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EXECUTIVE SUMMARY 

The findings and conclusions of the ex-post evaluation of arche noVa and Africa Sand Dam 
Foundation (ASDF) program are presented with this report. The program was funded by the 
German Federal Ministry for Economic Cooperation and Development (BMZ) and implemented 
by the two partners over 7-year period beginning in 2012 up to 2019. The programme engaged 
17 community-based organizations (Self-Help Groups) with the aim of empowering 27 villages 
with practical knowledge, skills and low-tech infrastructure in order to attain sufficient water, 
food and nutrition security and ability to adapt to climate change.

Furthermore, the present evaluation intends to share light on the strengths and challenges of 
the Community Led Development (CLD) approach designed by ASDF with the support of AN and 
propose recommendations for future project design.

INTRODUCTION
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SUMMARY OF THE KEY FINDINGS

Relevance

Effectiveness

Efficiency

Sustainability

Overall Project

OVERALL RATING

Community Led  
Development Approach

CRITERION 1 2 3 4 5 6

1.   Highly Satisfactory 

2.   Satisfactory 

3.   Moderately Satisfactory 

4.   Moderately Unsatisfactory

5.   Unsatisfactory 

6.   Highly Unsatisfactory
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RELEVANCE 

Evaluation question 1
Are the project outcomes relevant to the priority needs of the target groups, including 
women and youth?

Total relevance rating: Satisfactory

The intervention was found to be consistent with the needs of the target communities and is 
aligned with the strategic interests of the County Governments. The implementation of the program 
contributed to the improvement of water availability and access, food and nutrition security, 
livelihoods and environment conservation in the target areas. It tackled women empowerment 
with the urgency this pressing social issue requires. However, the program was less successful in 
intercepting the needs of the youth, whose participation to the program was below expectations. 

All the target groups interviewed found high consistency between their priority needs and 
the responses provided with the intervention. This finding confirmed the validity of the need 
assessments and the Community Led Development (CLD) approach implemented by the partners.

The program was based on an adaptable and flexible approach with annual project budget and 
strategies revision. It continued to assess the needs of the communities through surveys and 
evaluation exercises and follow-up visits. It sought new partnership with organizations who have 
the expertise in addressing the arising needs of the target communities. However, three out of 
eight target SHGs felt that the program was not particularly effective in meeting their upcoming 
needs and that the project activities have strictly followed the initial work plan.

The main target group of the program are agro-pastoralist from arid and semi-arid lands (ASALs) 
leaving in three counties: Machakos, Makueni and Kitui. The target groups are members of existing 
SHGs. All the interviewed groups showed strong commitment and cohesion. One group out of 
eight reported challenges related to leadership and group dynamic (promptly mitigated by the 
implementing partners). However, it was found a lack of a structured document detailing the criteria 
for the selection of the groups. 

The evaluation team consider the project’s objectives clearly outlined in the log-frame and 
realistically achievable. The proposed Theory of Change (ToC) and prospects for sustainability are 
clear and realistic. Nevertheless, additional development of the ToC should be scheduled to further 
clarify the “leading” role of the community.

Evaluation question 2
Are the project objectives consistent with the County Integrated Development Plans, 
priorities and policies at local and national level?

The programme acts within the national and county policies and guidelines. The intervention was 
found to be fully in line with national strategies in Kenya and with the county strategies in Machakos, 
Makueni and Kitui.
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The programme has established positive and constructive collaborations and partnerships with 
KALRO, KEFRI and relevant County Governments. Specific collaborations are in place with the 
following international NGOs: CEFA, IIRR, PAH.

These partnerships have greatly enhanced the programme performance in meeting its objectives.

EFFECTIVENESS (PROGRESS TOWARDS ACHIEVING RESULTS)

Evaluation question 3
To what extent has the program achieved its expected results and outputs?

Total effectiveness rating: Satisfactory

The program demonstrated a satisfactory level of achievement against each planned output. 
The intervention has improved access to safe water, soil rehabilitation and increased fertility and 
productivity of cropland for the target communities. The majority of outputs were delivered fully 
and on time, whereas fewer outputs related to the livestock and the tree nursery components 
were only partially achieved or delivered with delay. Beneficiaries felt the programme has 
delivered most of what it was expected to deliver (on average 73% of expected outputs).

All groups recorded an increase in the number of people practicing improved farming. Similarly, 
there was an increase in food production and improved diet. This finding is confirmed by the 
ASDF project quantitative evaluation (January 2020) where the vast majority of respondents said 
their diet has improved moderately to highly (ca. 77% and 6% respectively).

In terms of unintentional outcomes of the project, a case of conflict was reported between SHG 
members and other community members competing for water from the sand dams. However, 
the program has put in place effective mitigation measures and the whole community gained 
regulated access to the water facility.

The program was found to be very effective in targeting and empowering women. In particular 
marginalised widows have highly benefited from the program. The same cannot be said for the 
youth who have been involved in the programme to a very small extent. The agency should 
explore possible strategies to address this sensitive gap. 

In order for the programme to capitalize its outcomes and best practices and to minimize inherent 
risk factors, the partners and the SHGs should explore the opportunity to improve their policies 
with regard to inclusiveness, gender equality, child protection and environmental conservation. 

In the overall implementation period of the 4 projects (2012-2019), the following main outputs 
were delivered fully: 

 » 34 sand dams and 34 shallow wells.
 » 2 rock catchments with concrete tanks of 190 M3.
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 » 4 school rainwater tanks of 104 M3.
 » water quality testing system for each water facility.
 » strengthened 17 SHGs committees on water management (maintenance and book 

keeping), WASH and first aid.
 » 17 crop demonstration plots, 17 agroforestry demonstration plots, 17 vegetable 

demonstration plots.
 » 17 seed banks.
 » 5 five drought tolerant food crops promoted.
 » skills and expertise development for 17 SHGs in agroforestry, organic farming, 

poultry farming, table banking, marketing, SHG management (financial administration, 
governance, group dynamic and conflict resolution), soap production, economic use of 
tree products (Neem-organic pesticides/ medicinal plants/Moringa-nutrition).

EFFICIENCY

Evaluation question 4
How economically resources/inputs (funds, expertise, time, etc.) were converted to results?

Total efficiency rating: Satisfactory

All partners and beneficiaries to the programme have contributed with in kind and monetary 
contributions to the programme budget. SHGs have contributed roughly 50% of the costs of 
building the water infrastructures through the provision of locally available materials and time 
for training and labours. This has to be considered an outstanding co-funding achievement that 
has highly contributed to the ownership and sustainability of the outputs, in particular of the 
sand dams. Those who have dropped out of the group because of the rules of engagement have 
reportedly opted back into the group once the benefits have become clear. SHGs believe that 
the chosen strategy is the main driver of ownership and source of strength, determination and 
cohesion for the group members who have stayed. Hence, the CLD approach has helped identify 
and reward the most committed members of the targeted groups who see in ownership a way 
out of their aid dependency.

The implementation of the intervention was found to be efficient to a satisfactory extent compared 
to the allocated resources and relevant to the achievement of the outputs. Overall, the evaluation 
team considered the chosen strategy best suited to implement the inherent activities in a cost-
efficient manner.

Budget items were found consistent with the use of funds and transparency in financial 
management and accountancy was considered overall satisfactory. Nevertheless, the evaluation 
team recommends allocate funds and time for the inherent staff training and for arche noVa 
management and supervisory staff, as well as to reserve at least 5% of the budget to internal and 
external monitoring, evaluation and learning.
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SUSTAINABILITY

Evaluation question 5
How sustainable are the instruments the intervention has been creating likely to be in the 
aftermath of the project?

Total sustainability rating: Satisfactory 
Social sustainability: Satisfactory

All the targeted 17 SHGs who have taken part in the ASDF-arche noVa programme resulted 
actively managing and benefiting from sand dams, agroforestry and agricultural practices 
that they have obtained through the programme. The evaluation team observed that all the 
interviewed SHGs are applying the skills and knowledge obtained through the programme, but 
they still need support and capacity building to develop adequate and adaptive leadership skills 
and improve the inclusiveness and ownership within their communities.

Financial sustainability: Moderately satisfactory

Overall, the programme has triggered a socio-economic change within the targeted communities 
that has made them more independent from external aid, especially in the case of water 
infrastructures. However, as the communities have gained relevant knowledge and skills, they still 
do not have the financial capacity to cater fully for the sustainability of the instruments created 
with the projects.

Political and institutional sustainability: Satisfactory

The relevant government institutions have been supporting the programme in most targeted 
areas authorizing the construction of 40 water infrastructures and facilities. The agency should 
consider designing and implementing an advocacy component aimed at increasing synergies 
and support from local governments in the least attended target locations and for the most 
underserved sectors of intervention. 

The local partner has shown solid and transparent structures and sound technical and 
management capacity. The arche noVa inherent trainings appears to have boosted the 
management and financial capacity of the local partner over the course of the programme.

Environmental sustainability: Highly satisfactory

The evaluation team observed a positive impact of the programme on the environment through 
improved water and natural resource management and soil rehabilitation activities such as 
terracing, agroforestry and shifting to energy saving stoves. These transitions represent important 
steps towards greater environmental sustainability and resilience to climate change.
The programme strategy should additionally tackle the substitution of chemical fertilizers and 
pesticides with natural solutions that cause no harm to the environment and encourage the 
adoption of organic and permaculture-based solutions.
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OVERALL DEVELOPMENT IMPACT

Evaluation question 6:  
To what extent has the project achieved the intended impacts and has there been any 
additional impacts? 

Overall development impact rating: Satisfactory

Target groups have gained improved access to safe water, sanitation and hygiene through the 
construction of sand dams, the construction of rock catchments and the provision of water 
tanks. Distances the households were travelling to the water sources have reduced significantly. 
During the dry season (July and August), 78.33% of the target group is now fetching water from 
the protected shallow wells within the sand dam. Despite scarce rainfall in the last two seasons, 
sand dams have kept water all year round. 

According to ASDF quantitative evaluation report 2020, 78.33% of the SHG members stated that 
their income has slightly improved since the project began, and for 20% of them income has 
improved extremely. The same report shows a growing share of agricultural income compared 
to the baseline. However, according to the SHGs, marketing opportunities for their agricultural 
produce is still rare signalling the need for an adequate strategy. The evaluation team suggests 
the adoption of a tool to identify the groups with the capacity to commercialize and aggregate 
their produce and provide them with training on aggregation and linkages to stable markets. 
The evaluation team found increased food and nutrition security and resilience against hunger, 
which the programme appears to have attained by promoting food production, diversification, 
terracing, demo plots, planting of drought tolerant varieties and seed banking.

In terms of institutional developments, arche noVa and ASDF have not actively participated in the 
making of policies and guidelines with County or National Government institutions, however they 
have established a continuous and constructive dialogue with County Governments and local 
authorities. 

The knowledge that the SHG leaders and members have obtained has been trickling down to 
other community members, who have now access to the water facilities and are replicating 
practices such as terracing, use of drought tolerant corps, agroforestry techniques and energy 
saving stoves (jikos). There is inclusivity on use and management of tree nurseries and provision 
of improved seeds. 

Women now lead the SHGs and make major decisions, which affect not only the group members 
but also the community at large. Through empowerment and reduced household burden, 
indeed women have become key decision makers and actors of change within their communities, 
including especially changing attitude and behaviour towards gender roles and hygienic practices.
In order to enable a greater impact to the larger community with regard to knowledge management 
and inclusiveness, the evaluation team suggests the need to design a solid community program 
with appointed referees, mechanisms for knowledge management and M&E planning based on 
trackable and adaptive OVIs given the operational context.
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The programme was designed with sand dams and water catchments at the centre of a model to 
tackle access to water, food security and resilience. The evaluation team found that the model has 
had a clear positive impact on the target communities and tackled all three issues confirming that 
access to water is central to lift communities out of poverty and trigger sustainable development 
in ASALs of Kenya. 

CONSIDERATIONS ON COMMUNITY-LED DEVELOPMENT (CLD) 
APPROACH

The CLD approach is presented as a concrete and practical response to the urgent problem of aid 
ineffectiveness since it tries to revert the development paradigm from top-down to bottom-up. In 
this sense, the CLD strategically puts the community in the driving seat and in charge of setting 
local visions and goals and integrate them into the existing project structure. 

The evaluation team found the approach was capable of providing quality and inclusive services 
because it promoted participatory targeting and planning and was based on cost-sharing and 
financial transparency.

Similarly, the team found that CLD promotes social & behavioural changes because it fosters self-
help and approaches complex issues holistically. This has triggered a shift in mind-set resulting in 
greater gender equality and ownership based on trust and a shared vision. 

In terms of knowledge management and advocacy, the decentralized management of resources 
and decision-making pursuant to the CLD approach have pushed the local partner and the SHGs 
to be catalysts of their development and social transformation. Partnerships and dialogue with 
local authorities were established and kept confirming the relevance of the intervention to the 
local government policy priorities. 
 
The evaluation team emphasizes on the need to advocate local governments for greater 
resource allocation especially with regard to water infrastructures and capacity building based 
on the CLD approach. A stronger role of the local government could lead to systemic and 
sustainable transformation and help scale up the intervention at county level. 
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SUMMARY OF CONCLUSION AND RECOMMENDATIONS
Team leader’s conclusive remarks: It needs to be highlighted that too often poor and vulnerable 
communities are viewed as victims and helpless beneficiaries without viable resources to 
contribute to their development needs. ASDF/arche noVa’s Community Led Development (CLD) 
approach, however, has challenged this idea. These communities act now as ‘change agents’ and 
rights-bearing, active citizens with a shared vision who can drive their own development. As the 
CLD approach could be received very differently from one context to another and considering 
that, it is not a linear ‘one size fits all’ solution, it is paramount and recommended to manage the 
inherent information and systematize the approach as well as its best practices. 

The programme was found relevant to the needs it aimed to tackle, effective in achieving its 
expected outcomes, efficient vis a vis its impact and capable of triggering sustainable development 
in ASALs of Kenya. The intervention was rated satisfactory under each evaluation criterion 
and therefore overall satisfactory. To the extent viable, the agency should keep conducting 
context-specific research and studies on the CLD approach and its enablers and barriers in 
the medium and long term. Ideally, all such information should be managed by a system that 
receives information feeds from Community-Led Monitoring, Evaluation & Learning systems and 
feeds back adaptive learning and best practices.

In light of the above findings and conclusions, the evaluation team recommends the following 
tools and measures to translate the lessons learnt into practice and scale-up the impact of the 
evaluated object. 

Recommendation 1. 
Criteria for identification of beneficiaries/SHGs. The SHGs were not established by ASDF 
and AN but existed before the start of the projects. The groups are a continuation of a tradition 
of community members coming together to address common interests as access to water, 
‘merry-go-round’ (community led savings and credit groups), agricultural production and land 
terracing community groups. Nevertheless, the evaluation team suggest identifying, formalize 
and implement clear SHGs selection criteria and guidelines for the selection process in order to 
enable coherence, inclusiveness and replicability of the action.

