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1 Introduction 
 

1.1 Context of the Evaluation 
 
Somalia has been at war with itself since before 1991. The deadly combination of the 
disintegration of the state, clan based warlordism and often fierce conflict has undermined 
transparency and accountability and promoted a culture of violence and impunity.  
It is thus not surprising that the country has not been able to respond so far to the 
aspirations of the people for a dignified, healthy and productive life in line with the 
Millennium Declaration. The Declaration recognizes the central role of human rights, by 
reaffirming that “Men and women have the right to live their lives and raise their children 
in dignity, free from hunger and from the fear of violence, oppression or injustice.” It 
underlines that “Democratic and participatory governance, based on the will of the 
people, best assures these rights.” Importantly, the declaration goes on to state, “Success 
in meeting these objectives [development and poverty eradication] depends, inter alia, on 
good governance within each country.”  In this light, human rights, good governance and 
peace building are the crosscutting foundations on which progress toward each MDG can 
and must be realized. 
Within this context Somaliland and Puntland Region have worked hard to create and 
sustain relative peace over the last few years and are trying to make the transition from 
post conflict relief to sustainable development. Across both areas there is an 
overwhelming demand from ordinary people for employment to improve their livelihoods 
and incomes. The main constraints to this are: 
(i) Widespread unemployment and poverty, (ii) isolation from regional and national trade 
networks, (iii) undeveloped and mismanaged natural resources, (iv) limited institutional 
and private sector capacity to develop new opportunities (v) limited international 
engagement and investment and (vi) severe and extended droughts and floods. 
This project is taking place within the context of early attempts of the international 
community together with the regional and local governments to move away from short 
term, humanitarian assistance activities towards a recovery and development mode. 
ILO is part of a network of organisations focused on Local Economic Development 
(LED) together with other UN Agencies including UNDP, Habitat and UNOPS among 
others as well as partner INGOs, Regional and Local Institutions. Whilst Habitat focuses 
on promoting institutional strengthening for Local Governance and UNDP on National/ 
Regional Governance, ILO is concentrating on its areas of competence particularly in an 
Employment Intensive Investment Programme (EIIP). This programme is global in nature 
but is relatively new in Somaliland and Puntland. The EIIP is called “Promotion of 
Economic Recovery Project” (PERPS) and is supported by the Government of Italy and 
by this EC funding. 
As well as the slow recovery from war, these areas suffer from repeated periods of 
extended drought. Over the last 5 years the levels of seasonal rainfall have been way 
below the average. To compound this last October the drought broke and the area 
received intense rainfall causing serious floods in some places.  
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On 26th December 2004 some Coastal areas of Puntland were the victim of the effects of 
the Tsunami that occurred in South East Asia. Many. Not surprisingly many people feel 
they have been afflicted by continuous triple disasters. A new phenomenon is beginning 
to impinge on the life of ordinary Somalis that of possibly having a central government 
and in the coming months many are waiting to see whether this might become a reality 
and whether it might at last bring peace to the long suffering country. 
 
1.2 Terms of Reference 
 
The project’s final evaluation is a part of the agreement with the EC. The final evaluation 
has analysed and assessed the impact achieved towards the project’s objectives, 
identifying successes and weaknesses in the context of the Somali working environment. 
It has documented lessons learned and provides recommendations for future activities.  
 
The recommendations from the evaluation should be used to adjust current implementation 
modalities and standard operation procedures which may eventually lead to the design and 
production of a standardized format for the implementation of Employment Intensive 
Investment Projects (EIIP) in general and Cash for Work projects in particular in Somalia. 
The full Terms of Reference are given in Annex 1. 
 
1.3 Evaluation Methodology 
 
An external consultant led the evaluation (supported by ILO and SRA staff in Somaliland 
and ILO and NESHA staff in Puntland).  
ILO provided a number of documents related to the project in advance of the evaluation 
mission. After initial meetings in Nairobi, the consultant travelled to Somaliland and then 
to Puntland. In each area after initial meetings with ILO staff a filed visit agenda was 
developed. This included a visit to low cost housing and vocational training work in 
Buraco then to project sites in Erigavo District. Individual discussion groups were 
organised with the VDCs in each project area and a feedback session was held with 
representatives from each VDC and the Erigavo Municipal Council in Erigavo at the end 
of the visit. 
A similar pattern was used in Puntland with field visits on the second to fourth days, 
focus group discussions with NESHA, Community Committees and contractors along the 
way then feedback sessions (in Jerriban and in Garowe).  
On return to Nairobi debriefing meetings were held with ILO and a presentation of 
findings held after submitting a draft report. See Annex 1 for full itinerary. 
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2 Relevance1  
 

2.1 Identification and Formulation Process 
 
ILO was already engaged in employment intensive investment activities and had 
established some capacity for project identification and management prior to the start of 
this project. 
Guidance was sought and received from the Food Security and Assessment Unit (FSAU) 
and the Humanitarian Response Group (HRG) with respect to the areas of greatest need. 
The following sites were then identified and scheduled for implementation. 
 
Puntland Sites 
Item Project  Project Type Estd. 

Cost 
US $ 

Estd. 
Work 
Days 

1 Waw 
Valley 

Rehabilitation of flood destroyed road section 71,430 6,600

2  Dan 
Gorayo 

Rehabilitation of flood protection wall 11,708 1,980

3 Xar Xar Carriageway pothole and shoulder repair 49,217 1,309
4 Waab 

Xamur 
Flood Protection wall repair 10,623 2,300

5 Liboi 
Village 

Flood Protection wall repair 10,749 1,400

6 Jerriban-
Gara’ad 

Spot improvement of road through soft sand 58,932 14,503

7 Jerriban Spot improvement of access tracks linking to 
Jerriban 

12,200 6,141

8  Dawad- 
HasBahale

Spot improvement and widening of road section 
through hill 

37,843 8,879

9 Dawad- 
Qarxis 

Spot improvement and widening of road section 
through hill 

13,848 6,986

10 Dawad-
Badey 

Widening passing bays 5,812 837

 Garowe Waste Collection Project 60,374 6,000
 Sinugiff River Training Project 53,005 5,100
  Totals 395,741 62,035
 

                                                 
1 The appropriateness of the project objectives to the problems that it is supposed to address and to 
the physical and policy environment within which it operates. 
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Somaliland Sites 
Item Project Project Type Estd. 

