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Mainstreaming Biodiversity Conservation into Production Systems

in the Juniper Forest Ecosystems

1. Introducti on

The Project

The project titled Mainstreaming Biodiversity Conservation into Production Systems in
the Juniper Forest Ecosystem@he project) introdues and tess a communitybased
approach to biodiversity conservation in the Juniper forests of Ziisdtict in
Balochistan.The complementary GEBupported biodiversity projettas the potential to
help government to reform and strengthiea ways in which nature conservation, natural
resourcemanagementiesourcebasedivelihoods and rural development are organiaad
supported across the country.

Juniper forests in Ziarat are spread over a steep, rugged terrain reaching up to 3,350m, in an arid
climate with 256820mm rainfall and high summer and low winter temperatures. The largely
sandy loam soilsre shallow, fragile and highly calcareous. The Juniper ecosystem forms the
basis of much of the socezonomic activityThe juniper trees fulfimost of the energy needs
(almost all before the supply of gas to Ziarat valley) and the construction in@eod and

bark). Goat and sheagprazing has been the dominant human activity for centuries, with
summer pastures lying in or near the Juniper forests and winter pastures in the rangelands
at lower altitudes. Nomadic tribes also migrate seasonally thitkegiegion adding stress

to the already ovebburdened rangelands. Juniper forests are also the important watersheds
protecting the soil and water reso(a)687.05 o
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Steering Committee

Mid -Term Project Evaluation

Mid-Term Evaluation mission was organized in October 2009 as a comprehensive
independent review and assessment of project performanisemidsionrepat reviews

and evaluates the project concept and design; the arrangements made for project
management, administration and financing; and progress and achievements over the first
two years of project implementation. The report makes recommendations fatiséneing

the remaining period of project implementation and draws a number of preliminary lessons
to guide future conservation efforts.

TheTerms of Reference for the MTé&e given irPAnnex 1 The midterm project evaluation

is a UNDP requirement for aBEF full-size and mediursize projects and is intended to
provide an independent and objective assessment of the project and its implementation: to
identify potential project design and implementation problems; assess progress towards the
achievement of lanned objectives, including the generationgtdbal environmental
benefits; identify and document lessons learned (including lessons that might improve
design and implementation of other UNDP projects including GEfhaoeed projects);

and to make reecomendations regarding specific actions that might be taken to improve
project implementation and the sustainability of impacts, including recommendations about
replication and exit strategies.

The MTR is also expected to serve as a means of validating or filling the gaps in the initial
assessment of relevance, effectiveness and efficiency obtained from regular project
monitoring. The miderm evaluation thus provides an opportunity to assess early signs of
ultimate project success or failure and promptessary adjustments in project design and
management. UNDP also views the ftedm evaluation as an important opportunity to
provide donors, government and project partners with an independent assessment of the
status, relevance and performance of the project with reference to the Project.

For the Mainstreaming Biodiversity Conservation into Production Systems in the Juniper
Forest Ecosystemgroject, the MidTerm Evaluation involved review and assessment of
project design documents and progress repoddministration arrangements, budget
financing and expenditure, and activities on the ground. The evaluation team visited the
projectoffice in Ziarat the four valleys where the project has made interventidNOP

offices in Islamabgdand IUCN and gowvement offices in Quettarhe overall itinerary
achieved andrganizationsand individualsconsulted by the mission are detailed in
Annex 2and 3respectively.
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Workshop decided to achieve eight (8) outputs as follows:

x Output 1.1: Organizational structure in village selected valleys
X
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statements arhoweverinsufficiently SMART to serve as the key summary plan for the
manager to implement the projedthe targets even though set in the wake of baseline
(Assessment studies) are too specific and would be difficult to achieve e.g. [change in land use
reduced to 15% as against 18%, deforestation rate is reduced to 5% as against 7%, rate of
ground water depletion reduced to 12% as against TH&€].precise assessment based on
(primary) data collected through interviews, personal observations, focus group
discussions and meetings with data sources is also questianable

It would be helpful if the overall Project Objective was more strategically focused: instead of the
imprecise aim‘to make production activities in the Juniper forest ecosystdime
objective of this project should be an effective collaborative conservation
management system in Juniper forest ecosysterBslochistan, with the Indicator being
community and local government institutional arrangements in place for the Juniper forest
ecosystem in valleys where interventions have been made.

