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H. Evaluatlon Abslracl too rot ..cad me S O X .  O W W M C ~ I  

he p r o j e c t  a ims  to h e l p  t h e  Government o f  trepal to improve t h e  c a p a b i i i t y  o f  t h e  I n s t i t u t e  
f F o r e s t r y  (IOF) t o  meet N e p a l ' s  need f o r  t r a i n e d  n a t u r a l  r e s o u r c e  managers.  The p r o j e c t  
s b e i n g  implemented by t h e  USAID P r o j e c t  Manager and t h e  Dean o f  IOF, Tr ibhuvan  U n i v e r s i t y  
T.U.). T h i s  mid-term e v a l u a t i o n  (7/87-12/91) was conducted by a team o f  e x t e r n a l  
v a l u a t o r s  on t h e  b a s i s  o f  a rev iew of  p r o j e c t  documents,  v i s i t s  to two IOF  campuses, and 
n t e r v i e w s  w i t h  f a c u l t y ,  s t a f f ,  and  s t u d e n t s  a t  b o t h  campuses,  and  w i t h  IOFP team members, 
SAID o f f i c i a l s ,  T.U. o f f i c i a l s ,  M i n i s t r y  o f  F o r e s t  and Environment o f f i c i a l s ,  and 
e p r e s e n t a t i v e s  o f  o t h e r  donor  agency f o r e s t r y  p r o j e c t s .  The purpose  was t o  p r o v i d e  
e l i a b l e  feedback  on  implementa t ion  and  Impact  o f  IOFP t o  IOFP p r o j e c t  managers and  
mplementors.  The major  f i n d i n g s  and  c o n c l u s i o n s  are: t 

The IOFP h a s  made c o n s i d e r a b l e  p r o g r e s s  toward f u l f i l l i n g  i t s  purpose ,  and  it s h o u l d  
a t t a i n  most o b j e c t i v e s  by 1995. 

The IOFP TA team h a s  c a r r i e d  o u t  i ts  s c o p e  o f  work w i t h  d e t e r m i n a t i o n  and  commitment i n  
t h e  f a c e  o f  p r o j e c t  d i s r u p t i o n s .  

Poor  academic d i s c i p l i n e  and l a c k  o f  a f u n c t i o n a l  academic c a l e n d a r  h a s  c o n s t r a i n e d  
p r o j e c t  e f f o r t s  t o  improve t h e  q u a l i t y  o f  e d u c a t i o n  a t  t h e  IOF. 

The IOF c u r r e n t l y  d o e s  n o t  have a n  e f f e c t i v e  means o f  d e a l i n g  w i t h  t h e  r e c u r r i n g  c o s t s  
o f  main tenance  and rep lacement .  The IOFP shou ld  a s s i s t  t h e  team and  T.U.'in deve lop in5  
a sys tem t h a t  a n t i c i p a t e s  r e c u r r i n g  c o s t s  and f i n a n c e s  t h o s e  c o s t s  a t  leas t  i n  p a r t  
t h r o u g h  overhead  c h a r g e s  un f a c u l t y  r e s e a r c h  and  th rough  c a p i t a t i o n  f e e s .  

The E v a l u a t i o n  Team recommends t h a t  USAi~/Nepal  c o n t i n u e  s u p p o r t  o f  t h e  IOF th rough  t h t  
IOFP w i t h  emphasis  on improved management, t e a c h e r  t r a i n i n g ,  c u r r i c u l u m  development ,  
a n d  t h e  i n t e g r a t i o n  o f  t h e  t e a c h i n g  and r e s e a r c h  a c t i v i t i e s  o f  t h e  IOF. 

!he e v a l u a t o r s  n o t e d  t h e  f o l l o w i n g  " l e s s o n s n .  

P r o j e c t s  i n t e n d e d  t o  s o l v e  broad s e c t o r a l  problems need t o  a t t e n d  c a r e f u l l y  t o  what is 

,. P r o j e c t s  d e s i g n e d  t o  enhance a v a i l a b i l i t y  of t r a i n e d  manpower must have  b u i l t  a- i n  , 
f l e x i b i l i t y  i n  o r d e r  t o  a d j u s t  t o  t h e  changing manpower n e e d s  o f  c l i e n t  a g e n c i e s  and  
e m p l o y e r s  i n  t h e  p r i v a t e  s e c t o r .  

!. 
I n s t i t u t i o n a l  s u s t a i n a b i l i t y  is a long- te rm and  on-going p r o c e s s .  

1. Evaluatlon Team 
Name Alflllatlon 

phi1 Young Teitm LRade~ DMI  I n t l '  
' R i c h a r d F b q l i s h , W a m . t ~  CPJ, I n t l '  
Eon C-iImour, Team Paher D M ,  I n t l '  
Keshar Fa jrachwa, %am tkwber DM, I n t l  ' 

:ontract Number OR 
TDY Person Days 

W-5A51-1-00- 
1027-00 

:ontract Cost OR 
TOY Cost (U.S. 

$03,000 

2. MlsslonlOlllce Prolesslonal Stafl 7-j 
Person-Days (Estimate) 2 l/nerson I 

Source of Funds 

Grant 
Ageement 

Staff Person-Days (Estimate) 21/-, 
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A.I.0, EVALUATION SUMMARY - PART II 
I 
4 

S U t A  r.1 A R Y 

J. Summary 01 Evalustlon Flndlngr, Concluslonr and Aecornmrndnllons (Try  not lo exceed the three (3) pages provlded) 
Address the lollowlng Items: 

a Purpose o l  evaluallon and melhodology used 
Purpose o l  acllvlty(les) evaluated 

a Prlnclpal recommandatlons 
Lessons learned 

0 Flndlngr and conclusions (relate l o  querllons) 

Mfrslon or Office: Date Thls S u m m m ~  Praparrd: n [ l r  And Dale 0 1  Full Evnluatlon Report: 

NAME OF MISSION: USAID/Kathmandu, ~ e p a l  

PURPOSE OF ACTIVITY EVALUATED: The purpose of  t h e  I n s t i t u t e  of  Fo re s t ry  P r o j e c t  (107P) 
i s . t o  "improve t h e  c a p a b i l i t y  of  t h e  I n s t i t u t e  of  F o r e s t r y  to  meet Nepal 's  need f o r  
t r a i n e d  n a t u r a l  r e sou rce  managers ( I O P  P r o j e c t  Paper ) . "  

, I  

PURPOSE OF EVALUATION AND METHODOLOGY USED: The purpose of t h i s  mid-term e v a l u a t i o n  " is  
t o  p rov ide  r e l i a b l e  feedback on implementation and impact  o f  IOFP to IOFP p r o j e c t  
managers and i m ~ l e m e n t e r s  (Scope of  Work)." 

The methodology used inc ludeb  document review, obse rva t ion ,  in formal  and semi-s t ruc tured  
i n t e r v i e w s ,  and a sys t ema t i c  consensus-bui lding procedure.  

FINDINGS AND CONCLUSIONS 

General:  The P valuation Team f i r m l y  b e l i e v e s  t h a t  t h e  IOFP h a s  made cons ide rab l e  
p r o g r e s s  toward f u l f i l l i n g  i t s  purpose d e s p i t e  t h e  s o c i a l ,  p o l i t i c a l ,  economic, and 
b u r e a u c r a t i c  c o n s t r a i n t s  t h a t  a r e  a p a r t  of t h e  c u r r e n t ,  b u t  changing, c o n t e x t  i n  
Nepal. Based on o u r  f i n d i n g s ,  w e  b e l i e v e  t h a t  t h e  p r o j e c t  should be cont inued.  With 
minor excep t ions ,  w e  f i n d  t h a t  t h e  o r i g i n a l  p r o j e c t  des ign  is sound. Our 
recommendations a r e  f o r  s h i f t s  of emphasis i n  terms of where major e f f o r t s  should be  
made from h e r e  on r a t h e r  t han  any r a d i c a l  redes ign .  

Human ~ e s o k e s :  The  valuation Team recommends t h a t  t h e  shor t - te rm t r a i n i n g  p l an  be  
reviewed and r e v i s e d  and t h a t  shor t - te rm t r a i n i n g  f o r  I O F  f a c u l t y  and s t a f f  be  resumed 
ab' soon a s  poes ib l e .  The Team recommends t h a t  f u r t h e r  long-term t r a i n i n g  be  de layed  
u q t i l  t h e  IOF h a s  determined t h a t  it can be resumed wi thou t  n e g a t i v e l y  a f f e c t i n g  t h e  
a$ademic program. The Team f u r t h e r  recommends t h a t  t h e  remaining t r a i n i n g  funds  be  
pl,aced i n  a common pool wi th  n o  s p e c i f i e d  number of  M.SC. or Ph,.D. p o s i t i o n s .  We do  n o t  
b d i e v e  t h a t  Ph.D. t r a i n i n g  i s  c o n s i s t e n t  w i th  t h e  c u r r e n t  neede o f  t h e  IOF and 
recommend t h a t  t r a i n i n g  be d i r e c t e d  toward M.Sc. deg rees  i n  g e n e r a l  f o r e s t r y  and s o c i a l  
f o r e s t r y .  N o  f u r t h e r  t r a i n e e s  should be s e n t  t o  Malaysia and t h e  program a t  Un ive r s i t y  
o f  t h e  P h i l i p p i n e s  a t  LOS Ban06 (uPLB) should be reviewed b e f o r e  sending f u r t h e r  
c a n d i d a t e s  t h e r e .  

Research: The IOFP TA team has  provided t r a i n i n g  to f a c u l t y  i n  proposal  p r e p a r a t i o n  and 
r=sss:ck wLoh4s t k t  k e  siikiCaii&iaiiy i t n p r d  their a b i i i t y  to write propbsalm, 
conduct  r e s e a r c h ,  and p r e s e n t  r e a u l t a .  IOFP has  a l s o  improved l i n k a g e s  w i t h  g r a n t i n g  
a g e n c i e s  which has  r e s u l t e d  i n  g r e a t e r  a v a i l a b i l i t y  of fufids f o r  r e sea rch .  

The p r o j e c t l s  emphasis on r e s e a r c h ,  p a r t i c u l a r l y  i n  a o c i a l  f o r e s t r y ,  h a s  caused 
resen tment  among some f a c u l t y  who have no t  d i r e c t l y  b e n e f i t t e d .  Seve ra l  r eaea rch  
p r o j e c t s  e i t h e r  sponsored by t h e  IOFP o r  guided by i t s  Research Adviser have been on 
hold  s i n c e  t h e  suspension o f  t h e  p r o j e c t .  To t h i s  p o i n t ,  t h e  IOF has  r ece ived  no  
monetary b e n e f i t  from f a c u l t y  r e s e a r c h  g r a n t s .  



? 
!he E v a l u a t i o n  Team recommends t h a t  a t  t h i s  s t a g e  i n  t h e  p r o j e c t  t h e r e  be a  s h i f t  i n  
m p h a s i s  f rom p r o j e c t  sponsored  r e s e a r c h  toward c u r r i c u l u m  development ,  a  b e t t e r  
i n t e g r a t i o n  o f  r e s e a r c h  a c t i v i t i e s  w i t h  s t u d e n t  t r a i n i n g ,  and a b e t t e r  l i a i s o n  w i t h  
k h e r  Nepa l i  r e s e a r c h  i n s t i t u t i o n s  to  e n s u r e  t h a t  IOF r e s e a r c h  i s  c o n s i s t e n e  w i t h  
r a t i o n a l  r e s e a r c h  p r i o r i t i e s .  

k e  Team a l s o  recommends t h a t  t h e  IOFP TI, team work w i t h  t h e  I o F  and TU to d e v i s e  a 
f o r k a b l e  s y s t e m  f o r  c h a n n e l i n g  overhead  f rom f a c u l t y  r e s e a r c h  i n t o  a n  IOF d i s c r e t i o n a r y  
Eund . 
:urr iculum Deve'lopment: The IOFP h a s  i n c r e a s e d  IOF f a c u l t y  and  a d m i n i s t r a t i o n  a w a r e n e s s  
>f  t h e  r o l e  o f  s o c i a l  S c i e n c e  i n  f o r e s t r y  and t h e  need f o r  c u r r i c u l u m  development  a t  t h e  
[ n s t i t u t e .  The IOFP sponsored  a  ~ a t i o n a l  Cur r icu lum Development Workshop a t  t h e  IOF 
:hat  r e s u l t e d  i n  sound p o s i t i v e  recommendations f o r  c u r r i c u l u m  r e v i s i o n .  

Poor academic d i s c i p l i n e  and  l a c k  o f  a f u n c t i o n a l  academic c a l e n d a r  h a s  c o n s t r a i n e d  
project e f f o r t s  t o  improve t h e  q u a l i t y  o f  e d u c a t i o n  a t  t h e  IOF. A c t u a l  r e v i s i o n  o f  t h e  
c u r r i c u l u m  h a s  n o t  o c c u r r e d .  C u r r e n t  TO p r o c e d u r e s  f o r  c u r r i c u l u m  change and  t h e  
i n f l e x i b l e  c o n n e c t i o n  between c u r r i c u l u m  and  e x a m i n a t i o n s  a r e  c o n s t r a i n t s  t h a t  need t o  
b e  overcome. 

c 

The E v a l u a t i o n  Team recommends t h a t  e v e r y  e f f o r t  b e  made t o  move ahead r a p i d l y  w i t h  
ct,lrriculum r e v i s i o n  a t  t h e  IOF. The new V i c e  C h a n c e l l o r  o f  TU is r e c e p t i v e  t o  needed 
p r o c e d u r a l  changes .  The Team f u r t h e r  recommends t h a t  t h e  IOFP Research  A d v i s e r  p o s i t i o n  
bq e x t e n d e d  t o  t h e  end  o f  t h e  p r o j e c t  and  t h a t  t h e  Scope o f  Work f o r  t h i s  p o s i t i o n  b e  
c&nged t o  f o c u s  on c u r r i c u l ~ ~ m  development  w i t h  much less emphasis  on r e s e a r c h .  The 
e a r l i e r  emphas i s  on r e s e a r c h  h a s  s e r v e d  i t s  purpose  w e l l .  The f o c u s  s h o u l d  now be o n  
t h e  c u r r i c u l u m .  

Women and Remote Area S t u d e n t s :  The IOFP TA team h a s  i n i t i a t e d  b r o a d e r  female  and 
+mote a r e a  s t u d e n t  r e c r u i t m e n t  e f f o r t s ,  h a s  a c t i v e l y  promoted a  b e t t e r  u n d e r s t a n d i n g  o f  
t h e  role o f  N e p a l ' s  women'in n a t u r a l  r e s o u r c e  management, and  h a s  begun e f f o r t s  t o  
d e v e l o p  a d m i s s i o n  and  s t i p e n d  award p r o c e d u r e s  t h a t  enhance o p p o r t u n i t i e s  f o r  women and  
remote  a r e a  s t u d e n t s .  The IoF h a s  s a t i s t i e d  t h e  p r o j e c t  c o n d i t i o n  o f  i n c r e a s i n g  female  
e n r o l l m e n t  to  a l e v e l  g r e a t e r  t h a n  1 0 %  of t h e  s t u d e n t  body. 

The IOF i s  c u r r e n t l y  p roduc ing  more g r a d u a t e s  t h a n  t h e  j o b  marke t  can  a b s o r b ;  and  f e m a l e  
s t u d e n t s  have s i g n i f i c a n t l y  more d i f f i c ~ l t y  i n  f i n d i n g  employment t h a n  d o  males.  The 
s t u d e n t  body o f  t h e  IOF is n o t  r e p r e s e n - a t i v e  o f  N e p a l v s  e t h n i c  a n d  r e g i o n a l  d i v e r s i t y  
and c u r r e n t  a d m i s s i o n  p r o c e d u r e s  work a q a i n s t  more e q u i t a b l e  r e p r e s e n t a t i o n .  s t u d e n t  
s t i p e n d s  p r o v i d e d  b y  IOF are i n a d e q u a t e l t o  meet t h e  most b a s i c  needs .  A p p r o p r i a t e  
hous ing  f o r  women d o e s  n o t  e x i s t  on t h e ' 1 0 ~  Hetouda campus. 

1 
The E v a l u a t i o n  Team recommends t h a t  USAID and  t h e  IOFP TA team work c l o s e l y  w i t h  t h e  IOF 
Dean and  TU o f f i c i a l s  to: reduce  y e a r l y  e n r o l l m e n t  a t  t h e  IOF: r e g u l a r i z e  a d m i s s i o n s  
p r o c e d u r e s  to e n s u r e  e q u a l  o p p o r t u n i t y  f o r  remote  a r e a  and  e t h n i c  m i n o r i t y  s t u d e n t s !  
e i v e i y  h i p  i n  jbI3 placement  o f  f e m a l e  g r a d u a t e s ;  p r o v i d e  s t i p e n d s  a d e q u a t e  t o  meet 
b q s i c  needs ;  and p r o v i d e  a p p r o p r i a t e  h o u s i n g  f o r  f e m a l e s  a t  t h e  Hetauda campus. 

~ r h h s t i t u t i o n a l  S u s t a i n a b i  li txr The IOFP TA team h a s  c o n t r i b u t e d  t o  i n s t i t u t i o n a l  - 
s u s t a i n a b i l i t y  t h r o u g h  a r e v i s i o n  o f  t h e  t r a i n i n g  p l a n  f o r  IOF f a c u l t y  and  s t a f f ,  t h e  
p r o v i s i o n  o f  ' shor t - t e rm t r a i n i n g  o f  s t a f f  i n  record-keep ing ,  and  r e p a i r  and main tenance  
o f  f a c i l i t i e s ,  and  a n  a n a l y s i s  of t h e  IoF management s t r u c t u r e  and recommendations f o r  
improvement. The TA team h a s  a l s o  h e l p e d  I O f  t o  d e v e l o p  c l o s e r  l i n k s  o r  e s t a b l i s h  new 
l i n k s  w i t h  government d e p a r t m e n t s ,  donor-funded f o r e s t r y  p r o j e c t s ,  and  i n t e r n a t i o n a l  
o ~ g a n i z a t i o n s  t h a t  s u p p o r t  f a c u l t y  development .  



Despite progress, institutional sustainability problems still abound. Divisiveness 
among the faculty has slowed implementation of training, previous IOF administrations 
have not made consistent efforts to maintain or create appropriate links with other 
agencies, and the IOF currently has no effective system for the sustainable management ' 

of its operations. Pro]ect.expectations that the IOF could profitably manage Its 
forests are beyond the capacity of the existing system. , 

The Evaluation Team recommends that the IOFP TA team continue its efforts to develop and 
expand links between the IOF and national and international agencies that support 
forestry and natural resource management projects in Nepal. To build a better 
management structure, the TA team should work with the Dean and TU to develop more 
rigorous standards of accountability, including faculty and staff job detscriptions that 
identify individual duties, responsibilities, and standards of performance. If progresb 
is not made in this regard, USAID should reconsider its continued funding of the IOFP. 

At this time, the IoFP should not attempt to promote a program of profit-oriented 
management of IOF forests. Efforts would be better directed at using the forests for 
research and demonstration purposes. Another possibility would be cooperaEive use 
agreements with villagers living on the periphery of IOF holdings. This would provide 
the opportunity for active faculty and student participation in community forestry. 

Commodities, Contractor, and TA Team: The contractor, working with IOF faculty and 
administration, developed and implemented a procurement plan designed to meet those 
needs of the IOF to which the project could respond. Despite delays due to complicated 
HMG approval procedures and further delays in customs, procurement is more or less on 
schedule. The Evaluation Team notes that buildings and grounds at both IOF campuses are 
in need of considerably more renovation than can be provided within the current budget 
of the project and that funds will not be forthcoming from TU in the near future. 

Regarding procurement, the Evaluation Team recommends that the IOFP TA team consult with 
USAID, TU, the IOF administration, and other w . 1 ~  officials to seek a legal way to speed 
imported commodities through the approval procedure and customs. The IOFP currently has 
plans for renovation of some IoF facilities and provision of lab and field equipment. 
The Evaluation Team recommends that the procurement and renovation processes be 
accelerated. 

The IOF currently does not have an effective means of dealing with the recurring costs 
of maintenance and replacement. The IOFP should assist the Dean and TU in developing a 
system that anticipates recurring costs and finances those costs at least in part 
through overhead charges on faculty research and through capitation fees. 

The Evaluation Team commends the contractor for a high level of performance, despite tb? 
political disturbances, disruption of the academic schedule, and frequent changes of 
administratior! at the IOF that have prevented timely achievement of some project 
endeavora. 

Some ataff and students on both campuses, but particularly on the Hetauda campus, seemed 
to have little information about the IOFP. The  valuation Team recommends that the IOFP 
make available brief quarterly project updates (in Nepali) to all XOF faculty, staff,: 
and students as well as IOF client agencies. 

The IOFP TA team has carried out its Scope of Work with determination and commitment in 
the face of 'project disruptions mentioned above. The C k i l f  of Party  ha^ established 
very good working relationships with the faculty and several administrations of the IOF. 



m 

C O M M E N T S  

L, C o m t s  Bv Mlsslon. AlOlW Office and BorrowrrlOrrnlss On Full R e ~ o r l  . . 

Mission is pleased with evaluation findings and recommendations 
and appreciated the excellent job and hard work by the 
evaluation team. On the basis of the evaluation, the freeze 
imposed on IOFP has been lifted. The IOF has benefitted .. 
greatly from the appointments of a new Vice Chancellor of 
Tribhuvan University and a new Dean at IOF. Working closely 
with both the V.C.  and the Dean, we were able to effectively 
use the opportunity of the evaluation to gain commitments from 
GON for required policy changes. 



HUMAN RESOURCES DEVELOPMENT RECOMMENDATIONS 

Pool all training funds and eliminate the fixed number of M.Sc. and 
Ph.D. fellowships. 

'USAID via PIL (FY 92) 

e Date: 

Date 1 : 

Ph.D. level training is not necessarily relevant to the current needs 
of the IOF and should be minimized in favor of project emphasis on 
M.Sc. level fellowships in general forestry and social forestry (a 
maximum 24 month training period). 

Date 1 : 

USAID via PIL (FY 92) 

on C l o s u r e  D a t e :  

IOFP should accelerate in-service training of staff in order to 
enhance job skills and performance, in particular, training in 
bookkeeping and accounting procedures to handle project inputs in a 
manner that is consistent with USAJD procedures. 

(a& Datel: 

TA team (LOP) 

e D a t e :  

IOFP must reconsider how PCVs may be used more effectively to achieve 
the purpose of the project, e.g., as English language tutors, 
as$k i%eats  %o faculty and s t a f f ,  and ta fnafease project presence in 
Hetauda. The Evaluation Team recommends that the current practice of 
PCVs having full responsibility for courses be discontinued and that 
this issue be re-examined after academic discipline has been - 

established on the IOF campuses. 



USAID & Peace Corps (FY 92) 

e D a t e :  

Delay the nomination of any further long-term training candidates 
until such time as t h e  Dean has determined that t h e  campus can send 
faculty without upsetting the academic program. USAID needs to 
determine a cut-off date after which remaining training funds will be 
lost. , 

t s )  w m  D m :  

Dean IOF, USAID (FY 92) @ 

The current training plan should be reviewed and revised as soon a3 
possible (see Curriculum recommendations below). 

TA Team (FY 92) 

Short-term training plans formulated before the disturbances should be 
quickly reviewed, revised as necessary, and implemented. 

TA Team (FY 92) 

Dean, TA Team (academic year) 



9 .  

TI. 

The TA team s h ~ u l d  work with the Dean to develop a manpower plan for 
t.Le IOF faculty that deals with the problem of faculty overstaffing. 

(9) Taken [and- I .  

Dean, TA Team (FY 9 2 )  

RESEARCH RECOMMENDATIONS 
1 

10. Becommeudat,Lon (and Dg te ) : 

At this stage in the project, t h s r e  should be a shift in emphasis of 
project sponsored research toward curriculum development, and a better 
integration of research activities with student training, 

TA Team (FP 9 2 )  

n Closure D w  

11. Date): 

The perception that the IOFP supports only social forestry research 
needs to be corrected through active dissemination among the faculty 
of information an the several biophysical forestry research projects 
that IOFY has already supported. 

A c t i o n T a k e n d  DateZ: 

TA Team (FY 92) 

12. Date 1 : 

There should be liaison between IOF and other research institutions, 
particularly the Department of Forest, and Plant Research. This is 
important to ensure that IOF research is consistent with national 
research priorities and objectives. 

TA Team (FY 9 2 )  

Recommendation CLQ- Date: 
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13. Recommendation (and Date): 
I 

IOFP should help the IOF and TU to devise a workable system for 
charging overhead on research grants and faculty consulting that would 
go into an IOF discretionary fund. 

IOF & TU (FY 92) 

on closure Date: 

111. CURRICULUM DEVELOPMENT AND TRAINIFG RECOMMENDATIONS 

Extend the IOFP Research Adviser position to the end of the pro,iect 
but change the Scope of Work to emphasize curriculum development and 
administration with much less emphasis on research. 

USAID (FY 92) 

The TA team should make clear to faculty that funds will be available 
for development of course materials including practicals. 

n(s1 Taken (and Date): 

TA Team (FY 9 2 )  

To the extent possible. all TA team members should visit ongoing 
forestry development projects in Nepal to enhance their own practical 
experience. 

Action(s\ Ta-~=+~l:  
' 

TA Team (LOP) 

e Date: 



Date l : 

Arrange training opportunities in teaching methodology and curriculum 
development both on campus and in other locations where appropriate 
training is available. 

TA Team (FY 92) 

Link long-term fellowships to the needs of the new IOF curriculum to 
the extent possible within the time frame of the project. 

Clo-F? Date: 

The IOFP should facilitate regular contact between students and Nepali 
field professionals employed by client agencies through a program of 
visiting scholars, seminars, and workshops on campus. 

( 5 )  T a w  (& D a m :  

IOF & TA Team (LOP) 

The IOFP TA team should work with faculty to insure that the field 
excursions for students are well conducted and provide a solid 
learning experience. 

IOF & TA Team (LOP) 

The TA team should work to have the recommendations of the Curriculum 
development Workshop incorporated into a revised IOF curriculum, and 
place strong emphasis on getting the approval far that, revised 
curriculum through the various staggs of tha TU procedures. 



D a W :  

TA Team (FY 92)  

Closure Date: 

Two years o f  Engl i sh  language i n s t r u c t i o n  shou ld  be  provided t o  
s t u d e n t s  i n  t h e  Certificate program and IOFP should  h e l p  f a c i l i t a t e  
t h i s  change. 