Cost  
US $ 

Estd. 
Work 
Days 

1 Erigavo 
road II 

Spot improvement of access track into road 36,367 6,706 

2 Yufle road 
II 

Spot improvement of access track into road 36,504 6,401 

3 Khal Sheik 
road II 

Spot improvement of access track into road 35,875 6,605 

4 El Afweyn 
road II 

Spot improvement of access track into road 37,551 7,428 

 Erigavo Clearing of internal Municipal roads 32,395 5,400 
  Totals 146,296 32,540 
  Combined Total 542,037 94,575 
 
2.2 Realism of Project Design 
 
Both Somaliland and Puntland suffer from the influx of IDP/ refugee returnees that seek 
rely on accommodation in the homes of relatives. As well, the effects of significant losses 
in livestock numbers due to drought and floods have reduced the livelihoods and incomes 
of pastoral communities to low levels. There is therefore great need over a long period of 
time to invest in livelihood recovery activities. The use of public works programmes as a 
mechanism for recovery and development is well known and is very much needed in the 
Somali case. This project is a contribution to the newly established ILO programme in 
Somalia and provides much needed funds in order to help expand and continue the work. 
The project design is simple and increasingly understood by the local authorities and 
communities and has been well received by them. 
 
As part of its activities for LED, ILO has carried out a series of baseline studies called 
Territorial Diagnosis and Institutional Mapping (TDIM)2 and these include a problem 
analysis. The economic problems identified in these studies are shown below in the 
following problem tree to illustrate the priority needs. 
 
The principle issues that need to be addressed are: 

• Creation of large numbers of new livelihood opportunities to reduce widespread 
poverty and unemployment in existing wider community 

• Strengthening local capacity to accelerate and sustain business and economic 
growth. 

• Practical solutions to reduce the isolation of areas like Erigavo and Jeriban 
• Long-term practical mitigation solutions for cyclical droughts and floods. 
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Limited availability of job and 

livelihood opportunities 
 
 
 

Over-reliance on traditional Activities

Limited Availability of locally 
skilled human resources 

Lack of knowledge and 
access to markets 
Absence of focussed skills 
and business training 
programmes/ advisors 
y 

Poor quality products 

Disorganised Markets 
Limited Transfer of 
appropriate and 
intermediate technolog
Lack of training materials
and aids in Somali Limited/ poor 

infrastructure 

Producers 
marginalized in supply 

chains 

 

Limited Institutional Capacity to 
drive economic growth 
Absence of focused 
empowerment training
programmes 
Weak development 
planning 

 Problem Analysis of Main Issues Affecting Somalilan
 (Source : TDIM Report for Erigavo and Environs) 
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Lack of information 
on opportunities and 
buyer needs
Limited investment and 
absence of micro-finance 
services
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3 Project Preparation and Design3  
 
3.1 The Project Design 

 
The project design is presented in a “loose” logical framework matrix as presented below. 
A review of the matrix suggests some discrepancies between the Results level and the 
Activities levels. The average payment rate/ person-day is $3 so that 200,000 workdays 
would represents an implementation budget of US$ 600,000. The amended project 
allocates $354,130 for labour costs or a possible 120,000 workdays created. 
 
The objectively verifiable indicators in general were not objective as they were not 
specific, or time bound. For example “approximately 600km of roads undergo spot 
improvement” is vague and misleading. At an average US$ 5,000 per km, 600 km would 
need a works budget of US 3 million. It would be more accurately described as “40 km of 
spot improvements within 600 km of road improved within 12 months”. With respect to 
Result 3 it would be more accurate to state: “A roads authority staff, B contractors and C 
brigade workers trained for a minimum of D days within 12 months”. 
  

 Intervention Logic Objectively 
Verifiable 
Indicators 

Sources of 
Verification 

Assumptions 

Overall 
Objective 

Improved access to food 
by the provision of 
income opportunities 
through Cash for Work 

Stabilisation of 
nutritional Status 
Of targeted 
communities 

FSAU monthly 
food security 
reports 
FSAU Nutritional 
Reports 

Security 
conditions allow 
access. 

Project Purpose Provide income 
opportunities for 
vulnerable groups in food 
insecure areas. 

Work brigades 
operational in 
targeted areas. 

Attendance 
registers. Site 
visits, bio data of 
employees 

Other agencies 
willing to 
coordinate rates/ 
activities etc. so as 
to avoid labour 
wage inflation. 

Design -Expected Results 
Result 1 200,000 work days of 

direct employment 
created 

 200,000 work 
days of direct 
employment 
created 

Attendance records 
Wage sheets 

 

Result 2. Improved physical access 
to food insecure areas and 
from food surplus areas 

a. Reduced Travel 
Time. 
b. Approximately 
600 km of roads 
undergo spot 
improvement. 

 10% of roads 
require full 
rehabilitation 
@ 3,000 
work days/ 
km. 

Result 3. Local capacity to 
implement EIIP programs 

Trained Somalis 
active in the 
management of 
EIIP sites 

a. Reports from Site 
visit teams 
b. Training records, 
site visits/ reports 

 

 
                                                 
3 The logic and completeness of the project planning process, and the internal logic and coherence of 
the project design. 
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4 Efficiency4 
 
4.1 Activities Analysis5 
 
The activities have been analysed as per those detailed in the June monitoring report and 
agreed subsequently. They represent all the activities of the project. Each activity is rated 
according to observed performance. A “B” rating is regarded as good performance, a “C” 
rating is suggesting that something is holding the project back and it is not performing 
according to the project planned timeframe (a C rating could be either slowness, poor 
quality of work or both). 
 

