FINAL EVALUATION OF THE SUPPORT PROJECT TO THE IMPLEMENTATION OF THE RWANDA TOKTEN VOLUNTEER PROGRAM

Final Report

By

KATIM S. TOURAY

International Consultant
March 14, 2008

TABLE OF CONTENTS
iABBREVIATIONS AND ACCRONYMS


iiEXECUTIVE SUMMARY


11.
INTRODUCTION


11.1.
Background and Context of the Project


21.2.
Project Objectives


31.3.
Project Implementation Strategy


31.4.
Project Stakeholders and Financing


42.
APPROACH AND METHODOLOGY


42.1.
Purpose of the Evaluation


42.2.
Methodology


63.
EVALUATION FINDINGS


63.1.
Project Performance


63.1.1.
Attainment of Project Objectives and Outputs


133.1.2.
Project Implementation


203.2.
Response to Development Goals


203.3.
Sustainability of Project Outputs and Activities


203.3.1.
Project Outputs


213.3.2.
Project Activities


224.
LESSONS LEARNED


245.
SUMMARY AND CONCLUSIONS


266.
RECOMMENDATIONS


287.
ANNEXES


287.1.
TOR for the Evaluation


297.2.
Evaluation Tools


297.2.1.
Key Informant Interview Guidelines for Project Beneficiaries


307.2.2.
Key Informant Interview Guidelines for Project Partners – UNDP, UNV, MIFOTRA


327.2.3.
Self-administered Questionnaire for TOKTEN Volunteers


337.3.
List of people interviewed


337.4.
TOKTEN Volunteers who submitted completed questionnaires


337.5.
References




ABBREVIATIONS AND ACCRONYMS
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-
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-
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-
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-
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-
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-
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-
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-
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-
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-
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IRST

-
Institute of Scientific and Technological Research

ISAE

-
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KHI

-
Kigali Health Institute

M&E

-
Monitoring and Evaluation

MDG

-
Millennium Development Goals

MIDA

-
Migration for Development in Africa

MIFOTRA

-
Ministry of Public Service, Skills Development, Vocational Training and Labour

MINAFET

-
Ministry of Foreign Affairs

MINALOC

-
Ministry of Local Government, Community Development and Social Affairs

MINECOFIN
-
Ministry of Finance and Economic Planning

MINEDUC

-
Ministry of Education, Science Technology and Scientific Research

MININFRA

-
Ministry of Infrastructure

MINISANTE
-
Ministère de la Santé (Ministry of Health)

NEX

-
National Execution
NGO

-
Non-governmental Organization
NISR

-
National Institute of Statistics Rwanda

NPC

-
National Project Coordinator

NUR

-
National University of Rwanda

PNSM

-
Programme National De Santé Mentale
PRSP

-
Poverty Reduction Strategy Paper
RAUW

-
Rwanda Association of University Women

RDGN

-
Rwandan Diaspora Global Network

REMA

-
Rwanda Environment Management Authority

RGC

-
Rock Global Consulting

RIAM

-
Rwanda Institute of Administration and Management

RITA

-
Rwanda Information Technology Authority

SFB

-
School of Finance and Banking

SOPYRWA
-
Société de Pyrèthre au Rwanda

TICAD

-
Tokyo International Conference on African Development

TOKTEN

-
Transfer of Knowledge Through Expatriate Nationals

ULK

-
Université Libre de Kigali

UNATEK

-
UniversitéTechnique de Kibungo

UNDAF

-
United Nations Development Assistance Framework

UNDP

-
United Nations Development Program

UNV

-
United Nations Volunteers

UPEGAZ

-
Unit for the Promotion and Exploitation of Lake Kivu Gas
EXECUTIVE SUMMARY
Although Rwanda has made considerable progress toward attaining its national development objectives, it still faces a number of significant challenges.  Thus, the country still faces a shortage of skilled personnel, and for this reason, the government and its development partners emphasize the development of human capital.  One approach to alleviating the impact of the shortage of skilled personnel in Rwanda is to attract qualified Rwandan nationals in the Diaspora.  Toward this end, the Rwanda has participated in the Migration for Development in Africa (MIDA), and the Transfer of Knowledge through Expatriate Nationals (TOKTEN) programs.
The main objective of the TOKTEN program was to reverse the "brain drain" by encouraging Rwandan nationals provide their expertise through short-term volunteering as United Nations Volunteers.  The TOKTEN program was implemented from December 2005 to December 2007 through a partnership between the government of Rwanda and UNDP, and using the National Execution (NEX) Guidelines of the UNDP.  Under these conditions, the Ministry of Public Service, Skills Development, Vocational Training and Labour (MIFOTRA) served as the Executing Agent, while the UNDP provided funding for the project, and worked on mobilizing additional resources.  Other project partners include the UN Volunteers, as well as the TICAD/UNDP.  The planned budget for the project was $1.2 million, of which only $557,046 was spent, given the late start of the project, and shortfalls in resource mobilization.
With the end of the project in December 2007, there was need to conduct its final evaluation, as per the requirements of the project document and NEX guidelines.  The final evaluation was conducted by an international consultant from December 2007 to January 2007, and assessed the product achievements, identified key lessons learned, and provided recommendations on for future actions.

The project evaluation used a multi-facetted approach, including a review of relevant project documents and reports.  In addition, the consultant interviewed key informants on project activities, while former TOKTEN volunteers were e-mailed a self-administered questionnaire.  The evaluation used a participatory approach, and consultations were held with the Steering Committee during the design of the evaluation methodology and work plan.  Stakeholders commented on the evaluation questionnaires and interview guidelines, and provided feedback on the various drafts of the evaluation report.
The TOKTEN project implemented a number of activities including sensitization, marketing, and promotional programs about the project.  These outreach efforts were targeted both at potential beneficiary institutions and organizations in Rwanda, as well as at Rwandan nationals in the Diaspora.  A Web site was also developed to increase awareness the project, and provide a tool for recruiting volunteers.  Other project activities include the screening and selection of volunteers by the Project Technical Committee, as well as efforts by the Steering Committee to mobilize resources.

The evaluation findings indicate that the project was by and large highly successful, and achieved most of its objectives.  Thus, 47 volunteers were recruited from about six countries, mainly the USA and Canada.  The greatest number of volunteers had science and technology backgrounds, followed by those with agriculture, and health and ICT backgrounds.  Furthermore, the volunteers were highly qualified, with 21 of them having Ph.Ds, while 19 of them had Masters Degrees.  The TOKTEN volunteers were also highly motivated by nationalism, and nine of them returned permanently to Rwanda after serving as volunteers.

The TOKTEN project helped train personnel and build human resource capacity in a number of critical areas such as health, education, and information and communication technologies (ICT).  The volunteers thus taught courses in educational institutions, helped develop curricula and policies, prepared various manuals and guides, and introduced people to new technologies and techniques.  In the area of ICT, TOKTEN volunteers trained Rwandan nationals, developed software packages, and helped Television Rwanda improve its programming and marketing.  The project also helped build capacity at the local level, and develop leadership and decision-makers in the country.

The implementation of TOKTEN project faced a number of challenges.  Thus, the project Secretariat was thinly staffed, the staff suffered significant transportation constraints, and it was difficult to incorporate cross-cutting issues (e.g. ender and HIV/AIDS) into project implementation.  The TOKTEN project was not as well-funded as was planned.  Although $1.2 million was budgeted for what was to be a three-year project, only about 49% of this was available, and efforts were made to mobilize additional resources were not successful.  However, the project had a very high utilization rate of 94% of available funds available ($591,500) over its duration.
UNDP funds were disbursed, per the NEX Guidelines, through quarterly advances, following requests from the executing agent, MIFOTRA.  The requests were submitted along with quarterly project reports and work plans.  Indications are that the system worked reasonably well, with the project getting its advances on time.  However, there were a number of problems such as delays in the start of project implementation, and the late orientation and training of project staff on the administration of UNDP funds.

The evaluation findings indicate that the implementation of the M&E system, although by and large satisfactory, had a few shortcomings.  Only one quarterly report was produced throughout the implementation of the project, while reports produced by the TOKTEN volunteers were of variable quality.  These shortcomings in the implementation of the project M&E system were mainly attributable to the lack of adequate training for project staff, and failure to make them conform to the stipulations of the M&E system.

Over the two years of its implementation, the TOKTEN project provided some valuable lessons in project management and implementation.  For example, the fact that the Technical Committee met more frequently than the Steering Committee and that most of its members had a direct interest in its activities made it more effective.  In addition, there was no need to be rigid about the educational attainment of volunteers, and more effort should have been made to mobilize resources.
In conclusion, the final evaluation report recommends that the TOKTEN program be continued.  Toward this end, a transition program should be developed, resources mobilized, and partnerships developed with Rwandan Diaspora organizations.  It is also recommended that beneficiary institutions should ensure that they make more effective use of volunteers by appointing designated TOKTEN coordinators, developing terms of reference for the volunteers, and ensuring that they are provided adequate resources and support while they are here.  These recommendations, while by no means an exhaustive list of available options, should together form a solid start at consolidating, extending, and sustaining the gains of the TOKTEN program in Rwanda.

1. INTRODUCTION
1.1. Background and Context of the Project
The recent history of Rwanda has, unfortunately, been defined in large measure by the tragic genocide of 1994, and the related conflicts of 1996-2000.  Despite this, and other challenges, Rwanda continues to make significant progress toward national development.  Thus, the country has made significant progress toward achieving the education, gender and HIV/AIDS Millennium Development Goals (MDGs), although poverty reduction remains a significant challenge.

A major challenge in Rwanda’s efforts to achieve its' development objectives is the lack of adequate skilled manpower.  For this reason, the Government of Rwanda and its development partners (including the UNDP) emphasize, in the national agenda, the development of human capital.  In addition, they have a strategy for tapping into the expertise of the vast pool of Rwandan expatriate professionals to build national capacity for sustainable development.

Rwanda has made considerable progress toward re-establishing and strengthening good governance (political, economic and administrative) since the 1994 genocide.  In addition, the government launched civil service reform, and decentralization programs to improve economic management, and promote empowerment and grassroots participation.  These efforts have been necessitated by the need to address various human resource constraints such as shortage of qualified professionals, and inadequate capacity to be regionally and internationally competitive.

In a bid to address these problems, the government of Rwanda (GOR) launched a number of initiatives such as the establishment of the Human Resource and Institutional Capacity Development Agency (HIDA), and the Multi-sector Capacity Building initiatives in support of reforms and institutional capacity building programs in the public sector.  The government also recognizes the important role that the private sector and civil society organizations can play in socioeconomic development and national reconstruction of the country.  For this reason, the Government supports the development of these sectors, as well as the deployment and use of all Rwandan nationals, both within and outside the country.

