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Summary of Evaluation Results

1.0utline of the Project

Country: Federal Democratic Republic of|Project Title: The Strengthening Community Mediation

Nepal Capacity for Peaceful and Harmonious Society Project
Issue/Sector: Peacebuilding Cooperation Scheme: Technical Cooperation
Division in Charge: JICA Nepal Office Total Cost: Approximately 310 million yen at the time of

the Terminal Evaluation

Partner Country’s Implementing Organization:

(R/D): November 20, 2009 Ministry of Federal Affairs and Local Development
Period of (MoFALD), District Development Committee (DDC), and
Cooperation |January 2010-September 2013 | Village Development Committee (VDC)

(Three years and nine months) | Supporting Organization in Japan:

Related Cooperation:

1-1 Background of the Project

In Nepal, the Maoist People’s War came to an end in 2006. The Government of Nepal (GoN) is in the process
of building a new nation after the signing of a comprehensive peace agreement with the Maoists in November
2006. However, the new constitution and the framework of the state after introduction of a federal system to
the country have not been finalized yet because of constant clashes among political parties. New ethnic-based
and regional political parties have emerged after increased awareness of the problem of caste and ethnicity,
and individual rights throughout the country. Unruly demonstrations and protests took place in various
districts. Moreover, in the Terai region in southern Nepal, armed groups demanding greater autonomy of the
region bordering India have often engaged in intimidation and criminal activities. This has become a new
destabilizing factor in Nepalese society.

The Local Self Governance Act (LSGA, 1999) gives judicial powers to VDC/Municipality to settle
local-level disputes. However, it has suffered a serious setback because no elections to the local assemblies
have been held. Thus the community people still have limited access to the formal justice system. In this
context, to improve access to justice and peacebuilding, donor agencies and local Non-Government
Organizations (NGOs) have assisted in strengthening community mediation systems through capacity
development of community mediators since 2002. Community mediation aims to facilitate the process of
resolving disputes among the community people. At the national level, the Supreme Court and the Ministry of
Law, Justice, Constituent Assembly and Parliamentary Affairs (MoLJCAPA) have prepared the draft of the
“Mediation Act™ and are in the process of institutionalizing community mediation as well as court-referred
mediation.

Under such circumstances, the GoN requested the Government of Japan (GoJ) to provide technical assistance

to the MoFALD for enhancing capacity and mechanism of community mediation through local bodies in

! The “Mediation Act” was approved by the parliament in May 2011.
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preparation to the upcoming local elections.

1-2 Project Overview

The Project has been undertaken to strengthen the capacity and mechanism for dispute management through
community mediation in the target VDCs in Sinduli district and Mabhottari district. It focuses on capacity
development of community meditators and provision of mediation services through CMCs established within

or near VDC offices. The expected outcomes of the Project are shown below.

(1) Overall Goal: Knowledge on dispute management mainly through community mediation for peaceful

and harmonious community is disseminated in Sindhuli road corridor area.

(2) Project Purpose: Capacity and mechanism for dispute management mainly through community

mediation are enhanced in Sindhuli and Mahottari Districts.

(3) Outputs

Output 1  Situation on dispute management mainly through community mediation is studied in
national level and project target area.

Output 2 Skills and knowledge of mediators for dispute management mainly through community
mediation are strengthened.

Output 3 Community Mediation Centers (CMCs) are established and dispute management mainly
through community mediation remain functioning appropriately.

Output4 DDC and target VDCs take initiative for implementation of community mediation and
dispute management.

Output 5 Community mediation by the project is recognized as an effective option of dispute
management by the residents of target VDCs.

Output 6 The recommendations for the institutionalization of community mediation in central

level are compiled and accepted for the future action.

(4) Inputs
Japanese Side:
* Total cost: 310 million yen at the time of the Terminal Evaluation
* Expert: Five people in the following professional fields: 1) Team Leader; 2) Community Analysis/Local
Governance 1/Deputy Team Leader; 3) Community Analysis/Local Governance 2; 4) Community
Mediation Training 1; and 5) Community Mediation Training 2/Monitoring. The total man-months were
76.94 at the time of the Terminal Evaluation.
* Cost of the Operation in Nepal: 61 million yen

* Equipment: 12.49 million yen for vehicles, computers, digital cameras, cabinets for CMCs and other
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equipment
* Number of Trainees Received: Seven (7) (in the third country training in Indonesia)
Nepalese Side:
* Counterparts: 70 people in total including those who have been transferred and resigned
* Cost Borne by the Nepalese Side: NRS 0.63 million
* Land and Facilities: Office space in DDC Sinduli and DDC Mahottari