Planned Activities: Activity Status Performance Rating 
  A B C D 
Relating to Result 1: 200,000 work 
days of direct employment created 

     

1.1 Implementation of 6 months 
works programme in each area of 
operations. 

The works programme is going 
ahead and will be completed by 
end March. Generally the quality of 
work is good. Some of the delays 
are due to the inexperience of the 
contractors but also the slow 
turnaround time on reporting and 
fund replenishment. 

  C  

Relating to Result 2- Improved 
physical access to food insecure 
areas and from food surplus areas 

     

2.1 Identify potential geographical 
area(s) for intervention 

Completed   B   

2.2 Rapid needs assessment of 
targeted areas 

Completed  B   

2.3 procurement of hand tools/ 
arrangements (i.e. Haulage, 
contracts) 

Completed      

2.4 Prepare Action Plan Completed by June 2004  B   
2.5 Recruitment and formation of 
community based EIIP brigades 

  B   

2.6 Implementation of 6 months 
works programme in each area of 
operations. 

See 1.1 above.   C  

                                                 
 

t i

4 The cost, speed and management efficiency with which inputs and activities were converted into 
resul s, and the qual ty of results achieved. 
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Puntland      
Waw Valley (NESHA/ Comm.) Reduced due to flood damage. 8 

Planned completion March 15th. 
 B   

Dan Gorayo (NESHA/ Comm.) Completed Oct. 2004  B   
Xar Xar  (NESHA/Comm.) Started 24th Aug.  Then delayed by late 

payments. 50% completed to date. 
Target date Mid March subject to payment. 

  C  

Waab Xamur (NESHA/ Comm.) Completed in one month. Delayed final 
payments 

  C  

Liboi Village (NESHA/ Comm.) Completed in one month. Delayed final 
payments. Need for payment 

  C  

Jerriban-Gara’ad/ surrounding tracks Completed 75.8%. Quality generally poor to 
good. Need for payment 

  C  

Eyl/ Dawad- Has Bahale (Comm.) Start Date May- 30th Nov. Now 50% 
complete. Need for payment. 

 B   

Eyl/ Dawad- Qarxis (Comm.) 70% Complete.  B   
Eyl/ Dawad-Badey (Comm.) Work Started Dec. 2004.  B   
Garowe Waste Collection Project (Local 
Authority/ NGO/ Private Sector) 

October –Dec. 2004  B   

Sinujif River Training Just beginning work. Note Simba Report.   C  
 

Somaliland       
Erigavo road II (SRA/ Comm)   B   
Yufle road II  (SRA/ Comm)   B   
Khal Sheik road II   B   
El Afweyn road II    C  
1.7 Evaluation of each Project Area a. Technical Monitoring Ongoing 

b. Overall Evaluation subject of this report 
 B   

Relating to Result 3- Local capacity to 
implement EIIP programs 

     

3.1 Training of local community 
supervisors/ implementing partners and 
technical providers. 

Training in Somaliland adequate but in 
Puntland insufficient for the tasks being 
performed 

  C  

 
 
4.2 Means and Costs 
 
The project is working as a contribution to the ongoing work of the ILO PERPS project 
and in this context ILO has been able to cover both financial and time deficiencies in the 
project from other funding sources. Within this context the EC Budget has been fully 
utilised as of 31st January with the exception of the contingency fund. Given the 
circumstances it would be useful to commit the contingency to finishing up small pieces 
for work on one of the unfinished sub-projects, either Jeriban or Eyl. 
The latest expenditure statement is shown below. 
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 Project : SOM/03/05M/EEC Account Code: M25008149071  

B/L Description  Budget Amount  Amount Spent Balance

11.01 Chief Technical Advisor                 21,902.00                   21,902.00                             -  

11.02 Consultants Trainers                 64,081.00                   64,081.00                             -  

11.03 Programme Monitoring & Backstopping                 42,711.00                   42,711.00                             -  

13.01 Project Accountant                 13,259.00                   13,259.00                             -  

13.02 Admin. Assistant                                -  

15.01 Travels                 15,450.00                   14,501.00                    949.00 

16.01 Evaluation Costs                 14,925.00                   12,088.00                2,837.00 

17.01 National Project Officer                 18,817.00                   18,817.00                             -  

17.02 Local Consultants                 16,882.00                   16,172.00                    710.00 

21.01 EIIP, Wages               429,267.00                 429,267.00                             -  

21.02 Trucks  and Equipment Hire               121,891.00                 121,891.00                             -  

21.03 Handtools                 25,957.00                   25,957.00                             -  

32.01 Seminars                 19,000.00                   18,589.00                    411.00 

41.01 Expendiable Equipment & Supplies                   9,000.00                     8,964.00                     36.00 

41.02 Non-Expendable Equipment                   4,501.00                     4,000.00                   501.00 

51.01 Operation and Maintenance                 35,601.00                   35,442.00                    159.00 

53.01 Publication                   7,463.00                     7,463.00                            -  

 Sub Total              860,707.00                713,151.00                5,603.00 

62.01 Programme Suppor cost 7%                 60,249.49                 60,249.49 0

81.01 Provision for Contingency.                 46,049.00  46,049.00

99 Grand Total               967,005.49   
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4.3 Cost Management 
 
The present operation is well managed. Given the initial knowledge of sub-project 
proposals considerable flexibility has been allowed in making adjustments when more 
detailed information becomes available. The cost estimates have been made however with 
minimum provision for over-run (e.g. Jariban- Gara’ad road), which sometimes is 
managed by reductions in quality.   
Overall the project has managed costs in a well-balanced way, trying to spread the funds 
as widely as possible whilst focusing on the needs of specific sub-projects. The financial 
monitoring back-up system is clearly strong enough to maintain oversight of the 
activities. 
 