The biggest challenge in efforts to fight poverty and achieve sustainable development in Rwanda is the skills shortage in Rwanda’s institutions.  Furthermore, the government does not have enough capacity to attract and retain qualified Rwandans in the public sector.  One approach to solving these problems is to attract qualified expatriate Rwandan nationals in order to develop the human resource base, and strengthen the capacity of public, private, and civil society sectors.  Expatriate Rwandans have many advantages such as their willingness to serve their country, as well as their knowledge of the country, language, and culture.  For this reason, Rwanda has participated in the Migration for Development in Africa (MIDA) program for the Great Lakes countries, including Rwanda.

Another way to tap into the expertise of Rwandan nationals in the Diaspora is to use the Transfer of Knowledge through Expatriate Nationals (TOKTEN) program of the United Nations.  The TOKTEN program is one of several efforts by the UN to counter the “brain drain” and create a mechanism to enable expatriate nationals return to their home countries to contribute to national development.  Since its inception in 1977 in Turkey, the TOKTEN project has been successfully implemented in various countries in the Middle East, Far East, and Africa.

It is against this background that the Rwanda TOKTEN Program was conceived to help the human resource and capacity building process for economic and social development in the country.  Rwandan nationals in the Diaspora and of various disciplines were recruited as volunteers to work for short durations with beneficiary entities such as research and academic institutions.  Indeed, some of the volunteers were expected to return home for good, and take a more active role in the development of their motherland.
This report is based on an evaluation of the Rwanda TOKTEN project conducted between December 2007 and January 2008.  The report is organized in a number of sections starting with a discussion of the evaluation approach and methodology, followed by sections on the evaluation findings, lessons learned, and summary and conclusions.  The report ends with recommendations on the way forward, as well as annexes with various supplementary materials.

1.2. Project Objectives

The TOKTEN project had a number of development, immediate, and project objectives, as outlined in the project document.  Thus, the immediate objective of the project was "to contribute to economic development in the country." 
  In addition, the project had a development objective of contributing towards the development by improving efficiency, productivity, quality, and management in high-priority development areas through capacity-building."  On the other hand, the development objectives of the project were:
1. Reverse the "brain drain" by encouraging nationals to provide their expertise to their homeland through short visits

2. Through capacity-building, contribute to development by improving efficiency, productivity, quality, and management in high-priority development areas 
3. Help the government remove technical and managerial constraints where external know-how or expertise is required

The TOKTEN project was also meant to contribute to the implementation of the Second Country Cooperation Framework (CCF 2) for Rwanda.  In particular, the project targeted the human resource development and institutional capacity building initiatives of CCF2.  These objectives are all embodied in Rwanda's Poverty Reduction Strategy Paper (PRSP), and in Rwanda Vision 2020.
The objectives of the project can thus be seen in the context of national priorities, UNDP technical assistance objectives, and specifically, poverty reduction in the country.  Furthermore, the program’s flexibility means that it can be tailored to provide support in the most critical areas, namely, education, health, decentralization/local government, poverty reduction, and finally, public and private sectors.  Other sectors such as local government, poverty reduction, as well as public and private sectors were also important TOKTEN targets in Rwanda.
1.3. Project Implementation Strategy
TOKTEN was envisaged to be a useful mechanism through which Rwanda can adequately benefit.  Specifically, it was expected that TOKTEN Volunteer program would result in clear advantages in the transfer of knowledge and capacity building areas.  Toward this end, the project provided the services of highly qualified scientists, technicians, managers and other professionals of Rwandan origin for clearly defined tasks aimed at the development of national capacity.  In general, individual assignments were not to exceed two months.  Extensions beyond two months were subject to careful consideration by the Steering Committee, and required special justification.
The participation, through MIFOTRA, of different government entities in the program was promoted, so they could benefit from the knowledge and experience offered by the expatriates.  Through the active participation and involvement of different local organizations, the program was to systematize the national demand for knowledge and technology, and thus rationalize the implementation of specific projects.  The TOKTEN Volunteer program was designed to be cost-effective and follow-up was certain, given the consultants natural motivation.  Furthermore, it was anticipated that resources would be mobilized to ensure the sustainability of the project beyond its anticipated end-date.
1.4. Project Stakeholders and Financing
The beneficiaries of the TOKTEN program were government ministries and departments, hospitals, universities and research institutions, non-governmental organizations (NGOs), and the private sector.  The beneficiary organizations were selected on the basis of priorities set in the project document, e.g. education, health, and local government.  Other stakeholders in the project implementation include the implementation partners UNDP, UNV, MIFOTRA and MINECOFIN.  Specifically, MIFOTRA was responsible for executing the project, along the lines of the National Execution (NEX) guidelines for joint UNDP-Rwandan government activities.
The total indicative project budget of for the three years between 2005, and 2007 was $1,202,300 (including a 10% contingency or $109,300).iii  Of this amount, the government of Rwanda was to provide $100,000 in kind, UNDP $500,000, and TICAD/UNDP Africa $450,000.  The unfunded component of the budget thus was $152,500.  However, the actual amount over the project life cycle was $557,046, given the late start of the project, and shortfalls in resource mobilization.

2. APPROACH AND METHODOLOGY
2.1. Purpose of the Evaluation

The main objective of the final evaluation was to evaluate the achievements and impact of the support project to the Implementation of Rwanda TOKTEN Volunteer Programme since its inception in 2005.  The final evaluation of the project was also a requirement of both the project document, and the NEX guidelines that governed the implementation of the project.  Although various project reports were prepared during project implementation, there was need to conduct a final project evaluation at the end of the project.  The evaluation was also aimed at informing management on issues to be addressed in design and implementation of future projects.
For these reasons, the evaluation assessed the project implementation, the project achievements and outputs, and identified key lessons learned.  In addition, the evaluation report provides concrete recommendations for the design and implementation of future projects, and proposals.  Thus the evaluation is for the benefit of UNDP, MIFOTRA, and other stakeholders in the implementation of the project.

2.2. Methodology
The evaluation entailed a variety of activities and tasks such as reviewing project and related literature, project expenditure reports, and reports from TOKTEN volunteers.  Examples of documents reviewed include the project document, project quarterly reports, and background documents such as the 2002-2006 UNDAF.

The evaluation also included interviews and consultations with project beneficiaries, partners (MINFOTRA, UNDP, TICAD, and UNV), and volunteers.  Toward this end, interview guidelines were prepared to guide interviews with beneficiaries and partners (Annexes ‎7.2.1, and ‎7.2.2, respectively).  Given that many volunteers are no longer in the country, they were each sent a self-administered questionnaire on the project, and their participation in it (Annex ‎7.2.3).

The interview guidelines and questionnaires were designed to obtain information that will help answer pertinent questions about project implementation, achievements, and lessons learned.  For example the interviews with beneficiary institutions and organizations covered such topics as their thoughts on the project management arrangements, the marketing and promotion of the project, as well as project activities, achievements, and impact especially in terms of the services provided to them by the volunteers (Annex ‎7.2.1).  Other issues discussed with beneficiaries include the sustainability of project activities, the extent to which capacity gaps were addressed, and whether or not the project should be extended.

Discussions with representatives of project partners such as UNDP, MIFOTRA, and UNV covered a variety of issues, e.g. resource mobilization, adherence to the NEX guidelines, monitoring and evaluation procedures, as well as project impact and sustainability (Annex ‎7.2.2).  The project partner interview guidelines were very similar to those for the project beneficiary interviews.  This provided an opportunity to compare responses from the beneficiaries with those from the partners.

The evaluation also used a self-administered questionnaire which was e-mailed to 35 TOKTEN volunteers whose e-mail addresses were available (‎7.2.3).  The volunteer questionnaires covered such issues as support they received from host institutions, payment of funds to them, as well as the training and capacity-building programs they provided while serving as TOKTEN volunteers.  Given the small number of volunteers, the questionnaire was not designed to obtain quantitative data, but volunteer perspectives on the program, and their participation in it.  The evaluation used a participatory approach, with consultations being held with the Steering Committee, and stakeholders given opportunities to comment on the evaluation questionnaires and interview guidelines, and provide feedback at a validation workshop on the draft report.
In light of the relatively short time available to complete the evaluation, and the total number of volunteers that participated in the project, it was not possible to interview all beneficiary institutions.  For this reason, 16 individuals from 9 beneficiary institutions and organizations were interviewed.  Six of the institutions were in Kigali, while the rest were in other parts of the country (Table 1).  Furthermore, the institutions to be interviewed were selected on the basis of the sectors they were in, and the number of volunteers they had.  Priority was be given to beneficiary institutions in education, health, local government, as well as public and private sectors (per the project document), and beneficiaries with the greatest number of volunteer missions.

Table 1:  List of organizations interviewed for TOKTEN project evaluation

	ORGANIZATION
	TYPE OF ORGANIZATION
	LOCATION

	Kigali Memorial Center
	NGO
	Kigali

	King Faisal Hospital
	Health
	Kigali

	Service de Consultations Psycho-sociale, MINISANTE
	GOR
	Kigali

	Kigali Health Institute
	Education/Health
	Kigali

	TOKTEN Project
	TOKTEN Project
	Kigali

	Rock Global Consulting
	ICT
	Kigali

	TOKTEN Project Secretariat
	TOKTEN
	Kigali

	UNDP
	Project Partner
	Kigali

	MIFOTRA
	Project Partner
	Kigali

	School of Finance and Banking
	Education
	Kigali

	UNV
	Project Partner
	Kigali

	National University of Rwanda
	Education
	Butare

	District of Bugesera
	Local Government
	Bugesera

	ISAE
	Education/Agriculture
	Busogo


A total of 14 volunteers completed and returned the self-administered questionnaires.  In addition, representatives from partner institutions such as UNDP, MINFOTRA, and UNV, along with the National Project Coordinator, and the Project Finance and Administrative Assistant were interviewed.  In the same vein, a TICAD official was sent a self-administered questionnaire by virtue of the fact that he was not located in Kigali.  However, the questionnaire was not returned because the respondent felt he did not have enough information to complete it.
3. EVALUATION FINDINGS
According to the evaluation TOR, project impact should be assessed against the project logical framework, with particular emphasis on the outputs, purpose, and original objectives of the project.  The discussion of evaluation findings should also cover the contribution of the project toward the attainment of the results obtained, as well as an evaluation of the extent to which capacity gaps have been addressed.  For this reason, the discussion of the evaluation findings is organized, as per the TOR, along the lines of four broad topics, namely: achievements, project performance, response to development challenges, and sustainability of activities and outputs.
3.1. Project Performance

The following discussion of project performance is in two sections.  First, the attainment of project objectives and outputs is discussed, followed by a review of project implementation arrangements.
3.1.1. Attainment of Project Objectives and Outputs

As earlier pointed out, the TOKTEN project had three main development objectives, all of which were centered on the issue of capacity-building.  Thus, one objective was to encourage qualified Rwandans in the Diaspora to volunteer their services as UNVs, on UNDP-sponsored missions to the country, thereby helping reverse the "brain drain."  Other objectives were to contribute to development through capacity-building, and to help government remove technical and managerial constraints.
Objective 1:  Reverse the "brain drain" by encouraging nationals to provide their expertise to their homeland through short visits

A key objective of the TOKTEN project was to recruit volunteer Rwandan nationals in the Diaspora to come to provide their expertise to the country by coming on short visits as UN volunteers.  Toward this end, various marketing and promotional activities were carried out (Table 3).  Other activities included recruiting volunteers, and supporting their stay in Rwanda.  Thus, a marketing and promotional program was launched in Rwanda to sensitize potential beneficiaries about the project.  The campaign used various tools and methods such as seminars and workshops, radio, and the publication of a brochure.  In addition, a Web site was launched, and promotional tours conducted by the TOKTEN Project Secretariat staff to sensitize potential volunteers in countries such as Canada and the USA about the TOKTEN project.