The Componenbutputsare howeverclear and address the issues being faced in the Juniper forest
ecosystems.

3. Project Management, Administration and Implementation

Project formulation

UNDP Pakistan used the GEF Project Development Facility to formulate the current
project 19982000, which was eventually approved in 2088 the project titled
Mainstreaming Biodiversity Conservation into Production Systems in the Juniper Forest
Ecosystems— a four year Mediumsized GEF Project with UNDP as the GEF
Implementing Agency, the Forest & Wildlife Department of the Government of
Balochistan as Executing Agency diCN as the project implementing agency.

Project implementation

A project office andnanagement team wastablished aZiaratin April 2007, and procured
vehicles and field equipment to operatefanr valleys Full project operations started in
April 2007 and thus by the time of the Midrm Evaluatiorthe project hadeen running
for about 2 1/2years.

The team responsible for implementation of the project comprises the Project
Manager, 5 technical stafflio Community Developmentfficers, one Social Organizer,

one Admin. and Finance Assistantd oneM&E officer) andfive support stdf The project

team has good working relationship with the Balochistan Forest & Wildlife Department,
Irrigation Department and other related organizations.

During the evaluation mission tiMTR observedhat the project has a skilled, dedicated
project te
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Project supervision arrangements

The IUCN office Quetta administers the project and the project team. The project team
works in close collaboration with the Balbistan Forest & Wildlife DepartmenBEWD).

The Project Steering CommittéeSC)and Project Implementation CommittgelC) are

both located at Quetta, the former under the chairmanship ofAdd&ional Chief
Secretary Planning & Development Department and the latter under the chairmanship of
the Secretaryrorests and Wildlife. The Committees’ meetings are regularly held and
appropriate guidance is given at appropriate levels.

The composition of the committees shows that there is no representation of the
Environment, Agriculture and Irrigation Departments who could be considered the main
stakeholders in the context of livelihood enhancement and environmental concerns.
Whereas district government representative has been included in the PSC, there is no
representation of public representatives (district government) in PIC. The project
recommends that [1kthe composition of the committees may be revised to give
representation to the important stakeholders.
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government services (notably education, health and infrastructure). ThecofiERlerghat
recommendton [6] for the remainder of the project, a greater proportion of the energies
of the project management and partner agencies should be devoted to attracting the
essential development services into fireject areas; using the project to create an
integrated conservation and development programme

The expenditure madagainst Component Outcomes is also skewed. Whereas 67%
expenditure has been made agains
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For addressing the CCOs felt needs 19 schemes have been implemented in waté2)supply
water channal (13) and reserirs lining (4).

O Medicinal plant survey for both fall (2007) and spring (2008) season conducted and report
completed.

O A study for valuation of goods and serviceipiogress.

O For establishment of medicinal plant centre a building is being resthvat

Output 1.3: Measures to mainstream biodiversity into livestock sector developed and implemented
O Five grazing management trainings conducted wherein 78 CCO membaipgiad.

O For protection of livestock against contagious diseases 19,000 animals vaccinated.
O Treated 19,000 animals for ecto and endo parasites.

O Under livestock production 164 animals put to lamb/kid fatteratigns

O Three stock water ponds constructedgdrovision of drinking water to the livestock.

O A community range reserve established in Koshki Valley.

o
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x Construction of water harvesting structures

x Training of 26 CCO members in watershed management
O Renovation of tourist huts is in progress.

Output 1.6: Measures to combat die off developed and implemented

O Assessment survey report finalized by expert on assessment of Mistletoe and dieback
problems.

