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EXECUTIVE SUMMARY

The title of this report -- Ghosts of the Mountain, Guardians of the Headwaters and GSLEP -- serves to
highlight three key themes for the “reboot” of the Conservation & Adaptation in Asia’s High Mountain
Landscapes & Communities (AHM) project:

e How little is known about these landscapes and the plants, animals, and people who live in them,

e The primordial importance of the vast area (estimated at some|.8 million square kilometers)
that serves not just as home to snow leopards but as the “third pole,” the headwaters of half a
dozen of the planet’s largest rivers, rivers that provide life-giving water to a major portion of
humanity, some 2+ billion people, and

e The once-in-a-lifetime opportunity provided by the GSLEP Program, a partnership of the 12
snow leopard range countries and some |7 partner organizations, to implement the visionary
goals and objectives set out in the Bishkek Declaration of October 201 3.

The key challenge for AHM moving forward is to shift gears, sort out the management issues identified
in this report, and refocus its efforts on three priorities:

e Learn as much as possible about the Ghosts,

e  Work with the Guardians, including both snow leopards and the communities in High Mountain
Asia, to promote climate-smart management of snow leopard habitat, and

e  Work directly with GSLEP Secretariat, the National Snow Leopard & Ecosystem Protection
programs, the other |5 GSLEP partners, and the recently created Global Tiger Initiative
(GTI)/GSLEP Alliance to implement the GSLEP program.

The Asia’s High Mountain Landscapes and Communities (AHM) project urgently needs a reboot. On
the program side, it needs to refocus on snow leopard conservation, and devote its undivided attention
to the climate-smart management of snow leopard habitat with strengthened direct links to both the
National Snow Leopard and Ecosystem Protection Programs (NSLEPs) and the regional Global Snow
Leopard and Ecosystem Protection Project (GSLEP), including the GSLEP Secretariat in Bishkek. On the
management side, significant issues have been identified with project management, with communication
and information sharing, with monitoring and reporting, and with working with partners. If World
Wildlife Fund (WWVF)-US addresses these issues in a timely and comprehensive manner, the reboot
from AHM 1.0 to AHM 2.0 will put the project on track to make important contributions to the global
snow leopard effort and develop a firm base that can be built on after AHM winds down in September
2017.

The reboot of AHM provides WWEF-US with two additional opportunities:

e A chance to “walk the talk” on becoming “Truly Global” by directly involving eight other WWF
organizations3 in the re-launch of and Work Plan development for AHM 2.0, and

e An opportunity to use AHM as a flagship project to start implementation of the VWWF
Network-wide Snow Leopard Species Action Plan (SAP).

3 The six WWFs that implement AHM (WWF/Bhutan, WWF/India, WWF/Mongolia, WWK/Pakistan, WWF/Nepal, and
WWF/Russia) as well as at least two VWWFs that provide co-funding for work in the AHM landscapes in Bhutan and the
Kyrgyz Republic (WWF/Finland and WWF/Netherlands).
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A detailed recommendation on how to link the reboot to the “Truly Global” framework and at the
same time directly link it to the GSLEP/NSLEP process is presented in Section 4.10. Rather than using
the old model (i.e., decision-making in Washington by WWF-US staff halfway around the world from
where the project is being implemented) there is an excellent opportunity to test the new model (i.e.,
decision-making with WWF country offices and key partners (including GSLEP and the new GTI/GSLEP
Alliance)) at a planning workshop held in Delhi.

The credibility of both WWF-US and US Agency for International Development (USAID) in the snow
leopard conservation community needs urgent attention. For AHM 1.0 to be transformed into AHM
2.0, several clearly visible changes are required. One is much better communication and information
sharing. A second change is a much sharper focus on climate-smart snow leopard conservation. A third
change is a clear shift from the Climate Summit for the Living Himalayas that had been based in Bhutan
to the GSLEP program and Secretariat that is based in the Kyrgyz Republic. The clearest and most
effective way to signal this shift will be for the AHM Project Manager to move from Thimphu to Bishkek.
A fourth change is new, senior-level WWF-US management that will engage effectively with many
different pieces of the WWF network and with other existing and potential project partners. If these
four changes are implemented, the momentum for moving from AHM 1.0 to AHM 2.0 will have been
put in place. If they are not implemented, there is a real danger that inertia will prevail and that AHM
1.0 will morph into AHM 1.1

