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I.  Outline of the Project

Country : Nigeria Project title : Project on Activation of Women
Development Centres (WDCs) to Improve Women'’s
Livelihood in Nigeria

Issue/Sector : Gender and Development Cooperation scheme : Technical Cooperation

Division in charge : Gender Equality Division,|Total cost : 160, 000, 000 yen (As of 29 July 2009)
Public Policy Department

(R/D) Jan 2007 -Jan 2010 Partner Country’s Implementing Organization :
Period of| (3 years) National Centre for Women Development (NCWD)

Cooperation Supporting Organization in the Country : State
Ministry of Women Affairs and Social Development
(SMWA), Kano State

1. Background of the Project

Women Development Centres (WDC), which were nationwide established in the late 1980s as places for
literacy and vocational training, have contributed to improve women'’s life at the grassroots. The National
Centre for Women Development (NCWD) was established as machinery for the advancement of Nigerian
women by the Federal Ministry of Women Affairs (FMWA) in 1992. As a research and training
institution, NCWD conducts research on the situation of WDCs and provides vocational training for
women. The national research on WDC conducted by NCWD discovered that most of WDCs were not
managed properly and had limited resources to meet the needs of women.

Given this situation, NCWD and the Japan International Cooperation Agency (JICA) launched a
three-year long technical cooperation project in January 2007 in order to establish a model of activating
WDC as a place of women’s learning and empowerment to contribute to a better life for women. The
Mid-term evaluation in November 2008 concluded that the activities of the Project have been
implemented satisfactorily, and the Project Purpose and all Outputs will be achieved within the Project
period if the important assumptions are not changed.

2. Project Overview

This project aims for NCWD to establish an effective guiding framework for activation and management
of the WDCs by developing draft guideline based on good practices in Kano State and enhancing the
capacity of NCWD and the Kano SMWA

(1)Overall Goal:
Women’s empowerment is enhanced at the community and household level in Nigeria through making

WDCs function better.

(2)Project Purpose




An effective guiding framework for activation and management of the WDCs is established by NCWD
based on the experience of the project and others.

(3)Outputs

1. WDCs at the project sites are activated, which are defined by
(i) improved service quality of the target WDCs,
(ii) increased positive recognition to the target WDCs,
(iii) improved WDC management

2. Draft guidelines are developed based on the compiled good practices.

3. Capacity of the project team, which consists of NCWD and the Kano SMWA officials engaging in

project implementation, is enhanced.

(4)Inputs
Japanese side :
Long-term Expert 1 person Equipment 17, 000, 000 Yen
Short-term Expert 9 persons Local cost 35, 500, 000 Yen

Trainees received 17 persons
Nigerian side :
Counterpart 8 persons (initially 16 persons)
Land and Facilities  Project Office
Local Cost 3,864, 559 Naira

Il. Evaluation Team

Members of Evaluation Team [Ms. Ako MUTO (Leader)
Director, Gender Equality Division, Public Policy Department, JICA
Ms. Satoko NADAMOTO (Cooperation Planning)
Associate Expert, Gender Equality Division, Public Policy
Department, JICA
Ms. Reiko NAKAZAWA (Administrative Management)
Associate Expert, Gender Equality Division, Public Policy
Department, JICA
Ms. Yoshie YAMAMOTO (Evaluation Analysis)
Consultant, Researcher, Global Link Management

Period of Evaluation 12/07/2009 ~ 01/08/ 2009|Type of Evaluation : Terminal

I11. Results of Evaluation

1. Project Performance
This project aims for NCWD to establish an effective guiding framework for activation and
management of the WDCs by achieving 3 outputs;




1) WDCs in the project sites are activated,

2) Draft guideline is developed based on the compiled good practices,

3) Capacity of the project team, which consists of NCWD and the Kano SMWA officials engaging in
project implementation is enhanced.

This terminal evaluation concluded that most of the indicators for Output 1 have progressed enough to
achieve the targeted figures. It also diagnosed that the guidelines regarding Output 2 will be finalized in
October 2009 in spite of the relative delay. As for Output 3, although the level of improvement differs
among project members, the Japanese long-term expert acknowledged their improved capacity in regard
to project implementation.

