Abstract
BACKGROUND

The evaluation expressed in this document corresponds to a public convocatory made by Chakana in order to carry out an evaluation of two projects of vegetable production in “Greenhouses” (2002-2004 and 2008-2010) in the Bolivian Andes. On the first one, it was decided to be performed an impact evaluation and an intermediate evaluation on the second project. Chakana decided as well to include two other projects in the final evaluation. These two projects were carried out in the same communities where the greenhouses were built. These projects are the “Chakacocinas” (kitchens) (2006-2009) and “Chakaventanas” (windows) (2007-2009).
In order to reach the goals of this evaluation, an evaluation team was organized. The team included an external Bolivian evaluator, a Bolivian assistant (male) who speaks Aymara, a Bolivian assistant (female) who speaks Aymara, a foreigner assistant and an expert in evaluations and methodology management. 

RESULTS

The results show institutional aspects of the projects, evaluation criteria and learned lessons.
The staff’s responsibilities, according to the evaluator have been undersized due to planning and budget. This is suggested by the distances covered by the projects. The trainings might have been carried out with more details if the trainer would have stayed longer. Despite of the difficulties of distance, the field monitoring has been essential to reach the goals of the project. For the Follow-up and Monitoring System recently created, it is important that it contains the real information of the field by means of reports with formats in accordance with the System. This should include the real data, its verification sources and the respective analysis.

In regards to the logical framework some weak points were found in the vertical logic statements, especially on the indicators with difficulties in their objective collection and later with the comparison with a base line. This base line was of subjective tendency and not at all representative. The strategy and implementation have been considered adequate because of the selection of the accurate people (those getting the benefits) as method and because the actions were planned and established in order to get the results. The projects started as soon as the institution came into existence explaining the lack of quantifiable and objective information when the documents were being developed. The institutional progress is expressed in accordance with projects development, but it includes some faults on the scheduled time due to the lack of organization, the lack of commitment from communities and problems with the weather. 

All the projects have a high degree of importance since they have covered the needs and have solved the problems of beneficiaries.

The effectiveness is high in all the projects, having reached high percentages of fulfillment. Some important aspects with regard to the Greenhouse projects: 174 greenhouses were built from the 200 that were expected. This represents 87 % of execution. Vegetables consumption has increased in quantity and variety and they are used daily. Although sales (of vegetables) exist and it can be further strengthened, this income wouldn’t replace the one produced by stationary migration which is really helpful and invested in family needs. 

It is observed as well some weaknesses in the plague control and illnesses, especially by aphids (greenfly). The use of knowledge of organic, ecological and home-made insecticides is authentic, but this is not useful when the infestation goes in progress. So, the beneficiaries have bee employing other methods. The sowing density is not the correct in some cases.
In the Chakacocinas (kitchens) project: 274 kitchens were built out of 300 that were expected. This represents 91.3 %. From all of them, 150 correspond to the first model and 124 to the second model. 30 first model kitchens were replaced (since they didn’t produce the expected result) by the second model. Various owners who had the first model kitchens also replaced them by others on their own or to the second model with MALENA project’s help. The satisfaction of the beneficiaries is 100%. All the beneficiaries feel happy because of the absence of eyes inflammation, problems when breathing, headaches and dizziness. 
In the Chakaventanas (windows) project: 274 windows were built from the 300 were expected. This represents 91.3 %. Now, there is light that goes through into the kitchen. This gives 100% satisfaction to the women.
In general, the projects are well organized, although there is a certain delay in their activities. The profitable aspect is high. The profits are better than the investments. Considering the kitchens and windows lifetime, the investments have been low and the health benefits high. The temporary effectiveness is left as lesson learned for future projects.
Regarding gender, although an analysis of roles can not be done due to the absence of initial and comparable basis data, the projects have brought benefits for females and their position with respect to the males and their families has improved. However, they still do not participate in the decision-making and the follow-up of the projects. The projects have contributed to the women’s practical needs (such as better food and healthier environment) which bring benefits for all the family. Nevertheless, the projects have not helped women to open up possibilities of strategic development (such as decision-making and follow up, access to relevant information, sharing experiences and thoughts among each other).

