

The nonn-beneficiary
y sample was
w random
mly selectedd from the rest of thhe administrrative
boundariies of the mu
unicipality, mainly
m
in Deeir Dalloum
m since most of Zouk El Moqashreenn was
covered by
b the projeect, excludinng the El Baahsa neighboorhood whicch opted out from the prroject
since thee very beginn
ning. As higghlighted earrlier, our iniitial assumpttion was thaat the two grroups
would have
h
comparable socio-economic features sinnce the villlage profilee and the Local
L
Developm
ment Plan do
o not point to significantt differencess between the two locatioons, while reesults
showed a substantiaally differentt socio-econnomic profile, although the health and environnment
features are
a comparaable due to thhe geographiic vicinity.
The meean family size in the
t
non
beneficiaary group waas 6.74 persoons with
counts ranging
r
beetween 3 and 13
persons (Graph 10).. On averagge, there
were 2 family
f
memb
bers below 12 years
of age (ranges bettween 0-7) in the
surveyedd sample (compared to an
average of
o one in thee beneficiaryy group.
Around 50% of the respondentts in the
non-beneeficiary grou
up have an average
monthly income of $500 or below and
another 40%
4
betweeen $500 andd $1,000
indicating that the non-ben
neficiary
group is poorer tha
an the group
p which
benefited
d from the project
p
(Graaph 11)

G
Graph
10: Faamily size off the non be
eneficiary grroup

Graph 11: Mo
onthly incom
me of the no
on beneficiary group
< US$500
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6%
48%
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The occuupation patteern of the
non
b
beneficiary
group
suggests less reliancce on the
public seector compaared with
the beneeficiary grou
up (Graph
12), with
w
24% of the
respondeents enrolled in the
Lebanesee army and just
j 6% in
the public sector.
Farming employs 18
8% of the
respondeents
while
the
remaininng 52% are absorbed
by the private sectorr, ranging
from unsskilled labor to SMEs,
trade andd freelance jo
obs.

2.2

Graaph 12: Occu
upation of th
he responde
ents in
the no
on beneficiary group
Farm
ming
Public Sector
Tech
hnician

Private Secttor
Army
Free lancer

12%

18%

12%
8%
28

24%
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The econom
T
mic opporttunity cost for not having a sim
milar projeect for the non
beneficiary group
g

Around 24% of
o
the nonGraph 133: Wastewatter disposall in the non-beneficiaary population has no
beneficiiary group
managem
ment of itss sewage water,
w
which is left to flow
w freely betw
ween
the housees or at best is directed to
t the
24%
38%
Private Cessspit
backyardd of the hou
useholds, witth all
Common Ce
esspit
health, odor
o
and peest nuisance that
38%
this situaation creates. This is hallf the
No Management
number of reported householdss that
were not connected to
t a system in the
beneficiaary group an
nd reinforces the
rationale for choo
osing Zoukk El
Moqashrreen ratheer than Deir
Dalloum as a locatio
on for the prroject. On thhe other handd the lower socio-econoomic status of
o the
non-beneeficiary grou
up should haave played inn their favorr, as the housseholds havee a lower inccome
and are more
m
populo
ous, but thiss would havve probably needed
n
a different desiggn and definnitely
more resoources
Thirty eiight percentt of the houuses are connnected to inndividual ceesspits and another
a
38%
% are
connecteed to shared cesspits
c
ofteen with the exxtended fam
mily as reportted in Graphh 13.
The cessppits are emp
ptied on averrage 3.5 timees a year as shown in Grraph 14, althhough 24% of
o the
houses reeported diveerting the cessspits to an irrigation caanal or simpply the backyyard of the house
h