IOF (FY 92)  

C w e  Date:  ' 

WOMEN AND REMOTE AREA STUDENTS AND OTHER STUDENT AFFAIRS 
RECOMMENDATIONS e 

The TA team should  expand i t s  e f f o r t s  tc b u i l d  l i n k s  w i th  o t h e r  
projects and o r g a n i z a t i o n s  concerned wi th  f o r e s t r y  and n a t u r a l  
r e s o u r c e s  development i n  Nepal t o  encourage expanded r e c r u i t m e n t  and 
s u p p o r t  o f  remote area s t u d e n t s .  

TA Team (LOP) 

IOFP shou ld  f a c i l i t a t e  t h e  p r o v i s i o n  o f  h o s t e l  f a c i l i t i e s  f o r  women at 
t h e  Hetauda campus as soon as possible. The IOF should e x p l o r e  the 
p o s s i b i l i t y  of us ing  IOFP "small campus r e p a i r "  funds  t o  r e n o v a t e  t h e  
s t r u c t u r e  c u r r e n t l y  used by t h e  female  s t u d e n t s .  

land DaW: 

IOP/USAII? & other dosers (FY 62) 

Date) : 

IOFP a d v i s e r s  should  work wi th  t h e  IOF a d m i n i s t r a t i o n  i n  job placement 
of female s t u d e n t s .  



IOF/MOFE (LOP) 

The TA team should  work w i t h  t h e  Dean of t h e  IOF t o  r e g u l a r i z e  t h e  
admiss ions  procedures  and schedu le  t o  e n s u r e  t h a t  remote a r e a  s t u d e n t s  
have equal o p p o r t u n i t y  f o r  admission t o  t h e  I n s t i t u t e .  

n (and D a t e ) :  

IOF/TA Team (FY 92) 

I f  a p p r o p r i a t e ,  IOFP a d v i s e r s  should  work closely w i t h  t h e  Dean to  
promote r e c r u i t m e n t  o f  e t h n i c  minor i t y  s t u d e n t s  and s t u d e n t s  from 
remote v i l l a g e s .  

IOF/TA Team & USAID (LOP) 

C1-e Date: 

USAID, th rough  IOFP, should  s u p p o r t  t h e  Dean i n  h i s  e f f o r t s  t o  reduce  
y e a r l y  IOF s t u d e n t  en ro l lmen t  at both C e r t i f i c a t e  and B.9c. l e v e l s  t o  
a l e v e l  t h a t  i s  c o n s i s t e n t  w i th  t h e  realistic human r e s o u r c e  
requi rements  o f  c l i e n t  a g e n c i e s .  

IOF (FY 92) 

land Date): 

IOFP should  encourage t h e  Dean and TU t o  raise t h e  s t u d e n t  s t i p e n d s  t o  
an  a ~ p r o p r i a t e  l e v e l ,  and t o  r e g u l a r l y  a d j u s t  t h e  r a t e  o f  s t i p e n d  t o  
o f f s e t  t h e  e f f e c t s  o f  i n f l a t i o n  and cu r r ency  f l u c t u a t i o n s .  IOFP shou ld  
work w i t h  t h e  Dean t o  deve lop  a  s u s t a i n a b l e  s t i p e n d  program. 
S u s t a i n a b i l i t y  w i t h  respect t o  s t i p e n d s  may i n v o l v e  c o n t i n u i n g  donor  
s u p p o r t .  

\ 



' IOF (FY 92) 

V. INSTITUTIONAL SUSTAINABILITY RECOMMENDATIONS 

The IOFP team should continue its efforts to develop and expand links 
between IOF and national and international agencies that are 
supporting forestry and natural resource management projects in 
Nepal. Such efforts to increase the number of "stakeholders" in the 
future of the IOF will provide the Institute with a more diverse 
portfolio of research and training resources, and will better 
guarantee continued donor support. 

TA Team/USAID (LOP) 

At this time, the project should not attempt to support a program of 
profit-oriented IOF management of its forest resources. As an 
alternative, the IOF could enter into agreements with villagers living 
on the periphery of its lands, at both the Hetauda and Pokhara 
campuses as well as at its research stetions, for the joint management 
of forest resources. 

D R ~ P ~ :  

IOF/MOFE ( L O P )  

f!$:;;. 32. Date) : kq:, fa- ' 

yw As a condition for greater fiscal autonomy, the IOF Dean, with the 
ut:,a 

assistance of the IOFP, should develop a financial sustainability plan 
C th+ sa%s alsar ebjtctfves for IOF programs, targets far eafned 

revenues from the Institute 's own resources and accountable proposals 
for the management of donor assistance. 

* 

IOF/TU (FY 92; 

I 

'I' 
A > , ,  



- 
The IOFP team should help Tribhuvan University officials and the IOF 
administration to develop more effective management systems and more 
rigorous standards of accountability for the IOF. If progress is not 
made in this regard, USAID should reconsider its continued funding of 
the IOFP. 

is) T a b  land Pate): 

IOF/TU (FY 92) 

ure Date: 

In order to build a better organizational and management structure 
within IOF, the TA team should work with the Dean to develop job 
descriptions for all faculty and staff that clearly identify 
individual duties, responsibilities, level of authority. lines of 
communication and standards of performance. I 
IOF/TU (FY 92) 

b~ommendati_on Cly~ure Rate: 

Da tt.. - 

The TA Team should assist the Dean in obtaining a clear agreement from 
the Forest Department and TU for control of the resources allotted to 
the Institute acd any earnings accrued therefrom. q 

IOF/TU & TA Team (FY 92) 

<%, * '  
1 ' ' ,*, 

COMPARISON OF IOFP WITH IAAS AND SIMILAR PROJECTS IN SOUTH ASIA - 
RECOMMENDATIONS - . 4- 

I b ~ ~ I ~ / ~ e p a l  should continue to support the institutional development 
:of IOF with emphasis an improved management, teacher training, 
curriculum development and the development of a flexible research 
capacity 



. . 
,. USAID (LOP)  

Uf$AXD/Napal should continue t o  s u p p o r t  t h e  development of enduring 
ties between the IOF and appropriate teaching institutions In the 

1 United States. 
- .  

. .  4. USAID (LOP) 

a USAID/Nepal should aga in  evaluate the IOFP with sufficient lead time 
- 

, .  to determine if sufficient progress has been made to warrant extension 
I ' + . of t h e  project. - .- , , . 

* 0 -  

? ,  A ( S )  Taken- D a w :  
' .  

- 

USAID (FY 92) 

re Date: 
2' . r  

..:. 39. Recommendatian l anLQ&e) :  
2 1  1 ,  

, " 

USAID/Nepal should spbnsor a study tour or regional seminar for senior 
TU and IOF officials that familiarizes the participants with the 

> 

operations of s u c c e s s f u l  agricultural i n s t i t u t e s  i n  South and 
* ,  

, Southeast Asia. 

* . a  

USAID & TA Team (FY 92) 
. . 

on Closure 

' . t  

VII . COW@DITJ%S P80GUSP3BiW/BHYSICAL INFRASTRUCTURE RECOMMENDATIDNG -- " 

" *,' . - .  .- 40. f- 



5:; ;; 
wb + The IOFP team should consult with USAID. TU. the IOF administration, &<,:, and other relevant HMG officials to determine if there is any legal - -p; ,:- r 

way to speed imported commodities through customs. 

f a d  D W :  

USAID/IOF/TU (LOP) 

The IOFP should assist the Dean and TU in developing a system that 
anticipates recurring costs and finances those costs through overhead 

- 

charges on'faculty research and capitation fees. 

(s) u: 
IOF/TU & TA Team (FY 92) 

Recommendation C l W e  Da_te. 

i.VI11. CONTRACTOR EFFECTIVENESS RECOMMENDATIONS 

Recommendation (;urd D M  

IOFP should make available brief quarterly project updates (in Nepali) 
to all IOF faculty, staff, and students as well as 10F client agencies. 

: 

[TA Team (LOP) 
,Recommendation Closw 

EFFECTIVENESS OF TA TEAM RECOMMENDATIONS 

Recommendation ( D a t e  ] : 

The recruitment of a Nepal Peace Corps Volunteer (with in-country 
forestry or natural resources experience) for posting to Hetauda would 
greatly enhance IOFP representation at that campus. 

1 
4 



?;,!h." " 
" _  #; The Scope of Work for the Research Advisor should be revised to 

inciude sharing of the COP'S administrative duties as well as the 
noted above. 

Reo- Closure Date: 

"; - I C :  
da 
Y y y . e ,  The recent  opening of a project office on the Hetauda campus will help 
_L., 

%: : , to dispel the feeling of neglect and would have been a recommendation ' 
?% F" 

$! 
of the  evaluation team if the new Dean had not already suggested it. 



Nepal 
Institute 
of Forestry 
Project 

1 Project No. 367-01 54 1 

Prepared br the U. S. Agency for Intetnational Development under contract nudm 
pDc-~Sl-IM)-1027-00. 

Philip Ywng, B.D., team leader - 

Richard English, Ph.D. 

- - -  
Don O i ,  B.D. 
Kidhor MPn Bajmchya, W.D. - 

J a n w y  1992 

a 

7250 Woodmont Avenue, Suite 200, Bethesda, Maryland 20814 - 



The Evaluation Team wishes to thauk all those individuals who shared their time and 
tbeir insights with us and thus contributed to the w a z s  of our mission. We acknowledge with 
gratitudeallthosewh~namesappearon thelistinAppendix5. Wethankallthoseunnamed 
~ t s , . s t a f f ,  and administrat= personnel of the Institute of Fortstry on both the Pokhara and 
Hetaud;i campusts who contributed to the data collection procr=ss. 

Toby Pis# and Ni-jan Regmi of the U.S. Agarcy for Intanatid Developmart in 
Nepal Acarme special mention fbr oqanihg a tight but workable schadule that allowed us to 
conrpletc our misshm gwxxsgfuUy in the short time available to us. They ;rllso shared with us 
their Paspactiycs on the Institute of Forwtry Project and cumnt events in Nepal. Sher Plunkett 
of USAIDMepal did an arcellent job of behind-the-- management, accompanied us to the 
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NAME OF MISSION 

- 
U.S. A g a q  for Interaational Developmart/Katbroaadu, Nepal. 

- The - of the Institute of Fomtry Project (IOFP) is to "impme the capability of 
the Institute of Forestry to meet Nepal's need fix trained natural resource managers (IOF Project 

- 
PapQ)." 

PURPOSE OF EVALUATION AM) METHQDOIAK'.Y USED 

The purpose of this midterm evaluation "is to pnvvide reliable feedback on 
imp1em~ltation and impact of IOFP to IOFP project managers and irnplcm~1tem (Scope of 
Work). " 

The mtthOdO1ogy used included documart review, observation, inhnnal and 
sanistructurcd intuvim, and a systematic consawus-building pnnxdm. 

PERSPECTIVE: 

Nepal's move to a parliamentary democracy during the past two years has been 
ac#unpanicd by d wutst and political turmoil. Student agitation helped to catalyze the 
procw of -on but at the same time this agitation has led to substantial disnrption 
of academic lifi at teaching institutiolls across the country. Disruptionfi on the IOF campuses 
led to a suspedsicm of the -project fiom July throu& NoyunBgf 1,991. *nA 
d h p h  wil l  inevitably amtinue on campuses pr the country sctth into a near political 
cnvimnment. If USAIDlNpPI is genuinely inmmtai in achieving the goal and purpcwes of the 
ncent A.I.D. Initiative on Democacy, it is important that it suppart the proass of 
democratization in Nepal through tangible and visible mcasum. The p r o c e ~ ~  of democratization 
is intimately linked with the proasses of institutional development and sw&inability, and these 
ploces~es normally require a long matuntion period. They cannot easily be hurried along. 
PatieaKx and persislcnct am nacejsary to achieve lasting results. Jiqually important, the goal 
and puqma of the IOFP are directly related to the ncent A.I.D. Initiative on the Environment 
and thw ttae project is an important part of the USAID/Nepal portfiolio. The rccomrnendation~ 
of this duation arc framed with these points clearly in mind. 



FDM)INGS AND CONCLUSIONS 

We wmmaizz hac in generat terms and by compolaent the ddailed positive findings, 
- 

s a h t  problans, and f ~ ~ ~ m m e n d a t i ~ ~ l ~  found in the body of the evaluation report (and atss 
- 

summarized point by point in Appendix 6). 
- 

Genenll 

The Evaluation Team firmly bclievca that the IOFP has made considerable progress 
tuward futfilling its pwpose dclqpite the social, political, economic, and b m a u d c  constraints 
that arc a part of tb m t ,  but changing, corntext in Nepal. Baied on our findings, we believe 
that the picject should be continued. With minor exceptions, we find that the originat project 
design is ssund. . Our tecommetzdations are for shifts of emphasis in terms of where major 
&orb slaouldl be made h m  here on rathex than any radical rodesign. 

- 

The IOFP Tcchaical Assistan= (TA) team developed the muired selection criteria for 
choosing IOF Wty candidates for long-term out.of~0untry training. The contract specified 
15 M.Sc. iuad six PhoD. training positions. Six hculty arc currently receiving M.Sc. training, 

., four in Asia and two in the UniW S-. Short-term txaining has been provided fibr both 
3 

f h l t y  and staff and mom is planned. 

'Mbh- University (TU) already had a trainae selection pDcedurc and, although the 
ViccChaallorofTUapprovad t h e n e w I O F P ~ u r c ,  t h c ~ o f t w o e x i s t i n g  
~ u l c l c s  mwdmted alrwdy existing factionalism among the IOF Wty. The fixed number 
of training positions added fiA fO the fire. C;umpus disturhcu during a puiod of political 
t u d  led to the swpension of the project in July 1991. l'he project q e d  in November 
1991 but no folrther action has kren taken on long- or short-term training, parding the results 
of this midterm evaluation. 

The Evaluation Team m m m m d s  that the short-term training plan be reviewed and 
mtised and that short-term training for IOF faculty and staff be renamed soon as possible. 

team iixtin~w that further Iong-term training be delayed until thC IOF hu ddemined 
and tbe IOFP Exaxlive Board ha3 apprwsd that training can be rwumsed without Wgatively 
ir&ctine tbe acadmk program. The team furtha recornmc~lds that the remaining training funds 
be placed in a common pool with no spacified number of M.Sc. or Ph.D. positions. We do not 
believe that Ph.D. training is consistart with the cumnt needs of the IOF and recommard that 
t&hg be dhctcd toward M.Sc. d q p s  in general fonstry and Jacial fonstry. No further 

- trainees should be s a t  to Malaysia and the program at UPLB should be reviewed before sending 
furtha candidates them. 



The IOFP TA team has provided training to Wty in proposal preparation and mearch 
methods t h t  has substantially improved their ability to write proposals, conduct research, and 
present mults. IOFP has also irnpmved linkages with granting agacies, which have multed 
in grea&r availability of funds for m h .  

Tbe project's emphasis on mearch, particularly in social forestry, has caused resentment 
among some Eaculty who have not directiy benefitted. Several memh pjects either sponsored 
by the IOFP or guided by its Research Adviser have b e a  on hold since the s u p s i o n  of the 
project. To this point, the IOF has d v e d  no monetaty benefit fiom fkculty research grants. 

The Evaluation Team recommends that at this stage in the project them be a SIIl6ft in 
emphasis fiom project-spomred research toward cuniculurn development, a integration 
of research activities with student training, and a better liaison with otha  Nepali research 
institutions to arsure that IOF mearch is consistent with national mearch priorities. 

The team also recommends that the IOFP TA team work with the IOF and TU to devise - 

a workable system for channeling overhead from faculty research into an IOF discretionary fund. 

- 
Cufiicubrm Development 

The IOFP has increased IOF W t y  and administration a-es of the role of social 
science in forestry and the need for curriculum development at the Institute. The IOFP 
sposwmd a National Curriculum Development Workshop at the IOF that resulted in sound 
positive ncomIlbQ1Clations fbr revision. 

Pear academic discipline and lack of a hctional academic- calendar has constrained 
project efforts to impme the quality of education at the IOF. Actual revision of the CUYficulum 
has not occumd. C-t TU procedures for curriculum change and the inflexible connection 
bttwcar curriculum and examinations arc umstrainta that need to be ovemme. 

- 

The Evaluation Team recommards that every effort be made to move ahead rapidly with 
d c u l u m  revision at the IOF. The new Vice Chancellor of TU is m v e  to needed 
procedural changes. The team further recommends that the IOFP Research Adviser _position be 

to the end of the project and that the Scapc of Work for this position be changed to 
focus on curriculum development with much less emphasis on mearch. The earlier emphasis 
on mearch has saved its purpose well. The focw should now be on the curriculum. 

Women and Remote Area Students 

The IOFP TA team has initiated b m d a  f d e  and =mote area student recruitment 
efforts, has actively promoted a better understanding of the role of Nepal's women in natural 
rcxwcc managemt, and has begun florts to develop admission and stipend award proccduits 

\ 



that enhaMx opportunities fbr women and remote area students. The IOF has satisfied the 
1 project condition of inQleaSing female enrollment to a level greater than 10 percent of the student 

body* 

The IOF b cunratly producing more graduates than tht job market can absorb, and 
fitnale studeats have sinnificantly more difficulty in finding employment than do males. The 
-t body of the IOF is not repmtative of Nepal's ethnic and regional diversity and current 

- 

admission procedurea work against more equitable repmentation. Studeat stipends provided by 
- 

IOF are inadcquat~ to meet tbc mGst basic needs. ApPropriatc housing for women does not exist 
- 

m the IOF Hetauda campus. 

- The Evaluation Team rccommcnds that USAID and the IOFP TA team work closely with 
the IOF Dean and TU officials to reduce yearly enrollment at the IOF, regdark admissions 
procedures to ensure equal m t y  for remote am and ethnic minority students, actively 

rn help in job pl;ircement of female graduates, provide stipends adequate to meet basic needs, and 
provide qp rqnb  housing for fknales at the Hetauda campus. 

The IOFP TA heam has contributed to institutional sustainability through a revision of 
the training plan fbr IOF M t y  and staff, the provision of short-term training of staff in d- 
lGceping pd repair and Rlaintamcc of fhdities, and an analysh of the IOF managaneat 

- stmchn~ and r#.xmmardations for irnprovancnt. The TA team has also helped IOF develop 
closer links or establish ~ l e w  linlto with govemmart dcpartmats, donot-funded f m  projects, 
and infanational organizations that support faculty development, 

- 
Dupitc institutional swtainability problems still abound. Divisivmcss among 

the M e  has slowed implemmtation of training, previous IOF administrations have not made 
Cansistent efforts to maintain or create appropriate links with other agencies, and the IOF 
cuz l~~ t ly  h u  no effdve system for the swtainable managemat of its operations. Project 
qtxtatiolls that the IOF could profitably manage its fozlests were exagg&; such 
management is beyond the capacity of the existing system. 

The Evaluation Team mminmds that the IOFP TA team continue its efforts to develop 
aad expand links betwaen the IOF and national and international agencies that support fmtry  
ad nahlml -!- m.mam--+ -*& :.r *.T-1 V- L..:~A LA- --.. -.-.-L--- - - e - - - . - w n s ~ m m + r p ~ L t D I ~ b  i w m s -  n-f@--==-=, 
the TA teami should work with the Dean and TU to develop more rigorous standards of 
acamtability, including Wty and staff job descriptions that identify individual duties, 
respansibilitk~, and standards of perf-ct. If progress is not made in this regard, USAID 
should reconsider its continued funding of the IOFP. 

At this time, the POFP should not attempt to promote a pgram of pmfit-oricnted 
management of IOF fibrwts. Efforts would be better directed at using the forests for research 
and demonstration purpo~es. Another possibility would be ampmtive use agreements with 



'villagers living on the periphery of IOF holdings. This would provide the opportunity for active 
Mty and student participation in community forestry. 

The Evaluation Team wasdhcted to compere the IOFP with the IAAS-I1 project and - 

also with otha projects in the region. The ttcam found that USAID firnding made a positive 
contributim to advancad training for IAAS !iwdty and the upgrading of IAAS physical facilities. 
We also fib;md that continuous, long-team USAID support to agricultural institutions that 
promotes institutional autonomy, sound managemat, and links with univessities in the United 
S ~ h a s ~ ~ i n s e v d ~ i n S o u t h a n d S o u t h e a S f A s i a .  

Two problems stand out in the IAAS-11 prqject. The first is poor contractor 
pafomannce, which multed in the project Wing short of its human resourm development 
goals. The second is that the project emphasized in&astnrcturr: imprwemat and faculty 
development over the more pressing need to improve the management structure and . . adrmnrstraton and to promote integration of the teaching, research, and outreach programs. 

The Evaluation Team recommends that USAIDENepaI continue support of Ihe IOF 
through the IOFP with emphasis on improved 'management, teacher training, curriculum 
development, and the integration of the teaching and m h  activities of the IOF. 

ConrmodEties, Con5rastol., and TA Team 

The amtractor, working with IOF Wty and . . 'on, developed and implemented 
apocuranent plan designed to meet those needs of the JOF to which the project could respond. 
Despite delays due to complicated HMG appmal piocedum and further delays in culstoms, 
gmcmment is more or less on schedule. The Evaluation T m  notes that buildings and gmunds 
at botb IOF campuses arc in need of consideably mom renovatim than can be pmvidcd within 
the current budget of the project and that h d s  will not be forthcoming from TU in the near 
fim. 

Regardhg procuffment, the Evaluation Team mommends that the IOFP TA team 
consult with USAID, TU, the IOF administration, and other HMO officials to seek a le~,at way 
to speed imported cornmoditits through the appioval procedure and customs. The IOFP 
currmtly has plans fbr r#rovation of some IOF fitdities and provision of lab anti field 
aquiPment. The Evaluation Team rccommards that the pnocurtment and movation prncesses 
be accckkd. 

The IOP currently does not haw an effective means of dealing with the reaming costs 
of mainkma and replacement. The IOFP should assis& the Dean and TU in developing a 
system tbat antidm rrcurring costs and finanas those costa at least in part through oVI#head 
chargts on faculty researJl and thrpugh capitation f m .  

\ 



xiv 
- 

The Evaluation Team commends the contrador for a high lwel of PeJfo~nance, despite 
the political dhtudmces, disruption of the academic schedule, and freclmt changes of . . 
adrrrrmsh;itioa at the IOF that have prtvcnted timdy achievement of some project endeavors. - 

- 
The IOFP bas ?Is0 had to work in the shadow of the Resource Conservation and Utdhtion 
Project, which left a legacy of e;xgCctatims that is difficult to dispel and that caaaot be fuMkd 
by IOFP. 

- 

Some staff and studeats on both campuses, but particularly 9n the Hetauda campus, 
d to have little information about the IOFP, resulting in distortsd perceptions of what the 
project is intended to accomplish. Opahg a project office m. the Setauda campw will help this 
situation. In addition, the Evaluation Team recoma& that the IOFI, nuke available brief 
quarta'ly project upQtts (in Nepali) to all IOF fhculty, staff, and students as well as IOF client 
agtncies, 

Tbe IOFP TA team has carried out its Scope of Work with ddemidon and 
J commitment in the f&ce of project disruptions mentioned above. The Chief of Party has 

established very good wwking relationships with the hculty and several administrations of the 
IOF. The Chief of Party, the Research Adviser, and the Yale backstopping personnel have all 
contributed to extensive and detailed project documentation that provides a clear institutional 
rrcord and lus mtninly made thi Evaluation Team's job easier. 

LESSONS LEARNED 

Several aspects of the project design that were incorporated into the project contract 
appear to have beea included in the design without sufficient background mearch t~ determine 
their fdbility within the existing dmmsbah . . 've rules and regulations of Tribhuvan University 
and the Institute of Forestry, and within the social, political, and economic context of Nepal. 

2) Projects dedgned to enhance adlability of txained manpower must have built-in 
flexibility in order to a4ust to the cbnging manpower needs of client ageDcIeS and 
emphyem in f$L prime m o r .  

It is clear that the projected manpower needs outlined in the Fonstry Sector Master Plan 
(1988) & not coincide with curcnt capacity of Nepali f m t r y  and natural resource agencies to 
provide jobs. Although the manpower needs may be pressing, the resources required to meet 
t h e  needs arc irladequate, and rhe IOF should adjust student m11mcnt accordingly. It is also 
clear that IOF clist  agencies quire graduatca who have a greater understanding of the social 
dimensions of forestry and natural ztsource management. The IOF curriculum must be revised 
t o r e s p o n d t 0 t h e s c : i ~ t t  

# 



3) Institutional .cud.ainnhiy is a long-term and ongoing process. - 

.- 
A.I.D. needs to rpexamine its own policies regarding the length of time it is willing to 

support institutional developmat projects. The developmtnt of e-t managmat systems 
is critical to the development of institutional sustainability. Effectve change invariably requires 

- 
gradual rathg than revolutionary adjustment to existing systems regardless of how dysfunctional 

- those existing systems might be. This proces simply a long time. F ' i  to 20 years is 
a morr: fcasiblc time frame than 5 or 10. Fwthermore, achicvcment of sustainability should not 
necessarily be applied as a criterion of support for evay project component. In some cases, 
mstahbility of project initiatives cannot be achieved within a set time frame. Nevertheless, 
those same initiatives may set in motion multiplier effects that lead to sustainability fir beyond 

- 

the life of a project. 



SECTION ONE 

PUWNE OF EVALUATION 

Th= purpose of this midterm evaluation, as stated in the Scope of Work, "is to provide 
reliable feedbaclr on implementation and impact of the Iatitute of Forestry Project (IOFP) to 
IOFP project managas and implementers. The audhcc is the U.S. Agency for International 
Developmat Project Officer, the Technical Assistana FA] team, tbe contractor, and the 
adminisbration of Tribhuvau University Ilrv] and the Institute of Forestry." 

The Evaluation Team was asked to addms two general underlying isms: 

Are there fundamental flaws in the Nepali system of higher education that will 
prevent prqiect success until changes are made? and 

. Is the IOFP thc most effective and sustainable way to reach the project goall to 
"haease productivity and sw&inability of rival production . . . through 
improved public and private sector natural ~~ managemart?" 

In addition, the Scope of Work specified that tht evaluation should. addms several 
spacific aspacts and cdmponents of the IOFP, as follows: 

a Human nsouca development; 

Research; 

Curriculum development and training; 

e Women and remote area student enmllment; 

Institutional swtainability; 

Comparison of perhnancc with similar projects in the region; 

Commodi~piocurcment; 

a Contractor effdveness; and 

a Effktivenesa of the technical assistance team. 

(The complete Scope of Work is m a d  as Appendix 1 .) 