The sustainability and impact have been valued with greater relevance in the communities of Kishuarachi and Patascachi since the initial greenhouses have been completed a while ago. It was checked by means of observation and testimonies that vegetable consumption has increased in quantity and variety in these locations. Greenhouse vegetables are used daily. Most of the vegetables are used in soups and salads. This shows clearly a change in the behavior of consumption. The project has had an impact with regard to the family eating habits. An essential aspect is the knowledge the beneficiaries have acquired on the replication and operation of the greenhouses. The families know well all the construction aspects and know how to handle the technical aspects. The exception is that some of them do not know where to get good quality seeds. However, this problem can be solved easily. The greenhouses are kept in good shape. The agro-film has aged but it looks in good conditions as well as the walls, windows and door. In fact, the wood looks older as it was observed in Patascachi.
With regard to the maintenance, some holes on the plastic have been patched. The technical management is generally well. The soil preparation, the fertilization and the work are really good. The watering is correct and permanent although a high number of families do not have enough water during the drought period (May-July). Some weak points were found when controlling pests and diseases, especially by aphids (greenflies), but this has not limited the continuity.
Several useful lessons have been learned for future project management.
Beneficiary level. – The learned lessons expressed by the beneficiaries are as follow: 

· New vegetables and ways of preparing them.

Men as well as -women have learned to consume new vegetables. Some of the vegetables such as beet, turnip, chard, pepper were already known by the beneficiaries. However, the consumption was small. Other vegetables were introduced just now such as broccoli, cauliflower and spinach
In every instance, it was observed a change on the preparation of their meals. Now, they have a great variety of vegetables and the most common way to cook them is to add them into soups. According to the husbands this is a good way to prepare them since the vegetables provide a new and better flavor to the soups. Another way to prepare the new vegetables is to make omelets with them. For this, they mix the vegetables with wheat flour and then they stir fry the preparation. They also include the new vegetables in salads. Now their salads are not from one vegetable only, but it combines various types. This way the flavor for the salads has diversified and has a better nutritional value.
· The management of organic crops.

The greenhouses, by means of teaching, have promoted the organic crops as a principle in greenhouses management. This has promoted a collective conscience. It was observed that when preparing the soil, they first prepare organic beds. This is why the beneficiaries consider that their vegetables have an added value for their health. 

· Model of stove 

The beneficiaries consider useful the knowledge of new materials (when designing and building the stoves) they have gained because this gives them better possibilities to obtain more heat. Besides, it has encouraged them to try and improve new techniques. For example, it has been noticed that although salt may help keep the heat; on the other hand it causes great damages to the stove. So they are trying with and without salt. Another aspect found in the design of the stoves is in the opening or mouth. Those with a bigger opening (mouth) burn a greater amount of firewood than those with a small opening and the heat is the same in both cases. 

· Sharing experiences.

At Villacollo community in Puerto Acosta, they have decided to share experiences in each work group within the community in order to have more knowledge and reach the best results. 

Trainers´ level. - The technician-trainers have mentioned the following learned lessons (experiences):  

· The requirement in participation helps to improve commitment.

During the process, the instructors have noticed that when they demanded the fulfillment of terms and requirements of participation from the beneficiaries, they get involved in the project more seriously.
· Use of records and notes.

At the beginning, the beneficiaries did not see the necessity to have a notebook for notes or to have a kind of format to save their own information (although it was proposed by one of the trainers). When they did not remember some details and some data to systematize the information, they began to create their own lists and records to save some useful information. 

· The best results are noticed in families who are responsible, keen, hard working and enterprising. 

There are some people who are very responsible and hard workers, they pay attention to project and improve faster. Others do not work hard and they delay in everything. Everything depends on the willingness of the person. 

· Women who take real interest promote the actions on the projects.

When the woman takes a real interest in the project, it is noticed that the husband and all the family take better priority for the fulfillment and trainings of the projects. The woman’s interest moves the husband to attend the trainings, build or hire a mason for the required labor. 

