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1. EXECUTIVE SUMMARY

Aleph Strategies was commissioned by the International Union for Conservation of Nature (IUCN) to
conduct the mid-term review of the SUSTAIN Eco project. This executive summary provides an overview

of the key findings and recommendations.

RELEVANCE — The SUSTAIN Eco project performance is highly satisfactory in terms of relevance,

demonstrating strong alignment with local community needs, partner priorities, and national policies.
The project’s design is rooted in extensive consultations, ensuring that pressing issues like water
scarcity, land degradation, and deforestation are addressed while promoting inclusivity through gender
equality and youth participation. Additionally, its alignment with the strategic frameworks of key
partners and Tanzania’s Development Vision 2025 underscores its relevance to sustainable
development and ecosystem stewardship. While gaps remain in engaging certain vulnerable groups
and addressing multisectoral coordination challenges, the project’s overall approach reflects a well-
integrated and responsive framework to the local context as well as the specific needs of local

communities and stakeholders.

COHERENCE — SUSTAIN Eco’s alignment with national and regional policy frameworks, as well as
international frameworks like the SDGs, the African Union’s Agenda 2063, and IUCN’s Global Standard

for Nature-based Solutions is highly satisfactory. The project’s structure reflects a clear commitment to

integrating ecosystem restoration, governance strengthening, and sustainable livelihoods into its
design, with well-defined objectives and a comprehensive ToC. However, challenges remain in
operationalising these frameworks, with a need to better capture long-term systemic impacts and
improve communication among partners and stakeholders. Despite these gaps, the project’s clear
alignment with global, national, and partner priorities, combined with efforts to address cross-cutting
issues like gender and youth inclusion, highlights its overall coherence as a strategically aligned and

contextually responsive initiative.

EFFECTIVENESS — The project has shown a satisfactory level of effectiveness, making progress in its
goals to strengthen governance structures, enhance ecosystem health, and promote inclusive
livelihoods. Key achievements include the improved leadership within VNRCs, WUAs, and VLUMSs, and
widespread adoption of climate-resilient practices like agroforestry. However, cultural barriers still limit

women’s and youth’s influence in decision-making, despite increased representation. Efforts to
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promote gender equality have advanced, but deeply rooted norms and resource gaps require
continued attention. Collaboration between implementing partners —AWF, SNV, and IUCN— has been
crucial, leveraging expertise and funding, though gaps in communication and branding limit their
impact. While the project has achieved impressive breadth across multiple objectives, feedback
suggests that a greater focus on depth—particularly in consolidating systemic change, sustaining
outcomes, and ensuring inclusivity—would enhance long-term impact. Addressing these challenges
and refining the balance between breadth and depth will be critical to maximising the project’s overall

effectiveness.

EFFICIENCY — The SUSTAIN Eco project efficiency is satisfactory, with robust financial management,
monitoring systems, and oversight mechanisms supporting implementation. Budgeting aligns with the
project’s phased timeline, though improved adaptive financial management could address emerging
priorities. Internal tools and centralised reporting enable effective data tracking, but better integration
between data collection tools that constitute the MEL plan—such as those used for tracking ecosystem
restoration, governance metrics, and livelihood outcomes—would enhance their impact, alongside
targeted staff training to ensure consistent and effective use of these tools. Governance structures and
partnerships promote inclusivity and stakeholder engagement, but grassroots feedback mechanisms
and local-level communication need strengthening to build trust and align activities with community
needs. Visibility and branding challenges have limited recognition of project achievements, though
these are expected to improve with recent adjustments to communication roles. Overall, the project
operates efficiently, with opportunities to enhance coordination, transparency, and strategic resource

use to maximise its impact.

SUSTAINABILITY = SUSTAIN Eco’s progress toward sustainability is moderately satisfactory in light of its

efforts foster local ownership, build capacity, and promote gender responsiveness. Governance
structures like VNRCs and WUAs empower communities but need continued support to remain viable.
Financial sustainability and broader knowledge dissemination require further attention, alongside
stronger integration with formal systems. Gender-responsive initiatives have increased women'’s and
youth participation, but cultural barriers persist in some areas. Overall, the project has built a
foundation for sustainability, but more efforts are needed to ensure that the project’s advancements

will remain over time.
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A number of lessons emerged over the course of this evaluation. Looking forward, these lessons can
inform strategies to enhance impact, deepen community ownership, and ensure the long-term viability

of project outcomes:

e Inclusive engagement yields strong results: Efforts to foster inclusivity, particularly in increasing
the participation of women and youth in governance structures such as VNRCs and WUAs, but
also AMCOS, have demonstrated positive outcomes thus highlighting the value of participatory
approaches in strengthening natural resource governance. The project should expand its focus
to ensure the consistent inclusion of other vulnerable and underrepresented groups, such as

people with disabilities and ethnic minorities.

e Balancing breadth and depth: The project’s broad geographical scope has achieved widespread
impact but strains resources and limits deeper focus on systemic change. Future phases could

benefit from a more targeted approach, prioritising high-impact areas.

e Building financial resilience: Short funding cycles and reliance on donor funding pose risks to
sustainability. Given that SUSTAIN was conceived as a 10-year initiative, resource mobilisation
efforts should be strategically aligned with this long-term vision. Developing community-driven
revenue streams, strengthening private sector partnerships, and ensuring that funding
strategies reflect a multi-phase approach will be critical to securing financial sustainability

beyond short-term project cycles.

e Knowledge management as a Sustainability Driver: While capacity-building efforts have been
effective and there are mechanisms for knowledge sharing, these have not been fully
operationalised across SUSTAIN as whole. As a result, lessons learned are not consistently
documented or systematically shared, limiting broader knowledge retention and scaling. The
current approach does not yet ensure that insights are easily accessible or effectively leveraged

to inform implementation across landscapes.

e Changing attitudes and behaviours towards and amongst women and youths takes more than
guotas: Increased participation of women and youth in governance structures is a notable

achievement, but cultural norms continue to limit their influence within these groups.
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Strengthening partnerships with local women’s and youth organisations and addressing
barriers at the grassroots level are essential to sustaining gender equity, and to encouraging

active, meaningful participation within decision making bodies.

Recommendations are provided below for the strengthening of project management and delivery. They

are accompanied by a menu of suggested actions for implementing each recommendation. The actions

are neither exhaustive nor prescriptive, as we recognise [IUCN may wish to adopt alternative approaches

to addressing our recommendations.

ENHANCING INCLUSIVITY AND PARTICIPATION

1.

Recommendation: Expand the definition of vulnerable groups within existing programme
literature and reporting instruments.

Rationale: The project’s design demonstrates a commitment to inclusivity, but its operational
focus has predominantly centred on women and youth, often overlooking other vulnerable
demographics such as persons with disabilities, elders, ethnic minorities, and the landless.
While there are some elements of definition around vulnerable groups in the inception
documents of the project, in practice, reporting and storytelling narratives tend to focus
primarily on women and youth, leaving the perspectives and experiences of other vulnerable
groups underrepresented. These groups face unique barriers that require specific attention in
project planning, implementation, and monitoring to ensure truly inclusive and equitable
outcomes.

Actions:

e Update programme literature, including the ToC and Results Framework, to explicitly
define vulnerable groups beyond women and youth to account for their experiences
and the specificities of the project’s impacts on them.

e Include additional categories, such as persons with disabilities, elders, ethnic
minorities, and landless individuals, reflecting the diversity of vulnerabilities in target
communities.

e C(Cross-tabulate data to assess outcomes for different vulnerable groups.

Recommendation: Foster meaningful participation in governance processes for women and
youth

Rationale: While the project has increased representation of women and youth within

governance bodies, cultural and systemic barriers often limit their active participation. Many
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remain confined to symbolic roles without the confidence or opportunities to contribute
meaningfully.
Actions:
e Consider introducing leadership development pathways, including mentorship
programs, to equip women and youth with skills for active governance participation.
® Tailor capacity-building programmes to address specific barriers, such as accessibility
issues, flexible scheduling, and culturally sensitive approaches.
® Incorporate metrics within the MEL framework as part of the top up extension of the
project to track and evaluate the quality of participation for women and youth, moving
beyond simple attendance figures. Examples for this include tracking how often
women and youth actively contribute to meetings and whether their inputs translate
into decisions or actions; using periodic surveys or focus group discussions to assess
whether women and youth feel they have a meaningful voice in decision-making;
following up on decisions or policies influenced by women and youth to see if they are

actually implemented.

REFINING CAPACITY DEVELOPMENT APPROACHES

3.

Recommendation: Develop a performance-monitored training plan.
Rationale: Governance bodies like VNRCs and WUAs have varying capacities, which impacts
their effectiveness in resource management. A structured training plan, coupled with
performance monitoring, would ensure skills and behaviours are developed consistently and
aligned with the project’s goals.
Actions:
® Introduce a graduation model with defined skill milestones and regular progress
assessments.
e Implement self-assessment tools for governance bodies to evaluate competencies in
areas like leadership and resource management.
e Provide tailored support to underperforming groups while empowering advanced

groups to take on greater responsibilities.

Recommendation: Enhance accessibility of farmer training materials
Rationale: Farmer capacity-building efforts have introduced climate-smart agricultural
practices like agroforestry and water-efficient irrigation but have been limited in effectiveness

due to overly technical training materials that do not fully align with the literacy levels of target
10
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communities. In Sumbawanga, in particular, challenges in comprehension have affected the
uptake of best practices. To improve knowledge retention and accuracy, practical
demonstrations and simplified, context-specific resources are essential to ensure that
sustainable practices are correctly understood and effectively implemented.
Actions:
e Develop visually oriented, simplified materials (e.g., pictorial guides, videos) to convey
key concepts, accommodating diverse literacy levels.
® Expand the use of on-site demonstration plots where farmers can observe and practice
techniques such as agroforestry and water-efficient irrigation.
e Facilitate peer-to-peer learning opportunities by training local farmer champions to
serve as community-based trainers.
e Integrate regular follow-up sessions to reinforce learning and address emerging

questions.

STRENGTHENING COORDINATION AND KNOWLEDGE MANAGEMENT

5. Recommendation: Strengthen cross-partner learning opportunities within SUSTAIN Eco and

Pro.

Rationale: SUSTAIN Eco and SUSTAIN Pro operate in overlapping landscapes but lack frequent,
structured mechanisms for collaboration. This reduces alignment and opportunities to leverage

synergies.
Actions:

e Establish monthly reflection workshops with IUCN, as the overarching coordinator,
facilitating discussion with Eco and Pro teams to share insights, address challenges, and
align interventions.

e C(reate a central knowledge repository for real-time sharing of data, progress reports,

and best practices.

REFINING THEORIES OF CHANGE AND RESULTS FRAMEWORKS

6. Recommendation: Review and update the SUSTAIN Eco theory of change.

Rationale: The ToC serves as the strategic backbone of SUSTAIN Eco, but has leaned heavily on

assumptions about capacity-building translating into systemic changes. These links are not
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always validated, leading to a focus on outputs (e.g., number of governance structures
established) rather than long-term outcomes (e.g., improved governance and ecological

resilience)
Actions:

e Conduct a mid-term ToC review through workshops with project partners to validate
key assumptions, particularly the linkages between capacity-building, behavioural
change, and systemic outcomes.

e Develop landscape-specific ToCs for Sumbawanga and Kilombero with the
corresponding partners to reflect unique socio-ecological dynamics and project
interventions in each landscape.

e Ensure annual workplans and reporting explicitly reference ToC pathways,

demonstrating how activities contribute to strategic outcomes.

Recommendation: Strengthen the results framework with additional indicators to capture
systemic change
Rationale: The current results framework focuses heavily on tracking output-level indicators,
such as the number of training sessions or governance structures established. However, it lacks
explicit links to systemic outcomes, such as governance improvements, biodiversity
conservation, or ecological resilience. Additionally, the results framework is heavily
guantitative, focusing on metrics like the number of participants or hectares restored. While
these are important, they do not capture systemic changes such as shifts in governance
practices or social equity. This gap makes it challenging to assess whether activities are driving
the intended long-term changes.
Actions:
® Enhance the results framework by refining indicators that capture systemic outcomes.
While the existing log frame already maps how outputs contribute to outcomes, this
process could be strengthened by reviewing and expanding indicators to ensure that
long-term governance, biodiversity, and resilience impacts are effectively measured. .
This process could be done in parallel with the ToC review.
e Include qualitative indicators capturing behavioural changes, governance quality,

biodiversity impact, and social equity progress —for example:

12
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0 Assess whether members of VNRCs and WUAs feel empowered, trusted, and
capable of enforcing sustainable resource management practices, beyond
their formal regulatory legitimacy.

0 Indicators that reflect community perceptions of changes in biodiversity, such
as the return of specific species or improved water availability due to
restoration efforts.

0 The extent to which vulnerable groups feel empowered to participate in

governance and resource management.

ENHANCING RISK MANAGEMENT

8.

Recommendation: Develop a comprehensive DRR strategy

Rationale: Climate-related risks, such as floods and extreme weather, have already disrupted
project timelines, damaged demonstration plots, and posed a threat to both project outcomes
and beneficiary livelihoods. While initial DRR planning has begun, it remains underdeveloped
and lacks systematic integration into the project’s broader strategy. A dedicated and
comprehensive DRR framework tailored to the specific needs of project landscapes would
enhance resilience, ensuring that both communities and ecosystems are better prepared for

climate shocks.
Actions:

® Leverage existing data from local government agencies, like Tanzania’s Meteorological
Agency, to access real-time data to inform early warnings and community responses.
Accessing and utilising available meteorological data could serve as a useful proxy for
disaster risk reduction considerations within the project.

® Explore water management techniques suited to flood-prone areas, such as surface
runoff control, soil water management, and the construction of drainage channels, to
support farmers in mitigating the impact of seasonal flooding.

e FEngage donors and private sector partners to mobilise resources for DRR interventions,

ensuring their sustainability beyond the project lifecycle.

13
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PLANNING FOR LONG-TERM SUSTAINABILITY

9. Recommendation: Develop an exit strategy

Rationale: The project currently lacks a formal exit strategy, raising concerns about the
sustainability of governance structures and community initiatives post-implementation. Many
committees rely on project-based incentives, such as per diems, which will cease after the
project ends. Without a clear plan for financial and operational continuity, the long-term
benefits of interventions like beekeeping and agroforestry are at risk. A robust exit strategy
would ensure that governance structures and community-led initiatives can sustain their

activities independently.
Actions:

e Work with community representatives and governance bodies to define equitable
revenue-sharing models for existing NbS interventions, such as beekeeping and
agroforestry.

e Ensure models include provisions for reinvesting profits into governance structures to
support long-term operations.

e |dentify NbS initiatives with high revenue-generating potential and outline pathways
for scaling them to create consistent income streams.

e Partner with local authorities to establish formal agreements that outline revenue
distribution and compliance mechanisms for natural resource management plans.
Include enforcement measures in to prevent misuse of funds and ensure equitable
benefit-sharing among community members.

® Introduce the Farming as a Business approach to agriculture-based livelihoods,
promoting entrepreneurial thinking and financial management skills.

e Transition governance structures from dependency on external facilitation to locally
managed systems by providing training on financial management, resource allocation,
and compliance.

e Build local capacity to monitor and enforce benefit-sharing agreements independently.

e Advocate for the inclusion of SUSTAIN Eco initiatives in district-level budgets or

national conservation frameworks to ensure sustained financial support.

14
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1. Introduction

Aleph Strategies (Aleph) has been commissioned by the International Union for Conservation of Nature
to conduct a mid-term review of the SUSTAIN Eco project. The review began in October 2024 and
concluded in January 2025. This is the final evaluation report, containing the main findings of the

exercise along with recommendations for the remaining stages of the implementation.

The SUSTAIN Eco project is part of the broader SUSTAIN-Africa initiative, launched by IUCN to address
the interconnected challenges of environmental conservation, economic development, and social
inclusion. Building on the successes of the first phase (2014-2020), the second phase focuses on two
complementary programmes:

e SUSTAIN Pro - Productive Landscapes for Inclusive Growth:
SUSTAIN Pro enhances sustainable food systems and productive landscapes in Mozambique
and Tanzania by scaling up sustainable agricultural solutions, restoring land health, and
investing in inclusive and sustainable value chains to support long-term environmental and
economic resilience.

e SUSTAIN Eco - Ecosystem  Stewardship  for  Sustainability —and  Growth:
SUSTAIN Eco focuses on promoting healthy ecosystems and prosperous communities in
Tanzania by strengthening governance and rights, implementing sustainable management
practices, and catalyzing investment in biodiversity protection and ecosystem restoration

SUSTAIN Eco operates in two key Tanzanian landscapes, Sumbawanga and Kilombero, with the
overarching goal of integrating sustainable resource management practices that balance economic
growth, biodiversity conservation, and community well-being. The project aligns with Tanzania’s
national development priorities, including Vision 2025 and the National Environmental Policy, ensuring
relevance to both local needs and national goals. Running from December 2022 to Mid-2026, thanks to
a recent extension, the project is implemented in partnership with the African Wildlife Foundation
(AWF) and SNV Netherlands Development Organisation (SNV), with funding from the Swedish

International Development Cooperation Agency (Sida).

SUSTAIN Eco’s vision for change outlines its approach to fostering resilient ecosystems and
communities through sustainable and inclusive resource management. This vision is captured in the

SUSTAIN Theory of Change (ToC), which provides a strategic framework for achieving the project’s

15
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objectives — The ToC is available in Appendix I. The ToC is structured around three interconnected

pathways:

1.

Strengthening Governance - Central to the project’s vision is the establishment and
enhancement of governance structures such as Village Natural Resource Committees (VNRCs)
and Water User Associations (WUAs) but also Forest and Farm Producer Organisations (FFPOs)
as private governance mechanisms linked to agricultural production. By equipping these bodies
with the tools and knowledge to make informed decisions, the project ensures inclusive and
sustainable management of natural resources. Special focus is placed on empowering women,
youth, and vulnerable groups to assume leadership roles, contributing to balanced decision-
making.

Enhancing Ecosystem Health - The project integrates Integrated Landscape Management (ILM)
and Nature-based Solutions (NbS) to restore degraded ecosystems, enhance biodiversity, and
promote sustainable agricultural practices. These efforts address challenges such as land
degradation and build resilience to climate change for both ecosystems and communities.
Developing Innovative Financial Mechanisms - Financial sustainability is a cornerstone of the
project’s vision. By strengthening and supporting existing structures such village Community
Conservation Banks (COCOBAs), SUSTAIN Eco enhances access to grants, credits, and carbon
markets. These financial tools incentivise sustainable resource management and biodiversity
restoration, while supporting local livelihoods. Examples include sustainable agroforestry and

low-carbon projects linked to biodiversity conservation.

The mid-term review assessed the progress of SUSTAIN Eco toward its objectives and provided insights

to guide the second half of its implementation. It also explored the potential need for a second phase,

offering recommendations to enhance long-term impact. The MTR’s objectives are to:

Evaluate project performance in achieving outcomes related to ecosystem health, governance,
and inclusive livelihoods;

Identify barriers, risks, and opportunities to strengthen implementation;

Support learning and adaptation to maximise impact during the remaining project period,;

Ensure accountability to stakeholders, including IUCN, Sida, and local communities.