COUNTRY BACKGROUND 

Nepal is a small, xuountahous country of 147 million hedam on the southern slopes of 

-- d tbe Himalayas between India and Tibet. Most of its 19 million people depend on subsistence 
agkuhm md animal h w .  Nepal has one of the highest densities of pasons per 
cultivated he&m in the world, with iivcrage Edlm size being only about 0.4 hedare; By most 
standards, Nepal is me of the poonst cuuntries in the world. Only four counbrics have a lower 
per capita GDP, Low life expwQnq, high infant and child mortality, malnutrition, and chronic 
illnessafec~mm~llpface. 

a - 
The country can be divided into five physiographic zones paralleling the Himalaya: the 

High Himalaya (cold); the High Mountains (temperate); the Middle Mountains (temperate- 
subtropical): Siwalik hilts and valleys (subtropical); and T d  (plains-tropical). All of these 
zone3 occur along a north-south transect spanning only 150 kilometers. Altitude varies fmm 60 
m as1 in the Terai to over 8,000 m as1 in the Himalaya. Climatic features that stretch Erom 
northern Canada to Florida can a l l  be found corn- in the land area of Nepal. 

Access, communications and the provision of government Senria including education 
vary substantially among the z a a .  For example, most of the 3,000 kilometen of paved roads 
an in the Terai while the country's h3l and mountain regions have few all-weather roads 
suitable for motor vehicles. About half the population resides in the hill region, but during 
recent dccadu there has hem heavy outmigration to the Terai. 

Nepal's population is multiethnic and multipinguat. Nepali is the official language of 
- cducaticm but hr a significant proportion of the population it is a second language. Hinduism 

is the predominant religion, but Buddhism and Islam also exist. Although mast of the . . .  d u m m m t q  sections of the l q a l  code were moved in 1962, Nepali society remains highly 
stratified and interpasonal relatimuhips axa affactad by relative positions in the various 
himnhies. Caste, the most visible hieratchy, is still very krrportant in social interaction 
(Gilmour, 1990). 

. . m v e l y ,  the country is divided info five devclopmmt regions and 75 districts. 
The major government ministries and departments are centered in the capital, Kathmandu, with 
regional and district stnrcturcs to carry goveanmtnt Services to the people. Of these 
subsrructures, the district level offices are the most important and best developed. 



The F0mta-y Sector Context of 10FP 
- 

During the nineteenth century the revenue collected from the sale of Terai forest products 
mounted to 40 percent of the nationat income. The importance of revaue from forests has 
rtElinnl rapidly in absolute and relalive tams as f m  have been cleared for agriculture and 

- as the ecoaomy has diversified. Less than 3 percent of the national income now comes fiom the 
direct sale of forest products. 

Despite the direct commercial value of forests, their gt.catest value is as providers of 
essential inputs into the hrmhg system - particularly in the hills. Forests provide the mineral 
nutrients and energy that am necessary for the survival of the farming system. Edible tree 
leaves male up a high proportioa of the fodda fed to animals. Grcer~ and dried leaves are used 
as bedding material in animal stalls and mixed with excreta to produce compost, which is the 
major ferbilizer used on the agricultural fields. is used for house construction and for 
rnanufactwhg farm implements. Firewood remains the major form of energy for cooking and 
heating. 

In Nepal, forest land includes atmost al l  land that is not cultivated, including grassland 
and shrublaud. This amounts to about 62 pacent of the land area. Most of this land is under 
the administrative control of the various departments in the Ministry of F w t  and Environment 
0. The Forest Dcpvhnent is the largest of these and employs about 160 f m t  officefs and 
1,440 forest rangers and assistant rangers. The departments of National Parks and Wildlife, Soil 
and Water Conservation, and Forest and Plant Research also employ significant numbers of 
natural mou.rcx managers at both officer and technician levels. These agencies provide the 
major employment opportunities for graduates of the IOF although bilateral agencies and 
nongw~nmental wens (NGOs) also employ small numbers. 

If the role of NGOs in rural development expands significantly, they could absorb larger 
numbem of IOF grad- in the future. Nature tourism is also expanding steadily and is 
abmrbing a few graduates. 

Traditionally, Nepal's f m  policy and legislation emphasized the policing and licensing' 
- functions of fomt offkiah and other natural resome managers. The IOF course d c u l u m  

developed in the early 19803 reflected this technical, administrative appmach. The Master Plan 
for the Forestry Sector, which was approved in 1988, pnwided a coherent and rational view of 
Nepal's f- sector and emphasized the importance of community forestry. It indicated that 
47 percent of investment in the forestry sector would be earmarked for community forestry. 

m This reflects the txpericnce of the government, which has shown clearly that past policies that 
emphasized the policing functions of the burr#ucracy have Wed to achieve their objective of 
protecting the fibrwts. It has become evident during the past decade that forest development 
without the active participation of villagem has little chance of success. 

The IOF cuniculum has not been able to change to keep abreast of these changes in 
- f m  policy with the result that IOF graduates are poorly equipped to handle many of the tasks 

raquired of them in Nepal's forestry and other natural mwce  management sectors. 

4' 
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The Institute offers training at two levels. .A two-yeat intermediate certificate course with 
an entrance requkment of the School Leaving CerMcate (year 10) prepares technicians who 

- can be employed as forest rangers and assistant rangers. A threeyear B.Sc. course is also 
o&nd with entrance rcqIrir#nents of e i k  an intem&ate certificate plus one year's work 

- atperience or a science B.Sc. In the htkr case, the first year of the forestry B.Sc. is waived. 
- The present annual intake into the ccrtrficaac . . level is about 220, with half of the studa~ts 

studying at tbe Hetauda campus and half at the Pokbara campus. The annual admission to the 
B.Sc. level is approximately 40 students, all of whom study at the Pokhara Campus. About 30 
of these 40 studeats are in-service students - they have been working as rangers or assistant 
rangem in the departments within the MFE. The r#naining 10 are B.Sc. graduates from other 
Nepal cocgeea. 

The transition to a parliamcntmy democracy in Nepal has not been without disruption. 
It has becn accompanied by considemble social turmoil and political unrest. Compared with 
many o&cr countries, the transition has been datively painless, but when viewed from the 
security of a stable Westan democracy it may appear to be slow. This instability is inevitable 
as the variow segmerrts of society grapple with the meaning of democracy and the power 
relationship within a democratic system. 

As with many deep social changes within Nepali society, the student body has been at 
the forcfmnt of the democratic movement, and student strikea and conficmtabions have been an 
integral part of the recent political arvinnrmcnt. Having gained the major victory of the 
overthrow of thepMchoyat system, the student body is continuing to demand social and other 
rcfonns. This my k healthy politically, but it ia disruptive educationally. There is no doubt 
that some maswe of tunmil will continue within the student body fur some time with 
amcor ;' nt problems for university administrators. 

The Evaluation Team consisted of the following specialists: 

EdHp h m g ,  team leadejr. an ancftfapatgist wia  eJrpertist in mnicdum 
development, academic administration and management, and rural development, 
ecological SuSfainability, and fragile lands management isma; 

Kesbr Man Bqjracharya, f01tstry expert (local). A f0rt9ter with expertise in 
basic science, technical and social forestry and natural resource management, and 
forest economics, who has previous experience in Nepal, Pakistan, and 
Ban-; 



RlchPnl Ex@&, institutional expert. An anthropologist with expertise in 
institutional development, rural development, and sustainability hues, who has 
previous expedencc in Nepal, India and Pakistan; and 

Donald Gihmur, forestry expect. # f m  with ejrpcrtise in technical and 
social foEwtry, and'curriculum development, who has several years of previous 
forestry projeq experience in Nepal. 

STUDY METHODS 

The methodology used by the Evaluation Team included document review, observation, 
- and intembvs. Both be& and during the evaluation, the team reviewed relevant project 

documents as WCU as other documents that provided information on the social, political, 
economic, educational, and forwtry sector context of Nepal. In addition, the team consulted 
s e v d  documents evaluating A.I.D. mppor& to agriculaval training institutions in Asia. A list 
of docunrents consulted is included as Appendix 3. A chronology of significant events in the 
history of the IOFP is to be found in Appendix 4. 

The team inspected the physical facilitica and existing equipment at both IOF campuses 
- Pokhara and Metauda. Informal and smhzhmd infcnricws were conducted with IOF - 

- fgculty, staff, and .otrlAmts at bath campuses. Faculty and students were infcrviewed at two field 
tour 1ocati01~ - Chitwan National Park at Sauraha, and the Ncpat-Awtralia Forestry Project 
(NAFP) training carter at Budol, Kabhrc Palanchok District. The team interviewed both groups 
and individuats. Some infaviews were conducted by the entire Evaluation Team. Others were 
conducted by one or two team members, in part to divide the labot and sometimes to comply 
with a request of an intedcwa. 

The Evaluation Team also conducted interviews with IOFP team members, USAID - 

otliciak, Tribhuvan University officials, Ministry of Forest and Environment officials, and 
- rcpirsentatives of other donor agency f q  projects. A list of individuals and agencies 

contacted is contained in Appeardix 5. 

TBe results of obsavation and interviews were organhd by the Evaluation Team into 
a preliminary list of positive findings, salient -problems, and rtcommmhtions. This w u  done 
in an intensive fivehour session using a systematic consensus-building procedure developed by 
a DAI s&ff member (Olson, 1991). This list served as a guide in preparing both the text of the 
report and the cxccutive summary. 



SECTIONTWO 

EVALUATION OF PROJECT ACTlVITIES 

m SCCtion 

Ta!& 2 
Tiask 3 
Task 4 
Task 5 
Task 6 
Task8 
Task 9 
Task 10 
Task 21 
Task 22 
Task 27 

wen the following r a s h  

Guidchs far selection of tmhca 
lkaining opportunities and institutions idartiEicaticm 
Short-term brainirng plan 
Traineeselection 
Short-term training implementaltion 
T*cal seminar ask 
Administraton and management methods training 
Long-term M.Sc. and Ph.D. trarining implementation 
Viiting scholar/(r(change proferosor pmgram 
Peace Corps involvement 
Teaching by TA team 

- The developmart of human resouma is a c a m 1  kitwe of the IOFlP and is critical to 
prepare for future needs in the forestry and natural msurcc sector of Nepal. Faculty need to 
be bett# trained to improve the quality of education provided at the IOF and t h d y  to better 
prepare its graduates for employnzent in the fields of f q  and natural resource management. 

- 

This can be accompshed through both long- and short-term training. 

The project design called for the IOFP TA team to work with the IOF Dean and fkculty 
to develop a procedure for selection of IOF faculty to d v e  long-term, out-of-country 
advanced training, either at the M.Sc. or Ph.D. level. This task was incorporated in the Yale 
contract. The IOFP TA team, working with the Dean and faculty, did develop a precise, and 
-+' ..&HW, * * m-m+&& iongiongOerm mg. ms 
can be fcwad in the IOFP Second Semi-Annual Report, Appendix 2-D. These criteria wcre 
approved as a proadure by the IOF Dean and Wty and by the Vice Chancellor of Tribhwan 

- University. Howevc~, it is worth pointing out that the project paper made the requirement for 
selection criteria in ignorana of the W that TU already had an &fished procedure. The 
existaw of two approved selection proccdum resulted in divisiveness among the faculty after 
selacticms weae announced (see below). 

The TA team, with strong support from the Yale home office, assembled a solid body 
of infixmation -- catalogues, program descriptions, application f m s  - on colleges and 



universities in Asia and the United States. The team and IOF Dean then examined this material 
to identify those institutions that appeared to have programs appropriate to the training needs of 
the IOF !kdty. Tk strengths and weaknesses of each pmpm in terms of IOF needs wexe 
noted and m t e d  to USAID for d e w  (kchlin and Dutta, 1991). 

Although behind schedule due to campus disaubancea, the IOFP curmtly is supporting 
the long-term sbdy of six IOF M t y  members: three in Mdaysia at University Pertmian, one 
at the University of the Philippines at La Banos (UPLB), and two at Yale. All arc enrolled in 
M.Sc. pmgrams. 'Ikro Ph.D. candidates were selected but have not begun their training (see 
below), 

A pbn for short-term and on-tho-job training for ibdty and staff was developed by the 
TA team working with a Sbort Tam Training Committee appointed by the Dean. A substantial 
amount of short-term ttaining has already taken place, including: 

Computer use training for both Wty and students and computer maintenance 
training for staff', 

TV, cyclone machine, typew-iter, and mimscope training for various office and 
lab W, 

Chainsaw, plumbing, and store keeper training for other staff., and 

Attardana by three Wty (iidividually) at scminats/workshapp on agroforestry, 
community ebvircmmcntal piotcction (both in Canada), and common property (in 
the United States). 

Moce in- short-term training is planned. The IOFP Chief of Party worked with faculty 
and staff to arrange third country training for fkculty and senior administrators at UPLB. This 
training was canceled or postponed when the project was suspended. 

One visiting scholar from India, sponsored by the IOFP, is currently resident on the 
Pokhara campus. The visiting scholar program has not worked out as well as had been 
expcctd. This is due to project design flaws (see Mow) rather than any Mure on the part of 
the Contractor. 

As noted above, TU aIrcady had in place a procedure for selecting candidates for long- 
term out-of-country txaining. The project design team was apparently unaware of this when they 
included the formulation of such a procedure as a project task. Even though the selection 
procuim developed jointly by the IOFP TA team and IOF faculty was approved by the Dean, 
the Wty, and the admms&& . . 'on of TU, the existence of two produrea opened the door for 
dispute after the two Ph.D. candidates were seltL"ted according to the IOFP procedure. Faculty 



not chosen, but who thought they were desenring, questioned the legitimacy of the IOFP 
proced'J=- 

Due to limited training opportunities in Asia, IOFP, working with the Dean, had received 
appmval from USAID to scnd two Ph.D. trainees to U.S. institutions. This too created 
problems because faculty suspa%l that the more costly U.S. training would reduce the number 

- of trainee positioas. Ylelding to faculty pressure, the Dean nominated two candidates for Asia, 
whereas USAID had opened two slots for the United states. The net Icsult of Erulty in-fighting 
over selection procedures is that IOFP efforts to provide long-term out-ofcounby training have 
come to a halt. 

The IOFP contract specifies both numbers and fields of training for M.Sc. and Ph.D. 
fellowships. This has a a c a h f d  fkctionalism and increased general discontent among Eaculty. 

- As noted above, plans for short-term out-of-country training at UPLB for IOF ;Eaculty and . . Senior were canceled or postponed when the project was temporarily suspended 
following campus dkmbaaces. 

The M.Sc. program identified in University Pertanian in Malaysia is a strictly mearch- 
based degree with no course work. Further, it is whether even the research for the - 
degree can be &ed out in Nepal or if it must be conducted in Malaysia. This program is 
laappropriate for the IOF whose Edculty am most in need of advanced training in general 
fo=w* 

Anotha issue with regad to long-term training is whether Ph.D. level training is even 
appnopn'ate to the cumnt and! near-term needs of the IOF. Although the pnscnce of Eaculty 
with Ph.I).s undoubtedly enhancts the stature of the IOF, providing Ph.D. training through the 
IOFP sums to be an invitation to leave the Institute for greener pastures and thus may subvert 
thc purpose of the project. 

The Evaluation Team was told that the IOF currently has 61 M t y  members, 40 at the 
Pokhara campus and 21 at Hetauda. A cumnt list provided to the team indicates that 37 fhulty 
are curra~tly pment at P o h ,  34 of whom are pwmanent, one temporary, three on contract, 
and five listed as being on study leave. The Hetauda campus list indicates 19 Wty cumntly 
pmmt, one on contract and the rest permanent, with two on study leave. The Pokhara campus 
curra~tly has a student enrollment of about 310: 200 in the Cextificate grogram and 110 h thr! 
B.Sc. piogram. The HeCauda campua has about 230. The team was also told by differart 
sources that the mandatoxy minimum contact hours for TU W t y  is 15 or 18-2 1, Any way one 
looks at these figures, the IOF currently has more faculty than is required to service its existing 
curriculum. This picture calls into question the need to replace W t y  absent for long-term 
training. 

- The B.Sc. program at the IOF is small, as it should be, given the limited job 
opporhmitks for B.Sc. graduates. Most of the students arc enrolled in the Certificate program, 
which is designed to prepan students for work as rangers and assiskt rangers. Yct, from our 
extensive interviews with W t y  members, we find that few of them have field f m t r y  



exptrience and few appear to be motivated %o Obtain such experience. As a result, students do 
not d v e  the strong l%ld-oriented training that they need to competently carry out their dutiea 
when they are employed by the Ministry of Foresttry and Environment or on donor-sponsored 

- 

- f m  projects or in the private scCtor. 

EffgttP wae made by the TA team and Yale to attract visiting scholars to the IOF for 
year-long stays. However, this plan to use kul ty  on sabbatical leave from other universities 

- 
- or institutes as visiting scholars at the IOF without provision of any salary was unworkable and 

doomed from the beginning. Faculty oar sabbatical fbm U.S. institutions typically receive only - 

half pay while on leave and would thus be disinclined to provide their services without some 
compensation. 

m 

Race Corps Voluntcen (PCVs) have betn used at the Pokhara campus during the past 
year to take fidl-coutse teaching loads. This has put the PCVs unda eM)rmous pressure, which - 

has becn aggravated by a recent demand by students that they be banned from the classroom. 
Although the problem of academic discipline among the students has caused discouragement 
among tbe PCVs, it is clearly uh i r  to expact young, relatively inexperienced foreigners to 
carry full-course teaching loads with no support from the fbdty. There are better ways of 
using PVCs' time and talents in supporting roles for the faculty that will have the added benefit 
of contributing to longer-temn sustainability of institutional structures. The original intent that 
PCVs m e  as substitutes for Wty on study leave is simply not an e f f d v e  plan at the present 
time. 

We would add that the PCVs cmmtly assignd to the IOF Pokhara campua have 
perfofmcd their dutia vexy professionally under eJrtraordinarily trying circumstances and the 
above statemat in no way should be construed as calling into question their compeknce. The 
circumstances on the campus arc not of their making. 

Recommendations 

To reduce dissartion among the faculty wer out-ofauntry braining, the Evaluation Team 
recommends that all braining funds be pooled and the fixed number of M.Sc. and Ph.D. 
fellowships be eliminated. Further, it docs not appear that Ph.D. ttaining is relevant to the 
current needs of the IOF and therefm should be minimized (if not ednmatd . . ) in favor of 
project emphasis on M.Sc.-level fellowships in garera1 fo- and social f01wtry with a 
fnaximum 2emonth training period. 

To avoid a rwurgaa  of dissention among the IOF fbdty, the nomination of any further 
long-term training candidates should be delayed until such time as the IOF has determined and 
the IOFP Executive Board has approved that the campus can Wty members without 
adversely af'recting the Institute's academic program. However, it should be made clear to the 
IOF W t y  that the mtomtion of d e m i c  discipline must occur quickly because USAID needs 
to de&mine, in the near future, a cut-off date after which remaining training funds wil l  be lost. 
h the intaim, the cumrrt training plan should again be reviewed and M as soon as possible 
(see curriculum mommendations below). 



The IOFP TA team has shady W t a t e d  valuable short-term training for both Wty 
and staff and has formulated plans for additional training. This training should be accelerated, 
especially the in-service training of staff, to enhance job &lh and performance. Training in 
bookkeqiug and accounting procedpxes would be pPrticularly useful to handle project inputs in 
a manner consistent with USAlD proccdum. In this regard, short-term training plans 
formulated before the campua dhWmes should be quickly reviewed, mkd as necessary, 
and implemented. 

Despite the seeming lack of enthusiasm among the IOF Wty for field fbmtry training, 
the TA team should work with the Dean to promote field Sraining opportunities for the ikmlty. 
This is necessary to enhance the ability of the Eaculty to makc course content more relevant to 
needs of c h t  agtncics that employ IOF graduates. Fotcstry in Nepal is, and should remain, 
a field-ohnted discipline. FonSq instruction should not be confined ts the classroom. 

The problem of ovecdaffing at the IOF needs to be addmsed. It will rapidly becomc 
more &OUS if student ~~t is reduced to comspond more closely to employment 
opportunities (see below). The TA team should work closely with the Dean to develop a 
manpower plan for the IOF fhdty that will resolve this problem. 

If the IOFP is going to continue its attempt to attract visiting scholars to the IOF, t h ~  
plan needs to be overhauled and put on a mdre realistic financial footing. At this point in the 
pioject, it may be to use the funds to support a resident field forester program (see 
cumculum recommendations). 

The role of PCVs in support of the IOFP needs to be redkkd at this time. The project 
and the Institute would be bctter served if the PCVs were wed to -teach courses with IOF 
fhculty m t b  tban having sole responsibility for courses. PCVs could also serve in other 
capacities as well, such as assisting in the campus hiraries and nurseries, tutoring English, and 
assisting f h l t y  in course practicala and field tours. It is also strongly recommended that at 
least one PCV (preferably with previous f m t r y  experiwce in Nepal) be assigned to the IOF 
Hctauda campus. An assessment of IOF needs should be undertaken periodically to determine 
how PCVs may be best used on the two campuses. 

This d o n  

Task 7 
Task 29 
Task 301 
Task 32 
Task 33 

RESEARCH 

covers the following tasks: 

Research methods training 
Research capabilities assessment and plan development 
Small grants 
Interdisciplinary research capability 
Research by the T.A. team 



The Research Advisor completed an Integrated Research Plan for the IOF in April 1991, 
which addrrxlsed all of these tasks plus several related ones covering linkages, training sites, - 
integration of social &ace h the curriculum, texts, manuals, and other teaching material. 
Since April 1991, additional nsxch activities have beea planned or initiated and these are 
s i m m i z d  in a lltseatch activities update reprt p;repared by the Research Advisor in December 
1991. 

The 1ntegrat.d Research Plan plwides a cohereat framework for the conduct of research 
by both faculty and students (W-year B.Sc. studeats are rtquired to complete a research 
project). Earlier work in 1987 by the Research Committee and the RCUPIIOFP bridging 
advisor set the basic struccaue which has been fleshed out and developed during the term of 
IOFP. h the past, many offers of research funds to the IOF lapsed without being W up 

- because of the lack of an effective organizational structure that was able to reqond to such 
offers. The work of tbe Research Advisor in conducting w\nkshops at both campuses cm 
preparing mearch proposals and conducting research, particularly social science research, is 
clearly paying dividends. A group of the hcdty, particularly ,at Pokhara, has demonstrated an 
enhanced ability to apply for and obtain m h  grants. The Wages of the IOF with outside 
funding agcncia such as W i k ,  Ford Foundation, and the Nepd-A4ushalia Fim~try Project 
(NAFP) have been strengthened and developed to the stage where they are reasonably functional. 
Some research has led to the pvpadon  of highquality publications by faculty that have 
received international recognition. 

Although many of the younger, better-educated members of the W t y  at Pokhara have 
responded cnthwiastiay to the enhanced m h  opportunitia of the past few years, many 
others at both campuses, but particularly at Hetauda, feel that they have missed out. As a result, 
they f d  alienated and to some extent resentful. There is also a feeling among many ~'aculty that 
the -h concentration on the social elements of forestry as opposed to the bi~physical 
elemarts has resulted in an imbalance in IOF mearch priorities. 

I There is a degree of inevitability about m e  of these negative feclings expressed by the 
fkdty. The project ha a clear. mandate to increase the social science elements in the 
curriculum and research of the Institute. By its very nature, this will confrnnt faculty with a 
challenge about their view of f m t r y  as opposed to other views of forestry, which emphasize 
a mom mkal orientation. This conflict needs to be mgnized and managed by both the TA 
team and the Institute administration. 

One difficulty in providing an appropriate balance between biophysical and social science 
mearch is that many funding a g d e s  specify the type of research that they will fund. At the 
moment, social f m t r y  topics are topical because of the pemxived neglect of social sciena 
clemaats in the past, and the current importance of community forestry in Nepal. However, the 



dichotomy is not as sharp as many fkculty claim; much sacial forestry research does (or could) 
contain many biophysical elements. Community forestry is, after all, about effective integration 
of the two elements. 

A more important problem Pelates to the pcmeption that some W t y  have put 
cunsidexable effort into obtaining mxzucb grants at the txpense of their teaching. Some faculty 
also seem to be better at obtaining grants than at carrying out research, and an instance was 
pnwided of a Eaculty member who obtained four or five grants, but has not completed any 
projects. Faculty who win meanh grants enhance their income and gain opportunities to 
enhance professional devdqmart and teaching ability. These rewards, in part, account for 
some of the resmtment of those who have missed out. 

It is inevitable that, in an Institute such as the IOF, many faculty will not be interested 
in, or poorly equipped to carry out, research. The Dean needs to take an active role hl ensuring 
an appropriate balance is maintained between mearch and teaching. 

The Institute is undergoing change, a d  the Dean will need to provide a steadying hand 
to ensure that the pace of change does not cause such internal disruptions as to make 
management impossible. There seems no doubt that the higher profile of research, particularly 
said science meuch, that has resulted from the presence of the project has caused its own 
problems. 

It is umalistic to expect that all f b l t y  can share equally 31 rcsearch grants. However, 
it is not unrealistic for those who are the mjor beneficiaries of the grants to contribute part of 
them to the o v d  well-being of the Institute. 

Mechanisms should be explored by the TA team, the Dean, and the Research Committee 
whereby a significant percentage of the grants can be charged to overheads that would be lodged 
in a discretionary fund. 

Approaches should aLpo be made by the TA team to granting agencies to explore the 
possibility of arranging forgingrants for biophysical research and particularly for assistance in the 
development of tes~hing maferials. Some of the small grants could be refocused into this latter 
dimtion. This final point is atso relevant to the recommendations of the section on Curriculum 
Development, 



CURRICULUM D E W -  AND TRAINING 
- 

This section covers the following tasks: 

Task 24 Cdculum revision and development 
Task 25 Practical experience content of courses 
Task 26 Sociat sciences integration into wursts 
Task 28 Teaching materk& development 

- Curriculum and its development is the heart of any teaiching insfituticm. Although it does 
not, of itself, detmmh the &the of the graduate, without an appmprh curriculum, the - m 

gnduatcs will have little chance to meet the needs of the client agencies.. It is a widely - 

e q m s d  view in Nepal that the present curriculrrm of the IOF is not well suited to providing w 
- - 

the knowledge and skills scquired for people working in the rapidly evolving fields of fmtry 
and related natural resource management. - 

Rl6itiveE'iIl~ 
- - 

During 1990, a Curriculum Development Task Force appointed by Dean Dutta carried 
out a m e y  of client agencies and individual working graduates of the IOF on CUfZiculwn 
changes masary to & the IOF program more relevant to modem natural resource 

- management needs. 

In Novemba/Dcccmba 1990, the Cutriculum Development Task Force of the IOF - 

conductal a National Forestry Curriculum Workshop at Pokhara under the spontmhip of the 
IOPP. The workshop assembled rqmmtatim fiom the client agencies, Tribhwiur University, 
past graduates, present mts, and intanatid educat id  spddhts. The workshop was 
umstrdve and a W e d  publication produced by the IOFP contains the invited papers along 
with the mmmcndations for change. 