Maintenance of 50,000 seedlings nursery.
Conducted training of 25 CCO members in propagation ahigation of medicinal plants.

Balochistan Forest and Wildlife Department facilitated in management and protection of
Juniper forests.

o oo

Output 1.7: Linkages established with private sector in select sectors

O Linkages established with the Agribusiness Btaiki in livestock and agriculture sectors.
O Linkages established with UNDP’s Mass Awareness for Water Conservation project, who
have facilitated the project in capacity building of CCO members in water sector. They are

also planning to extend the cooperation in installation of high efficiency system in project
CCOs

Output 1.8: Highlight the significance of Juniper Forest Ecosystem at local, regional and global lesel

O Posters of Juniper printed and disseminated.
O Printing of project brochures is in progress.
O “Ziarat Fact Booklet” compiled and would be published soon.

Outcome 2: Mechanisms for replicating and disseminating the sustainable utilizategimes across the
entire Juniper forest ecosystems of Balochistan evolved

Output 2.1: Community and government jointly recommended approach and lessons from each selected
valley under outcome 1

O For strengthening capacities of government line department staff, NGO and CSO members in
biodiversity conservation a 3 day training session was organised.

Output 2.2: C
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“More than distributing stoves it is important to train the communities and
motivate them to onstruct the stoves themselves.

Please try patronizing LPG cylinders. Technology is now in much more advanced stage”.

Output 1.5: Measures to mainstream biodiversity into hunting, watershed management, construction
and/or tourism sectors identified, devadped and initiated

Hunting: The project has reported that the first stage of wildlife survey has been completed but
no report was provided to the MTRhe parameters of the survey are also not known. It is
recommended that [11he wildlife surveys may lm®ompleted at the earliest and the reports may

be made be made available. The surveys should also include the wildlife species hunted (even
though illegally), their population, hunting pressure, status of legislation and the production
potential

The MTR mission was impressed particularly with both the quantity and quality of the
groundwork constructions for water management in the landscape and for domestic and
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Whereas ectourism plans have been formulated, the requirement is to implement these.

Output 1.6: Measures to combat die off developed and implemented

Whereas survey report has been enadailable no effort seems to have been made to take
measures to control die off of Juniper. The reptates that the hotspots for the Juniper

Mistletoe are Chasnak, Sasnamana and Saleh Sakubi areas, the area that have not been selected
by the project for interventions. Dieback even though is not considered a disease but its

incidence is rather alarminghe survey report suggests that there has been a reduction in the
incidence of the disease also seems to be on the lower side. It is recommended baaged 2h

the available data measures may be adopted to address the disease and die back issues at least
in the project valleys “The project was mandated to assess the status obdiek

and Mistletoe infestation and the Balochistan Forest and Wildlife Department will take the remedial measures”.

A plant nursery has been establdhit its objective has not been made clear.

Output 1.7: Linkages established with private sector in select sectors

Whereas linkages were to be established with private sector in ecotourism, energy, water,

agriculture and livestock sectolskage has onlypeen established with Agribusiness Pakistan in
agriculture and livestock sectand even in this case parameters of coordination have not been
made known. It is recommended that [@8prts be made in earnest to develop linkages with the
private sectoiin all sectors of study, MoUs signed and ToRs established, and operationalised.

Output 1.8: Highlight the significance of Juniper Forest Ecosystem at local, regional and global levels

The project is in the process of producing &asdistributed somegood quality printed

material relevant to biological diversity, environmental impact of human actions, and nature
conservation specific to Juniper forest ecosystems. The common difficulty with awararssg

as a project activity is that the erubint isnot specified. It is not clear when the significance of
Juniper forest ecosystents the target audiences has been highlighted sufficiently. It is
recommended that 14] the project should not aim to highlight the significance of Juniper forest
ecosystemso the target audiences in any general sense; it does not have the time or resources to
have an impact in this area. The project team should ing¢éad a small number of
awarenessraising/ information/ education actions with precise objectives to contribute

to this Output. The Project viewpointThe project is addressing both kind of audience, local as well as
general. Various awareness activities and products have been and are being prepared keeping these audience in
consideration.
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sinceJunipers are of global and regional significance, there is merit to advocate it at the higher levels. If
national/provincial and district authorities recognized its importance then maybe there is hope beyond the project
life.