once the cesspits aree full becausse they cannnot afford too empty them
m. Strikinglly, if we add
d the
h
that are not con
nnected (24%
%) to thosee who end up
u emptyingg the
percentaage of the houses
cesspits in their bacckyards (an
nother 24%
%) we get alm
most the saame percenttage reporteed in
the beneeficiary grou
up and whicch was in th
he range of 54%.
5
Graph 14:
1 frequenccy of emptying the cessp
pits in the non beneficiaary group
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The more challengin
ng issue wass to get the interviewees
i
s to give a reealistic figurre of the cost for
emptyingg the cesspitts, as they would
w
tend to exaggeraate it to higghlight the injustice theyy are
facing by
b not haaving a
G
Graph
15 :
sanitationn project lik
ke Zouk
Estimattion of the cost
c
for emp
ptying the ce
esspits
El Moqashreen. Several
350
rounds of
o questionin
ng were
300
C
needed (when
(
was the last
250
O
time you emptied it, who did
S
200
m
did you
y pay,
it, how much
T
150
why it is high or low
w, etc…)
100
while keeping
k
itt very
$
50
cautious that the answ
wers are
0
for a scieentific study and not
0
5
10
15
20
25
30
necessariily for a new
wastewatter treatmentt project
in Deir Dalloum.
D
Th
here seem to be few tracctor operatedd cisterns wiith pumps with
w various sizes
and chargging variouss prices depeending on the size of thee cesspit whiich are proviided in Grapph 15.
All prices with one single
s
excepttion ranged between
b
20 and 100$ annd with a meedian averaage of
72$ for emptying
e
th
he cesspit fully every tim
me.
The cost estimate fo
or constructinng a single cesspit varieed widely, depending
d
onn the size of this
cesspit and
a the mateerials used inn the constrruction and which
w
rangeed from a siimple hole in
i the

backyard lined by concrete stones and a cover (500 – 700$), to a state-of-the-art cesspit fully
casted in concrete (7,000$). The median average for the sample was though in the range of
$2,200 per household.
To add to the burden of the uncontrolled sewage disposal, 64% of the respondents reported
floods and conflicts with neighbors due to the current situation of sewage disposal (though
conflicts are more or less mutual since everybody is in the safe situation), and almost half of the
surveyed group (48%) reported that sewage disposal represented a significant burden on
the family budget.
Very interestingly, the regression analysis on SPSS confirmed that there is a clear positive
correlation between the level of income and the absence of cesspits while we would have
assumed the exact opposite. Graph 16 provides a visual confirmation of this observation (the
green line progressing steadily together with the level of income). This indicates at best that
access to sanitation is independent of the income level of the household and rather an endemic
problem in the region, much like the rest of rural Akkar
Graph 16: corroleation between the level of income and presence of
cesspits
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The health and environmental opportunity cost for not having a similar project for
the non beneficiary group

Flooding is a serious problem reported by the beneficiary group as a result of the absence of
proper sewage disposal, with 68% of the respondents reporting flooding of roads during the
last winter. This is further exacerbated because the control area (Deir Dalloum) is downhill and
hence naturally prone to flooding.
Almost all respondents (94%) also report an endemic problem of bad smells due to the high
proportion of uncontrolled sewage and its presence right between the households. Participants
are unanimous (96%) that the establishment of a sewage network system is the only long term
solution that can ease the environmental and health burden, and although they were given

additionaal choices such
s
as “freequently em
mptying the cesspits”, “m
moving cesspits away from
houses” and “upgrad
ding the exissting cesspitts and makinng them imp
mpermeable” as they connsider
these sugggestions as temporary fixes
fi
that do not address the root causes of the prroblem.
In contraast to the beneficiary
b
g
group
where 66%
6
of the
t
responndents
thought that
t water in
n the village is
i not
polluted, only 42%
% of the non
beneficiaary group shared
s
the same
belief. Another
A
52
2% believe that
water iss polluted but utilizedd by
househollds who have
h
no other
alternativve.
Ho
owever
this
informattion is solely about the
perception side since only a
scientificc test in thee laboratoryy can
determin
ne if waterr is polluteed or
not.
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Contagioous diseasess seem alsoo to be wide spread in
n the surveyyed area, with
w
62% of
o the
respondeents reportting morbid
dity syndrom
mes (fever, diarrhea, vomiting, etc…)
e
especcially
among youngsters
y
and
a children
n, and we beelieve that thhis morbiditty can be verry well attribbuted
to the prresence of open
o
sewagee in the survvey area. Foor the sake of comparisson, the repported
morbidityy in the beneeficiary grouup was signiificantly low
wer at (just) 12%,
1
and thiis is possiblly the
clearer and
a most sig
gnificant poositive impact of the prooject that th
his study revvealed.
Moreoveer, 48% of the
t respond
dents think that the prrevalence off morbidity is increasin
ng in
the absence of a cleear policy too tackle sew
wage contam
mination whhile the remaaining 52% think
p
of morbidity is stable (neeither increassing or decreeasing slighttly)
that the prevalence
2.4