The workshop was followed by two days of meetings of the Curriculum Development - 

Task Force, which produced a list of courses that should be included in the new curriculum. 
Further curriculum development efforts were planned by the Task Force but were suspended due - 

to a variety of disruptions both on and off campus. 

The IOFP has promoted a series of activitiu both in the classroom and at field sites to 
introduce Wty to topics that will broaden their knowledge and awamess of the role of social 
&am in teaching. These included: 

Use of Rapid Rural Appraisal techniqw for collecting so& and biophysical 
- information for forcat management; 

Emphasis on the role of social scimces for forestry and other natural ~~ 
educators; and 



Introrluction and structured discussion of a set of community forestry readings. 

A criticism of the present curriculum frequently expressed by students and faculty alike 
is that it baa not altered in eight years and does not xeflect the substantial shift towards 
community forrtstry that has ocamcd during the past decade. In other words, it is too technical 
in nature. However, strong comment was made by &or members of the Ministry of Forest 
and Environment and the Fomt Department that the recat graduates were poorly equipped to 

- handle simple technical pmcedures. A revamped curriculum will not m l v e  this difficulty. It 
is ~ d e a t  that the p m s t  curriculum is not being translated into effective teaching. This was 
confirmed during discussion with past and prrtsent students who voiced uniform discontent with 
the quality of the teaching and the poor conditions of the learning environment. Of particular 
concenr was the lack of effective practical sessions both in the laboratories and the field. Field 
practid m scheduled each Friday, but during the past year only five were reported to have 
been held for the first-year, Certificate students at Hetauda. The students also claimed that 
many of the longer-period project attachments and obmt ion  tours were poorly p h e d  and 
executed. 

Thm are, thus, two basic problems: 

The presa~t curriculum is inappropriate for the cwrent needs of client agencies; 
and 

The quality of teaching and the quality of the leaming environment at the IOF are 
very F- 

TSle attitude of the students is also part of the problem. Many instances of students not 
attending lectum and demanding that Wty give them high passes on internal assessmearb 
regades of their actual perf~nnance wexe reported to the Evaluation Team. The problem of 
poor academic discipline on campus can be traced to W t y  and students alike. The 
achicvcnmt ~f quality education at the IOF wil l  he impossible until some d m  of 
responsibility has ken  accepted by both partners ( W t y  and students) for the outcome of the 
educational expexience. An improved curriculum is important, but not as important as a change 
in the way that the educational process is managed. The Dean has a critical role to play in 

. bringing about the necwsary changes in attitudes and he will need the active support of the TU - 

authorities. 

- Students complain about the general quality of the teaching imparted and the heavy 
dance on out-of-date lecture material that is undated to Nepal's conditions. Few if any 
W t y  have had the benefit of receiving any teacher training or training in procedures for 
curriculum development. 

The TU system is a constraint in evolving a dynamic curriculum with ongoing 
developmeat. Under the TU rqulations, once a curriculum is approved it must stay in place 



fibr five ycars before furtha changes can be made. In rapidly evolving ficlds, such as natural 
m o m  management, more frequent adjustments are needed. It is unlitely that the present 
plans to develop a new cuniculum will bear fiuit for a amsidaabb period (a year or more) 
becaw of the many steps in the approvat proms within TU. But until this is done, IOF Eaculty 

- 

will not be able to revamp the course content of individual subjects and d t e  &xamination 
Qutstim. 

The most important requirement for the impmmmt of the quality of education at the - 

IOF is the accqrtana of a high degm of surAemic discipline by both shde~ts and fhculty. 
Teachers must teach and sadenb must attend classes. This is largely beyond the control of the 

- 

project staff. The Dean with the support and leakship of the TU authorities has the pivotal - 

role to play in this regard. If academic discipline is accepted, then other initiatives will enhance 
the quality of the educational experha. If not, attempts to improve teaching conditions at the - 

IOF will be ndhing mom than window dressing. - 

- 

IOFP can continue to facilitate the process of obtaining appnwal for a revised curriculum - 

by both on-campus and off-campus activitim. Even after official approval is achieved, the 
process of subject revision and the preparation of new and innovative teaching material 
(particularly of a practical, field nature) will quire considerable effort. Appnwal of a new 
cuuiculum will pmvidc good opportunities for the TA team to arrange for apprappiate long- and 
sbort-tcm training, the rcdirrction of the role of PCVs (see above), and the introduction of 
regular, stntcturtd a t a c t  with compctmt Nepali natural rcsouras managers. The Scope of 
Workofthesccondpositionon theTAtcamcrluldbemtnrctu,rcd togivegrcateremphasisto 
cuniculum development issrres and lea  emphasis to mearch in order to pursue these 
oppartunities. 

WOMEN AND REMOTE AREA STUDENTS Ah'D OTHER STUDENT AFFAIRS 

This section combines the following IOFP tasltP: Student selection and scholarships 
(Task 1 l), Women and remote am students pask 12), and Student activities support (Task 39 - - added as of May 1991). The main objective of these tasks is to affect IOF enrollment in such 
a way that the student body becomes more nqmamivc of the population of the country as a 

- whole and, by implication, moln rqmscntative of the actual wen of forest ~~SOULIXS. 

Until reccmtly, IOFP has had little influence wer the selection of students admitted to the 
IOF other than through its provision of local curremy funds for the IOF Scholarship and Stipend 
Program, and by setting conditions for a minimum level of female studcat enrollment (10 
pmmt). However, the IOFP TA team has recently begun efforts to develop a set of pmcuiurcs 

- 



for admissions and stipend awards with the IOF Selection Committee that is consistent with the - 
goals of the project, and that enhances opportunities for admission and awards to remote area 
studa~ts. As indicated below, if the IOF is to be responsive to Nepal's needs for effective 

- natural mource management persomel, it must bmaka the makeup of its student body without 
compromising ita rigorous admissions standards. 

- In additim, the TA team has actively promoted a bet& understanding of the role of 
Nepal's women in the management of the country's natural resou~oes among IOF faculty and 
students, Examples of esris effort include: 

Sponsorship of IOF Wty participation at a national conference on "Women and 
Farming Systemsw held at the Institute for Agricultm and Animal Sciences in 
September 1989; 

Promotion of links with the Ford Foundation for sponsorship of a visiting Women 
in Development specialist to the IOP; and, 

Promotion of links with the USAID Mission for independent funding of Women 
in Development activitia on the IOF campus related to the recruitment and 
training of female students. 

In consultation with the IOFP Research Advisor, an IOF bx l ty  ccrmmitke convened in 

- 
mid4990 to develop a nationwide survey on women in for;t%rry and natural resource 
mylagement. The m e y  was designed to solicit information fbm women employed in the 
foFestry and natural resomea sector on opportunities and problems that women hce in obtaining 
a n p m t  in the sactor. The survey targeted fiimate graduates of IOP to obtain specific 
d b m a h  about their past trsrining, their curra~t employment and their recommendations for 
a firture curriculum speci!ic to women and forestry at the IOF, The results of this survey will 
be the focal point for a national confkcnce on Women in Forestry and Natural Resources to be 
held in March 1992 on the IOF Pokham campus with IOFP sponsorship. 

Funale admissions to the IOF have increased significantly since IOFP's inception. 
Enrollment ncords for the academic years 19884989 to 1990-1991 indicate an increase in 
f&nale admissions at both the Certificate and BSc. levels from 25 female students in 1988-1989 
(9 percent of total cnrollment) to 35 in 1990-1991 (13 percent of total enrollment).l Thus, the 
IOF has satMed the -pmjcct condition of incrcaSing female: am!hmt  t-n a grez&z b s  
10 pacent of bhc student body. Although this incrcasc in female admissions to the IOF cannot 
be linked d h d y  to the IOFP, the conditions set by USAID for project funding as well as the 
p~$ect's early efforts to promote broader female and remote area student recruitment through 
Radio N@ bI1)51dCaSfS have undoubtedly contributed to the awartness of female students of 
opportunities at the IOF. 

Fanale enrollment at the certificate level during the same peniod increased from 10 
penmt to 23 percent of total etll~llment; and at the B.Sc. level, from zero to 12 percent of total 
enrollment (IOFP Annual Report, 1990). a 



The student activities support task was added to the contract team Scope of Work shortly 
before the suqmsion of IOFP activities by USAID. The team has un* no student 
activities support since the project was resumed. However, the Chief of Party has solicited 
proposals for the impmexrmt of stuaent d o n a l  Wties  fiom the IOF Dean and the 
Hetauda Campus Chief. 

The number of graduates cumntly being produced by IOF appatently acecis the a m a t  
and midtam needs of the Forest Deparfmmt and other c l h t  agencies within the government. 
A Yale/IOFF+ study of the HMG (His Majesty's Governm~lt) ForesQ Master Plan, which 
carcfirlly mimed the employment qpmtmities in the Department sf Forests and its sister 
agmcies within the Ministry of Forest and Environment, concluded that the plan's manpower 
xmuitrnent projections for the forest sector arc misleading. 

[Cams] opportunities have a boom-and-stagnation pattern throughout most of the 
fore- sector, with only modest possibilities for advancement; and those are 
primarily in the early phases, lower ranks, and less desirable locations (Burch and 
Messtrschmidt, n,d.:9). . .  
The HMG hiring freezc, which has been in effect since latc 1989, has multed in large- 

scale unemployment among graduates at Certificate and B.Sc. levels. Recent demonstrations by 
unemployed IOF graduates calling for the govunment to remedy their situation attests to the 
problem. Donor-funded project and private sector employmart opportwnities for IOF graduates 
are atso limited. Female graduates axe particularly disahntaged becawe their employment 
opportunities arc Ear more limited than fibr their male cohorts (Regmi, n.d). 

Although IOF admissions apparently exceed the requirement for graduates, it is clear that 
the student body of the IOF is not reprtsentative of Nepal's ethnic and regional diversity. The 
majority of students on both c a m p m  belong to the Brahmin and Chhebi groups and originate 
from the districts surrounding Kathmandu, Pokhara, and Hetauda. A survey of the 1987188 
Cextih&level amllment of the IOF revealed that 92 percent of the student body belonged to 
the Brahmin, M, and Terai groups while only 3 perca~t belonged to the hill cthnic groups 
and lower castes (Gilmow and Fisher, 1991:lM). Of the 37 remote area students currently - 

awlled at the IOF Eokhara campus, 81 percart belong to the Brahmin and Chhetri p u p s  and 
65 p & a t  originate fiom only thne districts (Ghorka - 39 m t ;  Sindhu Palchok - 8 
percent; and Dolakha - 8 perant). Half of the 28 fernate shtdents enrolled in the Hetauda 
campus certificate program come from Makwanpur District, the district in which the campus is 
located. 

- 

The reawn for this disparity in IOP admissions is that current admission procedures work 
agaixt candid at^^ from remote arcas. Studcnts in remote villages do not have the same access 
to go. ;1 quality mathematics, Eqlish language, and sciena instruction that their urban cohorts 
do. lhw, many motivated remote area satdents are not able to reach the SLC standard of 

L 



selection established by the IOF Selection Committee. This problem has been more recently 
compounded by the fkt that, due to campus disturbances and changing administrations, the 
admission schedule fin the IOF has betn erratic. Remote a m  students who do not have access 
to newspapers and radio have difficulty in mecting the shifting deadlintx that are set for 
candidates to appear on campus fbr application. 

Nearly every IOP student receives some form of financial assistance either in the form 
of scholarshipa providal directly by the Institute or by bilateral and NGOs. Ten seats 
are lnserved on each campus for sbdents supported by donor-funded and NGO project but the 
number of 'project supported studentsm exceeds this figure. In addition, the Nepal Australia 
F o m Q  Project and the Swiss Development Corporation actively recruit and support a small 
number of studeats fbm the hill districts in which they operate. Despite these opportunities for 
targeted suplport, there is currently no systematic procedure at the Institute for the active 
recruitment of s t u h t s  from remote areas. Early IOFP female and remote area recruitment 
promotion efforts have not bear continued. Although radio broadcasts are likely to =h a 
broader alldieace than newspaps advertisements, they fall far short of feaching a truly 
rcpmmtarivc audience. 

The Institute's pnwision of finan&l support to the student body W s  hr short of actual 
q h e a t s .  The basic stipend proyided to all studen& who do not Ileceive project support is 
set at Rs 200 per month, a figure that is woefully inadequate to meet even the basic needs of the 
mipitnts. Female students at the He&uda campus iue further disadvantaged by the lack of 
adequate m-campus housing. 

USAID, through IOFP, should support the Dean in his efforts to reduce yearly IOF 
student arrpllment for both Certificate and B.Sc. degrees to a level that is consistent with the 
realistic human moufcc requirements of client agencies. IOFP should assist the Dean in 
devdoping a survey of client agencies, both in the public and private sectors, to determine 
ameat and near-term employment opportunities for IOF graduates. 

IOFP advison should work with the IOF . . 'on to promote job placement of IOF 
graduates, particularly female graduates. The USAID Women in Development Office may 
F& m m  av-rrl- IQzd--&*3zw& A--a'--?-- -- '---- -' . . uwxsqmg7m- 
assocratron that taka advantage of IOF graduates who have established themselves in 
govanment departm~~~ts and in private sector concerns. IOFP could also provide rdkrrals for 
IOF graduates to bilateral donor agencies and NGOs. 

The TA team should work with the Dean of the IOF to regularize the admissions 
procedures and schedule to ensure that remote area students have equal opportunity for 
admission to the Institute. Application schedules must be consistent and advertised well in 
advance. In addition, if appq&e, IOFP advisors should work closely with the Dean to 
promote ramitmart of ethnic minority students and studarts from remote villages. This effort 
wil l  require not only more widespnad and timely dissemination of admission announcements, ' 



- 

say through the District Forest Officers and Rangers, but a program of remedial instruction to 
- support more academically disadvantaged studeats. The IOFP, in coordination with the Peace 

Corps, could support the development of a rcmedial program in mathematics, science, and 
English on the IOF campus. Alternatively, IOFP could support IOF contracts with institutions 
offering specjalized insbructim, such as the English Language Institute in Kathmandu. 

The TA team should a9so expand its efforts to build links with other projects and . . concaned with fbmtq and natum reaounxs development in Nepal to encourage 
eJEpanded IleQuitment and ~ ~ p p o r t  of remote area students. NAFP, SDC, and the Koshi Hills 
Community Fomtry Projtzt all pay a "capitation fee" each year to resmc seats for destwing 
students from their project areas over and above the stipends that both projects pmvilde to 
studeats enrolled in the IOF. Additional donor involvanent in such a program would increase 
remote arm amllment and pruvide funds that the IOF could use to finance remedial instruction 
both on and off camp. 

Only though such concerted recruitment efforts will the IOF succeed in making its 
- student body more repmeatathe of Nepal's fomt users. Although sustainability of these efforts 

may not be likely beyond the life of IOFP, it is important for the project to assist in building a 
I 
i 

"critical massa of female and remote arm students to begin to correct the biases of the past. The 

-1 development of such a critical mass will ensure continued application of female and remote area 
1 students. - - 

IOFP should liditate the provision of hostel facilities for women at the Hetauda campus 
as soon as possible. The IOF should explore the possibility of using IOFP "small campua 
repair" funds to movate the stmctm currently used by the female students. 

IQFP should encourage the Dean and TU to raise the studart stipends to an appropriate 
levd, and to regularly adjust the rate of stipend to cpffsd the effects of inflation and currency 
fluctuations. At the same time, IOFP should work with the Dean to develop a sustainable 
stipend program. Sustainability with respect to stipends may involve continuing donor support. 
Government support for postsecondary education is a common element of developed societies. 
Until the government of Nepal is able to provide adequate and consistent support to a l l  those 
who seek higher education, Wra must consider such support as a key element to building a 
trained and skilled w o r k f m  that will be capable of managing Nepal's natud resources in a 
sustainable fashion. 

This section combines the IOFP Qsks to review and update the 101: training needs 
assessment (Task 1) and links with other programs (Task 23). 

Although the project's fitlfillment of these ta&a will be an important contribution to the 
wstahbility of the IOF, the requirements for building a sustainable Institute go far deeper than 
M t y  ckvelopment and enduring external support. IOF sustainability urill require that 

I 



- Tribhuvan University, the IOF administrdtion, and itp faculty and studat body together support 
the goals of the Institute. Once -mat on these goals has been reached, TU must give the 
Institute's lc&rship the authority to develop a system of management that builds faculty, staff, 

- 

- and student commitment to those goal%. That rnanagunent system must also be responsive to 
- 
- the evolving xequir#nents of the client agencies that use IOF research findings and employ IOF 
- 

- 
grad-. As Lawrence Busch points out in his evaluation of ovz 20 years of A.I.D. support 
to the agricultural univdties of India, 

- 

Then arc at least t h e  ways of viewing organizations: as self-contained entities, 
without much contact with or inflwcc from their external environment; as 
entities that respond to a continuing array of pressures and quests from an 
extend ~vinwment that may be friendly or hostile; or as wive shapes of their 

- own antironment. . . . [A] very small number of organizational leaders have 
- 
- 

discovered that succcssfirl organizations are those that seek to change their 
- environmerrt and so to markedly inamsc the probability of organhional success 

(Busch, 1988). 

At this point in the development of the IOF, the Institute can be seen as belonging to the 
second type of organidon: one that is pushed and pulled by national politics, with government 
demands for improved quality of graduates; campus fbdonalism that pits faculty against kulty 
for scarce Oraining and research funding; faculty and administrative factionalism that has brought 
about the resignation of two deans; and student-tkculty factionalism over CURiculum and 
teaching. For the Institute to evolve to one that shapes its own environment will require strong 
leadaship, sound management, support from TU for the exercise of that leadership and 
managemart, and the patient support of donors committed to tnre institutional Emelopment. 

The IOFP TA team and the IOF Dean have reviewed the training needs assessment 
developed far the Institute in the IOFP project paper, and have revised the training plans for 
bloth IOF faculty and staff (a? the above d o n  on training). The nvisions of the fsculty 
training plan axe intended to provide the faculty with a broad base of training that integrates the 
social scimces, economics, management, and the traditional biophysical sciences of a forestry 
curriculum. The objective of this training is to better enable the IOF faculty to pffpare students 
to meet the fitture natural reswrce management quhte,mmt* of tl?r, cmWry (!k.dhEi". and !hm, 
1991). 

The TA team has helped IOF establish closer links with government departments, and 
to establish new links with donor-funded fmtry and natural murce projects in Nepal. The 
TA team has also developed links between the IOF and international organizations and 
foundations that support faculty development and training such as the Canada-Asia Partnership 
Frogamme. Although the IOF fkculty had demonstrated an ability to attract donor support for 
research activities and student stipends prior to the initiation of IOFP, the TA team has been 
instnunentat in exposing faculty and students to new developments and opportunities in 
community fomtry and raowcc management through its Topical Seminar Series and the 

I 



referral of students and faculty to private- and agency-supported research. The IOFP Chief of 
Party's personal tics with senior officials in the Ministry of Forest has promoted closer ties 
between the ministry and the IOF that are crucial to developing a more client-responsive 
Institute. 

The IOFP TA fcam has made a preliminary analysis of the management structure of the 
IOF, awl has mack mmmeadations for improvement. These appear in a White Paper entitled 
"Governance and Organization at the Institute of Fomtry* prepared by the Chief of Party 
(Rechlin, 1991). In this document, the Chief of Party provides ammete proposals for improving 
the administrative strwtm of the Institute and the mrganhtion of its academic program. 

IOFP has provided short-term training for IOF staff in repair and maintenance of 
facilitica and equipment and in record-keeping procedum and intends to continue doing so for 
the life of the projext. 

IOFP has not made significant progress in contributing to the development of a core 
fkulty dedicated tt, the goals of the IOF. DiWveneas among the IOF Wty over access to 
training and research funds has prevented IOFP from implemetrting its training plans according 
to schedule, and has resulted in lost opportunities for EdCulty and students. Although candidates 
were selected for Ph.D. training in the United States, fhculty disputes over the candidate 

- 

selection criteria d t e d  in USAID's temporary suspension of the participant training 
cornponeat of IOW in June 1991. Similarly, funds from a Ford Foundation grant to the IOF's 
Social Forwtry Systems SMy Group program were suqended in May 1991 following W t y  
disputes ovcx the membership of the committee. 

Rcvious IOF admmstm . . 'ons have made no efforts to coordinate and W up with 
agencies that support training in the fomtry sector. Opportunitia to host in-service training of 
Fomt Department persome1 supported by DANIDA and FINNIDA were overlooked by an 
earlier IOF Dean. IOF W t y  and students would profit from having experienced professionals 
on campus and the! IOF could Iuve perfonncd a valuable service for the Forest Department in 

- 

- 

hosfing the training program. 

The IOF curmtly has no effective systems in place for ,pll~t?lin~hlr. man~z--t af i!s 
operations, including maintarance of facilities and equipment provided by IOFP. There is no 

- clear cWineation of authority from the Dean through the Assistant Deans and Campus Chief and, 
in the a b w  of the Dean, no decisions on the day-today optrations of either campus can be 
made. 

Similarly, in the absence of an effective system of operational management, USAID 
expbctatioons that the IOF can manage itjl forests profitably an unrealistic. On those lands that 
it does manage effactivcly, such as the campus nursery at Hetauda, any camings that the Institute 
r#lizts from, for example, the sale of seedhgs must be remitted to the TU treasury. This 
system mini- inccntivej for the rational management of Institute murces. 



Recommendations 

The IOFP team should help Tribhuvan Univdty officials and the IOF administration 
to develop mone effective management systems and more rigmu9 standards of accountability 
for the IOF. The Institute of Engineering has m t l y  instituted management reforms with the 
assistance of Canadhn tcchnhl assistance. The IOFP and the Pkan should consult with the 
Dean of the Iastitute of Enghazhg to determine if these management reforms are appmph& 
and applicable to the IOF. The Chief of Party's recommendaticms for the governance of the 
Institute should be reviewed by the Dean and the TU Vice-chancellor and, to the extent' 
appropriate, used in the revamping of the overall administrative structm of the Institute. If 
pmgcss in not made on these U, USAID should reconsider its continued funding of the 
IOFP. 

The IOFP team should continue its efforts to develop and expand links between IOF and 
the national and indtrnational agencies concemed with forestry and natural resource management 
that are supporting projects in Nepal. These include: the training division of the Department of 
Farcsts; the NGOs; the mul- (for example, the World Bank, the Asian Development, 
Bank and FAO); and the b i i  agencies (ODA, GTZ, DANIDA, FINNIDA). The IOF's 
recent success at securing a grant for research and technical assistance from the International 
Tropical Corporation with fwrding from JAICO is a clear demonstration of the breadth 
of potentiat donor support. Such efforts to increase the number of "stakeholders" in the fume 
of the IOF will provide the Institute with a more diverse portfolio of research and training 
remurm, and will better guarantee continued donor support to the Institute. 

To build a better oqanhtional and management structure within IOF, the TA team 
should work with the Dean to develop job descriptions for all Wty and staff. These job 
descriptions must clearly identify each individual's duties, responsibilities, level of authority, and 
lines of communication. These job descriptions must also establish a minimum set of 
pedormance standards for each member of the W t y  and staff. 

The TA team should assist the Dean in obtaining a clear agreement from the Torest 
-t and TU for amtrol of the resources allotted to the Institute and the earnings accrued 
thenfrom. At the pnsart time, however, the project should not attempt to support a program 
of pmfit-oriented IOF management of its forest resources. Such a program would place 
maragemeat demands on the hstifute thnt it is nnt yet cq&!e ef hanrllr'q. As SG ~*m&w, 
the IOF could enter into agnemcnts with villagers living on the periphery of its lands, at both 
the Hetaucia and Pokhara campuses as well as at its research stations, for the joint management 
of forat mouw. A-ts of this sort would enable the Institute to maintain lands for 
income, for R ~ V C ~  and instnrctional purposes, and for demonstrating community forestry and 
agroforestry resource management strategies. 

As a condition for greatex fiscal autonomy, the IOF Dean, with the assistance of the 
IOFP, should develop a f i nand  sustainabiity plan that sets clear objectives for IOF programs, - 
targets for earned menues from the Institute's own resources, and accountable proposals for 
the mananemat of donor assistance. 



SECTION THREE' 

COMPARISON OF IOFP WITH 'FHE m s m  OF AGRICULTURE 
AND ANIMAL SCIENCE AND SIMILAR PROJECTS IN ASIA 

The IOFP Evaluation Team was asked to review the evaluation reports of other U S A D  
funded projects in agro-technical education support in the Asian region. The purpose of this 
review was to detamiae if any lessons leaxned fiom these projects could be applied to the 
evaluation and f d  planning of the IOFP. The Mission was particularly concerned that the 
Evaluation Team revim USAID'S experience of support to Nepal's Institute of Agriculture and 
Animal Sciemx @AM). 'I'b did not permit the team more than a cursory review of the IAAS 
documentation and a brief fidd visit to the IAAS campus in Ramput. Nevertheless, the team 
was able to draw conclusions that have particular relevance to the IOFP. 

POSITIVE FINDINGS 

The Evaluation Team reviewed evaluation reports of three respected agrjLcultural 
institutions to which A.I.D. has provide continuous support for as much as 20 years: Hi;asetsart 
Univdty in Thailand @&sen, et al., 1988); Bogor Institute of Agriculture in Indonesia 
(Thusen, et al., 1989); and Hassan II Institute of Agriculture and Veterinary Medicine in 
Morocco @hen, et al., 1987). In addition, the team reviewed a joint evaluation of India's 
28 State Agricultural Universities sponsored by A.I.D.'s Cater for Development Information 
and Evaluation (Busch, 1988). 

In sum, the team determined that continuous and long-team USAID support to agricultwl 
institutions that promotes institutional autonomy, sound management, flexibility in curriculum 
development, W t y  mearch, and extension programs, and that promotes enduring links 
betweea the agricultural institutions and major agricultural research universities in the United 
States has been successful in several casea in the Asian region. Some of the factors that 
contributed to the successful development of these institutions are already shared by the IOF. 
Others will require that Tribhuvan University, USAID, and the IOF follow up on 
~sommadations contained in this report. A list of success factors common to the projects 
r e v i d  inci- 

A sense of mission and commitment to the unique goals of the institution that is 
shsrrd by M t y ,  staff, students, and, particularly, alumni who have gduated 
to Progressively more important positions in the government and the scientific 
community; 

Faculty and administration commitment to quality and the drive for international 
recognition; 



A degree of institutional autonomy in relations with external donors as well as 
national government ministries and agencies; 

Efficient management of multihor RWUIIXS; 

Long-term commitment by A.I.D., rnultihteml donors, and affiliated universities 
to the institution's development; 

Organizational stwtum that permit and encourage faculty to take initiatives in 
seeking mearch funds and in developing entrepxmeurial activities; 

Selectivity in choosing faculty and students; 

Curriculum models that integrate teaching, resear&, and practical fieldwork for 
students and f'aculty; 

Willingness to establish institutional measum of quality based on international 
standards, and receptivity to continuing evaluation; 

Reliance on a d-developed secondaxy school system; 

Good quality teaching and research W t i e s ;  

Practical orientation of faculty and studat mearch that focusea on the problems 
unique to the society and environment of each institution; and 

Linb with g w m t  agencies and kindred institutions at the national and 
international level. 

