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The country visit for the evaluation was carried out between 22nd May and 26th May 2006 on the request of UNDP GEF Bratislavia.

The evaluation, team consisting of an International and National Consultant, used the following methods carried out the evaluation:

· Interviews with key stakeholders

· Review of project documentation

· Field visit

A preliminary presentation of the evaluation teams findings to the UNDP CO was initially planned on the 26th May. However, due to a national public holiday (26/05/06), this was cancelled and the evaluation team met with the Project Implementation Team (NACRES) to discuss the findings and have final briefing.

The project finished in May 2002 and it was therefore not possible to meet all of the stakeholders, at least in their previous capacity within the project.

Furthermore, due to time constraints it was not possible to meet with representatives from neighbouring Azerbaijan and Armenia. During the field visit to the project area, the nomadic shepherds had left the project area to return to their summer grazing pastures and were therefore not present.

Key stakeholders consulted included:

· UNDP Country Office

· NACRES Project Personnel

· Ministry of Environment, Department of Biodiversity Protection

· Civil Society Organisations

· World Bank GEF Georgian Protected Areas Development Project

· Hunting Farm Owner

Project Budget

The GEF and Cost-sharing

GEF

US$750,000. 

NACRES 
US$ 45,200

NACRES
US$ 41,000

FFI

US$ 30,000

GoG

US$ 12,000

Total

US$878,200

Budget execution of the GEF component was 99.7% subject to a number of budget revisions (information pending).

Objectives of Project

Protection of biodiversity in the arid and semi-arid zone in Eastern Georgia. The project was intended to ensure that local land users participate in the design of alternative land uses and participate in the project implementation. The project aimed to enhance biodiversity protection measures, implement a sustainable grazing regime and a number of pilot projects designed to promote the sustainable use of biodiversity, develop a biodiversity monitoring baseline, increase environmental awareness amongst local resource users and promote cross-border collaboration with Azerbaijan and Armenia in the conservation management of the arid and semi-arid ecosystem.

Preliminary Findings

The evaluation team, found that:

· The project concept and problem identification was satisfactory.
· The project design was satisfactory, although there were a number of weaknesses in the Log Frame design and the reliance on a historical rotational grazing system as an intervention did not take into account a number of externalities and changes in the socio-political framework. Further, problem analysis might have revealed some of the external factors driving unsustainable land use practices (see comments on PDF A process below).

· Stakeholder participation in the project formulation was satisfactory, however, it highlighted a number of constraints in developing a project as complex as this within the constraints of a PDF A, in particular, engaging the participation of local stakeholders such as nomadic shepherds.

· Project implementation was satisfactory, although a number of revisions in the project implementation, particularly the change of emphasis from instituting a new grazing regime to raising awareness of grazing resource users (although justified) should have been indicated in a revised project Log Frame. This did not, however, affect the outcome of the project.

· Project monitoring and evaluation was highly satisfactory providing a clear account of the project activities and justification for revisions to the project. However, as mentioned above, the decision to concentrate efforts on raising awareness rather than implementing the proposed rotational grazing regime should have been documented in a revised log frame.

· Stakeholder participation in implementation was satisfactory and although it proved problematic to engage some of the stakeholders, the process of participation was enhanced by the projects activities, particularly with regards to stimulating civil society organisations. GoG material support for the project was constrained by resources available at the time of implementation.

· The execution and implementation of modalities appears to have been highly satisfactory. The quarterly advance disbursement of funds by UNDP CO, transparent and timely reporting by NACRES and a good working relationship with the PIU and Steering Committee allowed the project to respond quickly and appropriately to issues as they arose.

The preliminary conclusions of the evaluation team are that the project has, overall, been satisfactorily implemented with some of the outcomes being highly satisfactory. During the implementation of the project a number of significant issues were highlighted, particularly to do with local resource user participation, land tenure, biodiversity conservation and project design. The evaluation will therefore focus on these issues in order to capture the experience in the “lessons learned study”.

The draft evaluation report will be submitted to the Regional Technical Advisor, Biodiversity, UNDP/GEF, Europe and the CIS, Bratislava Regional Centre on the 31st of May with an account of the evaluation, full justifications of findings, recommendations, lessons learned and annexes
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