In the view of the Evaluation Team, AHM 1.0 has developed into a bit of a “mishmash”: a mix of many
different activities with no clear strategic coherence and no clearly articulated plan for scaling up.# In
three of the six AHM countries (Bhutan, the Kyrgyz Republic, and Mongolia), AHM resources have been
invested in relatively small geographic areas that receive equal or substantially more resources from
other sources. In three of the six countries (India, the Kyrgyz Republic and Mongolia) the annual
budgets for AHM field activities are between US$ 50-100k per year.

AHM was designed and launched in the last half of 2012. Then 2013 happened: the Global Snow
Leopard Forum, the Bishkek Declaration, the development of National Snow Leopard and Ecosystem
Protection Programs for each of the 12 snow leopard range countries, the development of the Global
Snow Leopard and Ecosystem Protection Project (GSLEP), and the establishment of the GSLEP
Secretariat in Bishkek. These events transformed both the possibilities of and the priorities for work on
snow leopard conservation in “high mountain Asia.”

While AHM 1.0 has made some adjustments to these new developments, including the support for the
Global Snow Leopard Conservation Forum, and gradually abandoned its hope that the Climate Summit
for the Living Himalayas would provide a framework for the project, the fundamentals of the AHM
project — its programs and its management — were never fully adjusted to reflect the developments of
2013. An opportunity to make this adjustment in 2014, when the project was extended with
substantially increased resources, did not happen. The time has come to make those changes. If the
AHM project is to be relevant to the new realities and make a significant contribution in the post-2013
world, AHM 1.0 needs to be upgraded to AHM 2.0.

4 A mishmash that includes cardamom farming, bee keeping, the construction of wooden bridges, water systems for pastures,
maize adaptation demonstrations, citrus fruit tree seedling promotion, sustainable harvesting plans for Juniperus indica, the
provision of subsidized “improved” cook stoves, support for community-managed essential oil processing enterprises, clean-
up campaigns... the list goes on at some length. Annex A(2) and B provide some information on these activities. There
appears to be little attention paid to underlying drivers including rights (land rights, use rights, management rights) or to
governance. This echoes two questions raised by USAID about the FY 2014 Work Plan: "Are activities in each country
providing or building toward achievement of objectives that are strategically linked within that country and across countries?
What are the “so what?” impacts expected from the suite of actions in each location, each country, and regionally?"
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The Evaluation Team recommends that the two Objectives of AHM be tweaked to reflect this new
focus:

Objective #I

Old: Promoting climate-smart management of high mountain landscapes and snow leopard habitat for
sustainable development.

New: Promote climate-smart management of snow leopard habitat for sustainable development in Asia’s high
mountain landscapes and communities.

Objective #2

Old: Improving transnational collaboration on climate change adaptation and snow leopard conservation
in Asia’s high mountain landscapes.

New: Improve transnational collaboration on climate-smart snow leopard conservation in Asia’s high mountain
landscapes and communities.

It is important to note that “water security”, a theme regularly mentioned in AHM documentation, is
not included in either objective. Water security is a higher-level long-term goal, something for which
the project is not directly responsible. Water security is a co-benefit of improved climate-smart
management of snow leopard habitat.

Moving to program substance, there is an urgent need to:

e Refocus the project on climate-smart snow leopard conservation.’

e Devote urgent attention to the timing of work planning, budgeting and the flow of funds to the
country projects. For three years in a row, most funds have arrived very late with serious
consequences for both project implementation and staff & partner morale... as well as AHM
project credibility.

e Maintain climate change adaptation and limited work on water work in cases where this builds
on work already done and can be directly linked to climate-smart snow leopard conservation.

e Set broader climate change adaptation and “water security” (including Integrated River Basin
Management or IRBM) goals to the side. There will be other projects that have time frames and
levels of resources commensurate with a reasonable chance of meeting these goals.