The Evaluation Team has provided IOFP with aU of the documentation cited above. 

-1 Tribhuvan University officials, officers of the IOF and its client agencies, and the USAID 
Mission Project Offiaxs would profit from a study of these evaluations. - 

SALIENT PROBLEMS 

Although the Evaluation Team found that USAID funding has contributed to the advanced 
training of IAAS Wty and the upgrading of the IAAS physicat fhdities, s c v d  factors 
contributed to a dhappohting outcome to ova 17 years of support tn that Institute. Particularly, 
poor contractor performance d e e d  in the IAAS project falling short of its human ~ U T C C S  

development goals. More importantly, however, the LAAS project emphasized impravement of 
IAAS hhstmhm and W t y  development over the more prcssing need to support the 
impiw-t of IAAS management and ahmitmb 

. . 'on, and the need to support the belapment 
.r of an inkgmtd teaching, mearch, and outreach program. 

/ 



-- In its review of other A.1.D.-supported projects in the region, the Evaluation Team found 
- that the successful institutions continue to face problems that are not dissimilar to those that 
- 

affected the outcome of USAID's support to LAAS and conltinue to affect the development of 
IOF. These includt: 

0 The need for strategic planning mecltanisms b integmte a Eaculty with diverse 
- 

subject specialties around a common set of education and research priorities; 

A need to develop the management and institutional development skills among the 
Eaculty and administration; 

A need for a level of autonomy -- balanced with a proportional level of 
- accountability -- that will enable the institution to be responsive to evolving client 
- demands, 

o A need for donors to support an institutions linkages with the policy, research, 
educational, and public constituencies that it is designed to serve; 

A need to improve faculty incentives through a reward system based on merit 
achieved in both teaching and mearch; 

Bad on its revicw of lessons learned from A.I.D. support to agr~technical institutes 
and Eaculth in the Asian region, USAIDMepal should continue to support the institutional 
development of IOF with emphasis on improved management, teacher training, curriculum 
development, and the development. of a flexible research capacity. 

In addition, USAIDIN@ should continue to support the development of enduring ties 
between the IOF and appropriate teaching institutions in the United States. The Yale School of 
Fomtry and Environmental Studies has provided exemplary service to USAID and the IOF. 
However, due to the nature of Yale's graduate program, noted for its high academic 
performance and standards, efforts should be made to develop additional relationships between 
the IOF a d  f- & r c f h n i ~ l  mw &? &+a ~i'~$ &j& 

objectives and curriculum more comparable with those of the IOF. 

The review of A.I.D. support for other agro-technical institutes leads the Evaluation 
Team to strongly recommend extended support as the key to successful institutional 
development. USAID/Nepal should evaluate the IOFP within two years time to determine if 
sufficient progress has been made to warrant extension of the project. 

Finally, the Evaluation Team recommends a thorough review of the Center for 
Development I n f d o n  and Evaluation (CDIE) literature on agrptechnical institutional 
development that the center has provided to the IOFP TA team by all officials concerned with 



the sucaxs of IOFP. In addition, USAIDMepal, through the IOFP, should sponsor a study tour 
or regional seminar fbi senior MFE, TU, and IOF officials that famrlranzes .. . the participants with 
the opuations of succtssful agricultural institutes in the Asian region. 



SErnON FOUR 

EVALUATION OF CONTRACTOR 

COMMODIlYES PROWREMEN'lPEIYSICAL INFRASTRUCTURE 

- This section COVCCP the following 

Task 16 Libraries 
Task 18 IOF Forwts 
Task 19 Equipmat and commodity Lists 
Taslr; 20 I'luamment 
Task 40 Constyction (new) 

With initN guidance from the IOFP TA team, the IOF Library Committee, consisting 
of rcprtsent;ntiva from all subject ma&x areas, compiled lists of c w m t  and lapsed periodicals 
and existing holdings and ~ u ~ e y e d  the Wty to get suggestions for book and peiiodical 
acquisitions that wourct better meet their needs. The project home office at Yale, in 
collaboration with the Yale Fonwtry and Emironmental Studies library, made arrangements for 
purchasing books and Hodicals, collecting donated books, and shipping these to the IOF. 

Tko shipments of boob have been received by the IOF af?ex the inevitable delays in 
custom. Sixteen journal subscriptions have been renewed or begun and will continue through 
the life of the IOFP. Map cases were built for both the Pokhara and Hetauda libraries and sets 
of maps wue purchased by the IOFP. The Hetauda library d v e d  a much needed coat of 
paint and new shelving has bear ordered. Several educational videos donated by U.S. timber 
companies have been received through the eflbrts of IOFP staff. 

The IOFP TA team working closely with a Computer Committee appointed by the Dean, 
and produced a computer procurement list that was approved by the Dean. Eighteen months 
elapsed bdbzlt apprwaf was received fiom HMG to import the computers. During this time, 
computer Iabs were set up on both IOF campuses. All of the computers arrived (with one 
shipment of accsdes still in customs) and had been installed on both campuses shortly befm 
the arrival of the Evaluation Team. A Peace Corps wlunteer with computer background 
installed the computers, set up the available software on the machines, and provided instruction 
in computer we to IOF faculty, W, and students. 

The American-made computers were purchased through a local firm in Kathmandu to 
inswe the availability of local servicu. Another local firm was awarded the contract to provide 
batteq back-up, w e  ptection equipment, and sexvice. 



Under the able direction of the IOFP TA team, kulty ques ts  for lab and field 
equipment were matched with actual classroom and field needs. At the time of the Evaluation 
Team's visit, this proass had been completed for the Hetauda campua and was about half 
finished on the Pokham campus. Procurwnent of equipment that on be purchased locally or 
in India has begun. Equipment that must be obtained in the U.S. will not be purchased until the 
list is complete and can be sent as a single order to Yale for procurement and shipment. 

Tbe IOFP procuremat process is on schedule despite earlier delays and has been handled 
in a competent Won by the contractor. 

IOFP has recently received USAID apprrwal to prucced with the d o n  and 
improvement of selected buildings and grounds at the Hetauda campus. 

The buildings and grounds at both IOF campuss are in desperate need of considerably 
more renovation than can be provided within the a n e n t  budget of the IOFP. It is clear that 
funds for this purpose will not be forthcoming from TU in 'the near future. A particularly 
vexing e l e m  is that there is no hostcl for fernate students on the Hetauda campus to 
accommodate the 28 girls currently enrolled in the program there. The fhdt i e s  they occupy 
arc substandard and inadequate. - 

- 

The lengthy and complicated procedures for clearing imported commodities through 
- customs in Nepal has significantly slovlled IOFP's efforts to provide new and replacement 

equipmart to the IOF. 

- 
The IOFP should continue cumat plans for m d o n  of IOF facilities and the provision 

of lab and field equipment at both campuses, and makx every effort to accelerate the process. 
In addition, the TP, team should work with USAID to secure support fiom other donors for 
further I#H)Vation of the two IOF campusa and for some additional capital construction, 
espacially a hostel for women at Hetauda. 

Both the HMG apprrwal process for cdain imports and the proms of extracting the 
gotxis from customs ona they arrive am badly in need of streamlining. The IOFP team should 
amsult with USAID, TU, the IOF administration, and other relevant HMG officials to detmmhe 
if there is any legal way to speed up the import approval and customs clearance proctsses. 

To deal effectively with the problem of recurring maintumcc of physical facilities and 
equipment at both IOF campuses, the IOFP should assist the Dean and TU in developing a 
system that anticipates recurring costs and finances tho* costs through overhead charges on 

- Wty m%%wch and capitation fees. With the addition of both facilities and equipment, 



- 

- Eaculty nsearch and capitation fees. With the addition of both !%&ties and equipment, 
particularly computers, 6y the IOFP and other donon, reaming costs of maintenance and 
qlacemcnt an going to increase and must be planned for if the IOF is to achieve sustainability 
inthisregard. 

C O ~ C T O R  - 
This section covers the following tasks 

Task 34 Contract management 
Task 35 Technical assistance plan 
Task 36 Semi-annual TA and annual inventory reports 
Task 37 Complefion of assignment reports 

Yale University has prwided a very high level of support to the IOFP TA team. Without 
this support, the continuity of the project would have been further compromised by campus 
political dhtubancea. 

IntanatiODal Resourcts Group, Ud. (IRG) the US subcontractor to Yale on the IOFP, 
with its amsiderable ovacseas development and pmurernent experience, was a necessary 
complement to Yale, which had no previous experience of this kind. Early in the project there 
wen some tempomy coordinatich difficulties between Yale and IRG. These problems have 
beea suazddly resolved and are not lihely to rrcur. 

Synergy, the local subcontractor ha Nepal, is mponsible for all local-hire project 
personnel. They understand the intricacies of locat employment regulations, benefits, and so 
forth as no foreign firm could. Synergy has performed in an exemplary fashion in carrying out 
its spacific responsibilities for local hire project personnel. 

The TA team and the Yak backstoppers have produced all of the projm documentation 
required by the contract to this point, and them some. The Chief of Party has consistently 
pprcd  bi-weekly reparts containing details of project activities and comments on context and 

, . c 2e I P P S W m U r P n d ~ ~ ~ r ~ u  - - - -  - -A- *nWm 
which axe well orgarhi ,  clearly written, and valuable in providing a pemanent institutional 
record fix the project. Numerous other documents, some not specifically called for in the 
contract such as white papers and project update sheets, have been prepared by the TA team. 
In sum, rqmtage has been superb, for which the IOFP TA team, and particularly the current 
Chief of Party, should be commended. 



. . Political dhbnbmces, disruption of the academic schedule, and frequent changes of 
-on at the IOF have prevented the project from achieving some of its goals in a timely 
fashion. All of these events have been beyond the control of the IBFP. 

For eight years prior to the IOFP, the USAID-funded Resource Consenration and 
UtWation Project (RCUP) prwided the IOF with s c v d  faculty fellowship fm out-of-country 
training and mme salary supplements, known as "project allowances,' and in some instances 
waived Euglhb language requirements for overseas training. Unforftrnately, RCUP left a legacy 
of qectatiolls that is difficult to dispcl and that cannot be fdfilkd by IOFP. The notion that 
IOFP is simply Phase 11 of the RCUP amtinus to influam the penxptions of IOF Eaculty and 
staff despite efforts on the part of the IOFP TA team and USAID/Nepat officials to dispel this 
notion. 

Staff and some students on both campuses, but particularly on the Hetauda campus, have 
little accurate information about the IOFP and the specific tasks it is intended to accomplish. 
Because of this, their notions of what the project can do for them personally tend to be distorted. 

Continuing efforts must be made to dispel the idea that IOFP is a amtinuation of RCUP 
and to provide IOF faculty, staff, and students with accurate information about IOFP's 
programmed activities and progms being made toward their achieveanent. In ordar to further 
this process, the Evaluation Team recommends that the IOFP make available brief quarterly 
prqjcct upda!ea (in Nepali) to all IOF W t y ,  staff, and students as weld as IOF client agencies, 
and that copies be posted on campus bulletin bauds. Even if this does not completely dispel 
the already existing myths, it will serve as hefirtable proof that accurate information has been 
provided. 

EFFECTIVIENESS OF TA TEAM 

After a rocky start amidst a trade and transit embargo, and the mignation of the first 
IOFP Chief of Party, the curmt Chief of Party assumed his duties in February 1990. 
Throughout the period fiom then until now, which has bear characte;iized by campus closings 
fix elections, disturbances, and several changes of administration at the IOF, he has managed 
to maintain steady control of the project and move it ahead. He has carried out his duties in an 
exemplary and highly professional fashion. He has also established very good working 
relationships with previous deans as well as the current Dean, and with faculty and staff. This 
is I#narfQble considering the fbtioonalism that exists among the faculty. 



The IOFP Research Advisor has also carried out his tasks in a competent and professional - 
- 

manner. He has trained several of the yoqnger faculty in research methods, d forestry, and 
rapid ruxal appraisal, which has given them the strilla to obtain research grants for other sources. 
Unfortunately, he has not been as easily able to negotiate the shoals of faculty Monalism at 
the IOF. 

Overall, the IOFP TA team of two has carried out its Scope of Work with determination 
- and commitment in the fhce of extraordinary project disruption. 
- 

The Chief Of Party, the Research Advisor, and Yale backstopping personnel have worked 
together very well in support of project activities and all have contributed to a body of prqject 
Qcumartation and rqportage that is mom extensive and detailed than any the evaluation team 
has previously encountered. 

'I%= is a strong feeling among the Hetauda &ulty and staff that they have been 
neglected by the project; Although the Chief of Party and the Rtsearch Advisor have paid 
several visits to the Hetauda campus and have given training sessions there, both reside. in 
Po- and the project field office is locatcd on the Pokhara campus. 

The contract calls for the TA team members to assume teaching responsibilities at the 
IOF. In principle, some classroom experience is a good idea as it enables the TA team to gain 
a fuller and morc indepth undastanding of the IOF teshing environment. However, full 
coune teaching responsibilities make it difficult for them b carry out other project 
rcspoasibilities efklively. 

The planned opening of a project office on the Hetauda campus in the near future will 
help to dispel the feeling of neglect expressed by W t y  and staff. This would have been a 
recommendation of the Evaluation Team but the new Dean of ihe IOF deserves credit for having 
suggtsted this solution befm the Evaluation Team arrived. 

The recruitment of a Peace Corps Volunteer with fortsEry or natural resources expcriencc 
in N@ for posting to the Hetaudo campus would also greatly enhance IOFP representation at 
Wcampru* 

IOFP team members should have teaching responsibilities that do not exceed one come 
- segment per year. This will serve to keep them in close touch with the teaching environment 

at the IOF and any changes in it while not absorbing so much of their time that it begins to 
interfere with their other project responsibilities. 



The Scope of Work for the Rescarch Advisor should be revised to include sharing of the 
COP'S administrative duties as well as the CURiculum development responsibilities noted above. 



- 
- 

SUMMARY OF RECQMMENDATIONS 

- 
Hm we provide a summary of the recommendations contained in the pmxding sections 

of this report. We have retained the project component organization but have also attempted to - 

impose fbrther order on these ncomendations by dividing them into the following categories 
- 

& each component: - 

- 

Recommemdatiolls that can be acted u p  by IOFP alone; 

0 Recommendations that quire  joint action of the IOFP and the IQF Dean and/or - 
M t y  committees; and 

Recommendations that quire  the collaboration of the IOFP, the IOF, and 
Tribhuvan University. 

The latter P o  categories are not sharply separable. Most actions of the IOF Dean that involve 
- 

changes in the programs or policies of the IOF require the approval of the Vice Chancellor of 
- Tribbuvau University. We have f- on whether the major effort is required at the IOF as 

- 
- the main criterion for making the distinction. 
- 

HUMAN RESOURCES DEVEWPlMENT RECOMMENDATIONS 

Pool all training funds and eliminate the fixad number of MSc. and Ph.D. 
mowships. 

0 Ph.D. b-g is not necessarily relevant to the current needs of the IOF and 
-- should be minimized in hvor of project emphasis on M.Sc. fellowships in general 

forestry and social f m t r y  (a maximum 24-month pi), 
- 

IOFP should accclQiitC in-SCNia training of staff to enhance job skills and 
pcrfoxmancc, in particular, training in bookkeeping and accounting procedw to 
handle project inputs in a manner consistent with USAD procedures. 

I IOFP must reconsider how PCVs may be wed more effectively to achieve the 
- purpose of the project, for example, as English language tutors, assistants to 

fbdty and staff, and and increase project presence in Hetauda. The Evaluation 

- 
Team recommends that the cumnt practice of PCVs having full responsibility for 



courses k discontinued and that this issue be reexamined after academic 
discipline has been established on the IOF campuses. 

POF and IOFP Action 

Delay the nomination of any M e r  long-term training candidates until such time 
as the IOF has dettrmined and the IOFP Executive Board has approved that the 
campus can send Wty without upsetting the academic program. USAID needs 
to dctemhe a cut-off date after which mnahing training funds will be lost, 

The cuncant ttaininlg plan should be d e w e d  and revised as soon as possible (see 
curriculum recommendations below). 

Short-tenn training plans formulated before the disturbances should be: quickly 
reviewed, revised as necessary, and implemented. 

The TA team should work with the Dean to promote field training apportunitiea 
Bor the IOF faculty. 

. .  

IW, TU, and IOFP Action 

* The TA team should work with the Dean to develop a manpower plan for the IOF 
Wty that deals with the problem of M t y  overstaffing. 

IOFP Action * 

At this stage in the project, there should be a shift in emphasis of project 
sponsored research toward &durn developmart, and a better integration of 
research activities with student training. 

The perception that the IOFP supports only social forestry research needs to be 
amcted through active discmidon among the Wty of infofmation on the 

- 

d biophysical forwtry research projects that IOFP has already supported. 



IOF and IOFP Action 

@ Thm should be liaiscm between IOF and otha reseatch institutions, particularly 
the Department of Fortst and Plant Research. This is important to ensure that 
IF mearch is consisteat with national resear& priorities and objectives. 

IOF, TU, and IOFP Action 

IOFP should help the IOF and TU to devise a workable system for charging 
wdead on research grants and faculty consulting that woulld go into an IOF 
( k re t i ~na ry  fund. 

CURRICULUM DEYEU)PMENT AND TRAINING RECOMMENDATIONS 

IOFq Action 

Extend the IOFP Research Advisor position to the end of the project but change 
the Scope of Work to emphasize curriculum development and administration with 
much less emphasis on research. The TA team should make clear to hculty that 
funds will be available for development of course materials including practicals. 

To the exlent possible, all TA team members should visit ongoing forestry 
development projects in Nepal to enhance their own practical experience. 

r Arrange training opportdties in teaching methodology and cuniculum 
developrnrnt both on-campus and in other locations where appn@& training is 
available. 

IOF and IOFP Action 

Link long-term fellowships to the needs of the new IOF curriculum to the extent 
pdii within the time m e  of fie praject. 

The IOFP should facilitate regular contact between students and Nepali field 
profissionah employed by client agencies through a program of visiting scholars, 
seminan, and workshops on campus. 

The IOFP TA team should work with faculty to ensure that the field excursions 
for students am well conducted and provide a solid learning experience. 



IOF, TU, and IOFP Action 

The 'FA team should work to have the recommadaticns of the Curriculum 
Development Workshop incorporated into a revised IOF aqiculum, and place 
strmg emphasis on getting the appmval for that revised curriculum through the ' 
various stages of the TU procedures. 

Two years. of English language instruction should be provided to students in the 
Certificate program and IOFP should help facilitate this change. 

WOMEN ANP) REMOTE AREA STUDENIS 
AND OTHER STUDENT hiFFAIRS RECOMMENDATIONS 

IOFP Action 

0 The TA team should expand its efforts to build links with user projects and 
organizations concerned with forestry and natural r e s o m  development in Nepal 
to encourage expanded recruitment and support of remote area students. 

IOFP should facilitate the provision of hostel facilities for women at the Hetau& 
campus as soon as possible, The IOF should explore the possibility of wing 
IOFP "small campus repair" funds to movate the s t w h i m  currently used by the 
female students. 

IOF and IOFP Action 

IOFP advisers should work with the IOF administration in job placement of 
female students. 

The TA team should work with the Dean of the IOF to regularize the admissions 
procedures and schedule to ensure that remote area students have equal 
m t y  for admission to the Institute. 

- 

A If aypruyrlarc, IOFP advisen should work c l d y  with the Dean to promote 
- r#xuitment of ethnic minority studeats and students from mote villages. 

IOF, TU, and IOFP Action 

USAID, thugh  IOFP, should support the Dean in his efforts to reduce yearly 
IOF auollment of both Certificate and B.Sc. students to a level that is consistent 
with the realistic human murce rcq-ap of client agencies. 



9 IOFP should encourage the Dean and TU to Dise the student stipends 'an 
appropriate level, and to regularly adjust the stipend rate to offset the effects of 
inflation and currency fluctuations. IOFP should work with the Dean to develop 
a sustainable stipend program. Swtainability with respect to stipends may involve 
continuing donor support. 

INSTITUTIONAL SUSTAPNABILITY RECOMMENDATIONS 

IOFP Action 

o None. 

IOF and IOFP Adion 

The IOFP team should continue its efforts to develop and expand links between 
IOF and national and international agencies that a~ supporting forestry and 
natural resource management projects in Nepal. Such efforts to increase the 
number of 'stakieholders" in the future of the IOF will provide the Institute with 
a more diverse @olio of mearch and training resources, and will better 
guarantee conthued donor support. 

At this time, the prqject should not attempt to support a program of profit- 
h t e d  IOF managemart of its follwt resources. As an alternative, the IOF 
could ater into agremeats with villagers living on the peripheq of its lands, at 
both the Hetauda and Pokhara campuses as well as at its mearch stations, for the 
joint management of for& mources. 

As a condition for greater fiscal autonomy, the IOF Dean, with the assistance of 
the IOFP, should develop a f ' h m d d d i l i t y  plan that sets clear objectives 
for IOF programs, targets for earned revenues from the Institute's own resources 
and accountable proposals for the management of donor assistance. 

IOF, TU, and IOFP Action 

The IOFP team should help Tribhuvan University officials and the IOF . . admustdon to develop inore effective management systems and more rigorous , 
s&nc&rds of accountability for the IOF. If propnu(;% not made in this rrgard, /J 
USAID should m s i d e r  its continued funding of the IOFP. 

In order to build a better qanhtional and management structure within IOF, 
the TA team should work with the Dean to develop job descriptions for a l l  faculty 



and staff that clearly identify individual duties, responsibilities, level of authority, 
lines of communication and standards of performance. 

0 The TA team should assist the Dean in obtaining a clear agreement from the 
Forest Department and 'U for control of the resources allotted to the Institute and 
any earnings accrued taaexefrom. 

COMPARLSON OF IOFP WITE lAAS 
AND SIMILAR FROJECTS IN SOUTH ASIA - RECOMMENDATIONS 

IOFP Adion 

USAIDMepal should continue to support the institutional development of IOF 
with emphasis on improved management, teacher training, curriculum 
development and the development of a flexible research capacity, 

USAIDMepal should continue to support the development of enduring ti= 
between the IOF and appropriate teaching institutions in the United s&. 

USAID/Nepal should again evaluate the IOFP with sufficient lead time to 
detcnnine if sufficient pmgma has been made to warrant extension of the 

None. 

IOF, TU, and IOFP A d o n  

USAIDMepal should sponsor a study tour or regional seminar for senior MFE, 
TU, and IOF officials that b i h i z a  the participants with the operations of 

edi- ffisifwa ~ ~ t f t i i  s* a&, 



COMMODITIES PRO-/ 
PHYSICAL INFRASTRUCTURE RECOMMENDATIONS 

The IOFP should continue current plans for r e n d o n  of IOF facilities and the 
provision of lab and field equipment at both campuses, and make every effort to 
acceleratetheprocess. 

IOF a d  IOFP Adion 

None. 

- IOF, TCJ, and IOFP Action 
v 
- 

' The IOFP team should consult with USAID, TU, the IOF administration, and 
other relevant HMG ~fficials to determine if there is any legal way to speed 
imported commodities t h u g h  customs. 

The IOFP should assist the Dean and TU in developing a system that anticipates 
recurring costs and finances those costs through overhead charges on kulty 
mearch and capitation fees. 

CONTRACTOR EFFECTIYENESS RECOMMENDATIONS 

IOFP Action 

IOFP should make available brief quarterly project updates (in Nepali) to all IOF 
Wty, staff, and students as well as IOF client agencies. 

IOF ar?d IOFP Adion 

a None. 

IOF, TU, and IOFP Action 



OF TA TEAM RECOMMENDATIONS 

IOFP Astion 

e The recruitmc=nt of a Nepal Peace Corps Volunteer (with ia-wuntry fomtry or 
natural mourcea experience) for psting to Hdauda would greatly enhance 13FP 
repemtation at that campus. 

L 

IOFP teain members s h d d  have teaching reaponsibiEties that do not exceed me 
seapnent per Year- 

The Scope of Work for the Research Advisor should be revised to include sharing - 
of the Chief of Parby's administrative dutia as well as the d c u l u m  
dmelopment responsibilities noted above. - 

IOF and IOFP Action 

The recent opening of a project office on the Hetau& campus will help to dispel 
the fixling of neglect and would ha& ken a recommendation of the evaluation 
team if the new Dean had not already suggested it. 

IOF, TU, and IOFP Action 

a None. 
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-INSTITUTE OF FORESTRY PROJECT MID-TERM EVALUATION 

BACKGROUND 

Implementation of the Institute of Forestry Project (USAID Project 
Number 367-0154) was initiated in March, 1989, with the signing of 

. the contract between USAID and the prime contractor, Yale 
University. The project objective is to assist the Institute of 
F6restry meet Nepal's need for trained manpower in forestry and 
natural resource management at the certificate and B.Sc .  level and 
to carry out effective teaching, research and extension. The 
project contains three components: technical assistance! training 
and commodity procurement- The project is implemented through a 

. contract with Yale University with International Resource Group Ltd. 
(IRG) as a sub-contractor and Synergy as a local sub-contractor for 
local support. 

ARTICLE I: Activity to be Evaluated or Title 

Institute of Forestry Project Elicl-Term Evaluation 
Project No. : 367-0154 
LOP Fund: 8.7 million . 

. PACD: July 15, 1995 

PRTICLE 11: Objective 

The purpose of the evaluation is to provide reliable feedback on the 
imglementation and impact of IOFP to IOFP project managers and 
implementers. The audience is: the USAID project officer, the 
technical assistance team, the contractor, and the administration of 
Tribhuvan University and the Institute of Forestry. The evaluation 
should focus on the decision requirements of those who must make and 
implement sound development through the IOF Project. It should 
provide insights about past and on-going activities as a basis for 
modifying or redesigning AID'S future support for forestry and 
natural.resource training. 