Recommendation 2. 
Exit strategy/graduation process for the SHGs. Develop a graduation process and criteria 
for the SHG to reach self-reliance and exiting the program. Each group should then have an 
individual plan and a set of indicators for self-monitoring and joint evaluation.

Recommendation 3. 
Follow and scale up intervention. A new phase of the program should have a minimum 
duration of 3 years and gather an adequate budget to cater for arche noVa staff’s crucial role in 
supervising it. This intervention should build on the foundation established in the current program 
phase to scale up and replicate the action in new communities and locations in collaboration with 
ASDF and the SHGs.
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Recommendation 4. 
Scale-up impact and reach of the water infrastructures. When designing future interventions, 
the agency should consider the possibility of expanding, when possible, the pipelines reach to 
deliver water in distant locations using solar pumps (as already successfully piloted). At the time 
of the evaluation, over 60% of the constructed dams were deemed mature enough to withstand 
the extraction of water for urban or unserved locations.

Recommendation 5. 
Building the SHGs network foundations. Include a component aimed at strengthening and 
integrating the network of SHGs in nearby locations and at county level. This would provide a forum 
for sharing experiences and best practices, encouraging political dialogue among stakeholders, 
and improving the legal and institutional framework for water and sand management.

Recommendation 6. 
The community outreach component should be strengthened in order to ensure that 
knowledge trickles down from the SHG to the community at large. Peer-to-peer methodologies 
should be expanded and systematized. 

Recommendation 7. 
Strengthening the social norm component. The program strategy should add a change 
of social norm sound program and measure the impact of nutrition and hygiene training and 
address the root causes of persistent unsafe behaviours and practices within the community. This 
could be done by strengthening the local partner capacities on communication for social change 
methodologies (C4D) or by collaborating with a specialized local NGO. In the new interventions is 
suggested to include a component of C4D as a two-way process for sharing ideas and knowledge 
using communication tools and approaches that empower individuals and communities to take 
actions to improve their lives.

Recommendation 8. 
Strengthening the advocacy component. Advocate for a more direct participation of County 
Governments in the future, enhancing synergies and eventually establishing a joint program 
management committee that provides strategic guidance. This could also be an instance for the 
SHGs to participate in decision making at county level and negotiate for better policies and support 
by the county. 

Recommendation 9. 
Access to finance and credit. Consider the possibility of supporting the SHGs with a dedicated 
and substantial fund to ensure access to start-up credit for communities and individuals. 
Alternatively, the intervention should link the target groups with specialized microcredit 
institutions and table banking schemes.

Recommendation 10. 
Secure resources for MEAL. In line with international standards and development best 
practices, it is recommended to include and implement in future proposal external end of project 
quantitative and qualitative evaluations and to allocate at least 5% of the budget to Monitoring, 
Evaluation, Accountability and Learning.
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1.1 PURPOSE OF THE EVALUATION
The purpose of this evaluation was to conduct an ex-post assessment on four projects 
implemented by ASDF and arche noVa in three counties Machakos, Makueni and Kitui in the 
South Eastern region of Kenya. As the implementation of the four projects has ended, this 
evaluation report discusses whether the projects have achieved their objectives and whether 
resources have been used efficiently. Furthermore, the present evaluation intends to share light 
on the strengths and challenges of the Community Led Development approach and propose 
recommendations for future project design. 

1.2 SCOPE AND OBJECTIVES OF THE EVALUATION
The evaluation was conducted on four projects funded by the German Federal Ministry for 
Economic Cooperation and Development (BMZ) and implemented by ASDF with the technical 
support of arche noVa and in partnership with KALRO, KEFRI and Country Governments in 
Makueni, Machakos and Kitui counties, Kenya. Envisioned as a programme, the four projects 
were implemented over a period of seven years between December 1st, 2012 and December 
31st, 2019. The programme engaged 17 community-based organizations (Self-Help Groups) with 
the aim of empowering 27 villages (800 direct and 20,900 indirect beneficiaries) with practical 
knowledge, skills and low-tech infrastructure in order to attain sufficient water, food and nutrition 
security and ability to adapt to climate change.

The scope of this ex-post evaluation is to produce a report that combines qualitative and 
quantitative data analysis and provides information to guide decisions about the future. The 
evaluation team reviewed and collected data to assess the projects’ progress in delivering 
respective outputs and in achieving inherent outcomes at a scale commensurate with the size of 
expenditures. The evaluation team assessed project quality in terms of partnerships, targeting, 
and integration. It evaluated project sustainability and impact in terms of gender equality, 
women empowerment and youth, innovation and scale-up, natural resource management, 
and adaptation to climate change. The analysis encompassed the implementation process of 
the project, including MEAL, commodity management, and general management (financial and 
human resources). 

Five criteria guided the evaluation, namely: (a) relevance, (b) effectiveness, (c) efficiency, (d) overall 
development impact, and (e) sustainability. 

The following report presents and discusses the findings of the evaluation. It provides an 
analysis of the situation in which the projects were implemented and how have they performed. 
It discusses whether the Community Led Development approach has had the intended impact 
on target groups. In conclusion, it sets forth lessons learnt and recommendations for future 
interventions in the WASH, NRM and food security areas in rural Kenya.
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1.2 METHODOLOGY
The evaluation team began its work prior to assembling in Kenya by reviewing project documents, 
developing draft evaluation questions, and creating a draft Matrix of Evaluation (MoE) to guide 
evaluation activities (Annex 2). It guided the evaluation activities and development of data 
collection instruments (Annex 4).

Field research focused almost exclusively on qualitative data collection through Key Informant 
Interviews (KII), Focus Group Discussions (FGD) and documents review. Interview subjects 
included ASDF and arche noVa project staff, county government officials, other relevant 
stakeholders, NGOs. In addition, interviews and FGDs were realized with group representatives 
and beneficiaries targeted by the projects. As a result, several meetings, 22 interviews and FGDs 
were held. (Annex 3). 

The analysis encompassed desk review, field visits and surveys. The team compared qualitative 
data collections with monitoring reports, including baseline survey report, mid-term and final 
evaluation reports. A draft report was written based on the results of such triangulation, made 
available to project stakeholders and their feedback taken into consideration.

Overall methodological approach(es) used for the different evaluation questions

In order to provide ASDF and arche noVa with independent and reliable evidence-based impact 
assessment, the following methodological approach was adopted:

Mixed methods: The evaluation is based on participative qualitative methods and reviews 
of quantitative documents. To this end, the evaluation team approached key stakeholders, 
such as government representatives, programme coordination staff at county, regional and 
national levels, managerial staff of implementing partners, consortium members, SHGs, 
community structures and project beneficiaries.

Participatory approach: The evaluation sought to involve project staff in all aspects of 
the evaluation process while expecting them to share project documents, answer questions, 
share successes and challenges, recommend changes to research methodologies and/or 
instruments, make logistical arrangements for research activities, validate data collections, 
and help interpret results and review draft reports.

Human rights and gender-sensitive evaluation: The evaluation assesses which groups 
benefited and which groups contributed to the intervention. Participative methods were 
favoured to evaluate whether key stakeholders and target groups, men and women, have 
been able to participate in the design, implementation and monitoring of the intervention.
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DATA COLLECTION METHODS AND TOOLS 

Data were collected using the semi-structured evaluation tool specifically designed for different 
stakeholders and based on the MoE. The tool was agreed-upon in the preliminary phase and 
included in the inception report submitted to arche noVa and ASDF on December 2019.

Data analysis combined the above listed multiple methods to answer the key evaluation 
questions in order to gain a more complete understanding of the issue and more confidence in 
the findings. Triangulation of data helped minimize bias from one particular data set and yield 
valuable findings.

Key findings and recommendations have been presented to ASDF and arche noVa staff. 

Finally, the process resulted into the present fully reviewed final ex-post evaluation report 
highlighting practical and actionable recommendations. The output of this exercise is expected 
to provide inputs contributing to the identification of new initiatives aimed at improving food 
security, productivity, and efficiency, as well as contribute to the better management of SHG’s 
responsiveness to drought challenges, therefore improve the living and health conditions of the 
vulnerable and poor households in Kitui, Machakos and Makueni. 

One public event was organized in Tawa the 19th of February 2020 at the presence of 246 small 
farmers coming from the 17 SHGs. Representatives of KALRO, KEFRI, Counties Governments, 
PAH, CEFA and IIRR were also invited. The main purpose of the event was to discuss the main 
results of the evaluation, to analyse the impact with the target group and the main stakeholders, 
to discuss the exit strategy and plans of the SHGs at the end of the intervention. 
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STAKEHOLDER ENGAGEMENT 

As indicated in Annex 3, the main stakeholder interviewed are the following: 

Table 2. List of interviewed implementing partners.

DATE NAME POSITION ORGANIZATION GENDER

10/01/2020 Giovanna Fortuni East Africa Coordinator arche noVa F

10/01/2020 Juliet Muthiani Program Officer (Kenya) arche noVa F

31/01/2020 Eileen Wandera Administrator arche noVa F

10/01/2020 Cornelius Kyalo Matheka Executive Director ASDF M

10/01/2020 Andrew Musila Development Director ASDF M

14/01/2020 Boniface Mavindu M & E Manager ASDF M

13/01/2020 Pius Kasimu Kimweli Field Manager ASDF M

16/01/2020 Cornelius Wambua Kato Field Manager ASDF M

13/01/2020 Ezekiel Musava Kyalo Technologist KEFRI (Kitui) M

13/01/2020 Mutua Kinyila County Assistant Director NEMA (Kitui) M

15/01/2020 Robert Kisyulya
Minister for Water, Sanita-
tion, Environment and Climate 
change

Makueni County Government M

16/01/2020 Jackson M. Muthaisu Director Conservation and 
Utilization Sand Authority-Makueni M

17/01/2020 David Karanja Co-ordinator, grain legumes KALRO Katumani M

17/01/2020 Josphine Malelu Extension officer KALRO Katumani F

The team interviewed a selection of 8 groups out of the 17 that ASDF/arche noVa were working 
with during the 4 projects period from the three counties of Makueni, Kitui and Machakos. Out of 
224 members belonging to these selected 8 SHGs, the team interviewed 170 members.
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The selection criteria for the SHGs included in the ex post evaluation are:

Table 3. List of interviewed beneficiaries.

DESCRIPTION
Name of 
Group

No. of  
members

No. of mem-
bers interv.
ed

Components
SHG Years Aridity level  Performance

SHG 1 up to 2 HIGH POSITIVE KATHILO 
EARTH DAM 28 28 (18F, 10M) Water and soil 

conservation

SHG 2 up to 2 MEDIUM POSITIVE KWA KITILO 
SAND DAM 30 25 (14F, 11M) Water and soil 

conservation

SHG 3 up to 2 HIGH BELOW AVA-
RAGE

MBUKILYE 
NGUKILYE 22 21 F

Marketing, water 
and soil conserva-
tion

SHG 4 3 to 5 MEDIUM BELOW AVA-
RAGE SINAI 14 11 (8F, 3M) Water and soil 

conservation

SHG 5 3 to 5 HIGH POSITIVE NDWAE 
NGUTWAE 43 32 (29F, 3M)

Marketing, water 
and soil conserva-
tion

SHG 6 3 to 5 MEDIUM POSITIVE KEE 43 22 ( 14F, 8M)
Marketing, water 
and soil conserva-
tion

SHG 7 3 to 5 HIGH BELOW AVA-
RAGE

KYENI KYA  
MUKONONI 31 25 (20F, 5M) Water and soil 

conservation

SHG 8 3 to 5 MEDIUM BELOW AVA-
RAGE MUKASO 13 6 (3F, 3M) Water and soil 

conservation

Duration of involvement with 
ASDF: to consider the latest en-
try SHGs, and those who have 
been there longer.

Performance: those who have 
performed very well and those 
below average.

Geographical locations: SHGs 
located in very arid or semi-arid 
lands.
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1.3 LIMITATION

The operating environment in Kenya, characteristics of the projects and the time available for 
the evaluation all affected the type, quantity and quality of data available for the evaluation. 
These limitations form part of the context within which to interpret evaluation results. The most 
serious limitations include:

Weather conditions: Heavy rains in the target locations during the evaluation exercises 
limited the accessibility of the project locations and caused delays in transportation from the 
evaluation team and from the beneficiaries. 

Translation reduces data fidelity: The evaluation team had to conduct most interviews 
with beneficiaries in local languages. Translation impedes accurate communication and makes 
it difficult to collect reliable and valid data. The team probed persistently to clarify issues and 
improve understanding. However, translation inevitably results in a loss of data fidelity.





2 BACKGROUND
AND CONTEXT
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2.1 CONTEXT OF THE 4 PROJECTS

This is an evaluation of a program composed by four projects, which were following in timespan 
and had a common long term and overall goal. 

OVERALL PROGRAM GOAL

Empowerment of community organizations called Self Help Groups (SHG) with practical 
knowledge, skills and low-tech infrastructure in order to attain sufficient water, food and nutrition 
security and ability to adapt to climate change.

TARGET BENEFICIARIES 

27
villages were reached

800
smallholder farmers were 
directly involved 

20.900
persons were indirectly 
reached

Improvement of the water supply and the 
food security in Makueni County in the 
Eastern Kenya.

PROJECT 1

Improvement of water supply and food 
security in Makueni and Machakos Coun-
ties in the Eastern Kenya.

PROJECT 2

Community based reforestation and water 
storage for increasing resilience in Mak-
ueni County, Kenya.

PROJECT 3

Strengthening resilience and nutritional 
security of rural subsistence farmers in 
Makueni, Machakos and Kitui Counties, 
Kenya.

PROJECT 4

17 SHGs
who acted as advocates of 
change at community level 

and the society at large, 
through which:
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KALRO Katumani
In partnerships with ASDF, 
they offer their expertise in 
training the farmers on Good 
Agricultural Practices (GAP). 
They also provide highly pro-
ductive and nutritious seeds 
specifically for pulses. 
Makueni County Sand Con-
servation and Utilization 
Authority - The authority has 
signed a Memorandum of 
Understanding with ASDF to 
construct sand dams. 

So far 8 of them have been 
constructed. The authority 
regulates sand harvesting 
in the county and to have a 
sustainable level of water at 
the sand dams no harvest-
ing is permitted within 100 
meters of the dam.

KEFRI Kitui-KEFRI
Is playing a vital role in train-
ing smallholder farmers on 
establishment and manage-
ment of tree nurseries and 
planting.

FUNDED BY

German Federal Ministry for 
Economic Cooperation and 
Development (BMZ)

BUDGET

1.246.861,57 EUR

PROGRAM DURATION

7 Years

PROGRAM AREAS

South Eastern Kenya, Makueni, 
Machakos and Kitui counties

LEAD IMPLEMENTING OR-
GANIZATION

ASDF and arche noVa

OTHER PARTNERS 

KALRO, KEFRI, 
County governments
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GEOGRAPHIC LOCATION
 
Machakos, Makueni and Kitui counties in the South Eastern region of Kenya. 

Figure 1. Geographical scope of the study.
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8)   Wangu Youth Group
9)   Mutethya
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10)   Athiani Farmers
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COUNTRY CONTEXT

Water sector

Since independence, the Kenyan Water Sector has gone through several phases, which were 
affected by the prevailing politics, the change of natural environment and external support but 
above all, by rapid population growth. 