e Move AHM project management from inaccessible Thimphu to the center of GSLEP action in
Bishkek, or alternatively to Indiaé with regular visits to Bishkek.” The Evaluation Team believes
that Bishkek is the preferred option. In addition to devoting more concerted attention to AHM
Objective #2 in close consultation with the staff of the GSLEP Secretariat, the move to Bishkek
would allow the Project Manager to engage with other donors as they develop both their
GSLEP and NSLEP support projects.8 The Project Manager could also work with the GSLEP
Secretariat to update and strengthen Chapter 8 of the GSLEP document on the Global Support

5 Credit for this term goes to Mikhail Paltsyn currently completing his PhD dissertation at the SUNY College of Environmental
Science & Forestry on” Climate-smart Conservation of Snow Leopard and Altai Argali in the Altai Sayan Region.” Mikhail
credits a WWEF publication for the derivation of the term: John Morrison and Alfonso Lombana. 201 |. Climate Adaptation:
Mainstreaming in Existing Conservation Plans. WWEF-US, Washington DC.

¢ Options could include Delhi at WWF/India, Dehra Dun at the Wildlife Institute of India (WII), or Bangalore with the
National Conservation Foundation (NCF)/Secretariat of the Snow Leopard Network (SLN))

7 Using the new, direct connection on Pegasus Airlines being used by the Sow Leopard Trust (SLT) staffers who are
supporting GSLEP

8 For example, the Evaluation Team has received a copy of the Project Identification Form (PIF) for a proposed $5.5 million
GEF medium-sized Project on Transboundary Cooperation for Snow Leopard and Ecosystem Conservation. AHM Project
Manager input into the design of this and other planned GEF projects would help to align USAID and WWEF investments
with those being proposed by other donors.
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Components® and help explore links between GSLEP and the more recent Central Asian
Mammals Initiative (CAMI), part of the Convention on the Conservation of Migratory Species of
Wild Animals (CMS). The GSLEP Secretariat and Program has a very short window between
now and 2020 to demonstrate its effectiveness and move snow leopard conservation forward.

It is very much in the interest of both WWF-US and USAID to do whatever they can to make
GSLEP a success.

Adjust WWEF-US management support of AHM either to direct oversight by a Vice President in
Washington, DC or to the system of global matrix management with a stakeholder group being
used by some WWF projects such as the Living Himalayas Initiative.!0 The global matrix model
directly involves multiple WWVF organizations in project management.

Develop an AHM theory of change and use this to focus the AHM Work Plan for the remainder
of the project.™*

Program, and wherever possible reprogram, available resources to support a more narrowly
focused AHM 2.0

Pay careful attention to what will happen to AHM-funded activities after September 2017 (i.e.,
sustainability and exit strategies).

Use the WWF Network’s “Truly Global” Initiative to develop county-level buy-in to AHM 2.0.

Use the reprogramming of the last two years of AHM to provide a platform for and develop
synergy with WWF’s new Snow Leopard Species Action Plan as part of support for the
GLSEP/NSLEP Action Plan

Develop a proactive communications strategy. The AHM project has been very weak on
communications across the board: no project logo or other branding, no newsletter or Email
updates, no easily accessible website (unless someone is directed to www.thirdpolegeolab.org ).

People outside of the WWF/AHM project, including many in the broader snow leopard
community, are not aware of what the project is working on or achieving. This needs to
change, and change quickly, if there is to be any hope of broader impact or learning, much less
sustainability.

Devote increased effort and resources to working collaboratively with other groups active in
the snow leopard space (e.g. the Snow Leopard Network and its members, including the Snow
Leopard Trust and the Snow Leopard Conservancy).!2

Join the Snow Leopard Network as an institutional member. WWF/India, WWF/Nepal, and
WWF/Mongolia are members, but WWF-US is not (yet).

Keep USAID Mission staff informed about AHM progress. None of the six USAID Missions has
been visited during the first 2.5 years of the project (Nepal, India, Pakistan, Regional

Chapter 8 as currently written is very weak — far and away the weakest part of the GSLEP document.