Institutional level

· The pattern of selecting beneficiaries.

The manner of selecting, with an initial list of those who are interested in the project and later a purge from the group who accomplish their obligation on time, is an interesting way to promote responsibility and commitment. The same beneficiaries consider this as convenient to have terms and comply with them.  

· The establishment of a counterpart schedule within the projects should be based on free time of beneficiaries.

Because of many responsibilities that the beneficiaries have when working during certain periods of the year due to the farming cycle (sowing and harvest), community labor or temporary migration, it is necessary to combine the required labor for the project during their free time, especially if counterpart work is necessary. If this is not done, there is the risk of failure on the program schedule or finding some treamlining that is not always in accordance with what was originally planned. 

CONCLUSIONS

The conclusions are considered first in a general way and then on each project.

In general, the projects have been carried out in a good way complying with the beneficiaries’ expectations. The expected goals were complied in a high percentage. At the moment of this evaluation some details were still missing (placing 2 windows, roofing of the greenhouses in some schools, replacing some kitchens by the second model). 

In general, according to the evaluation criteria (importance, effectiveness, efficiency, sustainability, impact and gender), the projects have obtained a high degree of valuation due to performance on each project. 

The planning ex ante and initial had a lack of characteristic and objective elements with regard to diagnoses, the matrices of logical framework and the base line; however, the identification and interpretation of problems were correct as well as the subjective elements which were taken from the perceptions of the individuals. This contributed to propose adequate solutions.
The implementation was developed with some gaps in the initial chronogram. Some corrective measures were taken into account with this respect. The financial plan was carried out completely with changes due to rise on material prices. 

The training had good results for the beneficiaries despite of the limited time. There was only some failure on the capacity of the beneficiaries to control some plagues (in the case of the greenhouses). It would have been also convenient to cover in more details other topics and to reach a bigger number of women who are active users of the products of the projects. 

Regarding gender, women are the main beneficiaries in the projects. We can conclude that in families where women take real interest in the project, the results are successful. The projects have contributed extensively to improve the women’s condition and their state of happiness. Even though the women are beneficiaries and active workers in the project still, the female beneficiaries do not participate in the decision making and monitoring of the projects. The projects have contributed to satisfy their practical needs as improvement in the family nutrition and a healthier environment. However, the projects have not contributed to open up possibilities to develop strategic needs such as making decisions and monitoring, access to important information, sharing experiences and thoughts between women in the community.
The participation of the beneficiary group was high and determined. Various participants who were selected at the beginning were later drop out/excluded since they did not meet the requirements. This selection contributed to show willingness and expectation to get the best results by the participants. 

The intervention did not promote any sort of institutional dependency. Each family/community does not feel dependent of Chakana. Contrary, Chakana is considered as an institution providing complementary support to their communities and contributing to their sustainability. 

Chakana is creating tools for better performance such as a Monitoring and Follow-up System, which has to be improved continuously. 

In each project:

Greenhouses

87 % of the expected greenhouses were achieved. They are built well.  Their technical management is good, especially the use of soil with enough organic material (when present in the area), which provides a high nutritive production. There is a lack of plagues and ventilation control, but the watering is appropriate. 

As a result, the family consumes different and diverse type of vegetables every day. Only a minor part of the production goes for sale, which provides a small help to the family expenses or savings; however, it does not represent a resource as temporary migration.

The sustainability has favorable conditions within those established families with a consolidated production. It would be helpful for the families to have a better saving consciousness.
After four years of concluding the first project of greenhouses, a high impact was determined. 64% greenhouses are operating in Kishuarani and 88,2 % in Patascachi. Besides, the consumption of diverse types of vegetables has been established in the population. The technical management is still good. They are still cultivating earthworms (?). Although the plagues control is a problem, they have developed other methods which are not so effective but at least they have reduced the damages. 