-Project Purpose
The project purpose “'An effective guiding framework for activation and management of the WDCs
is established by NCWD based on the experience of the project and others' is expected to be achieved
by the end of the Project period in January 2010. The issue has been discussed in NCWD and will
be included in the guideline to be completed in October 2009.

- Achievement of Outputs

Output 1. WDCs at the project sites are activated, which are defined by (i) improved service quality of
the target WDCs, (ii) increased positive recognition to the target WDCs, (iii) improved WDC
management.

(i) Improved quality of services provided by WDCs
The evaluation acknowledged that the quality of services provided by WDCs has improved with
the advancement of (1) WDC curriculum, (2) WDC lecture and instructor, (3) Support to
participants /graduates, (4) Equipment, (5) Working materials.
According to the assessment with the Traffic Light Signal’ tool which visualizes results in three
different colours of red, yellow and blue, it was evidenced that 2 of 6 WDCs demonstrated
improved quality of the framework to capture needs of women for WDC services.

(ii) Increased positive recognition on WDCs as a place of women’s empowerment
As for Indicator 1-2-1, the perception of following particular beneficiaries were recognized:
1) Husband views: The initial positive recognition on WDCs had shown a gradual decline
from average 100% to 97. 8 and then to 95. 5% with a total 4. 5% point drop off from the
1st survey to the 3rd.
2) Community stakeholder views: Though the results increased from the initial 92.5% to 97.7%
and dropped slightly to 94% at the latest it has shown a total of 1.5% average increase,
3) Non-WDC participant views: It has shown a significant increase of 22. 2% from the initial

66. 7% to 92. 8% and a slight back drop to 88.8%. Subsequently, this could be evidence of
and contributing factor to the fact that more women would like to register at WDCs.
As for Indicator 1-2-2, improved framework quality, a traffic light assessment tool has been
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applied and evidenced that the quality of the framework to reflect community's needs for the
WDC'’s services has improved in 5 of 6 WDCs.

As for Indicator 1-2-3, continued improvement of empowerment of WDC participants, The
Empowerment Survey on WDC graduates in January 2009 concluded that WDC graduates were
more empowered in the following five aspects: economical aspect, physical aspect, social aspect,
psychological aspect, political aspect.

(iii) Improved WDC management
As for Indicator 1-3-1, the improvement level of quality of WDC management was assessed in the
following three areas and indicates progress to a sufficient and satisfactory level.

Working environment initial 57.0 % increase 22.3%
Filing and keeping records initial 58.3 % increase 18.5 %
Reporting and feedback initial  35.8 % increase 16.3 %

As for the Indicator 1-3-2, leadership and decision making, budget and staffing:
1) there was no data available on leadership and decision making
2) budget, the data shows an overall decrease of 5. 2% from 43. 3%
3) staffing, an average of 3. 8% increase was recorded from the initial 66. 7%

Output 2. Draft guideline is developed based on the compiled good practices.

Not enough emphasise has been put on achieving Output 2 as only the partial draft of the guidelines
was completed at the time of this terminal evaluation. The project output was originally designed to
improve the quality of the WDC guidelines by compiling the good practices and lessons from the
experiences in Kano State and proving that WDC is an effective place for women’s empowerment. As
the guidelines are planned to be completed by October 2009, the original output "An effective
guideline for the activation of the WDC is developed based on the experience in the project sites™ is
expected to be achieved by the end of the Project period in January 2010.

While the projected output was modified from “An effective guideline’ to “'An effective guiding
framework’ in December 2007, the Plan of Operation was kept in its entirety. Additionally it appeared
that the understanding of the definition of the guiding framework differed among the stakeholders.
Receiving confirmation from the hearings that the guidelines would include the ideal picture of WDC
and the guiding framework, the team decided to recognize that the Output 2 would be achieved by the
end of the project.

Output 3. Capacity of the project team, which consists of NCWD and the Kano SMWA officials
engaging in project implementation, is enhanced.