2. Evaluation Team

Japanese Side
Leader Mr. Satoshi Fujii Senior Representative, JICA Nepal
Office
Peacebuilding Ms. Yuko Dohi
Members | Evaluation Planning Mr. Yamato Kawamata  JICA Nepal Office
of Evaluation Planning ~ Mr. Nama Raj Adhikari  JICA Nepal Office

Evaluation | Evaluation Analysis  Ms. Toshiko Shimada Consultant, IC Net Limited

Team Nepalese Side

Evaluation Member  Mr. Ganesh Prasad Section Officer, Good Governance
Dahal Section, MoFALD
Evaluation Member =~ Mr. Deepak Dhakal Section Officer, Local Body fiscal
Commission Secretariat, MoFALD
Evaluation
Period June 9-29, 2013 Type of Evaluation: Terminal Evaluation

3. Results of Evaluation

3-1 Confirmation of Results

(1) Achievement of Outputs

Output 1: The intended output has been already achieved.

The situation of dispute management has been studied since the beginning of the Project through various
activities. As the relevant reports including the Baseline Survey Report, the four Progress Reports, the two
Completion Reports, and the End-line Survey Report were developed (Indicator 1-1), the Output 1 has been
already achieved. In addition, the Project developed Alternative Dispute Resolution (ADR) maps in the two
districts that plot the ADR-related programs implemented by the different development partners.

Output 2: The intended output has been already achieved.

557 people have been trained so far as community mediators under the Project, which exceeded 540 people,
i.e., the target value of Indicator 2-1. The level of knowledge of community mediation services was assessed
by the community mediators and the VDC assistants themselves in the questionnaires of the Awareness
Survey conducted by the Project before and after the basic training and the advanced training. They ranked

their level of knowledge about community mediation services from 0 to 5. The level of their knowledge
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improved significantly after they participated in the basic training. This trend was found in both Sindhuli and
Mabhottari districts. Since most of the community mediators and the VDC assistants have gained the
necessary knowledge and skills of dispute management through community mediation, the Output 2 has been

already achieved.

Output 3: The intended output has been partially achieved.

Since every target VDC established the CMC within or near the VDC office as scheduled, the Indicator 3-1
has been already achieved. It was difficult to monitor in a regular and objective manner whether community
mediation service is available during the VDC’s office hours (Indicator 3-2). The Project staff members have
strived to confirm it by asking the VDC secretaries and assistants in a discreet manner and visiting the VDC
offices when possible. The End-line Survey shows that 98.8% of the non-users of community mediation in
both Sinduli and Mahottari districts knew whether a community mediation center and/or a community
mediation service are available in their village. In other words, the CMCs have been widely recognized by
the community people in both districts.

According to the End-line Survey, the average number of cases that the community mediators mediated
informally outside of the CMC was 5.7. On the other hand, only 2.0 cases were formally mediated in the
CMC. Several community mediators pointed out the following: 1) some cases were not officially registered
in the CMC and informally mediated in their settlement since the VDC office was sometimes closed; 2) the
disputants who live in a remote ward and need to walk a long distance hesitate to go to the VDC office/CMC
for registration; and 3) some disputants prefer to resolve their disputes on site immediately, since they feel
that it takes time to register and resolve disputes through the CMC. To provide community mediation services
effectively as part of public services of the VDC, the function of the CMC need to be improved. Therefore,
the Output 3 has been partially achieved.

Output 4: The intended output has been partially achieved.

It was hard to assess objectively the level of achievement of the Indicator 4-1, i.e., budget allocation from
DDC/VDCs, since it had no benchmark and target value. So far, 13 out of the 20 VDCs in both districts
allocated a certain amount of VDC budget for community mediation services. On the other hand, the DDCs
in both districts have not been allocated the budget for community mediation services. The reasons for this
included the following: 1) the lack of involvement of the DDC Planning Officer in the Project, who is
responsible for planning and budgeting for the DDC’s programs; 2) the insufficient coordination with the
district-level political parties who have great influence on budget allocation of the DDC’s programs; 3) the
lack of information on the cost of the community mediation program supported by the Project makes it
difficult to engage in talks with the political parties; and 4) the limited number of target districts under the
Project. Staff allocation from DDC/VDCs (Indicator 4-2) is not relevant to measure the extent of achievement