The review covered the period from the project’s launch in December 2022 to late 2024, focusing on

three main outcomes: strengthening governance, improving ecosystem health and livelihoods, and

16
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catalysing investment in climate resilience. While exploring synergies with SUSTAIN Pro and the broader

SUSTAIN Initiative, the review prioritised SUSTAIN Eco’s performance.

The primary audience for this MTR includes IUCN and Sida as key decision-makers, the project
implementation team, and local partners who will utilise the findings to refine interventions.
Additionally, it serves as a resource for local communities, government stakeholders, and private sector
actors engaged in landscape and ecosystem management, ensuring that insights inform adaptive

strategies and long-term sustainability planning.

The findings presented in this report are the result of rigorous data triangulation, combining qualitative
and quantitative insights to ensure credibility and accuracy — The complete methodology is available in
Appendix II. As part of this process, 36 key informant interviews (Klls) were conducted remotely and
on-site as part of a field visit to Sumbawanga in addition to six focus-group discussions (FGDs), engaging
over 50 stakeholders across project landscapes, including community members, governance structures,
and implementing partners — The detailed list of stakeholders interviewed is available in Appendix Il
In addition, more than 25 key project documents—such as progress reports, MEL plans, studies and
supervision mission findings—were reviewed to provide a comprehensive assessment of the project’s

implementation and achievements.

The MTR was conducted in multiple phases to ensure a systematic and thorough assessment:

1. Inception Phase — This phase involved a desk review of key project documents, development
of the Evaluation Index based on OECD-DAC criteria, and consultations with IUCN to align
expectations. Data collection tools, including Kll guides and FGD protocols, were developed and
validated before deployment.

2. Data Collection Phase — This included qualitative methods (Klls and FGDs) and quantitative
analysis (document reviews, analysis of the databases), with data gathered both remotely and
during the field mission to Sumbawanga.

3. Analysis and Triangulation Phase — Data from different sources (interviews, FGDs, documents)
were compared to ensure coherence and reliability.

4. Reporting and Validation Phase — Preliminary findings were presented to key stakeholders to

validate insights, followed by the preparation of this final report incorporating feedback.

17
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The MTR adhered to ethical standards for research and evaluation, ensuring integrity, impartiality, and
respect for stakeholders. In line with IUCN’s ethical guidelines and OECD evaluation principles, the
review team:
e Obtained informed consent from all participants, ensuring they understood the purpose and
voluntary nature of their involvement.
e Maintained confidentiality and anonymity of responses to protect sensitive information.
e Applied a do-no-harm approach, prioritising the well-being and safety of respondents,

especially in community consultations.

A mixed-methods approach was employed, integrating qualitative and quantitative data to enhance
the depth and validity of findings. The evaluation team:
e Combined interview and focus group insights with document analysis to corroborate findings.
e Used the Evaluation Index as a structured analytical tool, scoring performance across OECD-
DAC criteria.
e Cross-validated emerging themes across different data sources to mitigate bias and enhance
reliability.
However, due to the limited availability of certain stakeholder groups—particularly private sector
representatives and some local governance actors—some findings relied primarily on project
documents rather than direct interviews. In these cases, triangulation was limited, and conclusions
were drawn with careful consideration of available secondary data. Where findings could not be fully

validated across multiple sources, this is explicitly noted in the report to ensure transparency.

To ensure high data quality and consistency, the evaluation followed a structured protocol:
e Systematic documentation: All data sources were logged and referenced for traceability.
e Standardised interview and FGD guides: Ensured uniformity in data collection across different
stakeholder groups.
e Peer review of findings: Draft results were reviewed internally to validate interpretations

before finalisation.

18
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The evaluation team implemented data protection measures aligned with GDPR principles and IUCN
data security guidelines:
e Secure data storage: Interview transcripts, recordings, and notes were stored in secured
systems.
e Access control: Only authorised evaluation team members had access to raw data.
e Anonymisation: Identifying details of respondents were removed in reports and analysis to

uphold confidentiality.

To assess the SUSTAIN Eco project, an Evaluation Index was tailored to the OECD-DAC criteria:
relevance, coherence, effectiveness, efficiency, and sustainability. This index establishes performance
benchmarks through "desired states," linking them to evaluation questions, indicators, and data
collection methods to provide a structured and comprehensive analysis. As simple sliding scale of 1-3
(where 1=poor and 3=good) is employed for each indicator, creating aggregated performance scores
for each evaluation area. For ease of reading, we have converted these scores to align with the Global
Environment Facility (GEF) rating system, taken from the GEF Performance Index. This system provides
a standardised scoring framework, offering a clear and concise summary of progress against

expectations. For each of the OECD-DAC criteria we provide a performance rating as follows:

e Highly Unsatisfactory — the project had severe shortcomings

e Unsatisfactory — the project had major shortcomings

e Moderately Unsatisfactory — the project had noticeable shortcomings
e Moderately Satisfactory — the project had moderate shortcomings

e Satisfactory — the project had minor shortcomings

e Highly Satisfactory — the project had no shortcomings

A detailed explanation of the methodology and calibration for scoring is included in Appendix V.

The review aimed to provide a thorough assessment of the SUSTAIN Eco project’s progress, outcomes,
and alignment with its objectives. However, as with any mid-term evaluation, certain methodological

limitations influenced the scope and depth of the analysis:
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Limited Availability of Stakeholders - While efforts were made to engage a diverse range of
stakeholders, some key groups were unavailable during the review period such as private
sector representatives. Additionally, some key stakeholders were unavailable for interviews in
Kilombero, where engagement proved to be more challenging. A total of 12 stakeholders from
various groups were invited to contribute to this evaluation and only six of them were available
to take partin this process. As a result, insights from this area are more limited. To address this,
the evaluation team relied on an extensive literature review and secondary data to supplement
insights and ensure a balanced perspective. Given that this is a qualitative assessment, the
absence of some key stakeholders in Kilombero does not significantly undermine the validity
of the findings. The analysis remains robust and evidence-based, though further stakeholder
engagement in future assessments could provide additional depth, particularly regarding local
implementation challenges and governance dynamics.

Incomplete and Ongoing Data - Certain data provided during the review reflected ongoing
activities or fell outside the reporting timeframe, resulting in variability in availability and
completeness. These gaps were mitigated by triangulating existing data with findings from
alternative sources to ensure robustness and reliability in the analysis.

Timing of the Evaluation - As a mid-term review, the evaluation occurred while many activities
and interventions were still underway. While some data sources were updated in real-time,
others followed different reporting cycles, making it difficult to consolidate findings into a
single, cohesive picture. As a result, certain aspects of the project’s progress were still unfolding
at the time of the review, limiting the ability to capture a fully synchronised snapshot of
achievements and challenges. To address this, the evaluation team used the most recent
available data while acknowledging that some indicators may evolve further beyond the MTR’s

timeframe.
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2. Findings

Relevance assesses the extent to which the SUSTAIN Eco project’s design responds and to local needs
both at community and government level, partners’ priorities and the specificities of gender, youth,

and vulnerable group considerations.

SUMMARY

The SUSTAIN Eco project performance is highly satisfactory in terms of relevance, demonstrating strong
alignment with local community needs, partner priorities, and national policies. The project’s design is
rooted in extensive consultations, ensuring that pressing issues like water scarcity, land degradation,
and deforestation are addressed while promoting inclusivity through gender equality and youth
participation. Additionally, its alignment with the strategic frameworks of key partners and Tanzania’s
Development Vision 2025 underscores its relevance to sustainable development and ecosystem
stewardship.! While gaps remain in engaging certain vulnerable groups and addressing multisectoral
coordination challenges, the project’s overall approach reflects a well-integrated and responsive

framework to the local context as well as the specific needs of local communities and stakeholders.

Participant Consultation

The SUSTAIN Eco project was designed with a strong emphasis on engaging local communities to ensure
its interventions addressed their specific needs and challenges. From the outset, the project prioritised
community consultations, employing a variety of participatory methods such as public meetings at the
village level, focus group discussions, and workshops with local leaders and resource users. These
efforts created a platform for community members to articulate their concerns and priorities, which
were then integrated into the project’s governance frameworks and resource management plans

(SUSTAIN Eco Baseline Report, 2023; SUSTAIN Eco Inception Report, 2023).

Community consultations revealed pressing issues, including water scarcity, land degradation and
conflict, deforestation, and the need for improved agricultural practices. For example, in Kilombero,

stakeholders highlighted significant challenges with irrigation water management, which led to

1A comparative table providing an overview of how SUSTAIN Eco aligns with Tanzania's long-term development
strategy, the global SDGs, and the African Union’s 2063 Agenda is available on Appendix V.
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activities aimed at enhancing governance structures and promoting equitable access to water
resources. Similarly, consultations in Sumbawanga pointed to widespread concerns about
encroachment on forested lands, prompting the design of interventions focused on sustainable land
use practices. These examples illustrate how the project tailored its strategies to the unique
circumstances of each landscape, reinforcing its relevance to local communities (SUSTAIN Eco Baseline

Report, 2023; SUSTAIN Eco Inception Report, 2023).

A central feature of the project’s consultation process was its commitment to gender equality and
youth inclusion. During the design phase, gender-disaggregated data was collected to identify systemic
barriers, such as limited land ownership and restricted participation in decision-making. These findings
informed targeted strategies to enhance equitable representation in governance and resource
management structures. Consultations with women’s groups and youth leaders further emphasised
the importance of initiatives like joint land ownership schemes and youth inclusion in governance to

promote intergenerational equity (SUSTAIN Eco Inception Report, 2023; Field Klls).

However, while the project took significant steps to include women and youth, gaps remain in the
engagement of other vulnerable groups. People with disabilities, elders, and ethnic minorities, although
identified as target beneficiaries in project documents, were not systematically involved in consultation
processes or prominently represented in the documentation of project activities. This lack of
engagement raises questions about whether these gaps reflect design oversights or challenges in
stakeholder involvement during the planning phase (SUSTAIN Eco Project Proposal, 2022; SUSTAIN Eco
Database, 2024).

Stakeholder consultation

The SUSTAIN Eco project reflects a strong alignment with the strategic priorities of its key partners—
IUCN, SNV, and AWF—by integrating their unique mandates and leveraging their areas of expertise.
The project’s focus on sustainable land and water management aligns with IUCN’s Nature 2030
framework, which supports partners in advancing the ILM approach, implementing NbS interventions,
facilitating MSPs, and engaging at the national level to drive policy coherence (SUSTAIN Eco Inception
Report, 2023; Remote Klls & Field KlIs).

Each partner played a distinct role in shaping the project’s design by contributing specialised expertise:
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e |UCN provided overarching support in applying ILM approaches and NbS interventions,
ensuring coherence with global conservation strategies.

e SNV focused on integrated water resources management bringing its technical expertise to
improve water governance and enhance sustainable water use practices within agricultural and
landscape management.

e AWF contributed its expertise in sustainable agriculture, biodiversity conservation, and human-
wildlife coexistence, ensuring that ecosystem health remained central to project interventions.

Collectively, the three partners play a crucial role in advancing climate-smart and sustainable
agriculture solutions, ecosystem restoration, and governance mechanisms for resilient landscapes.
Their collaboration was strengthened through co-creation workshops and joint planning sessions
during the inception phase, ensuring that interventions were strategically aligned and mutually

reinforcing.

SUSTAIN Eco reflects well the ambitions of Tanzania’s national development agenda, including the
Tanzania Development Vision 2025 and sectoral policies such as the National Environmental Policy and
strategies for water, agriculture, and natural resource management. Early consultations with
government stakeholders ensured that the project’s goals were relevant to national priorities such as
ecosystem restoration, climate resilience, and sustainable livelihoods (SUSTAIN Eco Inception Report,

2023).

To embed the project within national frameworks, co-creation workshops and planning sessions were
conducted at both the national and landscape levels, engaging a diverse set of government entities,
including regional secretariats, district councils, and ward councillors. These efforts aimed to ensure
that ILM principles were aligned with Tanzania’s governance systems while identifying priority areas for
implementation (SUSTAIN Eco Inception Report, 2023; Field Klls & Remote Klls). A key focus of the
project has been on strengthening local governance structures for NRM by working with WUAs and
VNRCs. While these entities are legally established under Tanzanian law, a significant challenge was
that many villages either lacked active committees or had dormant and non-functional structures. To
address this gap, the project has:

e Established new WUAs and VNRCs in villages where they were absent, ensuring broader

community representation in NRM.
e Revitalised inactive committees by providing training, technical support, and capacity-building

efforts to enable them to fulfil their governance roles effectively.
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By embedding these governance structures into the broader ILM approach, the project strengthens
local ownership and enhances the long-term sustainability of natural resource management efforts at

the community level (Field Klls & Remote Klls).

One of the critical challenges flagged during the project’s capacity needs assessment was the lack of
multisectoral coordination in natural resource management, particularly between water and land use
policies. The project seeks to address this through ongoing dialogue with government entities to clarify
overlapping mandates and strengthen governance capacity. Field interviews and meetings with
community leaders and government representatives confirmed that the project has been instrumental
in overcoming compartmentalised approaches to natural resource governance. Specific initiatives
supporting this dialogue include:

e Tours for water protection leaders and a peer assessment of Lake Kirua, fostering cross-sector
learning and collaboration.

e SNV-led coordination of Land, Water, and Forest authorities, facilitating joint decision-making
and removing institutional silos.

e Landscape-level, rather than sector-specific, dialogue approaches, promoting holistic resource
management strategies.

e District-level collaboration, as noted by a district council officer, which reported that the project
has aligned and integrated different departments within the council, improving internal
coordination after restructuring.

e Improved policy harmonisation efforts, as emphasised by a representative from a regional
authority, who highlighted the need for continued stakeholder engagement to align policies
and prevent conflicts.

Through this work, SUSTAIN Eco not only aligns with government priorities but also addresses systemic
gaps in natural resource management (SUSTAIN Eco Capacity Needs Assessment, 2023; SUSTAIN Eco
Project Proposal; Field Klls & FGDs).

Beyond government and implementing partners, the project actively engaged a diverse range of
stakeholders, including civil society organisations (CSOs), private sector entities, and international
organisations. These consultations ensured that perspectives from across sectors were reflected in the

project’s framework, enhancing its inclusivity and relevance.
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Engagements with organisations like the Tanzania Forest Conservation Group and SAGCOT, as well as
private sector partners like the Kilombero Sugar Company, integrated diverse insights into the project
design and areas of work. A detailed stakeholder analysis emphasised the inclusion of local governance
structures, such as VNRCs and WUAs, as critical partners in implementing the project (SUSTAIN Eco

Inception Report, 2023; Remote Klis).

Contributions from CSOs and private sector actors have been central to aligning project interventions
with local priorities while leveraging specialised expertise. For example, the grassroot level NGO REMSO
played a key role in supporting community mobilisation for the establishment of WUAs in Sumbawanga.
Similarly, the partnership with the CEO Roundtable of Tanzania expanded the adoption of the Tanzania
Sustainable Finance Principles, building on the groundwork laid by the previous phase of the SUSTAIN
Initiative (Remote Klls & Field Klls).

Coherence assesses how well the project aligns with other initiatives, policies, and strategies at local,
national, and international levels while also looking at internal alignment with the SUSTAIN Initiative

and with partners” mandates.

SUMMARY
SUSTAIN Eco’s alignment with national and regional policy frameworks, as well as international
frameworks like the SDGs, the African Union’s Agenda 2063, and IUCN’s Global Standard for NbS is

highly satisfactory. The project’s structure reflects a clear commitment to integrating ecosystem

restoration, governance strengthening, and sustainable livelihoods into its design, with well-defined
objectives and a comprehensive ToC. However, challenges remain in operationalising these
frameworks, with a need to better capture long-term systemic impacts and improve communication
among partners and stakeholders. Despite these gaps, the project’s clear alignment with global,
national, and partner priorities, combined with efforts to address cross-cutting issues like gender and
youth inclusion, highlights its overall coherence as a strategically aligned and contextually responsive

initiative.
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External Alignment

SUSTAIN Eco aligns well with Tanzania’s national and subnational policy frameworks, ensuring its
activities address critical priorities such as sustainable land use and management, ecosystem
restoration, and climate resilience. The project draws directly from the Tanzania Development Vision
2025, the National Environmental Policy of 2021, and the National Climate Change Response Strategy
2021-2026. By adopting shared indicators and methodologies, SUSTAIN Eco enhances its alignment
with national strategies. For instance, land tenure security is tracked through the issuance of land titles,
reflecting a key metric in Vision 2025. Similarly, progress in climate resilience is monitored using
indicators such as the adoption of climate-smart agricultural practices and hectares of restored
ecosystems, in line with the national response strategy priorities. Governance improvements, including
the establishment and strengthening of WUAs and VNRCs, mirror participatory approaches embedded

in Tanzania’s policy frameworks.

At the subnational level, the project effectively integrates with regional development plans in Rukwa
and Morogoro, complementing existing strategies for land and water resource management. Through
technical and financial support, SUSTAIN Eco addresses governance gaps while promoting innovative
initiatives such as PES. These efforts not only enhance policy adaptability but also strengthen the

project’s relevance to regional priorities (SUSTAIN Eco Inception Report, 2023; Remote Klls).

As a member of the project partners noted, “the project aligns well with Tanzania's Development Vision
2025 and the Sustainable Development Gaols (SDGs). By promoting sustainable farming and water

resource conservation, it directly supports key national and global goals”.

SUSTAIN Eco’s contributions extend beyond national priorities, aligning strongly with international
frameworks such as the SDGs, the African Union’s Agenda 2063, and the African Restoration Initiative.
The project supports all 17 of the SDGs, its main components are directly linked to:
e SDG 6 (Clean Water and Sanitation): By enhancing water governance through ILM approaches
and restoring riparian zones and wetlands.
e SDG 13 (Climate Action): By promoting climate-smart agriculture and embedding climate

resilience considerations into governance frameworks.
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e SDG 15 (Life on Land): Through ecosystem restoration, efforts to combat land degradation, and

reforestation activities.

In addition to the SDGs, SUSTAIN Eco integrates IUCN’s Global Standard for NbS into its interventions,
ensuring ecological integrity while addressing societal challenges. Ecosystem restoration, livelihood
enhancement, and social equity—core principles of NbS—are embedded in the project’s approach.
Initiatives like COCOBAs foster economic resilience among local communities while promoting
sustainable resource management. By ensuring that NbS principles are integrated into governance
structures, the project reinforces its compatibility with global conservation priorities and international

best practices (SUSTAIN Eco Inception Report, 2023).

SUSTAIN Eco demonstrates coherence through its proactive engagement with international
frameworks and extensive stakeholder collaboration with global organisations such as the United
Nations Environment Programme (UNEP) or the Global Environment Facility (GEF). During the project
design phase, stakeholder mapping helped identify potential overlaps and avoid duplicating efforts in
its landscapes. Furthermore, SUSTAIN Eco’s participation in knowledge-sharing platforms on ILM and
NbS underscores its commitment to global conservation priorities. These engagements ensure that the
project remains aligned with international best practices, while fostering synergies with relevant actors
in the conservation and sustainable development sectors (Remote Klls; SUSTAIN Eco Inception Report,

2023).

