TERMS OF REFERENCE
FOR
ASSESSING THE LIVELIHOOD AND ECOSYSTEM IMPACT OF GREEN ENTERPRISES IN TERAI ARC LANDSCAPE AND SACRED HIMALAYAN LANDSCAPE, NEPAL  
I. Background
Though green enterprises in broad sense encompasses a wide range of enterprises, green enterprise for WWF Nepal here is the local enterprise associated with green commodities, mainly the Non-Timber Forests Products (NTFPs), and Medicinal and Aromatic Plants (MAPs). There tend to be two underlying objectives for WWF Nepal to promote green enterprises: a) to reduce human wildlife conflict by promoting high value alternative crops on farms which act as a deterrent for wildlife (e.g. Mentha, Camomile - which is a deterrent for wildlife in the Terai, in mountain, for example Chiraito (Swertia chirayita); and b) to improve peoples’ livelihoods and sustainable forest management through sustainable management practices, harvesting and processing of high value NTFPs/MAPs in WWF project sites (e.g. Bel – Aegle marmelous in Terai, Dhupi - Juniperus indica, Wintergreen - Gaultheria fragrantissima, Sunpati – Rhododendron anthopogon, Argeli – Edgeworthia gardneri, Lokta – Daphne spp., etc. in the Himalayas). 
WWF Nepal, with a strategic objective of diversifying livelihood options through the sustainable use of forest resources (NTFPs/MAPs), and working with the private sectors and concerned stakeholders in NTFPs/MAPs sub-sector, has been providing support to promote the green enterprise in Nepal since 1996 when it first implemented the People and Plant Initiatives (PPI) Project (1996 to 2004) in Dolpo. The project focus in Dolpo was on scientific biological research and applied ethnobotany (Ghimire et.al, 2001) by bringing in the traditional knowledge and practices of Amchi medicinal practices into commercial wise use thereby ensuring sustainable management and harvest of resources. Later, in strategic partnership with organizations involved in green enterprises and marketing sector viz. ANSAB, LOTUS Opportunity, International Development Enterprise (IDE), WINROCK International, WWF also became part of the Business Development Service – Marketing, Production and Services (BDS-MAPS) project in 2004 and implemented the project in western Terai (2004-2006) with focus on production, marketing and services of green commodities, mainly the NTFPs/MAPs and associated enterprises (TAL Annual Technical Reports, 2004 - 2006). With the success of this project in Terai, WWF Nepal implemented Darwin Initiatives Project (2006 to 2008) in Kangchenjunga Conservation Area to ensure sustainable management of resources thereby promoting people’s livelihoods through enterprise development and marketing interventions, followed by certification and standardization of NTFPs/MAPs project i.e. ISSC-MAP project (2008 to 2009) in KCA (KCAP Annual Technical Report 2006 to 2009). Promoting green enterprises (NTFPs/MAPs and associated enterprises) is one of the strategies adopted by WWF Nepal to improve peoples’ livelihoods and the natural environment. Rather than being stand alone projects, supporting community members to sustainably produce or harvest green products for the market, tends to be part of a suite of livelihood related activities which have their ultimate goal of securing sustainable ecosystem management.

A draft impact chain for each of these two processes is set out in Appendix 1. 

WWF Nepal has a complete set of data capturing inputs and outputs from these initiatives, which will be made available for this study. However, there is no systematic analysis of outcomes or impacts. As noted above, because Green Enterprises are only used by WWF Nepal as one of a wider set of initiatives, it will not be possible to separate out impact. It is advised therefore that outcome level will suffice, with indications of how the initiatives may contribute to final impact.  
Approach 

[image: image1]
The study should be designed and implemented in such a way to contribute to improving WWF Nepal’s understanding and experience in designing and managing impact assessments and analyzing the impact of its work. 

The study should be designed collaboratively between WWF Nepal and the Consultant,  in such a way that the study provides WWF Nepal with useful information about the change they are delivering to aid lesson learning, innovation and information sharing across the WWF network.