These marketing and promotional activities had significant achievements in efforts to reverse the brain drain, given the number of volunteers recruited, the number of missions they had, as well as the variety of professions represented among volunteers.  A total of 47 volunteers were recruited from various countries, with the USA and Canada were by far the greatest source of TOKTEN volunteers (with 20 volunteers each), followed by France (3 volunteers).  Given that promotional trips were made by TOKTEN project staff to the USA, Canada, Germany, Switzerland, and South Africa, these numbers indicate that the marketing efforts were much more successful in the USA and Canada, than in other countries.

The TOKTEN program also attracted a high caliber of volunteers, as indicated by their educational attainment (Figure 1).  A total of 21 Ph.D. holders and 19 Masters' degree holders volunteered to join the TOKTEN program.  In contrast only 5 Bachelors level volunteers were accepted into the program.

Figure 1:  Educational attainment of TOKTEN Volunteers
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The TOKTEN volunteers were also highly motivated, and driven by a variety of reasons to participate in the program.  Many TOKTEN volunteers said they mainly wanted to serve in the TOKTEN program to contribute to nation-building and national development, and help train young people in Rwanda.  In addition, they wanted to get to know their country, and had a strong sense of the need to sacrifice for the development of the country.  The greatest number of volunteers (30) was in science and technology, compared to four each for economics, as well as languages and literature.  On the other hand, the higher education sector received 30 volunteer missions, while the private sector, and local governments received 2 missions, and 1 mission, respectively.

Table 2:  Marketing and promotional activities, expected outputs, and achievements of the TOKTEN project

	ACTIVITY
	EXPECTED OUTPUT
	ACHIEVEMENTS

	1. Organize workshops/seminars locally and abroad
	a). Potential beneficiaries and volunteers sensitized about TOKTEN program
	· Workshops and seminars organized locally and abroad in the US, Canada, and other countries
· Participation in MIDA and RGDN conferences

	2. Design & hosting of the TOKTEN website

3. Publicity campaigns through radio and television, and other print and electronic media
	a). Web site developed to help promote TOKTEN program, and facilitate the recruitment of volunteers
b). Radio spots and programs produced

c). TOKTEN brochure produced
	· Web site designed and hosted
· Volunteers and beneficiary organizations registered on the Web site

· Radio programs and spots were broadcast
· TOKTEN brochure produced and distributed

	4. Sourcing of TOKTEN expatriates (DSA + Air Ticket)

5. Support the coordination and implementation of TOKTEN programs
	a). Volunteers recruited and supported during their stay
b). Support the coordination and implementation of TOKTEN programs
	· Forty seven volunteers recruited from 7 countries

· Of the volunteers:

· 21 were Ph.D. holders
· 19 had Masters degrees

· 5 had BS degrees

· Volunteers came on 52 missions

· 52 volunteer missions supported

· 9 volunteers returned permanently to Rwanda


The TOKTEN project thus helped reduced the brain drain because it enabled many qualified Rwandans in the Diaspora to return as volunteers on short volunteer assignments and provide their expertise to needy institutions and organizations in Rwanda.  In this regard, it is important to note that marketing and promotional activities of the project, as well as facilitating the travel of volunteers and supporting their stay in the country all contributed to the success of the program.  The various workshops and seminars, along with programs and spots on radio, the Web site, and project brochure all helped recruit volunteers and beneficiary organizations, and hence, the attainment of Objective 1 of the project.
Objective 2:  Contribute by building capacity in high-priority development areas

The TOKTEN project also aimed at building capacity and contributing  to development by improving efficiency, productivity, quality, and management in high-priority development areas.  The education and health sectors were identified as priority areas that were to receive volunteers.  Other priority areas that were to receive volunteers were decentralization/local government, and the private sector.
Project volunteers carried out a number of activities such as training programs, providing technical and advisory services, as well as other knowledge transfer activities (Table 3).  In addition, the volunteers were to hold seminars and workshops in various priority areas, and/or participate in national and regional seminars workshop.  The various activities were aimed at a variety of outputs such as training people, developing leadership, building the capacities of local authorities, and introducing new technologies.
Table 3:  Volunteer-activities, expected outputs, and achievements in capacity-building
	ACTIVITIES
	EXPECTED OUTPUTS
	ACHIEVEMENTS

	1. Training programs, including on-the-job training, conducted by volunteers

2. Provision of technical services or advice

3. Volunteers giving, or participating in national and regional seminars and workshops
4. Holding seminars in strategic areas of Government priority

5. Other activities that would enhance innovative means of transferring knowledge
	a). Trained personnel of institutions that are active in training and development
b). Leaders trained in designated areas of their priority
c). Enhanced capability in planning, designing and preparations of action plans by local communities for multilateral and bilateral programs
d). Decision-makers exposed to and advised on appropriate decision-perspective and the involvement of women

e). Leaders in key positions in local government or commercially important establishments become familiar with current management practices
f). Appropriate techniques, skills, and practices introduced in areas such as agriculture, health, livestock husbandry etc
	· Various courses taught at universities and institutions of higher learning
· New instructional techniques and philosophies have been introduced
· Local government authorities in Bugesera provided a better human resources management system
· Local government authorities in Bugesera taught how to promote agribusiness in rural areas

· New technologies introduced, and skills were developed in agriculture, media, and ICT


Interviews with stakeholders and reviews of project documents indicate that TOKTEN volunteers helped build capacity in all sectors of the Rwandan economy (Table 4).  In the education sector, for example, volunteers taught courses in institutions such as the Institut Supérieur d’Agriculture et d’Élevage (ISAE) in Busogo, Kigali Health Institute (KHI), and the National University of Rwanda (NUR), Butare, to name a few.  ISAE thus benefited from a two-time TOKTEN Volunteer who not only taught soil science classes, but also reviewed the soils curriculum, and helped implement a watershed management and soil and water conservation project.

For KHI, the TOKTEN program provided two volunteers who helped the institute their curriculum, and provide a training of trainers class.  One volunteer drafted a distance learning curriculum, and prepared documents for a needs assessment training of health professionals.  The other volunteer, on the other hand, conducted a workshop for clinical instructors.  This training was critical because the students were health care workers who would work in communities around the country, and train additional health care workers.

Table 4:  TOKTEN Program beneficiary organizations, and number of missions received

	ORGANIZATION
	TYPE OF ORGRANIZATION
	SECTOR
	Location
	Number of Missions

	ULK
	University
	Education
	Kigali
	1

	UNATEK
	University
	Education
	Kibungu
	1

	RIAM
	Institution
	Education
	Kigali
	2

	KHI
	University
	Education
	Kigali/Kibuye
	4

	SFB
	University
	Education
	Kigali
	5

	ISAE
	University
	Education
	Busogo
	6

	NUR
	University
	Education
	Butare
	8

	District BUGESERA
	Local Government
	Government
	Bugesera
	1

	MINALOC
	GOR
	Government
	Kigali
	1

	MINEDUC
	GOR
	Education
	Kigali
	3

	REMA
	GOR
	Government
	Kigali
	1

	UPEGAZ
	GOR
	Government
	Kigali/Gisenyi
	1

	King Faysal Hospital
	GOR
	Health
	Kigali
	1

	MINISANTE/PNSM
	GOR
	Health
	Kigali
	2

	E-ICT
	NGO
	ICT
	Kigali
	1

	Rock Global Consulting
	Private Sector
	ICT
	Kigali
	1

	RITA
	GOR
	ICT
	Kigali
	1

	MININFRA
	GOR
	Infrastructure
	Kigali
	1

	MIFOTRA
	GOR
	Labor
	Kigali
	1

	Television Rwanda
	GOR
	Media
	Kigali
	3

	RAUW
	GOR
	NGO
	Kigali
	1

	SOPYRWA
	Private Sector
	Private Sector
	Ruhengeri
	1

	IRST
	Research
	Science and Technology
	Kigali
	2

	Kigali Mémorial Centre
	NGO
	Socio-cultural
	Kigali
	2

	Comité Olympique
	NGO
	Sport
	Kigali
	1

	TOTAL NUMBER OF MISSIONS
	52


The TOKTEN program also helped build the capacity of NUR.  The institution received a total of 8 missions from 7 volunteers who taught courses which the university could not find instructors for.  The volunteers were all Ph.D. holders, and more qualified and experienced than NUR staff.  The volunteers had backgrounds in subjects ranging from mathematics to chemical engineering, and English literature, and taught various courses that the NUR would otherwise have not been able to offer students.
It is thus evident that the TOKTEN project helped address two main capacity constraints in the education section, as identified in the project document.  These constraints are the severe shortage of qualified Rwandan lecturers in all institutions of higher learning, and a dire need for specialists in scientific and vocational areas of study, and at all levels of education.  Thus, seven institutions of higher education received over half (27) of all volunteer missions, and more than the number of missions received by the remaining 18 other beneficiary organizations.  In the same vein, most volunteers in the education sector taught courses, especially science and technology courses which would otherwise have not been taught.

The health sector was the next major sector identified in the project document as deserving of support from the TOKTEN program.  The reasons for this are the lack of high-level health practitioners (with 1 doctor per 50,000 people), and the need for professors to re-start the collapsed postgraduate training programs in health services, and teach junior doctors, and other specialists in medicine.  In this regard, the TOKTEN project had modest achievements, given that only one medical doctor came as a volunteer, and that only 3 missions were for the health sector (Table 4).  Despite this, there were some benefits, with the National Mental Health Program (PNSM in French) of the Ministry of Health (MINISANTE) in 2006 receiving two volunteers.  One volunteer conducted a training needs assessment of mental health training, while another facilitated or participated in various seminars on mental health.  The PNSM benefited immensely from the experience of the TOKTEN volunteers, especially in light of the fact that Rwanda is suffering the mental health effects of the 1994 genocide.
Other institutions that benefited from the TOKTEN project are King Faysal Hospital, and MINISANTE.  King Faysal Hospital received an obstetrician who provided specialist services, taught interns, and participated in surgeries.  The hospital also benefited in an unexpected way when it hired a former TOKTEN volunteer who returned permanently to the country.  In light of these modest, but encouraging achievements, it can be said that the objective of addressing capacity gaps in the health sector was not fully met.
The TOKTEN project also helped build capacity in the country at local and central government level in the country.  For example, one local government authority, the rural District of Bugesera, benefited from the TOKTEN program.  A TOKTEN volunteer helped the District authorities understand how to develop rural economies by promoting agricultural production and agribusiness.  The volunteer trained 30 local authority staff in agribusiness, and prepared a guide on starting and developing agribusiness farms.  The volunteer also helped build the capacity of the local government by developing an employee performance management manual, thus enabling the District make better use of its human resources.