4.4 Organisation and Management 
 
The whole PERPS project and the EC contribution within it can be considered a pilot for 
demonstrating the value added of using labour intensive infrastructure investments in 
Somalia. Within this context the present organisational structure and management 
capacity are lean but focused. There is evidence that the system is stretched to its limit 
with its present workload and would need strengthening, particularly having a greater 
technical presence in Puntland, to be able to increase the level of activities in the future 
but the basic system is well structured. 
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5 Effectiveness6 
 
5.1 Overall Effectiveness 
 
In Somaliland  
There is a background of similar work being carried out through PERPS and the 
community contracting groups were already familiar with the system. 
The training given has been enough for VDCs to demonstrate their ability and enthusiasm 
for this kind of investment. A major contributor to the success of the project is the 
presence and reliability of the Dahabshiil banking system, which allows money transfers 
to many of the project areas. The communities are able to withdraw cash from the system 
through simple deposit slips and they generally make payments as rapidly as possible 
once cash is withdrawn. All three results- work-days created, spot improvements to roads, 
reduced travel time and adequate training have been achieved within the framework of 
the project. 
The SRA has made a specific and measurable contribution to the work through the 
provision of a roads engineer (paid for by the project) and this has helped maintain good 
standards. In Erigavo and Uflay there are two inclines that have been rehabilitated that are 
well laid out and rehabilitated to a good standard that definitely needed good technical 
back-up. 
 
In Puntland 
The work in Puntland is relatively newer and the familiarity of the communities 
concerned and the roads Authority NESHA not as advanced. Nevertheless the response of 
both NESHA and the community contractors was just as enthusiastic. There was some 
evidence in the record of disagreement between different members of the VDCs but also 
evidence that the project staff helped them to overcome these difficulties and to move the 
sub-projects forward. 
The sub-projects in Puntland can be divided into three groups- those that run along the 
main Bossaso-Garowe-Galkayo road and have been managed by NESHA and sub-
contracted to community groups; those that are off to the east and related to the coastal 
area (Eyl and Jariban) and the Municipal Waste Collection and the Sinujif River Training 
projects. 
The sub-projects along the main road have been well done and well supported by 
NESHA. 
Those off to the east have been subject to more complications regarding the strength of 
the VDCs, although there is a strong stone sub-base to these roads they are subject to 
effects of wind blown soil and are more complex in terms of rehabilitation needs. This is 
evident in the sections of road moving away from Jeriban where it is more difficult to find 
good gravel nearby and the cost of moving water goes up as the work moves away from 
the town. The existing contract does not make provision for this (contracted cost is US$ 
10 per load whilst the locally estimated cost is US$24 per load). Consequently the quality 
of work is deteriorating. Also in this area it is evident that the level of training given is 
insufficient for the task and the level of technical back-stopping is insufficient. The stop-
start effects of delays in payments are also having a negative effect on completing the 
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6 An assessment of the contribution made by Results to achievement of the project Purpose, and how 
assumptions have affected project achievements. 
 



contracts. The VDC estimates that due to delays the Community has spent and excess 
US$5,000 in mobilisation and demobilisation of workers and machinery (they are using a 
front loader to excavate wind blown sand off the road. 
This road section will need considerable continuing maintenance in order to keep the sand 
off the road, which makes it basically a more expensive road to rehabilitate and maintain. 
In the longer term it would be worth considering wind breaks in key sections to reduce 
the wind deposits but this is beyond the capacity of the current project. 
The Garowe Waste Management Project is new but is being implemented quickly and 
well.  Institutionally it is an interesting combination of Local Authority, Local NGO and 
Private sector management. They have developed a strategy for maintaining the system 
that has been established, which involves local revenue collection, and employment 
possibilities for drought affected pastoral families camping near the town. The EC/ ILO 
project is just about finished but the test of its value (apart from having cleaned up the 
town) will be whether they can make the sustainability aspects work. 
The chart below reviews the contribution of the Results to the project purpose: 
 
“To Provide income opportunities for vulnerable groups in food insecure areas”. 
 
Generally the project has achieved this. But it has done so in an area where other 
agencies- WFP, CARE and Horn Relief also carry out similar work so it is worth 
commenting on the extent to which the project has succeeded in comparison with other 
interventions. 
The EC funding used comes from the food security sector and the basic objective is to put 
cash into the pockets of vulnerable families. It has certainly done this. From an ILO 
perspective thought the other results, improving infrastructure and building local 
technical capacity are also important and the project has contributed to these whilst other 
more humanitarian interventions are satisfied with simply assisting vulnerable groups in 
the immediate term. 
Although Result 1 was designed to create 120,000 workdays the actual contracts signed 
were estimated to produce 94,750 so it was never going to be possible to achieve the 
original planned amount. Although Result 2 indicated 600km of roads to undergo 
improvements (which is correct) the actual km of spot improvements completed are 
43.2km (see Draft Project Final Report in preparation).  
With respect to Result 3. Training has been undertaken using well established training 
modules that are used in surrounding countries including Kenya, Tanzania and Uganda. 
These are well tried and are effective in Somalia. The training In Somaliland under this 
project follows on from other training being done under Italian funding and both the SRA 
and the Community Supervisors have benefited from reinforcement of training done 
earlier. The outcome of this is evident on site. In Puntland the training is relatively new 
and at present insufficient to provide the same level of impact. It is also true to say that 
training in Puntland was interrupted by local disagreements and so could not be as 
effective. It may also be the case that community selection procedures for choosing their 
supervisors was interfered with by political not technical considerations. 
During the project ILO has attempted to introduce training for the VDCs in basic report 
writing, book keeping and financial management. The consultant discussed these 
activities with the Somali trainer who happened to be in Erigavo. His main concern was 
that the majority of VDC members are not literate and not numerate so the capacity to 
benefit form the training is very limited. His suggestion was to widen the scope of 
training to include basic literacy and numeracy training.  
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Verifiable Indicators Contribution of Activities to 
Results 

Performance Rating7

Result 1 
 120,000 work days of direct 
employment created by the end of the 
project. 

94,575 workdays completed by end 
of project. 
 
