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Document of the Inter-American Development Bank

HAITI

Sustainable Management of Upper Watersheds of South Western Haiti – Macaya National Park

 (HA-G1023)

Monitoring and Impact Evaluation Plan

I. INTRODUCTION 

The objective of this project HA-G1023 is to complement the grant HA-X1002 as follows: (i) contribute to build local capacity on natural resources management by financing environmental education activities and investments that aim to reduce the pressure on the Park natural resources, and (ii) provide further financial support to restore critical ecosystem services provided by the Macaya area.
This document presents the monitoring and evaluation plan for this program. Specifically, this document presents the logic of the intervention, the main indicators for outputs, outcomes and impacts, the hypotheses to be tested, the institutions responsible for each activity and the costs.

A. Logic of the Intervention

As explained in the POD, watersheds composing the Macaya Park face severe environmental challenges and are some of the most seriously affected in the country. They are particularly characterized by: (i) unrestrained open-access; (ii) inadequate land use management; (ii) inadequate exploitation of natural resources which provoke losses in soil fertility, biodiversity and water retention capacity; (iii) severe flooding and waterways silting due to reduction of water retention capacity in the upper watersheds. 
In order to face these challenges, the project proposes an approach that comes from lessons learned through several studies, evaluations and academic researches
 and that particularly demonstrate that: i) training local population and technicians in watershed and natural resources management is essential to introduce a comprehensive understanding of the environmental cycles (i.e. the link among up and down stream dynamics) and to foster adequate appropriation of land management dynamics
, ii) participative land management planning has be to combined with strengthening the State’s control mechanisms of natural resources exploitation
; iii) erosion control structures developed in gullies give better results than those set on the hillsides
, since they “harvest” erosion and quickly create more fertile and moist micro-environments that can easily be cropped and; (iv) the river flows peaks are lower in rivers with forested catchments than in those rivers that lack of proper vegetative cover (Bosch and Hewlett, 1982; Burger, 1954; H. Liniger and R. Weingartner, 1998
). Some recent experiments go further and combine the structures with water storage.
In this sense, the objective of the project is to reduce the rapid environmental degradation in the upper watershed of the south western part of Haiti. To achieve this objective, the HA-G1023 operation will focus on the following activities: i) provide complementary training on natural resources management and environmental education intended to local population, particularly municipalities, producers’ organizations and schools,  ii) strengthen  the environmental surveillance corps that monitors Macaya Park area iii) provide adequate infrastructure for  Park environmental surveillance  (Park unit building, control stations), iv) promote forest restoration (through reforestation and natural re-vegetation) in degraded lands within the Park; (ii) install watershed protection infrastructure which would prevent from economic damages due to soil erosion and flooding, and enhance water storage and retention capacity. The diagram below will show the logic of the interventions considered in this Program:





II. MONITORING

This section aims at describing the process of monitoring for the project HA-G1023. The PEU will coordinate the development of a permanent, integrated and cost-effective monitoring system and evaluation system that will gauge progress in achieving the Project’s objectives and provide an integrated overview of the carbon stock situation within the Zone of Interest (see HA-X1002 Project Component 4). The monitoring and evaluation system will function within the PEU as well as shared with partners in management such as contractors. The Management Unit will be able to sub-contract some part of the M&ES work. This system will not only provide valuable information on the state of the Project linked to some indicators at the Goal and Purpose level defined in the Results framework, but will also be used for the continuous monitoring of Project effects (results). In the first year, the Project Executing Unit will ensure the consolidation of the baseline information for all indicators in the log-frame. 

As per IDB guidance, monitoring and evaluation at the Project level will be oriented by the following key questions: (i) How is the Project contributing to effective and sustainable management of the upper watersheds, in and out the Zone of Interest? (ii) To what extent has the Park management and control framework been consolidated? (iii) To what extent the project reduced the vulnerability of threatened areas due to flooding?
B. Output Indicators

The project outputs described in this section are also found in the Results Matrix along with the means of verification.