Internal Alignment

SUSTAIN Eco is closely aligned with IUCN’s Nature 2030 Programme, mirroring critical areas of this
strategic approach to contribute to a healthy and equitable planet for people and nature. While the
project does not directly report against Nature 2030’s indicators, its activities embody the programme’s
impact targets, reinforcing IUCN’s broader mission to foster a healthy and equitable planet for people
and nature (SUSTAIN Eco Inception Report 2023; SUSTAIN Eco Semi Annual Reports, 2024; SUSTAIN
Eco Database, 2024; Remote Klls). SUSTAIN Eco’s contributions to Nature 2030’s Impact Targets
include:

e People — Impact Target P2: The project strengthens equitable and effective governance of

natural resources at multiple levels. Through the establishment and revitalisation of WUAs and
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VNRCs, SUSTAIN Eco enhances inclusive decision-making in natural resource management,
ensuring that governance structures benefit both communities and ecosystems.

e land —Impact Target L2: The project contributes to the long-term sustainability of production
landscapes, integrating climate-smart and sustainable agricultural solutions with ecosystem
restoration. For instance, the restoration of 100,000 hectares of degraded land supports the
safeguarding of nature’s value and benefits, ensuring resilient landscapes that balance
productivity and conservation.

e Water — Impact Target W2: By implementing integrated water resources management
approaches and strengthening community-based water governance, SUSTAIN Eco improves
equitable access to water resources and enhances water-related ecosystem services. This is
particularly evident through the project’s support to WUAs, ensuring water management
structures effectively allocate and regulate usage in line with environmental sustainability.

Additionally, initiatives like COCOBAs which promote sustainable land-use planning and livelihood
diversification, resonate with [UCN’s vision of connecting people with nature, fostering socio-economic

benefits while safeguarding ecosystems.

From its inception, SUSTAIN Eco has demonstrated strong compliance with IUCN’s guidelines for
project management and quality assurance. The project was carefully designed using a robust ToC and
situation analysis, incorporating stakeholder inputs to ensure its relevance to the Kilombero and
Sumbawanga landscapes. Environmental and social risks were proactively addressed through
adherence to IUCN’s Environmental and Social Safeguards Framework, minimising potential negative

impacts.

Monitoring and evaluation are at the heart of the project’s adaptive management approach. A
comprehensive M&E Plan defines objectives, indicators, and sustainability strategies, providing a
roadmap for tracking progress (see further analysis of the MEL framework below). Supervisory missions
and mid-term reviews ensure that the project remains responsive to changing circumstances, while
annual work plans and financial monitoring foster transparency and accountability. By following IUCN’s
Project Guidelines and Standards, SUSTAIN Eco ensures that every stage of its implementation adheres

to high standards of performance and impact.
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Collaboration lies at the heart of SUSTAIN Eco’s design, aligning with IUCN’s One Programme Approach.
The project has engaged IUCN’s thematic areas, including the Water and Wetlands team, to ensure its
interventions address both local needs and global conservation priorities. By leveraging IUCN’s
expertise and networks, the project benefits from a cohesive strategy that integrates field-based

implementation with broader thematic support.

While the project conceptually aligns with the One Programme Approach, practical implementation of
this coordination has encountered challenges. Shared planning meetings and collaborations with
IUCN’s technical teams have supported the alignment of activities but have not been consistently
operationalised. For example, opportunities to deepen engagement with other IUCN programmes, such
as those focused on gender, biodiversity, and climate resilience, have not been fully explored.
Strengthening these collaborations would allow the project to benefit further from IUCN’s collective

knowledge and maximise its impact as an integrated initiative.

The project has taken meaningful steps to integrate gender and youth considerations into its design
and implementation, guided by the Gender and Youth Action Plan. Through targeted capacity-building
and training, community-level governance structures—such as WUAs, VLUMs, and VNRCs—have been
equipped to address gender equity and youth participation. Progress is tracked through supervision

missions, which monitor women’s and youth involvement in decision-making and governance.

However, stakeholders have noted areas for improvement, particularly in the systematic monitoring of
gender outcomes and the collection of gender-disaggregated data. Cultural barriers that limit women’s
roles in governance persist, underscoring the need for enhanced capacity-building and closer oversight.
While these gaps present challenges, they also offer opportunities to strengthen the project’s

contributions to gender equity in future phases.

SUSTAIN Eco operates within the broader framework of the SUSTAIN Initiative, designed to harmonise
economic growth with ecosystem stewardship. A key component of this alignment is its collaboration
with SUSTAIN Pro, which emphasises sustainable agricultural practices and productive landscape while

SUSTAIN Eco focuses on healthy ecosystems and prosperous communities. The two projects co-
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developed a shared ToC and governance structures, reflecting strong theoretical coherence. During the
design phase, both projects engaged in joint planning processes to ensure alignment, with activities
such as land restoration, sustainable agriculture, and capacity-building for WUAs and VLUCs

demonstrating their interconnected goals (SUSTAIN Initiative Framework, 2024; Remote Klls).

However, translating this theoretical alignment into practical collaboration has, on occasion, proven
challenging. Stakeholders reported that while SUSTAIN Eco and Pro are intended to complement each
other, they often function in parallel rather than as fully integrated initiatives. For example, in the
Kilombero landscape, shared activities like sustainable land use planning and community capacity-
building have been implemented independently by each project, reducing opportunities for synergy.
This disconnect has been attributed to limited joint planning, inconsistent communication, and
logistical barriers, such as differences in resource allocation and per diem structures mandated by the

government (Field KlIs; Remote Klls).

Local stakeholders, including district-level government officials, emphasised the need for more regular
cross-project planning meetings, joint M&E visits, and opportunities for shared learning. One official
remarked, “information is inconsistent and does not go through the official channels; there should be
quarterly planning meetings and joint M&E visits.” Another highlighted the lack of access to detailed
project workplans, which they believe would facilitate better coordination and more effective

community engagement.

Additionally, while shared human resources within IUCN have improved some aspects of coordination,
interactions between implementing partners such as SNV and AWF across both projects remain
infrequent. This limits the exchange of lessons learned and undermines the potential for cohesive
branding of SUSTAIN projects as a unified initiative. Team members from SNV and AWF expressed a
desire for joint learning initiatives, such as cross-project visits and success story-sharing platforms,
which have been less frequent than anticipated due to logistical challenges and resource constraints

(Remote Klls; Field Klls).

Despite these challenges, the shared ToC provides a solid foundation for collaboration, and
stakeholders remain optimistic about the potential to strengthen practical integration. Addressing
operational gaps through improved communication, regular joint planning and monitoring sessions,
and better resource-sharing mechanisms will be critical to realising the full synergy envisioned by the

SUSTAIN Initiative.
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Structural Coherence

The SUSTAIN Eco project’s objectives are clearly defined and align with the overarching goals of the
SUSTAIN Initiative. Stakeholders, including IUCN staff, implementing partners, and local governance
bodies, generally understand the project’s activity and output-level objectives. However, there is less
clarity and emphasis on the broader, long-term outcomes that SUSTAIN Eco aims to achieve, such as
systemic governance improvements, improvements in employment or income, and sustained

ecological resilience (Field Klls & Remote Klls).

Communication gaps among stakeholders have contributed to these challenges. Many local actors find
technical concepts like ILM and NbS difficult to apply practically, underscoring the need for targeted
training and more accessible messaging. Additionally, regional officials have expressed some confusion
about the roles of SNV and AWF in the project’s implementation. With SNV leading activities in
Sumbawanga and AWF in Kilombero, many stakeholders primarily interact with the partner operating
in their landscape, limiting their awareness of the complementary contributions of the other partner.
While this division aligns with the project’s branding under the SUSTAIN Initiative, improved
communication could enhance stakeholder appreciation of the project’s collaborative nature (Field Klls

& Remote Klls).

SUSTAIN Eco’s ToC offers a framework for achieving its goals of ecosystem stewardship, biodiversity
conservation, and community resilience. Structured around three key pathways—strengthening
governance, promoting ILM, and investing in ecosystem restoration—the ToC integrates cross-cutting
themes like gender equality, sustainable agriculture, land health, nature-based solutions, and
community empowerment. This alignment ensures that the ToC reflects the project’s objectives while
providing a strategic foundation for its interventions (SUSTAIN Eco Inception Report, 2023; MEL Plan,
2024).

While the ToC provides some clarity on the synergies between Eco and Pro at a conceptual level, how
this translates into practical action remains a challenge. “The joint ToC and results framework provide
alignment between SUSTAIN Pro and Eco, but more effort is needed to operationalise synergies in shared

landscapes like Kilombero”, according to one project team member. Despite its robust design, the
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operational focus of SUSTAIN Eco has leaned toward delivering measurable outputs, such as the
number of governance structures established or hectares protected, rather than capturing long-term
systemic changes. This output-driven approach has highlighted the need for stronger alignment
between the ToC and operational planning. Moreover, while the ToC acknowledges that capacity-
building is a key enabler of change, its current formulation could benefit from a more explicit
consideration of the complex, non-linear factors that influence behavioural shifts. The assumption that
strengthened capacities within existing institutions and governance structures will lead to sustained
commitment and balanced decision-making is valid but does not fully account for the structural and
contextual barriers that often hinder such transitions. Entrenched cultural norms, competing interests,
and power dynamics can slow or even obstruct the intended outcomes of capacity-building efforts
(Field Klls & Remote Klls). To strengthen the ToC'’s practical application, future revisions could consider:

e Integrating a phased approach to behavioural change: Acknowledging that shifts in governance
and resource management practices do not occur linearly and specifying progressive stages of
capacity-building adoption.

e Recognising the importance of sequencing activities to enable effective implementation:
Activities around capacity development could benefit from a stronger link with practical
applications. For example, women participating in the agroforestry trainings might not all have
land titles, if structural barriers like lack of land ownership are not addressed first, participants
may struggle to apply the skills they acquire, leading to gaps in implementation. Future ToC
revisions should better account for these dependencies, ensuring foundational barriers are
tackled early to enable meaningful progress.

e Incorporating long-term mentoring and peer-learning mechanisms: Formalising follow-up
strategies beyond initial training sessions to reinforce adoption and create sustained learning
pathways.

With these refinements, future iterations of the ToC could enhance the project’s ability to translate
conceptual synergies into actionable and sustainable outcomes while ensuring that sequencing

challenges do not slow or limit progress (Field Klls & Remote Klls).

Additionally, stakeholders have suggested refining the ToC to reflect specific landscape contexts, such
as the overlap of SUSTAIN Eco and Pro in Kilombero, and conducting regular reviews to update
assumptions based on emerging learnings. Integrating the ToC more explicitly into adaptive
management strategies and operational planning would strengthen its strategic value and relevance

over the course of the project (Remote Klls).
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The project’s results framework has much to commend. Its structure, including hyperlinked backend
data tabs, allows stakeholders to validate high-level results while exploring detailed, disaggregated data
as needed. The accompanying logical framework document provides further clarity by articulating
assumptions and means of verification, and by providing transparency and clarity on how results are

tracked and measured (MEL Plan, 2024).

While the framework is good at tracking numerical outputs, such as hectares restored or people
trained, it places less emphasis on qualitative or systemic changes. Indicators of long-term impact, such
as shifts in community attitudes, governance practices, or ecological resilience, are underrepresented,
creating a risk of overlooking critical aspects of the project’s strategic goals, and negating opportunities
to test the efficacy of project activities in contributing to the project’s goals. It is encouraging to note
that IUCN is beginning to introduce outcome harvesting approaches to capture these sorts of change

for the future, facilitating a more nuanced analysis at project endline.

Strengthening the framework to balance quantitative metrics with qualitative indicators would enhance
its capacity as a strategic planning tool, ensuring it effectively captures progress toward long-term,
transformative goals. Further exploration of the indicators’ effectiveness and operational challenges

will be discussed under the effectiveness and efficiency sections.

Effectiveness assesses the progress made toward achieving the project’s objectives and the extent to
which the project has delivered results against its intended outcomes, while also identifying barriers

and opportunities for enhancing impact.

SUMMARY

The SUSTAIN Eco project has shown a satisfactory level of effectiveness, making progress in its goals to
strengthen governance structures, enhance ecosystem health, and promote inclusive livelihoods. Key
achievements include the improved leadership within VNRCs, WUAs, and VLUMSs, and widespread
adoption of climate-resilient practices like agroforestry. However, cultural barriers still limit women’s
and youth’s influence in decision-making, despite increased representation. Efforts to promote gender
equality have advanced, but deeply rooted norms and resource gaps require continued attention.

Collaborations between implementing partners —AWF, SNV, and IUCN— have been crucial, leveraging
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expertise and funding, though gaps in communication and branding limit their impact. While the project
has achieved impressive breadth across multiple objectives, feedback suggests that a greater focus on
depth—particularly in consolidating systemic change, sustaining outcomes, and ensuring inclusivity—
would enhance long-term impact. Addressing these challenges and refining the balance between

breadth and depth will be critical to maximising the project’s overall effectiveness.

Progress towards Outcome 1: Coordination strengthened amongst governance structures for

sustainable and inclusive management of natural resources

SUSTAIN Eco has made notable strides in strengthening multi-level governance structures to promote
sustainable natural resource management. By the mid-term review, the project has achieved 68% of its
target under Qutput 1.1, with 26 natural resource management (NRM) committees strengthened. This
progress has fostered greater integration among local governance bodies, with VNRCs, WUAs, and
VLUMs establishing clear leadership roles and achieving over 80% active participation. Based on the
discussions and the observations during the field visit, it was confirmed that there is a good level of
participation from women and representatives of vulnerable groups, reinforcing the project’s
commitment to inclusivity. Encouragingly, most committees have achieved at least one-third female
membership, reflecting the project’s commitment to inclusivity (SUSTAIN Eco Database, 2024; Field
Klls).

Despite these gains, challenges persist in ensuring standardised reporting across governance
structures. Few NRM committees use a uniform reporting format, which hampers the comparability
and comprehensiveness of data. This gap was also highlighted in field interviews, where government
officials emphasised the need for regular and structured reporting mechanisms: “We need quarterly
reports too so that we are up to date on project status, quarterly project implementation review
meetings haven’t happened recently.” The absence of standardised, periodic reporting limits
opportunities for alignment with government activities, adaptive management, and informed decision-
making. Addressing this will require targeted capacity-building in reporting practices and improved
coordination mechanisms to ensure that project findings, plans, and progress updates are

systematically shared and integrated (SUSTAIN Eco Database, 2024; Field Klls).
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MSPs established by the project have enhanced coordination among government agencies, private
sector actors, and communities. Policy briefs on deforestation and water management, developed
through these platforms, have informed district-level decision-making, particularly in Sumbawanga,
where MSPs supported the enforcement of existing land-use and conservation laws. Reflecting on their
role, a member of the project team stated, “MSPs are key pillars of Outcome 1 in SUSTAIN Eco. While
some progress has been made, there’s still more to be done to activate these partnerships effectively”.
Indeed, the influence of MSPs at the national level has been constrained by top-down policy
formulation processes, which often face resistance from politically entrenched interests. District
officials have also reported insufficient communication about project indicators and achievements,
hindering the ability of MSPs to foster a truly collaborative environment. Addressing these
communication gaps and formalising MSP roles could strengthen their effectiveness as coordination

mechanisms for ILM (Field Klls; Supervision Mission Report, 2023).

The project has made significant progress in promoting gender equity within governance structures.
Women’s leadership roles in NRM committees increased from 11 to 41 across 34 villages by 2024,
demonstrating a clear shift toward more inclusive governance. As mentioned by a project staff member,
“We’ve been contributing to changing dynamics in leadership. For example, we see women being elected
to leadership positions in cooperation societies due to project sensitisation efforts”, referring to a
campaign led during the election period in Tanzania which has been highlighted as one of the successes
of the project in regard to the promotion of gender equity and women’s empowerment. Despite this
progress, it has been uneven, with districts such as Nkasi recording only one woman in leadership
positions across four villages. Cultural norms continue to restrict women’s participation, with some
community stakeholders noting that women often face barriers to openly contributing to decision-
making processes, such as being expected to prioritise household responsibilities over attending
meetings or lacking the confidence to voice their opinions in predominantly male-dominated settings

(Field Klls).

Youth representation has also improved, increasing from four participants at baseline to 16 in 2024,
particularly in districts like Sumbawanga, Kalambo, and Mpanda (SUSTAIN Eco Database, 2024).
However, in other areas, youth participation remains limited due to cultural expectations that require
young people to establish themselves within the community—often through land or livestock

ownership—before being considered for leadership roles (Field Klls).
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Progress in including other vulnerable groups—such as elders, people with disabilities or ethnic
minorities—has been less pronounced. While diversity is mandated within governance structures, their
participation often remains superficial. For example, representatives of vulnerable groups in
committees are sometimes viewed as symbolic figures rather than active contributors. Barriers such as
mobility limitations, domestic responsibilities, and stigmatisation hinder meaningful engagement for

persons with disabilities, elders, and other vulnerable populations (Remote Klls; Field Klls).

SUSTAIN Eco has made significant progress in strengthening multi-level governance and promoting
inclusive resource management. By 2024, 68% of villages have adopted participatory resource
management practices, and 75% of governance structures are aligned with district and village priorities.
These achievements reflect improved vertical coordination, facilitated by clear reporting channels and
capacity-building efforts. However, the data provided suggests that such alignment is not as clear at
the horizontal administration level as there are less interactions between VNRCs, VLUMs, and Water
Basin Authorities, hindering the effective management of shared resources like water and forests

(SUSTAIN Eco Database, 2024; Supervision Mission Report, 2023).

The inclusion of women and youth in governance structures has increased, with many committees
achieving at least one-third representation for women. However, vulnerable groups, such as persons
with disabilities and elders, remain underrepresented, limiting the diversity and inclusivity of
governance bodies. Efforts to enhance meaningful participation for all groups will be crucial to

addressing this gap (Field Klls; SUSTAIN Eco Database, 2024).

Progress in promoting equitable land tenure has been notable, out of the 334 certificates issued, 46%
were issued to men, 36% to women and 18% in co-ownership with husbands. These steps represent a
shift toward greater gender equity, though delays in formalising titles highlight ongoing implementation
challenges. Ensuring timely issuance and expanding outreach efforts will be key to sustaining this

progress (SUSTAIN Eco Database, 2024; Field Klls).

Emerging benefit-sharing mechanisms in Mlimba and Kilosa offer promising examples of linking
resource management to community benefits. Discussions with district authorities reinforced the
importance of formalised benefit-sharing frameworks to sustain governance structures, one of them
mentioned that “benefit-sharing is governed by rules and procedures that should be in place to ensure

that village committees see the fruit of their work. If we did joint M&E, we would identify such issues
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and resolve them early. This is also necessary for the sustainability of these committees”. Similarly,
another district level authority emphasised the need for revenue-sharing mechanisms from law
enforcement penalties, noting that "leaders need to understand that revenue generated from law
enforcement needs to go towards the respective villages and support the needs of VNRCs—otherwise,
these committees will die out." Regarding this last point, community members also mentioned that
penalties for illegal grazing and encroachment are inconsistently enforced, with herds belonging to
politically connected individuals often overlooked, while fines are imposed selectively. Additionally,
confiscated cattle are frequently reclaimed by district authorities rather than benefiting village councils,
creating frustration and diminishing incentives for local enforcement efforts. Another challenge is that
village councils have limited jurisdiction over conservation areas, requiring them to escalate cases to
the district level, where decisions on penalties and revenue distribution are made—often without
ensuring financial benefits for local enforcement groups (Field Klls & Field FGDs). These issues pose
significant risks to the sustainability of village committees, as the lack of financial incentives and uneven
enforcement undermine local trust in the system. Addressing these gaps will require strengthening
cost-benefit sharing mechanisms, improving enforcement transparency, and clarifying the roles of
village and district authorities in revenue allocation to ensure that local governance bodies remain

functional and motivated.