 

79% off planned 
workdays/ 100% of 
contracted workdays 
completed by end of 
project. 

Result 2 
a. Reduced Travel Time by end of the 
project 
b. Approximately 600 km of roads 
undergo spot improvement 

1. Reduced Travel Time 
2. Number of km received spot 
improvement 

1.Significant time 
reduction has been 
achieved on the 
Erigavo to El-Afweyn 
road (3 hours 
reduction) 
2. 43.2 km of spot 
improvements 
achieved in both areas. 

Result 3.  
Trained Somalis active in the 
management of EIIP sites during the 
project period 

1. Number of Authority staff? 
2. No. Of Community Supervisors 
trained? 
3. Number of Workers trained? 

Training effective in 
Somaliland; but 
inadequate in 
Puntland. 

 
Contribution made by Results to achievement of the project Purpose 
 
 
5.2 Effect of Assumptions on Implementation 
 
Operating conditions 
Generally operating conditions have been reasonable. Two incidents negatively affected the 
project. In Somaliland the murder of an international staff member resulted in the 
withdrawal of international staff for a period of around one month. Later the ban on Kenyan 
national passports further interrupted activities. Both these created delays to operations. 
 
Interagency coordination on rates and activities 
There has generally good coordination on rates and activities and so no effects on the 
programme. One local agency- Horn relief- using DFID funds carried out a single “cash 
distribution” to drought families through the elders network in Sool District. It is difficult to 
assess the effect of this or to imagine the sustainability under present circumstances but it 
also has  had little effect on this project. 
 
Ten percent of roads need full rehabilitation 
It was assumed that ten percent of roads would need full rehabilitation at 3,000 workdays per 
kilometre. It is not clear that the total number of roads needing rehabilitation is known and 
therefore difficult to calculate what this would mean in terms of a percentage. In any case as 
the project was limited to a 12-month time frame and a limited budget this assumption 
would not have affected the outcome. 
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5.3 Institutional Issues 
 
This project was of a 12-month duration with a limited budget. In order to implement it 
efficiently and effectively the timing needed to be quite closely monitored. The key 
elements of this and the timing involved are illustrated below. 
 
Event Date: Time  
Contract signed between UC and ILO 
Geneva 

22/01/03   

Start of project 01/01/04  
Funds transferred EC to ILO Geneva April 3-4 months 
Funds transferred ILO to UNOPS August 7-8 months 
Local Transfers   
Funds transfer from UNOPS Nairobi to 
Omar Money Transfer Hargeisa 

 1-5 days 

Funds transfer from Omar Money transfer 
to DaabShiel 

 1-2 days 

Return of accounting documents Sites to 
Hargeisa 

 1 week 

Verified Documents sent to Nairobi  3-4 weeks 
End of project 31/12/04  
 
Apart from the administrative delays at the HQ level there are several other 
administrative delays built in to the process that guarantee inefficiencies in the project. 
 

a. The community contracts require that each instalment of a contract be expended 
and reported on before another instalment can be issued. It was agreed through 
stakeholder meetings in Erigavo and Jeriban that the turnaround time was on 
average six weeks to two months during which time all work stops. This was 
discussed in Nairobi with ILO and UNOPS. It was agreed that with improved 
confidence in the community contractors the number of instalments could be 
reduced. It was also proposed that that the contracting type could be based on an 
“output” mode and would be easier for the VDCs to manage and that instalments 
could be operated on a rolling imprest approach whereby contractors would 
account for a proportion of each instalment whilst still retaining working funds to 
avoid breaks in the workflow. 

b. The number of instalments built into each community (seven in some cases) is far 
too many and allows for no continuity in the projects. Operationally it has been 
agreed recently to pay two instalments at a time in order to reduce the delays. 

c. The effect of these built in delays means that the community contractors incur 
non-budgeted mobilisation and demobilisation costs not built into the contracts.  

Whilst there is an obvious need to retain close monitoring of fund use it is the view of the 
consultant that these delays are costly and act as a disincentive to all local stakeholders.  
The project could have been completed within 12-months had the contractual restrictions 
been fewer. 
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5.4 Environmental Aspects 
 
In general the long term reduction in rainfall over the Horn of Africa  is having a strong 
negative effect on livelihoods. The recent three year drought followed by excessive rains 
last October have seriously undermined livelihoods in the are (the Tsunami though more 
localised also has contributed to this. With respect to the project there are only two areas 
where environmental effects have negatively affected activities. The Jariban-Gara’ad 
road, where wind blown sand makes travel and road rehabilitation more difficult, and the 
Sinugiff river diversion. The variation in river route is a not uncommon natural 
occurrence in rivers of this type under long-term drought conditions. Attempts to divert 
the river back to its original course are reasonable to attempt. The scale of the sub-project 
attempting to train the river back into its original track however is rather limited in scope. 
It is likely that the completed project will achieve its objective for a number of years but 
in the longer term the original track will silt up again and the flow will tend to find its 
way back to the new route unless regular community maintenance is carried out. 
The objective of the sub-project- to redirect the flow back onto the traditional grazing 
area ignores the fact that overall rainfall trends are declining on all these grazing areas 
and that low quality vegetation is invading these areas.   
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6 Impact8 
 
At the local level, the people concerned feel that positive, though temporary impact has been 
created in terms of improved incomes, improved sections of road and improved planning 
and implementing capacities. This impact has to be seen within the context of the wider 
situation however. The long and continuing trauma of Somalia is well known and the need 
for long-term recovery assistance generally accepted. If there is a weakness in the present 
project it is that it is too small in geographical coverage, in time frame and level of 
investment. For example the Erigavo road connecting it to the main tarmac road is 300km 
long all of which needs rehabilitating then maintaining. Similarly, the Gera’ad-Jerriban- 
Galkayo road is also some 260 km long. Both these areas are cut off from the mainstream 
activities of other parts of the area and would certainly benefit form being connected to 
centres such as Bossaso, Berbera and Buraco. The steady stream of income going directly 
into the pockets of ordinary families to improve these roads and other economic activities 
such as watershed rehabilitation would lead to the development of small scale industry and 
trade.  
Such activity could be roads led and the techniques being demonstrated by ILO could have a 
significant and longer-term impact. This would require a budget input of some $400,000 per 
year in each of these areas for a period of four to five years. An overall budget of $1-2 
million per year would be required but would lead to other groups contributing to other 
areas of investment such as those suggested in the TDIM studies. Increased levels of funding 
would help ILO to put a stronger team on the ground to improve the quality of training and 
technical back stopping. In particular more practical technical backstopping could be given 
to the development of local plans and implementation. 
Larger levels of investment would directly contribute to the overall objective of improving 
food security in the area. 
 