Other ways in which the TOKTEN program helped build capacities of local communities include the training of trainers at KHI, and the writing workshops held at the Kigali Memorial Centre.  As pointed out earlier, KHI benefited from a volunteer who taught health care workers who would train other health care trainers in communities around the country, thus building the health care training capacities of those communities.  In the same vein two volunteers at the Kigali Memorial Centre, through writing workshops, taught genocide survivors to tell their genocide stories.  Narrating genocide stories is an important part of the recovery and reconciliation process, and for this reason, building capacity of local communities to tell genocide stories is of great value.  In addition, the workshops helped local communities deal with the HIV/AIDS and gender dimensions of the genocide by adopting special and sensitive approaches to teaching women genocide survivors tell their stories.

The TOKTEN project also resulted in the introduction of appropriate techniques, skills, and practices.  Television Rwanda (TVR), for example, received three TOKTEN volunteers who provided services such as branding the station, and developing communications and sales strategies.  One TOKTEN volunteer helped TVR prepare programming and marketing materials, and employee policies to improve corporate governance.  Another volunteer helped review TVR's sales and marketing strategies and suggested ways and means of improving them, and building a more professional sales team.

E-ICT is another institution that benefited from the services of a TOKTEN volunteer who helped develop their computer programming, and software development skills. The TOKTEN volunteer recruited and trained a team of 12 computer programmers to develop a hospital information system (HIS) for Kanombe Hospital.  The team of programmers and the TOKTEN volunteer developed the HIS from scratch.  Furthermore, the project was paid for by the client, and thus provided employment to the 12 programmers.

Students and staff of UNR staff were also exposed by TOKTEN volunteers to new instructional techniques.  The public sector also benefited from the TOKTEN program, as evidenced by the many government agencies that hosted volunteers.  Among these agencies are MINISANTE, as discussed earlier, along with the Ministry of Education (MINEDUC), and the Rwanda Environmental Management Agency (REMA), to name a few.

In the area of leadership development, the TOKTEN program was supposed to expose decision makers to appropriate decision-making techniques, familiarize leaders in government and commercial establishments with current management practices, and train leaders in designated areas of their priority.  A number of examples can be cited to show that the TOKTEN program had major achievements in this regard, although a lot more could have been achieved.  Thus, a volunteer at the Comité National Olympique et Sportif du Rwanda (CNOSR) helped them recruit key personnel, and developed a strategic plan and communications strategy concept note for their FIDCOR project to develop an Olympic and sports city for Rwanda.  In the same vein, a TOKTEN volunteer at SFB conducted conferences on subjects ranging from manufacturing strategies to foreign direct investment.

The TOKTEN program also acquainted local government and commercial establishments with current management practices.  Thus, officials of the local government of the District of Bugesera were exposed to agribusiness development principles, while the management of Rock Global Consulting, an ICT company was introduced to convergent communications technologies.  Finally, a TOKTEN volunteer at SFB taught employees of government agencies, public enterprises, and aid agencies a course on budgeting and financial management in the public sector.
Objective 3:  Help the government remove technical and managerial constraints where external know-how or expertise is required

Rwanda continues to face significant capacity and human resource constraints, and for this reason, the TOKTEN project was aimed at helping address these constraints.  In this, the TOKTEN project had significant achievements, as indicated by the various activities of the volunteers.  The TOKTEN volunteers helped remove technical and managerial constraints various sectors of the economy, as well as in government agencies themselves (Table 5).

As indicated in Table 4, up to 11 government agencies benefited from services provided by TOKTEN volunteers.  Examples of agencies where TOKTEN volunteers helped remove managerial and technical constraints include the Rwanda Environment Management Agency (REMA), the Rwanda Information Technology Authority (RITA), as well as MIFOTRA, MINEDUC, and MINALOC.  REMA, for example, was helped by a volunteer to prepare a strategic environmental assessment framework.  In addition, its staff were trained in environmental evaluation by a TOKTEN volunteer.
RITA also obtained significant assistance from the TOKTEN project given that a volunteer helped them develop a strategic operating plan for the Kigali ICT Park, and supported the development of methodologies for the SCAN ICT project, a baseline study on ICT in Rwanda.
Other examples of ways in which the TOKTEN program helped the Rwandan government remove technical and managerial constraints include work done for MIFOTRA, and Television Rwanda (TVR).  Thus, a TOKTEN volunteer reviewed various studies and documents on remuneration reform for MIFOTRA, compiled all the recommendations emanating from the documents, and indicated to what extent they had been implemented.  In the same vein, TVR benefited from three TOKTEN volunteers who helped the agency address a number of technical and managerial constraints in the areas of marketing and sales, programming, and corporate governance.  As already pointed out, the TOKTEN volunteers helped TVR improve their programming and corporate governance, and strengthened their sales and marketing strategy.
Table 5:  Volunteer-activities, expected outputs, and TOKTEN project achievements in removing technical and managerial constraints

	ACTIVITIES
	EXPECTED OUTPUTS
	ACHIEVEMENTS

	1. Training programs, including on-the-job training, conducted by volunteers

2. Provision of technical services or advice

3. Volunteers giving, or participating in national and regional seminars and workshops
4. Holding seminars in strategic areas of Government priority

5. Other activities that would enhance innovative means of transferring knowledge
	a). Leaders trained in designated areas of their priority
b). Enhanced capability in planning, designing and preparations of action plans by local communities for multilateral and bilateral programs

c). Decision-makers exposed to and advised on appropriate decision-perspective and the involvement of women

d). Leaders in key positions in local government or commercially important establishments become familiar with current management practices
	· Government officials trained in budgeting and financial management in the public sector
· REMA officials trained in environmental evaluation

· Strategic environmental assessment framework prepared for REMA

· Strategic operating plan developed for RITA

· MIFOTRA provided a review of various studies on remuneration reform

· TVR helped to improve their programming, and marketing


The achievements of the TOKTEN project indicate that to a large extent, the partnership strategy of the TOKTEN program worked.  Thus, UNDP funding, and the hosting of the project Secretariat by MIFOTRA were crucial to the success of the project.  In addition, the UNDP and UNV, as well as MIFOTRA, MINECOFIN and other partners participated in the activities of the project Steering Committee and Technical Committee, providing leadership, and participating in screening volunteers and beneficiary institutions.  There is no doubt that work of these committees helped ensure that quality volunteers were recruited and put to good use by their host institutions.  Finally, the contribution of host institutions to the success of the TOKTEN program must be acknowledged.  Although these institutions were the beneficiaries of the work of the volunteers, many worked hard to ensure that volunteers were provided adequate support to realize the objectives of their visits.
3.1.2. Project Implementation

Management Arrangements

The Rwanda TOKTEN program was implemented using a number of management and institutional arrangements, and UNDP NEX guidelines.
  Thus, the Steering Committee served as the supreme policy-making body of the project while the Technical Committee was responsible for technical matters such as preparing work plans, reviewing reports, and applications from volunteers and beneficiaries.  The day-to-day operations of the project were handled by the National Program Coordinator (NPC) who headed a Program Secretariat housed at MIFOTRA.  Both the UNDP and UNV participated in project implementation, with the UNDP providing funding, and participation in the various project committees.  In addition, the UNDP helped mobilize resources, while UNV participated in the selection of volunteers.

The evaluation indicated that the project's management arrangements had mixed results.  Thus, the Steering Committee, which worked through meetings, met regularly as scheduled, but the frequency of the meetings was not enough to enable it effectively discharge its responsibilities.  The Steering Committee met only twice a year, and indications are that not all member institutions attended consistently, or sent the same person to all meetings.  Under these circumstances, it was difficult for the Steering Committee to have effective oversight, and provide effective leadership for the project.

The Technical Committee, on the other hand, proved a much more effective organ than the Steering Committee.  The reasons for this include the fact that it included beneficiary organizations and institutions, and hence, members had a vested interest in participating in its activities.  Given that the Technical Committee was responsible for reviewing requests from beneficiary organizations, applications from volunteers, and selecting which volunteers to place, its meetings were much more consistently attended, and lively than those of the Steering Committee.  As such, the Technical Committee was largely successful in discharging its responsibilities during the implementation of the project.

The other important arm of project management was the TOKTEN Secretariat, which was headed by the NPC, assisted by the Finance and Administrative Assistant.  The NPC was charged with responsibility for overall program policy and direction, and administration.  In addition, the NPC was responsible for maintaining good working relations with various stakeholders, as well as resource mobilization, and monitoring and evaluation (M&E).  A review of various project documents and reports, and interviews with key informants indicate that, by and large, the TOKTEN Secretariat was well-managed, and discharged its responsibilities.  However, the office suffered a number of constraints such as lack of capacity, and clarity in the chain of command.  The Secretariat had only two staff, who were not provided requisite training on UNDP project management guidelines until almost toward the end of the project.  The net effect of this was that early in the implementation of the project, routine tasks such as requests for payments were not done properly, resulting in delays.

Another shortcoming of the management arrangements of the project was that although MIFOTRA was the Executing Agent of the project, and housed the project secretariat, both the NPC and his Finance and Administrative Assistant were contracted by the UNDP.  For this reason, the project staff were not accountable to MIFOTRA only.  This reduced the sense of authority MIFOTRA had over project staff, and hence, probably reduced their sense of ownership of the project, and ability to provide leadership in many aspects of the project's management.
Project Implementation
The project was implemented over a period of 25 months, instead of the 36 months originally envisaged, because of a delayed start.  The project implementation consisted of a number of activities, namely, the establishment of the TOKTEN Secretariat, policy enhancement and program strengthening, marketing/promotion of TOKTEN, and finally program implementation and follow-up.

The first few months of the implementation of the project were used to establish the project Secretariat.  Thus, the National Project Coordinator, and Finance and Administrative Assistant were recruited in December 2005, when project offices were established at MIFOTRA and provided with office equipment and furniture.