of the Output 4 since the counterparts are expected to be assigned as the indispensable inputs of the Project.
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At the VDC level, the VDC assistants have been assigned as coordinators of the CMC, and have been trained
as community mediators since the VDC secretaries who were assigned as counterparts were too busy to take
part in the Project sufficiently. This was proposed by the Local Development Officer (LDO) in Sindhuli,
taking into consideration of the sustainability of the community mediation services. Regarding the Indicator
4-3, the Project has drafted the Operational Guideline for the Implementation of Community Mediation
Services based on the experiences of the two districts. It needs to be finalized by the end of the Project. The
Project has also prepared the Community Mediation Handbook including the case studies. The DDCs of both
districts and the target VDCs have taken some initiative for effective implementation of the community
mediation program. However, the counterparts of the DDC and the VDC have not been sufficiently involved
in major Project activities such as monitoring, compiling the recorded data, reporting and feedback. Instead,
the Project staff members in both districts have taken the lead in undertaking these activities. Given the

above, the Output 4 has yet to be completely achieved.

Output 5: The intended output has been partially achieved.

It was hard to assess the Indicator 5-1 objectively, i.e., the number of the residents who recognized
community mediation by the project as an effective option of dispute management, since it had no benchmark
and target value. As the question for this Indicator was not included in the End-line Survey, the results of
other relevant questions of the End-line Survey and other sources of information were analyzed. The Project
has intensively conducted several social marketing activities to disseminate information and raise awareness
of the community mediation activities based on the recommendations of the Mid-Term Review Study.
According to the End-line Survey, more than 90% of the nonusers in both districts knew about the
community mediation program provided by the Project even though they had never used mediation services.
About 70 % of the nonusers came to know about the program through mediators, VDC and community
members. The proportion of the people who cited social marketing activities as a source of information was
37 % in Sinduli district and 11 % in Mahottari district. This suggests that the majority of respondents have
come to know about the program mainly through interpersonal communication rather than the mass media.
Most of the users responded that they trusted the advice of community mediators and would ask CMCs for
help when they needed to resolve disputes. On the other hand, 75% of the nonusers in Sindhuli and 52.9%
of the nonusers in Mahottari responded that they would seek the help from village elders and community
members, and the police, respectively to resolve disputes. Since the nonusers seemed not to fully recognize

community mediation as an effective tool, the Output 5 has been partially achieved.

Output 6: The intended output has been partially achieved.

The MoFALD has gradually recognized that the community mediation services provided by the mediators on
a volunteer basis in the VDC offices contributed to not only resolution of social disputes by community
people themselves but also development of a peaceful and harmonious society. Accordingly, the MoFALD

decided to incorporate community mediation programs into the Local Governance and Community
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Development Program II (LGCDP II) based on the progress and achievements of the Project. However, the
Project has not prepared the recommendations for institutionalization of community mediation services yet.

Therefore, the Output 6 has been partially achieved.

(2) Achievement of Project Purpose: The Project Purpose has been partially achieved.

It was hard to assess the Indicator 1 objectively. i.e., the number of cases registered and resolved through
community mediation services, since it did not set a target value. By March 2013, 248 cases have been
registered, out of which 205 cases in total have been resolved. The Indicator 2, i.e., confidence of mediators
on community mediation and dispute management is increased, also had no target value, which made the
evaluation less objective than it should have been. According to the End-line Survey, 73.5 % of the
mediators in both districts believed that they were able to apply the mediation skills acquired in training and
address the issues, positions, interests and options of the disputants in the mediation session. Many
community mediators interviewed by the Evaluation Team noted that they have gained confidence enough to
mediate disputes, and to resolve the cases in a win-win situation. The End-line Survey asked the mediators
about their level of self-confidence before and after becoming a mediator on a scale from 0 to 10. In both
districts, it significantly increased from 5.1 to 8.5. The mediators noted that the disputants and the community
people came to trust and respect mediators after the dispute cases were resolved in an amicable manner and
resulted in a win-win situation. On the other hand, almost half of the community mediators have never been
involved in mediation sessions in the target VDCs. To strengthen the capacity of these mediators is an issue to
address in the future. As four out of the six Outputs that are expected to contribute to the achievement of the

Project Purpose have yet to be achieved, it is fair to say that the Project Purpose has also yet to be achieved.