The indicator for output 3 does not provide any specifications and methods to determine the extent of
enhanced capacities of the project team. Subsequently it was unfeasible to assess neither quantity nor
quality of capacity level increment during this terminal evaluation exercise.

However, it has been acknowledged that capacities of both NCWD and SMWA counterparts have
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indeed been enhanced through technical knowledge transfer by the Japanese experts, project activities
such as monitoring surveys, and workshops.

. Summary of Evaluation Results
(1) Relevance

The Project’s relevance is very high vis-a-vis the national policies of Nigeria, the needs of the target
group, and the JICA‘s Country Assistance Program.

The Project purpose and the overall goal are in line with the needs of the WDC participants, the
SMWA managing WDC and the NCWD with the mandate of developing a guideline on WDC
activation, the national gender policy of Nigeria, and the JICA's country-specific program
implementation plan for Nigeria. The selection of SMWA as implementing agency was recognized as
synergetic and highly strategically as SMWA is designated to monitor WDCs and provide support and
technical guidance. Moreover the involvement of SMLG was crucial for the successful inception of the
Project considering that SMLG has executive authority over LGAs which employ WDC staff and most
of the Women Development Officers and provide operational budget.

(2) Effectiveness

The Project Purpose is expected to be achieved by the end of the Project period in January 2010. The
Project was designed to conduct pilot project activities in Kano in order to activate WDCs and to
provide sufficient verification that WDC could indeed contribute to women's empowerment as outlined
under Output 1 and develop a Guideline to further develop a guiding framework for activation of
WDCs as outlined under Output 2. In the PDM, a similar set of indicators for both Output 2 and the
Project Purpose have been established. Subsequently the overall Project Purpose could be achieved if
Output 2 could be accomplished to a sufficient level. The evaluation mission concluded that Output 1
and Output 3 have already reached at a sufficient level of achievement and combined with an expected
completion of the Guideline by the end of the Project, all three outputs will be contributing to the
overall project purpose. Consequently the projects effectiveness was found sufficient enough provided
that the WDC activation guidelines will be finalized within the project life-cycle.

Empowerment can have different aspects such as economic, social, political, physical, and
psychological empowerment. In the project aimed at achieving women’s empowerment, the project
needs to analyse which aspect of empowerment are necessary for the targeted WDCs and based on the
findings elaborate and develop an appropriate strategic approach in the guideline of activating WDCs.

(3) Efficiency

There have been significant concentrations of activities and inputs (experts, equipment and trainings
in Nigeria and Japan) into the Output 1 and Output 3. Comparatively less input was allocated to
Output 2 than to Output 1 and 3 as it was foremost the initiative of NCWD. No problems have been
reported in regard to the operating cost provided from the Japanese side. Thus, both the amount of the
financial contribution and the timeliness of non-financial inputs from the Japanese side can be termed

as overall appropriate and efficient.
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Although the NCWD had continued to apply for the Counterpart Fund to ensure smooth operation of
the Project, it had not received it yet. This resulted in the situation that JICA continued to support
significant portions of the Project cost and subsequently increased the responsibility of the long-term
expert. However, the overall performance of the Nigerian contribution can be deemed by and large as
efficient as well.

(4) Impact

Overall Goal: As the Guideline is expected to be finalized in October 2009 and discussions on
modality of dissemination of the Guideline have just been initiated it appears to be premature at this
stage to judge whether the Overall Goal will be achieved 3 to 5 years after the completion of the
Project.As the Government of Nigeria already requested the continuation into Phase 2 of the project,
the project team will proceed to work towards the Overall Goal for the Phase 2.

There was unexpected impact to be recognized by the Japanese side since the time of Mid-term
Review. Having been impressed with the National Women's Education Centre (NWEC) which has
been visited by two officials from SMWA during their counterpart training in Japan, SMWA in Kano is
now planning to construct a multi-purpose WDC in Kano City.

Gender mainstreaming:
The monitoring survey identified the following impact from the perspective of gender mainstreaming:

1) Given the complexity of governance structures and their decision making processes in Nigeria, it
is quite difficult to predict or assume the Project's influence on Federal policies. However, the
press briefing issued by the Federal Ministry of Women Affairs and Social Development touched
upon activation of WDCs, henceforth recognition of the Project is spreading.