	Component 1: Institutional and Local Governance Strengthening

	Output
	Indicator
	Means of verification: 

	Local population benefiting from training and education on natural resources management and land use management, according to agreed communal land planning schemes
	Number of people trained
	Monitoring report from PEU

	Park surveillance guards equipped, trained and mobilized
	Number of guards trained, equipped and mobilized
	Monitoring report from PEU

	Park unit and control points built
	Number of Park unit and control points built
	Monitoring report from PEU

	Component 2: Enhancement and restoration of ecosystem services

	Output
	Indicator
	Means of verification: 

	Native forest restored
	Number of trees planted
	Monitoring report from PEU

	
	Incremental restored forest area
	Monitoring report from PEU

	New watershed protection infrastructures built in vulnerable areas (water-tanks, check-dams, river bank retaining walls, etc.)
	Number of new watershed protection structures built (water-tanks, check-dams, river bank retaining walls)
	Monitoring report from PEU

	
	Flooding monitoring system installed
	Monitoring report from PEU


II. st? (ii) To what extent havendo, lo de promover practicas sostenibles.er in the Macaya National Pgia eseleccionar del progrB. 
Monitoring and reporting structures
The following periodic reports will facilitate the monitoring and evaluation of Project products, results and impacts, as well as support adaptive management and provide guidance to the planning and management decisions of the Project Executing Unit (PEU) and its partners for HA-X1002 and HA-G1023 operations. 
Day-to-day monitoring. The Project will operate on the basis of detailed Annual Work Plans developed at the beginning of each project year through a participatory process involving all partners in the management of the Macaya project as represented in the Steering committee to be implemented (namely Ministries, municipalities, IDB, Norwegian Cooperation and civil society). Following IDB template, the work plan, will define tasks, activities and milestones to be carried out to generate the expected products throughout the year. It will clearly show the resources planning and the responsibilities of each stakeholder. The PEU will perform day-to-day monitoring of these indicators to ensure that the project intervention is on-track and delivers the expected results. Partners in the execution, including NGOs, municipalities, contractors and others will help collect the data needed for day-to-day monitoring. The IDB Country Office in Haiti will conduct periodic supervision visits to the Project site and maintain a Project Monitoring Report (PMR), the Bank’s main system tool for day-to-day monitoring of projects.
Semestrial Reports. Each semester the PEU will prepare a summary report to IDB/GEF and to the Steering committee (SC) in order to inform on the progress made during the last six months, considering the execution of the Annual Work Plan. It will focus on products and challenges and should include considerations on: (i) project performance over the past year, including key results produced and, where possible, information on the progress towards Project objectives, (ii) identification of constraints and unforeseen barriers to execution including those that could affect the achievement of objectives, the reasons for these constraints, and what is being done to overcome them, (iii) expenditure reports, (iv) lessons learned, and (v) recommendations for adaptive management of the Project strategy to optimize impact of the intervention. Semestrial progress reports are drafted before SC meetings and finalized after SC meeting, to include remarks, questions and debates of the SC meetings. The Report will be shared with IDB/GEF and SC and a summary will be made public (Internet site of the Environment Ministry). The designated IDB task manager, in collaboration with the IDB Country Office in Haiti, will eventually conduct an administration mission to the site to discuss the main findings of the Annual Project Report and discuss its implications for the subsequent Annual Work Plan.
Reports and publications. To document the lessons learned and knowledge generated by the Project, the PEU will prepare, consolidate and disseminate technical reports on a variety of thematic areas related to management effectiveness and land use planning (e.g., possible conservation through local communities). These reports will: (i) hold the Project team accountable with regard to its responsibility to generate technical results at the highest level, (b) help summarize and document the Project’s results, and (c) serve to disseminate and replicate the Project’s lessons learned and knowledge to interested parties in the country, in the wider region, as well as world-wide. Technical reports will be made available through the Ministry of Environment website.
Results which are deemed particularly important and that are of interest beyond the Macaya project will be spread through project publications. An independent peer review mechanism involving experts from the various organizations included in the scientific commission will be used to ensure the quality of the published material.  Collaboration will also be sought with international and national regional institutions (e.g. Biological corridor of the Caribbean – Cuba, Dominican Republic and Haiti; National Agency for Protected Area ANAP; Clean Development Mechanism Designated National Authority, National University of Agriculture) in terms of dissemination of best practice and involving students and researchers in matters relating to the integrated management of the watershed. The Project’s publication strategy will be determined in collaboration with the IDB and executing partner institutions.
C. 
Independent evaluations