3-2 Summary of Evaluation Results
(1) Relevance: High

Necessity of the Project and timing of implementing the Project: Since VDC/Municipality has judicial

powers to settle local-level disputes as per the LSGA once the local election is conducted, the MoFALD need
to build a community mediation mechanism through local governments, and requested the technical
cooperation from JICA. At the time of the Terminal Evaluation, the MoFALD has gradually recognized
community mediation as an effective approach to attain local peace and social stability which are
indispensable for local development. Since the Project has focused on development and implementation of a
community mediation program through local bodies, its components match the needs of the MoFALD. In
Nepal, the community people have had limited access to the formal justice system because of the absence of
elected representatives at district and VDC levels, and geographical and socio-economic constraints. Given
this context, the timing of implementing the Project was appropriate since the Project has provided
community mediation services through the local bodies to the community people including the poor, women

and the disadvantaged groups.
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Consistency of the policies of the GoN and the GolJ: The Project is expected to contribute the rebuilding of

peaceful and harmonious community through the introduction of the community mediation system to VDC.
The LSGA (1999) has provisions that VDC/Municipalities have judicial powers to settle disputes at the local
level. Three Year Interim Plan 2007-2010 also targeted establishment of sustainable peace by rebuilding
communities after the conflict. Also, the Mediation Act (2011) acknowledged community mediation as a
legally valid process of dispute resolution. The Project is line with these laws. At the same time, the Project
contributes to promote “Human Security” and “Peacebuilding” that consisted of the center agenda of
development assistance of the Japanese government. Also, JICA Country Assistance Policy for Nepal
2009-2012 highlights promotion of democracy and peacebuilding as focus pillars of assistance. The Project is

consistent with the Japanese aid policies.

Advantage of Japan’s cooperation: Compared to other donors, Japan does not have rich experience of

technical assistance for community mediation programs in developing countries. However, considerable
technical assistance focusing on capacity development of local governments and local people has been
provided to Nepal to date through JICA’s several schemes including the dispatch of Japan Overseas
Cooperation Volunteers and Japanese experts, and the implementation of technical cooperation projects.
Unlike other donors and NGOs, the Project has carried out community mediation programs through local
bodies such as DDC and VDC with the collaboration between the MoFALD and JICA. Also, JICA supported
to build a conflict management system in community rebuilding project in conflict areas. JICA will play up

advantage as a donor by making the most of these expertise and experience.

Appropriateness of strategies and approaches of the Project: The selection of the target districts, the target
VDCs, the district trainers and the mediators were appropriately conducted based on the results of the
Baseline Survey, the discussions with the stakeholders, and the selection criteria. The selection criteria for
mediators were appropriate since gender and social inclusiveness was taken into consideration. The selection
of community mediators serves as the key to providing effective community mediation services. This should
have been conducted in the ward-level orientation program in which more people can participate, rather than

in the VDC-level orientation.

Appropriateness of the design of the Project: The design of the Project was revised at the time of the

Mid-Term Review Study. However, some indicators of the PDM had no benchmark and target values at the
time of the Terminal Evaluation.

Considering the above, it is fair to say that the Project as a whole has a high degree of relevance.

(2) Effectiveness: Moderately high
The Project has brought about the following effects: (1) the community people, particularly women and the

disadvantaged group of people gained less expensive and easier access to justice; (2) unlike the traditional
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practices of dispute management at the community level, it created a win-win situation by addressing
interests of both disputing parties, which also contributed to mending the relations between the disputing
parties and creating a relationship based on trust; (3) the community mediators, particularly women, Dalit,
Janajati, the poor and the illiterate who have rarely engaged in social work, have gained necessary knowledge
and skills of community mediation and enhanced self-confidence and self-esteem; (4) community mediation
has been gradually recognized as one of the VDC-level services by the community people in the target
VDCs; and (5) the MoFALD decided to incorporate community mediation into the LGCDP II. The
integration of community mediation into the LGCDP in particular is an outstanding outcome of the Project.
Unlike the preceding donor agencies and the local NGOs supporting community mediation programs, the
Project has provided the community mediation services involving the volunteer mediators through local
government bodies such as DDCs and VDCs. As previously mentioned, the MoFALD has recognized that
community mediation could contribute to not only resolving disputes and but also creating a peaceful and
harmonious society at the VDC level. The fact that the director of this Project was also the director of the
LGCDP II might help such integration. Also, the Japanese Team Leader of the Project who has rich
experiences in working in Nepal has played a significant role in building a relationship of trust with the
MoFALD.