2) Officials from both NCWD and SMWA are more exposed to the reality of a socio-economic
environment surrounding women in rural areas, and have gained experiences to better understand
dynamics of division of labour and how poverty affects women and men differently.

3) Some of WDC participants took the initiatives to prepare and stage a drama to advocate benefits
of WDCs. Having witnessed that wives have started generating some cash income utilizing skills
gained at WDCs, husbands have given positive supports to their wives going to the centre.
Some provide financial support to their wives for their WDC activities. With all the advocacy
efforts of the Project to the communities, particularly to religious leaders and leaderships of
wards and LGAs, positive recognition of communities on WDCs has increased.

(5) Sustainability

Sustainability was recognized on policy and organisational level as initiatives of the NCWD were
expected in the future.

Sustainable knowledge transfer and skills improvement to a certain degree was demonstrated by
increased capacity of the project team members of NCWD and SMWA. However, there was a clear
deficiency with financial sustainability.
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Whereas sustainability regarding the activities of WDCs and NCWD for activating WDCs was clearly
recognized in terms of skills enhancement and organizational development there was a problem with
financial sustainability.

3. Factors promoting better sustainability and impact
(1) Factors concerning to Planning
The following factors contributed to the achievements of the Output 1 and 3.
1) The participation of the counterparts in the training courses in Japan increased the trust in the
skills of Japanese’ managing WDC.
2) Domestic training such as the study tours to other states encouraged the C/P and the b targeted
WDC Officers.

3) The C/P experienced the process of activating WDCs through the project activities at WDCs in
Kano.

(2) Factors concerning the Implementation Process
There are three factors promoting enhanced sustainability and impact.
1) High level of coordination capacity of the C/P officials of SMWA
2) Provision for necessary equipment for the project
3) Establishment of the Guideline Committee by NCWD underlined by a strong in-house ownership
The first 2 factors contributed to the achievements of the Output 1 and 3. The last factor contributed
to the achievement of the Output 2 and the project purpose.

4. Factors inhibiting better sustainability and impact
(1) Factors concerning to Planning
As only one long-term expert was assigned to this project, her responsibility was too heavy. The
original design of the project in R/D suggested one long-term expert. However, if there had been two
long-term exerts, the project could have provided more inputs to achieve Output 2.

(2) Factors concerning to the Implementation Process

There was a delay in disbursement of payment to the C/P officials for their travel to Kano due to the
shortage of the permanent budget of the Federal Government and the State. Miscommunication caused
a gap of understanding among stakeholders in regard to the content of PDM. Although the advisory
team was sent to solve the problem, it could not fully sort out the issue.

5. Conclusion
The Project Purpose is expected to be achieved by the end of the Project in January 2010 due to
1) the targeted WDC was activated,
2) the guideline is expected to be completed by the end of the project,

3) capacity of project team members has improved
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The Project’s relevance in the overall context of WDC activation is excellent as the NCWD remains to
be mandated to develop the National WDC Activation Guideline.Based on evaluation, its effectiveness
and efficiency are on average but the Project bears also unexpected impacts.To enhance sustainability, it
is recommended to strengthen authority budgetary and institutionally commitment.

6. Recommendations
(1) Towards the finalization and dissemination of the guideline
The team confirmed that NCWD would finalize the guideline with practicability and applicability by
integrating good practices of the WDC’s activation in other states in addition to Kano by the National
Council on Women Affairs in November 2009. It is strongly recommended that NCWD will further
collaborate with relevant institutions including SMWA, SMLG, and LGA, to advocate and disseminate
the guideline in order to activate WDCs.

(2) Ensuring Sustainability

The team appreciates the effort of NCWD, especially Director General’s effort to implement the
project with necessary resources. However, it appears that the necessary budget including the
counterpart fund have been provided insufficiently to date. In order to ensure the sustainability of the
project, it is required that NCWD will make further efforts to secure budget for operational cost. It is
also expected that the Kano Multi-purpose Centre will be constructed within the planned schedule and
utilized appropriately for ensuring sustainability of the outcome of the project.