7 Sustainability9 
 
The sustainability of the EC funded project relies on ILOs intension to build up its own 
capacity and functionality in Somalia. It will not be able to do without significant donor 
support at a higher level than at present. Focusing on roads rehabilitation is a relatively 
obvious and useful thing to do but as mentioned above it needs significant levels of multi-
year investment. As a starting point it is the right place to begin, however it is clear that ILO 
is looking beyond this kind of intervention. Through its new LED approach it is also 
carrying out local TDIMs and encouraging local communities to think about their own 
priorities and possibilities. It is promoting vocational training at a very pilot level. Within this 
framework a low cost housing project, extensive watershed management rehabilitation and 
the development of environmentally based livelihood recovery activities are needed. The 
most important point is that investments are employment oriented. Clearly all of this cannot 
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8 The effect of the project on its wider environment, and its contribution to the wider sectoral objectives 
summarised in the projects Overall Objectives. 
 
9 The likelihood of a continuation in the stream of benefits produced by the project, particularly 
continuation of the projects activities and achievement of results, and with particular reference to 
development factors of policy support, economic and financial factors, socio-cultural aspects, gender, 
appropriateness of technology, ecological aspects, and institutional capacity. 
 



be done by any one organisation and ILO is trying to encourage the development of a 
framework of partner agencies together with Regional and Local Authorities to develop 
Strategic Recovery Plans that address and prioritise some of these issues. 
Within such a framework different agencies would play different roles. Although the ILO 
focus is on employment creation the linkages to such agencies as NESHA, SRA, Municipal 
Councils and VDCs has a direct effect on strengthening the governance training being 
carried out by other agencies. 
Generally the UN agencies are relatively poor at direct implementation and it is better for 
them to play an umbrella role supporting regional and local government and the private 
sector to develop strategies, institutional strengthening, training and monitoring whilst 
practical implementation is better done by private sector and civil society organisations as 
demonstrated in this project. 
 
It was evident that the communities involved in the project have been bombarded over time 
with demands by outside agencies to raise the profile of women in the planning and 
implementing of projects. It has reached a stage now that the male members of Committees 
state their position that it is not traditionally acceptable for women to participate in such 
committees and outside agency bullying is not welcomed. In this project women have 
benefited most from the two Municipality projects in Garowe and Erigavo through direct 
employment. In general gender balance is traditional and unlikely to change rapidly in 
Somalia in the short term. 
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8 Conclusions and Recommendations 
 
8.1 Overall Outcomes to date 
 
ILO is establishing itself well with a view to a longer term and increased role in 
livelihood rehabilitation and recovery in Somalia. It is using its global and regional 
experience and expertise to engage in this process. Initial engagement in labour intensive 
roads and other employment intensive rehabilitation is a productive way to begin and this 
is being done successfully. 
The PERPS Project has achieved a good response from local authorities and agencies and 
has withstood the fairly normal test of Somali communities trying to bully and pressurise 
new comers into their way of doing things and is making a good case for making its own 
way of doing things the standard for doing business. Somalia needs much more of this 
and other UN Agencies have not always succeeded in maintaining something of a 
“sustainable” approach and are still dominated by a “relief” approach to doing things. 
The present project is more or less completed as designed and has achieved what it was 
intended to do work days have been created, roads have been improved and training has 
been given. 
 
1. There are specific ways in which project implementation can be improved: 

• The EC might have been quicker off the mark in transferring funds after signing 
the agreement. 

• ILO Geneva might have been more efficient about transferring funds faster than 
they have. 

• The contract formats and fund flow mechanisms could significantly improve rates 
of implementation without putting at risk accountability and transparency 

• Better administrative management in ILO between the field and Nairobi could 
also improve fund flow. 

• In Puntland a stronger team could provide improved technical backstopping and 
• A greater focus on training would improve local performance in Puntland. 

Particularly, it would be beneficial to include literacy and numeracy training for 
VDC Committee Members as well as women’s organisations to improve their 
project management capacities. 

 
2. There have been some attempts to improve coordination of approach. For example the 
investments made with EC funding through CARE in the latter half of 2004 focussed on 
the rural areas surrounding the more urban/ main road investments of this project. This 
has spread the benefits across a wider area and demonstrates good complementarity 
between the two projects. 
 
3. A major contribution that ILO can make in a more coordinated framework is the 
establishment of good technical standards of work. Internationally this is ILO’s core 
expertise and could be a benefit to agencies such as WFP and CARE. 
 
4. There is something of a debate regarding whether food-for-work or cash–for-work is 
more effective. In Somaliland and Puntland there is generally little food-for-work used at 
present. There is at the same time an expanding pattern of trade that includes private 
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sector food distribution. In all discussions with VDCs it was made clear by the 
participants that they prefer cash-for-work to food-for work as it enables flexibility in 
what people use the income for and it supports local production and transportation.  
 
5. A particularly outstanding aspect of this project is the successful introduction of 
community contracting. Considerable experience has been generated already on how to 
manage this methodology. Although it is also evident that continuing effort needs to be 
made to consolidate and improve local standards of management. It is clear that this 
approach is successful and is popular among communities. In discussions held with the 
VDCs they felt that this approach enables maximum incomes to go to vulnerable families. 
They contrasted this with projects involving local NGOs. They felt that disproportionate 
amounts of funding were absorbed by the local NGOs themselves leaving fewer funds 
available for families. 
 