The study should focus on capturing lessons learned rather than just focusing on success. The study should also focus on capturing the voices and experiences of key stakeholders involved in green enterprises (community members, community organizations, local institutions, private enterprises, WWF, relevant policy makers etc.). The final report should be well-written, readable and engaging – capturing voices, personal experiences and the perspectives of different stakeholders. 
II. Objective 

To main objective of the study is to assess the impact and changes that Green Enterprises initiated by WWF Nepal have brought about in peoples livelihoods and improved management of natural resources.  

The specific objective is to design and carry out an impact study that focuses on capturing changes and lessons learned from WWF’s involvement in establishing Green Enterprises. 

III. Methodology
The methodology for assessment includes desk analysis, review of secondary information, field visits / observation, case studies, focus group discussions, key interviews and stakeholder consultations at various levels, as well as compilation of information (quantitative and qualitative), success stories and lessons learned from the field. 
The methodology is flexible in the sense that it will be finalized after review and discussion within the two parties. 
IV. Activities
The study should address the following key questions under three themes: Impact, Sustainability and Lesson Learned through four phases of review, interaction and consultations:
1. Pulling together the existing information that WWF already has about their work and capturing WWF's history on this work (including recreating a baseline from your work)

2. Rapid field assessment / community level interactions ( questionnaire survey – 5 to 10% of total households in the study site, key persons interview, focus group discussion)

3. Interviews / discussions with other key stakeholders at district/regional level (policy makers, private sector partners etc.)

4. Lesson learning and reflection meetings / workshops with WWF Nepal staff, other key stakeholders at central level to gather information about what works and what could be improved and the strategic value of Green Enterprises. 

Impact: 
1. What contribution have green enterprises initiated through WWF projects made to poverty reduction at the local level? (Quantitative and qualitative analysis)- one way of measuring poverty is to measure the food security ( there off food insecurity) level as poor have more % of spending on food items rather than non-food items ( of their total income)
a. Include numbers of people/households involved and directly / indirectly benefiting; 

b. List the green enterprises and the types of changes emerging (human, financial, social, physical, natural);

c. Who is benefiting most? – the poor /less poor, men/ women; privileged / marginalised etc.    

d. The relative significance of these benefits to peoples’ livelihoods, their families and the wider community; (extent to which they contribute to household income, how many people within a village benefit,?), 

e. To what extent can Green enterprises be said to reduce poverty / reduce vulnerability and / or improve peoples’ livelihoods? (how much difference do these approaches really make to households are the benefits significant enough to get people out of poverty or are other interventions necessary?)

2. How have green enterprises contributed to improved management of natural resources and biodiversity conservation?  (contribution to sustainable resource management / reduction in human wildlife conflict, increased awareness of people for better management practices, attitudes towards conservation, enhanced growth of NTFPs etc.)   

3. How significant do different stakeholders (WWF, partners, community members) think Green Enterprises are as a strategy to secure sustainable natural resource management?

Sustainability: 
4. What are the necessary conditions for success (eg selection of suitable projects, resource inventory of people’s ownership on it, monitoring, policy and legislative framework, institutional factors, funding, location, market access etc)? To what extent has WWF influenced / enhanced these enabling conditions to ensure maximum impact? 

5. How has sustainability (financial, institutional, social, environmental) been built into the strategy? (include microfinance, potential yields of raw materials, extent to which harvesting practices are sustainable, internalization of local institutions on management plan, are harvesting rates compatible with the harvesting plans? Is there a sustainable market for green enterprises?)

6. To what extent is the Green Enterprise sustainable if WWF were to withdraw in the short and long term?

7. What is the potential to scale up these initiatives across landscapes? 

Lessons Learned:

8. Is there a different context between Terai and Mountain under which green enterprises has to operate?
9. Is there a difference between approaches practiced in the Terai and Mountains in terms of process, effectiveness, sustainability? If so, why? 
10. What are the limits of, and biggest challenges to using Green Enterprises as a conservation strategy? 

11. What have we learnt about using the market-based approaches to conservation (do we take into consideration the market saturation for products? How do we best market the products for maximum profit? Is our market analysis good enough?)