In addition to the external threads that the ex-ante evaluation of the project included as sudden deteriorations
of the security situation, improper allocation of staff at DCC/VDC and Municipalities, frequent personnel
changes occurred.  Also. the inappropriate institutional arrangements of the Project, in a way that the Project
staff members and the Japanese experts, rather than the counterparts, have taken the lead in its operation and
shortage of monitoring have reduced the effectiveness of the Project. Thus, the effectiveness of the Project

was assessed as moderately high.

(3) Efficiency: Medium

Most of the inputs from both the Nepalese and Japanese sides were provided as scheduled. The contributing
factors for enhancing efficiency of the Project include the following: (1) the assignment of VDC assistants as
VDC-level counterparts and coordinators of the CMCs; (2) the assignment of the Japanese experts who have
considerable experiences in working in Nepal; (3) the assignment of the Project staff members who have
adequate knowledge about local culture and society and experiences in working in both districts; and (4) the
third-country training held in Indonesia in the first year of the Project which helped the counterparts
recognize the need for community mediation in Nepal. The external factors such as the political instability
and fragile security situation, the frequent personnel transfers of LDOs and other counterparts, and the budget
cuts in the Project because of the budget reduction for JICA as a whole have prevented the efficient
implementation of the Project. Except for these external factors, the Planning Officer of the DDC was not
assigned based on the decision of LDOs in both districts although they were expected to be counterparts in
the Record of Discussion (R/D). The inadequate monitoring of the indicators of the PDM is another

constraining factor for the achievement of the Outputs. Thus, the Project as a whole has a medium degree of
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efficiency.

(4) Impacts: There were positive impacts.

The concrete evidence of achievement of the Indicator 1 and the Indicator 2 of the Overall Goal could not be
obtained at the time of the Terminal Evaluation. However, the extent of achievement would depend on
promoting the community mediation program under the LGCDP II. The following positive impacts have been
observed: (1) decreased troubles and disputes among the community people and promotion of the value of
social harmony after the community mediation program was introduced; (2) increased initiatives of
community mediators such as holding monthly meetings, establishing cooperatives, and mobilizing a group
fund; (3) district trainers in Sindhuli providing orientation on community mediation for community
mobilizers; (4) request for training on community mediation from the Community Service Centers in
Sindhuli; and (5) reflection of the indicators recommended by the Project into the Strategic Implementation

Plan (2013-2017) of the LGCDP II.

(5) Sustainability: Medium

Policy aspect: The policy environment has become considerably favorable for the Project. The Mediation Act
(2011) was approved by the parliament in May 2011, which legally recognizes community mediation for
local dispute management. The MoFALD decided to incorporate community mediation services into the
LGCDP 1I in 2012 based on the progress and achievements of the Project. This is a remarkably positive
outcome of the Project. Thus, it is fair to say that the sustainability in the policy aspect is likely to be high.

Financial aspect: It is necessary for VDCs to allocate the budget for management costs of CMC such as
communication, transportation, tea and snack, and stationery to deliver the community mediation services
effectively. At the time of the Terminal Evaluation, 13 out of the 20 target VDCs have already allocated some
amount of the budget from the VDC block grant or their own revenue. On the other hand, the DDCs in both
Sindhuli and Mahottari districts have yet to allocate a budget for community mediation services in the
Project. Since the community mediation program is expected to be employed within the framework of the
LGCDP 1I, the budget earmarked for the target group development program or the budget for the social
mobilization expenditure is likely to be allocated for the management costs of CMCs after the completion of
the Project. However, in the Project, the operational costs were not allocated by the MoFALD, and were
provided by the Japanese side. The budgets for training of district trainers and community mediators in
particular must be allocated first since training is the key to success of the community mediation program. At
the time of the Terminal Evaluation, it was not clear whether the MoFALD would be able to allocate the
necessary operational budgets for community mediation including a vast budget for training. Thus the

sustainability in the financial aspect is likely to be medium.