Progress towards Outcome 2: Integrated landscape management improves ecosystem health

and generates inclusive business and livelihood opportunities, especially for women, youth,

and vulnerable groups

SUSTAIN Eco has made good strides in building the capacity of local governance bodies and fostering
biodiversity stewardship. By 2024, the project surpassed its target, achieving 102% completion in
equipping VLUMs, VNRCs, and WUAs with the skills needed to implement legal frameworks for natural
resource management. Additionally, all biodiversity-integrated village land-use planning targets were
met, empowering communities to enforce sustainable practices and effectively manage shared

resources (SUSTAIN Eco Database, 2024).

Farmer capacity-building efforts, focused on promoting climate-smart agricultural practices such as
agroforestry and water-efficient irrigation, reached 58% of the target. However, the effectiveness of

these efforts has been hindered by overly technical training materials that fail to account for the varied
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literacy levels within communities. As mentioned by a regional officer, “the project has taught farmers
sustainable farming practices and climate smart agricultural practices in relation to their specific
contexts... but their understanding is limited and they're learning very slowly”. While demonstration
plots and practical activities have been integrated into capacity-building efforts and are encouraging
the adoption of sustainable practices among WUA members, feedback from community members—
particularly in Sumbawanga—suggests that these approaches are not yet fully accessible or sufficient
for all farmers. Field feedback emphasised that while some farmers benefit from demonstration plots,
others—particularly those with lower literacy levels—still struggle to grasp complex concepts without
additional tailored, hands-on support. Stakeholders noted the need for more interactive, step-by-step

guidance and peer learning opportunities to reinforce training and improve adoption rates (Field FGDs).

Community awareness campaigns, including biodiversity training and school outreach programmes,
have been pivotal in enhancing understanding of ecosystem health. Participants highlighted their
increased appreciation of wildlife’s role in ecosystem balance and the importance of pollinators for
agricultural productivity. Demonstration plots and participation in water source restoration have
further encouraged sustainable practices such as agroforestry and improved water management, which

are gaining traction among WUA members (Supervision Mission Report, 2023; Remote Klls; Field Klls).

However, challenges such as economic pressures, cultural norms, and inconsistent enforcement of
regulations continue to undermine the adoption of sustainable practices. For example, uneven
implementation of penalties for encroachment or overgrazing has fostered perceptions of favouritism,
reducing trust in governance structures and enforcement mechanisms (Supervision Mission Report,
2023; Field KllIs, Field FGDs). Recognising this challenge, the SUSTAIN Eco 2025-2026 extension outlines
measures to balance incentives with disincentives to improve compliance and reduce encroachment
on protected areas (SUSTAIN Eco 2025-2026 Top-Up Concept Note, Nov. 2024). Planned interventions
include the establishment of water troughs and designated grazing plots with enhanced grass varieties,
ensuring that local communities have alternative, well-managed areas for livestock grazing. By
integrating incentives (such as improved fodder availability and access to water) with stricter
enforcement of encroachment penalties, the project will aim to enhance trust in governance structures

while making sustainable land-use practices more practical and beneficial for communities.

The absence of follow-ups after initial training sessions has also been flagged as a critical gap, with
community members emphasising the need for refresher courses and ongoing technical support. As a

way forward, project teams could explore performance and competence-monitored training plans, as
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well as matrices for self-assessment of community groups to cover the range of skillsets. Without these
reinforcements, knowledge retention and long-term behaviour change remain inconsistent.
Additionally, the training's reliance on financial incentives for attendance may inadvertently diminish
participants’ intrinsic motivation to sustain these practices, highlighting the need to align training
benefits with tangible improvements in productivity or cost savings (Field Klls; Supervision Mission

Report, 2024).

The project has made significant progress in promoting Environmental and Social Management
Standards (ESMS) adoption among businesses, achieving 94% of its target for supporting enterprises
and cooperatives in implementing Inclusive Green Growth principles. Notably, the Kilombero Sugar
Company has integrated ESMS principles to mitigate land-use conflicts and enhance water resource
management, serving as a model for sustainable agricultural practices. Similar efforts in Kilombero and
Sumbawanga landscapes have encouraged cooperatives to reduce encroachment into protected areas

and adopt water management measures (SUSTAIN Eco Database, 2024; Remote Klls).

Agrochemical waste management sensitisation campaigns achieved an impressive 344% of their target,
driven by widespread farmer participation. However, the significant overachievement highlights the
likelihood that the original targets may have been underestimated. While these campaigns have led to
increased adoption of sustainable practices like managing agrochemical runoff, knowledge transfer
remains incomplete. Some farmers replicated specific techniques, such as improved tomato and onion
cultivation, while neglecting broader environmental aspects, such as reducing agrochemical use. This
suggests that a prioritisation of breadth of coverage may have come at the expense of depth of impact.
Strengthening the reinforcement of training outcomes and expanding technical support will be

essential to ensure comprehensive adoption of sustainable practices (Field KllIs).

Persistent barriers, including limited access to affordable loans and gaps in technical capacity, restrict
the wider adoption of ESMS principles. Smaller cooperatives, in particular, face difficulties
implementing water conservation initiatives due to inadequate infrastructure and training.
Stakeholders have recommended tailored support, including partnerships with government agencies
and private sector leaders, to bridge these gaps and foster inclusive green growth (Supervision Mission

Report, 2023).
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SUSTAIN Eco has made substantial progress in promoting sustainable land management through
community-based natural resource management (CBNRM) initiatives, exceeding its target and attaining
136% as of this mid-term review. Most of this progress is concentrated in the Kilombero landscape,
where biodiversity-integrated village land-use plans have successfully mainstreamed sustainable
practices. These plans established clear land-use demarcations for conservation, grazing, and
agriculture, reducing resource conflicts and enhancing ecosystem health (SUSTAIN Eco Database, 2024,

Field Klls).

This achievement reflects the project’s focus on integrating biodiversity conservation, climate
resilience, and sustainable agricultural practices into land-use decisions. The plans have fostered
community ownership and aligned resource management with local needs. By the end of year two of
the project, 7 815 hectares of land in Sumbawanga and 54 968 hectares in Kilombero were reported to
be under sustainable management. However, the lack of a baseline for these figures makes it difficult
to assess progress or analyse the significance of these numbers against the effectiveness of the project

(SUSTAIN Eco Database, 2024).

Despite clear advancements, challenges remain in assessing broader environmental impacts due to the
lack of interim indicators that track progress over time. While SUSTAIN Eco applies the Land Health
Monitoring Index (LHMI)—which includes ecosystem health indicators such as biodiversity recovery
and water quality—these results are not currently captured in the project’s database, making it difficult
to assess progress at this interim stage (SUSTAIN Land Health Booklet 2024; LHMI Presentation 2024;
SUSTAIN LHIM Summary Dataset 2024; SUSTAIN Eco Database 2024). Additionally, LHMI assessments
began in Kilombero and Ihemi and will be scaled up in Sumbawanga, meaning comprehensive data
across all landscapes is not yet available. To fully capture the project’s contributions and demonstrate
long-term environmental outcomes, enhanced monitoring systems and interim data reporting
mechanisms are needed to ensure regular progress tracking and integration into decision-making

processes.

Progress towards Outcome 3: Investment in the protection and restoration of ecosystems and

their services strengthens climate resilience for people and ecosystems
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SUSTAIN Eco has made significant strides in building local capacity to implement ILM and NbS practices,
particularly in the areas of climate-smart agriculture, ecosystem restoration, and biodiversity
monitoring. A key achievement is the successful training of all targeted Village Game Scouts (VGS) in
using SMART technology for biodiversity tracking. This has enhanced the VGS’s ability to monitor
wildlife and environmental threats, enabling more data-driven conservation planning. Additionally, 80%
of the target for establishing and strengthening WUAs has been achieved, with most WUAs meeting
key operational requirements. All six WUAs are now able to facilitate acquisition of water permits to

users (SUSTAIN Eco Database, 2024).

Reflecting on the project’s achievements, one project staff member highlighted, “in Kilombero, we’ve
seen significant progress with agroforestry practices, reforestation, and water quality monitoring.” Yet,
“there’s still a need to better integrate nature-based solutions into the project activities”. This
observation underscores a broader challenge: gaps in conceptual understanding of NbS principles
persist among stakeholders. Many community members and local authorities equate NbS solely with
specific activities, such as beekeeping or carbon farming, rather than seeing it as a comprehensive
approach to ecosystem and climate resilience. This narrow interpretation has limited the broader
application of NbS to areas like water management and biodiversity conservation. Stakeholders have
recommended clearer communication materials and refresher training sessions to bridge this gap and

enhance alignment with project goals (Field Klls).

Tree nurseries have emerged as a significant contributor to restoration efforts, with the project
surpassing its target and reaching 113%. These nurseries not only aid biodiversity restoration but also
support livelihoods through seedling sales (SUSTAIN Eco Database, 2024). Eco-friendly beekeeping
activities have achieved 112% of their target but based on the discussions with farmers during the field
visit, it was noted that this practices have yet to be upscaled to be revenue-generating sources for them.
They have highlighted the need to develop a broader strategy that links these initiatives to market
opportunities and sustainable income streams (SUSTAIN Eco Database, 2024; Field Klls). Some
examples include beekeeping and honey as well as by-products—propolis, wax or pollen—production as
they provide a good opportunity for specialised private sector involvement and business model. As
pointed out by a project team member, two parallel studies are currently underway in Mozambique
and Tanzania to assess potential financing mechanisms for existing and emerging value chains within

the project. The objective is to identify viable investment opportunities and sustainable income-
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generation models for communities. By integrating findings from these studies, the next phase of
SUSTAIN Eco could work towards enhancing private sector engagement, developing targeted financing
strategies, and ensuring that sustainable enterprises—such as honey and by-product value chains—are

effectively linked to markets.

Promising outcomes have been observed where NbS and ILM practices are effectively implemented,
though the extent of their impact remains difficult to assess due to limited visible evidence in certain
areas. Agroforestry has reportedly improved soil fertility, but observations from field visits suggest that
vegetative cover remains sparse in some locations, leaving much of the land still exposed. Meanwhile,
boundary demarcations and enforcement strategies have contributed to reduced encroachment into
protected areas, as seen in the regeneration of the Lake Kwela buffer zone and its demarcation efforts.
However, it remains unclear to what extent these results can be attributed specifically to SUSTAIN Eco
or earlier interventions under SUSTAIN 1. Given the reliance on anecdotal evidence from field
interviews, further data collection and monitoring will be necessary to substantiate these claims and

measure long-term environmental impact (Field Klls).

Efforts to establish innovative financing mechanisms for ecosystem conservation and restoration have
yielded mixed results. During the interviews, it was mentioned that a PES scheme piloted in Kilombero
during the first phase of SUSTAIN, involving a company that is now bankrupt, was discontinued without
alternative mechanisms or feasibility assessments in place at the time. However, in the current phase,
a feasibility study and assessment of appetite for PES in the Vidunda sub-catchment is ongoing. This
situation highlights broader challenges related to market infrastructure gaps and potential limited
capacity among potential implementing partners, which could affect the scalability and long-term
viability of PES mechanisms. Ensuring that current feasibility efforts incorporate lessons learned from
past experiences will be crucial to improving the resilience and sustainability of PES initiatives moving

forward (SUSTAIN Eco Database, 2024; Remote Kills).

Stakeholders have emphasised the need to diversify financing strategies by engaging private sector
actors and expanding access to credit facilities for smallholder farmers and cooperatives. During the
field mission to Sumbawanga, it was noted that the project relies on these two groups without
integrating livestock owners who are quite numerous and have stronger financial capacity. Based on
this observation, there appears to be a missed opportunity of capitalising on grazing land management,

which has been noted as a risk to project outcomes due to its extent, political and financial clout.
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Without such measures, restoration efforts risk being constrained by inadequate financial resources.
Addressing this gap will require a coordinated approach that builds the capacity of local stakeholders
to secure and manage sustainable funding streams while exploring partnerships that can provide
technical and financial support (Field Klls). To address this, the SUSTAIN Eco 2025-2026 extension will
introduce enhanced grazing land management strategies to improve sustainability and mitigate risks
(SUSTAIN Eco 2025-2026 Top-Up Concept Note, Nov. 2024). This includes building the capacity of local
stakeholders to secure and manage sustainable funding streams, while also leveraging strategic

partnerships to provide technical and financial support.

The project has achieved notable progress in enhancing skills for climate resilience for communities
and ecosystems, particularly through the adoption of climate-smart agricultural practices. By 2024, 931
out of the 1472 trained farmers are currently implementing agroforestry practices, such as native tree
planting, mixed cropping and soil conservation, thus meeting 116% of this target. These practices are
expected to improve agricultural productivity and soil quality, although more data is needed to
effectively measure the impact of the project’s capacity-building efforts (SUSTAIN Eco Database, 2024).
At this mid-point, it was mentioned by a regional officer that “communities have been deeply engaged
in conservation, and many have shifted their mindset. They now see the value of protecting water
sources and forests through sustainable practices like agroforestry”, indicating an initial shift in

community attitudes.

In addition to farmer engagement, the project has supported community-based conservation efforts
through the provision of grants for conservation champions and local groups, such as COCOBAs. To
date, 67% of the target number of COCOBAs and other conservation groups have received grants to
implement sustainable natural resource management, restoration, and biodiversity conservation
activities (SUSTAIN Eco database, 2024). Highlighting the significance of this progress, a member of the
project partners noted, “in Kilombero, we’ve been able to establish a network of conservation
champions. This milestone has created one vision for the landscape and informed our strategy for better
alignment”. This alignment of efforts across these champions and community groups represents a
critical step in fostering shared goals for landscape management and conservation. However, delays in
implementation and logistical barriers have limited the equitable distribution of resources, particularly
for groups in remote areas. Stakeholders have suggested prioritising investments that not only provide

immediate financial support but also promote long-term sustainable entrepreneurship, such as value-
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added processing of agricultural products, which could provide diversified income streams while

enhancing conservation outcomes (Remote Klls).

Feedback from local stakeholders highlights the need to strengthen the integration of conservation
initiatives with income-generating activities. While adoption of sustainable practices has been
significant, these changes have not consistently translated into improved livelihoods for vulnerable
groups, such as women, youth, and vulnerable communities. For example, although women’s
participation in conservation groups has increased, their access to income-generating opportunities
within these initiatives remains limited, largely due to the need for land, such as to grow food and cash
crops on. Without access to land, their efforts are sporadic and limited to small production of short-
term/annual crops such as vegetables. Addressing these gaps will be crucial to ensuring that climate

resilience efforts are inclusive and sustainable in the long term (Field KlIs; Remote Klls).

Gender & Youth

SUSTAIN Eco has made notable progress in enhancing the participation of women and youth within
governance structures, primarily through capacity-building initiatives and inclusive governance models.
As noted previously, women and youth have increasingly assumed formal roles in bodies such as VNRCs
and WUAs. However, the extent of their influence varies significantly. Many women elected to
leadership positions report limited confidence in contributing during meetings, often deferring to male
colleagues. Similarly, while youth involvement has grown, traditional hierarchies continue to prioritise
the authority of elders, constraining young members from asserting their perspectives in decision-

making spaces (Field Klls & Remote Klls).

Encouragingly, leadership training and awareness campaigns have played a key role in shifting attitudes
toward diversity in governance. Community members interviewed noted a gradual cultural shift, with
some male members actively encouraging women to participate more openly. Despite these advances,
cultural norms and deep-rooted gender roles remain significant barriers. Women, for example,
frequently find their responsibilities confined to administrative tasks rather than substantive decision-
making. Similarly, limited access to training and mentorship opportunities restricts both women’s and

youth’s ability to fully exercise their roles within governance structures (Field Klls & Remote Klls).
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The project has facilitated greater access to resources and opportunities for women and youth through
capacity-building efforts and the promotion of income-generating activities. Training and awareness
campaigns have focused on sustainable livelihoods, resource management, and governance. While
gender-disaggregated attendance data is available, there is limited tracking of how participation
translates into meaningful decision-making power or implementation capacity for women and youth.

For example, while women may attend agroforestry training sessions, their ability to apply these
practices is often constrained by limited land ownership. This challenge is also linked to the sequencing
of activities, as the impact of training may become clearer only once complementary interventions—
such as land titling and sustained capacity-building—are fully in place. Similarly, participation in
governance training does not always equate to having an active role in decision-making processes.
Without comprehensive gender-disaggregated data that tracks not only participation but also actual
influence, implementation, and long-term impact, it remains difficult to evaluate the effectiveness of
these initiatives beyond output-level metrics. (Remote Klls & Field KlIs). Furthermore, while this shift
may be more visible by the end of the project, current monitoring efforts would benefit from tracking

not only who participates but also who is empowered to implement and benefit from these initiatives.

Field observations suggest that while training programmes have been positively received, their
outcomes have been inconsistent in driving behavioural change or empowering women and youth to
take on more substantive roles. Social pressures often limit women and youth to symbolic
representation, with their participation frequently restricted to administrative or supportive roles
rather than leadership positions. To bridge this gap, stakeholders recommend targeted follow-ups, such
as tailored training to address traditional barriers, robust tracking of gender outcomes, and sustained
support to transition participants from training to active roles in governance and resource management
(Field Klls). Additionally, incorporating gender-specific approaches/methodologies, such as Gender
Action Learning System (GALS), could support the necessary transition and enhance gender and youth

confidence and active participation.

Given the short timeframe of the project’s first phase, it is important to acknowledge that shifting
entrenched cultural norms requires time. While the progress seen so far may not yet indicate a full
transformation, these early steps—such as the increasing role played by women and youth—are critical
building blocks toward long-term behavioural and structural change. Ensuring that these incremental
advances are continuously reinforced and scaled will be key to achieving sustained impact beyond the

project’s current phase.
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SUSTAIN Eco has made meaningful strides in strengthening the capacity of women and youth to
participate in sustainable natural resource management. Across the project landscapes, training
programmes have covered governance laws, policies, and procedural frameworks for land and water
use, with women comprising approximately 40% of participants. While this reflects progress, the
gender gap in leadership roles persists as pointed out throughout the discussions during the field visit
with village representatives and community members, highlighting the need for continued efforts to
translate training into influence within decision-making structures (SUSTAIN Eco Database, 2024; Field

Klls & Field FGDs).