G
General
percceptions tow
wards the wastewater
w
p
problem
in Deir
D Dallou
um

In the oppinion of the non-benefficiary groupp, either thee governmennt (48%) or the municippality
(52%) beear the prim
mary responssibility of taackling the wastewater
w
i
issue
in the village. Nonne of
them bellieve that it is the role of
o the donorr communityy which is pretty
p
muchh in line witth the
results obbserved in th
he beneficiarry group.
Despite the
t significan
nt burden thhat sewage diisposal posees, the surveyyed group inn Deir Dallouum is
willing too pay an aveerage yearlyy fee close too $50 if a seewage system
m was to bee implementted in
their partt of the villlage and whhich is less than the cosst of emptyiing the cessspit once as they
reported in the study. Around 26% are not evven willing to
t pay anythhing (althouggh this was not
n an
option inn the closed
d answers off the questioonnaire) as they believee that this is the role of
o the
municipaality to proviide this serviice free of chharge!

Graph 18:: willingnesss to contribu
ute financiallly if a sewagge system
was to be
b implemen
nted in Deir Dalloum
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3. Closing
C
rema
arks
In retrosspect of thiis in-depth analysis off the impacct of the sewage
s
projject in Zouuk El
Moqashrreen, we can draw the following rem
marks:
3.1 The
T project is still runn
ning in a fairly convinccing mannerr almost 2 years
y
after it
i has
been compleeted, althouggh its operaations and maintenance
m
are fully suubsidized byy the
m
municipality.
3.2 There
T
is no doubt abou
ut the positiive impact of
o the projeect, both froom an econ
nomic
but also enviironmental and health standpointss.
3.2.1 Frrom an econnomic standppoint, every beneficiary
b
household iss benefiting from
a yearly savinng of $250 as comparedd to the conntrol group (average
(
cosst for
mptying the cesspit estabblished at $772 and the cesspit
c
is em
mptied an aveerage
em
off 3.5 times a year). How
wever, the isssue of operration and maintenance
m
costs
neeeds also to be addresssed, unless the
t municippality is willling to subssidize
these costs inddefinitely, which
w
limits its ability too cater for other
o
needs of
o the
village. The evvidence gathhered in this study shows that benefiiciary househholds
a still savee another $1330 on averagge.
caan pay a $10//month fee and
3.2.2 Th
he most obvvious impacts are recoorded on th
he environm
ment and health
fronts, with a virtual elim
mination of bad
b smells in
i the benefficiary part of
o the
mpared to thhe non-benefficiary part (Deir
village (Zouk El Moqashrreen) as com
t incidence of rodentss and
Daalloum) andd the significcant 78% decrease in the
insects. Moreoover morbiddity (fever, diarahea,
d
moorbidity) stannds at 12% in
i the
beeneficiary grroup, five foolds lower the
t 62% repported in thee non-benefiiciary
grroup.

3.3 Even the social aspects of the project are broadly positive, with virtually no conflicts
over sewage disposal in the beneficiary group as compared to the 64% reporting flooding
and conflicts with neighbors in the non-beneficiary group.
From a rights-based perspective, it would be useful if not urgent to consider a similar
project to Deir Dalloum, which is described as being in “slum like condition” by the Local
Development plan back in 2005 and we can certify that conditions have not improved much
since. Deir Dalloum is poorer and more populous and the present report details its misfortunes
with sewage disposal.