6. With respect to promoting gender balance in all activities in Somalia, the present focus 
on insisting on female representation on committees has limited impact in real terms. The 
consultant feels that there should be a widespread strategy agreed amongst all agencies 
working in Somalia that (i) promotes significant investments for women through 
women’s organisations (ii) this should include significant investments in basic numeracy 
and literacy and (iii) there should also be a widespread investment in gender sensitivity 
and gender analysis among the staff of  all agencies (UN and NGO) 
 
8.2 Future Developments 
 
Somalia is hopefully moving towards a more peaceful era. The main concern of the new 
government, the regional governments and their international partners should increasingly 
focus on the MDGs. Comparing Somalia with Sudan (a country with 30 million people 
and considerable oil reserves) it is likely that International investment could be as high as 
US$ 2 Billion over the six-year interim period of the Comprehensive Peace Agreement. 
Somalia is much smaller but necessarily needs significant levels of productive investment 
to help it move towards a development pathway and to peace and reconciliation. 
 
Building on the current experiences an obvious next step would be for an interested donor 
to invest significantly in this process through a multi-year, larger scale project covering a 
wider area. This would involve direct support to roads rehabilitation but also parallel 
support to developing the ideas behind LED.  
The traditional major focus on livestock may still play a role in the future of these areas 
but the fact is the recurrent droughts have reduced animal numbers to low levels. Those 
that remain have only poorly watered and severely overgrazed range lands left to work 
with so it will take some considerable time before these mostly pastoral communities will 
be able to recover through the traditional economy. The fishing industry, recently 
damaged by the Tsunami, also is not in good shape. Added to this the uncontrolled illegal 
fishing activities of international companies also restrict rapid expansion of this sector. 
ILO has the capacity to act as a facilitator in creating ideas for encouraging economic 
diversification in Somalia but it needs strong financial backing to be able to do this. 
In conclusion, the project approach is sound and well accepted by local communities and 
authorities. The next step is to design and implement a significantly bigger project with 
larger levels of investment with stronger technical and administrative training including 
basic literacy and numeracy skills. 
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Annex 1 
 
 
 

 
 

TERMS OF REFERENCE FOR EVALUATION OF EC FUNDED CASH FOR 
WORK PROJECT (NORTHERN SOMALIA) 

 
1 INTRODUCTION 
 
In response to the extended drought in Northern Somalia, the EC launched a food security 
call for proposals aiming at helping vulnerable groups to have a better access to food and 
livelihood needs.  ILO was contracted for a cash for work programme to provide incomes 
and enhance food security of drought affected communities. The choice of area of 
operations was made following consultation with the OCHA Humanitarian Response 
Group, (HRG) the Food Security Assessment Unit, (FSAU), NGOs and local authorities. 
Strategic partners in the implementation of the sub-projects included local institutions, 
local NGOs and village committees.  
 
An integral part of the project is an evaluation exercise for which this document provides the 
background information and Terms of Reference.  
 
2 PROJECT BACKGROUND 
 
The overall objective of the project is to improve the livelihoods and household incomes 
of drought affected communities in Northern Somalia. 
 
The purpose of the project is: income opportunities for vulnerable groups in food insecure 
areas.  
 
Its expected results are: 
i) 200,000 work days of direct employment created. 
ii) Improved physical access to food insecure area and from food surplus areas. 
iii) Local capacity developed to implement EIIP programs. 
 
The cash for work sub-projects will provide up to six months employment opportunities 
and incomes to targeted populations thus allowing them to provide for basic livelihood 
needs such as food, health, and water. 
 
The individual sub-projects will focus on activities such as road maintenance, and 
environmental works using, whenever possible, a community contracting approach. 
Wherever possible the projects will link with other activities being under taken as part of 
the ILO implemented PERPS project.  
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The rehabilitated infrastructure and environmental works will improve access and address 
environmental problems while acting as a social safety cushion. In addition the injection 
of incomes into the community will provide a stimulus to local markets and build on the 
LED approach and activities and provide an entry point to more long term initiatives such 
as LED support projects to be carried out under the ILO’s Promotion of Economic 
Recovery Project.( PERPS) in 2005. 
 
Expected impact on target groups 
 
The beneficiaries will be provided with incomes and will have increased purchasing 
power for basic necessities. In the road sector, vital transport links will be improved, 
reducing food delivery costs and maintaining critical access links. In the environmental 
sector, the project will address some critical environmental problems and improve the 
long term condition of the surrounding environment. In addition wages will be provided 
to large numbers of people who have increased purchasing power that in turn will act as a 
stimulus to local markets. 
 
By ensuring that there is a geographical distribution of activities the projects will 
contribute to reducing political tensions in both regions. Participation in community run 
labour based works also contributes to community empowerment and ownership. 
 
 
3 OBJECTIVES OF EVALUATION  
 
The project’s final evaluation is a part of the agreement with the EC. The final evaluation 
should emphasize on the analysis and assessment of the impact achieved towards the 
project’s objectives, identifying successes and weaknesses in the context of the Somali 
working environment; document lessons learned and provide recommendations for future 
programmes. In addition the evaluation should review the technical reports of the project 
and assess the progress made in the implementation of the project. 
 
 
The recommendations from the evaluation will be used to adjust current implementation 
modalities and standard operation procedures which may eventually lead to the design 
and production of a standardized format for the implementation of Employment Intensive 
Investment Projects (EIIP) in general and Cash for Work projects in particular in Somalia.  
 
Specific issues to be studied 
 
The evaluators will assess project progress and achievements and will assess the impact 
of the project utilizing participatory methods as much as possible.  
 
The analysis of project progress, achievements, effectiveness, efficiency, impact and 
sustainability should be conducted for the project as a whole as well as on the intended 
beneficiaries. 
 