Further advancements have been made in promoting women’s direct involvement in land and resource
management, including efforts to strengthen customary land ownership. The project has facilitated the
distribution of land tenure certificates, including those issued to women, though most official title
deeds remain in progress. As discussed with project staff and village representatives during the field
mission, these steps represent incremental progress toward improving women’s tenure rights and
enabling their participation in land-use planning and management. However, while these efforts mark
important gains, limited access to land remains a key barrier to income-generating opportunities for
many women as shared by community members during the field visit. The process of securing formal
land titles is still underway, and without full ownership, women may continue to face challenges in
accessing financial resources, investing in long-term land improvements, or fully benefiting from
climate-smart agriculture initiatives. Ensuring that these land tenure efforts translate into tangible
economic empowerment will require continued attention to the legal, institutional, and cultural

barriers that affect women’s land rights (SUSTAIN Eco Database, 2024; Field Klls & Field FGDs).

Partnerships

The SUSTAIN Eco project has effectively leveraged the expertise and resources of its key partners—
AWF, SNV, and IUCN—to advance ecosystem stewardship and promote sustainable livelihoods. Each
partner brings a specialised focus that complements the project’s goals. AWF leads implementation in
Kilombero, prioritising sustainable agriculture and governance strengthening, while SNV oversees

activities in Sumbawanga, contributing its expertise in water management and community-based
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initiatives. IUCN provides technical guidance and strategic oversight, ensuring that interventions adhere

to global standards and align with broader conservation priorities (Remote Klls).

These partnerships have been instrumental in driving biodiversity protection and restoration, building
local capacity, and integrating NbS into land-use strategies. The ability of SNV and AWF to mobilise
external funding further demonstrates the strength and value of these collaborations. For example,
SNV successfully secured USD 560,000 from the German Federal Ministry for the Environment (via GIS)
for water governance work in the Katuma River catchment, scheduled to commence in September
2024. Similarly, Compassionate Carbon Tanzania Limited was awarded USD 295 million for the Rubeho
Mountains Carbon Project, which aims to reduce deforestation and promote forest restoration over
the next 40 years, with potential benefits for 40 villages (Semi-Annual Report, 2024). While AWF is a
partner in this initiative, the specific allocation of funds and areas of implementation are yet to be
determined. Although Vidunda is one of the target areas, further clarification on the division of funds

and implementation strategy will be necessary as the project progresses. (Semi-Annual Report, 2024).

Despite these achievements, challenges in coordination, branding, and communication have limited
the project’s ability to fully capitalise on these partnerships. Visits to government offices and
community interviews revealed a lack of project communication materials, which has contributed to
low visibility of SUSTAIN Eco at both institutional and community levels. This lack of branding has caused
confusion, with some committee members struggling to associate observed changes with the project’s
contributions. Addressing these gaps by improving communication, ensuring consistent branding, and
clarifying partner roles could strengthen the overall effectiveness and visibility of the partnerships (Field

Klls).

Efficiency assesses how well the project has utilised available resources, including time, funding, and

technical capacity, to achieve its objectives.
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SUMMARY

The SUSTAIN Eco project’s efficiency is satisfactory, with robust financial management, monitoring
systems, and oversight mechanisms supporting implementation. Budgeting aligns with the project’s
phased timeline, though improved adaptive financial management could address emerging priorities.
Internal tools and centralised reporting enable effective data tracking, but better integration and staff
training would enhance their impact. Governance structures and partnerships promote inclusivity and
stakeholder engagement, but grassroots feedback mechanisms and local-level communication need
strengthening to build trust and align activities with community needs. Visibility and branding
challenges have limited recognition of project achievements, though these are expected to improve
with recent adjustments to communication roles. Overall, the project operates reasonably efficiently,
with opportunities to enhance coordination, transparency, and strategic resource use to maximise its

impact.

Resource efficiency

The SUSTAIN Eco project has demonstrated good financial monitoring with spending progressing in line
with the project’s phased implementation approach.? By the time of this review, 62% of the total
project budget had been utilised, a rate that aligns with the mid-point of the project timeline and
reflects the structured rollout of activities characteristic of large-scale initiatives.. Early activities, such
as consultations, baseline assessments, and capacity-building, have taken precedence over full-scale
implementation with the core of the activities being implemented in year 2 of the project (SUSTAIN Eco
2025-2026 Extension Budget, 2024; HQ SUSTAIN Eco Budget & Expenditure Summary, 2024; SNV
SUSTAIN Eco Financial Statements, 2024; AWF SUSTAIN Eco Financial Statements). As mentioned in an
interview with an IUCN project member, this spending trajectory aligns with patterns observed in
SUSTAIN 1, where expenditures similarly accelerated in later phases as the project transitioned into
scaling implementation activities. The financial trajectory is expected to continue this trend during the
six-month extension into 2026, when activities are fully scaled (Remote Klls). The table below presents
the breakdown of the total available budgets, all years included, prior to the top-up extension along

with the estimated expenditures until December 2024 (SUSTAIN Eco 2025-2026 Extension Budget):

2This analysis is based on the available financial data, with estimates for expenses until December 2024 and
projections for 2025-2026 reflecting planned allocations rather than actual expenditures. The full financial
documents for 2024 are expected in spring 2025, which falls outside the scope of this review.
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Project delivery 5,070,409 3,219,526 N/A N/A N/A N/A

Outcome 1 1,738,451 945,633 4,548,488 2,654,061 3,956,854 2,570,555

Outcome 2 1,457,458 690,706 5,423,198 3,252,456 4,154,008 2,743,695

Outcome 3 2,050,266 | 1,009,805 | 3,148,953 1,912,551 3,912,197 2,799,499

Project
Management & 2,442,227 1,640,343 | 2,415,989 1,817,156 3,399,507 2,182,388

Administration

 Knowledge &
1,176,816 695,552 - - - _
Communication

MEL 1,597,604 639,345 - - 159,209 9,452

Overheads 1,164,992 653,772 1,109,759 688,156 1,058,391 731,697

TOTAL 16,698,222 | 9,494,682 | 16,646,388 | 10,324,380 | 16,640,166 | 11,037,286

The financial execution of the SUSTAIN Eco project has followed a phased spending approach, with
expenditures progressing in line with the implementation timeline. While administrative and project
management costs remain relatively aligned with expectations, spending on core interventions under
Outcome 1 and Outcome 2 reflects the structured rollout of activities, with approximately 60% of
allocated funds utilised to date. While Outcome 3 was mentioned in interviews as having experienced
slower implementation progress, financial execution data indicates that spending under this outcome
is on track, with a higher expenditure rate (62.8%) compared to Outcome 1 (60.2%) and Outcome 2
(59%). This suggests that while some activities may have faced initial delays, financial execution has
remained consistent with overall project progress. Additionally, expenditures in MEL and Knowledge &
Communications have been lower at this stage, reflecting the sequencing of activities, where
monitoring and knowledge-sharing efforts often intensify in later phases. The 2025-2026 budget
adjustments indicate that these factors have been acknowledged, with increased allocations to key
intervention areas and strategic financial realignments across implementing partners to ensure
continued progress and impact (SUSTAIN Eco Budget Extension 2025-2026).

The total budget for 2025 and 2026, including the top-up funds, is presented in the table below (in SEK):

Project delivery 1,850,882
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Outcome 1 1,660,327 3,432,643 2,507,097

Outcome 2 811,718 4,015,065 2,817,137

Outcome 3 3,000,391 2,284,842 2,178,382

Project

Management & 1,123,183 1,507,587 2,155,494

Administration

Knowledge &

963,214 - 77,501
Communications
MEL 1,118,910 3 361,174
Overheads 731,651 795,384 664,136
TOTAL 11,260,276 12,035,522 10,760,921

Despite these execution gaps, project implementers reported no significant concerns regarding delays
in fund disbursement (Remote Klls). The project has also implemented strong financial controls and
due diligence mechanismes, including evaluations of implementing partners’ financial systems to ensure
responsible fund management (SUSTAIN Eco Financial Audit Report, 2024; SUSTAIN Eco Financial Audit
Report Management Letter, 2024). These safeguards have minimised risks, ensured compliance with

donor requirements, and supported alignment with project goals.

The 2025-2026 budget adjustments reflect a clear effort to address past financial inefficiencies. Moving
forward, the project will need to ensure that these funding reallocations translate into improved
execution and measurable impact. Simply increasing the budget does not guarantee better outcomes—
there must be a clear strategy to ensure that funds are absorbed effectively and that past bottlenecks

are not repeated.

SUSTAIN Eco’s financial monitoring systems are robust and effective, ensuring compliance with donor
requirements and enabling detailed tracking of expenditures. Regular financial reviews by IUCN, SNV,

and AWF maintain accountability and alignment with project targets, providing transparency and

3 During the proposal development phase and back at the signing of the agreement in 2021, it was agreed that
IUCN would be the M&E lead and that “SNV and AWF were expected to include staff time and other costs related
to data collection and reporting as well as engagement during the inception phase to develop the MEL system and
baselines." Hence, in SNV’s case some of the costs related to MEL are included under the activities.
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adherence to financial plans (Remote KlIs & Field Klls). However, while the system excels at compliance

and reporting, its strategic potential remains underutilised.

Examples from implementation illustrate areas where financial monitoring has been adjusted to
emerging needs. In Katavi, the fire management plan, a critical activity for ecosystem protection and
climate risk mitigation, initially faced budgetary constraints, with costs exceeding initial projections.
While unspent funds were not immediately reallocated, subsequent adjustments to the work plan and
reallocation of resources helped address these gaps. Similarly, logistical challenges in remote areas—
such as Vidunda, where 90% of the land is inaccessible by car—initially posed difficulties in
implementation. However, Vidunda has since emerged as one of the project’s key success areas, with
strategic design adjustments during the inception phase ensuring that operational barriers were
addressed early on. The reallocation of funds and adaptive work plan revisions were instrumental in
overcoming the challenges encountered during the first seven months of implementation. These
experiences highlight the importance of integrating adaptive financial management practices to ensure
that resources remain responsive to unanticipated logistical and operational barriers as

implementation progresses (Remote Klls).

Strengthening the strategic application of financial data—such as tracking how expenditures for
training translate into governance effectiveness or community adoption of sustainable practices—
could enhance resource efficiency. This approach would allow the project to assess financial
performance not only in terms of compliance but also in relation to its broader objectives, improving

the alignment of resources with intended outcomes.

Organisational efficiency

The SUSTAIN Eco project relies on a set of good internal tools to facilitate implementation and monitor
progress, spanning field data collection, agroforestry tracking, governance monitoring, and restoration
mapping. These tools are integral to gathering socio-economic, ecological, and governance data while
visualising land-use changes and restoration progress. Stakeholders consistently highlight the value of
tools such as the MEL Plan, workplans, and reporting databases in maintaining oversight and driving

accountability (MEL Plan - SUSTAIN Eco, 2024, Field Klls).
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Despite their utility, stakeholders identified several opportunities to improve the integration of these
tools. Currently, data collection platforms operate in silos, limiting their ability to connect ecosystem
restoration outcomes with governance and livelihood metrics. For example, the ability to link
guantitative restoration data with qualitative community perceptions of governance improvements
would provide a more holistic understanding of project impacts. Stakeholders also noted that
insufficient advanced training and support limit the full potential of these tools, particularly in
monitoring governance structures like WUAs and VNRCs. Enhancing staff capacity and integrating data
platforms would allow the project to align its tools more effectively with strategic objectives and assess

broader outcomes more comprehensively (Field Klls & Remote Klls).

The project demonstrates strong workplan oversight through a combination of quarterly reporting,
partner meetings, and supervision missions. Implementing partners, including AWF and SNV, submit
regular progress reports during quarterly meetings with IUCN. These meetings enable collaborative
problem-solving and allow the team to address bottlenecks efficiently. The MEL Plan provides clear
data collection protocols, ensuring consistent performance tracking against project targets. Financial
reporting further strengthens oversight by ensuring accountability in resource allocation and

expenditure (MEL Plan - SUSTAIN Eco, 2024; Remote Klls).

Supervision missions led by IUCN headquarters offer an additional layer of oversight, ensuring
adherence to workplans and providing actionable recommendations. Transparent reporting practices
have built trust among project partners, enabling efficient problem-solving and alignment with
objectives. However, while these practices foster strong coordination within the project team,
communication with external stakeholders, particularly local government authorities, remains a
challenge. Local authorities reported feeling inadequately informed about project progress and
excluded from key discussions, which hinders their ability to align their plans with the project’s
activities. Establishing regular communication channels and holding joint planning sessions with local
stakeholders would bridge this gap, improve coordination, and promote shared ownership of project

outcomes (Field Klls; Supervision Mission Report, 2023).

The project operates under a robust policy framework shaped by IUCN’s global standards, including

gender equality, indigenous peoples and local communities, and environmental and social safeguards.
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These policies guide the project’s design and delivery, emphasising inclusivity, sustainability, and risk
mitigation. Key examples include gender-disaggregated data collection, active local communities’
participation in governance structures, and the integration of NbS in restoration activities. This
adherence to global best practices ensures alignment with [UCN’s goals and provides a foundation for

long-term sustainability and equity (MEL Plan - SUSTAIN Eco, 2024; Remote Klls).

While these policies have been consistently applied, stakeholders identified areas where deeper
integration could enhance their impact. For example, analysing gender-disaggregated data beyond
participation metrics could provide insights into how interventions improve outcomes for women and
vulnerable groups. Additionally, incorporating periodic reviews of these policies, particularly during key
project milestones, would ensure they remain relevant and responsive to emerging challenges. Such

measures would further strengthen the project’s alignment with its equity and sustainability goals.

The project is supported by a highly skilled and committed team, with clear roles and responsibilities
across its implementing partners. AWF and SNV have dedicated full-time personnel to SUSTAIN Eco,
each with landscape managers working exclusively on the project. Technical specialists balance
responsibilities across the broader SUSTAIN framework, devoting at least 70% of their time to the
project. This allocation ensures the delivery of technical expertise while maintaining operational

flexibility (Supervision Mission Report, 2023).

The Project Management Unit (PMU) plays a critical role in coordinating efforts, maintaining adherence
to IUCN standards, and facilitating joint planning sessions. For instance, in Kilombero, the PMU
successfully addressed resource allocation challenges by optimising activities and delineating
responsibilities among partners. This example underscores the PMU’s capacity to navigate operational

complexities and maintain alignment with project goals (Supervision Mission Report, 2023).

However, stakeholders noted that improving cross-team communication and optimising workload
distribution would enhance overall efficiency. Clearer mechanisms for knowledge sharing across teams
and landscapes could ensure that best practices and lessons learned are disseminated effectively.
Furthermore, expanding professional development opportunities for staff, such as training on new tools
or methodologies, would strengthen technical capacity and adaptability as the project evolves. These
improvements would bolster the team’s ability to meet strategic objectives while maintaining high

operational standards (Field KllIs).
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Monitoring and Accountability

SUSTAIN Eco’s M&E framework instructs regular data collection, reporting, and supervision, but
challenges related to data availability and completeness have been observed. Variability in the timing
of activity implementation and reporting cycles has led to gaps in data alignment with the review’s
timeframe. Additionally, certain datasets remain incomplete, particularly for ongoing activities, limiting
the ability to fully assess progress against targets. The project’s database provides a central repository
for tracking the project’s progress, but the extent to which it offers comprehensive and up-to-date
information varies across different project landscapes (MEL Plan - SUSTAIN Eco, 2024; SUSTAIN Eco
Database, 2024).

Quantitative metrics are comprehensive and reliable, effectively capturing short-term outcomes such
as training completion rates, governance participation, and hectares restored. However, as noted
previously, the project would benefit from strengthening qualitative data analysis to better capture
systemic changes, such as shifts in governance dynamics, community attitudes, and social norms. These
insights are particularly important for understanding the project’s long-term impacts on inclusivity and

institutional resilience (SUSTAIN Eco Database, 2024).

The project monitors gender-sensitive data, such as women’s participation in governance structures
and training sessions, and these metrics are well-documented. However, tracking broader gender-
related impacts—such as the influence of women and youth in decision-making or their roles in
resource management—remains limited. Expanding gender-disaggregated indicators and improving
gualitative analysis would enhance the project’s ability to assess systemic impacts and its contributions

to equity and inclusivity (SUSTAIN Eco Database, 2024).

The MEL framework provides an adequate basis for evidence-based decision-making, though we find
room for improvements. Supervision missions and regular reporting cycles have proven critical in
identifying issues and implementing timely solutions. For example, delays in governance training during
the early phases led to resource reallocations and revised timelines, while baseline data in Sumbawanga
highlighted gaps in community governance awareness, prompting targeted capacity-building

workshops for WUAs and VNRCs (Supervision Mission Report, 2023; Remote Klls & Field Klls).
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Reflecting on the efficiency of these mechanisms, a member of the project team remarked, “the
quarterly meetings and semi-annual reporting processes ensure strong monitoring and allow the team
to address bottlenecks efficiently. These practices foster coordination but could benefit from clearer
dissemination protocols to local stakeholders.” This observation highlights the value of the MEL system
while identifying areas for improvement in ensuring that project updates and findings are

communicated effectively to all stakeholders.

Challenges remain in integrating and analysing data across landscapes. Incomplete data collection
across different project locations, limited field team capacity for data analysis (as reported by project
staff during interviews), and the absence of a centralised platform linking SUSTAIN Eco and Pro—due
to results being tracked in separate databases— hinder comprehensive progress analysis and real-time
decision-making (SUSTAIN Eco Database, 2024; Remote Klls & Field KlIs). While SUSTAIN Eco includes
indicators for land health, such as those outlined in the LHMI report, these are primarily designed for
end-of-project measurement (SUSTAIN Land Health Booklet 2024; LHMI Presentation 2024; SUSTAIN
LHIM Summary Dataset 2024; SUSTAIN Eco Database 2024). The absence of this key interim indicator,
along with others such as job creation and income generation, limits opportunities to track progress
dynamically, learn from trends, and adapt strategies throughout implementation. This gap limits the
ability to identify trends, track progress toward desired changes, and ensure alignment with outcome
and impact-level goals. Without robust tracking mechanisms, the project risks losing sight of whether
progress is on track to achieve its intended systemic change. Introducing intermediate milestones—
with periodic reporting in the project database—could enhance real-time learning and course
correction, ensuring that progress toward long-term impact is continuously assessed and informed by

data.

The recent introduction of outcome harvesting reflects the project’s commitment to broadening its
monitoring approach by capturing behavioural changes that may contribute to long-term systemic
shifts in governance, ecosystem health, and livelihoods. As explained by a project team member, this
outcome harvesting approach will not directly measure changes in landscape health, ecosystems, or
livelihoods but instead focus on how stakeholders adapt their behaviours, decisions, and practices in
response to project interventions. It will serve as a complementary approach to the existing set of
outcome indicators identified for SUSTAIN Eco. While output-focused tracking remains essential to
measure tangible project deliverables, outcome harvesting will help to identify emerging patterns of

change that indicate whether interventions are contributing to broader shifts in governance and
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resource management. To further strengthen the MEL strategy, addressing capacity gaps and
improving data integration will be key. Enhancing the alignment between outcome harvesting, output
monitoring, and outcome indicators will provide a more comprehensive understanding of how project

activities translate into behavioural shifts and, ultimately, long-term impact (Remote Klls).