The first full year of the project (2006) was spent on implementing other project activities such as seminars and workshops, promotion of the program, as well as recruiting and placing TOKTEN volunteers with beneficiary organizations.  In this regard, the Steering Committee and Technical Committees were formed and convened, and seminars and workshops organized to sensitize potential beneficiary institutions about the program.  Institutions were also visited to explain the TOKTEN program to them, and trips made to the USA, Canada, Germany, Switzerland, and South Africa to sensitize Rwandans in those countries about the TOKTEN program.  Other important marketing and promotional efforts include the preparation and publication of informational brochures, placement of advertising spots on radio, and the development of a Web site to facilitate the recruitment of TOKTEN volunteers.

Volunteer recruitment was both demand- and supply-driven.  In the first instance, a potential beneficiary would file a request for a volunteer with project secretariat either online or in writing.  Alternatively, expatriate Rwandans would register on the project Web site to express their interest in serving as TOKTEN volunteers.  Either way, the requests for volunteers and applications from volunteers would be reviewed, and where necessary, approved by the Technical Committee.  Once a volunteer was placed by the Technical Committee, approval would be sought from UNV, and logistical details such as signing of contracts, travel arrangements, etc. followed.  In all, 2006 was a fairly successful year, given that 18 institutions received 28 volunteers, nine of whom returned permanently to the country.

Implementation of the TOKTEN project continued in 2007, with more promotional efforts, and recruitment of volunteers.  With the relative success of marketing efforts launched in 2006, and the increased visibility of the TOKTEN Web site, promotional efforts in 2007 were focused on the Web.  In addition, the NPC participated in the World Forum on Migration and Development, which provided an opportunity to promote the program more.  Other activities during 2007 include the meetings of the Steering Committee, and Technical Committee, recruitment of volunteers, and efforts to mobilize resources for the project.  A total of 14 institutions benefited from 24 volunteer missions during 2007, with volunteers coming from the US, Canada, and Kenya.

The Rwanda TOKTEN program faced a variety of challenges during its implementation.  For example, the TOKTEN Secretariat was thinly staffed, and suffered inadequate transportation arrangements.  Other constraints faced by the Secretariat included delays in opening the project bank account, and the fact that its opening  coincided with the end of the year.  Despite these problems, the establishment of the Secretariat demonstrated the value of partnership between the government of Rwanda and development agencies such as the UNDP.  As per the project document, MIFOTRA housed and equipped the Secretariat, while UNDP provided operational project funds.  However, the fact that Project staff were not provided adequate training and/or orientation on the management of UNDP-funded projects, as well as ambiguities in the chain of command of project management posed some problems.

The marketing and promotion of the TOKTEN project was highly successful, as indicated by the huge response of potential volunteers and beneficiary organizations, and interviews conducted as part of the evaluation exercise.  Most people interviewed said the program was well-marketed, and mentioned learning about it via radio and TV programs, and brochures.  In addition, the program Web site
 provided a highly cost-effective marketing tool, given the many inquiries the Secretariat received via the Web.  Indeed, the response was so strong that in the second year of the project (2007), the marketing effort was scaled down.

Project implementation was to be guided by principles such as having focused and linked interventions across programs, incorporating cross-cutting issues such as gender and HIV/AIDS, and having community level interventions, developing strategic partnerships, and working with civil society and the private sector.  However, it was a challenge to take these principles on board during project implementation.  For example, in as much as the idea of incorporating gender and HIV/AIDS issues in the project was a good one, few institutions requested for expertise in gender and HIV/AIDS issues.  Despite this, gender and HIV/AIDS issues formed significant parts of the writing course delivered at the Kigali Memorial Center for genocide survivors.  The reason for this was that many women were raped and abused during the genocide, and hence, many of them got infected with HIV.  As such, special and sensitive approaches were used during the writing course to obtain stories from female genocide survivors.
Another important issue is the difficulty of ascertaining the extent to which project implementation adhered to the stipulations of the project document, as required by the TOR of the evaluation.  Although the project document includes annual work plans with quarterly targets, only one quarterly report was produced.  For this reason, it is not possible to determine the specific quarters in which project milestones were achieved, and hence, determine whether or not the target achievements were met on time.

Financial Management

The financial management of the Rwanda TOKTEN project was per the UNDP National Execution (NEX) Guidelines.  Under this arrangement MIFOTRA, as the project executing agent, was ultimately responsible for the management of all UNDP resources allocated to the project.  In addition, MIFOTRA was responsible for maintaining an accounting and control system to ensure accurate and reliable information, and reporting on the project.  In practice, the project used templates provided by the UNDP, and based on the NEX Guidelines.  Furthermore, day-to-day management of the project was the responsibility of the National Program Coordinator (NPC), who also had responsibility for procurement, administration, as well as reporting on the activities of the project.

As per the NEX Guidelines, the standard procedure for disbursement of UNDP funds for the project was through quarterly advances, made following requests from the executing agent.  The requests for quarterly advances were submitted with quarterly project reports that should have included details of project finances, work plans for subsequent quarters, and reports on project activities.

During the implementation of the project, advance requests were made for every quarter, except the second quarter of 2006 and the third quarter of 2007 (Figure 2).  Furthermore, the requests were disbursed in full, and on time, according to interviews with Project and UNDP staff.  This shows that the UNDP was efficient in processing the request for advances, and that the requests from the TOKTEN Secretariat generally conformed with UNDP requirements.  It is interesting to note, however, that the amount requested was highly variable, while the total requirements consistently declined from a high of 14.9 million FRW in the fourth quarter of 2005, to 2.2 million FRW in the third quarter of 2007.

Figure 2:  Advances requested and total requirements for TOKTEN projectix
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While the TOKTEN Secretariat generally got its advances on time, indications are that a number of volunteers suffered delays in getting payments of their daily subsistence allowances (DSAs), and refunds for air tickets they purchased on their own.  These delays were due to UNDP administrative procedures, and the fact that some volunteers arrived in the country before their recruitments were approved.

In light of the above, it can be said that the financial management of the TOKTEN project was generally satisfactory.  However, delays in project implementation, and failure to mobilize adequate resources meant that not all funds budgeted for were available.  In addition, project staff did not get adequate orientation on project procedures, and hence, reports and requests submitted early in the project did not conform to UNDP formats.
Project Monitoring and Evaluation

Monitoring and evaluation (M&E) were to form an important part of the implementation of the Rwanda TOKTEN project.  For this reason, the project document envisaged a review mission, as well as the development of control mechanisms and performance indicators.  In addition, efforts were to be made by the TOKTEN Secretariat and MIFOTRA to ensure that the project's M&E procedures are fully consistent with the NEX Guidelines.  According to the NEX Guidelines, the executing agent (MIFOTRA) was primarily responsible for M&E.

Furthermore, in light of the lack of a national M&E system, UNDP procedures were to be followed.  Toward this end, the NEX Guidelines indicate that national authorities must be supported to ensure appropriate M&E.  Specifically, UNDP may help national authorities harness their project M&E capacities and, where necessary, help them design and implement a satisfactory M&E system.

The above broad premise of the M&E system of the TOKTEN project was implemented through a number of arrangements.  Thus, the project Secretariat was to supply results-based, financial and progress reports on a quarterly basis to the UNDP.  Furthermore, the UNDP was to prepare quarterly Combined Delivery Reports (CDRs), and the project was to be evaluated after 18 months of the starting date of implementation.  TOKTEN volunteers were also charged with responsibility for preparing short reports on their volunteer work.  The reports were to be signed by host institutions, and forwarded to the project Secretariat.  Furthermore, the Project Secretariat monitored volunteers through visits and phone calls to ensure they were settled down, and resolve any outstanding issues.

Against this background, the Rwanda TOKTEN program M&E system, although satisfactory in some areas, leaves a lot to be desired in others.  Although most volunteers prepared reports, the quality of the reports varied.  For example, the 2006 volunteers' reports were freeform and generally more detailed than those prepared by the 2007 volunteers.  In 2007, the reporting format was changed to a one-page form which severely restricted the amount of detail that could be provided by the volunteers.  Nevertheless, the volunteer reports provided valuable insight into the achievements of, challenges faced by the volunteers, and their suggestions on how to improve the TOKTEN project.

The TOKTEN Secretariat also prepared a number of progress reports.  However, only three annual reports, and one quarterly report (1st Quarter, 2006) were produced.  Given that the project lasted for slightly over two years, a total of at least 6 quarterly reports, and three annual reports should have been produced.  The fact that no quarterly report was produced after the first of 2006 indicates some lapse in the implementation of the M&E program originally envisaged for the project.  This also represents a failure by the UNDP and MIFOTRA to enforce the NEX M&E guidelines.

Given that none of TOKTEN Secretariat staff had any prior experience managing UNDP projects, they should have been provided adequate training and capacity-building in managing UNDP-supported projects, especially with regards to M&E.  Although some capacity-building and training was provided to project staff, this was not done early in the implementation of the project, and thus compromised the effectiveness of project staff when the project started.  This again represents a significant deviation from NEX guidelines, which stipulates that UNDP should help build national M&E systems, where this is necessary, as was the case with the Rwanda TOKTEN project.

Partnership Strategy

The TOKTEN project was implemented through a partnership between the government of Rwanda (GOR), UNDP, UNV, and project beneficiaries.  UNDP/TICAD was also supposed to be an important partner, although its participation in the project was not significant, because lack of communication, and its failure to mobilize funds it had pledged to the project.  The GOR were, through MIFOTRA, the project Executing Agent, was responsible for providing a number of project inputs, namely:

1. Hiring a competent National Project Coordinator (NPC), and administrative staff for the project

2. Providing office space and office equipment for the project Secretariat

3. Preparing a narrative and financial report every three months for UNDP

The findings of the final evaluation indicate that despite many constraints, MIFOTRA met almost all its obligations under the partnership arrangements of the project.  Thus, the NPC, and a finance and administrative assistant were hired, and MIFOTRA housed the TOKTEN Secretariat and provided office equipment and furniture.  This was in full compliance with its commitment to provide $100,000 in in-kind contributions to the project.  MIFOTRA also provided quarterly financial reports to the UNDP, although only two narrative quarterly reports were prepared.  In addition, MIFOTRA served on the project Steering and Technical Committees, and worked with the UNDP to mobilize additional resources for the project.

The role of the UNDP in the TOKTEN Project partnership was based on a number of factors.  First, is the fact that the UNDP has been better positioned to assist developing countries such as Rwanda in their efforts to achieve long-term sustainable development.  In addition, the UNDP is involved in poverty alleviation, human resource development, and other programs inter-linked to help achieve the goals of the poverty reduction strategy of the GOR.  Against this background, the UNDP was to provide a number of inputs for the implementation of the TOKTEN project.  Thus, the UNDP was responsible for:

1. Designating a staff member counterpart for the TOKTEN project to liaise with MIFOTRA and perform other duties as necessary

2. Provide seed funds for the Secretariat in the pilot phase

3. Processing payments and providing support to the MIFOTRA as appropriate
4. Through TICAD/UNDP Africa, support program implementation and follow up by raising additional funds.