Specific issues to addressed are as follows:  
 
a)  Relevance 
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Value-added of a cash-for-work intervention versus food aid and cash relief programmes 
considering this particular crisis. 
 
 
b) Project effectiveness and efficiency  

 
Project efficiency  
• Analyze the quality of day-to-day management (adequacy of project budget, 

management of personnel, project properties, communication, relation management 
with elders, community leaders, local authorities and other development partners) 

• Analyze the cost and value for money; how far has the cost of the project justified the 
benefits? 

• Local capacity building: How far the project was able to strengthen the capacity of 
institutions? 

• Review and assess the quality of monitoring 
 
• Assess the technical quality of the infrastructure rehabilitation works undertaken. 
 
Project effectiveness 

• Assess whether the beneficiaries perceive that the planned benefits have 
been delivered and received.  

• Assess the appropriateness of the indicators of benefits including any 
changes made during the course of project implementation.  

 
c)  Project impact and sustainability 
 
Impact  
• Assess to what extent the planned overall objectives have been achieved? 
• Assess to what extent the project was able to strengthen the capacity of local NGO 

and community groups and institutions? 
• Assess the economic impact of the projects on household incomes and poverty 

reduction.  
• Analyse the project approach to gender and its impact on gender equity and related 

issues. 
• Assess the economic impact on household income 
• Assess the possible intended or unintended impact on environment 
 
Sustainability 
• Ownership of objectives and achievements: How far were the stakeholders consulted 

on the objectives, selection process, implementation, monitoring and evaluation? 
• Institutional capacity: Assess the degree of commitment of stakeholders, community 

and local authority contribution in cost sharing and the measures taken to strengthen 
their capacity. 

• The adequacy of project budget for its purpose 
• Whether the technology, knowledge, process and services provided fits in with 

existing needs, skills and knowledge? 
• Whether the cross cutting issues such as gender equity, good governance, 

environmental impact were taken into account? 
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•  Document the best practices and lessons learned by the project. 
• Analyze the capacity building component of the project including appropriateness of 

training methods and suitability of messages and curriculum. Identify whether the 
beneficiaries and user committees have adopted the training messages.  

• Conduct an economic and financial sustainability assessment. 
 
4 PROPOSED METHODOLOGY 

   
1.  Briefing by EC and ILO in Nairobi 
 
2.  Review of reference documents 

 
• EC regulations, project financing agreements, evaluation guidelines 
• Project document 
• Project log frame 
• Quarterly Technical progress reports. 
• Financial reports. 
• Capacity assessment tools for VDCs and local authority Capacity building. 
• Initial survey data and Needs assessment reports 
• Any other relevant documents  
• Sub-project documents   
• OCHA Cash relief monitoring report as presented at the SACB 
• CARE Cash-for-Work project final evaluation 
 
3.  Field Work 
 
• Briefing by ILO staff in Hargeisa and Garowe and finalize the field visit plan 
• Interact with local NGOs as relevant 
• Conduct focus group discussions with different groups at the communities  
• Observe field activities such as structures and erosion control, etc   
• Focus group discussions should include local authority, women groups, elders, and 

general communities benefiting from the project.  There should be adequate women 
representation and participation during discussions. 

 
In NairobiIn Somalia REPORTING AND FEEDBACK 
 
The outputs of the evaluation will include a presentation in Nairobi to ILO and the EC 
Somalia Operations and a report, that documents the main findings, lessons learned and 
recommendations.  
 
The consultant will produce the following outputs: 
 

• Review the TOR and relevant documents and prepare an inception report 
that outlines a proposed action plan and methodology for presentation to 
ILO within one week of signing of the contract. On approval of the 
inception report commence travel to Somalia and he will;  
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• Prepare a preliminary assessment in the field outlining main findings and 
recommendations. Carry out a debriefing exercise for project staff and 
local partners and authorities in both Hargeisa and Garowe. (The cost 
associated with these mini workshops will be met by the ILO), validate the 
preliminary findings and incorporate comments in the final report. 

 
• Prepare a draft evaluation report and present the main findings to ILO and 

EC in Nairobi.  
 

• Incorporate comments from the ILO and EC and produce a final report. 
 

• The consultant needs to produce 4 hard copies of all reports produced plus 
4 electronic copies in MS Word on CD-ROM of final report. 

 
WORK PLAN AND TIME SCHEDULE 
 
The total duration of the evaluation is expected to take 22 days including the field work 
and report writing. A tentative time schedule is attached. The work plan and time 
schedule will be agreed between ILO and the consultants. 
 
TENTATIVE SCHEDULE 
 
Note: the final schedule will be determined by flight. Schedules and the prevailing 
security situation. 
 
Day 1            Review documents and finalize work plan and schedules  
           Meet relevant ILO and EC officials in Nairobi 
          Review documentation. 
 
Day 2 Fly to Berbera/ Buraco to meet with the project staff and local authorities, 

agree on site visit schedules. 
 
Day 3 -5 Visit various work sites and interview local communities and partners. 
  Hold mini validation workshop in Erigavo.  
Day 6  Travel Back to Buraco  
 
Day 7.  Prepare first draft of an assessment report outlining the major findings and 

recommendation. Travel to Berbera and meet with local staff and local 
officials. Review and finalize field visit and interactions with community 
groups. 

 
Day 8  . Travel to Garowe . Meet with ILO staff and Local Officials 
 
Day 9  Field visits to Jerriban, Gera’ad  
Day 10-14  Field Visits 
 
Day 14 Hold mini validation workshop in Garowe. 
 
Day 15 Travel to Nairobi 
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Day 16 -18 Prepare first draft report and circulate to ILO staff 
 
Day 19 Brief ILO staff in Nairobi and obtain comments and feedback 
 
Day 20  Present the draft to ILO and the EC 
Day 20-22 Incorporate feedback and prepare and submit the final draft 
 
 . 
 
Note: a national programme officer who will arrange motor transport and required 
security escorts in compliance with UN security MOSS standards will accompany the 
consultant.  
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