Internal reporting structures appear to be working fairly well, with well-understood roles,
responsibilities and schedules. Implementing partners, including AWF and SNV, submit semi-annual
progress reports using standardised templates, which are consolidated by IUCN into comprehensive
annual reports. These reports provide a detailed overview of project achievements, challenges, and
lessons learned, serving as a critical tool for ensuring transparency and accountability (MEL Plan -

SUSTAIN Eco, 2024; Supervision Mission Report, 2023).

Quarterly project management meetings and regular M&E check-ins facilitate data sharing and
collaborative problem-solving among partners contexts (MEL Plan - SUSTAIN Eco, 2024). While these
platforms provide an opportunity for reporting to be integrated into decision-making processes, their
quarterly frequency limits how timely these responses can be, especially for addressing rapidly
emerging challenges. More frequent or flexible engagements might better support adaptive
management needs in dynamic project. Evaluations at key milestones, such as the mid-term evaluation
in 2024/5 and the planned final evaluation in 2026, provide assessments of project achievements and

opportunities for adaptive management (MEL Plan - SUSTAIN Eco, 2024).

Additionally, there is room for improvement in the way in which data is shared with local stakeholders
and interest groups. Local stakeholders, such as community representatives and district officials, noted
that they do not consistently receive finalised reports. This limits their ability to align local governance
and resource management efforts with project objectives. Establishing clear dissemination protocols
and ensuring timely sharing of reports would enhance stakeholder engagement and foster stronger

collaboration (Field Klls).

Governance & Communication

The governance system of SUSTAIN Eco emphasises inclusivity and consultative decision-making,

ensuring alignment with local priorities and fostering collaboration across stakeholders. Key
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governance structures, including VNRCs and WUAs, provide a platform for engaging government
agencies, CSOs, and private sector actors like the Kilombero Sugar Company. These partnerships have
proven to be effective in enhancing technical implementation, promoting awareness campaigns,
building capacity, and addressing conflicts around land use and sustainable agricultural practices

(Supervision Mission Report, 2023; MEL Plan - SUSTAIN Eco, 2024; Field Klls).

Despite regular consultations at the project level, communication at the grassroots level often remains
operational rather than strategic. This approach limits transparency and risks eroding trust among
community members. For instance, village communities and government representatives reported
being often informed at very short notice when project teams plan field visits, making it difficult for
local governance structures and government representatives to integrate these engagements into their
own planning processes. As a result, government actors are unable to reflect these interactions in their
quarterly action plans, and village-level governance bodies, such as VNRCs and WUAs, cannot
adequately prepare for discussions in alignment with their mandated meetings (Field Klls). Additionally,
based on these conversations, it was noted that there are gaps in expectation management regarding
promised tools which have created challenges in maintaining stakeholder buy-in. Strengthening
proactive communication and ensuring alignment between project activities and local governance

structures could enhance stakeholder coordination and trust

To address these challenges, introducing structured community feedback mechanisms—such as
regular consultation forums, grievance redress systems, or participatory review meetings—and
improving transparency through the dissemination of activity plans would enhance grassroots
engagement and build trust. These mechanisms would enable community members to provide input
on project activities, raise concerns, and suggest adjustments based on local priorities. Improving
transparency through the dissemination of activity plans would ensure that communities are informed
about upcoming initiatives, fostering a sense of shared ownership and accountability. Formalising these
processes would strengthen the project’s ability to align activities with community needs while

reinforcing long-term sustainability.

SUSTAIN Eco employs a collaborative communication system that facilitates coordination among
teams, stakeholders, and partners. Regular meetings, quarterly updates, and centralised reporting
mechanisms support transparency and ensure data accessibility. Platforms such as quarterly partner

meetings and supervision missions provide opportunities for input from key stakeholders, including
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government agencies, CSOs, and private sector partners. However, communication with local
beneficiaries, including village leaders, has been inconsistent, creating a disconnect between project

activities and community-level understanding (Field Klls & Remote Klls).

Visibility and branding remain areas for improvement. While the project operates under the broader
SUSTAIN Initiative, as we note previously, a lack of cohesive branding has made it difficult to present
the project as a unified effort. This has affected the ability to showcase achievements to key audiences,
including government stakeholders and local communities, and has created challenges in ensuring that
beneficiaries attribute observed changes to the project. For example, some village leaders have
struggled to connect project outcomes, such as improved land-use practices, to SUSTAIN Eco
interventions. Based on discussions with the project team, this gap has been acknowledged and there
are plans to revise the communication plans for this second half of the project, including its calendar

and publication (Remote Klls).

Accountability mechanisms within the project are robust, including financial reporting processes,
adherence to IUCN’s Environmental and Social Safeguard Framework, and supervision missions that
provide actionable recommendations for improvement. These mechanisms ensure compliance and
promote transparency across all levels of the project. While knowledge-sharing between SUSTAIN Eco
and SUSTAIN Pro exists, it remains informal and would benefit from more structured systems for
collaboration. Establishing formal channels for cross-project learning and best practice exchange would

enhance overall efficiency and cohesion (Remote Kills).

Sustainability assesses the likelihood that the project’s results will endure beyond its implementation

period.

SUMMARY

SUSTAIN Eco’s progress toward sustainability is moderately satisfactory in light of its efforts foster local

ownership, build capacity, and promote gender responsiveness. Governance structures like VNRCs and
WUAs empower communities but need continued support to remain viable. Financial sustainability and
broader knowledge dissemination require further attention, alongside stronger integration with formal
systems. Gender-responsive initiatives have increased women’s and youth participation, but cultural
barriers persist in some areas. Overall, the project has built a foundation for sustainability, but more

efforts are needed to ensure that the project’s advancements will remain over time.
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Programme ownership

The SUSTAIN Eco project has established robust mechanisms to involve local stakeholders in decision-
making, primarily through governance structures like VNRCs and WUAs. These structures enable
community participation in land-use planning, natural resource management, and conflict resolution,
aligning local decisions with district and national priorities while fostering a sense of ownership

(Supervision Mission Report, 2023; Remote Klls & Field KlIs).

Capacity-building efforts, including leadership and technical training, have enhanced the skills of VNRCs
and WUAs, aiming to promote long-term behavioural change in governance and resource management.
Positive examples include VNRCs in Sumbawanga actively shaping land-use plans and WUAs in
Kilombero managing water resources and resolving land-use conflicts effectively. This model of
empowering local governance structures supports national decentralisation strategies and reduces

dependency on external actors (Field Klls & Remote Klls).

However, questions remain about the sustainability of these structures once project funding and
facilitation end. While many groups show promise during the project period, their ability to operate
independently depends on key factors, such as:
e Consistent application of skills and knowledge by village leaders and committee members.
e Continued engagement and support from district authorities or integration into formal
governance systems.
e Addressing the risk of declining engagement and adherence to governance practices without
external facilitation (Remote Klls).
In regards to this last point, governance structures, such as VNRCs and WUAs, are legally mandated to
oversee natural resource and water management, yet in practice, they heavily rely on project funding
for decision-making processes and technical capacity. While these structures are designed to function
independently, community expectations often place the financial burden on projects like SUSTAIN Eco,
particularly for logistics, meeting facilitation, and operational costs. This raises concerns about their
ability to sustain governance functions once direct project support is no longer available (Remote Klls
& Field Klls). A major challenge is the lack of a structured financial model for these governance bodies.
WUAs, for example, are mandated to collect water user fees from farmers or other users to cover

maintenance and operational costs, particularly when the infrastructure (e.g., irrigation systems) is
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initially funded through government or donor support. However, in practice, these fees are often not
systematically collected or enforced, leaving WUAs without the necessary resources to sustain their
operations. This financial gap leads to delayed or inadequate infrastructure maintenance, jeopardising
long-term sustainability. Additionally, while these governance structures are expected to function as
voluntary community-led bodies, in reality, their effectiveness depends on having sufficient resources.
The assumption that they will operate purely on a voluntary basis overlooks the practical need for
financial support to sustain activities such as monitoring, enforcement, and conflict resolution. Without
a formalised strategy to transition financial responsibility to local or national actors, these governance
structures risk becoming inactive or ineffective over time, undermining the progress made in climate-

smart agriculture, community-led resource management, and conservation efforts.

To strengthen local stakeholder engagement and enhance the long-term viability of these governance
structures, the second half of the project could prioritise:

e Institutionalising training efforts by embedding capacity-building programmes within existing
local governance mechanisms, ensuring that skills and knowledge transfer continue beyond the
project’s timeframe.

e Strengthening linkages between village committees and district authorities by formalising
ongoing mentorship, technical backstopping, and structured feedback mechanisms, helping
local structures remain active and responsive to governance challenges.

e Introducing incentive-based mechanisms, such as peer learning exchanges or recognition

schemes, to encourage sustained participation and reinforce governance best practices.

The project has invested heavily in capacity development for both government personnel and
community members to ensure the sustainability of its outcomes. Government entities have reported
increased capacity to draft environmental proposals for resource mobilisation, while district-level staff
have developed skills in sustainable agriculture, such as avocado farming, which has contributed to local
economic growth through increased tax revenues (Supervision Mission Report, 2023; Field Klls).
Emphasising the importance of ownership for sustaining these gains, a regional officer from
Sumbawanga stated, “we want to remove the notion that this is an SNV project; we need to start saying
‘this is our project’ to ensure future planning and continuation. Normally when a project comes to an
end, activities do not continue. So, we need to ensure something tangible will remain.” This perspective
underscores the need to foster a sense of ownership among local stakeholders to ensure the

continuation of project activities beyond its lifecycle. While the project has laid a solid foundation
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through capacity-building efforts, maintaining momentum will require stronger integration of activities
into local government plans and more formalised commitments to resource management by

community groups.

For community members, capacity development efforts have focused on WUAs and VNRCs, enhancing
their skills in sustainable land and water management. While confidence among these groups has
grown, gaps remain in formalising long-term technical support and decision-making structures. A key
challenge is the reliance on informal leadership for continuity, with limited formal commitments from
government agencies to provide ongoing support beyond initial contributions, such as seedling

distribution by Tanzania Forest Services (Supervision Mission Report, 2023; Field Klls).

To reinforce programme ownership, the project has prioritised community sensitisation, education,
and collaborative planning processes. Linking conservation practices with economic benefits—such as
sustainable entrepreneurship—has been identified as a critical strategy for fostering long-term
ownership. However, formalising technical support structures and expanding government involvement
will be essential to sustaining capacity development outcomes and ensuring the long-term success of

project activities (MEL Plan - SUSTAIN Eco, 2024; Field Klls).

Continuity of Impact

While the SUSTAIN Eco project incorporates knowledge transfer and capacity development, questions
remain about the effectiveness and sustainability of these mechanisms in ensuring long-term impact
beyond the implementation phase. Training programmes for WUAs and VNRCs, combined with
demonstration plots for sustainable agriculture and NbS, have provided stakeholders with practical
learning opportunities to adopt and sustain project techniques. These efforts bridge the science-policy-
action interface, equipping local actors with the skills needed to maintain governance and resource

management outcomes post-project (MEL Plan - SUSTAIN Eco, 2024; Field Klls & Remote Klls).

Policy engagement has also been an area of interest mentioned in the interviews, with initiatives like
the development of a policy brief on deforestation and water management in collaboration with MSPs
(Remote Klls & Field Klls). This brief has been used to inform discussions at the district level and it
helped to clarified institutional roles in sustainable resource management thus strengthening the

dialogue between local governance structures. However, there is limited evidence of additional formal
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policy outputs targeting higher-level decision-makers, suggesting a need for further engagement at the
national level to translate insights from project landscapes into broader policy frameworks. Existing
platforms, such as quarterly reporting and supervision missions, allow for reflection and progress
assessment, but systematic documentation and sharing of lessons learned remain inconsistent. The
lack of a centralised repository for storing and disseminating best practices limits the broader

application of project insights (Supervision Mission Report, 2023; Remote Klls).

Knowledge sharing occurs primarily through direct engagements like workshops and field activities, but
more formal mechanisms are needed to maximise dissemination. Opportunities for cross-project
exchanges between SUSTAIN Eco and Pro remain informal, highlighting the need for structured
approaches such as shared databases and cross-landscape learning events. Addressing these gaps,
alongside challenges like short funding cycles and limited resources for ongoing technical support, will

be crucial to sustaining knowledge retention and project impact over time (Remote Klls).

The project faces significant financial sustainability challenges, as short funding cycles and reliance on
external support pose risks to the long-term viability of natural resource governance structures.
Governance structures, such as VNRCs and WUAs, rely heavily on project funding for decision-making
and technical capacity, raising concerns about their ability to operate independently post-
implementation. While sustainable practices such as climate-smart agriculture and community-led
resource management have been promoted, there is no formalised strategy to transition financial
responsibility to local or national actors (Remote Klls & Field Klls). Addressing these challenges requires
strengthening local revenue mechanisms, such as enforcing water user fees, integrating resource
management costs into local governance budgets, and exploring incentive structures that go beyond
voluntary participation. Without such measures, these governance bodies may struggle to remain
functional post-project, leaving communities with no clear pathway to sustain the benefits achieved

under SUSTAIN Eco.

These challenges underscore the importance of a more comprehensive approach to financial
sustainability. As observed by a member of the project team, “short funding cycles and reliance on
donor funding pose risks to sustainability. Developing community-driven revenue streams and
expanding private sector partnerships are critical to ensuring financial sustainability”. Efforts to secure
additional funding have shown promise, with project partners successfully mobilising resources to

support ongoing activities. For example, donor engagement and private sector partnerships have
62



SUSTAIN Eco Mid-Term Review — [UCN — March 2025

demonstrated positive momentum in resource development. However, there remains a lack of a
comprehensive financial plan to sustain project outcomes. Mechanisms to generate revenue directly
within the project—such as through agroforestry, carbon markets, or other NbS-linked opportunities—
are in early stages and insufficient to reduce reliance on donor funding. Expanding these initiatives and

formalising a long-term financial sustainability plan will be essential (Supervision Mission Report, 2024).

The project’s financial strategy also lacks a fully developed second-phase funding plan or a long-term
revenue model to support its broader 10-year vision. While efforts to secure funding for a second phase
are ongoing, no formal commitments have been made. Establishing multi-phase financial planning and
ensuring community-driven revenue generation will be critical to achieving financial sustainability and

maintaining the project’s long-term impact (Remote Klls).

Risk Management

SUSTAIN Eco actively manages a range of environmental, socio-political, and economic risks that could
affect its long-term sustainability. No new risks have emerged during the project’s implementation, but
some of them have proven to be more significant than anticipated. Environmental risks, such as human-
wildlife conflict in Kilombero, were initially identified but the issue has been bigger than expected. As
explained by a project team member, this landscape has been particularly affected by human-wildlife
conflict with many farmers losing their crops due to Elephants (Remote Klls). Efforts to mitigate these
conflicts, including collaboration with partners like STEP to establish protective barriers, have shown
promise but remain constrained by resource limitations. Highlighting the scale of the challenge, a
member of the project partners, observed, “human-wildlife conflict, especially in Kilombero, was bigger
than anticipated. Many farmers have lost crops to elephants, necessitating more resources to address
the issue”. Similarly, climate risks, such as the 2024 floods, disrupted timelines and infrastructure,
emphasising the need for resilience-building measures. While Disaster Risk Reduction (DRR) planning
with local government agencies has been initiated, additional resources and scaling efforts will be

required to enhance the project’s capacity to address these challenges effectively.

Socio-political risks have emerged due to shifting government priorities, political cycles, and resource
conflicts. Election cycles, in particular, have occasionally led to political interference, with decision-
makers prioritising short-term gains over project objectives. Proactive engagement with district

authorities has helped mitigate these risks, but ongoing transparent communication and advocacy are
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essential to maintain alignment with project goals. Resource conflicts, such as those involving
pastoralist communities in protected areas in Sumbawanga, have strained restoration efforts.
Overgrazing and land degradation remain persistent challenges. Dialogue between pastoralist groups
and governance structures has begun, but clearer enforcement of land-use policies and stronger
collaboration with the Tanzania Forest Service will be critical to resolving these issues (Field Klls &

Remote Klls).

The project’s wide geographical coverage, while initially seen as a strength due to its alignment with
the ambitions of communities and governments to scale its achievements, has presented significant
programmatic risks. These include timeline adjustments and budget reallocations driven by institutional
and resource constraints. For instance, resource limitations in remote areas have delayed
implementation timelines, highlighting the need for more focused and strategic efforts (Supervision
Mission Report, 2023; Field Klls). What was once regarded as a strength—its responsiveness to local
stakeholders' needs—has, over time, posed challenges to the project’s implementation, necessitating
a reassessment of how best to balance scope with operational feasibility. This broad coverage risks
straining financial and technical resources further, highlighting the need to streamline activities and

focus on fewer priority landscapes.

Institutional memory risks have also been identified, particularly with staff turnover and the absence of
formal knowledge management systems. Mentorship programmes and systematic documentation of
lessons learned will be crucial to mitigate these risks and preserve institutional knowledge for future

phases (Remote Klls).

Proactive mitigation strategies, such as quarterly M&E reviews and supervision missions, have helped
address programmatic challenges by identifying bottlenecks and adjusting priorities. For a potential
second phase, narrowing geographical focus, formalising knowledge management systems, and

enhancing partner coordination will be key to ensuring long-term programmatic success.

SUSTAIN Eco’s governance structure effectively mitigates many organisational risks through clearly
defined roles and responsibilities among IUCN, SNV, and AWF, supported by quarterly coordination

meetings and joint reporting mechanisms. This multi-partner approach brings diverse expertise but also
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introduces risks related to power imbalances and coordination challenges. For example, in the shared
landscape of Kilombero, where SUSTAIN Eco and Pro overlap, limited cross-landscape communication
and the absence of formal knowledge-sharing platforms have hindered the scaling of successful
practices, such as applying lessons learned from NbS in Kilombero to Sumbawanga (Supervision Mission

Report, 2023 & 2024; Remote Klls).

While centralised reporting through IUCN ensures donor compliance, overlapping technical roles
between SNV and AWF have occasionally caused inefficiencies. Clarifying partner mandates and
improving role definitions would streamline implementation and resource use. Risks related to partner
restructuring, shifting donor priorities, and staff turnover in specialised areas, such as restoration and
biodiversity monitoring, have also been identified. To address these challenges, formalising contingency
strategies, such as succession planning and reinforced joint planning processes, will be critical.
Strengthening collaboration across landscapes and clarifying technical leadership roles will further

enhance the project’s long-term resilience and success (Field Klls & Remote Klls).

Gender responsiveness

SUSTAIN Eco demonstrates a strong commitment to gender-responsive implementation through the
integration of a Gender and Youth Action Plan (GYAP), a dedicated gender specialist, and gender-
disaggregated monitoring systems. The GYAP provides a formal framework for promoting gender
equity, with specific measures and targets embedded across capacity-building, governance
strengthening, and landscape planning processes. Efforts such as leadership training for women and
inclusive demonstration plots have supported more equitable participation in decision-making and
climate-smart agricultural practices, fostering a greater sense of inclusion (Supervision Mission Report,

2023; Remote KlIs & Field Klls).