Institutional aspect: The community people have gradually recognized community mediation as one of the
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VDC-level services in the target VDCs in Sindhuli and Mabhottari districts. However, the concept of
community mediation may not be known among the general population in Nepal. It would take time to
disseminate the community mediation scheme nationwide. Institutionalization of community mediation in the
LGCDP II is a noteworthy outcome of the Project. However, the modality of community mediation program
carried out by the Project needs to be refined before being applied to other VDCs and municipalities in the
country. Establishment of a monitoring, reporting and feedback system involving the DDC and the VDC, and
development of a coordination mechanism among the district-level ADR stakeholders still remain issues at
the time of the Terminal Evaluation. The degree of institutionalization of community mediation under the
LGCDP II was not sufficiently explored at the time of the Terminal Evaluation. Thus it is fair to say that the

sustainability of the institutional aspect is likely to be medium.

Organizational aspect: Regarding the CMC established within or near the VDC office in the target VDCs, the

organizational capacity in terms of delivering community mediation services has been gradually strengthened
by the Project. Since the VDC assistant who is expected to continue to work in the VDC office were assigned
as a coordinator of the CMC, the CMC is likely to be sustained to provide community mediation services in
the target VDCs. As for the VDC secretary, the involvement of the CMCs varied depending on the target
VDC. DDCs have accumulated the knowledge of community mediation in the Project. However, DDCs have
not been sufficiently involved in implementation, monitoring and evaluation of community mediation in the
target VDCs under the Project. Given these assessments, the sustainability in the organizational aspect is

medium.

Technical aspect: Most of the district trainers and the community mediators including the VDC assistants
have gained the necessary knowledge and skills for community mediation and become confident. Thus they
are likely to continue to apply their knowledge and skills to community mediation. However, almost half of
the community mediators have never been involved in mediation sessions as mediators in the target VDCs.
Regarding the district trainers, they did not have any chances of interacting and consulting with community
mediators after they provided training in the Project. It is necessary to ensure maintenance of the quality of
community mediators and trainers, and strengthen their capacity after the phase-out of the Project. As a
whole, the VDC secretary needs to improve technical capacity of community mediation by providing
orientation on the “Operational Guideline for the Implementation of Community Mediation Services.” The
LDOs and the Social Development Officers in Sindhuli and Mahottari districts have been keenly aware of the
importance of community mediation in the Project. Since the Project staff members have been more
responsible for the overall management of community mediation program, they should gradually transfer the
skills and know-how of overall management of the program to the DDC’s counterparts. It is indispensable for
the counterparts of the MoFALD to strengthen their technical capacities to implement the community
mediation program nationwide in the LGCDP II. The MoFALD recognized that the counterparts should take

the lead in providing Master TOT, TOT and training for community mediators in collaboration with the Local
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Development Training Academy (LDTA) and ADR stakeholders including JICA in the LGCDP II. At the time

of the Terminal Evaluation, the sustainability in the technical aspect is thus assessed as medium.

3-3 Contributing Factors for Generating Effects

(1) Factors Concerning Planning

The Project has selected mediators based on the criteria focusing on gender and social inclusiveness, and
adopted an interest-based mediation model known as the “Asian Foundation model” community mediation
system in which the mediation is confidentially facilitated to create a win-win situation by addressing
interests of both disputing parties. The community mediation of the Project was designed in this way based
on the experiences of and lessons learned from other community mediation programs undertaken by other
donors and the local NGOs, which contributed to enhancing the effectiveness of the Project and generating
positive impacts. The assignment of the Project staff members who have adequate knowledge of local culture
and society and experiences in working in both districts ensured the smooth implementation of the Project in
the two target districts that differ in the social and cultural aspects. When the PDM was revised at the time of
the Mid-Term Review Study, the institutionalization of community mediation was added in the scope of the
Project, which led to a positive outcome of the Project, i.e., the incorporation of community mediation into
the LGCDP II. In this respect, the assignment of the Team Leader who has rich experiences in working in
Nepal was a contributing factor. He has played a major role in building a relationship of trust with the
MoFALD and other stakeholders and advocating institutionalization of community mediation in the

MoFALD.

(2) Factors Concerning the Implementation Process

The Japanese experts, the counterparts and the Project staff members have closely communicated with one
another and dealt efficiently with various activities and unexpected incidents, which promoted the efficient
and effective provision of community mediation services through local bodies. The Project has been
implemented with the emphasis on close coordination and cooperation with the relevant donors and local
NGOs in the field of ADR including community mediation programs. The Project developed the training
modules and conducted training for district trainers and mediators based on the experiences of these

preceding donors and local NGOs, which contributed to bringing about the effects of the Project.