Mid-term Review. A mid-term review
 will be carried out when 35%
 of the GEF resources (HA-X1002) have been disbursed or 24 months after the project contract of HA-G1023 goes into effect, whichever comes first. The review will determine if the project strategy is generating the desired impact, or if adjustments are necessary to ensure the achievement of Project objectives. The review team, to include a representative from the Bank’s Office of Evaluation and Oversight (OVE) will focus on the effectiveness, efficiency and timeliness of project implementation and will solicit feedback from stakeholders participating in execution such as the SC partners and other local actors. The review will highlight issues affecting the execution of each component that require decision and action, and it will provide preliminary lessons learned about Project design, implementation, and management. Particular attention will be paid to whether the PEU, SC and contractors are internalizing and mainstreaming Project results into their work, as well as progress in implementing the Inter-municipalities commission. Progress in term of carbon stock protection will be assessed trough the carbon monitoring system designed in the component 4. The component is based on the last progress in term of carbon monitoring, but however, a revisal and enhancement of the carbon stock monitoring methodology could be planned and organized during the project timeframe (4 years). The Macaya carbon stock monitoring is based on remote sensing observation of land use change and (field) data collection to calculate the carbon concentration of each stratum observed. 
Final Evaluation. The final evaluation will be carried out 6 months before project ends
, to determine if the Project indeed reached its objectives. The evaluation will be performed by an independent team of experienced experts commissioned by the IDB. The evaluation team will evaluate the Project’s results both in terms of ensuring global environmental benefits, as well as local and national benefits. The evaluation will include an ex-post cost-benefit analysis of the main investments carried out during projet life. The evaluation team will identify lessons learned and particular successful Project results, and these will be disseminated broadly throughout ANAP (Haiti National Agency for Protected Area – Ministry of Environment), Biological corridor of the Caribbean (Cuba, Dominican Republic, Haiti), project partners (scientific commission and SC) and to other IDB and GEF financed projects in the region. The team will moreover evaluate the sustainability of Project results, and make recommendations to the involved parties on how they could further enhance sustainability. Finally, progress in the achievement of results will also be assessed in a participatory manner during the final evaluation. The Bank, including a representative of OVE, will conduct a final administration mission to discuss the results of the final evaluation with the Haiti.

Other evaluations. In addition to the compulsory independent Mid-term Review and Final Evaluation, the Project may participate in program-specific or thematic evaluations performed by the GEF Evaluation Office to determine effectiveness and impact of the overall GEF portfolio. The Project may also participate in evaluations of country programs to determine effectiveness of the Project portfolios of within participating institutions portfolios.

D. 
Learning and knowledge sharing

In addition to publications and reports mentioned above, the lessons learned and knowledge generated throughout the project intervention will be shared widely through networking with interested parties outside the project SC network. To improve dialogue, the project will participate in information exchange and learning networks, chosen accordingly to decision of the SC and scientific commission. 
E.  Working Plan and Budget for Monitoring Activities
	

	Activities
	Year 1
	Year 2
	Year 3
	Year 4
	Responsible
	Cost
	Source of Financing 

	
	1
	2
	3
	4
	1
	2
	3
	4
	1
	2
	3
	4
	1
	2
	3
	4
	
	
	

	Middle Term Evaluation
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	Executing Unit
	$50,000
	Program’s Budget

	Final Evaluation
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	Executing Unit
	$50,000
	Program’s Budget

	Inspection Visits
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	IDB
	$5,000
	Supervision Budget

	Consultant for monitoring supervision report 
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	IDB
	US$40,000
	Supervision Budget

	Consultant for technical assistance to the executing unit on monitoring and evaluation 
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	Executing Unit
	US$144,000
	Program’s Budget

	Audits
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	Executing Unit
	US$60,000
	Program’s Budget


III. IMPACT EVALUATION

In this section, we present the project impact evaluation plan, including the hypotheses to be tested, the result and impact indicators, the evaluation methodology to identify project’s impact, the data collection process, the work plan and the budget. 

A. Impacts and Outcomes Indicators

Table 2 presents the project impacts and outcomes. Indicators, means of verification and frequency of measurement are specified for impacts and outcomes.

	Hipotheses
	Indicators 
	Frequency of Measurement
	Means of Verification

	Impact

	Increase the area with permanent forest cover in the Macaya National Park
	Incremental area with permanent forest cover (ha)
	Before and after the end of project
	Satellite imagery stratification, diachronic analysis

(Before-after evaluation method, refer to POD annex).)

	Decrease the probability of flooding 
	Percentage change in the water levels of critical rivers coming from Macaya Park area, for given precipitation levels.
	Annually
	Flooding monitoring system consisting of flood gauges and markers, and meteorological stations, located at critical reference points

	Component 1: Institutional and Local Governance Strengthening

	Outcomes
	
	
	

	Improve effective environmental control of the Macaya area
	Percentage of trained people who reach the minimum level of knowledge assimilation regarding natural resources and land use management
	Before and after  the end of project
	Before-after knowledge assimilation tests to be applied on samples of trained and educated population

	
	Number of sawyers exploiting Park resources
	Before and after  the end of project
	Survey with local population and authorities

	Component 2: Enhancement and restoration of ecosystem services

	Outcomes
	
	
	

	Increase the protection of areas vulnerable to soil erosion, land degradation and flooding
	Incremental areas protected from flooding
	Annually 
	Annual mapping on the basis of the works executed

	
	Extension of vulnerable areas protected from soil erosion and land degradation 
	Annually
	Annual mapping on the basis of the works executed


B. Impact Evaluation Methodology: Reflexive Comparison 

1. IMPACT EVALUATION METHODOLOGY

The evaluation methodology to identify the project’s impacts will be a reflexive comparison.