Despite these successes, gaps remain in the technical capacity of field staff to consistently mainstream
gender-sensitive approaches at the landscape level. The gender specialist primarily offers overarching
support, and local staff could benefit from targeted training and mentorship to strengthen their
expertise in applying gender-responsive methodologies. Furthermore, while the project collects
gender-disaggregated data, there is limited evidence of how strategies are adapted in response to
identified gaps. This issue is particularly pronounced in remote areas, where geographical constraints

and cultural norms continue to limit women’s participation (Remote Klls; Field Klls).
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As we describe earlier, the project has contributed to positive shifts in gender-responsive practices,
with notable increases in women’s and youth participation in governance structures such as VNRCs and
WUAs. Leadership training and gender-sensitive capacity-building initiatives have expanded
opportunities for women and youth to engage in decision-making and climate-smart agriculture. These
efforts have also begun to challenge traditional norms, with education campaigns leading to some
changes in community attitudes. For instance, fathers and husbands are increasingly supportive of
women’s participation in governance and agricultural training, reflecting progress in fostering inclusive

mindsets (Supervision Mission Report, 2023; Remote Klls).

However, achieving meaningful inclusion remains a challenge. Field FGDs revealed that while women
and youth are increasingly present in governance bodies, their voices are often muted in male-
dominated settings. Cultural norms discourage women'’s active participation, leaving many hesitant to
contribute during discussions. These challenges are particularly acute in remote areas, such as Vidunda,
where reliance on village leadership and entrenched norms create barriers to participation. Without
continued structural support and formal commitments from local authorities, sustaining the progress

achieved by the project remains uncertain (Field Klls; Remote Klls).

To address these challenges, the project could strengthen partnerships with local women’s
organisations and youth groups, such as such as REMSO—comprised of young community mobilisers—
the Rukwa Association of NGOs, and faith-based organisations, to provide sustained advocacy and
capacity-building at the community level. These partnerships would ensure that the gains achieved
through SUSTAIN Eco are maintained over time, particularly in areas where direct project support is no
longer available. Enhanced efforts to monitor and adapt gender-responsive strategies, especially in
remote and culturally restrictive contexts, will be critical to maintaining the inclusivity and equity

fostered by the project.

3. Looking forward

At this mid-point of the implementation, the SUSTAIN Eco project has made significant progress across

all five evaluation criteria—relevance, coherence, effectiveness, efficiency, and sustainability—
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demonstrating its potential to achieve long-term impact in ecosystem restoration, governance, and

community livelihoods.

The project is highly relevant, aligning well with local community needs, partner priorities, and national
and international policies. Its design reflects robust stakeholder engagement and inclusivity, though
gaps in engaging certain vulnerable groups remain. Coherence is another strength, with clear alignment
between project objectives, national strategies, and global frameworks, although challenges in
communication and collaboration across shared landscapes highlight opportunities for improved

integration.

Effectiveness has been demonstrated through strengthened governance structures, widespread
adoption of climate-smart practices, and enhanced gender and youth participation. However,
sustaining these gains will require addressing persistent cultural barriers and ensuring the inclusion of
vulnerable groups in decision-making processes. Efficiency is supported by sound financial
management, well-structured oversight mechanisms, and effective use of internal tools, though
improvements in financial adaptability, grassroots communication, and branding could further enhance

outcomes.

The project’s sustainability efforts show promise, particularly through governance structures and
capacity-building initiatives that empower local stakeholders. It has strengthened governance bodies
like VNRCs and WUAs, enhancing technical expertise, coordination, and decision-making. While these
structures are legally mandated and not dependent on SUSTAIN Eco for their existence, their
effectiveness has benefited from project facilitation and logistical support. A key challenge is the
financial sustainability of participation, as many community actors expect project-supported coverage
for meetings and decision-making processes. While these bodies are legally required to convene
periodically, there is a risk that participation and engagement may decline without external facilitation.
Without addressing these challenges, the long-term viability of the project’s achievements may be at

risk.

Based on the findings from previous sections, this report aims to highlight what has worked well and
where challenges persist. The lessons learned so far highlight the importance of inclusive engagement,

adaptive management, and targeted focus in achieving sustainable outcomes. These insights not only
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reflect the project’s achievements but also provide guidance for optimising its approach in the second
half. Looking forward, these lessons will inform strategies to enhance impact, deepen community

ownership, and ensure the long-term viability of project outcomes:

e Inclusive engagement yields strong results: Stakeholder consultations and governance
structures such as VNRCs and WUAs have demonstrated the value of participatory approaches.
Ensuring consistent inclusion of vulnerable groups, such as people with disabilities and ethnic

minorities, requires targeted strategies and formalised monitoring.

e Balancing breadth and depth: The project’s broad geographical scope has achieved widespread
impact but strains resources and limits deeper focus on systemic change. Future phases could

benefit from a more targeted approach, prioritising high-impact areas.

e Building financial resilience: Short funding cycles and reliance on donor funding pose risks to
sustainability. Developing community-driven revenue streams, strengthening private sector
partnerships, and formalising multi-phase funding plans are critical to ensuring financial

sustainability.

e Knowledge management as a Sustainability Driver: While training programs and capacity-
building efforts have been effective, a lack of formal mechanisms for documenting and sharing
lessons learned limits broader knowledge retention and scaling. Establishing centralised

repositories and structured cross-project learning events can enhance long-term impact.

e Gender responsiveness requires structural change: Increased participation of women and
youth in governance structures is a notable achievement, but cultural norms continue to limit
their influence. Strengthening partnerships with local women’s and youth organisations and

addressing barriers at the grassroots level are essential to sustaining gender equity.

By addressing these lessons, the SUSTAIN Eco project can build on its successes, overcome its
challenges, and ensure lasting contributions to ecosystem health, governance, and community
livelihoods. The following section provides guidance on ways forward the project team could follow in

order to integrate these lessons in the second half of the project.
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The recommendations are accompanied by a menu of suggested actions for implementing each
recommendation. The actions are neither exhaustive nor prescriptive, as we recognise IUCN may wish

to adopt alternative approaches to addressing our recommendations.

ENHANCING INCLUSIVITY AND PARTICIPATION

1. Recommendation: Expand the definition of vulnerable groups within existing programme
literature and reporting instruments.
Rationale: The project’s design demonstrates a commitment to inclusivity, but its operational
focus has predominantly centred on women and youth, often overlooking other vulnerable
demographics such as persons with disabilities, elders, ethnic minorities, and the landless.
While there are some elements of definition around vulnerable groups in the inception
documents of the project, in practice, reporting and storytelling narratives tend to focus
primarily on women and youth, leaving the perspectives and experiences of other vulnerable
groups underrepresented. These groups face unique barriers that require specific attention in
project planning, implementation, and monitoring to ensure truly inclusive and equitable
outcomes.
Actions:

e Update programme literature, including the ToC and Results Framework, to explicitly
define vulnerable groups beyond women and youth to account for their experiences
and the specificities of the project’s impacts on them.

® Include additional categories, such as persons with disabilities, elders, ethnic
minorities, and landless individuals, reflecting the diversity of vulnerabilities in target
communities.

e C(Cross-tabulate data to assess outcomes for different vulnerable groups.

2. Recommendation: Foster meaningful participation in governance processes for women and
youth

Rationale: While the project has increased representation of women and youth within
governance bodies, cultural and systemic barriers often limit their active participation. Many
remain confined to symbolic roles without the confidence or opportunities to contribute
meaningfully.

Actions:
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e Introduce leadership development pathways, including mentorship programs, to equip
women and youth with skills for active governance participation.

e Tailor capacity-building programs to address specific barriers, such as accessibility
issues, flexible scheduling, and culturally sensitive approaches.

® Incorporate metrics within the MEL framework as part of the top up extension of the
project to track and evaluate the quality of participation for women and youth, moving
beyond simple attendance figures. Examples for this include tracking how often
women and youth actively contribute to meetings and whether their inputs translate
into decisions or actions; using periodic surveys or focus group discussions to assess
whether women and youth feel they have a meaningful voice in decision-making;
following up pm decisions or policies influenced by women and youth to see if they are

actually implemented.

REFINING CAPACITY DEVELOPMENT APPROACHES

3. Recommendation: Develop a performance-monitored training plan
Rationale: Governance bodies like VNRCs and WUAs have varying capacities, which impacts
their effectiveness in resource management. A structured training plan, coupled with
performance monitoring, would ensure skills and behaviours are developed consistently and
aligned with the project’s goals.
Actions:
® Introduce a graduation model with defined skill milestones and regular progress
assessments.
e Implement self-assessment tools for governance bodies to evaluate competencies in
areas like leadership and resource management.
e Provide tailored support to underperforming groups while empowering advanced

groups to take on greater responsibilities.

4. Recommendation: Enhance accessibility of farmer training materials
Rationale: Farmer capacity-building efforts have introduced climate-smart agricultural
practices like agroforestry and water-efficient irrigation but have been limited in effectiveness
due to overly technical training materials that do not fully align with the literacy levels of target
communities. In Sumbawanga, in particular, challenges in comprehension have affected the

uptake of best practices. To improve knowledge retention and accuracy, practical
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demonstrations and simplified, context-specific resources are essential to ensure that
sustainable practices are correctly understood and effectively implemented.
Actions:
e Develop visually oriented, simplified materials (e.g., pictorial guides, videos) to convey
key concepts, accommodating diverse literacy levels.
® Expand the use of on-site demonstration plots where farmers can observe and practice
techniques such as agroforestry and water-efficient irrigation.
e Facilitate peer-to-peer learning opportunities by training local farmer champions to
serve as community-based trainers.
® Integrate regular follow-up sessions to reinforce learning and address emerging

questions.

STRENGTHENING COORDINATION AND KNOWLEDGE MANAGEMENT

5. Recommendation: Strengthen cross-partner learning opportunities within SUSTAIN Eco and

Pro.

Rationale: SUSTAIN Eco and SUSTAIN Pro operate in overlapping landscapes but lack frequent,
structured mechanisms for collaboration. This reduces alignment and opportunities to leverage

synergies.
Actions:

e Establish monthly reflection workshops with IUCN, as the overarching coordinator,
facilitating discussion with Eco and Pro teams to share insights, address challenges, and
align interventions.

e C(reate a central knowledge repository for real-time sharing of data, progress reports,

and best practices.

REFINING THEORIES OF CHANGE AND RESULTS FRAMEWORKS

6. Recommendation: Review and update the SUSTAIN Eco theory of change.

Rationale:
The ToC serves as the strategic backbone of SUSTAIN Eco, but has leaned heavily on

assumptions about capacity-building translating into systemic changes. These links are not
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always validated, leading to a focus on outputs (e.g., number of governance structures
established) rather than long-term outcomes (e.g., improved governance and ecological

resilience)
Actions:

e Conduct a mid-term ToC review through workshops with project partners to validate
key assumptions, particularly the linkages between capacity-building, behavioural
change, and systemic outcomes.

e Develop landscape-specific ToCs for Sumbawanga and Kilombero with the
corresponding partners to reflect unique socio-ecological dynamics and project
interventions in each landscape.

e Ensure annual workplans and reporting explicitly reference ToC pathways,

demonstrating how activities contribute to strategic outcomes.

Recommendation: Strengthen the results framework with additional indicators to capture
systemic change
Rationale:
The current results framework focuses heavily on tracking output-level indicators, such as the
number of trainings or governance structures established. However, it lacks explicit links to
systemic outcomes, such as governance improvements, biodiversity conservation, or ecological
resilience. Additionally, the results framework is heavily quantitative, focusing on metrics like
the number of participants or hectares restored. While these are important, they do not
capture systemic changes such as shifts in governance practices or social equity. This gap makes
it challenging to assess whether activities are driving the intended long-term changes.
Actions:
® Enhance the results framework by refining indicators that capture systemic outcomes.
While the existing log frame already maps how outputs contribute to outcomes, this
process could be strengthened by reviewing and expanding indicators to ensure that
long-term governance, biodiversity, and resilience impacts are effectively measured..
This process could be done in parallel with the ToC review.
e Include qualitative indicators capturing behavioural changes, governance quality,

biodiversity impact, and social equity progress —for example:
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0 Assess whether members of VNRCs and WUAs feel empowered, trusted, and
capable of enforcing sustainable resource management practices, beyond
their formal regulatory legitimacy.

0 Indicators that reflect community perceptions of changes in biodiversity, such
as the return of specific species or improved water availability due to
restoration efforts.

0 The extent to which vulnerable groups feel empowered to participate in

governance and resource management.

ENHANCING RISK MANAGEMENT

8. Recommendation: Develop a comprehensive DRR strategy

Rationale: Climate-related risks, such as floods and extreme weather, have already disrupted
project timelines, damaged demonstration plots, and posed a threat to both project outcomes
and beneficiary livelihoods. While initial DRR planning has begun, it remains underdeveloped
and lacks systematic integration into the project’s broader strategy. A dedicated and
comprehensive DRR framework tailored to the specific needs of project landscapes would
enhance resilience, ensuring that both communities and ecosystems are better prepared for

climate shocks.
Actions:

® Leverage existing data from local government agencies, like Tanzania’s Meteorological
Agency, to access real-time data to inform early warnings and community responses.
Accessing and utilising available meteorological data could serve as a useful proxy for
disaster risk reduction considerations within the project.

® Explore water management techniques suited to flood-prone areas, such as surface
runoff control, soil water management, and the construction of drainage channels, to
support farmers in mitigating the impact of seasonal flooding.

e FEngage donors and private sector partners to mobilise resources for DRR interventions,

ensuring their sustainability beyond the project lifecycle.

PLANNING FOR LONG-TERM SUSTAINABILITY

9. Recommendation: Develop an exit strategy
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Rationale:

The project currently lacks a formal exit strategy, raising concerns about the sustainability of
governance structures and community initiatives post-implementation. Many committees rely
on project-based incentives, such as per diems, which will cease after the project ends. Without
a clear plan for financial and operational continuity, the long-term benefits of interventions like
beekeeping and agroforestry are at risk. A robust exit strategy would ensure that governance

structures and community-led initiatives can sustain their activities independently.
Actions:

e Work with community representatives and governance bodies to define equitable
revenue-sharing models for existing NbS interventions, such as beekeeping and
agroforestry.

e Ensure models include provisions for reinvesting profits into governance structures to
support long-term operations.

e |dentify NbS initiatives with high revenue-generating potential and outline pathways
for scaling them to create consistent income streams.

e Partner with local authorities to establish formal agreements that outline revenue
distribution and compliance mechanisms for natural resource management plans.
Include enforcement measures in to prevent misuse of funds and ensure equitable
benefit-sharing among community members.

® Introduce the Farming as a Business approach to agriculture-based livelihoods,
promoting entrepreneurial thinking and financial management skills.

e Transition governance structures from dependency on external facilitation to locally
managed systems by providing training on financial management, resource allocation,
and compliance.

e Build local capacity to monitor and enforce benefit-sharing agreements independently.

e Advocate for the inclusion of SUSTAIN Eco initiatives in district-level budgets or

national conservation frameworks to ensure sustained financial support.

74



SUSTAIN Eco Mid-Term Review — [UCN — March 2025

4. Appendixes

Methodology Overview

The primary purpose of this review was to independently assess the progress of the SUSTAIN Eco
project towards its intended objectives and to provide actionable insights for optimising its
implementation during the remaining period. The review also served to evaluate the potential need for
a second phase of SUSTAIN Eco, offering feedback and recommendations for structuring such a phase
to maximise its long-term impact.

The processes aimed to:

e Evaluate project performance: Assess how effectively the project’s interventions have met
their intended outcomes, particularly in areas such as ecosystem health, governance
structures, and inclusive business and livelihood opportunities.

e Identify challenges and opportunities: Examine external factors, assumptions, and risks that
have influenced progress, while highlighting opportunities for strengthening project
implementation.
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e Support learning and adaptation: Capture lessons learned to refine the project’s approach and
enhance its impact during the second half of implementation.

e Ensure accountability: Provide transparent insights into the project’s achievements and areas
for improvement, ensuring accountability to stakeholders, including IUCN, implementation

partners, and donors.

The scope of the mid-term review encompassed the project’s implementation period from December
2022 to late 2024. It focuses on the project’s contributions to its three main outcomes:

1. Strengthening governance for sustainable and inclusive natural resource management.

2. Improving integrated landscape management to enhance ecosystem health and create

inclusive business and livelihood opportunities.

3. Catalysing investment in ecosystem protection and restoration to support climate resilience.
This review evaluated the project’s relevance, coherence, effectiveness, efficiency, and sustainability
while examining its contributions to IUCN’s strategic objectives, including promoting gender equality,

youth engagement, and environmental and social safeguards.

The Aleph Evaluation Index

At the heart of the evaluation methodology lies the Aleph Evaluation Index, a tool designed to establish
clear performance benchmarks across the OECD-DAC evaluation criteria: relevance, coherence,
effectiveness, efficiency, and sustainability. To ensure alignment with the Global Environment Facility
(GEF) Evaluation Policy, the Aleph Evaluation Index has been harmonized with GEF standards to meet

both Aleph’s framework and GEF’s evaluation requirements.

The Aleph Evaluation Index uses "desired states" to articulate performance benchmarks, offering a
nuanced assessment of project outcomes beyond specific metrics. It integrates cross-cutting issues
such as gender equality, youth engagement, ESMS compliance, and contributions to the IUCN One
Programme Approach. Tailored evaluation questions, indicators, and data collection methods provide

a transparent and thorough review process.

Each of the OEDC-DAC pillars is divided into evaluation ‘areas’. These, in turn are broken into specific
indicators. Each indicator is scored on a sliding scale of 1-3, where 1=poor and 3=good. Scores for each
indicator are aggregated, providing an average score for each area. Scores for each area are aggregated

to provide an overarching score for the OECD-DAC pillar. The scores are not intended to be scientifically
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rigorous — instead they serve as a navigational tool both for external readers, and for the evaluation

team itself during data analysis.

In response to IUCN’s request, we have employed GEF’s six-point rating scale in the narrative of the
report. We have converted our scoring system to the GEF scale in the following manner:

e 1.0-1.2: Highly Unsatisfactory

e 1.3-1.5:Unsatisfactory

e 1.6-1.8: Moderately Unsatisfactory

e 1.9-2.1: Moderately Satisfactory

e 2.2 -2.4:Satisfactory

e 2.5-3.0: Highly Satisfactory

By integrating GEF’'s scoring system, this approach also supports IUCN’s efforts to standardise
evaluations across its portfolio, enhancing consistency and comparability. The GEF rating does not
appear in the Index itself.

The Evaluation Index accompanies this report as a separate document, ensuring transparency. Its
findings will guide adaptive management and accountability, emphasising the project’s long-term

impact and alignment with global standards.

Methodological Approach

The mid-term review employs a robust, mixed-methods approach anchored in the principles of the
IUCN Evaluation Policy and Sida Evaluation Principles. Data triangulation was central to the review,
combining qualitative and quantitative analysis to ensure comprehensive and objective findings. The
methodology includes:

e Evaluation Framework: The Aleph Evaluation Index, designed to assess project performance
against OECD-DAC evaluation criteria, served as the foundation for analysis. It incorporates
desired states for performance, tailored evaluation questions, and a traffic light scoring system
for clarity and accessibility.

e Stakeholder Engagement: Data collection involved approximately 37 Klls and six FGDs with
diverse stakeholders, including project implementers, technical partners, government
authorities and community members.

e Data Collection and Analysis: A purposive sampling strategy ensured inclusivity across gender,

age, and socio-economic backgrounds. Community perspectives were prioritised through
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FGDs, while field data collection focused on Sumbawanga, with remote engagement for other

regions.