Chakacocinas (kitchens)

91,3 % of the expected kitchens were reached. From this number, the (still left) first model kitchens are not operating well. There is a request to Chakana for their replacement (Lacayani, Tupuhuaya, Benditani, Capahuaya). In the rest of the kitchens, the project goal has been achieved since there is an absence of smoke in the kitchens. As a result, women and the other family members do not experience dizziness, headaches, eye inflammation or lung infection.
The environment in the kitchen is cleaner. The walls are not covered with soot and a better way of living has been promoted. The family members feel pleased about it.  

The construction of the kitchen of the last model is simple and easy to copy. This helps to reproduce easily in order to benefit many people.
Chakaventanas (windows)

91,3 % of the expected windows was achieved. They have benefited providing natural light into the kitchens. The installation and the replacement of the windows can be easily done making it easy for others to copy it.
6. RECOMMENDATIONS.

Before giving the recommendations regarding the continuity of these type of projects, recommendations for an immediate complementation are first expressed.
Greenhouses

1. - Strengthening the beneficiaries skills regarding:

· Plagues and illnesses control.

As previously mentioned, there is a weak point in regard to the plagues control, especially aphids (greenfly). It is necessary to improve the knowledge about plagues and effective products for this task.
The aphids are insects, which do not need the participation of a male in their reproduction cycle. The females can produce eggs by themselves. The eggs turned into other females, and they proliferate exponentially and quickly; as a result their extermination is difficult. The male participation will sometimes provide the genetic combination in order to produce males living for a short time. The egg eclosion is produced by cycles from 14 to 15 days (approximately), so that, a frequency about 15 days must be considered during their extermination and repeatedly. Once the plague had been established, exterminating them with smoke or ashes do not have a good result. The ecological hand-made products are only preventive due to their low concentrations. It is necessary the application of effective products, but at the same time they should be suitable for the ecology. PROBIOMA is a national entity that produces these products which are available in the national market. 

There is also the possibility for the development of illnesses specially by fungi which are typical of nurseries and greenhouses due to the high temperatures and humidity. It will be important to have more  information and resources about this issue. 

· Terraced planting and crop rotation.

In order to take advantage from the space and soil, it will be convenient to repeat the training with regard to garden beds, planting and crop rotation designs linked to places where seeds are distributed. 

· Greenhouse Reparation and Maintenance.
Due to tears, punctures and other damages in greenhouses (especially on the roofs) produced by winds; it is recommended to give courses on how to repair agro-films (Sewing, sticking, type of thread, etc.), and have information about those factories that sell agro-films. 

2. - Greenhouses promotion and coordination at Schools.

The greenhouses located in the schools of those participating communities are neglected. They do not have a person responsible for watching and taking care of the agro-film. They do not fulfill an educational purpose. A serious social organization who will be in charge of the greenhouse operation and meaningful use as teaching tool is recommended.
Chakacocinas (kitchens) and Windows.

3. - Poster socialization Poster, chart and other materials to build the second model of kitchen. 

It is recommended to create and promote a diagram explaining the steps for constructing a kitchen in accordance with the second model. The second model is easy to build and cheaper than the first model since the last ones are not working efficiently. This way each family will have the opportunity to build one (second model) kitchen by themselves. At the same time, other families (who are not participating in the project) will have the opportunity to copy this model easily. 

Recommendation for the continuity or not of these type of projects. 

Before considering this issue, some aspects are highlighted as follows: 

· Chakana is experiencing an accelerated institutional development, so the strategic planning is crucial. 

· Chakana has reached a good position because it is well known and respected by Ayata and Chuma (in smaller proportion in Achocalla and Puerto Acosta where Chakana intervened in fewer communities with this project). In other words, it will be easier to include some demanded projects in the aforementioned communities. This means that Chakana has enough authority to establish a serious relationship with private and public entities in the area. 

· Dependency was not promoted in relation to other communities. Even in the results in labors, so any connection about it was not observed ??????
· The sustainability of the results in these projects is based on the permanency of families in their communities. In general, the families in Chuma and Ayata are stable in this sense. This element is important when selecting the beneficiaries. 