Also called the Living Himalayas Network Initiative and the Living Himalayas Global Initiative. The Initiative is managed by
Sami Tornikoski based in Thimphu and directed by Ravi Singh, Secretary General & CEO of WWF/India. See
https://vimeo.com/23365280 and

http://assets.worldwildlife.org/publications/33 | /files/original/The _Eastern_Himalayas Where Worlds_Collide.pdf

Starting with a careful, critical review of the schema in the original proposal prepared with the assistance USAID’s Measuring
Impact project coupled with Table 4 (Threats to Snow Leopards, Wild Prey, and Their Ecosystems) in the GSLEP document

(a table taken from the updated 2014 version of the Snow Leopard Survival Strategy)

Initial project documentation trumpeted a collaboration with the Snow Leopard Trust. Although SLT is active in most of the
AHM countries, and has substantially more experience with snow leopard conservation than WWF-US, it has been provided
with only 3.5 percent of the AHM budget (261 k) primarily to implement a research grants project. For additional discussion

of the AHM budget see Section 2.3.
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Mission/Almaty, the Kyrgyz Republic or Mongolia)."* There has been some interaction with
USAID field staff during regional meetings.

Detailed recommendations on these and other elements of the proposed reboot are presented in
Section 4 below.

The evaluation process:

The evaluation process started with extensive document review, key informant interviews and a trip to
Seattle to meet with WWFs AHM partner the Snow Leopard Trust (SLT). This was followed by
meetings in Washington, DC with WWF, USAID, and others prior the country visits. The evaluation
included country visits to Bhutan, India, the Kyrgyz Republic, and Mongolia as well as a brief stop in
Almaty, Kazakhstan to meet with the USAID Regional Mission. The country visits included brief field
visits with WWEF staff to Bumthang (Bhutan) and Issyk Kul (Kyrgyz Republic). The stop in Delhi included
meetings with staff from WWF/Nepal (in person) and WWF/Pakistan (via Skype). Overall, the
evaluation included discussions with some two dozen WWF staff in seven national WWF organizations.
It also included phone/Skype/email interviews with some three dozen key informants along with staff in
five USAID Missions.

Evaluation results:
The overall assessment by the Evaluation Team of the various elements of the AHM project is:

e Objective #l. Promoting Climate-Smart Management of High Mountain Landscapes and Snow
Leopard Habitat for Sustainable Development.
Grade: B+ (A for Bhutan & Mongolia on the geographic focus of AHM-supported work)

e  Obijective #2. Improving Transnational Collaboration on Climate Change Adaptation and Snow
Leopard Conservation in Asia’s High Mountain Landscapes.
Grade: C

e Snow Leopard Conservation, Climate Change Adaptation and Water Security

Grade: Widespread Confusion about iffhow these elements fit together
o Snow Leopard Conservation - B
o Climate Change Adaptation, - C (B+ for sensitization of WWVF project staff and
selected partners to climate change adaptation issues)
o Water Security — D
e Project Management — Thimphu, Bhutan & Washington, DC
Grade: Thimphu — B, Washington — D

e Communications & Information Sharing
Grade: D (B+ for the website www.thirdpolegeolab.org , B-/C+ for the two technical reports
completed to date, D for the ease of finding AHM project information on the WWF-US
website, and D for keeping USAID Missions and ESTH Officers in Embassies informed about
what AHM has been doing)

e Monitoring & Reporting
Grade B+ (with an urgent need to simplify monitoring & reporting requirements and put
reports where interested readers can find them)

13 WWE notes that the USAID Regional Mission in Almaty is in Kazakhstan which is not one of the AHM countries. While this
is true it is also irrelevant. AHM is supporting the 12-country GSLEP program under Objective #2. The USAID Regional
Mission implements programs in 4 of these 12 countries. In addition, it is easy to pass through Almaty on the way to or
from Bishkek from South Asia.
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e Working with Existing and Potential Partners
Grade: D (B+ for work with existing partners)

e The Drivers and Socio-Cultural Dimensions of Snow Leopard Conservation
Grade: Needs urgent attention (D for use of internal WWF resources)

Among the findings that emerged from the evaluation process:

e The AHM Project Manager has done a competent job of managing the AHM project.
e As noted above, some areas need significant work.