Increasing variation in Kenya’s climate is evident, expressed in terms of irregular rainfall patterns, 
prolonged droughts and increased flooding intensity. Increasing population causing pressure on 
water catchments has, in the absence of investments, resulted in reduced freshwater availability. 
The population growth is causing the available water per capita to shrink every year. This is 
already causing conflicts between the different users and has the potential to lead to civil unrest.

The Kenya Vision 2030 goal on water and sanitation under the social pillar is access to water 
and sanitation for all by 2030. Kenya is a water scarce country and thus the achievement of this 
goal will not come easy but requires deliberate effort geared towards the development and 
expansion of the sector. Water management will be crucial in achieving the targets under the 
3 pillars of the vision. Under the political pillar rural conflicts have largely been resource based. 
Under the social pillar the targets under health, tourism among others will depend on water to 
be achieved. Access and quality of water will be a contributor to the infant and child mortality 
rates. Industrial development under the economic pillar will also have a heavy reliance on water 
which then shows that water management cannot be ignored in the development agenda of the 
country.

The shortage of water in Kenya is pronounced in the rural areas and largely in the ASAL which has 
led to a strain on women and children who are the ones tasked with looking for water especially 
for domestic use. Water shortage has affected education in some regions where children miss 
crucial hours of school in search of water. The availability of water in rural areas has been one 
of the greatest challenges with water shortage affecting water for irrigation and for animal use. 
The other main issues are around the quality of water, continuity of water supply and wastewater 
treatment.

Institutional, legal and policy framework of water

Until the enactment of the Water Act 2002 water services were centralized under the National 
Water Conservation and Pipeline Corporation and a few other entities that had been created 
from 1992. Through the enactment of the Water Act in 2002 there was a decentralization of the 
water services to 91 local Water Services Providers (WSPs). In 2016 a new Water Act was enacted 
which implied a further decentralization of water services to the 47 counties. 47 Water Works 
Development Agency were created as part of the operationalization of this act (2016 Water 
Act). This in line with the decentralization prescribed in the 2010 Constitution of Kenya. Various 
institutions apart from the decentralized board have been set up pursuant to this act which 
include the Water Services Regulatory Board (WASREB) whose main mandate is the development 
and enforcement of the rules within the water sector and these are geared towards ensuring the 
access to efficient, affordable and sustainable services. 
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The Water Sector Trust Fund (WSTF) was also created under the Act and was restructured from 
the Water Services Trust. The mandate of WSTF is financing water and sanitation services in the 
country. The establishment of this institutions is in the effort to organize the water sector in the 
country and to ensure that the anticipated universal access to water is achieved.

The agriculture sector in Kenya 

The agriculture sector continues to play a vital role in the rural economy. The sector was one of 
the first to fully devolve the function of service provision to the county governments underscoring 
the importance of County Governments’ role in ensuring food security. Agriculture is key to 
Kenya’s economy, contributing 26% of the Gross Domestic Product (GDP) and another 27% of 
GDP indirectly through linkages with other sectors. The sector employs more than 40% of the 
total population and more than 70% of Kenya’s rural people (FAO, 2019). 

The sector accounts for 65% of the export earnings, and provides the livelihood (employment, 
income and food security needs) for more than 80% of the Kenyan population and contributes 
to improving nutrition through production of safe, diverse and nutrient dense foods (FAO, 2019). 
The sector is also the main driver of the non-agricultural economy including manufacturing, 
providing inputs and markets for non-agricultural operations such as building/construction, 
transportation, tourism, education and other social services. 

Strengthening and improving the performance of the agricultural sector and enabling the 
engagement of the poorest and most vulnerable is a prerequisite and a necessary condition for 
achieving recovery and growth in Kenya after recent years of drought and slow development. In 
this regard, different stakeholders at national and county level together with non-state actors’ 
efforts should be geared towards the sector.

COUNTY CONTEXT

Machakos County

Machakos County is a county in the former Eastern Province of Kenya. Its capital is Machakos. 
The county has a population of 1,421,932 (2019 census). It has an area of 6,043 km².

Machakos County is an ASAL area where both extremes of drought and intense rains have greatly 
contributed to poverty, food insecurity, and reliance on food relief since the 1920s. The county 
receives an annual rainfall of about 500 mm-1300 mm (Machakos County, 2015).

Agriculture is the major source of livelihood, employing about 73% of the population and 
contributing approximately 70% to the household incomes (Climate Risk Profile for Machakos 
County, MoALF. 2017).

The major problem posed by climate variation is water scarcity and the resource-poor farmers, 
women, and the elderly are the most affected. 



ENVIRONOMICA 
CONSULTING

by

33

Ex-Post Evaluation Report

BACKGROUND AND CONTEXT OF THE PROJECT

Makueni County

Makueni County is a county in the former Eastern Province of Kenya. The county has a population 
of 987,653 (2019 census) and an area of 8,008.9 km².The agricultural sector is an integral 
component of the economy. It employs approximately 78% of the population and contributes a 
similar percentage to household incomes. In the water sector, the county is facing challenges like 
inadequate water supply; depletion of water catchment areas; long distances to water points; 
lack of access to clean water for domestic use and inadequate distribution structures of the 
available water, and unabated sand
harvesting (Makueni CIDP 2018-22).

Kitui County

Kitui County is a county in the former Eastern Province of Kenya. The county has a population of 
1,136,187 (2019 census) and an area of 30,430 km².

The County has an arid and semi-arid climate with rainfall distribution that is erratic and unreliable. 

The percentage of households with water available in premises is 6.8% against national average 
of 24%. The average distance to the nearest water point is 7 kms which is way below the 
international Standards on access to water (Kitui CIDP 2018-22). 

Despite the great potential, Kitui County is characterized by relatively high levels of poverty. The 
level of absolute poverty is estimated at 47.5% compared to the national average of 36.1% in 
2016. Food poverty is estimated at 39.4% compared to the national average of 32%. About 50% 
of the population does not have access to improved water sources and 57.6% of households 
spent thirty minutes or more to fetch drinking water.

The economy of the County is dependent on agriculture, which contributes to rural employment, 
food production and rural incomes. The sector plays a major role by contributing about 87.3% of 
income earned by the rural population (Kitui CIDP 2018-22).
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2.2 THEORY OF CHANGE 

This chapter includes a theory of change based on the specific sector of the project. 
See table below:

THEORY OF CHANGE

Problem Climate change and rapid population growth are increasing food insecurity, environmen-
tal degradation and poverty levels in dry lands in Kenya.

Needs Identify effective community led climate-smart solutions to address food insecurity, lack 
of water and environmental degradation.

ACCESS WATER 
NATURAL 

RESOURCES 
MANAGEMENT

FOOD RODUC-
TION

ACCESS TO 
MARKET

A
CT

IV
IT

IE
S

Sand dams, 
rock catchment, 
school rain water 
harvesting.

Tree nurseries 
and tree plant-
ing, terraces and 
soil conservation, 
water and sand 
conservation.

Development of 
climate smart 
agricultural skills 
such as  perma-
cultures, drip 
irrigations, agro-
forestry through 
demo plot.

Marketing com-
mittees, aggre-
gation of crops, 
marketing skills 
development 
program.

IN
D

IV
ID

U
A

L
Water distribu-
tion and water 
testing, Capacity 
development on 
WASH and water 
management.

Promotion of en-
ergy saving stoves 
(Jikos).

Promotion of 
drought tolerant 
crops, seed bank-
ing, fruit trees 
and vegetables,  
livestock and 
beekeeping.

Table banking, 
loan and credits.

Capacity development, knowledge management, community management 
risk reduction, community dialogue, communication for social change.

Value chain actors linkages and stakeholders consultation, lobby and 
advocacy.
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PRACTICE CHANGE

O
U

TC
O

M
ES

Access to water and capacities to implement, manage and monitor climate-
smart WASH solution are enhanced at community level.

CO
M

M
U

N
IT

YEffective Natural Resource Management practices are in place among target 
communities.

Agricultural systems are climate-smart at all levels: plot, landscape, value 
chains and policies.

Effective dialogue established between communities, academics and policy 
makers on climate-smart agriculture, NRM and WASH.

IM
PA

CT

NRM, Agricultural productivity and income are sustainably improved in a resil-
ient food and agriculture system.

SO
CI

ET
Y

The health of the natural resource base, including especially soil and water, 
has improved.

EN
VI

RO
N

M
EN

T





3 FINDINGS 
OF THE 
EVALUATION
Findings are analysed and presented according to the evaluation 
questions.
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3.1 RELEVANCE 

Evaluation question 1
Are the project outcomes relevant to the priority needs of the target groups, including 
women, youth?

Sub-questions 1.1
Have the needs of the target groups been assessed and included in the intervention?

The intervention was found to be consistent with the needs of the community and is aligned 
with the strategic interest of County Governments. The accomplishment of the outputs and 
the implementation of the program activities are contributing to the improvement of water 
availability, food and nutrition security, and environment conservation in the target areas as well 
as improving the livelihoods of the communities.

Specifically, during the FGDs with the 8 SHGs targeted for this evaluation, the members deemed 
the program to be “satisfactory” by addressing the following summarized challenges and 
major needs:

 » Covering long distances i.e 6-8km to fetch water.
 » Low crop yields.
 » Soil degradation.
 » Deforestation.
 » Food and nutrition insecurity.
 » Drought.
 » Poor farming techniques.
 » Waterborne diseases (poor hygiene).
 » Poor and insufficient marketing skills and opportunities.

Gender issue: women have been largely involved in the program. 70% of the SHGs’ members 
resulted being women. Most of their priority needs have been addressed to a large extent as 
explained in chapter 3.6. 

All (100%) the target groups interviewed find high consistency between their priority needs and the 
responses provided by the intervention. This is mainly due to 2 major enablers: i. implementation 
of regular need analysis and evaluation and ii. the Community Led Development (CLD) approach 
used by the implementing partners. Within the CLD approach, the SHGs joining the program 
have to present proposals/plans originated from their needs and which form the base of the 
collaboration with ASDF and arche noVa. During the first year the project implements the plan as 
it is but starting from the second year the ASDF staff does a revision of the plan with the SHGs to 
identify areas that have already improved and take into account the needs that are arising. 
This approach is ensuring relevance to the priority needs of the SHGs.
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All the SHGs interviewed have confirmed and appreciated this participatory approach: Kwa Kitilo, 
Mukaso and Ndwae Ngutwae SHGs asserted that they were required to provide a proposal and 
group certificate as some of the requirements to be recruited into the program. 

In addition, they were observed for a period of six months prior to joining the program. Sinai 
SHG, Kee SHG and Kathilo Earth Dam SHG mentioned that apart from the afore mentioned 
documents, they were also required to present a group constitution.

In conclusion, the needs of the groups are well stipulated in the program. The approach of the 
program puts the communities and their need at the centre.

Sub-question 1.2
What kind of mechanisms have been put in place to adjust the intervention to upcoming 
needs and priorities of the target groups?

It was found that the program has an adaptable and flexible approach. The main mechanisms 
identified and relevant to the adjustment of changing needs and priorities that may occur during 
the implementation of the projects are the following:

a) Flexible financial management: the program envisions annual revision of project 
budget and strategies by the implementing team in order to respond to upcoming needs 
and priorities of the target groups. The donor revision process is considered “quick and 
easy” by arche noVa and ASDF staff. 

b) Regular field assessment: within the period of implementation of the program 
(from 01.12.2012 up to today) ASDF and arche noVa regularly assessed the needs of 
the communities through baseline surveys and evaluation exercises using formal and 
informal tools, follows up, field visits and studies. There are regular meetings and visits 
to the SHGs by the project staff based on the field who submits monthly reports which 
help in assessing the progress of the program.

c) New partnerships and multi-stakeholder approach: in order to meet new and 
emerging needs that might fall outside the original scope of the program, ASDF and 
arche noVa seek new partnership with other organizations who have the expertise 
in addressing those specific upcoming needs. In particular the evaluator found the 
new partnerships with CEFA (European Committee for Training and Agriculture), IIRR 
(International Institute of Rural Reconstruction) and PAH (Polish Humanitarian Aid) 
relevant and strategic to complement the program results. ASDF and arche noVa are 
now discussing another possible partnership with LPC (Laikipia Permaculture Center) to 
exchange expertise and scale up the intervention in other ASAL areas of Kenya. 
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Some example of flexible and adaptable management actions reported by the SHGs: 

 » Mukaso SHG pointed out that besides the initial plan of sand dam construction, the 
group needed a mechanism of pumping the water to the uplands to reach as many 
community’s members as possible. This upcoming priority was flexibly taken into 
consideration and a high-tech solar system has been installed. This will directly improve 
the livelihoods of the SHG members through water sales.

 » Another need that was highlighted as having come up during program implementation 
was capacity building of the SHGs with leadership skills. This was necessitated by 
leadership wrangles that were experienced by groups like Sinai SHG. 

 » Another priority that was mentioned specifically by Sinai group is need for training 
on livestock rearing particularly poultry. According to the members, the program 
addressed this need adequately.

 » Kee SHG reported that their upcoming need of keeping improved livestock was solved 
by a breeding bull that was offered by ASDF. 

Furthermore, it was found that arche noVa and the donor has a specific mechanism to deal with 
emergency named Emergency Response Fund – ERF but currently this tool is adopted only in 
other programs implemented in emergency and fragile context (Somalia). Eventual emergencies 
in the Kenya context (see e.g. drought, locust etc) don’t have access to the fund and they may 
need to be dealt differently by the implementing partners. 

In conclusion, the evaluators concluded that the program has adequate mechanism to respond 
to upcoming needs, however more efforts and stronger mechanisms can be put in place to 
furtherly increase this flexibility and meet the dynamic and complex need of the communities. 

Sub-question 1.3
Who are the main target groups and how have they been defined?

The main target group of the program are agro-pastoralists from arid and semi-arid lands from 
three counties: Machakos, Makueni and Kitui. The target group are members of existing SHGs. 
The program strategy does not entail the formation of new SHGs. This approach has proven 
to be successful as it reduces risks and challenges related to group dynamics. All the groups 
interviewed are characterised by strong commitment and cohesion. Only one group out of 
eight reported challenges related to leadership and group dynamics (promptly mitigated by the 
implementing partners). These characteristics are evaluated and verified by ASDF during the 
beneficiary selection phase through a six months of pilot period.

It was found that there is no structured and clear list of criteria for the selection of the groups. 
The evaluation team is indeed recommending systematising the SHGS selection criteria and the 
selection process. 
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Sub-question 1.4
How clear and realistic are the objectives of the project and its design?

The evaluation team considered the project’s objectives clearly outlined in the log-frame 
and realistically achievable. Water availability, food and nutrition security and environmental 
conservation are the main pillars of the general and specific objectives of the 4 projects subject 
of this evaluation. Both staff and SHGs reported clear understanding of the objectives and they 
considered them achievable.