The evaluation report will specify 'redesign options for IOFP in 
response to experience gained from the project, and from a review of 
experience and lessons learned from the recently completed Institute 
of Agriculture and Animal Science - I1 Project which also involved a 
component of Tribhuvan University and from evaluations of similar 
USAID funded projects in support of training institutes in South 
Asia. The evaluation findings will serve as the basis for a seminar 
to he conducted by the evaluation team and to include: IOFP 
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c o n t r a c t o r s ,  o f f i c i a l s  from USAID, I O F ,  I A A S ,  Tribhuvan U n i v e r s i t y  
and t h e  M i n i s t r y  o f  Educa t ion  and C u l t u r e .  USAID/Nepal and HMG/N 
w i l l  c o n s i d e r  IOF P r o j e c t  r edes ign  on t h e  b a s ; s  o f  recommendations 
from t h e  e v a l u a t i o n  team and t h e  r e s u l t s  of t h e  seminar .  

S p e c i f i c a l l y ,  t h e  e v a l u a t i o n  w i l l  : 

1) compare p r o j e c t  performance t o  per formance  o f  s i m i l a r  
- 

p r o j e c t s  i n  t h e  r e g i o n ;  

a s s e s s  c o n t r a c t o r  e f f e c t i v e n e s s ;  
- 

- - 

a s s e s s  t h e  e f f e c t i v e n e s s  of  t h e  T.A. team; 

a s s e s s  t h e  t r a i n i n g  component; 

a s s e s s  t h e  commodity procurement component; 

a s s e s s  t h e  r e s e a r c h  component; 
- 
- 

a s s e s s  adequacy of  IOF's c u r r i c u l a  and t r a i n i n g  program; - 

a s s e s s  IOFP r o l e  i n  encouraging e n r o l l m e n t  by women and 
remote a r e a  s t u d e n t s ;  

9 )  a s s e s s  p r o j e c t ' s  role i n  a t t a i n i n g  i n s t i t u t i o n a l  
s u s t a i n a b i l i t y  f o r  IOF; 

1 0 )  compare c o n t r a c t o r  and i n s t i t u t i o n a l  performance i n  t h e  - 
IOFP to  d a t e  w i t h  p a s t  expe r i ence  under  w i t h  t h e  IAAS - I1 - 

P r o j e c t ;  and 

11) deve lop  recommendations f o r  IOFP r e d e s i g n .  

ARTICLE. 111: Sta tement ,  o f  Work 

USAID h a s  had l i m i t e d  s u c c e s s  i n  implementing p r o j e c t s  i n  s u p p o r t  o 
e d u c a t i o n a l  i n s t i t u t i o n s  i n  Nepal. The IAAS - I1 P r o j e c t  l a s t e d  
r o u g h l y  s i x ' a n d  one h a l f  y e a r s .  Based on p r o j e c t  per formance ,  t h e  
USAID Miss ion  dec ided  not t o  extend i t  beyond mid-1991. In July of 
t h i s  y e a r ,  t h e  s i t u a t i m  a t  IOF's  main campus i n  Pokhara r eached  t h  
p o i n t  where t h e  Miss ion  dec ided  t o  f r e e z e ,  t e m p o r a r i l y ,  a l l  
a c t i v i t i e s  under t h e  IOFP c o n t r a c t .  A . I . D .  h a s  sponsored s e v e r a l  
p r o j e c t s  i n  suppor t  o f  s i m i l a r  ins t i tu tes  i n  Sou th  As ia .  I n  e a c h  
c a s e ,  Agency i n t e n t  was t o  supply  enough e x p a t r i a t e  a d v i s o r s ,  l o n g  
and s h o r t  term t r a i n i n g  and s u f f i c i e n t  commodities t o  make t h e  
p r o j e c t s  work. However, i n  many c a s e s ,  t h e  end r e s u l t  was f a r  from 
s u c c e s s f u l .  Very few o f  t h e  i n s t i t u t e s  t h a t  b e n e f i t t e d  from A . 1 . D .  
funding were a b l e  t o  c o n t i n u e  on a s e l f - s u f f i c i e n t ,  s u s t a i n a b l e  - 

basis w i t h  r e a s o n a b l e  l e v e l s  of  achievement a f t e r  t h e  p r o j e c t  
completion d a t e .  
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Based on t h e s e  exper iences ,  t h e  two under ly ing  i s s u e s  f o r  t h e  
e v a l u a t i o n  team a r e :  

1. Is there something s o  b a s i c a l l y  flawed w i t h i n  t h e  Nepali  
system of h igher  educat ion t h a t  no m a t t e r  how much i n p u t  is 
provided ,  t h e s e  e f f o r t s  cannot succeed u n t i l  fundamental  
changes a r e  made which a r e  o u t s i d e  t h e  scope o f  what one donor 
can accomplish under a  s i n g l e  p r o j e c t ,  o r  can t h e  f a i l u r e s  of 
t h e  p a s t  be r e c t ~ f i e d  through more s e n s i t i v e  implementat ion o r  
p r o j e c t  redes ign?  

2. The o v e r a l l  goal  of t h e  I O F  p r o j e c t  i s  t o  " i n c r e a s e  
p r o d u c t i v i t y  and s u s t a i n a b i l i t y  of r u r a l  product ion  
systems ... through improved p u b l i c  and p r i v a t e  s e c t o r  n a t u r a l  
r e s o u r c e  management." Is t h e  I O F  p r o j e c t  t h e  most e f f e c t i v e ,  
s u s t a i n a b l e  and c o s t - e f f e c t i v e  way to  reach  t h a t  g o a l  ( a s  
opposed t o  community educat ion ,  o r  i n - s e r v i c e  t r a i n i n g  of  a 
g r e a t e r  number of l e s s e r  t r a i n e d  community e x t e n s i o n  a g e n t s ) ?  

Within t h e  above broad con tex t ,  t h e  e v a l u a t i o n  team should  answer 
each of t h e  fo l lowing  ques t ions  i n  terms of how r e l e v a n t  exper ience  
can be used by p r o j e c t  managers t o  modify and redes ign  t h e  I O F  
P r o j e c t .  The Mission would cons ider  p o s s i b l e  m o d i f i c a t i o n s  and 
improvements t o  t h e  q u e s t i o n s  below i f  proposed by t h e  c o n t r a c t o r  o r  
e v a l u a t i o n  team. 

1) How does  p r o j e c t  performance compare wi th  fhaf of s j m i l a r  
projects i n  South Asia? 

How does  IOFP performance compare g e n e r a l l y  w i t h  performance of 
o t h e r  s i m i l a r  p r o j e c t s  i n  Asia? 

How does IOFP exper ience  t o  d a t e  compare with t h a t  of  t h e  
r e c e n t l y  completed IAAS-11 P r o j e c t ?  . 

What were t h e  major d i f f e r e n c e s  and s i m i l a r i t i e s  of  o b j e c t i v e s ,  
approach, and ou tpu t s ,  and why? 

2 i  How e f f e c t i v e  was the c o n t r a c t o r ?  

How d i d  t h e  c o n t r a c t o r  perform i n  r e c r u i t i n g  i t s  t e c h n i c a l  
a s s i s t a n c e  team? 

How e f f e c t i v e  was t h e  r e l a t i o n s h i p  between t h e  AID Mission and 
the c o n t r a c t o r ,  inc luding:  

How.responsive was t h e  c o n t r a c t o r  t o  r e q u e s t s  by U S A I D ,  and 

Bow e f f e c t i v e  was t h e  r e p o r t i n g  system? / 



ATTACHMENT 1 
PIO/T No. 367-0154-3-9018- - 
Page 7 o f  17  p a g e s  

L 

How e f f e c t i v e  a r e  t h e  r e l a t i o n s  between t h e  p r ime  and 
s u b - c o n t r a c t o r s ?  

Do t h e  s u b - c o n t r a c t o r s  perform un ique  s e r v i c e s  t h e  p r ime  cou ld  - 
n o t  have performed? 

3)  How e f f e c t i v e  is t h e  Techn ica l  A s s i s t a n c e  Team?. - 

How do  t h e i r  a c t u a l  j obs  r e l a t e  t o  t h e i r  terms of  r e f e r e n c e ?  - 

How d o  t h e y  relate t o  Nepa l i  c o u n t e r p a r t s  and s t a f f  and how - 

e f f e c t i v e  has  t h e  TA team been i n  t r a n s f e r r i n g  e x p e r t i s e  t o  
c o u n t e r p a r t s ?  

How do  t h e  p r o j e c t  and TA team relate i n s t i t u t i o n a l l y  to :  T.U.. 
M i n i s t r y  of  Educa t ion  and C u l t u r e ,  and c l i e n t  M i n i s t r i e s ?  

How w e l l  a r e  t h e y  per forming  and how s u s t a i n i n g  was t h e i r  input 

How w i l l  t h e i r  d u t i e s  be  f l ~ l f i l l e d  a f t e r  t h e y  l e a v e ?  

I n t e g r a t i n g  s o c i a l ' s c i e n c e s  i n t o  the c u r r i c u l u m  w a s  emphasized 
i n  t h e  IOF P r o j e c t  d e s c r i p t i o n ;  t o  what e x t e n t  is  t h i s  b e i n g  
accomplished? 

What l i n k a g e s  have been b u i l t  ( c o n f e r e n c e s  o r  mee t ings  h e l d )  
between f8F and o t h e r  GON/donor o r g a n i z a t i o n s / p r o j e c t s ?  

4 )  How e f f e c t i v e  is t h e  t r a i n i n q  component? 

How e f f e c t i v e  is lops-term t r a i n i n q  l i k e l y  t o  p r o v e  ( b o t h  
Masters and PhD) i n  U.S. and A s i a n - u n i v e r s i t i e s  w i t h  s p e c i f i c  
a t t e n t i o n  t o :  

- r e l e v a n c e  of cu r r i cu lum,  r e s e a r c h  and g r a d u a t e  program a t  
t r a i n i n g  i n s t i t u t e ,  - t i m e  r e q u i r e d  t o  a t t a i n  d e g r e e s  and workload r e q u i r e m e n t s  - c o s t s  and adequacy of l og i s t i ca l  and f i n a n c i a l  s u p p o r t ,  
i n c l u d i n g  p r o j e c t  and t r a i n i n g  i n s t i t u t e  backs topp ing  
comparative strcngkhs and weaknesses oP Asian vs U.9. 
t r a i n i n g  i n s t i t u t e s ?  

- Who dec ided  and on what c r i t e r i a  was c h o i c e  o f  t r a i n i n g  
i n s t i t u t i o n ( s 1  made? 

How a r e  t r a i n e e s  chosen and how a p p r o p r i a t e  a r e  t h e  s e l e c t i o n  
p rocedures  i n  choos ing  long-term t r a i n e e s ?  

What problems and c o n s t r a i n t s  a r e  posed by E n g l i s h  l anguage  
r equ i r emen t s  and how are t h e s e  overcome? 
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How e f f e c t i v e  i s  t h e  p r o j e c t ' s  t r a i n i n g  needs .assessment  i n  
g u i d i n g  t h e  long-term t r a i n i n g  program? 

How e f f e c t i v e  is VSXD's Train ing  O f f i c e  i n  s u p p o r t i n g  t r a i n e e s ?  

What r o l e s  do o t h e r  t r a i n i n g  programs p l a y  s u c h  a s  t h e  
F u l b r i g h t  program and Winrock's t r a i n i n g  component? 

Is IOF a b l e  t o  f i l l  vacancies  c r e a t e d  by long term t r a i n i n g  
(how much of a  ha rdsh ip  i s  t h i s  t o  t h e  s c h o o l ) ?  

A s s e s s  e f f e c t i v e n e s s  of  short- term t r a i n i n q :  

How many were t r a i n e d  and where? 

Do t r a i n e e s  use t h e  s k i l l s  they l ea rned?  

Row e f f e c t i v e  was t h e  t r a i n i n g  needs assessment  i n  gu id ing  
s h o r t  term t r a i n i n g ?  

Where d i d  t r a i n i n g  occur  and how d id  t h e  c o s t s  compare? 

D i d  s t u d e n t  performance improve as a  r e s u l t  of f a c u l t y  t r a i n i n g ?  

What were t h e  t a n g i b l e  r e s u l t s  of t r a i n i n g  such a s :  

d i f f e r e n t  t each ing  methods, improved c u r r i c u l a ,  i n c r e a s e d  
s tudent - teacher  c o n t a c t ,  etc.? 

How e f f e c t i v e  is t h e  commodities procur.ement component? 

Is i n f r a s t r u c t u r e  ~ b u i l d i n g s / c l a s s r o o m s / ~ r m s )  adequate  t o  
s u p p o r t  pr ,o jec t  implementation? 

How adequate  ar2 classroom f a c i l i t i e s ,  d o r m i t o r i e s ,  
l a b o r a t o r i e s ;  and what p rov i s ion  has been made w i t h i n  t h e  
p r o j e c t  f o r  i n f r a s t r u c t u r e  maintenance and up-keep d u r i n g  LOP? 

How a p p r o p r i a t e  and effective is the project commodity 
component? Were commodities purchased on t ime,  s u s t a i n a b l e  
( s p a r e  p a r t s ,  repair /maintenance t r a i n i n g ) ? .  

Were f a c u l t y / s t u d e n t s  provided t r a i n i n g  t o  u s e  computers o r  
o t h e r  new equipment? 

How much a r e  the new equipment and v e h i c l e s  a c t u a l l y  used? 

Were t h e  types  and amounts of commodities donated a p p r o p r i a t e ,  
t o o  much o r  t o o  l i t t l e ?  
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I 
How was t h e  s e l e c t i o n  of  commodities made; who s u p p l i e d  it; w a  
t h i s  t h e  most e f f i c i e n t / e f f e c t i v e  s u p p l i e r ?  

6 )  How d o e s  the project s u p p o r t  r e s e a r c h ?  

I 
I 

How adequate are t h e  r e s e a r c h  f a c i l i t i e s  i n c l u d i n g  f i e l d  sites . l a b o r a t o r i e s  and l i b r a r i e s ?  

What l i n k a g e s  have been forged  w i t h  o t h e r  r e s e a r c h  e n t i t i e s  i~ 
Nepal? 

Is t r a i n i n g  o f  f a c u l t y / s t u d e n t s  in r e s e a r c h  t e c h n i q u e s  adequa; 

Is adequa te  s u p p o r t  p rov ided  for  p u b l i s h i n g  and p r e s e n t a t i o n  
con fe rences?  

How have r e s e a r c h  f i n d i n g s  been a p p l i e d ?  

Mow are l u c r a t i v e  o p p o r t u n i t i e s  for f a c u l t y  research ba lanced  
w i t h  t e a c h i n g  r equ i r emen t s ;  is t h e r e  a c o n f l i c t  between t h e  t 
a c t i v i t i e s  and how should  t h i s  be r e s o l v e d ?  

What a r e  t h e  t o p i c s  o f  r e s e a r c h  and how were t h e y  chosen? 
' 

7 )  Row r e l e v a n t  are  c u r r i c u l a  and t e a c h i n g  by i n s t i t u t e  f a c u f t y ?  

How w e l l  does  t h e  p r o j e c t  p r e p a r e  s t u d e n t s  t o  meet t h e  needs  
c l i e n t  groups and what e f f o r t s  have been made t o  e s t a b l i s h  . 
l i n k a g e s  between and assess needs  o f  c l i e n t s :  MoAg, MFE, NG( 
p r i v a t e  sector and donor  projects 

How e f f e c t i v e  is t h e  t e a c h i n g ?  Is t h e r e  a need f o r  in-servin 
t e a c h e r  t r a i n i n g  f o r  IOF f a c u l t y ?  

Row d o  s t u d e n t s  respond to  t h e  c u r r i c u l u m  and s c h o l a s t i c  
environment  - p u t  more g e n e r a l l y ,  how e f f e c t i v e  is t h e  l e a r n  
o p p o r t u n i t y  prov ided  a t  I O F ?  

How much feed-back from f i e l d  r e a l i t i e s  l i k e l y  t o  b e  - 

encountered  by r e c e n t  g r a d u a t e s  i s  i n c o r p o r a t e d  i n t o  c u r r i c u  
and teaching methodologies?  

How r e l e v a n t  i s  t h e  i n s t i t u t e ' s  c u r r i c u l u m  and how effective- 
- t h e  p r o j e c t ' s  c o n t r i b u t i o n  to  c u r r i c u l u m  development? 

What i s  t h e  MEC/TU p o l i c y  f o r  c u r r i c u l u m  r e v i s i o n ?  How w i l  
t h i s  c o n s t r a i n  project g o a l s ?  

Have exams been r e w r i t t e n  t o  reflect changes i n  curriculum? 
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What r o l e  do t h e  f a c u l t y  p lay  i n  curricul.um development and 
what i n c e n t i v e s  i f  any are provided? 

How does t h e  p r o j e c t  suppor t  wpmen and remote a r e a  s t u d e n t s 7  

Were quo tas  set  and achieved? 

What a r e  t h e  c o n s t r a i n t s  t o  achieving  t h e  quotas?  

l a c k  of housing and o t h e r  needs such a s  s p e c i a l  
counsel ing,  e d u c a t i o n a l  background-and language, f i n a n c i a l  
support  and s c h o l a r s h i p  needs? 

Where do remote a r e a  s t u d e n t s  come from? A r e  they  
r e p r e s e n t a t i v e  of a l l  remote a r e a s ?  

Row e f f e c t i v e  i s  rec ru i tmen t  i n  r each ing  t r u l y  remote a r e a s ?  

What a r e  t h e  q u a l i f i c a t i o n s  f o r  s c h o l a r s h i p s ?  Who decided?  
What p rov i s ion  e x i s t s  t o  cont inue  s c h o l a r s h i p s  upon p r o j e c t  
completion? 

What i s  t h e  dropout  r a t e ?  What reasons  a r e  most common f o r  
dropouts?  

Is there a s e r v i c e  requirement i n  r e t u r n  f o r  s c h o l a r s h i p s  (such 
as t e a c h i n g  o r  working i n  remote a r e a s ) ?  

What o p p o r t u n i t i e s  a r e  a v a i l a b l e  f o r  female g radua tes?  

Haw e f f e c t i v e  ,f s t h e  p r o j e ~ t ,  l i k e l y  ,to b e  i n  a t t a i n i n g  
i n s t i t u j A o n a 1  s u s t a i n a b j l i t y ?  

What are  t h e  p r o s p e c t s  f o r  developing a c o r e  group of f a c u l t y  
members a t  IOF of s u f f i c i e n t  s i z e  and commitment t o  i n s u r e  
i n s t i t u t i o n a l  s u s t a i n a b i l i t y  and con t inu ing  high l e v e l s  of  
t e a c h i n g  and resea rch .  

Bow e f f e c t i v e  is t h e  a d m i n i s t r a t i o n  of rOF i n c l u d i n g  o p e r a t i o n  
of committees, regula t ions /procedures  governing o p e r a t i o n  of 
IOF, assignment of t r a i n i n g  and r e s e a r c h  o p p o r t u n i t i e s ,  
e s t a b l i s h i n g  and mainta in ing  l i n k s  wi th  T.U. and MEC? 

Are s t u d e n t s  and faculty given e f f e c t i v e  v o i c e  i n  IOF 
o p e r a t i o n s ?  How r e s p o n s i b l e  is t h e i r  p a r t i c i p a t i o n ?  

Are o t h e r  donors involved i n  suppor t ing  IOF? What a r e  t h e  
consequences of multi-donor suppor t  t o  the i n s t i t u t i o n ?  

Can IOF sustain t h e  accomglJshments o f  the p r o j e c t ,  a c t  on 
I 



How does  USAID'S e x p e r i e n c e  w i t h  t h e  I A A S  p r o j e c t  compare wi t1  
e x p e r i e n c e s  w i t h  s i m i l a r  p r o j e c t s  i n  South Asia? 

A r e  s u f f i c i e n t  l i n k a g e s  b u i l t  between i n s t i t u t e  and c l i e n t  artc 
is t h e  " c l i e n t "  a d e q u a t e l y  d e f i n e d  by t h e  i n s t i t u t e ?  

To what e x t e n t  can r e c u r r e n t  c o s t s  be s u p p o r t e d  by IOF? A r e  
n u r s e r i e s ,  I O F  f o r e s t s ,  etc. p r o f i t a b l e ?  

How autonomous i s  I O F  from TU? Does t h e  r e l a t i o n s h i p  restr ict  
t h e  a b i l i t y  o f  I O F  t o  a c h i e v e  i t s  g o a l s  or to  a t t r a c t  new 
fund ing?  

Based on A I D ' S  p r e v i o u s  expe r i ence  w i t h  s i m i l a r  p r o j e c t s  i n  
Sou th  As ia ,  how l o n g  shou ld  A I D  s u p p o r t  c o n t i n u e  i n  o r d e r  t o  
a c h i e v e  i n s t i t u t i o n a l  s u s t a i n a b i l i t y  a t  IOF? 

Has a long-range plan f o r  IOF been fo rmula t ed?  What shou ld  bc 
t h e  key e l emen t s  i n  such a p l an?  

What o t h e r  e l emen t s  o f  i n s t i t u t i o n a l  s u s t a i n a b i l i t y  i d e n t i f i e c  
i n  e v a l u a t i o n s  of s i i n i l a r  p r o j e c t s  can be  a p p l i e d  t o  IOF? 

What a r e  t h e  major ,  f i n d i n g s  from, r ev i ew o f ,  , t h e ,  JAAS p r p i e c , t ?  

What g e n e r a l  c o n c l u s i o n s  can  b e  drawn from t h e  IAAs' p r o j e c t  
e x p e r i e n c e ?  

Were t h e r e  b a s i c  c u l t u r a l ,  i n s t i t u t i o n a l  o r  p o l i t i c a l  problems 
which may have prede te rmined  p r o j e c t  outcome r e g a r d l e s s  o f  hot  
much t e c h n i c a l  a s s i s t a n c e ,  t r a i n i n g  and commodities was 
provided?  
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What s p e c i f i c  l e s s o n s  from t h e  I A A S  e x p e r i e n c e ,  and/or  from 
o t h e r  p r o j e c t s  i n  e d u c a t i o n a l  s u p p o r t  i n  South  A s i a ,  can  b e  
a p p l i e d  t o  IOFP? 

m 
What are t h e  key  i s s u e s  t o  be c o n s i d e r e d  i n  IOF,.redesigp?, 

What m o d i f i c a t i o n s  should  be made i n  p r o j e c t  t a r g e t s  and . 
implementa t ion  i n  l i g h t  o f  e v a l u a t i o n  f i n d i n g s  t o  correct 
e x i s t i n g  problems and t o  avoid  what happened a t  I A A S ?  

What performance i n d i c a t o r s  should  be  proposed and how shou ld  
performance b e  moni tored throtrghout t h e  remain ing  l i f e  o f  t h e  
prc j ec t?  

Are t h e r e  more c o s t - e f f e c t i v e  and s u s t a i n a b l e  ways f o r  A I D  t o  
provi.de e d u c a t i o n a l  s u p p o r t  t o  f o r e s t r y  and n a t u r a l  r e s o u r c e  
managers than t h rough  c o n t i n u i n g  s u p p o r t  t o  IOF? 
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The d r a f t  ve r s ion  of t h e  r e p o r t  w i l l  be due i n  UsAI~/Nepal one week 
b e f o r e  t h e  end of t h e  assignment.  T h e  f i n a l  v e r s i o n  of t h e  r e p o r t  
w i l l  be  due  a t  t h e  end of assignment b e f o r e  t h e  C h i e f  of t h e  P a r t y  
l e a v e s  Nepal- 

me r e p o r t  w i l l  be s p e c i f i c  and a c t i o n  o r i e n t e d .  Emphasis w i l l  be  
p laced  on p o s i t i v e  s o l u t i o n s  which IOFP managers may r e a l i s t i c a l l y  
implement. Recommendations from t h e  IOFP e v a l u a t i o n  w i l l  be  
developed a t  two l e v e l s :  

- t h o s e  whj.ch can be r e l a t i v e l y  e a s i l y  implemented w i t h i n  
e x i s t i n g  p r o j e c t  c o n t e x t ,  wi thout  amending t h e  P r o j e c t  
Grant  Agreement, w i t h i n  c u r r e n t  p r o j e c t  r e s o u r c e s  and 
wi th in  t h e  c u r r e n t  i n s t i t u t i o n a l  c o n t e x t ,  and 

- t h o s e  f a r t h e r  r each ing  recommendations which may r e q u i r e  
s u b s t a n t i a l  i n s t i t u t i o n a l  changes o r  c o n t r a c t  or P r o j e c t  
Grant  Agreement amendments. A l l  recommendations s h a l l  be 
been discussed w i t h  USAID, p r o j e c t  team members and HMG 
o f f i c i a l s  p r i o r  t o  i n c o r p o r a t i o n  i n t o  t h e  f i n a l  e v a l u a t i o n  
r e p o r t .  

The r e p o r t  s h a l l  be developed i n  d r a f t  and p resen ted  t o  USAID and 
HMG o f f i c i a l s .  I n  response t o  comments r ece ived ,  t h e  r e p o r t  s h a l l  
be  r e v i s e d  as necessary and d e l i v e r e d  i n  f i n a l  form i n  10  c o p i e s  t o  
USAID/Nepal. A P r o j e c t  Evalua t ion  Summary s h a l l  be inc luded a s  p a r t  
of t h e  f i n a l  r e p o r t .  The format  f o r  t h e  f i n a l  r e p o r t  w i l l  conform 
t o  USAID'S eva lua t ion  r e p o r t i n g  format which i s  as fo l lows:  

1) Executive Summary: a  two t o  t h r e e  page s ingle-spaced 
document con ta in ing  a  c l e a r ,  conc i se  summary of  t h e  most c r i t i c a l  
e lements  of  t h e  r epor t .  It should be a se l f - con ta ined  document t h a t  
can s t a n d  a l o n e  from t h e  r e p o r t .  The summary should b e  w r i t t e n  s o  
t h a t  i n d i v i d u a l s  u n f a m i l i a r  wi th  t h e  p r o j e c t  can understand t h e  
p r o j e c t ' s  b a s i c  elements and how t h e  f i n d i n g s  from t h e  e v a l u a t i o n  
a r e  r e l a t e d  t o  it wi thout  having t o  r e f e r  t o  any o t h e r  document. 
The Execut ive  Summary must c o n t a i n  t h e  fo l lowing  elements:  

a Name of M i s s i o n  
b) Purpose of a c t i v i t y  e v a l ~ a t e d  
C )  Purpose of eva lua t ion  and methodology used 
d ) Findings and conclus ions  
e l  Recommendations fo r  t h i s  a c t i v i t y  and i t s  o f f s p r i n g  
f  1 Lessons learned  ( inc lud ing  p r o j e c t  des ign  

impl ica t ions  and broad a c t i o n  i m p l i c a t i o n s  ) 

For more d e t a i l e d  i n s t r u c t i o n s  on what i s  t o  be included i n  t h e  
Execut ive  Summary, see Appendix B i n  t h e  A I D  Evalua t ion  Handbook r 
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( A I D  Program ~ e s i g n  and Evalua t ion  Methodology Report  N o .  7 ,  April. 
1987, Washington D.C.) available both i n  AIDFJashington and 
USAID/Nepal. 