(3) Towards the activation of WDC in Kano

SMWA will provide supervision and technical support to all the WDCs in Kano in order to facilitate
knowledge and experience transfer gained from 6 pilot centres to other WDCs. Since the activation of
WDC requires LGA’s to disburse budget, it would be appreciated if NCWD and SMWA would explore
opportunities to collaborate with SMLG and LGA to support WDC.

(4) Capacity Development of NCWD and SMWA

The team acknowledged that the capacity of NCWD and SMWA project members has been
improved especially pertinent to

- data collection

+ monitoring

* reporting
obviously due to extensive exposure to project implementation procedures. However, it is highly
recommended that further capacity will be developed in order to activate WDC.

1) The capacity to understand precisely women’s needs within the community and to apply this

knowledge towards the activities on WDCs
2) Analytical capacity to monitor the activities of WDCs

3) Coordination and fund raising capacity to ensure budget for the activation of WDC
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7. Lessons Learned
(1) Necessity for the involvement of a variety of stakeholders
For smooth and effective implementation of the project, and to ensure the sustainability of the project,
the project needs to involve a broad range of stakeholders at different levels from the early stage of the
project. By doing so, the project can establish a common platform where all the stakeholders
collaborate to achieve the project goal together.

(2) Ensuring that all stakeholders have a common understanding in regard to the PDM revision
process
While the PDM of this project had been revised twice, the stakeholders had different understandings
of a part of the latest PDM3. Therefore, PDM3 was not effectively used as a monitoring tool. If the
PDM has to be revised during the implementation it is vital important and necessary to fully discuss all
changes with the counterparts and to disseminate them to all stakeholders through a process like the
JCC.

(3) The way of supporting different public organizations

Under the federal system, the governance structure of Nigeria has multiple layers for policy planning
and implementation, public accounting management, and personnel management.Decision-making
processes are not immediately clear and are complex.

For activating WDCs, it was imperative to establish multi-layered collaborating relationships among

1) FMWA-NCWND-State Governments,
2) SMWA and SMLG under the State Governments,
3) State Governments and Local Government Councils at LGA levels.

Technology transfer was managed through project implementation, training in Nigeria and Japan,
on-the-job training and other technical training. Facing such a complex system of public organizations,
it would have been well advised to clarify each role and TOR of NCWD, SMWA, SMLG, and LGA
before supporting them.

(4) Selection of the right approach for empowerment

Empowerment has different aspects such as economic, social, political, physical, and psychological
empowerment. In the project aimed at achieving women’s empowerment, the project needs to have a
consensus on which aspect of empowerment it should be focusing on. Based on the consensus, the
project should explore the most appropriate approach for the community.

(5) The way of assigning experts to a capacity building project

When a project is required to build the capacity of the counterpart on the central level and conduct
many interventions in regard to behavioural changes like this project, it is necessary to assign an expert
both at the capital and a project site.The assignment of more than 1 expert reduces time consuming
travels and offers synergy effects.
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(6) The use of “traffic signal” as a visual tool for monitoring

This project applied a traffic light signal as a visual tool for monitoring of the targeted WDCs. By
clearly showing the changing level of the indicators in three different colours red, blue and yellow, the
counterpart could understand the results more than before. This  monitoring technique should be
further improved, but it could also be applied for other projects as an efficient visual tool to easily
visualize monitoring results.

(7) The use of local translators

The project hired a translator for the training to the heads and the lecturer of WDCs only in the last
year as their English skills are quite limited. If the project had used translators from the beginning of
the project, the impact of the training would have been most likely more effective. Thus, when a project
is supposed to conduct training in an area where local language is dominantly spoken, the engagement
of a local translator should be considered.

(8) Following-up for the 2" Phase

Additional considerations

- More emphasis and planning should be allocated to identify the appropriate process and select the
best qualified expert to a capacity building project.

- Considering the country specific needs and specialities of Nigeria the assignment of more than 1
long-term expert should be opted.