Questionnaires for the Beneficiary and non-beneficiary groups

إستمارة تقييم مشروع الصرف الصحي في بلدة دير دلَوم – ذوق المقشرين
األسر المستفيدة
الخصائص العامة لألسرة
 .1عدد أفراد األسرة................................................................... :
 .2عدد األطفال دون ال 12سنة....................................................... :
 .3متوسط الدخل الشھري

رب األسرة
 .4نوع عمل ّ

□ أقل من $500

□ من  500إلى 1000

□ من  1500إالى 2000

□  2000أو أكثر

□ مزارع

□ موظف قطاع خاص

□ موظف قطاع عام

□ جيش لبناني

□ حرفي

□ تجارة حرّ ة

 .5األسرة مقيمة في القرية بشكل دائم

□ نعم

□ ال

 .6ھل المنزل مربوط بشبكة الصرف الصحي:

□ نعم

□ ال

□ من  1000إلى 1500

األثر اإلقتصادي للمشروع
 .7ما ھو المبلغ الذي سمح المشروع بتوفيره سنويا ً على مستوى األسرة؟ )د .أ( ..................................
 .8ھل واجھت شبكة الصرف الصحي مشكلة منذ وضعھا في الخدمة؟
□ نعم

□ ال

□ ال أعرف

 .9في حال اإلجابة بنعم يرجى التحديد................................................................ :
 .10ھل أصبح سعر متر األرض أغلى في المناطق التي تم ربطھا بمشروع الصرف الصحي بالمقارنة مع باقي القرية؟
□ نعم

□ ال

□ ال أعرف

 .11في حال اإلجابة بنعم كم تبلغ ھذه النسبة؟ ......................................... %

أألثر الصحي و البيئي للمشروع
 .12ھل تعاني القرية من فياضانات وإنزالقات خالل فصل الشتاء؟
 .13ھل ساعد المشروع على حلھا؟

□ نعم

□ ال تغيير

□ تحسّن قليل

□ تحسّن ملحوظ

□ تحسّن كبير جداً

□ كال

 .14ھل الحظتم إنخفاض في نسبة البرغش والقوارض )جرذان ،فئران (...،منذ إنشاء المشروع؟
□ ال تغيير

□ إنخفاض قليل

□ إنخفاض كبير جداً

□ إنخفاض ملحوظ

 .15ھل تعاني القرية من مشكلة روائح كريھة بسبب الجور الصحية ؟
□ نعم

□ كال

 .16في حال اإلجابة بنعم ،ھل ساعد المشروع على حل ھذه المشاكل؟
□ ال تغيير

□ تحسّن قليل

□ تحسّن كبير جداً

□ تحسّن ملحوظ

 .17ھل أنتم راضون عن وضع مياه الشفة في القرية؟
□ نعم

□ كال

 .18ھل تعتقدون أن مياه الشفة واألبار في القرية ملوثة؟
□ ليست ملوثة

□ ملوثة لكن صالحة لإلستعمال المنزلي

□ ملوثة بشكل كبير

□ ال أعرف

 .19ھل ھنالك إنتشار لألمراض المعوية )إسھال ،تقيؤ ،غيرھا( على مستوى القرية؟
□ نعم

□ كال

 .20ھل الحظتم إنخفاض في ھذه األمراض منذ إنشاء المشروع؟
□ ال تغيير

□ إنخفاض قليل

□ إنخفاض كبير جداً

□ إنخفاض ملحوظ

اإلنطباع العام عن المشروع
 .21ھل أنتم راضون عن المشروع الذي موله صندوق التنمية واإلتحاد األوروبي في البلدة؟
راض
□ غير
ٍ