3-4 Inhibiting Factors

(1) Factors Concerning Planning

As previously mentioned, some of the indicators of the PDM had no benchmark and target values at the time
of the Terminal Evaluation. This indicates that the Project did not utilize the PDM sufficiently as a
management and monitoring tool. This has somewhat affected the achievement of the Outputs, and made the

evaluation less objective than it should have been.
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(2) Factors Concerning the Implementation Process

Sindhuli and Mahottari Districts were identified as potential target areas from the Government of Nepal as
Japan concentrated its assistance in the area of Sindhuli roads. However, the Project had to concentrate on
dealing with the threads made by political parties that were dissatisfied with the selection of trainers in
Sindhuli district. The project office in the DDC in Mahottari district was often shut down. Also frequent
personnel changes forced to rebuild relationship from a scratch and hindered the progress of the project.

3-5 Conclusion

In general, the Project has made sound progress in implementing community mediation activities in the 20
target VDCs in Sindhuli and Mahottari districts and in achieving the Output 1 and the Output 2 in spite of the
political disturbance and the unstable security situation in Nepal. The Project was the first attempt to provide
community mediation services by the volunteer community mediators through the local government bodies
such as DDC and VDC in cooperation between the MoFALD and JICA. The Project has undertaken various
preparatory activities through participatory and consultative processes, and the VDC-level community
mediation programs based on the interest-based mediation, so-called TAF model, taking gender and social
inclusion into consideration. This has helped enhance the overall relevance, effectiveness, and impact of the
Project. The Project has significantly contributed to bringing about the following outcomes: (1) providing less
expensive and easier access to justice to the community people, particularly women, the illiterate, and the
disadvantaged; (2) resolving disputes in a win-win situation, and improving the relations between disputing
parties; (3) capacity development of community mediators including women, the illiterate and Dalit, and
increased their self-confidence and social status; (4) promotion of institutionalization of community
mediation services at the VDC level by establishing CMCs in the VDC offices and assigning VDC assistants
as coordinators; and (5) institutionalization of the community mediation program at the central level. The
incorporation of community mediation into the LGCDP Il was a particularly noteworthy outcome of the
Project.

On the other hand, some challenges have still remained toward achieving several Outputs as well as the
Project Purpose. An inadequate mechanism where the district- and VDC-level counterparts are involved in
the community mediation program has affected the achievement of the Output 3 and the Output 4, and the
Project Purpose. This is also an inhibiting factor that affected the effectiveness and sustainability of the
Project in the organizational, institutional and technical aspects. It would take time to disseminate the benefit
of community mediation services to the community people, particularly those who have never used such
services. This has prevented the achievement of the Output 5 and the sustainability in the institutional aspect.
The detailed institutional mechanism of community mediation has yet to be finalized, which has affected the
achievement of the Output 6 and sustainability. It is imperative to enhance the overall sustainability in the
financial, institutional, organizational and technical aspects to expand and mainstream the community

mediation program.

XXVi




3-6 Recommendations

(1) Recommendations to be implemented during the Project period

1. Encouraging community mediators to register disputes in the CMC

Since registration and keeping a record of disputes are necessary to strengthen the functions of CMCs and
institutionalize the community mediation program as one of the VDC’s public services, the Project needs to

encourage community mediators to create an enabling environment and register disputes in the CMC.

2. Encouraging CMCs and VDCs to allocate VDC budget for management of community mediation
activities

The Project needs to facilitate the community mediators and the VDC-level counterparts of the remaining

target VDCs (five VDCs in Sindhuli district, and two VDCs in Mabhottari district) to allocate the VDC budget

for sustainability of community mediation in collaboration with local leaders and political parties.

3. Sharing the major findings of the End-line Survey with the community mediators

The End-line Survey indicated that interpersonal communication was more effective in promoting
community mediation than the media. Thus it is recommended that the Project share the major findings of
this Survey with the mediators, and encourage them to disseminate the information on community mediation

to their family members, neighbors and community people through interpersonal communication.

4. Establishing a system of monitoring, reporting, and feedback of community mediation in the target
VDCs and DDCs

To sustain the effects of the Project, it is imperative for VDC- and DDC-level counterparts to be involved in

monitoring, reporting, and feedback activities of community mediation. Thus it is strongly recommended that

the Project establish a system of monitoring, reporting and feedback of community mediation at the VDC and

DDC levels, and put it in practice by the end of the Project period.