Other important partners in the TOKTEN program were the UNV, and TICAD/UNDP.  The UNV, as a member of the Steering and Technical Committees of the project helped provide project leadership, and select beneficiary institutions and volunteers.  The role of the UNV was crucial, especially because expatriate nationals participated in the program as UNVs, and were thus recruited using UNV guidelines.  The TICAD/UNDP, on the other hand, was to provide project funding, as well as resource mobilization.  Unfortunately, these responsibilities were not met by UNDP/TICAD, for various reasons.

Indications are that the UNDP met most of its obligations during the implementation of the TOKTEN project.  In particular, UNDP provided a staff liaison for the TOKTEN project, and liaised with MIFOTRA and other project stakeholders to establish the project Secretariat, recruit project staff, and participated in work done by the project Steering and Technical Committees.  In addition, the UNDP provided seed funding to the project and helped mobilize resources.  The UNDP was also generally timely and responsive in processing requests for advances of project funds and payments to volunteers.  The UNDP also trained project Secretariat staff on the NEX Guidelines, especially with regards to reporting and financial procedures.

Although the partnership arrangement worked fairly effectively for the TOKTEN project, there was room for improvement.  For example, MIFOTRA could have worked more effectively with UNDP and other stakeholders to mobilize more resources.  In the same vein, both the UNDP and MIFOTRA should have ensured that the quarterly narrative reports were prepared as and when due, per the NEX Guidelines, and not just once during the two years of the project's implementation.  Similarly, TICAD/UNDP should have mobilized resources pledged, and have had greater participation in the implementation of the project.
With regards to the UNV, its role in the project was limited by staff changes at the UNV office which resulted in the situation where the volunteers had little or no orientation about their role as UNVs, and hence, many ended up seeing themselves, and being seen, as consultants.  However, the role of the UNV considerably increased in the last year of the project following the arrival of a new UNV coordinator.

Resource Mobilization and Use

The issue of resource mobilization and use was an important factor in the implementation of the Rwanda TOKTEN.  According to the project document, the project funding was to be provided from the UNDP, TICAD/UNDP Africa, and in-kind contributions from MIFOTRA.  Specifically, MIFOTRA was to provide $100,000 in-kind (providing and equipping the project Secretariat), while the UNDP, and TICAD were to provide $500,000, and $450,000, respectively.  Thus, out of a total budget of $1,202,300, $152,000 was unfunded.

The actual sum of money spent during project implementation was consistently at variance with budgeted and available amounts (Figure 3).  Specifically, only $30,331 was spent in 2005, out of the available, and budgeted amounts of $50,000, and $150,000, respectively, mainly because of the late start of the project.  In the same vein, the $207,000 spent in 2007 was just about 41% of the budgeted amount of $505,000, in large part because $150,000 that was to be provided by TICAD was not forthcoming.  In deed, the amount available was consistently less than the amount budgeted for each of the three years of the project because of lack of success in mobilizing resources.  Thus, the funding available over the duration of the project was $591,500; about 49% of the total budget of $1.2 million.  It is thus noteworthy that the project made use of most of the available funds, given that total amount spent was $557,046, indicating a 94% utilization rate of funds available over the duration of the project.

Figure 3: Budgeted, available, and actual project spending (2005-2006)
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The evaluation findings show that the Rwanda TOKTEN program was not as funded as planned.  The funding shortfall is mainly attributable to failure in mobilizing resources.  Although a resource-mobilization meeting was convened in 2007, it was not successful, and no funds were forthcoming.  Furthermore, the commitment by TICAD to raise $150,000 per year for every year of the project was not followed-through.  Indications are that TICAD's active participation in project implementation was hampered by lack of communication, and a failure to keep them informed of developments.  Clearly, MIFOTRA should have made a greater effort to work with the UNDP and other partners to mobilize resources, and TICAD should have lived up to the promises made at the signing of the project document.
3.2. Response to Development Goals

The TOKTEN project was an important effort to address a number of Rwanda's development challenges.  According to the project document, the development problems that were to be addressed by the project include low agricultural productivity, poor state of infrastructure, and widespread inadequacy of social services and facilities.  Examples of inadequate social services include health, education, as well as drinking water and sanitation.  Thus, the immediate problem facing the Government of Rwanda is how to create efficient and effective systems of planning and development that will appropriately address these challenges on a sustainable basis.

Against this background, the contributions of the TOKTEN project take on added significance.  Given that TOKTEN volunteers helped build capacity in the agriculture, education, and health sectors, it can be said that the project helped the national response to development challenges in those sectors.  In the agriculture sector, for example, TOKTEN volunteers helped implement a soil and water conservation project, and taught courses at an agricultural university.  While some of these interventions might not have immediate or direct effects on increasing agricultural productivity, there is no doubt that the knowledge and technology transfer they have brought about will help increase agricultural productivity in the long run.

TOKTEN volunteers also taught courses in various institutions of higher learning.  This way, they helped alleviate the severe shortages of lecturers in Rwandan universities, and taught many students who would otherwise not have been able to take the courses.  In the same vein, TOKTEN volunteers helped build capacity in the health sector, especially in the area of mental health, and policy development.

With regards to the health sector, the TOKTEN project made modest, but significant contributions to the response to development goals.  The training program provided to health care workers at KHI, along with the work done in the area of mental health are two good examples of how TOKTEN project activities contributed to the attainment of development goals in Rwanda.

3.3. Sustainability of Project Outputs and Activities
3.3.1. Project Outputs
Interviews with various stakeholders indicate that the sustainability of project outputs is highly dependent on the nature of the activity, as well as the beneficiary institution.  Educational programs (e.g. teaching courses, developing curricula, etc.) have by far the most sustainable impact.  This is for the simple reason that the knowledge and skills transferred through the courses taught not only stays with recipients, but also have the added advantage that they can be shared with even more people.

Other activities with sustainable impact are institutional capacity-building programs such as the newly developed employee evaluation program for the District of Bugesera, and cases where volunteers have returned for good either to the country or to their host institutions.  The District of Bugesera now makes better use of its human resource base because a TOKTEN volunteer trained staff in personnel evaluation.  In the same vein, ISAE in Busogo has benefited from the TOKTEN program because the present Rector was as a TOKTEN volunteer there in 2006, and 2007.

It must be pointed out, however, that the sustainability of the impact of TOKTEN project activities was hampered by a number of challenges and constraints.  Perhaps the greatest challenge was the short duration of most assignments.  Given that the average duration of stay was less than two months, and the variety of tasks that volunteers often are assigned, little time was left for them to develop professional bonds with, and transfer more knowledge and skills to their counterparts in host institutions.

In addition, many host institutions either failed to prepare terms of reference (TORs) for the volunteers, or changed them upon their arrival.  This made it difficult for volunteers to come as prepared as they could have had they been provided their TORs prior to leaving for Rwanda.  Finally, the general lack of resources at many host institutions and organizations hampered the effectiveness of TOKTEN volunteers.  For example, many volunteers complained of lack of computer facilities, and Internet access thus making it difficult for them to do their work.

3.3.2. Project Activities
While the sustainability of the impact of project outputs such as the courses taught at various educational institutions is highly likely, the same cannot be said for the sustainability of project activities.  The activities of the TOKTEN project mainly consisted of marketing and promotional efforts, recruiting TOKTEN volunteers, screening requests for TOKTEN volunteers, and bringing in and supporting the volunteers in the country.  Most of these activities were carried out by the project Secretariat, whose staff have since had their contracts terminated with the end of the project.  In the absence of a formal decision to retain project staff, and/or hire new ones, it will be difficult to see how these activities can continue.  This break in the continuity of project activities would be most unfortunate given the momentum and goodwill that the project has already created in the country and abroad, and among potential beneficiary institutions and volunteers.
4. LESSONS LEARNED
Although the TOKTEN project was implemented over a relatively short two-year period, it has yielded valuable lessons that can be used and chart a course for programs and activities, and increase their impact.  The lessons learned during the implementation of the TOKTEN project in Rwanda can be summarized into the following categories:
1. Project Management

i) The composition and frequency of meetings of the Steering Committee and Technical Committee affected their effectiveness
The Steering Committee, which consisted of high-level representatives from MIFOTRA and MINECOFIN, along with representatives from the project Secretariat, UNDP, and UNDP met only twice a year, and was not very effective, especially in mobilizing additional resources for the project.  In contrast, the Technical Committee, which mainly consisted of members who had a vested interested in its work, and met more frequently, was very effective.

ii) Ambiguities in the chain of command had its shortcomings
Although MIFOTRA hosted and housed the project Secretariat, the fact that project staff were contracted and paid by the UNDP, and not MIFOTRA created ambiguities in the chain of command, and reduced MIFOTRA's sense of their authority over Secretariat staff.
iii) It is not always easy to incorporate cross-cutting issues into program implementation.
In as much project implementation was to incorporate cross-cutting issues such as gender and HIV/AIDS, the realities made it difficult to accomplish this.  Thus, no beneficiary organization or institution requested volunteer specialists on HIV/AIDS and gender, and there were few instances where these issues had serious bearing on the assignments of the volunteers.

iv) Lack of proper oversight can result in lapses in the implementation of the M&E system

Although the project Secretariat produced two annual reports, as it was supposed to, the production of quarterly reports was discontinued after the first quarter of 2006.  However, this lapse was not addressed.  In the same vein, the quarterly financial reports that were supposed to be submitted in both the local currency, and in US dollars were done only in local currency.  Again, this deviation from the NEX M&E guidelines was not addressed.  The lesson here is that the M&E system of the project could have been more diligently implemented, and project staff should have been provided more rigorous training on, and held more accountable to the NEX M&E guidelines.

2. Marketing and promotion program

i) The effectiveness of marketing efforts depended on the characteristics of the target audience

While the Web site helped produce a flood of applications from potential volunteers, promotional programs on mass media (e.g. radio and TV), as well as seminars and workshops were more effective in Rwanda.  The Web was thus more effective in reaching the Diaspora in more developed countries like the USA and Canada, than people in Rwanda.  On the other hand, people in Rwanda were best reached through mass media (especially radio).
ii) There was no need to be rigid about the educational attainment of volunteers
Although the project focused on getting volunteers with Ph.D. and Masters Degrees, Bachelors degree holders also proved to be highly valuable volunteers.  For example, the TOKTEN volunteer who worked with 12 computer programmers to develop a health information system at E-ICT was a bachelors' degree holder.  Not only did that software development project go on to be highly successful and sustainable, the volunteer permanently returned to Rwanda.