Chakacocinas (kitchens) and windows 

4. The projects of kitchens and windows are suitable because they are not expensive in their implementation. Building is simple and most families can copy the model easily. So spreading  know-how charts with explanations, drawings and convenient texts to build a kitchen or window could be the most recommendable way to promote Chakacocinas and windows in the area without the need to carry out a new project.
In case of promoting a project on food security, it will be good idea to have, as a condition for participation, a chakacocina (kitchen) in operation. 

Greenhouses

The families taking part in the project of greenhouses are enjoying the use of vegetables which are rich in micronutrients. Performing an analysis of nutritional food safety, these families have available
 foods that are rich in carbohydrates (root vegetables and cereals) and in smaller proportions proteins (guinea pigs, livestock); and access
 to provisions which are rich in fat and proteins (oils and some meats). This shows that the basic shopping basket is reachable for them. However, the use
 is the best way in order to reach real effects in their nutrition and health. Hygiene and eating habits are very important aspects in order to protect the health. Products with lack of hygiene when being handling can produce diarrheas and cause acute malnutrition. So, for good nutritional results, people must have a balanced diet and have knowledge of the nutritional values which may influence eating habits and standards. 

5. Thus, if the project continues working with the aforementioned families, there is no more necessity of greenhouses, but more ways of complementing their nutrition with a better use of their products. This can be done following the Nutritional Food Education (In Spanish: Educación Alimentario Nutricional, (EAN)) and where many institutions
 have developed many themes, methodologies and materials about this topic.
Food security and especially nutritional food education are themes where the whole family should participate and especially women. Gender and Rights are topics which can also be included easily, as well as guinea pig (domestic animal with high use in the area) breeding and growing.
The possibility of including the project of greenhouses in other communities is certainly opened. It is known the interest of certain communities such as Tari, Canihuaya, Luquisani have for this project.
With regard to the development of economic initiatives within the logic to move from food safety to local economic development, a special interest was observed in beneficiaries in the production of chili (locoto)
 in greenhouses. This product is grown easily and due to its demand, it can be sold without any problem in local markets in Chuma and Ayata. However, the markets are small and it is estimated that chili production may cover the local market quickly. Another market is La Paz city in which the access is opened for everybody with transportation; the products may be competitive in that city. 

6. Therefore, a study of previous feasibility should be carried out with the identification of potential markets. After knowing the real possibilities, those willing beneficiaries should be led to the right direction. 

These two strategies are really important in order to continue with the projects on food safety as economic development in this area. Women should play an important role and the project should not focus only on practical needs of women as users and workers.
7. In order to get a better result in beneficiaries’ families, it is recommended to invest in strategic needs for women: a) execute training activities regarding rights, gender leadership, nutrition, micro-business, sexual and reproductive health; b) promote socialization and sharing spaces among women by means of organizations; c) facilitate their participation when making decisions at community organizations.

At institutional level:

8. Carry on with the improvement of Monitoring System which is a useful tool for the management of different institutional projects and connecting more registered spaces for reviews (thoughts) and adjustment measures, formats for field work, verification sources, purge procedures and consistence analysis of reported data and so on. 

9. Strengthen the abilities of the staff in diagnosis, Logical Framework, Base-line from a quantitative point of view. Even if the institution chooses to outsource the actions and services, it is necessary that the staff performs a review analysis which should be suitable for executing projects, their monitoring and evaluation. 

10. Make possible when developing the Strategic Planning; it must be directed to next years regarding the type of cooperation, issues and geographical areas in performance in accordance with their abilities and potentials. So that, it is recommended to have wide participation of the associate members, directors, executives, technicians and other guests. 

11. Trainings for all the staff of Chakana (from the Management to the technicians) about farming and livestock including the gender perspective and development of a gender institutional strategy. 

� Availability for producing their own products.


� Access  to get products in economic terms.


� People’s ability to give a suitable use of their products.  


� FAO, the European Commission, ICCO, CORDAID, UNITAS, AIPE, and others. 


� Capsicum pubens.
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