The proposed Theory of Change exit strategy and prospects for sustainability resulted clear 
and realistic. Two elements appeared to show some margin of improvement: (a) to tailor made 
and detail further the ToC as it appears too general. See recommendation in chapter 2.2 (b) to 
systematised further the Community Led Development (CLD) approach and clarify the element 
that qualifies the “leading” role of the community. See recommendation in chapter 3.

Evaluation question 2
Are the project objectives consistent with the County Integrated Development Plans, 
priorities and policies at local and national level?

The programme acts within the national and county policies and guidelines.

Makueni county Minister for Water, Sanitation, Environment and Climate asserted that the 
program is well integrated within the County Integrated Development Plans, Makueni County 
2019 water policy and Makueni county vision 2025.

Kibwezi Water Resources Authority sub-regional manager concurred with his counterpart that 
indeed the program is aligned to the government(s) policies including but not limited to the 
Water act 2016, WRA guidelines 2007, and Sessional paper No. 1 of 1999 National Policy on 
Water Resource Management. The program is in line with the right of water stipulated in Art 43 of 
the Constitution of Kenya 2010 and the human right to sanitation and environment as written in 
art 43 and 42 of the Constitution of Kenya 2010 as well as Vision 2030 and the Big Four Agenda.

Furthermore, the program was found to be in line with the mandate of the Sand Conservation 
and Utilization Authority whose role is to conserve and utilize sand in a sustainable manner. As 
the sand acts a as reservoir for water, the intervention in line with the highest priorities of the 
NDMA - National Drought Management Authorities which has water right as milestone of its 
strategy.

Kitui NEMA and KEFRI officers stated that the program acts within the body’s policies, guidelines 
and strategies by conserving the environment. 

It is worth to note that ASDF is also consulted when formulating these policies and guidelines 
especially by Makueni county government.
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In conclusion, the intervention was found to be fully is in line with national strategies in Kenya and 
with the county strategy in Machakos, Makueni and Kitui. 

Sub-question 2.1 
Have linkages and synergies with complementary development programs in the region 
been created? 

ASDF and arche noVa have achieved relevant results in establishing linkages and synergies with 
other institutions to further advance their programme objectives.

It was found that positive and constructive collaboration and partnership has been established 
with KALRO, KEFRI and County Governments. These partnerships have greatly enhanced their 
performance in meeting the intended purpose of the programme.

There is an established coordination body (County Steering Committee) which is mandated 
to control overlapping of projects among other things. This body organizes meetings for all 
stakeholders to discuss progress of programmes and forge a common understanding to avoid 
overlapping. ASDF is active member of these coordination mechanisms among stakeholders. 
This is considered relevant as it avoids duplication and overlapping and enhances coordination.

3.2 EFFECTIVENESS (PROGRESS TOWARDS ACHIEVING OUTCOMES)

Evaluation question 3
To what extent has the program achieved its expected results and outputs?

The program demonstrated positive level of achievement against each planned outputs. 
It considered that the achievement of those outputs has led to improved access to safe water, 
soil rehabilitation and increased fertility and productivity of cropland of small-holder farmers in 
the targeted areas. See in Annex 7 the summary of the achievements reported for each of the 4 
projects subject to this evaluation. 

If the large majority of the expected results and outputs, in particular those ones related to the 
water component, were fully and timely achieved, other few outputs related to the livestock and 
the tree nursery activities were only partially achieved or not timely achieved. 

The beneficiaries when asked to quantify the level of achievement they reported a high level of 
satisfaction an average achievement percentage equal to 74%.
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Table 4. Extent of achievement of expected results per SHG

Name of the group Level of achievement %

Kwa Kitilo SHG 90
Mbukilye Ngukilye SHG 75
Mukaso SHG 80
Ndwae Ngutwae SHG 75
Sinai SHG 70
Kathilo Earth Dam SHG 75
Kyeni kya Mukononi SHG 75
Kee SHG 50

In particular, majority of the groups (5 out of 8) reported that water is now available throughout 
the year. Averagely water is available for 11 months in a year.

Table 5. Availability of water per SHG (months per year)

Name of the group Months water is available in a year

Kwa Kitilo SHG 12
Mbukilye Ngukilye SHG 9
Mukaso SHG 12
Ndwae Ngutwae SHG 9
Sinai Self Help Group 12
Kathilo Earth Dam SHG 8
Kyeni kya Mukononi SHG 12
Kee SHG 12

All the groups (100%) stated that there was an increase in the number of people practicing 
improved farming. Similarly, there was an increase in food production and improved diet. This 
is confirmed by the ASDF project quantitative evaluation (January 2020) which shows that 7% 
of beneficiaries reported that their diets had improved extremely, 78% said that the diet had 
improved moderately, and 14% said that it had slightly improved. ‘In ranking the causes of their 
change in diet, pulses were ranked at 86%, vegetables at 66% and fruits at 7%. With water from 
sand dams and training on kitchen garden the farmers adopted vegetable production at their 
homes. The vegetables planted include kales, spinach and tomatoes and they reported not to 
buy such vegetables.
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In conclusion, based on triangulation of quantitative data, stakeholders’ interviews and fact 
finding visit on the field the evaluators considered the degree of progress towards the planned 
results and the level of activity implementation satisfactory in terms of quality and timing. 

Sub-questions 3.1 
Did the program only achieve intended results and objectives, or were there 
unintentional, negative or even counterproductive results, which may also have 
longer-term effects on the target groups? 

When asked to the SHGs on counterproductive results, Kwa Kitilo, Mukaso, Sinai and Kee SHGs 
noted that there were minor and short-term negative effects which resulted from the program. 
They reported that there was conflict between SHG members and other community members as 
a result of competition for water from the sand dams. Whereas the group members felt to own 
the sand dams because of the investment they had put in it, the community members thought 
that they had all rights to the usage of the water because it belonged to community.

However, that situation no longer exists as the program put in place effective mitigation measures 
and the sand dam is currently used by the whole community.

Mbukilye Ngukilye, Ndwae Ngutwae and Kyeni kya Mukononi revealed that there was no any 
negative effect resulting from program activities.

The evaluation team, in line with the analysis of other relevant stakeholders (local authorities 
and implementing partners) did not identified any long-term effects derived from unintentional, 
negative or even counterproductive results.

Sub-questions 3.2
Did the projects successfully reach the intended groups; male and female farmers, 
including their families and have the projects missed any group in the community, 
especially, any marginalized group?

All SHGs and local authorities interviewed reported that the program successfully reached the 
intended community members. The project adequately addressed the needs of smallholder 
farmers, specifically 70% of women were involved in all the three counties. This translates to 
empowerment of women and improving their livelihoods as they have now become agents of 
change and key decision makers in the community as a result of capacity building by the program.

Majority of the groups the evaluation team visited had few youths being involved in their activities.
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Table 6. Demographics of the SHG members

Name of the group Women Men Youth Total

Kwa Kitilo SHG 20 10 7 30
Mbukilye Ngukilye SHG 20 0 0 20
Mukaso SHG 6 3 1 9
Ndwae Ngutwae SHG 37 5 1 42
Sinai SHG 12 8 1 20
Kathilo Earth Dam SHG 21 14 6 35
Kyeni kya Mukononi SHG 27 4 4 31
KEE SHG 18 26 1 44

TOTAL                                                                  161 70 21 231

The evaluation team observed that two categories, namely a) the youths b) people with disabilities 
have been involved in the project to a very small extent. Therefore, the project’s design should 
explore possible strategies to try address this sensitive gap.

Sub questions 3.3
Were the principles of quality, inclusiveness, protection, and environmental 
sustainability, gender equality, applied in any activity?

The program does not have comprehensive criteria for implementation, M&E and knowledge 
management structures/tools to measure and disseminate strategic principles specifically for 
protection and gender equality. Protection policies have not been clearly defined by the SHGs 
and by ASDF and arche noVa and this could potentially endanger the health of the SGHs especially 
during sand dam construction phase.

Nonetheless all stakeholders interviewed strongly demonstrated that the quality of sand 
dams and rock catchments as well as the training offered to the farmers is of very high quality. 
Environmental sustainability was enhanced through tree planting, practicing terracing and use 
of energy saving stoves. Therefore, in order to capitalize the good work implemented through 
the project, its best practices and at the same time minimize the risk factors associated to the 
program, the partners and the SHGs should explore the possibility of developing, disseminating 
and implementing clear policies related to inclusiveness, gender equality, child protection and 
environment. 

In conclusion the evaluation team rated the effectiveness of the project as satisfactory. 
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3.3 EFFICIENCY 

Evaluation question 4
How economically resources/inputs (funds, expertise, time, etc.) were converted to 
results?

Sub-questions: 4.1 
Has the financial contribution of the target SHGs to the project been adequate 
compared to their resources and income? 

The SHGs are contributing roughly 50% of the costs of the sand dams through the provision of 
locally available material such as rocks, sand food, venues and time for training and labors. When 
asked about their feedback on the level of SHGs’ contribution, the members stated that is quite 
challenges and it represent one the main reason of people leaving the program. Despite this they 
believe that the contribution is the main factor of ownership and the members remaining are 
characterized by strength, determination and cohesion. Therefore, the contribution is seen as a 
positive approach to identify the members really motivated. 

Furthermore, the SHGs members stated that the members who did not demonstrate willingness 
and commitment at the time of cofounding and contributing to the project, usually regret and 
request to come back to the group when they see the impact in terms of income generated 
through the sale of water or the food production. 

It was found that the timing of the SHGs’ contribution may slow down the chronogram of the 
infrastructural component, in particular during the period of drought. Despite this, the evaluation 
team considered the contribution approach, its level and timing to be adequate compared to 
the target group resources and relevant to the achievement of the main outputs related to the 
community led development approach.

The chosen strategy of SHGs contribution is the best suited to implement the inherent activities 
in a cost/efficient manner. As stated by one of the local authorities at county level interviewed 
during this evaluation, the participatory approach and the SHGs’ contribution entailed in the ASDF/
arche noVa program is considered the most cost-efficient way of building water infrastructure 
in the county. For this reason, the county government is considering having ASDF as the sole 
consultant for Sand Dams in the county. 

The successful approach resulted replicated by at least one local NGO at the time of the evaluation. 
arche noVa is also committed in replicating a similar approach and collaboration with ASDF in 
Somalia and in Laikipia county in Kenya. 

Furthermore, it was found that ASDF and the SHGs are regularly contributing 16% of the total 
funding of the program through in kind and cash contribution. Below a summary of the budget 
and ASDF contribution in the four projects subject of this evaluation: 
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Table 7. Share of partners’ contribution to the programme budget per project year (EUR)

Project Year 01/12/2012 - 30/11/2013 %

Total Project Budget 85.279,57

BMZ funds 71.224,57 84

ASDF & Community contribution 14.055,00 16

Project Year 01/10/2014 - 30/09/2015 %
Total Project Budget 100.442,00
BMZ funds 84.382,00 84
ASDF & Community contribution 16.060,00 16

Project Year 01/01/2015 - 31/12/2017 %
Total Project Budget 498.977,00
BMZ funds 418.329,00 84
ASDF & Community contribution 80.648,00 16

Project Year 01/11/2016 - 30/10/2019 %
Total Project Budget 562.163,00
BMZ funds 474.722,00 84
ASDF & Community contribution 87.441,00 16

TOTAL FOR THE PROGRAM 01/12/2012 - 30/10/2019 %
Total Program Budget 1.246.861,57
Total BMZ funds 1.048.657,57 84
Total ASDF & Community contribution 198.204,00 16

In term of value for money, it was found that the program 2012-2019 invested on average 73.344 
€ per each SHG equal to 1.558 € for each of the 800 direct beneficiaries and equal to 60 € for 
each of the 20.900 indirect beneficiaries. This is considered efficient and satisfactory.

In terms of accounting the co-funding, ASDF and community contribution to the project is done 
in the form of billable labor and materials. They provide documents support for this contribution.
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Sub-question 4.2 
Have the resources of the project been spent adequately to ensure quality of service 
provision and provide enough knowledge and information to the target groups for a 
sustainable change?

Budget items are found consistent with the use of funds. Transparency in financial management 
and accountancy is considered satisfactory. 

arche noVa and ASDF are adopting adequate procedures and international standards related to 
the use of funds. As detail in the next paragraph, it was found that ASDF achieved improvement 
since the beginning of the program in 2012. These improvements are the results of the capacity 
development done by arche noVa. 

In particular ASDF has positively managed and accounted the funds through the use of a 
dedicated sub-account within the financial management system that enable a transparent 
verification of expenditures. arche noVa has adopted adequate mechanism for efficient and 
transparent disbursement of funds such as multiple disbursement (quarterly) conditioned to 
periodic expenditure verification and fund request mechanism following a threshold level of 
expenditure of the previous disbursement (80%), monthly verification of all the expenditures and 
the supporting documents, approval system for modification of budget above 20% for a single 
budget line, external audit verification etc. 

The intervention has delivered results in line with its time frame and budget. It is important to 
highlight the induction/training workshop that is organized at the beginning of any new project 
which allows proper understanding of the administrative and financial procedures/ guidelines by 
all the staff involved in the project. 

arche noVa and BMZ were found to be efficiently flexible in terms of fund management. 
This flexibility has to be considered an important and positive aspect to be able to adapt the 
implementation of the activities to the changing needs of the beneficiaries. 

arche noVa does not have emergency fund to promptly intervene when a crisis occurs. It was found 
that the emergency response fund - ERF scheme is available only for the arche noVa emergency 
projects implemented in Somalia and funded by the German Humanitarian Assistance. 

Furthermore, it was found that arche noVa and the partner ASDF are in the process of developing 
policies and guidelines to improve their standard grants and human resources management. 
One recommendation is to speed up the process of policies and guidelines development and to 
allocate funds and time for training the staff on the same. 

In conclusion, the evaluation team considered the efficiency of this project satisfactory. 
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3.4 SUSTAINABILITY 

Evaluation question 5
How sustainable are the instruments the intervention has been creating likely to be in 
the aftermath of the project?

Sub-questions 5.1 
How many groups are actively continuing to use the resources and skills provided by 
the interventions? Are the targeted SHGs able to maintain and develop further the 
achievements of the projects?

All the target 17 SHGs reached by ASDF-arche noVa program resulted active at the time of this 
evaluation and they are still managing and benefiting from the sand dams, agroforestry and 
agricultural practices promoted by the program. When asked about sustainability and future 
use and management of the resources, practices and infrastructures, all the 8 SHGs interviewed 
reported that they are confident that they can independently and sustainably use the skills 
and knowledge that they have gained as a result of the program. The main reason provided to 
support their statement is: a) the successful and intensive trainings received by the program on 
both technical aspects and management aspects, together with b) the participatory approach of 
the project which ensured high sense of ownership from the SHGs. 

The evaluation team observed that: 

a) all the interviewed SHGs are applying the skills obtained by practising agroforestry, 
using energy serving stoves, planting drought tolerant crops and table banking. 

b) the target groups were found sufficiently skilled to independently continue the activities 
related to the WASH component, but they still need support and capacity development 
in the agriculture, NRM and marketing components. 

Furthermore, it needs to be highlighted that the water infrastructures by its nature require very 
minimal maintenance 2 and the groups demonstrated high commitment and interest in receiving 
more technical and artisanal training in order to not only maintain the sand dams but also to 
replicate the construction of the same in their communities and/or other locations.