12. Based on WWF Nepal’s experiences what types of Green Enterprises works best to link conservation with local livelihood and conservation gains in Nepal? What are the relevant lessons for the Eastern Himalayas ecoregion? This question may be answered by contrasting a number of enterprises and by comparing other interventions in the country/region using previous studies and/or literature searches.
13. What more could be done to ensure sustainability and maximum impact for people and environment? [ 

V. Expected Outputs 
The study will assess the impact and changes that Green Enterprises initiated by WWF Nepal have brought about in peoples livelihoods and improved management of natural resources by answering the key questions under three themes: Impact, Sustainability and Lesson Learned that are listed above. 
The assessment will capture the changes and lessons learned from WWF’s involvement in establishing Green Enterprises and provide recommendations for WWF’s future work on green enterprises. 

VI. Deliverables
1. A detailed methodology and workplan for the project one week after signing the contract.
2. Draft report – for discussion and review by beneficiaries, stakeholders, implementing and PPA teams by 15th April 2010
3. Final report by 1st May 2010 – which shall contain an executive summary, summary information against the Common Results Framework and recommendations for WWF’s future work on green enterprises. 
4. Financial statements along with the final deliverables by 1st May 2010 
5. Presentation in various project consultations as and when necessary

6. Photographs, negatives and other relevant documents procured under this contract along with final deliverables 
7. Digital and hard copy of data collected and analyzed, model, diagrams along with final deliverables 
VII. Tentative timeline for conducting the study
	
                 Month (2010) 
Activity
	I 
(Feb)
	II (March) 
	III
(April)
	IV
(May)

	1. Contract process
	Mid Feb.  
	
	
	

	2. Developing and agreeing study questions and methodology with WWF Staff
	End Feb. 
	
	
	

	3. Documentation review
	End Feb
	
	
	

	4. Field visit and interactions in two sites (One each in Mountain and Terai) for community and stakeholder interaction (rapid field assessment)
	
	
	
	

	5. Reflection and feedback with WWF Nepal staff and other key partners at central level   
	
	
	
	

	6. Report writing and draft report submission 
	
	
	By 15th April
	

	7. Final Report submission after incorporation of feedback 
	
	
	
	By 1st May 


VIII. Assessment team and required qualification/experience
This study can be granted to an organization or a team of individual consultants. In either case, the study team will consist of members as specified below.

An experienced facilitator of impact assessments having capacity to use of qualitative and quantitative approaches and reflective analysis is required to conduct this study. In addition, the team will require a member having good understanding and experience of working on NRM based enterprises (conservation / livelihood or market based approach). The assessment team will comprise three experts having expertise in the following areas: Biology/NTFPs/MAPs, environmental economics and sustainable livelihoods / socio-economics or related fields.
Among the team, one will be the team leader and two – the team members. The team leader should have more than 7 years of working experience in environment and bio-diversity conservation related field. Experience of conducting similar study / or experience working in the field of green enterprises is desirable. The team leader will take the overall responsibility for the quality and timely submission of the deliverables to WWF. Specifically, the team leader will perform the following tasks:

· Lead and manage the study and supervise team members;

· Design the detailed methodology (including the methods for data collection and analysis) in consultation with the support team (consisting of partners) set up by WWF;

· Draft the assessment report in support of the team members 

· Finalize the report after incorporation of feedback from the technical director and support team from WWF
· Report to WWF Nepal (Conservation Program Director will be the Technical Director supported by the Officers and Managers of SHL and TAL, and M&E Officer) 
The two other team members should have at least five years of working experience in the field of environmental economics and socio-economics or related fields. Team members will perform the following tasks:

· Review documents; conduct literature review; 

· Conduct field study; 

· Conduct an analysis of the field study outcomes; 

· Draft related parts of the reports and project proposal as instructed by the team leader; and,

· Assist Team leader in finalizing outputs and deliverables as specified in the ToR.