راض قليالً
□
ٍ

راض كثيراً
□
ٍ

□ ال جواب

 .22من برأيكم المسؤول عن مشاريع الصرف الصحي في لبنان؟
□ الدولة

□ البلدية

□ الجھات المانحة

□ غيرھا

 .23ھل أنتم مستعدون للمساھمة في نفقات صيانة المشروع في المستقبل؟
□ نعم

□ كال

 .24ما ھي المساھمة السنوية التي تعتبرونھا مقبولة؟
□ أقل من  25ألف ليرة لبنانية

□ من  26إلى  50ألف ليرة لبنانية

□ من  51إلى  75ألف ليرة لبنانية

□ من  76إلى  100ألف ليرة

إستمارة تقييم مشروع الصرف الصحي في بلدة دير دلَوم – ذوق المقشرين
األسر الغير المستفيدة
الخصائص العامة لألسرة
 .1عدد أفراد األسرة................................................................... :
 .2عدد األطفال دون ال 12سنة....................................................... :
 .3متوسط الدخل الشھري

رب األسرة
 .4نوع عمل ّ

□ أقل من $500

□ من  500إلى 1000

□ من  1500إالى 2000

□  2000أو أكثر

□ مزارع

□ موظف قطاع خاص

□ موظف قطاع عام

□ جيش لبناني

□ حرفي

□ تجارة حرّ ة

 .5األسرة مقيمة في القرية بشكل دائم

□ نعم

□ ال

 .6ھل المنزل مربوط بشبكة الصرف الصحي:

□ نعم

□ ال

□ من  1000إلى 1500

األثر اإلقتصادي للمشروع
 .7كيف يتم التخلص من المياه العادمة للمنزل؟
□ جورة صحية خاصة بالمنزل

□ ال يوجد تدبير محدد

□ جورة صحية مشتركة

 .8كم بلغت كلفة إنشاء الجورة الصح ّية للمنزل؟ )دوالر أمريكي( .................................................
 .9عدد المرات التي يجري تفريغ الجورة الصحية فيھا خالل السنة؟ ..............................................
مرة؟ )دوالر أمريكي(......................................................
 .10كم تبلغ كلفة تفريغ الجورة في كل ّ
 .11ھل يحصل فياضانات أو مضايقات مع الجيران بسبب الصرف الصحي؟
□ نعم

□ كال

□ ال أعرف

 .12ھل تضيف قضية الصرف الصحي عبئا ً إقتصاديا ً إضافيا ً على كاھل األسرة؟
□ نعم

□كال

□ ال أعرف

أألثر الصحي و البيئي للمشروع
 .13ھل تعاني القرية من فياضانات وإنزالقات خالل فصل الشتاء؟

□ نعم

□ كال

 .14ھل تعاني القرية من مشكلة روائح كريھة بسبب الجور الصحية ؟
□ نعم

□ كال

 .15في حال اإلجابة بنعم ،ما ھو الحل للتخلص من ھذه المشاكل؟
□ تفريغ الجور بشكل مستمر

□ إبعاد الجور عن المنازل

□ تلبيس الجور بالباطون

□ إنشاء شبكة صرف صحي للقرية

 .16ھل أنتم راضون عن وضع مياه الشفة في القرية؟
□ نعم

□ كال

 .17ھل تعتقدون أن مياه الشفة واألبار في القرية ملوثة؟
□ ليست ملوثة

□ ملوثة لكن صالحة لإلستعمال المنزلي

□ ملوثة بشكل كبير

□ ال أعرف

 .18ھل ھنالك إنتشار لألمراض المعوية )إسھال ،تقيؤ ،غيرھا( على مستوى القرية؟
□ نعم

□ كال

 .19ھل الحظتم إنخفاض في ھذه األمراض خالل السنتين األخيرتين؟
□ ال تغيير

□ إنخفاض قليل

□ إنخفاض كبير جداً

□ إنخفاض ملحوظ

اإلنطباع العام عن المشروع
 .20من برأيكم المسؤول عن مشاريع الصرف الصحي في لبنان؟
□ الدولة

□ البلدية

□ الجھات المانحة

□ غيرھا

 .21ھل أنتم مستعدون للمساھمة في نفقات مشروع صرف صحي في المستقبل؟
□ نعم

□ كال

 .22ما ھي المساھمة السنوية التي تعتبرونھا مقبولة؟
□ أقل من  50دوالر

□ من  2651إلى  100دوالر

□ من  101إلى  150دوالر

□ أكثر من  150دوالر