In conclusion, the WASH component resulted the most sustainable and with higher impact. The 
agriculture, agroforestry, livestock and marketing components are in place with positive signs and 
high potential of scale up and replicability but request to be consolidated in future interventions. 

2 The SHGs explained that the sand dams and rock catchments are not only of high quality but also in good and stable 
condition and can be used for up to “one hundred years”. It needs to be highlighted that this figure has not been confirmed 
by other technical people interviewed who reported a life span of the sand dams to an average of 50 years with minimal 
maintenance needs.
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Sub-questions 5.2
What is the level of independence of the targeted SHGs from external aid? 

The analysis for this independence aspect is limited by the fact that the program does not have 
key relevant and measurable indicators to evaluate the self-reliance of the groups. It is indeed 
highly recommended to develop it during the future projects and to monitoring it with the 
participation of the SHG. See chapter 4 for further recommendation on the same. 

Despite this, the evaluation team found out the projects have triggered a social change within 
the targeted communities that is slowly contributing the make them independent from external 
aid. In particular, the higher impact appeared to be the shift in the mindset (from dependency 
to self-reliance) of the SHGs that derived from the implementation of the CLD approach and the 
awareness activities. All the SHGs interviewed appeared highly motivated in driving their own 
development agenda with their own capacities and recourses even though they all requested 
further support and follow up by ASDF and arche noVa. The second relevant aspect that was 
found by the evaluation team is the significant income generated by the sale of water as a result 
of the water infrastructures project component. 

The income generated through the marketing of agricultural product and the average quantity 
of food produced in their location, the evaluation team recognised the impact created by the 
project and the progress towards the right self-reliance direction but they concluded that more 
time, recourses and efforts are necessary to reach significant results. 

The table banking activities is considered highly satisfactory and highly relevant on the achievement 
of the self-reliance of the groups. Margins of scaling up the activities should be explored in the 
near future. 

Furthermore, the evaluation team analysed the staff perception of the level of self-reliance of 
each group. It has to be noted that field staff considered the 8 SHGs moderately self-reliant with 
differences between newly established groups and those partnering with ASDF since more than 
3 years or residing is difficult arid conditions. See annex 8 for more details. 

In conclusion, the SHGs demonstrated that they are not yet fully independent, and they still need 
support from development partners, in particular the newest group that recently joined the program. 
Clear indicators, SHGs graduating and exit strategy plan and participatory MEAL mechanisms are 
needed to effectively measure the self-reliance of the groups in the future projects. 

Sub-questions 5.3 
Are the target SHGs supported by the government officers to maintain and improve 
the achievement of the intervention? 

The government institutions have been involved in supporting the program. Kwa Kitilo, Mukaso, 
Mbukilye Ngukilye and Kyeni kya Mukononi SHGs pointed out that local authorities and different 
government entities have been involved in the program.
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The support includes but is not limited to:

 » Ministry of Agriculture - Supporting food security component through extension 
services by training on good agricultural practices and use of drought tolerant varieties. 

 » Ministry of Health – Endorsing the hygiene component. 

 » NEMA - Supporting in Environment Impact Assessment and protection of natural 
resources. 

 » KEFRI - Supporting in reforestation through training on tree nurseries and provision of 
seedlings to the communities. 

 » WRA - Issuing and renewal of permits for the construction of sand dams. 

 » KALRO - Offering extension services and provision of improved seeds. 

 » Area chief(s) and Member of County Assembly(s) - Supporting the program by creating 
awareness water and sand issues. 

 » Local water provision companies like Kitui Water and Sewerage Company.

The evaluation team considered extremely relevant and strategic the sound and positive 
relationship built by ASDF with the County Governments and County Institutions. In order to 
capitalise these solid relationships, the program should consider a future WASH policy and 
advocacy component aimed at increasing the synergies and the support from local governments 
in the target locations and in the sectors of intervention. 

Sub-questions 5.5 
Do the local partner have the technical capacity to fundraise and manage similar 
projects without the support of arche noVa? 

ASDF is a relatively young organization as it has been founded and legally registered to operate 
in Kenya on 24th June, 2010 as an NGO. Despite this, ASDF resulted having solid and transparent 
structures and sound technical and management capacity. Their offices resulted adequately 
decentralized as are located within the intervention area and not in the capital Nairobi. The 
HQ Offices are Mtito Andei and this is considered an added value as they are close to their 
beneficiaries and to the relevant local authorities.

The organogram appears satisfactory to the organizational tasks: ASDF has 52 staff members 
split into Programmes and Administrators (7) based in Mtito Andei and Operations based (45) in 
the communities: out of the 52, 38 are males while 14 are females. 

The evaluation team suggests looking for possible ways of increasing the number of female staff 
in their team at both local and managerial level. 
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The staff technical capacity is considered satisfactory: The executive employees are professionals 
with academic degrees in environmental and resource management as well as in water 
engineering; all of the other employees are equally qualified in their area of responsibility. 

Furthermore, arche noVa has successfully built capacity for the ASDF staff on development and 
management of programs. 

Table 8. Delivery of capacity building by arche noVa to ASDF

TRAININGS PROVIDED BY ARCHE NOVA IN KENYA DURATION OF THE TRAINING

Project design & Logical Framework Analysis. 2 days before the formulation of a 
new project

Project cycle management (concept, instruments, implications). 1 day at the start-up of each new 
intervention

Finance and administration according with BMZ’ requirements 
and standards.

2 days at the beginning and end of 
each project year

Quality management in the Project Cycle (principles, empha-
sises, tools and implications). 1 day every year

Outcome and impact orientation step by step in a project. 1 day every year

Community Led Development for Sustainable Changes. 3 days during project implementation

How to formulate a communication strategy plan; how to de-
velop different communicational tools, C4D. 2 days during project implementation

Art of hosting (technics to involve communities, to improve 
internal and external communication and leadership). 3 days during project implementation

Technical support on WASH activities with the involvement of 
experts coming from arche noVa HQ (arche noVa WASH pro-
gramme).

N days according with the needs

From the analysis of the reports and the project documentation made available to the evaluators, 
the most outstanding improvement is related to the reporting system (both financial and 
narrative). This is due to the effective capacity building implemented by arche noVa. 
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Additionally, the implementing partner has established strategic linkages and synergies 
with other organizations which offer expertise in different areas of interest. If was found 
from the beginning of the program that ASDF was able to diversify its partnership from a single 
partner to seven. The most relevant ASDF partners that could be strategic for current and future 
synergies with arche noVa program are IIRR and PAH. 

The budget growth is considered highly satisfactory:  the reported annual income increased 
from USD 242.383 in 2010 to USD 2.229.173 in 2019.  The annual financial report is audited 
every year by an external auditor and presented to the NGO Board of the Government of Kenya.  
This economic growth enabled to achievement of the following major outputs: 

Table 9. Output achievements of ASDF in relation to arche noVa’s programme

OVERALL ASDF OUTPUTS arche noVa PROGRAMME OUTPUTS %

Sand Dams Constructed - 438 - 
368,886 people served 34 7.8

80 SGHs currently working with ASDF 17 21.2

Shallow wells Constructed - 300 34 11.8

School rainwater Harvesting Tanks - 
179 - 48,558 Children 4 2.2

Rock Catchments Constructed - 11 2 18.2

Terracing Dug - 511.236 km 57,712 km 11.3

Trees Planted - 575,892 49,911 8.7

Cumulative income by SHGs -  
KES 10,456,642 (USD 104,566.42) 5,422,794 KES 51.9

As shown form the table above, ASDF has demonstrated very positive results on managing similar 
projects and access other funds, with solid financial independence from arche noVa. 

In conclusion, the table below summaries the evaluation for the local partner ASDF:
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Table 10. Evaluation of the local partner ASDF

3.5 OVERALL DEVELOPMENT IMPACT 

Evaluation question 6
To what extent has the project achieved the intended impacts and has there been any 
additional impacts? 

To what extent has the program contributed to mitigate the effects of drought and 
improve water supply, food security and livelihood of the target communities?

Sub-questions 6.1 
To what extent and how did the projects enhance the access to water, food security 
and livelihood of the target groups?

ACCESS TO WATER

Target groups have improved access to safe water through the construction of sand dams, 
the construction of rock catchments and provision of water tanks to schools. Distances the 
households were travelling to the water sources have reduced significantly. 

From the most recent and updated data collection (ASDF project evaluation January 2020) it 
emerged that 78% of the beneficiaries are now fetching water from the protected shallow wells 
within the sand dam and 3% scoop water from the sand dams.

Despite there being not enough rainfall in the last two seasons, the members said the sand dams 
had water all over the year.

Technical Expertise and 
Knowledge

Partnership and 
networking

Organogram

Gender Balance

Fund raising, financial 
sustainability

CRITERION 1 2 3 4 5 6

1.   Highly Satisfactory 

2.   Satisfactory 

3.   Moderately Satisfactory 

4.   Moderately Unsatisfactory

5.   Unsatisfactory 

6.   Highly Unsatisfactory
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Table 11. Availability of water in dry season per water source before and after the intervention.

Water Sources Baseline % Evaluation %

Borehole 5.6 0

Earth dam 27.8 1.67

Earth dam well 1.6 0

Water kiosk 15.0 1.67

Piped water to home 5.6 0

Rivers 40.5 1.67

Roof catchment 1.6 0

Springs 2.3 0

Sand dam 0 3.33

Unprotected shallow well 0 13.33

Shallow well protected 0 78.33

Furthermore, as mentioned in the quantitative evaluation report (ASDF 2020) during the baseline 
data collection, 50% of the beneficiaries declared to travel less than 1 km to get water and, at the 
end of the project, the number has increased to 95%. 

44% were travelling 1-2 km at the beginning of the project and now the number has reduced to 
5%.  At baseline those going 2-3 km was 5% and at the evaluation time there is no one covering 
more than 2 kilometres.

Figure 4. Percentage of people declaring proximity to save water sources.

95%

5%

TIME EVALUATION 

<1km1 - 2km3 - 2km4 - 3km

TIME BASELINE 50%44%
5%1%

0%0%
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The quantitative data were confirmed during the FGDs with the evaluation team were it emerged 
that five out of eight SHGs reported that water is now available throughout the year thanks to 
the construction of shallow wells close to the sand dams which is not just used for domestic 
purposes but also for irrigation and generation of income through sales by the groups. Rock 
catchments which feeds thousands of litres of water to the tanks have been constructed and this 
has created a very positive impact to the communities.

Groups like Kee and Kyeni kya Mukononi reported that they do not only use the water for domestic 
and irrigation purposes but also sell to the community. This has improved their livelihoods 
significantly. Mukaso group has installed a high-tech solar system to pump the water for a 
distance of about 3 km from the sand dam to the nearby market center. When this system 
starts operating it will be surely a life changing program for not just the members but also the 
communities. 

ASDF quantitative evaluation report 2020 stated that since the last project began the SHGs 
78% stated that their income had slight improvement and 20% said their income had improved 
extremely.

Table 12. Average stated income of SHG members before and after the intervention.

Average income Baseline Evaluation

>9000 25% 43%

6000-9000 6% 40%

2000-6000 37% 15%

<2000 31% 2%

Famers are in a position to produce a surplus and sell to get income which in turn leads to 
increased non-food expenditure like paying school fees and construction of good shelter 
facilities. However, the SHGs stated that marketing opportunities are still rare, and no proper 
strategies are in place. This is a gap that needs to be bridged in the future interventions. Proper 
strategies need to be put in place to link the farmers to the markets for better prices. This can 
be achieved by first of all profiling the groups to be able to identify those who have the capacity 
to do commercialized agriculture, selection of crops which performs well in the identified areas, 
together with other stakeholders identify the markets and eventually establish the linkages. 

Despite these challenges, it needs to be recognised that the project in the last year did relevant 
progress in this component. As shown by the quantitative reports: 92% of farmers said that they 
sold products from their farms, 8% did not sell. This is an increase from 69% at baseline.
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Figure 5. Agricultural produce sales by SHG members before and after the intervention.

The Ministry of water, sanitation, environment and climate change in Makueni County, Water 
Resources Authority (Kibwezi), KALRO Katumani, NEMA Kitui and the SHGs held a high opinion 
of the program and of its implementing partners. They are strongly committed in promoting and 
supporting the program activities. Furthermore, conditions were created for the establishment 
of institutional commitments to ensure water and agricultural sector governance based on the 
engagement of local authorities. 

During the FGDs, the SHGs stated that as a result of an increase in food production, more income 
was spent on other needs like school fees and shelter. Quantitative data are not available to 
confirm this statement, so the evaluation team is recommending further studies on the same.

FOOD SECURITY

There is increased food and nutrition security and resilience against hunger attained by increasing 
food production, diversification, terracing, demo plots, planting of drought tolerant varieties and 
seed banks.

In the seed bank model, farmers are provided with seeds at the start of the season. At the end 
of the season they contribute twice the quantity received back to the seed bank. The training 
sessions complemented with provision of improved and drought tolerant seeds to farmers have 
to a large extent contributed to the improvement of competences and confidence of smallholder 
farmers in both crop production and management thus leading to food and nutrition security, 
reforestation and overall livelihood improvement.

The quantitative report shows that the main source of income for the group members is 
agriculture at 45%, 18% rely on doing causal jobs unlike baseline when 36% relied on agriculture 
and 32% casual labour.

Farmers who sold their produce 
BEFORE THE INTERVENTION

69,44%
YES

30,56%
NO

Farmers who sold their produce 
AFTER THE INTERVENTION

81,84%
YES

18,16%
NO
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ENVIRONMENTAL CONSERVATION

The evaluation team observed an impact on the environmental conservation component through 
natural resource management and soil rehabilitation activities like terraces, agroforestry and 
energy saving stoves. The farmers during the evaluation period were applying the skills obtained 
through trainings on their farms and the exchange program with KEFRI. Use of energy saving 
stoves helps the community in conserving the environment as well as saving time spend in 
fetching firewood. The community uses this time to engage in other productive activities. There 
are 111 energy saving stove in use. 17 tree nurseries were established by the program. Survival 
rate of trees has improved by 68%. 

From the quantitative report it emerged that the group are active in tree planting. 

Table 13. Trees planted per group and per year.

 Trees Planted 2017 2018 2019 TOTAL

Kyeni 2940 1241 824 5005

Kwa Kitilo 1900 675 750 3325

Kathilo Earth dam 810 715 970 2495

NUTRITION

All SGHs explained that diets have significantly improved as a result of diversification to horticultural 
farming. Apart from growing staple food crops, communities are also growing vegetables and 
fruit trees which have contributed to this improvement. This is attributed to the fact that the 
knowledge obtained by group members trickles down to the community level. However, KALRO 
representative reported that much needs to be done by identifying more “champion” farmers or 
rather agents of change for the program to reach all community members. 

The ASDF evaluation report 2020 confirmed that 7% of SHGs members stated that their diets 
had improved extremely, 78% said that the diet had improved moderately, 13% said that it had 
slightly improved and 2% had not changed at all.

Table 14. Perception of change in dietary patterns after the intervention by SHGs (ASDF 2020).