2 )  Basic  P r o j e c t  I d e n t i f i c a t i o n  Data Shee t ,  o u t l i n e d  i n  
Appendix A of the A I D  Evaluat ion Handbook. 

3 Table of Contents 

4 )  Body of t h e  Report: t h i s  should i n c l u d e  d i s c u s s i o n  of t h :  
purpose o f  the eva lua t ion ;  the economic, p o l i t i c a l  and s o c i a l  
c o n t e x t  of  t h e  p r o j e c t ;  team composi t ion and s t u d y  methods; 
ev idence/ f indings  of t h e  s tudy concerning t h e  e v a l u a t i o n  q u e s t i o n s  
conc lus ions  drawn from t h e  f i n d i n g s ,  and recommendations based on 
s t u d y  f i n d i n g s  and conclus ions ,  s t a t e d  a s  a c t i o n s  t o  improve proje 
performance, 

5 )  Appendices: these should i n c l u d e  a copy o:€ t h e  e v a l u a t i o  
scope of  work, t h e  most c u r r e n t  p r o j e c t  l o g i c a l  framework as 
p e r t i n e n t ,  a list of  documents c o n s u l t e d ,  and i n d i v i d u a l s  and 
agenc ies  contac ted .  

AflTIC&E. J: Rela t ionships .  and Re . spons ib i l i t i e s ,  

The evaluat ion 'team w i l l  work under t h e  t e c h n i c a l  d i r e c t i o n  of 
Thomas H. P i e r c e ,  F o r e s t r y  Advisor, USAID/Rathmandu. A l l  con tac t :  
w i th  t h e  Government of  Nepal w i l l  be coord ina ted  through t h e  AID 
O f f i c e  of A g r i c u l t u r e  and Rura l  Development. 

Perfqqnaqce Period 

The e v a l u a t i o n  w i l l  be conducted over  a  t h r e e  ( 2 1  days) week p e r b  
d u r i n g  December, 1991: 

Washinqtop D.C. 

review SOW and eva lua t ion  l i t e r a t u r e  

team b u i l d i n g  and o r i e n t a t i o n  
f i e l d  v i s i t  
KTM meetings and d i s c u s s i o n s  
write and present d r a f t  

i n  U.S. 2 days 1 

r e v i s e  d r a l t  and pub l i sh  f i n a l  r e p o r t  

2 days 
1 0  days 

5 days 
4 days 
5 days - 

Prior t o  t h e  team's a r r i v a l  i n  Nepal, the c o n t r a c t o r  w i l l  d i r e c t  
team l e a d e r  t o  spend two days i n  t h e  U.S., reviewing t h e  Scope O F  
Work under t h i s  PIO/T and t h e  e v a l u a t i o n s  of s i m i l a r  USAID fundec- 
i n s t i t u t i o n a l  development p r o j e c t s  w i t h i n  t h e  South Asia reg ion ,  
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working closely with USAID/Washingtonls Evaluation offices: Upon 
arrival in Nepal, the team members will review project documents and 
files, progress reports, studies, and other materials related to the 
projects. They will assess both government and private sector 
client training needs. They will discuss the projects' objectives 
sand accomplishments with other donor and departmental 
forestry/agriculture training programs. The team will meet with 
USAID, other donor and HMG officials in Kathmandu, and visit project 
sites in Pokhara and Hetauda (IOF). 

There will be a meeting with USAID/Nepal and GON officials if 
appropriate halfway through the evaluation, to provide an 
opportunity for team members to exchange initial observations and 
thus influence the course of the second half of the evaluation. 

The evaluation findings'will serve as the basis for a seminar to be 
conducted by the evaluation team and to include: IOFP contractors, 
officials from USAID,  IOF, IAAS, Tribhuvan University and the 
Ministry of Education and Culture. 

ARTICLE. YII: Evaluation Team Composition and Wo.rkdays, Ordered 

The evaluation team will be comprised of five individuals, including 
three expatriates with advanced professional qualifications in 
forestry, agriculture, social sciences and related fields; 
experience in implementing institutional development projects, and 
familiarity with forestry and agricultural development issues and 
problems in Nepal. The other two team members will be senior 
Nepalese experts with experience in forestry/agriculture training 
needs and development issues. 

Specific.ally, the team members will include the following: 

1. Team Leader 

This person will be responsible for team-building, for 
cooperation and exchange between team members, and for 
coordination of a11 meetings, interviews, and other 
data-gathering functions.  he will be responsible for 
production of the final report of the evaluation. S/he 
will spend 40% of the time in Pokhara/Hetauda, and 60% of 
the time in Kathmandu. 

This person will be an institutional specialist with 
experience in natural resources, familiar with AID 
regulations and evaluation formats; s/he will have prior 
experience as COP; will be a skilled leader, with the 
ability to work well with people (from AID, HMG, IOF/IAAS, 
as well as students, professors, and others). S/he will 
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have proven n e g o t i a t i o n  s k i l l s ,  w i l l  w r i t e  w e l l  and 
qu ick ly ,  and w i l l  be a b l e  t o  e a s i l y  manage t h e  complicated 
l o g i s t i c s  requi red  f o r  an e v a l u a t i o n  i n v o l v i n g  f o u r  
l o c a t i o n s ,  two i n s t i t u t i o n s ,  and numerous agenc ies  and 
m i n i s t r i e s .  

2. Fores t ry  Expert  

T h i s , p e r s o n  w i l l  be p r i m a r i l y  r e s p o n s i b l e  for e v a l u a t i n g  
t h e  IOFP; s/he w i l l  spend, t h e r e f o r e ,  about  50% of t h e  
t i m e  i n  Pokhara and Hetauda, and t h e  remainder  i n  
Kathmandu. 

3. I n s t i t u t i o n a l  Expert 

T h i s  person w i l l  be  r e s p o n s i b l e  f o r  e v a l u a t i n g  
i n s t i t u t i o n a l  r e l a t i o n s  a f f e c t i n g  I O F ,  Tribhuvan 
Unive r s i ty ,  and t h e  Min i s t ry  o f  Educat ion  and Cul tu re .  
About 40% of t h e  t i m e  w i l l  be s p e n t  i n  Pokhara/ Hetauda, 
and 20% i n  Rampur t o  l e a r n  from p r e v i o u s  I A A S  exper ience;  
t h e  remainder wilP be i n  Kathmandu. 

4 .  Agr icu l tu re  and Fores t ry .  E x p e r t s  ( ~ o c a l )  

Two s e n i o r  Nepalese e x p e r t s  on i n s t i t u t i o n a l  development, 
a g r i c u l t u r e  and f o r e s t r y  w i l l  work w i t h  t h e  e v a l u a t i o n  
team. They w i l l  coord ina te  and p r o v i d e  t e c h n i c a l  i n p u t s  
i n  t h e  eva lua t ion .  They w i l l  t r a v e l  t o  Rampur, Hetauda 
and Pokhara with t h e  e v a l u a t i o n  team. 

L i s t e d  below are t h e  c a t e g o r i e s  of f u n c t i o n a l  l a b o r  s p e c i a l i s t  and 
number o f  days requi red  f o r  each s p e c i a l i s t .  

P o s i t i o n  Work Days 

Team Leader - I n s t i t u t i o n a l / n a t u r a l  Resource 27 
F o r e s t r y  S p e c i a l i s t  21 
I n s t i t u t i o n a l  Development S p e c i a l i s t  21 
Nepalese F o r e s t r y  S p e c i a l i s t  21 
Nepalese ~ n s t i t u t i o n a l  S p e c i a l i s t  2 1  

d 

JIRTIGbE. .VII.I: I l l u s t r a t i y e  Budqet 

The es t ima ted  c o s t  of t h e  eva lua t ion  is i n  Attachment 2 .  

Funding f o r  t h e  eva lua t ion  w i l l  be provided under t h e  IOF P r o j e c t .  



$_ATTACHMENT, 1 
PIO/T N o .  367-0154-3-90188 
Page 1 6  of 1 7  pages 

ARTJCGE, JX: S p e c i a l  P rov i s ions  

A .  Duty Pos t  

US~~D/Kathmandu, Nepal 

B. Language o r  o t h e r  requirements  

NONE 

C. Access to- c l a s s i f i e d  in£ ormation 

"Contrac tor  s h a l l  not  have a c c e s s  t o  any government c l a s s i f i e d  
m a t e r i a l n  

D. L o g i s t i c a l  Supporg 

The c o n t r a c t o r  s h a l l  p rovide  i n t e r n a t i o n a l  t r a v e l  f o r  t h e  t h r e e  
e x p a t r i a t e  a d v i s o r s  a n i  in-country a i r  t r a v e l  and ground t r a v e l  
f o r  t h e  team a s  r equ i red  between Kathmandu, Rampur, Pokhara and 
Hetauda. The c o n t r a c t o r  s h a l l  p rov ide  t r a n s p o x t a t i o n  f o r  t h e  
team when it is Kathmandu. The c o n t r a c t o r  s h a l l  a r r a n g e  f o r  . v e h i c l e  r e n t a l ,  computer r e n t a l ,  o f f i c e  m a t e r i a l s ,  s e c r e t a r i a l  
s u p p o r t  and o t h e r  support .  

E. W,ork Week 

A six day work week is author ized .  
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Annex B 

PROJECT DESIGN SUMMARY 
LOGICAL FRAMEWORK 

Ploiect Titlo 6 Numbor: I n s t i t u t e  o f  Fo re s t ry  (367-0154) 

NARRATIVE SUMMARY 
Progcor a Sac la  Goal: The brooder obiectivo b 

To i n c r e a s e  the p r o d u c t i v i t y  
and s u s t a i n a b i l i t y  oE r u r a l  
product ion sys tems  i n  t h e  
h i l l s  of Nepal,  th rough 
improved p u b l i c  and p r i v a t e  
s e c t o r  n a t u r a l  r e s o u r c e  
management. 

OBJECTIVELY VERIFIABLE lNOlCATORS 

Rural  p roduc t ion  sys t ems  
{farmers  & communit ies)  
begin s y s t e m a t i c  
management o f  f o r e s t  
and a s s o c i a t e d  l a n d s ,  
wi th  adv ice  and 
a s s i s t a n c e  of trained 
r e sou rce  managers. 

IBRD,  ADB and CON r e p o r t s .  (;ON procedures  
and p o l i c i e s  f o s t e r  
i n c r e a s e d  i n t e r a c t i o n  
by r e sou rce  managers 
with f a rmer s  and 
o t h e r  community 
members. 
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PROJECT DESIGN SUYYARY . 
.lo I.rw *ill 
aurn.memt N 

LOGIC& FRMElORK 

Roirr Ti,l. hCI: I n s t i t u t e  o f  F o r e s t r y  (367-0154) 

NARRATIVE W R Y  
Pt0i.d Pupou: 

To improve t h e  c a p a b i l i t y  
of I O F  t o  meet Nepal 's  need 
f o r  t r a i n e d  f o r e s t e r s  and 
resource  managers. 

OBJECTIVELY VERIFIABLE INDICATORS 

achiwod: End el proiut rtduh 

1) IOF e s t a b l i s h e d  B.Sc. 
and C e r t i f i c a t e  programs 
Pokhara and Hetauda. 

2)  IOF produces 200 B.Sc. 
and 1000 C e r t i f i c a t e  l e v e l  
g radua te s  ove r  t h e  l i f e  
of p r o j e c t .  

3 )  IOP s t u d e n t s  i n c l u d e  
a t  l e a s t  15)  women and S t  
remote a r e a  s t u d e n t s .  
( 8 4  women and 28 r u r a l  ' 
a r e a  s t u d e n t s  e n r o l l e d  
pe r  y e a r  1 . 
4 )  IOF s t a f f  a p p l y  t h e i r  
t r a i n i n g  t o  Nepal 's  
environment8 IOF 

-curr iculum 6 t r a i n i n q  - 
a r e  a p p l i c a b l e  t o  
community, n a t i o n a l  
f o r e s t ,  and p r i v a t e  
s e c t o r  r e s o u r c e  
management. 

MEANS OF VERlFlCATlOH 

1 )  IOF s i t e  v i s i t s .  
CON reco rds  

2 )  IOF s t u d e n t  records .  

3 )  IOP s t u d e n t  records .  

4 )  IOF and o t h e r  s i t e  
v i s i t s ;  Min i s t ry  of F o r e s t  
and S o i l  Conservat ion and 
o t h e r  CON reco rds  6 r e p o r t s :  
p r o j e c t  eva lua t ions ;  s i t e  
v i s i t s .  

3  1 SuLf i c i e n t  female 
and remote a rea  
s t u d e n t s  can be 
r e c r u i t e d  and 
r e t a i n e d .  

4 1 a )  Advanced 
t r a i n i n g  o f . s t a f f  
and t e c h n i c a l  
a s s i s t a n c e  a r e  
e f f e c t i v e  i n  
i n s t r u c t i o n a l  
programs r e l e v a n t  
t o  Nepal. 
b )  Trained s t a f f '  
a r e  r e t a ined .  
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PROJECT DESlCH SUMMARY . 
A10 10306 CI.111 
WPCLPIuTr 8 

LOGICAL FRAMEWORK 

p,.jrct ~ i , k  6 hh: Institute of Foresmv (367-01 561 
b 

NARRATIVE W R Y  OBJECTIVELY VERIPUBLE INDKATCXS 
~ondi~fonr  tho) rill hdicoh purpose hor b.c 

5 )  IOP implements 
instructional, research, 
demonstration, and 
extension programs of 
quality comparable to a 
regional University. 

6 )  I O P  has established 
sound administrative 
policies and procedures 
that ensure its ability 
to manage, maintain, and 
continue to develop the 
programs and campus 
Iacili ti es. 

MEANS OF VERIFICATION 

5 )  I O F  records and reports, 
evaluations, site visits. 

6 )  (Same as 5 ) .  

TON* U. I. Fu*i f 8 .  ion QflQ- 
Don Pnporak p- i -nn 

5 )  a) IOP staff are 
provided sufficient 
CON resources (staff, 
funds necessary Lor 
high quality program;. 
b) Trained staff 
are retained. 
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Pmwiltk 6 Institute o f Fores t r v  ( 7 6 7 4 1  TCII 

ovlrr 

1) Students  graduated. ' 

- . .-. 
2) Nepali f a c u l t y  and s t a f f  
t ra ined.  

3 )  Improved c u r r i c u l a  
developed. 

4 )  Textbooks and i n s t r u c t i o n a l  
ma te r i a l s  developed. 

1) 25 B.Sc. per  year  and 
125 C e r t i f i c a t e  per  year.  

2 )  15  masters  Degrees, 
5 Ph.D. Degrees, 
Administrat ive,  Library  
C o t h e r  suppor t  s t a f f  
t r a ined .  

3 )  Complete B.Sc. and 
C e r t i f i c a t e  programs 
updated, descr ibed i n  
IOP course  ca ta log ;  each 
course developed into 
semester and/or year  long 
scheme of-work. P r a c t i c a l  
work i n t e g r a t e d  i n t o  
cu r r i cu la .  ' 

4 )  A t  l e a s t  one Nepal 
r e l e v a n t  t e x t  o r  l a b  
manual w r i t t e n  ( o r  
i d e n t i f i e d  from published 
texts)  f o r  each IOP 
course. Micro Computers 
and o t h e r  i n s t r u c t i o n a l  
m a t e r i a l s  procured. 

1) IOP s tudent  records.  

2 )  Projec t  L IOP annual  
r epor t s .  

3 )  I O F  course ca ta log .  
s i t e  v i s i t s ,  p r o j e c t  L IOP 
r epor t s .  

4 )  Pro jec t  C I O F  r epor t s .  

Lik af Proiur: 
F m a F ~ m 7  ~ o F Y ~  
Tac.1 U. 3. Fmdi S 8 700 300 
tkhP-'; 6% '-dl¶ 

PACE : 
ULPORTANT W T I Q C I S  

Anurpriarr kah icr ing  output= 

2 1  S u f i i c i e n t ,  
q u a l i f i e d  persons 
& v e i l a b l e  t o  be 
t r a ined .  and 
assigned t o  IOF.  

:! SuEf i c i e n t  
resources  (funds, 
t i m e ,  s t a f f ,  
equipment) provided 
to IOF f a c u l t y .  
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W C A L  FR- 

Institute of Forestry (367-0154) 
Pmiwt TItk 6 Nub.r: 

5 )  ~ i b r a r i e s  suppl ied  with 
books, p e r i o d i c a l s  and 
reference  co l l ec t fona .  

6 )  Extension and demonstrat i  
programs expanded. 

7 )  Research Programs expanded. 

8 )  Adminis t ra t ive  policies 
procedures improved. 

5 )  One l i b r a r y  a t  each . 
campus wi th  adequate 
collections of books 
and p e r i o d i c a l s .  

6 )  Three scheduled annual 
programs t o  invo lve  
f a c u l t y  and s t u d e n t s  i n  
demonstrat ion 6 extens ion 
of improved n a t u r a l  
resource  management on 
community, government, 
and p r i v a t e  sector lands.  

7 )  A t  l e a s t  f i v e  t e c h n i c a l  
and s o c i a l  s c i e n c e  
research  p r o j e c t 8  
r e l evan t  t o  Nepal 
i n i t i a t e d  annual ly .  

81  Maintenance p l a n  
accepted L implemented. 
I n s t i t u t e  Development Plan 
prepared L implemented. 
Research proposal  & 
Faculty e v a l u a t i o n  
procedures developed 
and implemented. XOF 
Adminis t ra t ive  Manual 
prepared. 

5 )  Site v i s i t s ,  evaluat ion .  

6 )  Pro jec t  and I O F  Plans  and 
R E ~ O ~ ~ S .  s i t e  v i s i t s .  

7 )  S i t e  v i s i t s ,  Research 
repor t s ;  P r o j e c t  C IOF 
Report. 

8 )  S i t e  v i s i t s .  
P r o j e c t  6 IOF Reports.  

a! .IOP i s  granted 
s u f f i c i e n t  
independence and 
a u t h o r i t y  t o  
drevelop 
appropriate 
adminis t ra t ion .  
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f o r d  U.S. F W & ~  S 8.760.000 
Don P m p a . d : a -  I >-.-in 

hoim ~ l tk  & kk., I n s  t i r u t e  o f  Fares t r y  (367-0154) PAGE 
MEANS OF VERiFlUTlCW 

2 

OBJECTIVELY VERIFIABLE INDICATORS 

. . 
1) Technica l  A s s i s t a n c e  1) Long-term - 11 person  

years. V i s i t i n g  . s c h o l a r s  - 7 programs ($ '1 ,610,000)  

1) P r o j e c t  and 1OF. repor t s .  1) T.A. c o n t r a c t o r  
p rov ides  q u a l i f i e d ,  
e f f e c t i v e  personnel .  

2 )  Q u a l i f i e d  
p a r t i c i p a n t s  r ece ive  
r e l e v a n t  t r a i n i n g ,  
r e t u r n  t o  Ioe, and 
are r e t a i n e d  by IOF. 

2 ) ~ a r t i c f  T r a i n i n g  2 )  Twenty deg ree  programs . - 1 5  H.S.1 5 PhsD. 
Overseas shor t - te rm 
t r a i n i n g  ( 112 'person  months 
In-country t r a i n i n g  
(234 person months) 
$ 1;032,000 

2 )  P r o j e c t  i IOF r e p o r t s .  

3 )  Operat ing Suppor t  
s tudent  s c h o l a r s h i p s  
stipends 

i n c l u d i n g  
and 

3 )  P r o j e c t  6 IOP reporta, 
s i t e  v i s i t s .  

3 )  Q u a l i f i e d  s t u d e n t s  
can  be r e c r u i t e d ,  and 
complete  s tudy  
programs. 

I )  Relevant  t e c h n i c a l  
& S o c i a l  s c i e n c e  
r e s e a r c h  p roposa l s  
can be i d e n t i f i e d ,  
and c a r r i e d  o u t .  

I )  Research Suppor t  4 )  Gran t s  - f i v e  p e r  
y e a r - +  long  term fund ing  

$ 600,000 

4 )  P r o j e c t  L I O F  r e p o r t s .  
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MKI-S CONSULTED 



DOCUMENTS CONSULTED .- 

Bista, D. B. Fatalism and Development: N e N k  Struggle for Modemizarrzarron. Chapter Six: 
Education. Orient Longman. 1991. 

Burch, Jr., W. R and D. A. Messerscbmidt. An Assessme?# of the Maver Plan for the 
Foremy Semr,  Nepal. IOF Project Discussion Paper No. DP9011. n.d. 

Busch, L. UnivemrSZties for Development: Report of the Joint Indo-U.S. hpact  Evaluation of 
the Indian Agriculrwal Univm'n'es. A.I.D. Project Impact Evaluation Report No. 68. Sep 
1988. 

Cattenon, T. M., H. Ahmad, K. J. Bymes, and J. Hoffman. Pakisran Forany Planning and 
Development Project (391-0481)-Midtenn Evaluation. 

CDIWPPCIAID. AID Evaluation Summary of Madhya Pradesh Social Forestry Project dtd 
2/19/86. 

CDIWPPCIAID. AID Evaluatiom on Forestry in South Asia. [Abstracts with summaries of 
accomplishments and problems.] dtd 1013 1/91. 

CDWPPCIAID. Audit Reports - Agricultural Colleges EvaIuations. Compiiation. Dates 
vivy* 

CDWPPCIAID. Ethiop'a- Alemaya Unlvemity of Agriculnue. A.I.D. Project Impact 
Evaluation Report No. 71. Jun 1989. 

CDWPPCIAID. Madhya m e s h  Social Forestry Project Evaluation Summary dtd 4/27/84 

CDWPPCIAID. Maharashtra Social Forestry, Mid-Tenn Evaluation dtd SepOct 1985 

CDWPPCIAID. Overall Program Review of USAID in Pabistan FY1982-1987. dtd 
1016188. 

Q)IE/PPC/ADD. Pakistan Forestry Planning and Development Project, Mid-Term Evaluation 
dtd 9/20/87 

CDIERPCIAPD. Project Evaluation Summaries of Educational Administration Support 
Projects. Compilation. Dates vary. 



CDWPPC/AICD. Tmnsfonnan'on and Integrclron of the Provincial Agriculture Nedwork 
(nPAN). AID Evaluation Summq. dtd 9/90. 

CDWPPCJAID. U. S. Aid to Eiiuatron in Nepal: A 20-Year Beginning. A.I.D. Project 
Impact Evaluation Report NO. 19. May 1981. 

Chew, S. T. NaturaZ Resource M(~~gemejr t :  A.Z. D. 's Experience in Nepd. A.I.D. 
Evaiuation Occasional Paper, No. 41. Oct 1990. 

Clausi, B., M. Rechlin, and D. Messerschmidt. An Update on the Nepal Institute of Forestry 
Project. Tn News, Fall, 1990. 

Community Foresbry Development Division. Tire Codty and Pn'vate Foresny 
Programme in Nepal. Department of Forest. October, 1991. 

Dalton, S. E., A. E. Black, and S. Schmidt, eds. C h ' t i q ~  of the Master Planfor the 
Forestry Sector Nepal. IOF Project Discussion Paper No. 91/1. 

Denholm, J. and M. B. Rayachhetry. Mqior Agroforestry Advities of Non-Govemental 
0rgm'zanzatrons in Nepal: A Swvey. HMGIMAG-Winrock. Sep 1990. 

Donovan, D. G. Final Report of D. G. Donovan, AID Regional Forestry Adviser for Asia, 
Jan 1982-Feb 1985. dtd 1/28/85. 

Eritrsen, J. H., L. Busch, J. W. King, J. Lowenthal, and R. Poirier. l7ze Hassan II Imtitute 
of Agriculnue and Veterinary Medicine in Morocco: Im'nuional Development and 
Zntenz~'011~l Pannefship. A.I.D. Project Impact Evaluation Report No. 65. July, 1987. 

Erjksen, J. H., J. L. Compton, N. M. K o M ~ ~ u ~ ,  H. D. Thurston, and G. Annsbrong. 
&seam Univemity in ThairCma. An Anaiysis of Imdtutiord Evolwion and Development 
Impact. A.I.D. Project Impact Evaluation Report No. 69. Sep 1988. 

Fisher, R J. Indigenour Systems of Common Property Forest M~ntlgernent in Nepal. 
Working Paper No. 18. Ewiroment and Policy Institute, East-West Center. Honolulu. 
December, 1989. 

Gilmour, D. Country Profile - Nepal. MIML-~~,. 1990(?)- 

Gilmour, D., and R. J. Fisher. ViUagers, Forem and Foresters. Sahayogi P m s ,  
Kathmariu, Nepal. 1991. 

Cmvernment of Nepal. Muster Plan for the Forestry Sectoc Executive Summary. Ministry of 
Forests and Soil Conservation. Dec 1988. 



Government of Nepal. Master P h  for the Forestry Sector. Ministry of Forests and Soil 
Conservation, Nepal. ' Main Repoa. Dec 1988. 

&milton, L. S., ed. Forest and Watenkd Development and Conservation in Asia and the 
Pacijic. 1983. Westview Press. [Chap. 4 on Phewa Tal Catchment Management Program 
in Nepal.] 

Hansen, G. E. Beyond the Neochsical Univemly: Agricultural Higher Education in the 
Developing World - An Interpren've Essay. A.I.D. Program Evaluation Report, No. 20. Ban  
1990. 

Hansen, G. E. Tenns of Endowment: A New A.Z.D. Approach to ZmtifwzfWZonal Development. 
Innovative Development Approaches, No. 3. Dec 1990. 

Hansen, G. E. Univem*ties for Development: Lessons for Enhancing the Role of Agriculnual 
Univemities in Developing Countries. A.I.D. Evaluation Occasional Paper No. 31. Aug 
1989. 

Holman, J. A,. Memo to Dr. Michael M. Calavan, PPD, USAIDLNepal, "Impressions of the 
Situation at LAM." dtd March 22, 1990. 

. IDEA. Foreswy Acncnvities Supported by the U. S. Agency for International Development. 
May 1988. Prepared far Forestry Support Program of USDA by btemtional Development 

- and Energy Associates (IDEA). 

IOF. Annual Report, 1989. Institute of Forestry, Tribhuvan University. dtd 1990. 