3. Resource Mobilization and Use
i) Project staff should be trained early on in using NEX Guidelines

Although project staff were provided training on the NEX Guidelines, the training was provided later, rather than early in the project implementation.  Once they were trained, however, the project staff were able to by and large comply with the NEX Guidelines.
ii) Some financial management procedures should have been streamlined

The TOKTEN Secretariat finances were audited by both the UNDP and government of Rwanda.  While this might have satisfied the requirements of both entities in the partnership, it proved to be cumbersome for the project Secretariat.  This was especially so given that there were only two project staff with numerous other tasks to do.

iii) More efforts should have been made to mobilize resources

Although a resource mobilization meeting was organized in 2007, it did not succeed in raising additional resources.  The failure to mobilize resources more aggressively and involve UNV in resource mobilization, and of TICAD to disburse funds it had pledged were the main reason for the shortage of funds experienced by the project.  The lessons here are that in the absence of adequate effort, proper involvement of partners, and disbursement of committed resources, project implementation was hampered.
5. SUMMARY AND CONCLUSIONS
The main purpose of this consultancy was to conduct a final evaluation of the achievements and impact of the support project to the Implementation of Rwanda TOKTEN project, assess the achievement of key project outputs, identify key lessons learned, and provide recommendations for the design and implementation of future projects.  The evaluation was conducted between December 2007, and January 2008 by an international consultant.  The consultant reviewed relevant project and background documents, and had consultations with UNDP and MIFOTRA staff, and the project Steering Committee.  The work also entailed interviews with key informants in beneficiary institutions, and partner organizations (e.g. UNDP, UNV, MIFOTRA).  The perspectives and opinions of TOKTEN volunteers and other stakeholders who could not be interviewed were obtained by sending them self-administered questionnaires.

The evaluation findings indicate that the management arrangements used to implement the project by and large worked, although there were some shortcomings.  Although the project Steering Committee and Technical Committee worked on their mandates during project implementation, the Technical Committee was found the more productive of the two, because it met more frequently, and had more motivated members.  Furthermore, the fact that the National Project Coordinator and his Administrative and Financial Assistant were both contracted by the UNDP created some ambiguities in the chain of command.  For this reason, the national executing agency, MIFOTRA, which housed the TOKTEN Secretariat did not feel it had complete authority over project staff.

The TOKTEN project started in December 2005, and was implemented over a two-year period between 2006 and 2007.  The marketing and promotional efforts of the project resulted in the recruitment of 47 volunteers from 7 countries.  The volunteers came on 52 missions to 25 organizations, institutions, and government agencies in Rwanda.  The volunteers were highly qualified, with 21 of them holding Ph.D. degrees, 19 with Masters degrees, and 5 with Bachelors degrees.  A number of volunteers came on more than one mission, while about 9 of them returned permanently to the country.  The volunteers provided various services such as helping build capacity, transfer knowledge, and develop leadership in Rwanda.  For example, volunteers taught courses at various host institutions, including teaching courses, and building institutional capacity.

The implementation of the TOKTEN project provided a number of valuable lessons.  First, it is important to tailor marketing and promotional efforts to the target audience and realities in target countries to make the efforts more effective.  In addition, it is imperative to provide project staff with requisite and timely training if they are to manage the project per the NEX guidelines.  Finally, the TOKTEN project demonstrated that the quality and benefits of knowledge transfer programs are not solely dependent on the educational attainment of volunteers.  Indeed, volunteers with bachelors can be just as valuable as those with Ph.Ds.

Despite the numerous benefits of the TOKTEN project, there were a number of challenges.  For example, the project partners did not succeed in mobilizing resources over and above the amounts originally committed in the project document.  If anything, the amount finally disbursed was less that what was committed to in the project document.  In all likelihood, the resource mobilization constraints were directly related to inadequate ownership by the national executing agent, MIFOTRA, and ineffective leadership provided by the Steering Committee.

In the end, the success or failure of the TOKTEN project must be judged on the basis of its accomplishments, and their sustainability.  In this regard, it can be concluded that the project has been successful to a large degree, despite the numerous challenges it faced.  Thus, the project succeeded in attracting a significant number of highly trained Rwandan expatriate nationals, helped build capacities of many organizations and institutions, and many students benefited from courses taught by the volunteers.  There thus is a healthy crop of people and organizations whose benefits from the TOKTEN project would last for a long time to come.  Given this success, and the need to do even more to help build the human resource base of Rwanda, it is imperative that the TOKTEN project be continued in some form or the other into the near future.
6. RECOMMENDATIONS
In light of the findings of the final evaluation of the Rwanda TOKTEN project, the following recommendations can be made:
1. the Government of Rwanda and UNDP should
a) In the short-term (one to three months):
i) Extend the project.  Despite the fact that the project came to an end in December 2007, there is still some unmet need for volunteers, and continuing stream of applications for volunteer positions.  The momentum of the project must not be lost, especially given that many institutions value the teaching provided by TOKTEN volunteers.
ii) Implement a transition program.  Given there were no transitional arrangements for the TOKTEN project, it is imperative that one such plan be put in place as soon as possible.  The funds left over from the project should be supplemented by funds from the government of Rwanda, and possibly UNDP, and UNV and used to implement the transition program.  Now that the TOKTEN program has been demonstrated to have an invaluable impact on national development, government should take the lead in ensuring the continuation of work the project has started.  Furthermore the transition period should be used to prepare a project document for follow-activities.
iii) Streamline and strengthen project management.  As earlier pointed out, the Steering Committee and Technical Committees of the Project were not equally effective.  Specifically, the Steering Committee met only twice a year, while the Technical Committee met as and when required, and was the more active of the two.  For this reason, the two committees should be merged, and a sub-committee on technical matters created.  Furthermore, the project Secretariat should be strengthened by providing more support staff to the Coordinator to recruit and support more volunteers, and manage the project more effectively.
iv) Prepare a long-term strategy.  There is need to develop a long term strategy for continuing the work of the TOKTEN project.  One option is to move the work of the project to the Ministry of Foreign Affairs (MINAFET) following a one-year transition period.  MINAFET already has plans to set up a Diaspora Agency, and such an entity can and should take over the present role of the TOKTEN project.
v) Mobilize resources.  Efforts should be redoubled to mobilize resources to not only fund the transition program, but also enable and expansion and extension of the work of the project.  In this regard, efforts should be made to find a way to provide funding under the auspices of the OneUN framework currently being piloted in Rwanda.  Efforts should also be made to raise more resources domestically.  In addition to getting resources from the government of Rwanda, beneficiary institutions should also be encouraged to, where possible, contribute to the maintenance of volunteers, and/or transporting them to and from the country.

vi) Increase UNV involvement in follow-up programs.  Given that the TOKTEN program is volunteer-based, the involvement and profile of UNV should be increased in follow-up activities.  In particular, UNV can help increase the sustainability of work and relationships initiated by volunteers by enrolling them as online volunteers (http://www.onlinevolunteering.org/).  Another way in which the UNV can help would be to recruit volunteers who can help develop and implement an M&E system for follow-up activities.

b) In the medium term (three to nine months)

i) Work with Rwandan Diaspora organizations.  The partnership approach to should be extended to Rwandan organizations in the Diaspora, e.g. Rwadan Diaspora Global Network (RDGN).  At the December 2007 RDGN conference, delegates overwhelming endorsed the TOKTEN program, and expressed a desire to see it continued.  For this reason, RDGN should be involved in efforts to chart a long-term strategy for the work of the project.
ii) Increase duration of stay of volunteers.  There is an overwhelming opinion that the duration of volunteer missions was to short during the implementation of the TOKTEN program.  For this reason, it would be better to increase the duration of stay to at least three months, and possibly six months or more, assuming the availability of the volunteer.  This way, there will be more time for volunteers to complete their programs and engage in more effective transfer of knowledge and expertise.
c) In the long term (one year or more):

i) Support expatriate nationals who want to return home permanently.  Such support can be in the form of purchasing air tickets for them and their families, as well as pay for shipping home their books and other personal belongings.
ii) Setup networks of former volunteers to continue the transfer of knowledge and strengthen links even after they return overseas.  In this regard, Internet resources such as the TOKTEN Web site, and electronic discussion lists should be leveraged as much as possible.

iii) Work closely with the MIDA program to mobilize more resources and extend the TOKTEN program or its activities.
2. Beneficiary Institutions:

i) Each institution should have a TOKTEN coordinator.  Interviews with beneficiary institutions indicate that it will help for each institution to have a designated contact person or coordinator for the TOKTEN program or similar follow-up activities.  This will enhance the benefits of the program, and increase the chances of sustainability of its impact.
ii) Prepare TORs before volunteers before depart for Rwanda.  A major problem encountered during the TOKTEN project was that some beneficiary institutions did not prepare TORs for volunteers, and/or only provided them verbal instructions upon their arrival.  This probably was caused in some cases by lack of capacity in the beneficiary institution to prepare a TOR.  For this reason, future follow-up programs should help potential beneficiary organizations and institutions to prepare TORs for volunteers.
iii) Evaluate capacity of host institutions.  Given that a number of volunteers complained of lack of facilities (e.g. computer and internet access, transportation facilities), institutions and organizations that apply to host volunteers should be evaluated as to their capability to provide volunteers with necessary support and facilities.  If necessary, the institutions should be helped to upgrade their facilities by, for example, providing them computers and/or Internet access.
7. ANNEXES
7.1. TOR for the Evaluation
OBJECTIVE

The main objective of the assignment is to conduct a final evaluation of the achievements and impact of the support project to the Implementation of Rwanda TOKTEN Volunteer Programme since its inception in 2005.The evaluation will assess the achievement of project outputs and identify key lessons learned, providing concrete recommendations for the design and implementation of future projects, proposals and inform management on issues to be addressed in design and implementation of future projects.
SCOPE OF WORK

The Consultant will report directly to the Secretary General in MIFOTRA and will be facilitated and supported by UNDP during the assignment;

Overall Methodology

· Become familiar with bilateral, multilateral partners, and Government requirements for Project Evaluations;

· Review all the relevant documents including, Project Document, Log frames, Progress Report, Consultants Reports, Project Expenditure Reports and others;
· Meet key stakeholders and partners (UNDP, TICAD, MIFOTRA and others);

· Interview members of the National Steering Committee.

Specifically, the consultant will:

· Assess the impact against the project logical framework, focusing on the outputs, purpose and the original objectives as well as contribution of the project to the achievement of results as stipulated in the project document;

· Review project expenditures for the project against the activities rolled out;

· Evaluate the extent to which the capacity gaps have been addressed;

· Evaluate the extent to which the specific targeted project achievements as stipulated in the project document have been met from the year 2005 to 2007;

· Assess the extent to which activities to respond to the development challenges the Government of Rwanda currently faces in the area of human resource development and capacity building have been rolled out;

· Evaluate the monitoring procedures used during the implementation of the project and asses their consistency with the requirements of UNDP and its partners in general, and the National Execution (NEX) Guidelines for UNDP Assistance Programmes in Rwanda;

· Evaluate the appropriateness of the management arrangement(s) applied during the implementation of the project;
· Assess the sustainability of the activities and outputs realised including whether benefits will be maintained after the conclusion of the project;

· Assess the relevance of the project in addressing the implementation needs in the area of human resource development and capacity building.