Diet change rate Percent

Extremely improved 6.78

Moderate improved 77.97

Slightly improved 13.56

Not at all 1.69
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In ranking the causes of their change in diet, pulses were ranked at 86%, vegetables at 66% and 
fruits at 7%. With water from sand dams and training on kitchen garden the farmers adopted 
vegetables production at their homes. The vegetables planted include kales, spinach and 
tomatoes and they reported not buy such vegetables.

Sub-questions 6. 2
Did the partners, arche noVa and ASDF support the development of policies by County 
and/or National government institutions?

arche noVa and ASDF have not actively participated in making of policies and guidelines with the 
county or national government institutions, however there is always constructive and regular 
dialogue with local authorities. Makueni county government stated that they consult ASDF when 
making policies and guidelines in regard to sand dam construction due to their expertise. The 
County Government has an MoU with ASDF concerning the construction of several sand dams.

Sub-questions 6.3
To what extent the target SHGs have changed the social relations within the 
communities as well as the management of their common resources? 

The management of SHGs and their common recourses is considered effective and efficient as a 
result of the leadership skills gained through the program. The relationship between management 
and the members is cordial. The sand dams and rock catchment that are constructed by the group 
members do not only serve group members but also the entire community. The knowledge that 
the SHG leaders and members obtain trickles down to the community members, in particular 
the communities at large are replicating some of the good agronomic practices such as terracing 
techniques, the use of drought tolerant corps, the agroforestry and the energy saving stoves. 
There is inclusivity on use and management of tree nurseries and provision of improved seeds 
and as a result of this, the relationship between SHGs and the community has significantly 
improved. The evaluation team suggests to capitalise on this solid relationship by structuring a 
community program with appointed referent people, mechanisms of knowledge management 
and sharing, MEAL plan and indicators focused on community trickle down impact and adoption 
of low cost but high impact solutions (e.g. sing board on the demo plots with details of trees and 
dates of transplanting, baraza, peer to peer visit, formation and support of champions etc).

Sub-questions 6.4
To what extent have the projects enabled women to have a greater voice in the 
community and involvement in decision making? 

To a large extent, women are the beneficiaries and major stakeholders of the programme.  
7 SHGs leadership is dominated by women and they make major decisions which affects not only 
the group members but also the community at large. Apart from Mukaso SHG, all other groups 
that the evaluation team visited had women in their leadership team.
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Women are now able to get water from the nearby sand dams and rock catchments saving them 
time to engage in other productive activities that improve their livelihoods thus making them 
independent.

Women have been equipped with the skills and knowledge through trainings that are jointly 
conducted by ASDF and its partners thus becoming agents of change and key decision makers in 
the community and in their families.

Table 15. Social positions assigned to women per SHG.

Name of the group Positions held by women in the SHG

Kwa Kitilo SHG Secretary

Mbukilye Ngukilye SHG Chairperson, Secretary, Vice Secretary, Treasurer

Mukaso SHG None

Ndwae Ngutwae SHG Chairperson

Sinai SHG Treasurer

Kathilo Earth Dam SHG Chairperson, Vice chairperson and Vice secretary

Kyeni kya Mukononi SHG Vice secretary and Treasurer

Kee Self SHG Vice secretary and Vice Chairperson
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Sub-questions 6.5
Did the projects have a model character for improving water supply and food security 
and strengthening resilience in the region? 

The figure below is a clear graphic explanation of the model utilized by ASDF and arche noVa to 
improve water supply, food security and resilience in their region. 

Figure 6. The impact model of the programme.

As shown in the figure, the evaluation team observed indeed that the rainwater harvesting and 
storage through construction of sand dams, roof water catchments and rock catchments are at 
the centre and represent the entry point of the program strategy. 

In every sand dam constructed, a shallow well is constructed which makes it easy for the 
community to access safe and clean water. For each water facility, water quality testing and 
training on Sanitation and Hygiene Promotion and First Aid is done. The impact of these activities 
to the larger community could not be investigate within the scope of this evaluation.
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In addition, the SHG committee members were trained on water management to enhance their 
skills in maintaining water sources.

Furthermore, the model entail crop production through the growing of drought tolerant 
food crops, seed bulking, horticultural farming and the establishment of crop demonstration 
plots, peer to peer learning, livestock and pasture improvement activities and trees planting 
to protect soil, reducing erosion and enabling the land to absorb more rainwater. Training 
(through demonstration plots) of small holder farmers and provision of drought tolerant seeds 
through seed bank model is the common channel used by ASDF to develop knowledge and 
skills. 17 seed banks, 17 crop demonstration plots, 17 agroforestry demonstration plots and 17 
vegetable demonstration plots were established. Drought tolerant crops that were promoted by 
the program were Sorghum, Pearl Millet, Cow Peas, Green Grams, Dolichos lab lab and Pigeon 
Peas. Environmental, soil and water conservation through terracing, tree planting and trainings 
are another crucial component of the model. Seedlings can be grown during the dry season 
and planted during the rains. Through the training, the farmers acquired the skills to restore 
degraded land for crop production using water from the sand dams.

The marketing is the latest component added to the model and the aim is to sell the surplus of 
the agricultural component and increase the income available to the SHGs. 

Sub-questions 6.6
Did you exert a broad impact and multiplier effects beyond the planned project 
framework, for example by assuming project components elsewhere or initiating 
similar projects by stakeholders? 

Other than the projects that arche noVa is involved in, County Governments and other partners, as 
PAH, Excellent, Just a Drop, The water project, collaborated with ASDF to do similar interventions. 
ASDF in collaboration with Makueni County Government constructed other 8 sand dams.

Sub-questions 6.7
Did the project change the attitude and behaviour of the target groups in terms of 
inclusiveness, gender roles, hygiene practices?

The implementing partners and the members of the SHGs interviewed reported significant 
change in attitude and behaviour in terms of gender roles and hygienic practices (specifically 
hand washing and using latrines). According to them the women are now the “champions” of 
the community thanks to the skills that they obtained as a result of the program. They are the 
main implementer of the sand dams and they manage the sales of water. They make most 
decisions about agriculture, water and sanitation and they received training on WASH, first aid 
and management of groups and water services. Despite this, quantitative data are missing to 
confirm the changes and the progress since the beginning of the program in 2012 up to today. 
It is indeed recommended to capitalize on the good results of the infrastructure component and 
start soon not a mere training, but a sound behavior change program targeting the SHGs and 
their related communities.
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3.6 ASDF & ARCHE NOVA COMMUNITY LED 
DEVELOPMENT APPROACH: STRENGTHS AND 
OPPORTUNITIES 

As per the arche noVa ToR related to this evaluation, the present chapter intends to “look for a 
long-term social impact of the partners’ Community Led Development approach. This is intended 
to analyse how the inputs and capacity development opportunities provided to the target groups 
through the projects changed the lives of the communities and if these changes were sustainable”. 

This chapter intends to provide the implementing partners ASDF and arche noVa with relevant 
analysis, recommendations and information on the Community Led Development (CLD) approach 
as well as to provide critical understanding of alternative development approaches with theoretic 
and practical insights on implementation of bottom-up programs. 

The CLD has to be considered a concrete and practical response to the urgent problem of 
ineffectiveness and insignificant results that characterize the traditional ‘top-down’ approach in 
the efforts of alleviating poverty and promoting development over the past several decades. That 
approach is mostly donor-driven and the adoption of presumably better solutions to the local 
communities has generally overlooked the indigenous knowledge and contribution of the local 
communities leaving an incongruity between the identified and the actual needs as well as the 
strengths on the ground. 

The CLD adopts a reverse approach based on the higher and clearer understanding by the target 
communities of the fragile complexities of their problems and thus considering them agents of 
their own development. 

The CLD strategically puts the community in the driving seat and they are in charge of setting 
locally determined visions and goals and integrate them into the existing structure. As opposed 
to ‘top-down’ approaches, the CLD model is relatively better equipped to address impact and 
sustainability issues than other traditional development approaches. 

It needs to be highlighted that the CLD main purpose is double: on one side it ensures Impact 
and sustainability through systemic and sustainable transformation and on the other side it 
enables Mindset shift towards social transformation in communities.
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Findings on ASDF & arche noVa CLD approach

According to ASDF and arche noVa development model, ‘projects to trigger sustainable social 
change should work at individual, community and society levels. This means, for example: 

1. to provide quality services, products and opportunities to ALL individuals in a certain 
community; 

2. to enable the individuals to access the services, products and opportunities by changing 
social norms in a certain community that hinder access to them; 

3. to share best practices with the government and other communities and advocate for 
policy change from which the larger society may benefit. Therefore, according to a Strategy 
for Sustainable Change, durable changes in a project may be achieved only through the 
inclusion of the following three interconnected pillars:

 » Provision of quality and inclusive services.
 » Promotion of social & behavioural change. 
 » Knowledge management and advocacy.

The practical implementation of the above-mentioned principles is based on a 5 years strategy 
entailing the following steps: 

Target groups identification and involvement

 » Selection of cohesive and solid SHGs.
 » SHGs submit 3 years plan.
 » Trial period and start up collaboration and relationship ASDF - SHG.

Activities and quality inclusive services are carried out based on the following four pillars:
Figure 7. Pillars of the programme
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Capacity development and attitude changes are promoted at community level

 » Implementation of capacity development to SHGs’ members.
 » Self-confidence development and managerial skills.
 » Spill over of activities at community level and trickle-down effect.
 » Promotion of positive social changes at community level.

Knowledge management and advocacy

 » Assessment, studies and identification of best practices.
 » Dissemination and awareness creation.
 » Advocacy action.

The ASDF ideal implementation period of 5 years for the full process is considered adequate, but 
the evaluation team suggests to explore possibilities of extending it to a minimum of 7 years and 
to effectively strategize the exit process and monitoring the progress towards SHG’s self -reliance 
with sound community led MEAL plan.

STRENGTHS 

The evaluation exercise identified the following strengths that characterized the CLD approach 
for ASDF and arche noVa:  

1. Strengths related to provision of quality and inclusive services pillar

Targeting: In line with CLD principles, arche noVa/ASDF identified SHGs at community level as 
the target group of their program. They are at the center of their approach. Through a specific 
process of evaluation and trial period, ASDF is able to measure effectively the SHGs’ strengths, the 
readiness and willingness of the SHGs to contribute their resources and build long-term projects. 
ASDF and arche noVa through their local staff, also conducted mapping exercises, capacity and 
needs assessments at community level. ASDF opted to work with existing groups instead of 
establishing new ones. This must be considered positively as existing and well-established groups 
are generally better equipped to start the self-reliance journey and a long-term engagement and 
they already have a solid collective voice that can be given space to be heard. Furthermore, as 
an important step for building on strengths, ASDF and arche noVa support SHGs to submit 3/5 
years work plan and to pick their first collective project that builds group’s confidence in their 
abilities and increases trust in each other. 

Project design: ASDF, as local NGO receiving technical and financial support from arche noVa, is 
adopting a methodology of designing and planning the intervention in collaboration with the SHGs 
in a participatory manner. After approval of the SHG’s 3/5 years work plan, it is implemented as it 
is for the first year and subsequently is reviewed annually for the following years. All the proposal 
submitted to BMZ by arche noVa have been design with sound involvement and participation of 
the target communities. Baseline surveys and participatory needs analysis are some of the tools 
utilized by the partner to complement the work plans and project design of the SHGs. 
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Holistic and integrated approach: the ASDF and arche noVa approach was found particularly 
successful as it uses an holistic approach which is not limited to water and sand dams but 
recognizes instead the interconnectedness and complexity of factors and outcomes at various 
levels and uses the sand dams as an entry point to pave the way to ad hoc diverse solutions 
ranging from food security, NRM and social and economic empowerment with the final goal of 
promoting social and behavioural change. 

Furthermore, in line with this line term goal, ASDF and arche noVa are promoting new partnerships 
(see PAH and IIRR) with the aim of integrating their efforts on the assumption that jointed 
programming stimulate comprehensive improvements to multiple, intertwined and complex 
issues in the same communities. In particular the ASDF/arche noVa CLD holistic approach 
poses a particular focus not only to tangible outcomes but also or particularly on the process 
and the quality relationships (based on long term trust) between the NGOs, the SHGs and the 
communities at large. 

Funds management: the project funds are managed by ASDF the local implementing partner. 
No funds are directly managed by the SHGs. They received materials and equipment and they 
are responsible for the maintenance, proper use and security of the assets. If on one side the 
SHGs are not involved in the management of the project funds, on the other side they are 
responsible for independently manage the resources generated by the project such as selling of 
water, trees etc. This approach has proven successful even though in order to prevent groups’ 
conflicts related to the management of funds, it requires intense capacity development to the 
groups and specific training to the ASDF staff.

Co-funding: the ASDF/arche noVa CLD approach entails the SHGs co-funding up to 50% of 
the value for the water infrastructures and other activities. This is ensuring strong ownership 
of the infrastructures, adequate maintenance and sustainability of the same. One side effect of 
the co-funding and its link with the hard work needed for the realization of the infrastructural 
components is the high number of SHGs’ members drop out. This aspect needs to be looked 
at carefully and mitigation measures need to be piloted and implemented. All the SHGs (100%) 
partnering with the program achieved their co-funding goals. This aspect has to be considered an 
indicator of the successful behaviour change approach that obtained a shift in the expectations 
and mindset of the groups. 

2. Strengths related to promotion of social & behavioural change pillar

Mindset: the program has shown an important impact in shifting the mindset of target groups 
and staff through the CLD approach. In particular, the staff, the SHGs and the local authorities 
interviewed have confirmed the achievement in shifting the mindset of the SHGs members. 
It is evident that they are now agents of change and rights-bearing ready to lead their own 
development initiatives. The shift in mindset has to be considered a relevant factor to achieve 
impact and sustainability of the project. The ASDF staff demonstrated proper understanding, 
high motivation and commitment on CLD and specifically on empowering individuals to identify 
and stand for a shared vision. The staff received intensive and relevant ToT from arche noVa 
in order to maximize and capitalize their skills in conflict management, social mobilization and 
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identifying strengths, capacities and assets of communities. The SHGs members interviewed in 
the 3 target counties reported clear understanding of this new development approach and they 
are committed on scaling it up avoiding external interference from other NGOs or programs with 
different approach. 

arche noVa delivered training activities (e.g Art of Hosting, Art for positive living and social 
changes workshop, C4D) that are building the foundation for social and behavioural change in 
the community. The highest impact reported by the stakeholders interviewed in terms of social 
and behavioural change are related to i. WASH practices such as using toilets and washing hands 
ii. Gender equality and the role of women as in the paragraph below. Unfortunately, the lack of 
quantitative data could not confirm the above mentioned impact and as state in chapter 3.5 it is 
recommended to start up a sound behavioural change program as a mere trainings may not be 
sufficient to reached the expected outcome. 