This issue also needs to be linked back pghomotion of a shared vision for the future of the Juniper Forests
(see Output 2.3 below)

The documentary planned to be made must also be atalkle earliest

Outcome 2: Mechanisms for replicating and disseminating the sustainable utilizategimes across the
entire Juniper forest ecosystems of Balochistan evolved

Output 2.1: Community and government jointly recommended approach and lessons from each selected
valley under outcome 1

The project plans to expose the stakeholders in the Junipetatitae exposed to the project
interventions to motivate them for replication. Except for a three day workshop at Quetta no such
initiative seems to have beéaken

Output 2.2: Capacity for up-scaling, replication and dissemination strengthened, notably in government
departments

No intervention has so far been made. A realistic and feasible replication/dissemination plan
may be prepared with the help of all stakeholders: recommendation [15]

Output 2.3: Successful approaches from outcome 1 available foeplication across all the Juniper forest
ecosystems in Balochistan

The project has helped in the formation ofi@egrated District Development Vision (IDDV) for
Ziarat wherein the successful approaches from Outcome 1 have been built in.

Output 2.4: Where appropriate, successful approaches from outcome 1 disseminated across Pakistan
and countries with similar threats and ecosystems

The information on the project findings has been updated on IUCN website.

Earthquake Rehabilitation Initiatives
UNDP hadallocated additional US$ 78,000 for assisting the affected communities after severe

earthquake in 2008. Through this initiative, 8 rehabilitation schemes related to water resources
and flood protection are in progress.
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6. Project Monitoring and Evaluation

The Project Document describabte planned arrangements for project monitoring and
evaluation. These are based on the prepared project plan with performance indicators, and
reporting against that plan in accordance with UNDP, GEF and government requstement
Under these arrangements, the project management is required to submit a quarterly Progress
Report to the government and UNDP, and to compile an annual Project Implementation Review
for UNDP and the GEF, and an Annual Project Report to théditite Feview body. he

project implementing agencylJCN, is required to report to the Projechplementation
Committee and Project Steering Committee, at project inception-arahély intervals. Two

independent evaluations are also scheduled, the currentddd Bhe other at the close of the
project.

The reporting schedule is being adhered to. However it has been observedrituatitbeng
reports record activities but do not enable project managers, supervisors or evaluators to evaluate

progress towards plaed objectivesThe Project viewpointit'is because of specific reporting formats of
UNDP which are more quantitative. UNDP needs to be apprised of this limitation”.

Therevised LFA provideperformance indicators aralbaseline situation report forata
proposedOoutcome and Otput The progress reports have not been evaluated on the basis of
this LFA. MTRrecommendatiofil6] is that a simple system of information management should
be introduced across the project, consisting of routine recording dfatie data needetd
monitor progress towards each Output. The data recording should be a simple part of the
working routine of each project staff member, using a standard structure provided by the logical
framework to prepare detailed activity plang) neports and activity reports. Each quarter, the
information system would provide a succinct note of progress towards each Output. These
would be compiled straightforwardly into quarterly and annual progress reports, in the
required formats (APR, PIR), wdn would be linked directly back to the projsctogical
framework plan.

7. Lessons learnt

Through the MTRinstances were noted of good and poor practices that had especially helped
or hindered the project towards achieving its objectives. Thesmaest are drawn together here
as lessons for future comparable efforts.

Adaptive management, project design, inception and MTR

The project formulation process: project implementation and monitoring are likely to be
assisted by having a complete, careftiigughtthrough and precise logical framework that is
readily understood, owned and used by the project team.
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