o WWEF field offices have done a good job of taking (in most cases) small amounts of money,
combining them with other sources of funding, and doing mostly modest things in the field that
generally make sense. For reasons that are unclear, this aspect of the project (i.e. combining
USAID resources from WWEF-US with resources from other sources) has been mentioned but
has not been clearly highlighted in WWF reporting to USAID.

e Useful work has been started on snow leopard conservation and habitat management in each of
the six AHM countries.

o  WWEF field staff have received valued training on climate change adaptation.

e AHM has proactively supported the Global Snow Leopard and Ecosystem Protection Program
(GSLEP) and engaged with the GSLEP Secretariat in Bishkek. Details of this support are outlined
in Annex A(3). There is scope to both broaden and significantly deepen this engagement, with
particular attention to the National Snow Leopard and Ecosystem Protection Programs
(NSLEPs)

The overriding goal of the Evaluation Team has been to provide observations, suggestions, and
recommendations that will strengthen the AHM program and help it to maximize the impact of USAID
and WWEF resources for the benefit of Asia’s High Mountain Landscapes and Communities. There are
several AHM management and programmatic issues that require urgent attention. We are confident
that once these issues have been addressed AHM will be well positioned to continue making important
contributions to the climate-smart management of snow leopard habitat for sustainable development in
Asia’s high mountain landscapes.

In closing, as Daniel Miller, Senior Development Advisor at USAID/Mongolia during the visit of the
Evaluation Team, noted in one of his several books on the people and environment of the Tibetan
Plateau:

Twelve-hundred years ago, with remarkable prescience, Tibetans viewed their homeland as the “Heart of the
World.” A 9t century Tibetan document found in the caves of the Buddhist center at Dunhuang, along the old
Silk Road just north of the Tibetan Plateau, attests to the environmental significance Tibetans attributed to their
homeland over one thousand years ago:

This center of Heaven
This core of the earth
This heart of the world,
Fenced round by snow,
The headland of all rivers,
Where the mountains are high and
The land is pure.

6 AHM MID-TERM EVALUATION



The world now needs to ensure that the Tibetan environment remains healthy and continues to provide vital
ecosystem services. Not only for the people living on the Tibetan Plateau and in the Himalaya but for hundreds
of millions of people in adjoining areas whose lives are affected by what happens to this high, mountain region.'*

' Daniel Miller, Tibet From Space https://maptia.com/danielmiller/stories/tibet-from-space
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|. EVALUATION PURPOSE, OBJECTIVES,
TARGET AUDIENCE AND KEY QUESTIONS

1. PURPOSE

The purpose of the evaluation is to assess the performance of the Conservation and Adaptation in Asia’s
High Mountain Landscapes and Communities Project (known as Asia High Mountains (AHM) project)
midway through the life of the project. The project is funded by USAID under Associate Cooperative
Agreement Award No. AID-OAA-LA-12-00003 under the Leader with Associates Cooperative
Agreement with World Wildlife Fund, No. EEM-A-00-09-00006-00.

1.2 OBJECTIVES

The primary objective of this mid-term evaluation is to reflect on the design of the AHM Project and
specifically, whether the sum of the various individual activities are able to amount to a larger, more
significant set of impacts region-wide. Given the low population densities in these high mountain
environments, the challenge for the project has been to determine whether the impacts of the various
activities in the participating communities can have a significant impact on landscape management and
snow leopard habitat, in particular; and, how the interplay with regional alliance building component
through participation in the Global Snow Leopard and Ecosystem Protection Program (GSLEP) may be
contributing to impact. A related objective of the mid-term evaluation is to assess lessons learned and
document success stories from the AHM that could inform future program design (i.e., is there value-
added when integrating biodiversity and climate change adaptation into sectoral projects (e.g. watershed
management, economic growth, etc.) or are stand-alone projects focused on either biodiversity
conservation or climate change adaptation more effective?

The evaluation will also help determine whether the activities under this program framework
successfully have been addressing and meeting their objectives effectively and complemented one
another to conserve biodiversity while also improving local livelihoods. The results of the evaluation will
be relevant to other biodiversity and climate change adaptation projects and programs around the world
and may feed into meta-reviews and assessments being conducted through USAID/Washington.