The women’s empowerment component was found successful in addressing barriers to 
women’s full and equal participation in development. The program approach put emphasis on the 
leadership role of women in the SHGs and in the community at large. The water assets became 
an opportunity for a group of women (in some cases marginalized widows) to realize their full 
potential and own aspirations and capabilities. The power relations within the community and 
within the family context are improving thanks to the greater leadership role that the women 
are playing in the society through the program. 70% of the SHGs’ members are women. The 
water component is enabling them to save time in fetching water and dedicate energy on other 
fruitful activities such as the education of their children, agricultural activities, socializing with 
other women or member of the community or other income generating activities. 

3. Strengths related to knowledge management and advocacy pillar

Continuous learning, piloting new solutions to complex and intertwined challenges and 
adaptation to changing realities through a participatory planning has to be considered a key 
enabling factor of the ASDF/arche noVa CLD approach. The program has demonstrated a positive 
attitude of piloting, studying and promoting new solution and best practices. New components 
and new set of activities have been added since the start of the program, with the aim of testing 
innovative solution to complex challenges. In each new intervention, in fact, the 2 partners are 
replicating some components particularly successful in the previous project (for example the 
use of safe energy stoves), but at the same time new piloting activities are incorporated and 
experimented with the communities (for example bee keeping). In addition, in each project new 
SHGs are incorporate for the first time in the programme working side by side with old SHGs 
already advanced in their development process. 

Another key element of the positive impact of the CLD approach is the long term and adaptable 
funding strategy with arche noVa and BMZ which allows the building of transparent and strong 
relations through long-term programs ranging more than five years. The role of arche noVa 
as technical advisor and trainer is in line with the CLD approach: arche noVa merely plays a 
supporting role (not a direct implementation role), decentralizing public resources and decision-
making power to the local partner and to the SHGs. This approach boosts the local partner and 
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the groups to be catalysts of their development and social transformation without relying much 
on the external factors such as arche noVa presence. 

Governance and local leadership, an extensive list of literature supports the importance of 
local governance and leadership for CLD. It was found that the Makueni County Government has 
established a solid partnership with ASDF reflected in supportive policy and guidelines. ASDF is 
the only recipient of public funds related to the construction of sand dams in the county. This 
solid relationship with the local government must be considered a crucial enabler of the CLD 
approach strengthening and ensuring supportive policy context. Despite this, it was found that 
this component has margins of improvement by strengthening the advocacy action by lobbying 
the local governments for more synergies with the program (e.g. more resource allocation in water 
infrastructures, capacity-building of communities, encourage community-level innovation and 
entrepreneurialism, support local economic opportunities through social procurement, remove 
bureaucratic barriers, etc). ASDF and arche noVa could consider the opportunity to strategically 
invests in enhancing the capacities at county and sub-county level by establishing internal 
systems, roles, skilled leadership and processes that support and integrate the intervention at 
community level. A future stronger role of the local governments could lead to systemic and 
sustainable transformation and scale up the intervention at county level. 

CONCLUSIVE REMARKS AND OPPORTUNITIES ON CLD APPROACH 

In conclusion, it needs to be highlighted that too often, the poor and vulnerable communities 
are viewed as victims and helpless beneficiaries without viable resources to contribute to the 
development needs in their communities. ASDF/arche noVa CLD however, have challenged and 
revolutionized this mindset the communities act now as ‘change agents’ and rights-bearing, 
active citizens with a shared vision who can drive their own development. As the CLD could be 
very different from one context to another and considering that it is not a linear ‘one size fits all’ 
solution, it is paramount and recommended to systematize the approach as well as the best 
practices. 

CLD has been found relevant to the priorities of the local authorities and the beneficiaries. All the 
stakeholders interviewed reported high appreciation for the methodology in terms of impact in 
addressing local constraints, channelling external resources and support towards relevant local 
priorities and plans in a sustainable way. Some local authorities reported the CLD as the most 
relevant aspect of the program and they gave the recommendation to scale it up and replicate 
it in other locations. The SHGs reported high appreciation for the aspect of self-determination 
and being now able to have a voice, in particular the women (70% of the SHG membership are 
women) and to be able to participate and exercise control over the development of their HHs 
and communities. One SHG reported the ambition of playing an active role and become agent 
of change and ambassador of this approach within other communities in their region. Some 
respondents considered relevant the focus of the CLD approach on the existing assets of the 
communities (such as rock for water catchment, rivers, sands etc. as opposed to “white elephant 
approaches”).
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More researches and studies on CLD approach are suggested in order to understand the 
practice as well as the enablers and barriers specific to certain contexts and the impact should be 
analysed on the long term, using this first study as baseline and fact-finding exercise. This could 
help the quality of future project design and avoid that some CLD processes and practices could 
be ineffective or have varied uptake and unforeseeable outcomes. Comprehensive quantitative 
evidence on the process and success of community-led initiatives should be included in the 
future studies.

The income generated by the SHGs will increase in the near future and habitually powerful 
people are nominated by the communities to take up leadership and management role. As they 
may not necessarily be transparent or contribute equally for the good of the community this 
could lead to internal conflict and adverse group dynamic. For these reasons it is recommended 
to put special emphasis on proper power analysis (formal, informal, hidden, gender based etc) 
and support the establishment of democratic processes and transparent procedures with check 
& balance mechanism. A sound in-depth leadership program should be properly funded and 
implemented in order to prevent top-down and authority-based attitude and promote strong 
and transparent transformative leadership with the service oriented attitude, working for 
others, “servant leadership” to help the SHG members to achieve their fullest potential and 
leverage strengths and assets from the local communities.

In order to capitalize the great result achieved so far with the CLD approach, it is suggested to 
include the establishment of a sound Community-led Monitoring, Evaluation and Learning 
system as an opportunity to empower and enable community members to measure their own 
progress and learn from their development path. This can be achieved by the community by 
defining their own indicators and collecting and analysing basic data by themselves to measure 
their results and to make evidence-based actions. See below a sample strategy from Salanga 
organization as reference for future establishment of similar mechanisms. 
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Figure 8. Sample strategy from Salanga organization.

As one of the main overall objectives of the initiative is to make the SHG independent, the program 
should develop a Graduation Criteria for the SHGs including:

a. a clear and SMART self - reliance indicators 
b. a participatory performance tracker
c. SHG exit strategy

The criteria should be assessed for achievements against their intended targets on a regular 
basis. The participatory performance tracker should allow communities to monitor their SHGs 
as well as inform ASDF. ASDF should also collect data on self-reliance indicators and conduct a 
post-exit evaluation. This approach has already been piloted by other NGOs and proven to be 
successful.

A stronger and collaborative partnership between SHG and local governments is recommended 
as a pathway to social progress and sustainability by providing orientation and capacity building 
workshops to county government while also arranging exchange visits. Other activities that could 
be strengthened are the participatory planning and the social accountability forums where the 
communities bring local leaders together to review on the progress of their engagement, solve 
problems and discuss new challenges or opportunities as they emerge.
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In the view of establishing strategic partnership, ASDF and arche noVa should consider interacting 
with the Community-led Development (CLD) Movement. 2  

The following table resumes the risk analysis of the programme.

Table 16. Risk analysis of the programme.

RISKS LEVEL MITIGATION MEASURES

Poor engagement with communities 
and leaders as they do not under-
stand the principles and concepts 
of CLD and perception towards the 
program as a ‘grant’ rather than as 
a long-term community-building 
process.

MEDIUM

ASDF and arche noVa shared 
vision and emphasis on systemic 
changes. Definitions and prin-
ciples are clearly discussed in 
detail and with a practical basis 
with the SHGs and main stake-
holders.
ASDF built collaborative relation-
ships with local leaders.

Ego-driven leadership of the SHGs 
based on control of resources rather 
than fostering a transparent and con-
ducive environment for civic partici-
pation.

MEDIUM

Intensive awareness and specific 
capacity building on leadership 
and conflict management. Long 
term follow up mechanisms of 
the SHGs by expert staff.

Short term approach and defunding.

HIGH

Designing strengths-based 
projects. Long term and adapt-
able and flexible funding strategy 
with arche noVa. Diversification 
of donors and local fund raising. 
Invest strategically (long-term->5 
years).

Lack of enabling environment to 
apply CLD due to multifaceted and 
complex problems including socio-
economic challenges and drought.

MEDIUM

Holistic and integrated program-
ming. Enhanced social capital 
(trust, networks).

2 It is a global alliance of civil society organizations (CSOs) seeking widespread adoption of grassroots initiatives to 
empower communities to become the authors of their own development. CLD is the process of working together to create 
and achieve locally owned visions, goals and systemic change rather than short-term projects. The movement was formally 
launched alongside the Sustainable Development Goals (SDGs) in 2015 in New York. The CLD movement has presence in the 
United Kingdom, Netherlands and Mexico and in Africa, in Ghana, Benin, Malawi, Burkina Faso and Uganda and is drawing strong 
interest in many other countries. The Kenya Chapter launched January 30, 2019.
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The ASDF-arche noVa CLD approach can lead to significant results when integrated with additional 
multi-sectoral strategies and collaborative partnerships with other stakeholders in 
particular when they have similar focus on communities leading their own development. CLD 
approach is not an enchanted solution to a complicated problem, neither it is an approach 
that stands alone. Community Management Disaster Risk Reduction (CMDRR), C4D, marketing, 
beekeeping and other integrated activities should enhance the impact of sand dams and lead to 
long term positive social changes.

The ASDF approach requires long-term engagement to ensure robust development 
outcomes, mindset shift and social transformation. Building social capital (trust, networks) is 
crucial to sustain the impact, to achieve behaviour changes through community-led initiatives. 5 
to 7 years should be the realistic duration of a program with one community. 

The role of ASDF in lobbying the local governments in supporting the empowerment of local 
communities and ensuring an enabling environment aligned with the community-level initiatives 
is proven to be successful. In particular Makueni county appeared strongly committed in 
supporting the ASDF-arche noVa CLD approach. 

Continuous specific trainings to the local partner’s staff by arche-noVa on the principles 
of Community Led Development, C4D is proven to be crucial for the buy in of the approach and 
it easily translate in positive relationship with the groups. Having highly motivated, skilled local 
staff, originating from the same region and capable of leading these local initiatives is a key factor 
of progress and success in CLD approach. Considering that CLD has no fixed model that works 
everywhere, having staff in key role with high degree of skills particularly in conflict prevention, 
quality management/impact orientation and communication for social changes has proven to be 
a successful strategy. 

The ASDF approach of supporting the direct implementation of the SHGs’ own work plan builds 
member’s’ confidence in their abilities and strengths in leading their development process.

To have the community working on the sand dam construction a volunteer basis without 
compensation or incentives is proven to be successful in terms of ownership and sustainability 
but at the same time challenging as leading to high number of participants drop out. It requires 
readiness at all levels by SHGs, NGO field staff, community members to internalize the philosophy 
of CLD and understand that the process by which CLD activities are carried out are as equally 
important as the outcomes. Sharing a vision and co-designing the projects helps in the buy in of 
the approach by the community members. 
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5.1 CONCLUSIONS 

CONCLUSION 1: TOTAL RELEVANCE RATING: SATISFACTORY

The project’s implementation strategies and delivered contributions (results) show explicit and 
full alignment with all the following: 

arche noVa’s and ASDF Mandate, Vision, Strategy & Thematic priorities:

 » arche noVa priorities: Water, Sanitation & Hygiene.
 » ASDF mandate is to implement water, food and income security projects that empower 

communities to transform arid and semi-arid lands of sub – Saharan Africa. 3 

International, Regional, National, County, Sub-county priorities:

 » Machakos, Makueni, Kitui County Integrated Development Plans.
 » Makueni County 2019, Water Policy 2019 and Makueni County Vision 2025.
 » Water act 2016, WRA guidelines 2007, and Sessional paper No. 1 of 1999 National 

Policy on Water Resource Management.
 » The right of water stipulated in Art 43 of the Constitution of Kenya 2010 and the human 

right to sanitation and environment as written in art 43 and 42 of the Constitution of 
Kenya 2010.

 » Vision 2030 and the Big Four Agenda.

Target group needs and priorities reported during the FGDs:

 » Covering long distances i.e 6-8km to fetch water.
 » Low crop yields and poor farming techniques.
 » Soil degradation and deforestation.
 » Food and nutrition insecurity.
 » Drought.
 » Waterborne diseases (poor hygiene).
 » Poor and insufficient marketing skills and opportunities.

3  Their priorities are: 1. Environmental Conservation & Development by supporting community Self Help Groups to gain 
sustainable access to save water and improve food production, health and incomes through Soil & Water Conservation; 2. Up-
Scaling Sand Dam Technology: Through Sand Dams Consultancy & Training and Sand Dams construction services; 3. Promoting 
and Influencing by driving growth in soil and water conservation; 4. Research & Evidence – to both Prove and Improve our work
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Donor priorities:

The German Federal Ministry for Economic Cooperation and Development agreed with the 
Kenyan Government the following priority areas of cooperation:

 » Health.
 » Agriculture.
 » Promotion of youth employment and vocational training.
 » Water and sanitation.

Other organisations working in the same area and/or on the same problems/issues. 

The most relevant stakeholders are KALRO, KEFRI, Water Resources Authorities and the County 
Governments. Specific collaborations on complementary topics are in place with the following 
international NGOs: CEFA, IIRR, PAH.

CONCLUSION 2: TOTAL EFFECTIVENESS RATING: SATISFACTORY

According to the triangulation of desk review, analysis of project documentation and key indicators 
(see Annex 7), direct observation by the evaluation team and interviews to beneficiaries and key 
stakeholders, the planned outputs are considered to be delivered fully and in time. 

 » The most important outputs were delivered to allow high levels of use.
 » Nearly all the delivered outputs, including the most important to achieve outcomes 

were deemed to be of very good quality / utility by users.
 » Good levels of SHGs ownership of key outputs. 

In the overall implementation period of the 4 projects (2012-2019) the main outputs were fully 
delivered.

CONCLUSION 3: TOTAL EFFICIENCY RATING: SATISFACTORY

The project efficiency is considered satisfactory

The organizational structure, the technical team and the management have been found adequate 
to the given tasks, aware of the targets and deadlines and result-based oriented. The expenditures 
of resources are considered in line with the budget and point in time. Detailed project budget (by 
output/outcome), proof/report of delivery of in-kind contributions by the SHGs and by ASDF and 
audit report exist.

Disbursement of funds were found transparent and made against good quality financial and 
technical progress reports. Financial documentation is reviewed by both finance and project staff 
members prior to submission.
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The dialogue between the arche noVa both at HQ and Nairobi office and ASDF are regular and 
the management mechanisms appeared proactive in raising and resolving financial issues.

The cofounding of 16% of the local partner and the beneficiaries is considered adequate, in line 
with the CLD approach (see chapter 3.6) and relevant for the ownership and sustainability of the 
action. 

However, the 4 projects were found that did not have dedicated budget for:

 » Salaries for arche noVa staff in charge of capacity building, monitoring and 
coordination. Only running costs of MEAL activities are guaranteed.

 » Final external evaluation of each project.

Adequate resources to the above mentioned two items could ensure a higher level of sustainability, 
efficiency and transparency in line with international standards.

CONCLUSION 4: TOTAL SUSTAINABILITY RATING: LIKELY

Institutional sustainability

The institutional support of the initiative was found likely. The county governments in Machakos, 
Makueni and Kitui are familiar with the project objectives, expected results and outputs. They 
continuously provided institutional support during the implementation phase through approvals, 
authorizations and participation in capacity building component. 