Specifically, the reflexive methodology consists on measuring the impact and outcome indicators (Y) before (t=0) and after project implementation (t=1). Although this is not considered a rigorous impact evaluation methodology, in some cases, using this methodology represents a valid approach given the nature of the project.  In particular, this project is composed by a series of interventions that affect environmental services provision in a National Park which is not comparable to any other region in the country. The interventions will have a geographical scope and therefore, most of the indicators are measured at the Macaya National area. For this reason, it is impossible to identify a counterfactual group identical to the beneficiary group in all observable and unobservable characteristics. In other words, because the beneficiary group encompasses all the Haitian population in the Macaya area, it is not possible to identify a group of non beneficiaries in order to compare the situation with and without the project. 

Specifically, this methodology implies the measurement of the indicators before and after the project:

[image: image1.png]Impact = Y(t=1) — Y (t= 0)




Where, 

t=1 means after program implementation

t=0 means before program implementation
Graphically:

[image: image2.png]impact + tendency
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The main issue associated with this methodology is that comparing an indicator before and after includes the impact of the project plus the time tendency, for this reason it is difficult to attribute the change in the indicator to the project’s intervention. 
Data Collection and Analysis. The data needed to evaluate the progress of the impact and outcome indicators of the Program will be obtained mainly through surveys with local stakeholders, mapping, satellite images and a monitoring system. The table below reports the institution responsible, the chronogram and the budget for each activity associated with the data collection process. The impact and outcome indicators will be measured before and after the program.
The indicator related to reduce the probability of flooding: “Percentage change in the water levels of critical rivers coming from Macaya Park area, for given precipitation levels” .” will be measured through a flooding monitoring system consisting of flood gauges and markers, and meteorological stations, located at reference critical points. This system has recently been designed in the framework of the Natural Disaster Mitigation Program (HA-L1041), and will be administered by the Ministry of Environment (refer to POD annex). It is a permanent monitoring system that goes further the sole before and after data collection process. It will allow measuring the impacts of the investments on water flow and intensity of flooding events in the following main rivers: 

	Watersheds
	Rivers

	Roseaux
	Guinaudée

	
	Roseaux

	Ravine du Sud

	Ravine du Sud

	
	Bras de gauche

	Torbeck
	Ravine Sèche

	Acul
	L'Acul

	
	Ravine Casse Cou

	Port à Piment
	Bras de droit

	
	Mahotière

	
	Port-à-Piment

	Les Anglais
	Les Anglais


Working Plan, Actors and Activities

	Activities
	2013
	2014
	2015
	2016
	Responsible
	Cost
	Financing Source

	Estimation of the area with permanent forest cover through satellite images and diachronic analysis
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	Consultant Firm/ PEU
	US$75,000
	HA-G1023

	Annual mapping and surveys  to measure: i) Number of sawyers living from Park resources, ii) Extension of areas protected from flooding and iii) extension of vulnerable areas protected from soil erosion and land degradation
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	Consultant Firm/ PEU
	US$100,000
	

	Before-after knowledge assimilation tests to be applied on samples of trained and educated population on natural resources management
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	Consultant Firm/ PEU
	US$25,000
	

	Installing and operating flood monitoring system
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	Consultant Firm/ Ministry of Environment
	US$125,000
	

	Impact Evaluation Report
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	Consultant Firm/ PEU
	US$25,000
	


TOTAL: US$ 350,000
OUTPUTS


-Training on natural resources management to local population


- Strengthening the environmental surveillance corps 


- Promoting forest restoration


- Installing watershed protection infrastructure





OUTCOMES


- Improve effective environmental control in the Macaya area





-Increase  protection of areas vulnerable to soil erosion, land degradation and flooding





IMPACTS


-Increase the area with permanent vegetal cover in the Macaya National Park


-Decrease the probability of flooding 
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�	The Mid-term and final evaluations will be performed by a team of consultants contracted by the IDB, using the fee resources provided by the GEF. 


�      The 35% target is considered as an appropriate timing to allow consideration of adjustments in sufficient time for implementation.


� The final evaluation is proposed 6 months before project ends to allow a better dissemination of the results within the project team and partners.
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