- Identifying the best suitable approach to empowerment

- For phase-2 all stakeholders need to agree on which areas of empowerment should be given priority.

+ The advantage of local language skills should be utilized by engaging local translators.
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12 “the “guiding framework" is not limited to the guideline as a product delivered from the Project Outputs, but

encompasses a state with adequate capacity of personnel and budget of concerned authorities in order to realize
activation of WDC in their respective state.”(Minutes of Meeting Between the Japanse Mid-term Evaluation Team and
the Government of the Federal Republic of Nigeria on Japanese Technical Cooperation for Project on Activation of
WDCs to improve women’s livelihood, 26 November 2008 : 12)
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The Final Evalustion of the Project on Activation of the Women Development Certres (WDCs) to Improve Women' s Livelihood

S : : . Administrative ; : ) .
No: Daitn I?uy Time Leader Evzlustion Planning Munagemiant Prwugt Evaluation Locstion 7
Narita/London (NH201}
AM 11:35
1 12-dul Sun
PM Arrive in Londen 16:00
- London/Abuja (BA083) 22:15
Arrive in Abuja 4:35 .
AM Courtesy call on JICA office 8:.00
Meeting with the expert 103:00
2 13—Jul Mon Abuja
M Courtesy call and Hearing at NCWD  14:00
AM Hearing at NCWD
3 14-Jui Tue - Kano
PM Leave for Kano 12:00
[Mieeting with a desk otficer of Kano SMWA
AM Hearing at in DAMBATTA WDC/ LGA
4 15-dut Wed - RS e i " Kane
PM Hearing from the staff of Kano SMWA -
AM GEZAWA WDGC/LGA
5 16-dul Thu = ) Kano
PM Hearing at Kano SMLG
. A GWALE WDC/L.GA
[ 17=dul Fri - Kano
PM Data Analysis
AM
7 18-dul Sat Data Analysis Kano
PM
AM Narita/London (NH201) 11:35
8 18~dul Sun — Data Analysis Kano
oM Arrive in 16:00
London/Abuja (BA083) 22:15
AM Arrive in Abuja 4:35
i i Courtesy call on JICA office 9:00
] 20~Jul Mon Move to Kano 10:00 BICHI WDC/LGA Kano
P Team Meeting 18:00
. AM GAYA WDG/LGA
10 21-Jul Tue Kano
PM Additional Hearing from the staff of Kano SMWA
AM KUMBOTSO WDG/ LGA .
11 22-Jui Wed Kano
PM Move to Abuja Gerigeri WDOC Move to Abuja
AM Hearing at NCWD Visit in Kano SMWA Hearing at NCWD
12 —  23-Jul Thu - Abuja
PM Hearing at NCWD Move ta Abuja Hearing at NCWD
AM Hearing at FMWA
. Y Hearing at NCWD
13 b—  24-Jul Fri Abuja
PM Team Meeting
. AM '\(I:IZZJ/YL):T;SH Preparation for Joint Evaluation Report and Minutes
14 25-dul Sat - AFFive T LoTdoR T60U Abuia
PM London/Abuia Preparation for Joint Evaluation Report and Minutes
(RAORZY22:15
Abuja (4:35)
— AM
1 2-dut | Sun Meeting 12:00
| Abuja
PM Preparation for Joint Evaluation Report and Minutes
AM Visit to JICA Office
Courtesy call on NCWD
16 o 27-dul Mon Abuja
PM Courtesy Calt on FMWA
AM Discussion on Minutes with NPC
17 — 28-Jul Tue Abuia
PM Discussion on Minutes with NCWD
AM Jce
18 — 28-dul Wed Discussion on Minutes 15:00 Abufa
PM (Signing)
AM Report to NPC Additional Research
18 F——  30-dul Thu Abuja
Report to the Embassy of Japan it
PM Report to JICA Office Additional Research
AM Abuja/London (BAGS2) 8:30
20— 31-dul Fri
oM Arrive in London 14:55
London/Narita(NH202) 19:35
21 1-Aug Sat Narita 15:20
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