IX. Study Site

The assessment will be done based on field visits, observation, analysis on benefits and lessons from case studies in two sites of WWF working sites (one each in Sacred Himalayan Landscape, and Terai Arc Landscape). 
Appendix 1: Draft Impact Chains
Please note that this is for example only and is not comprehensive. A more detailed impact chain could be developed through the study. 

Example 1: Growing Mentha to reduce Human Wildlife Conflict in the Terai:
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Example 2: Sustainable harvesting of essential oils in Kanchenjunga:


Appendix 2: Results Framework common to all case studies

To help WWF-UK aggregate some of the findings from the studies from Nepal, Tanzania and Namibia, we have created a common results framework. Each country is asked to provide this summary information about the green enterprise initiatives in their countries in addition to any country specific analysis and learning.  

	Background to Intervention 

	What is WWF (the programme’s) rationale for investing in Green Enterprises?

	In what way do Green Enterprises contribute to the programme’s overall strategy? 

	How does WWF / the programme intervene to ensure Green Enterprises are viable and effective (community level / policy etc.) 

	What is the community’s rationale / motivation for adopting Green Enterprises?

	

	Livelihoods

	Number, gender and wellbeing status of people benefiting directly from the initiative (refer to wellbeing ranking if this was completed or poverty status according to locally or nationally defined statistics)

	

	A summary of livelihood benefits: 

Direct quantitative and qualitative livelihood benefits from the initiative divided according to the 5 assets of the Livelihood Framework: 

· Financial (i.e. income and savings)

· Human (skills development)

· Social (strengthening community organisation, networks)

· physical (investment in infrastructure)

· Natural (secured access to natural resources, improved ecosystem services)   

Benefits to the individuals involved and (where relevant) to the wider community should be identified. 

Contribution of the initiative to livelihood outcomes:

· Empowerment (voice, participation)

· Relative contribution of intervention to household income 

· Reduced vulnerability (reduced loss of crops and other vulnerabilities) 

· Food security?

	Ecosystem

	Area of land under management for Green Enterprises 

	Analysis of the significance of this intervention to securing sustainable natural resource management

	

	Market Chain Analysis

	Map out the market chain from producer/ harvester through to consumer 

	Which partner organisations are WWF working with to support the harvesters, process the materials, market the products (private / public)

	What is the Market price for product v. price given to community 

	Sustainability 

	Summary of mechanisms used by WWF to develop institutional, financial, social, environmental sustainability, plus analysis of the extent to which this in place

	Analysis of the extent to which institutional, financial, social, environmental sustainability is in place

	Evidence of scaling up or replication of the initiative 

	


Impact is defined as: ‘significant or lasting changes in peoples’ lives and the environment, brought about by a given action or series of actions.’


Impact assessment is defined as: ‘the systematic analysis of the lasting or significant changes – positive or negative, intended or not – in peoples’ lives and the environment brought about by a given action or series of actions’ 





(Adapted from Roche, 1999: ‘Impact Assessment for Development Agencies, Learning to Value Change’. Oxfam)





Training on sustainable harvesting / management 





Access to markets (Chamber of Commerce)





Forest cover in Kangchenjunga





Community Well-being  





Individual Well-being





Income generated by harvesters;





Investment of income back into community development (if relevant)





Sustainable population of harvestable species














Sustainable harvesting schedules for Juniper,  Rhododendron, incorporated in Community Forest management plan;





Skills developed for sustainable harvesting, processing of x plants. 





Essential oil produced and sold on the market (amount / price per kg etc);





Market price agreed between private sector buyers and community; 





Funding and manufacture of distillation plant (cost sharing with communities)





Input





Output





Outcome 





Impact 





Training and provision of seedlings to farmers 





WWF helps farmers understand market prices 





WWF negotiates access to markets





Elephant populations;





Food security 





Reduction in cases of crop damage by elephant;





Reduction in reported retaliatory killing of wildlife;





Income generated by farmers; 





Diversification of crops





Crop produced and sold on the market (amount / price per kg etc);





Negotiated agreement with middle men for markets;





Better knowledge of market price;





XX HHs direct beneficiaries
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Outcome 





Output





Input
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