1.3 TARGET AUDIENCE

The primary audience for the evaluation is USAID/Asia Bureau’s Environment Officer, the originator of
the cooperative agreement (CA). The Findings, Conclusions, and Recommendations may be used in
potentially modifying the terms of the agreement to improve impacts and outcomes if needed. Other
target audiences are WWF, participating USAID bilateral and regional Missions, and participating
national governments and national and international NGOs. The evaluation may also be of interest to
USAID’s Climate Change Office and Forestry and Biodiversity Office with respect to project design and
the intersection of nature conservation and climate change adaptation. It may also document success
stories to contribute to outreach materials on USAID’s approach and the value of integration. Lastly, the
final report of this evaluation will be publically available through the Development Experience
Clearinghouse so that the evaluation will be accessible to a broad range of stakeholders.

8 AHM MID-TERM EVALUATION



1.4 KEY QUESTIONS:

I. To what extent have the activities implemented under the USAID/WWF AHM project had a
positive impact on snow leopard habitat management in the participating countries and sites that
can be measured?

a. How successfully has monitoring been (approach and selection of indicators) in meaningfully
measuring progress towards conservation targets or reduction in threats to snow leopards and
their habitats?

b. How effectively have the activities utilized adaptive management to improve conservation
outcomes?

2. To what extent have efforts to improve governance and increase capacity to manage protected
areas and other land uses () reduced the rate and extent of ecosystem degradation to date, (2)
contributed to ecologically sustainable and climate adaptive livelihood improvements in the
target areas, and (3) permitted different stakeholders to work in improved collaboration
towards a common goal?

3. To what extent have livelihood-based interventions (|) improved the welfare of rural inhabitants
in the targeted sites, (2) altered incentives towards conservation in the focus areas of the
activities, and (3) improved local capacity for climate change adaptation?

4. To what extent has WWF employed a collaborative learning strategy in the design and
implementation of AHM project activities in the individual sites and across the project as a
whole?

a. Has WWF adopted an approach of collaboratively developing activities with government,
NGO, and community partners and, if so, how has this been done?

b. How has WWF contributed to models and innovations to improved water security in its
adaptive management approach! How has learning been institutionalized within target sites as a
component of sustainability?

c. Has WWF utilized social and multimedia media and online tools to leverage learning and the
AHM project results across the 12 snow leopard habitat countries as well as other interested
parties and donors and, if so, what have been the impacts of using such tools to date? [Examples
include social media such as Facebook, Twitter, and similar media; online tools such as
interactive websites, webinars, and mobile phone tools (SMS, etc.); and multimedia such as
videos and radio.]

5. Which types of activities seem to offer the most promise for future investments in snow
leopard habitat conservation and high mountain climate change adaptation? Which have been
the least effective to date and why? Does integration improve results?

Is the AHM project contributing to water security?

7. The Evaluation will document instances of development innovation, the effective use of science
and technology, success stories and effective inclusion of women in the project whenever
possible.

15 . . . . . . . .
This is the formulation of the Evaluation Questions in the Statement of Work. Some questions were tweaked to improve
clarity and a few additional questions have been added. See Annex B for the revised list or go to
http://goo.gl/forms/5wV3klsy7B to examine the survey.
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2. PROJECT CONTEXT & BACKGROUND

2.1 PROJECT CONTEXT

Asia’s high mountains are critical to the survival of well over a billion people and the economies of a
number of Asian countries. This is because the complex of mountain ranges, including the Hindu Kush
Himalaya (HKH), Karakorum, Pamir, Altai-Sayan, and Tien Shan ranges give rise to some of Asia’s most
important river systems supplying water downstream. The mountains themselves have numerous
complex and diverse ecosystems owing to the great changes in elevation, rainfall, and topography over
short distances. This is especially true for the eastern HKH but is also the case for most of the rest of
the mountain ranges as well.

However, climate change is causing an especially rapid rise in mean annual temperature in Asia’s high
mountain ranges and this threatens the integrity of these upland and mountain ecosystems and also the
communities in these mountains. In addition, climate change is causing changes in rainfall, snow melt,
and glacier retreat that also affect the vital water supplies of the major ri