- IOF. Annucnl Repon, 1990. Institute of Foxwtry, Tribhuvan University. dtd June, 1991. 
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CHRONOLOGY OF MAJOR EVENTS 
IN TBE INSTITUTE OF FORESTRY PROJECT 

3/89 - India's Txade and Transit embargo of Nepal begins 
- 

4/89 - Yale/IOFP contract signed 

5/89 - TA team arrives at IOF Pokhara campus 
- 
- 

7/89 - IOF opens after summer vacation 
- CMef of Party J. Mathews resigns, D. Messefschmidt becomes acting COP - 

10189 - W. Burch arrives at IOF as interim COP 

12/89 - Trade and Transport embargo ends after 9 months; he1 becomes available for TA 
team travel 

2/90 - M. Rechlin arrives at IOF as COP 
- IOF classes are suspended because of anti-government demonstrations 

4/90 - H.M. King Birendra dec- multi-party democracy 
- IOF Dean K.C. and his . . 'on resign under student pressure 
- I.C. Dutta elected by IOP ficulty to serve as intexim Dean, appmved by Tribhuvan 

University Vice-Chancellor - 
- 

5/90 - V. JaishwaI resigns as Hetauda Campus Chief 
- P.N. Pradhan named Hefauda Campus Chief 

7/90 - T. Pieace takes over fiom A. Dickie as IOFP Project Officer 

8/90 - 1.C- Dutta appointed IOF Dean by V0ihaace1lor 

10190 - IOFP TA team receives customs cl-ct for project "start-up" commodities that 
had been held for more than one year 

4/91 - IOF campus closed in preparation for national elections 

5/91 - National elections held, campus re-ooens end of May 



6/91 - Ford Foundation consultant recommends Ereezing Foundation grant to IOFP 
- Daily facult, and student protests against Dean Dutta 
- All IOF faculty resign fIom their committea 
-- Dean Dutta called to Karhmandu by Vice-Chancellor 
- ;SAID suspends IOFP 

8/91 - Dr. Malla resigns as Vice-chancellor 
- K. Mathema appointed as new V-C 

9/91 - I.C. Dutta ICSigns a~ Dcan of iOF 
- P.N. Pradhan appointed interim Dean to oversee e-s 

16.41 - K. Chibrakar appointed IOF Dean by V-C 
- USAID calls TA team back to IOF to prepare for resumption of project 

11/91 - USAID resumes IOFP with the exception of training component pending 
recornmendations of mid-term evaluation 

12/91 - IOFP mid-term evaluation held 



LISI' OF INDIVIDUALS AND AGENCIES CONTACTED 



APPENDIX 5 

LIST OF INDIVIDUALS AND AGENCIES CONTACTED 

USGXD/Ner#II 

Theodora Wood-Stewhou, Deputy Mission D k t o r  
Robefi Thurston, Agricultural DeveIopment Officer, ARD 
Sher Plunketc, Deputy ADO, former XAAS Project Officer,ARD 
Thomas Piem, IOFP Project Oftlcer, ARD 
Alex Dickie, former IOFP Project Officer, ARD 
Mike Calavan, PPD 
Niranjan Regmi, Asst. IOFP Pmject Officer, ARD 
Siddhi B. Ranjitkar, ARD 
Shree Bindu Bajrachaxya, former IAAS Asst. P. O., ARD 
Anjali S. Pradhan, Women in Development OfTicer 

Gary Hausen, Director 

Kapil Chitrakar, D a n  
Gajendra Dhoj Joshi, Deputy Registrar 
geShab M e ,  Planning Officer 

Several arimrnlstratr . . 've personnel and staff 

Faculty: 

Dr. Iswor C. Dutta, former Dean, Chemistry 
Mr. M. Samsul Haque, formu Asst. Dean, ~hemistryl~emote Sensing 
Mr. Ashok K. Mall&, A&ronomy/Plant Breeding/Seed Roducdon 
Mr. Jai Narayan Mehta, Zoology/Wildlife Management 
Mr. Amulya Ratna Tbhd)crt, Silviculture 
Mrs. Ani_ana l'Qj'bb&u5, En@h 
Mr. Chiranjibi Upadhyaya, FoxestryIForest Economics 
Mr. Ridish K. Polcharel, Forest Mhagement 
Mr. S hyam Mohan Mishra, Mathematics 
Mr. Prem K. Jha, Zoology/Natural Resource Management 
Mr. Kusumakar Neupane, Nepali - 

- 



- Mr. Rais Ahmed Khan, Forestry 
m 

Mr. Santosh Rayamajhi, Biology 
Mr. Achyut Raj Gyawali, Forestry 
Mr. Bharat Mahato, Chemistry 
Mr. Tanka Pd. Acharya, Forestry 
Mr. Ananta P. Shrestba, Forestry 
Mr. Vidhya Raj Suvedi, Statistics 

- Mr. Jay B. S. Katki, Forestry 
Dr. R B. Mathur, Visiting Professor from TncliP (sponsored by IOFP) 

Students: 

Sareral students interviewed in groups ancl some individually. 
Female students interviewed sepatdy as a group. 

.. 

Mr. Prithnu N. Pradhan, Campus Chief, F01.cstry 

Several adrmnrsbra . . tive personnel and staff 

Faculty: 

Mr. Vindhyachal P. Jaiswal (at Budol),Soil & Watershed Conservation 
Mr. Sukhdeo Chaudhary (at Sauraha field camp), Fo- 
Mr. Chintamani L. Das, Forestry 
Mr. Bishambhar M. Pxadhan, Forest Engbxhg . 
Mr. Keshab Pd. Sbarma, Nepali 
Mr. Awadesh Singh, Eaglish 
Mr. Shailendra N. Adhikary, Many 
Mr. Jay N. Yadav, Forestry 
Mr. Laxman S. Shrestha, Fon%tq/Nursery Mauager 
Mr. Ganesh B. Shrrzstha, Physical Training 
Mrs. Khum Dhital, Botany 
Mr. Bal Ram Bhatta, Botany 

Students: 

-.I. ---- -e A.A--A- -4 e i~ - 5 ~ -  rn ..--- L.. --A n - A - 9  
t w W ~ ~ ~ a x ~ ~ ~ n r w , ~ i S p ~ .  

Group of students on campus. 
Female students inte~ewed separately ir; gmups on campus and at Sauraha. 



Renee Thakali, Coofilinator 
CamiIle Richard, Volunteer, IOF Pokhara campus 
James (Jaime) York, Volunteer, IOF Pokbara campus 

Dr. Kedar B h a b  M-, Vice Chancellor 
Sudarshan P. Rijat, Rcg&rar . 
Prof. Dr. Devendra Raj Mishxa, Rector 
Panna La1 Pradhan, Chief of Planning 

. of Fo- 

Baban p. Kayastha, Secretary, MPI3 
GoU R Pande, Director General, Department of Forestry 
Indra Singh Thapa, Chief, Training Division, MFE 
Santosh Bikram Shah, Chief, Planning Division, MFE 
gdshna B. Malls, Director Om&, Dept. of Soil ~onservkon and Watershed Management 
gedar Prajapati, Deputy Director Gencrat, Dept. of Fonxt and Plant Research and formerly 

Dean, IOF 
Rabi Bahadur Bista, Dept of Forest and Plant Rmezuch 
Amrit La1 Joshi, Deputy Director General, Community Fomstry Development Division 
Bijaya Raj Poudyel, District Po- Offkr,  Kabhre Palanchok District 
Indra Singh Karki, Regional Dhctor, Far Western Region 
Ram Poudyel, Planning Officer, Department of Forest 
Ganga Ram Singh, Principal Game Warden, Sauraha (Chitwan National Park) 

Dr. Tej Bahadur K. C., Dean 
D. R Dangol, Ethnobotanist 

Dr. Patrick Robinson, Director, Dolalcha-Ramechhap Community Forestry Project 



Dr. Andrew Tilling, Team uder  
Mr. Tony Bartlett, Forest Cfficer 
Mr. Michael Nurse, Fans Officer 

&Chin Wee, Senior Economist 
Horst Wagner, Senior Foresbry Specialist, Asia Technical Department, Washington, DC 
Harihar Achaqa, Institutional Devdopment Specialist 
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IOFP -TERM EVALUATION 

fllMMARY OF POSITIVE FINDINGS,SAL;DENT PROBLEMS, 
AND RECOMMENDATIONS OF THE EVALUATION TEAM 

December 21, 1991 

Positive Findhqy 

The IOFP TA team, working with the Ban and b l t y ,  did develop a pxecise, 
workable set of criteria for the selection of candidates for long-term training (IOFP 
Semi-Aanual Report No. 2, Annex ). 

Training oppoxtuniaies'and appropriate institutions in Asia and the US have been 
identified and their strengths and weaknesses in tenns of IOF needs have been noted 
(Rechlin and Dutta 1991). 

IOFP has provided long-term, short-term, and on-the-job txaining for faculty and 
staff, 

IOFP has pruvided training in the use of computers to faculty and students; and 
training in computer maintenance to sraff. 

IOFP has facilitatec! faculty participation in seminars, worlcshops, and conferences. 

Salient Problm 

Differences of opinion over selection procedum has brought IOFP efforts to provide 
long-term out-of-cowtry training to a halt. 

Specification of numbers of M.Sc. and Ph.D. fellowships in the IOFP document has 
exacesbted factionalism and increased general discontent among faculty. 

Plans for short-term out-of-country training at UPLB for IOF faculty and staff were 
canceled or postponed when the project was temporarily closed following campus 
disturbances. 



1 

0 The M.Sc. program identified in Malaysia is purely a m e a ~ ~ h  progfam with no 
course work and is therefore inappropriate for IOF faculty advanced training. 

-m m 
1 
i 

The IOF currently has more faculty than is required for its existing curriculum. 
- 

Few of the faculty have fiezd forestry experience. 

The m n t  practice of giving PCVs hll course teaclxing responsibilities has not 
been effective. 

- 
- Recommendations 

Pool all training funds and eliminate the fixed 11umber of M.Sc. and Ph.D. 
fdowships. 

Ph.D. level training is not necessarily relevant to the current needs of the IOF and 
should be mmtmlzed 

. .  . in favor of project emphasis on M.Sc. level fellowships in 
general forestry and social forestry (a maximum 24 month training period). 

Delay the nomination of any fimher long-term training candidates until such time as 
the IOF has determined and the IOFP Executive Board has approved that the campus 
can send Wty without upsetting the academic program. USAD needs to 
determine a cut-off date after which maining training finds will be lost. 

IOFP should accelerate in-service tdning of staff in order to enhance job skills and 
perfinmancc, in particular, training in bookkeeping and accounting procedures to 
handle project inputs in a manner that is consistent with USAID procedures. 

SW-ferm braining plans fmulated before the disturbances should be quickly 
reviewed, revised as necessary, and implemented. 

The TA Team should work with the Dean to promote field txaining opportunities for 
the IOF faculty. 

The TA team should work with the Dean to develop a manpower plan for the IOF 
faculty that deals with the problem of faculty overstaffig. . 

The c u m t  training plan should be mimed and d s e d  as soon as possible (see 
C~iTic(1h~ tecalaracilcliitiolns beIow). 

IOFP must reconsider how PCVs may be used more dfectively to achieve the 
purpose of the project, e.g., as English language tutors, assistants to faculty and 
staff, and to increase project presence in Hetauda. The Evaluation Team 
recommends that the current practice of PCVs having full responsibility for courses 



be discontinued and that this issue be re-examined after academic discipline has been 
established on the IOF campuses. 

RESEARCH 

IOFP has provided training to faculty in proposal prepration and mearch 
techniques and has substantially improved the ability of some IOF Eaculty to write 
proposals, conduct m e a ~ ~ h ,  and present results. 

IOFP has improved IOF hkages with outside agencies, and thereby increased the 
availability of funds for faculty and student research. 

Salient Problemg 

The project's emphasis on has taken some faculty away from reaching and 
has caused resentment among other faculty of the IOF. 

The project's concentration on social foresbry has created the perception, among 
some faculty that the project is neglecting the biophysical aspects of forlstry.. 

Several m h  projects either sponsored by the IOFP or guided by its Research 
Adviser have been on hold since the freQing of the project. 

Recommendations 

IOFP should help the IOF and TU to devise a workable system for charging 
overhead on research grants and bculty consulting that would go into a .  IOF 
discfftionary fund. 

At this stage in the project, then should be a shift in emphasis of pmject sponsored 
research toward curriculum development, and a better integfation of m e a s h  
activities with student training. 

Thm should be liaison between IOF and other research institutions, particularly the 
Department of Forest and Plant Rt8xearch. This is important to ensure that IOF 
research is consistent with national research priorities and objextives. 



CURRICULUM DEVELOPMENT AND T i G  

Positive Findings 

Former Dean Dutta appointed a Curriculum Development Task Force which 
surveyed client agency officials and working IOF graduates on curricular changes 
needed and planned the National Curriculum Development Workshop, with guidance 
of the IOFP TA team. 

IOFP sponsored the National Curriculum Development Workshop at the IOF that 
resulted in positive recommendations for curriculum M i o n .  

IOFP has increased W t y  awareness of the role of social science in forestry 
teaching and research. 

The Research Adviser has undertaken a survey of selected community forestry 
projects for the purpose of collecting IOF curriculum development material. 

Salient Problem 

Poor acadedpic discipline (teachers not teaching and students .not attending classes) 
has constrained project efforts to impme the quality of education at IOF. . 

Scheduled field and lab practicals do not occur on a ngular basis, and when these 
practicals take place, they are poorly integrated with lectms. 

Field excursions for students are not well conducted. 

The rigid prcxdum for curriculum change at TU and the Mexible connection 
between the examioation system and the curriculum severely hamper the Institute's 
ability to respond to changing manpower needs of its client agencies. 

The lack of a functional academic calendar undermines academic discipline. 

Students feel that their competence in English needs to be improved so that they can 
mui and comprehend course materials, most of which are in English, even though 
Certif~cate level courses are taught in Nepali. 

The TA team should work to have the recommendations of the Curriculum 
Development Workshop incorporated into a revised IOF cumculum, and place 



strong emphasis on getting the approval for that revised curriculum through the 
various stages of the TU procedures. 

Extend the IOFP Research Adviser position to the end, of the project but change the 
Scope of Work to emphasize curziculum development and adrmntstratt . . 'on with much 
less emphasis on research. The TA team should make clear to faculty that funds 
will be available for development of course materials including practicals. 

To the extent possible, all TA team members should visit ongoing fonstxy 
datelopment projects in Nepal to enhance their own practical experience. 

Arrange training opportunities in teaching methodology and curaiculum development 
both on-campus and iil other locations where appropriate training is available. 

1 s  long-term fellowships to the needs of the new IOF curriculum to the extent 
possible within the time frame of the project. 

The IOFP should facilitate regular contact between students and Nepali field 
professionals employed by client agencies through a pmgmn of visiting scholars, 
seminars, and workshops on campus. 

The IOFP TA team should work with faculty to inme that the field exclllsions fox' 
students are well conducted and provide a solid learning experience. 

Two years of English langkge instruction should be provided to students in the 
Certificate program and IOR should help facilitate this change. 

WOMEN AND REMOTYE AREA STUDENTS AND OTHER STUDENT AFFAIRS 

The IOFP TA Team has begun efforts to develop a set of admission pIOcedures and 
sQend awards that is consistent with the goah of the project, and that enhances - 
opportunities for adc$ission and awards to mote area students. 

the TA team has actively promoted a better understanding of the role of Nepal's 
women in the management of the country's natural resources among IOF faculty and 
students thmtugh sugport for -participation in national workshops, reseaah on &m& 
recruitment, hainiai and employment in the foreJtrg and natorpl resource sector, 
and sponsorship of a national conftmnce on Women in Forestry and Natural 
Resources to be held early in 1992. 



The IOF has satisfied the project condition of increasing female enrollment to a level 
greater than 10% of the student body. 

The IOF has initiated broader female and remote area student recruitment efforts 
with the deveiopment of radio scripts for broadcast on Radio Nepal. 

Salient P r o b l ~  

The number of pIduates currently being produced by IOF apparently exceeds the - 

current and mid-tam needs of client agencies. Mate employment 
opportunities are limited for IOF graduates, and the HMG hiring freeze, which has 
been in effect since late 1989, has resulted in huge-scale unemployment among 
gmhates at Ced6cate and B.Sc. levels. 

Female students have significautly more difficulty in finding jobs than do male 
students. 

I 

The student body of the IOF does not appear to be: representative of Nepal's ethnic 
and regional dive,m.ity. The majority of students on both campuses belong to the 
Blahrmin and Cbhetri groups and originate fium the 13stricts sunrounding 

I 
- 

Kathmarrdu, Pokhara and Hetauda. 

C m t  admission p m  work against eamlidates fiom m o t e  areas. 

Because of campua disaubaaces and changing admmmtx . . 'ons, the admission 
schedule for thc IOF has been d c ,  thus mating problems fcr remote area 
candidates who must be present on campus fcn application. 

Despite the fact that NAFP andl SDC have Mtuted pmgrams to recruit and 
remote area students at IOF, thm is m n t l y  no systematic procedure at the 
Institute for the active recruitment of studenta from m o t e  areas. 

Early IOFP mruitment promotion efforts Iwe not been continued. While d o  
broadcasts an likely to reach a broader autiieacc than newspaper advertisements, 
they fall far short of mching a truly rep=mtative audience. 

- 

Student stipends provided by IOF to its stwlents arr, inadequate to meet the most 
basic needs. 

Appropriate hostel facilities for women do not exist at the Hetauda campus. 



- 

Recommendations - 

USAID, through IOFP, should support the Dean in his efforts to reduce yearly IOF 
student enrollment at both Certificate and B.Sc. levels to a level that is consistent 
with the xdktic human resource requirements of client agencies. 

IOFP advisers should work with the IOF - .  'on in job placement of female 
students. 

The TA team should wok with the Dean of the IOF to reguhrize the admissions 
procedures and schedule to ensue that remote area students have equal opportunity 
for admission to the Institute. 

- - If appropriate, IOFP advisers should work closely with the Ikan to promote 
mmitment of ethnic minority students and students fbm Emote villages. 

The TA team should expand its efforts to build links with other projects and 
organizations concerned with forestry and natural mum% development in Nepal to 
encourage expanded nxmitment and suppart of remote area students. 

IOFP should facilitate the provision of hostel facilities for women at the Hetauda 
campus as soon as possible. The IOF should explore the possibility of using IOFP 
"small campus repair" funds to renovate the structure cummtly used by the female 
students. 

IOFP should encourage the Dean and TU to raise the student stipends to an 
appropriate level, and to ngnlarly adjut the rate of stipend to off@ the effects of 
inflation and curmcy fluctuations. IOFP should work with the Dean to develop a 
sustaiaable stipend program. Sustainability with respect to stipends may involve 
continuing donor support. 

Positive Findings 

The IOFP TA team and the IOP Dean have mimed the training needs assessment 
developed for the Institute in the IOFP project paper, and have rntised the training 

- - plane fnr &I& 1QF M"; gg& zq. 

The TA team has helped 
and to establish new links with donor-firnded forestry and natural resource projects 
in Nepal. The TA Team has also developed links between the IOF and international 
organizations and foundations that support faculty development and training. 



The IOFP TA team has marlo a prelimirmary analysis of the management structure of - 

the IOF, and has made nmmmendations for improvement. 

IOFP has provided short-term training for IOF staff in r@ and maintenance of 
M t i e s  and equipment and in record-keeping procedures and intends to continue 
doing so for the life of the project. 

Salient Problems 

- Divisiveness among the IOF fatuity has pxevented IOFP from implementing its 
- 
- training plans according to schedule, and has resulted in lost opporhpnities for 

faculty and students. - 

Previous IOF -011s have not made efforts to coordinate and fink up with 
agencies that support t&h8 in the forestry sector* 

- 

The IOF currently has no efftxtive systems in place for sustainable management of 
its operations, including maintenance of EdCilities and equipment provided by IOFP. 

- - 

. Earnings from IOF nufseries mert to TU and thmby minimize incentives for 
rational management of these resoums. 

Project expectations that the IOF couId manage its forests profitably are unrealistic - 
- and beyond the capacity of the existing system. 

Recommendations 
- 

The IOFP team shauld help Tribhuvan University offkklu and the IOF . . 
to develop more effective management system and more rigorous 

standards of accountability for the IOF. If progress in not made in this mgard, 
USAID should reconsider its contiwed funding of the IOFP, 

The IOFP team should continue its efforts to develop and expand links between IOF 
and national and intennational agencies that iue supporbing f m  and natural 
msome management projects in Nepal. Such efforts to increase the number of 
"stakehol&rs" in the fbtm of the IOF will prwide the Institute with a more diverse 
portfolio of research and training resources, and will better guarantee continued 
donor support. . . 

In ofiler to buiId a better organizatid and management structure within IOF, the 
TA team should work with the Dean to develop job descniptions for alt faculty and 
staff that clearly identify individual duties, responsibilities, level of authority, lines 
of communication and standards of performance. 



The TA Team should assist the Dean in obtaining a clear merit from the Forest 
Department and TU for control of the reso- allotted to the Institute and any the 
earnings accrued therefrom. 

0 At this time, the project should not attempt to support a program of profit-oriented 
IOF management of its forest resources. As an alternative, the IOF could enter into 
agreements with viUagers living on the periphery of its lands, at both the Hetauda 
and Pokhara campuses as well as at its research stations, for the joint management 
of forest murces. 

As a condition for greater fiscal autonomy, .the IOF Deau, with the assistance of the 
IOFP, should develop a fmcial sustainabilty plan that sets clear objectives for 
IOF programs, targets for earned revenues from the Institute's own mouces and 
accountable proposals for the management of donor assistance. 

COMPARISON OF IOFP WITH IAAS AND SIMLLAR PROJECTS IN SOUTH ASIA 

Positive Findings 

USAID funding has contributed to the advanced training of IAAS faculty and the 
upgrading of the IAAS physical faciIities. 

Continuous and long-term USAID support to @cultural institutions that promotes 
institutional autonomy, sound management, flexibility in CURiculum development, 
faculty reseatch and extension programs, and that pinmotes enduring links W e e n  
the agriculaual institutions and major agriculturat m h  universities in the United 
States has been successful in a number of cases in South and Southeast Asia. 

Salient Problems - 

- 

Poor contractor performance d t e d  in the IAAS project falling short of its human 
rrsoorcu development goals. 

IAAS Project emphasii improvement of IAAS infrastructum and faculty 
development aver the m m  pressing need to support the improvement of IAAS 
management and admmsmh . . 'on, and the need to support the development of an 
inkgrated teaching, research and outreach propm. , 

USAID/Nepal should continue to support the institutional development of iOF with 
emphasis on improved management, teacher training, curriculum development and 
the development of a flexible research capacity 



USAIDMepal should continue to support the development of enduring ties between 
the IOF and appropriate teaching institutions in the United States. 

USAIDMepal should again evaluate the IOFP with sufficient lead time to determine 
if sufficient progress has been made to warrant extension of the project. 

USAIDMepal should sponsor a study tour or regional seminar for senior MFE, TU 
and IOF officials that familiarizes the participants with the operations of successful 
agricultural institutes in South and Southeast Asia. 

Positive F'indings 

IOFP has provided some essential commodities (computem, vehicles, some local 
purchase equipment, library books); and has supported the improvement of IOF 
physical facitities. 

IOFP has received USAID approval to proceed with the renovation of selected 
buildings and grounds infrastructure at the Hetauda campus . -  

Salient Problems 

Buildings and grounds at both campwes arc in desperate need of considerably more 
r~~lOMtion than can be pnwided within the current budget of the IOFP and it is clear 
that h d s  fo;: this pu~pose will not be forthcoming from TU in the near futum.. 

The lengthy and complicated procedures for clearing imported commodities through 
customs has significantly slowed IOFP's efforts to pxuvidc new and replacement 
equipment to the IOF. 

Recommendations s 

The 10- should continue cmrent plans for renovation of IOF facilities and the 
provision of lab and field equipment at both campuses, and make every effort to 
accelerate the p~ocess. 
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relevant HMG officials to ddermine if there is any legal way to speed impoaed 
commodities through customs. 



a The IOFP should assist the Dean and TU in developing a system that anticipates 
d g  costs and finances those costs through overhead charges on faculty 
mearch and capitation fees. 

Yale has provided a high level of support to the IOFP TA team, without which the 
continuity of the project would have been k t h e r  compromised. 

Some temporary d i f f h k h  with IRG, one of Yale's subconbractors, have been 
suCCeSSfllUy resolved. 

@ Synergy, the local Nepali subcontractor, has wormed in an exemplaxy fashion in 
carrying out its specific responsibiities for local hire project perso~el. 

Ikprbge has been supab, for which the IOFP TA team, and particularly the 
C.O.P., should be commended. 

Salient RobIans 

Political disturbances, disnrption of the acaded  schedule, and frequent changes of . . ndmrmstiation at the IOF has p c u t e d  the project fiom achieving its goals in a 
timely fhhion. 

RCUP left a legacy of expectations that is difficult to dispel and cannot be fulfiUed 
by IOFP (e.g., project allowances, waiver of English language mpimnents for 
fwgntiaining). 

Staff and some students on both campuses, but particulatly on the Hetauda campus, 
have little information about the IOFP and the specific tasks it is intended to 
accOrnR= 

Recommendations 

IOFP should make available brief quartdy project updates (in Nepsllti to all IOF 
i i i d ty ,  staff, and iia well as r(SP ciient agencies. 

- 



EFFECllVllENESS OF TA TEAM 

Positive &dings 

0 Tfle IOFP Chief of Paxty has established very good working relationships with the 
Dean, faculty and staff of the IOF. - 

e . The IOFP TA team has carried out its Scope of Work with determination and 
commitment in the fke of extraordinary project dhqtion. 

The COP, the Research Adviser, and Yak backstopping p e m ~ e l  have all 
- 

contributed to project documentation and reportage that is more extensive and - 

detailed than any the evaluation team has previausly encountered. 

Salient Problems 

There is a strong feeling among the Hetauda Eaculty and staff that they have been 
neglected by the project. 

While the assigment of full course teaching responsiities to TA team members 
makes it difficult for them to carry out other project responsibilities effectively, each 
member needs some classroom experieace to get a Ml understanding of the IOF 
teaching envimment. 

- 

Recommen&tiorm 

The recent opening of a project &a on the Hetdnda campus will help to dispel the 
faling of neglect and would have been a recommendation of the eyaluation team if 
the new Dean had not alxeady suggested it. 

The recruitment of a Nepal Peace Corps Volunb#r (with in-country fomstry or 
nahval mmmcs qmbce)  for posting to Hetauda would m y  enhance IOFP 
repmentation at that campus. 

IOFP team members should have teaching rtsponsibilities that do not cxcccd one 
scgm-perm 

The Scope of Work for the Research Advisor should be lrevisad to include sharing of 
ta)jb COP'S ~dmini.dmtiyc) Attire a. we11 sa ,kr Amrrl--4 

=--=-P=-- 

mpnsibilitits noted above. 