5. Conducting a workshop with ADR-related stakeholders with DDC’s initiatives

The Project has recognized coordination with district-level ADR stakeholders as an important issue for
effective implementation of the community mediation program and establishment of the referral system of
disputes. However, no effective mechanism of such coordination has been established at the district level.
Therefore, it is strongly recommended that the DDC, with the support of the Japanese experts, conduct a
workshop with the ADR-related stakeholders to discuss how to coordinate among these stakeholders to

sustain and expand the effects of community mediation after the phase-out of the Project.

6. Conducting an interaction program among counterparts, district trainers and mediators
Since some of the central- and district-level counterparts and district trainers have not sufficiently interacted

with the community mediators, the Project needs to organize an interaction program among these

XXVil




stakeholders to review the experiences and lessons learned from the Project.

7. Formulating a recommendation paper on the community mediation program

The recommendations for the institutionalization of community mediation described in the Output 6 in the
PDM have yet to be made. Thus it is strongly recommended that the Project analyze the community
mediation program in terms of approaches, processes, institutional arrangements, and costs based on the
outcomes and lessons learned from the Project, and formulate a recommendation paper on the community
mediation program. This paper needs to incorporate the monitoring, reporting and feedback system and the

coordination mechanism of district-level ADR stakeholders mentioned in the Recommendations (4) and (5).

8. Finalizing the Operational Guideline with the MoFALD taking the lead
Based on the recommendation paper described above and discussions with the ADR stakeholders, the
MOoFALD should finalize the Operational Guideline prepared by the Project so that the guideline will serve as

a basis for institutionalizing the community mediation program under the LGCDP II.

(2) Recommendations to be implemented after the termination of the Project

1. Preparing a roadmap for implementing a community mediation program under the LGCDP II

The MoFALD must prepare a road map for the implementation of community mediation under the LGCDP II
covering such items as timeframe of the implementation, modality of community mediation, program
components and activities, institutional arrangements, and necessary costs. This road map should be
consistent with the Operational Guideline for the Implementation of Community Mediation Services

mentioned above.

2. Strengthening the capacity of the LDTA

Training for trainers and community mediators is the key to success in providing effective community
mediation services. Therefore, the MoFALD must strengthen the capacity of the LDTA, which is its own
training institution, in collaboration with the ADR stakeholders who have adequate resource persons in the

field of community mediation.

3. Aligning with institutions of the LGCDP

The orientation program for information dissemination at the initial stage and the selection of community
mediators based on the criteria need to be conducted carefully. Until now, one community mobilizer has been
assigned in each VDC, and at least one Citizen Awareness Center (CAC) and nine Ward Citizen Forums
(WCFs) have been established in each VDC under the LGCDP. The community mobilizer may help the VDC
secretary and its assistant conduct several activities. Also, WCFs may serve as a basis for selection of
community mediators from each ward and promoting community mediation services at the ward level. The

CAC is expected to disseminate the concept of community mediation to the people, particularly women, the
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poor, the illiterate, and the disadvantaged. Thus the MoFALD should form partnerships with these institutions
of the LGCDP on community mediation to provide effective services at the ward and VDC levels under the

LGCDP 1I.

4. Strengthening advocacy and awareness activities on community mediation
MoFALD decided to disseminate Community Mediation nationwide, acknowledging the effects of the
Project. MoFALD needs to promote advocacy and awareness raising through both interpersonal and mass

communication channels.

5. Strengthening collaboration with JICA technical cooperation project

In 2013, JICA plans to assist the Supreme Court and the Ministry of Law, Justice, Constituent Assembly and
Parliamentary Affairs in implementing a project to strengthen the capacity of the Court. Since coordination
with the district court has been one of the important issues to promote community mediation services
effectively, the MoFALD should strengthen collaboration with this project. Also, the MoFALD needs to
coordinate with the Mediation Council chaired by a Supreme Court Justice through this JICA technical

cooperation project.

3-7 Lessons Learned

(1) Indicators of a PDM need to be more clarified and appropriately monitored

It is necessary to set appropriate indicators, confirm target values and monitor these indicators in a project.
Also, a baseline survey and an end-line survey, and other assessments should be carefully designed to provide

the relevant data that can serve as the basis for PDM indicators and evaluation.

(2) Assigning project staff members is effective, but not substitute for counterparts

The assignment of project staff members in a project targeting several districts with different social and
cultural backgrounds would be effective in undertaking activities smoothly, coordination with various
stakeholders, and producing tangible outcomes in a limited period. However, from the viewpoint of

sustainability of a project, it is not appropriate to substitute project staff members for counterparts.
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