Furthermore, the design of the program and in particular the sustainability of project outcomes 
has a low degree of dependency on political factors. The strategy and the sustainability are indeed 
based on the SHGs. Given the positive relationship established with the County Governments, 
it is recommended to explore possibilities of increasing the participation of the counties in the 
future, enhance synergies and eventually establish a Program Management Committee for 
strategic guidance of the program with the participation of the relevant ministries at county level. 
There is strong ownership, interest and commitment among the SHGs and other stakeholders, 
but it does not reach the levels which have the power to sustain all the project outcomes. The 
agriculture, and in particular the marketing and livestock components, should be strengthened 
through new funding and an additional program of 2 or 3 years before they can reach full 
sustainability.  

Social sustainability

The farmers and the SHGs have adopted the practices promoted by the program that resulted 
in line with the context, the culture and the tradition of the target locations. 
The empowerment component that derived from the new roles given to the women by leading the 
development activities related to WASH and other components in the SHGs has to be considered 
a crucial element of the social sustainability. 
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Furthermore, as mentioned in chapter 3.6, the adopted methodology focused on Community 
Led Development has to be considered a major enabler to the social sustainability.

One weak aspect is represented by the low participation of youth in the SHGs. Despite this, the 
evaluation team considered the social sustainability as highly likely.

Financial sustainability

One of the critical aspects in relation to financial sustainability of the action is represented by the need 
of strengthening the activities related to the outcomes for agriculture, agroforestry and marketing 
components. The future training and the supervision of these components in the target locations 
have high dependency in ASDF staff and thus it has a budget implication. It is recommended that 
the program implements a new phase and explores possibilities of strengthening the collaboration 
with public and private structures (e.g vet, para-vet, professional and private community-based 
trainers, extension officers, community champions/role model etc).

The WASH component outcomes have a low dependency on future funding and are considered 
sustainable. The capacity of SHGs has been enhanced, and they are likely to stay in their 
position and continuing the maintenance and management of the water infrastructures. The 
water infrastructures are generating income managed by the SHGs. The income is sufficient for 
maintenance and scale up of some activities. 

In conclusion the financial sustainability of the program is moderately likely.

Environmental sustainability

The environmental sustainability of the program is considered highly likely as the design and 
strategy are centred on the adoption of sustainable solution to climate change. Solar pumps, 
energy saving stoves, tree planting, terracing, drought tolerant crops, rock catchment and the 
sand dams are environmentally sustainable solutions. 

It is recommended to promote the substitution of chemical fertilizers and pesticides with natural 
solutions that cause no harm to the environment and encourage the adoption of organic and 
permaculture solutions. In conclusion the environmental sustainability is highly likely. 

CONCLUSION 5: TOTAL IMPACT RATING: SATISFACTORY

The overall impact of the program is considered satisfactory

Some of the major direct impacts derived by the successful implementation of the projects 
activities that emerged from the from the last updated figures (ASDF evaluation report January 
2020) and confirmed by the stakeholders interviewed and the direct observation of the evaluation 
team include the following: 
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 » Improvement of the income of the SHGs members. The average income of the 
group members has improved since 43% of the target groups earn more than Ksh 
9.000 and 40% earn between Ksh 6.000- 9.000 unlike baseline where 25% earned 
above Ksh 9.000 and 6% earned Ksh 6.000-9.000 per month. The cost of obtaining 
water has significantly reduced leading to more savings by the communities. 

 » Improved access to safe water. At baseline 50% of the people were travelling a 
distance of less than 1 km to get water and the number has increased to 95% at the 
time of the evaluation. Furthermore, 71% have now adopted water treatment while 
28% do not treat the water. At baseline 51% of the beneficiaries were treating their 
drinking water sometimes.

 » Improvement on food security and diet. 98% feel that diet has changed and 
improved as only 2% feel that it has not yet changed. 7% said that their diets had 
improved extremely, 78% said that the diet had improved moderately, and 14% said 
that it had slightly improved.

 » Environmental conservation. Despite few challenges experiences in the tree 
nursery and agroforestry component, in the last year 95% of the group members 
stated that they have planted trees as opposed to only 5% that did not plant any tree. 
The survival rate of the trees planted in 2019 grew up to 66%. There are margins of 
improvement on these figures and some mitigation measures to external factors such 
as drought. Despite this the impact is moderately satisfactory. 

 » Improved marketing. 92% of farmers said that they sold products from their farms 
and only 8% did not sell them. This is an increase from 69% at baseline and despite 
the challenges emerged during the FGDs on this component, the impact is considered 
moderately satisfactory. 

 » Community structures and women empowerment. The Community Led 
Development approach had a transformative impact on the self-confidence of the 
SHGs members and in particular the women on their capabilities and their rights in 
determining their own development path. The evaluation reported a relevant loss 
of members within the SHGs but the level of ownership and commitment of the 
remaining members as well as the shifted mindset of the SHGs from donor dependent 
to agents of change in their own communities is clear and evident.  
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5.2 RECOMMENDATIONS 

Criteria for identification of beneficiaries/SGHs. The SHGs were not established by ASDF 
and AN but existed before the start of the projects. The quality and performance of the SHGs has 
to be considered a strength of the program. Despite this, the evaluation team suggest identifying, 
formalize and implement clear SHGs selection criteria and guidelines for the selection process in 
order to enable coherence, inclusiveness and replicability of the action.

Exit strategy/graduation process for the SHG. The program should develop a graduation 
process and criteria for the SHG to reach self-reliance and exiting the program. Each group 
should then have an individual plan (and a business plan for their IGAs) and a set of indicators 
for self-monitoring and for joint evaluation.  

Future proposals should consider the possibility, when possible, of expanding the pipeline 
component to deliver water in distant locations in a sustainable manner and thus using 
solar pumps. It has been estimated that more than 60% of the constructed dams are mature 
enough to accommodate the extraction of water for urban or unserved locations.

SHGs networks. The action should explore the possibility of establishing a support network among 
the SHGs in nearby location and at county level. An eventual SHG’s networks could constitute the 
right forum for sharing experiences and best practices and political dialogue between stakeholders, 
in order to put in place a dynamic force of proposals to improve the legal and institutional framework 
for water and sand management in the target counties or at national level. 

Community outreach program should be expanded in order to ensure a spillover effect from the 
SHGs. Peer to peer methodologies should be strengthened and systematized. On this regard, 
few possible options include:

 » key skilled people within the community can be supported, as community-based 
trainers, to provide services to the private and public sectors. This could be vet, para-
vet of expert farmers, qualified construction works on water harvesting infrastructures, 
permaculture expert, etc. The skills acquired during the programme can be offered in 
the market and to the Country Governments that are already looking for specialized 
masonry for the sand dam construction.

 » develop communication material such as sign boards in particular in the tree nursery 
where the community and the people passing by can read the name of the tree and 
important details such as the number of years of the tree (to appreciate the rapid 
growth) and contact to get further information and seedlings.

Strengthening the social norm component. It was noted that the nutrition and hygiene are still 
small components of the programme. It is known that to change nutrition and hygiene practices 
it is not enough to get new knowledge and information, as the process of changing behavior on 
rooted beliefs and practices is more complex. This program has in fact never measured the impact 
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of nutrition and hygiene training on behavior change of the target groups. It is recommended to 
add a change of social norm component to address the root causes of unsafe behaviors within the 
community. This could be done by training the local partner on communication for social change 
methodologies or partnering with other local NGOs expert on the same.

Strengthening advocacy component. Given the positive relationship established with the 
County Government, it is recommended to explore possibilities of increasing the participation 
of the counties in the future, enhancing synergies and eventually establishing a program 
management committee for strategic guidance of the action with the participation of the relevant 
ministries at county level. The involvement of the local authorities to the committee should be 
considered an important step towards the establishment of effective dialogue focused on the 
achievement of the long-term and medium-term outcomes as well as for the future institutional 
support. Moreover, the program should develop the capacity of the SHGs to participate in 
decision making at county level and negotiate for better policies and support by the county.  

arche nova should advocate with the donor for a new phase of the program in order to build 
on the foundation established in the current program and scale up the intervention in new 
communities and new locations in collaboration with ASDF and the SHGs. It is recommended 
that new phases should have a minimum duration of 3 years and adequate budget to fund 
the arche noVa human resource in charge of the crucial components of the supervision, 
project management and capacity development among others.

In line with standards development best practices, it is recommended to include and implement in future 
proposal external evaluation with mid-term and end of project surveys and allocate 5% of the 
budget for the MEAL component. If possible, the MEAL should include an active role of the SHG and 
eventually the local authorities. This joint exercise will have the advantages of:
1. Share accountability, 2. Improve visibility, 3 Greater ownership, 4. Facilitate capacity development of the 
stakeholders and facilitate action through the involvement of the stakeholders and key decision makers. 

Being a very successful community led approach which follows a growing path of engagement 
with the target SHGs, it is recommended to develop a guideline of implementation of this model, 
including monitoring tools, that could be disseminated to other organizations and counties. 

Furthermore, it was found the arche noVa and the partner ASDF are in the process of revise their 
policies and guidelines to improve their standard grants and human resources management. 
One recommendation is to speed up the process of policies and guidelines development and 
to allocate funds and time for training the staff on the same. The policies should include gender 
issues and the implementing partner should make any possible efforts to ensure gender balance 
among their staff. 

The action should consider the possibility of supporting the SHGs with a specific fund to ensure 
access to credit for new communities’ or individual‘s start up. It would be easier to link the target 
groups with specialized organizations (if available) with experience on microcredit or saving & 
loans. The SHGs should have individual business plans. 
The Theory of Change resulted relevant and with a clear flow of logic. However, it is recommended 
to make it more specific to the sectors of intervention as indicated in chapter 2.2.
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 » Kenya Vision 2030, Ministry of Planning - Kenya

 » Kitui County Integrated Development Plan (CIDP) 2018-2022

 » Machakos County Integrated Development Plan (CIDP) 2018-2022

 » Makueni County Integrated Development Plan (CIDP) 2018-2022

 » Climate Risk Profile for Machakos County. 

 » Kenya County Climate Risk Profile Series (MoALF, 2017)

 » Kenya 2016 Water Act

 » FAO Website (2020)

 » Makueni County Water Policy (March 2019)
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 » Annex 1: Maps of the project

 » Annex 2: Evaluation Matrix

 » Annex 3: List of stakeholders

 » Annex 4: Data collection tool

 » Annex 5: Terms of Reference 

 » Annex 6: SHGs GPS coordinates

 » Annex 7: Progress towards KPI

 » Annex 8: SHGs’ self-reliance level - staff evaluation table

 » Annex 9: Photos of the evaluation
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All the annexes are available. For more information on 
the program please contact the following email address: 
info@arche-nova.org
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THE EVALUATION TEAM COMPRISED OF FOUR 
CONSULTANTS WITH COMPLEMENTARY AND 
EXTENSIVE INTERNATIONAL AND FIELD EXPERIENCE 
AND FOUR LOCAL ENUMERATORS. 

Marco De Milato is an associated 
consultant to Environomica Consulting and 
has extensive experience in Development 
Cooperation. He has been working as 
NGO coordinator and then as a senior 
consultant for the past 15 years. Marco 
De Milato designed and led the evaluation, 

supervised the development of collection 
tools and the drafting of reports. He 
was responsible for and conducted the 
collection of data (survey/interviews) on 
site, coordinated with the local team and 
communicated with the commissioning 
organization and international partners.

Valeria has 15-year experience in program 
management, research and impact 
evaluation in Africa. In particular, she 
worked in Kenya for 9 years. Valeria Costa 

assisted the team leader in developing 
the data collection tools and of review the 
report.

Michele Galli is founder of Environomica 
Consulting an evaluation expert with 
8 years of consulting experience in 
the development cooperation sector, 
especially with monitoring and evaluating 
development aid projects in Sub-Saharan 

Africa. Michele Galli assisted the team 
leader in the evaluation design, the drafting 
of collection tools and of the reports. He 
was responsible for providing backstop to 
the field team during the data collection 
phase in Kenya.

Team Leader

Independent consultant

International development and field expert

EVALUATION TEAM

MARCO DE MILATO

VALERIA COSTA

MICHELE GALLI
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Chloé Naneix is an evaluation specialist 
associated to Environomica Consulting 
bringing over 8 years of international 
experience in project design, management, 
monitoring and evaluation. Chloé Naneix 

provided methodological support during 
the inception and final phases of each 
evaluation stage. She was responsible for 
the sound design of the evaluation tools 
and adherence to the chosen methodology.

Evaluation specialist
CHLOÉ NANEIX

DISMAS MANOTI 
LEAD-ENUMERATOR BSC

Agribusiness Management. Extensive 
knowledge in M&E of development 
programs through laying of program 
baseline studies, conducting of midterm 
and end-term evaluations and reporting. 
Experienced in carrying out large surveys 
(household, market and consumer) in East 
Africa right from questionnaire designing, 
enumerator recruitment and training, 
pretesting, supervision and coordination. 
Experienced in qualitative and quantitative 
data cleaning, analysis and management 
using SPSS Stata and Excel to identify 
potential impacts and outcomes from 
different strategies. Five years’ experience 
of designing and using digital survey tools, 
SurveyCTO and Open Data Kit (ODK).

PHYLLIS NDANU MUTISYA 
ENUMERATOR

BSc. Food Science and Nutrition
Certificate in Monitoring and Evaluation.  
7 years’ experience in the field of re-
search.

RUTH MUTIO KIOKO
ENUMERATOR

MA. Economic Policy Management
6 years’ experience in the research field.

FELIX KELI
ENUMERATOR

BSc. Agricultural Economics and Resource 
Management. 1-year experience in re-
search work

ENUMERATORS TEAM 
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PROJECT PARTNERS

is a registered Kenyan NGO founded in 2010. 
ASDF’s principal mandate is to empower rural 
communities to transform arid and semi-arid 
lands of Sub-Saharan Africa, adapting themselves 
to climate change and preserving the biodiversity. 
ASDF supports registered Self-Help Groups 
(SHGs) to harvest and conserve water through 
construction of sand dams and rock catchments, 
promote climate smart agriculture, soil and 
forest conservation. ASDF provides knowledge 
and capacity building to small scale farmers in 
collaboration with Kenyan research organizations 
and international NGOs like arche noVa. Currently 
ASDF’s interventions are spread out in three dry 
land counties of South Eastern Kenya: Makueni, 
Machakos and Kitui.

arche noVa is a German NGO and since 1992 has 
supported people worldwide to access safe water, 
hygiene and sanitation. From 2008 arche noVa is 
running a regional coordination office based in 
Nairobi and coordinating the programs mainly in 
arid and semi areas in Kenya, Somalia, Uganda 
and Ethiopia. In East Africa arche noVa works with 
small-scale farmers, agro pastoralist and fishing 
communities, internally displaced people. ASDF 
and arche noVa have been partners since 2012.

Africa Sand Dam Foundation

Initiative for People in Need

ASDF

arche noVa
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