DELIVERABLES

During the Assignment, the Consultant will deliver:

· A comprehensive overview of methodological approach to be applied to evaluation, including sample questionnaires and other data collection tools;

· A detailed outline of the structure of the report

· Draft report for review by key stakeholders

· Briefing presentation for key stakeholders highlighting methodological approach to be applied in evaluation

· Debriefing presentation highlighting key conclusions and recommendations.

Reporting Format

The final Evaluation Report for the Project will include, but will not be limited to the following:

a) Key findings of the project achievements, impact and contributions;

b) Challenges and lessons learnt;

c) Key recommendations and future follow up actions;

d) Relevant Annexes if any.
7.2. Evaluation Tools
7.2.1. Key Informant Interview Guidelines for Project Beneficiaries

BACKGROUND INFORMATION
Interviewee Name:  ________________________________________

Institution:  ________________________________________

Title:  ________________________________________

Phones:

Fixed:    __________________________

Mobile:  __________________________

E-mail:  ________________________________________

KEY INFORMANT INTERVIEW QUESTIONS
1. Management Arrangements

1. What are your thoughts on the institutional management arrangements for the implementation of the project?

2. What do you think of the following, and their relationships with project beneficiaries?

· The project coordinating office

· Steering Committee

· Technical Committee

· The UNDP, MINFOTRA, UNV, and TICAD

3. Did the project:

· Incorporate cross-cutting issues such as gender, and HIV/AIDS in its design and implementation?
· Have community level interventions, develop strategic partnerships, and work with civil society and the private sector?
· Strengthen and collaborate with development partners during its implementation?
2. Project Management
4. Do you think the project was adequately marketed and promoted?

5. If not, how can the project be marketed and promoted more effectively?

6. Were TOKTEN volunteers monitored regularly by UNDP, UNV, MIFOTRA, or Project Coordination Office?

7. What are your thoughts on the recruitment of TOKTEN Volunteers?

8. What suggestions do you have for improving the recruitment of TOKTEN Volunteers?

3. Project Achievements and Impact
9. Do you think the project contributed to economic development in the country, and if so, how?

10. What impact did the project have on decision-makers in your organization/institution?

11. Were your leaders exposed to current management practices?

12. Were leaders trained in designated areas of their priority? If so, which areas?

13. Were appropriate techniques, skills, and practices in areas such as agriculture, health, livestock husbandry etc introduced by the project
Activities

14. What are your thoughts on the following planned activities?

· Provision of technical services or advice

· Seminars given by one or several consultants

· Training programs, including on-the-job training, conducted by consultants

· Participation in national and regional seminars or workshops

· Seminars in strategic areas of Government priority
· Other activities that would enhance innovative means of transferring knowledge
Capacity Gaps

15. Did the project address the capacity gaps identified, and if so how?

16. What were the major constraints to addressing these gaps?

17. What suggestions do you have for improving efforts at addressing the capacity gaps?

18. Did the project respond adequately to challenges in human resource development, and if so, how?

Sustainability of Project Outputs and Activities

19. Do you still maintain contact with the volunteers, and are they still providing you help?

20. Which project outputs and activities are sustainable, and which are not?

21. What are the constraints to sustaining project outputs and activities?

22. What suggestions do you have for increasing the sustainability of project outputs and activities?

4. Additional Comments

7.2.2. Key Informant Interview Guidelines for Project Partners – UNDP, UNV, MIFOTRA

KEY INFORMANT INTERVIEW QUESTIONS
1. Management Arrangements

1. What are your thoughts on the institutional management arrangements for the implementation of the project?

2. What do you think of the following, and their relationships with project beneficiaries and partners?

· The project coordinating office

· Steering Committee

· Technical Committee

3. Did the project:

· Link interventions within and across programs?

· Incorporate cross-cutting issues such as gender, and HIV/AIDS in its design and implementation?
· Use CCF funds as catalytic resources?
· Have community level interventions, develop strategic partnerships, and work with civil society and the private sector?
· Have a resource mobilization strategy adequately use the UNDP county office?
· Strengthen and collaborate with development partners during its implementation?
2. Project Management
4. Do you think the project was adequately marketed and promoted?

5. If not, how can the project be marketed and promoted more effectively?

6. What are your thoughts on resource mobilization and utilization during the project?

Financial Management

7. Do you think the funds were disbursed in:

i) a timely manner

ii) adequate amounts

8. How do you see the modalities for disbursement of funds?

9. What are your thoughts on the NEX guidelines for the project?

10. In what ways can the financial management system of the project be improved?

Targeted Project Achievements (work plan indicators)

11. How would you rate the project in terms of meeting the work plan targets?

12. What were the major constraints to meeting the project work plan?

13. How could the implementation of the work plan have been improved?

3. Monitoring and Evaluation Procedures

14. Did the project M&E procedures adequately conform to UNDP and NEX guidelines?

15. What were the major challenges and constraints to meeting the guidelines?

16. What were the major challenges in the M&E system of the project?

17. How can the M&E system be improved in the future?

4. Project Achievements and Impact
18. Do you think the project contributed to economic development in the country, and if so, how?

19. Were decision-makers exposed to and advised on appropriate decision-perspective and the involvement of women?

20. Were leaders in key positions in local government or commercially important establishments exposed to current management practices?

21. Did the project enhance the capacity of local communities in planning, designing and preparations of action plans for multilateral and bilateral programs?

22. Were leaders trained in designated areas of their priority? If so, which areas?

23. Were appropriate techniques, skills, and practices in areas such as agriculture, health, livestock husbandry etc introduced by the project
Activities

24. What are your thoughts on the following planned activities?

· Provision of technical services or advice

· Seminars given by one or several consultants

· Training programs, including on-the-job training, conducted by consultants

· Participation in national and regional seminars or workshops

· Seminars in strategic areas of Government priority
· Other activities that would enhance innovative means of transferring knowledge
Capacity Gaps

25. Did the project address the capacity gaps identified, and if so how?

26. What were the major constraints to addressing these gaps?

27. What suggestions do you have for improving efforts at addressing the capacity gaps?

28. Did the project respond adequately to challenges in human resource development, and if so, how?

Sustainability of Project Outputs and Activities

29. Which project outputs and activities are sustainable, and which are not?

30. What are the constraints to sustaining project outputs and activities?

31. What suggestions do you have for increasing the sustainability of project outputs and activities?

5. Additional Comments

7.2.3. Self-administered Questionnaire for TOKTEN Volunteers

BACKGROUND INFORMATION
Respondent Name:

Institution:

Title:

Phones:

Fixed:

Mobile:
E-mail:
Host Institution:
Contact Person:
Title:
Phones:

Fixed:
Mobile:
E-mail:
KEY INFORMANT INTERVIEW QUESTIONS
1. Project Management
1. Do you think the project was adequately marketed and promoted? Yes/No
2. If not, how can the project be marketed and promoted more effectively? Yes/No
3. Were funds disbursed in:

iii) a timely manner Yes/No
iv) adequate amounts Yes/No
4. How can the financial management system of the project be improved?
5. Did you get adequate support from your host institution?  If not, what problems did you encounter?
6. Did you get along well with staff of your host institution/organization?  If not, what were the problems?
7. Did you have any contact with UNDP, TOKTEN Project Staff, or UNV after you were deployed to the institution/organization you worked with?  If so, which of these organizations visited, contacted you, or in any way monitored how you were doing during your stay at your station?
2. Project Achievements and Impact
8. Do you think the project contributed to economic development in the country, and if so, how?
9. How many staff did you train, and in what areas where they trained?
10. Did you provide any technical services or advice, if so which services, and to whom?
11. Did you give any seminars, and if so, to whom, and on what subjects?
12. Did you provide any training, and if so to whom?
13. Did you participate in national and regional seminars or workshops?
14. What other activities did you engage in to transfer knowledge?
15. Did you receive adequate support (logistical, office space, etc.) from your host institution?  If not, what was lacking?
Capacity Gaps

16. Do you think you helped address capacity gaps in your host institution?  If so, how?

17. What were the major constraints to addressing these gaps?
18. Suggestions for improving efforts at addressing capacity gaps
Sustainability of Project Outputs and Activities

19. Do you maintain contact with your host institution, and if so how?
20. How often is this contact?
21. What is the nature (technical support, networking, etc.) of the relationship?
22. How durable are the benefits of the transfer of skills?
23. What were the three most important motivating factors for participating in TOKTEN?
24. How many times have you volunteered for TOKTEN?
25. Do you plan on returning to Rwanda permanently, and why?  If not, why not?
Relevance of the project in addressing the implementation needs in the area of human resource development and capacity building
26. How have you helped address the human resource development, and capacity-building needs of Rwanda?
27. How can this contribution be increased in the future?
3. Additional Comments
7.3. List of people interviewed

1. Abdel-Aziz Mwiseneza, Assistant Director, Kigali Memorial Center

2. Dr. Juliet Mbabazi, Chief Pharmacist, King Faisal Hospital, Kigali

3. Claire Nancy Misago, Coordinatrice a.i., Sante Mentale/Service de Consultations Psychosociale, MINISANTE, Kigali

4. Celestin Mageza, Deputy Dean, Faculty of Science, National University of Rwanda, Butare

5. Prof. Firmard Sabimana, Director, Language Center, Kigali Health Institute

6. Immaculate Urayenza, Directrice des Resources Humaines et Administration, Bugesera District

7. Lily Nzamwita, Finance and Administration Assistant, TOKTEN Project

8. Patrick Kabagema, Managing Director, Rock Global Consulting, Kigali

9. Léopold Mukama, National Coordinator, TOKTEN Project

10. Magnus Kirori, Personal Assistant to the Rector, National University of Rwanda, Butare

11. Aline Kayitesi, Programme Associate, UNDP Rwanda

12. Prof. Charles Karemangingo, Rector, ISAE, Busogo

13. Marcelline Mukakarangwa, Secretary General, MIFOTRA

14. Clement Murenzi, Short Courses Officer, School of Finance and Banking, Kigali

15. Thomas Yameogo, UNV Programme Officer, Kigali

16. Engr. Valens Mwumvaneza, Vice Dean, Faculty of Agriculture, ISAE, Busogo

7.4. TOKTEN Volunteers who submitted completed questionnaires
1. Aimable Munyakayanza

2. Alexandre Kabanda
3. Alphonsine Utanguha
4. Angelique Ruzindana Umunyana
5. Emmanuel Kaziviya
6. Fides Paulin Nteziryayo
7. Gatsinzi Basaninyenzi
8. Ivan Twagirashema
9. Jean Kamanzi
10. Jean Nepo
11. Jean-Claude Rutayisire
12. Ntare Karitanyi
13. Philippe Rukimbira
14. Vital Hagenimana
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