Preliminary Findings Workshop

A preliminary findings workshop was held on January 14, 2025, to present the mid-term review’s
conclusions and initial recommendations to key stakeholders. The workshop facilitated discussion and
feedback, allowing the evaluation team to refine its analysis and ensure that the insights and

recommendations in this final report are grounded in stakeholder perspectives and priorities.

Key Findings and Data Triangulation
The review’s findings reflect a triangulated analysis of data from interviews, focus groups, and an
extensive review of over 25 project documents and reports. This process ensured the integration of

diverse perspectives and provided a balanced and evidence-based assessment of project performance.

Methodological Limitations
While the process aimed for comprehensive coverage, certain constraints emerged:

e Stakeholder availability: While efforts were made to engage a diverse range of stakeholders,
some key groups were unavailable during the review period such as private sector
representatives. Additionally, some key stakeholders were unavailable for interviews
particularly in Kilombero, where engagement proved to be more challenging. A total of 12
stakeholders from various groups were invited to contribute to this evaluation and only six of
them were available to take part in this process. As a result, insights from this area are more
limited, and the evaluation had to rely more heavily on secondary data sources to supplement
findings. Given that this is a qualitative assessment, the absence of some key stakeholders in
Kilombero does not significantly undermine the validity of the findings. The analysis remains
robust and evidence-based, though further stakeholder engagement in future assessments
could provide additional depth, particularly regarding local implementation challenges and
governance dynamics.

e Timing of the evaluation: Conducted mid-project, the review could not fully capture long-term
impacts or systemic changes, limiting its ability to assess certain outcomes.

e Data variability: Some datasets were incomplete or pertained to ongoing activities, requiring

adjustments through triangulation and alternative data sources.
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Name Last Name Organisation Level
ILUMA Wildlif
Abubakari - U ldlife Kilombero Landscape
Management Area
Ala Al Dwairi IUCN Global
Alexander Mpwaga AWF Kilombero Landscape
Anthony Mhagama IUCN National
Bruno Richard SNV Sumbawanga
Landscape
Calvin Metta IUCN National
Clarence Msafiri AWF Kilombero Landscape
Nkasi District Council - Sumbawanea
Daudi Katunzi TFS Chala Mountain & &
Landscape
Forest Reserve
Elizabeth i Kagukoka V|I.Iage i
Rukwa Region
Tanzania Agricultural
Emmanuel M. Mgonia Research Insititute - Wider stakeholders
TARI Ifakara
Fadhili Njilima IUCN National
. . Sumbawanga
Faridu Abdalah RAS Katavi
Landscape
) Nsimbo District Sumbawanga
Florentina llumba .
Council Landscape
Florian Reinhard IUCN Global
Ford Osward Tanz§n|a Fores.t Sumbawanga
Services Nkasi Landscape
Association for the
Frank Kweka Development of Sumbawanga
Protected Areas Landscape
(ADAP)
. Sumbawanga
Godf Mbund Mpanda M I
odfrey unda panda Municipa Landscape
Hadima Hamisi Kilosa District Council Kilombero Landscape
. Village Chairman - Sumbawanga
January Maskati Kafukoka Landscape
Japhet Chuvaka Nkasi District Council Sumbawanga
Landscape
Josephine Rupia RAS Katavi Sumbawanga
Landscape
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Magreth Kakoyo Kalambo DI.StI’ICt Sumbawanga
Council Landscape
. Lake Rukwa Bassin Sumbawanga
Magreth Mijindo Water Board (LRBWB) Landscape
Maria Hasler [UCN Global
Maria Ana Borges IUCN Global
Martin Rutuga Katuma V\{at_er User Sumbawanga
Association Landscape
Matthew limwa Lake Rukwa Bassin Sumbawanga
Water Board (LRBWB) Landscape
Nicholaus Mchome RAS Rukwa Sumbawanga
Landscape
Noelia Lukinagiza ILUMA Wildlife Kilombero Landscape
Management Area
Olivier Germain SNV Sumbawanga
Landscape
Rukwa Environmental
) Sumbawanga
Onesmo Kasanda Management Society Landscape
(REMSO) P
Privatus Muhabile Nsimbo D|§tr|ct Sumbawanga
Council Landscape
. Lake Rukwa Bassin Sumbawanga
Rhoda Mwinuka Water Board (LRBWB) Landscape
Stanley Kweka Tanzama. Forest Kilombero Landscape
Service
Suzan Danda IUCN National
. ) . . Sumbawanga
Valeriana Mwapasi Nkasi District Council
Landscape
William Sibula Msaginya \/.Va.ter User Sumbawanga
Association Landscape

80



GEF Rating System

1.0 - 1.2: Highly Unsatisfactory

1.3 - 1.5: Unsatisfactory

1.6 - 1.8: Moderately Unsatisfactory
1.9 - 2.1: Moderately Satisfactory
2.2 - 2.4: Satisfactory

2.5 - 3.0: Highly Satisfactory

Pillar Area Score Total Appreciation
Participant Consultation 2.5 . .
Relevance Stakeh?)lder Consultation 78 2.7 Highly Satisfactory
External Alignment 3.0
Coherence |Internal Alignment (incl. One Programme Approach) 2.4 2.5 Highly Satisfactory
Structural Coherence 2.0
Progress towards strengthened coordination amongst governance structures for sustainable & 20
inclusive management of natural )
Progress towards the improvement of ecosystem health, inclusive business and livelihood
opportunitites, especially for women, youth and vulnerable groups, through integrated 2.7
Effectiveness |landscape management 2.4 Satisfactory
Progress towards strengthening climate resilience for people and ecosystems through the 23
investment in the protection and restoration of ecosystems and their services )
Gender & youth 1.8
Partnerships 3.0
Resource efficiency 23
Efficiency Organisational efficiency 2.4 2.2 Satisfactory
Monitoring and evaluation 2.2
Governance and communication 2.0
Ownership 2.0
Sustainability C.ontinuity of impact (incl. science, policy, action interface) 1.5 20 Moderately Satisfactory
Risk Management 2.5
Gender Responsiveness 2.0




Is SUSTAIN Eco doing the right things?

The extent to which the project addresses the needs, priorities, and policies of the target group/region

Score

Total

Indicator Desired State Questions Methods Source Analysis
The design process actively engaged local communities, incorporating their insights and priorities into governance frameworks and resource plans.
How does the project address the specific needs and challenges faced by smallholder Extensive community consultations were conducted during the project’s inception phase to ensre the interventions reflected the unique needs and challenges of
farmers within groups like NRMCs, WUAS, and agricultural schemes? ' local stakeholders. These consultations included public meetings at the village level, focus group discussions with community members, and participatory workshops
The project effectively addresses the specific needs and i . Project documents
nef Were local community groups and representatives actively consulted in the project’s | 1. Literature Review with local leaders and resource users (SUSTAIN Eco Baseline Report, 2023; SUSTAIN Eco Inception Report, 2023).
Needs of local of local particular d Local community members
11 ’ design and implementation phases? 2. Key Informant Interviews
communities farmers within structured groups like NRMCs, WUAS, and Local IUCN team ' _ )
e To what extent does the project empower these groups to drive change within their 3. Field visits Through these processes, community members identified pressing concerns such as water scarcity, land degradation, deforestation, and the need for improved
€ : communities? agricultural practices. For instance, consultations in Kilombero revealed significant challenges with managing irrigation water, which informed the development of
Were the Environmental and Social Management Systems principles adhered to? activities to improve governance and equitable access to water resources. Similarly, in Sumbawanga, discussions highlighted issues with encroachment on forested
Iands, leading to creation of acitvities on sustainable land use practices (SUSTAIN Eco Baseline Report, 2023; SUSTAIN Eco Inception Report, 2023).
Consultation
The project demonstrates a strong commitment to gender equality and youth participation through targeted i the callction of gend
data during the design phase. These efforts identified systemic barriers, such as limited land hip and restricted dec , and informed
strategies equitable in governance and resource tructures (SUSTAIN Eco Inception Report, 2023; SUSTAIN Eco Baseline
The project is designed and implemented inaway that | To what extent are project activitie, strategies, and approaches conducive to promoting Report, 2023).
directly addresses the unique needs and vulnerabilities of |gender equality and advancing the participation of youth and other marginalised groups? Project documents
Women, youth, and other | outh, and marginalised groups within the target | How well does the project ntegrate and address the specifc vulnerabiltes of women, | 1. Literature Review Local community members, | C: fons with community women’s groups, and youth leaders highlighted the need for joint land ownership schemes and the inclusion of youth
12 o This includes ensuring that project Vouth, and marginalised groups, ensuring equitable access to resources and decision- | 2. Key Informant Interviews | women & youth in governance to address disparities and promote intergenerational equity (SUSTAIN Eco Inception Report 2023; Field Kif).
group strategies and activities are responsive to the socio- making opportunities? 3. Field visits Local IUCN team
economic challenges these groups face, promoting In what ways are project interventions designed to foster gender equality and inclusivity, However, while the project has taken significant steps to address the inclusion of women and youth, other marginalised groups—such as people with disabilties,
equitable access to resources and participation particularly in leadership roles and economic opportunities? elders, ethnic minorities—have not been systematically included in the project’s design. The initial project documents do mention these groups as being a target of the
different interventions, as they are explictly mentioned in the tracker databases, but there is no mention of them in the different consultation processes nor in the
documentation of project activities' results (SUSTAIN Eco Project Proposal, 2022; SUSTAIN Eco database, 2024). This gap raises questions about whether their
exclusion reflects a design oversight or challenges in stakeholder engagement during the planning phase.
The project aligns with the long-term strategic visions ofits partners—IUCN, SNV, and AWF—by reflecting their mandates and leveraging their respective strengths.
and and water practices align with IUCN's Nature 2030 framework, SNV's focus on ILM, and AWF’s emphasis on biodiversity conservation
and human-wildlife coexistence (SUSTAIN Eco Inception Report, 2023; Remote Kils & Field Kils). SNV mobilises its expertise in sustainable agriculture and, and AWF in
' How well does the project align with and support the long-term strategic visions and
The project has effective mechanisms in place tofoster |1 =1 9% 1 Polect 2187 W & biodiversity and NbS, ensuring a design rooted in proven methodologies (SUSTAIN Eco Inception Report, 2023; Field Klls).
, facilitate active i P & ) 1. Literature Review SNV & AWF Representatives
Partners' strategic To what extent does the project leverage the unique strengths and expertise of each ! ' _
2. " of all partners in key decision-making processes, and 2.Key Informant Interviews | SIDA Representatives Joint planning sessions and co-creation workshops during the inception phase facilitated alignment, fostering synergies between interventions such as sustainable
priorities partner to achieve its objectives? What were the mechanisms for ongoing ! " ¢
ensure alignment between the project and the strategic Project team agriculture and biodiversity conservation (Remote Klls). However, some coordination challenges between regional offices and technical teams were identified as
" " communication and collaboration among partners, and how effective were they? Are "
priorities of different partner organisations. areas for improvement in subsequent phases (Field Klls & Remote Kils) but these will be covered in the efficiency section.
there any bottlenecks?
The design reflects a collaborative and integrated approach that underscores the relevance of SUSTAIN Eco s a shared framework for sustainable development and
ecosystem stewardship.
The project aligns closely with Tanzania’s Development Vision 2025 and key policies, such as the National Environmental Policy and sectoral plans for water,
agriculture, and natural resources Farly with ensured that project goals addressed critical priorities like
ecosystem restoration, climate resilience, and sustainable livelihoods (SUSTAIN Eco Inception Report, 2023). As such, SUSTAIN Eco is well aligned with government
priorities.
Institutional support was secured through co-creation workshops and planning sessions at the national level with the inception workshop as well as with two
Area2: The project is adequately aligned with government To what extent has the project engaged with the national government to ensure 1 Literature Review Government authorities landscape-level inception meetings. These sessions were faciliated by each partner in their corresponding landscapes and included local government authorities and
stakeholder | - |Alignment with priorities as IUCN and its partners actively engage with | alignment with and gain institutional support for its objectives? 2 ey miormant imerviews | Nationalfocar strategie relevant agencies such as regional secretariats, regional natural resources offices, district councils and ward councillors. Their goal was to ensure the project aligns
consultation | > |government priorities [ national and local government authorities to secure To what extent did the project anticipate and address potential regulatory or policy ey e oo with the ILM approach with national strategies and embedding structures like WUAS and VNRC within Tanzania’s governance framework, and identifying priority
strategic alignment and strong institutional support challenges at the national or regional levels? P areas for implementation (SUSTAIN Eco Inception Report, 2023; Field Klls & Remote Kils).
At the national level, poor inthe of natural resources had lead to a lack of alignment between water and land use policies.
This disconnect was flagged as part of the capacity needs assesment from the inception phase and was identified as a priority area for government stakeholders.
SUSTAIN Eco's design seeks to tackle this issue by promoting integrated landscape yin land and water , and included ongoing
ialogue ith government entites to adress overlapping mandates (SUSTAI Eco Capacity Needs Assessment, 2023 SUSTAIN Eco Poject Proposal. By doing sothe
project reflects direct alignment not only with governement priorities but also their needs.
The project actively engaged a diverse range of including CSOs, priy entities, and toensure inclusivity and
relevance.
Were the wider stakeholder groups involved in the project design and implementation?
Consultation with wider | The project has dedicated spaces for wider stakeholder group: proj " P . Local actors Consultations with actors like the Tanzania Forest Conservation Group, SAGCOT, and private sector partners such as the Kilombero Sugar Company integrated
! c ‘ Wasa stakeholder/beneficiary analysisconducted as part of the project design? 1. Literature Review actor ! " tion Grou "
53 [actors (local businesses,  [actors to be actively involved inthe project designand | 1 2 2 ehe10%" . rocess it 2 Koy iormantinterviews _|BEnefciaries perspectives on conservation, sustainable agriculture, and biodiversity restoration into the project framework (SUSTAIN Eco Inception Report, 2023; Remote Klls). A
3 | civil society, and private |implementation, contributing to the formation of ? : - Kevinf Civil society detailed analysis the inlusion o ocal governance structures ik VNRCS and WUAS (SUSTAIN Eco Inception Repert, 2023; Remte KIf.
" ‘ To what extent are the needs of wider actors considered and addressed through this  |3. Field vsits N ‘ " )
sector) effective partnerships for ongoing project impact . P c from pr entities and C50s helped align project with both and priorities in both landscapes while
project? leveragding local expertises (Remote Kl & Field Kils). Examples of this include the national NGO REMSO, who operates as a community mobilisation consultancy firm
that was identified to support the project's establishment of WUAs and the continuation of the work form SUSTAIN 1 with the CEO Roundtable of Tanzania fro
SUSTAIN Eco to expand the adoption of the Tanzania Sustainable Finance Principles.




How does SUSTAIN Eco' fit?

Area 1: External
Alignment

=
=

Indicator

Alignment with
national/subnational policy
frameworks & national/subnational
strategic orientations

The extent to which intervention fits within the broader context, including other policies or programs, and whether it is aligned with or conflicts with other initiatives

Desired State

The project maintains continuous alignment with
national and subnational policies and strategic
frameworks, ensuring ecological health and agricultural
resilience through active collaboration with local
authorities and regular policy reviews.

Questions

How have national strategic orientations, such as Tanzania Development 2025, been
incorporated into the project’s design and implementation?

Has the project established effective communication with national policy makers to
ensure continuous alignment?

Methods

1. Literature Review
2. Key Informant Interviews
3. Field visits

Project documents

Analysis

Score

The project aligns well with Tanzania’s national frameworks, including the Tanzania Development Vision 2025, the National Environmental Policy of 2021, and the
National Climate Change Response Strategy (NCCRS) 2021-2026. The project’s objectives and activities directly support ecosystem

and climate resilience, while also adopting shared indicators, definitions, and ies to align with these . For example, land tenure security is
tracked in SUSTAIN Eco through the number of land titles secured , aligning with indicators in Vision 2025 and the National Environmental Policy; climate resilience
progress is measured using indicators such as the number of climate-smart agricultural practices adopted and the hectares of restored ecosystems, consistent with
NCCRS metrics; Governance improvements are monitored through the number of governance bodies (e.g., WUAs, VNRMCs) established or strengthened, using

Available
governmental strategy documents
Government representatives & other
policy-making actors

Project team

y that reflect national priorities.

Atthe level, the project regional plans in Rukwa and Morogoro, integrating its activities with ongoing regional strategies for
land and water resource management and addressing governance gaps with technical and financial support (Field Kils & Remote Kils).

Continuou:

with has reinforced coherence, with examples such as the integration of PES into regional land-use frameworks reflecting
policy adaptability (SUSTAIN Eco Inception Report, 2023; Remote Kils; SUSTAIN Eco Semi-Annual Report 2024).

The project’s fit within broader strategic frameworks ensures its coherence while addressing key gaps in , water and

governance.

s
~

Compatibility with international
frameworks

The project aligns with international frameworks such as
the SDGs and climate action agreements, using clear
indicators to track contri to global

How were international frameworks included in the project's design?
Are there any gaps or opp for improving ility with i

on ecological sustainability and resilience.

1. Literature Review
2. Key Informant Interviews

Project documents

Global agreements (SDGs, Paris
Agreement, etc.)

Project team

SIDA representatives

1UCN members in Tanzania

The project aligns strongly with international frameworks, including the SDGs, particularly SDG 13 (Climate Action), SDG 15 (Life on Land), and DG 6 (Clean Water and
Sanitation), by integrating ILM, NbS, and PES to support global efforts in climate resilience, biodi c , and sustainable resource (SUSTAIN
Eco Inception Report, 2023; Project Proposal, 2022).

- The project supports Target 13.1 by promoting climate-smart agriculture CSA) and enhancing community resilience to climate risks. It also aligns with Target 13.2 by
embedding climate change i ions into consistent with Tanzania’s climate strategies.

- Through wetland ion, and SUSTAIN Eco to Target 15.1 on restoring terrestrial ecosystems and Target
15.3 on combating land degradation.

“The project supports Target 6.5 by implementing ILM approaches to improve water governance through partnerships with WUAS. It also contributes to Target 6.6 by
restoring riparian zones and wetlands critical to water resource sustainability.

The project also complements Africa-wide initiatives such as the African Union’s Agenda 2063 and the African Restoration Initiative through its emphasis on

and landscape i to ecosystem targets for 2030 (SUSTAIN Eco Inception Report, 2023; SUSTAIN Eco Project
Proposal, 2022).

Alignment with IUCN’s global NbS framework highlights adherence to international best practices ensuring ensures that its interventions are not only ecologically sound
butalso contribute to societal well-being and sustainable developmen. SUSTAIN Eco integrates IUCN's Nbs framework by addressing societal challenges, fostering
ecosystem restoration, and improving human well-being: The project tackles ecosystem climate and loss through

agriculture, water resource management, and ecosystem restoration; by establishing nurseries and planting seedlings, the project contributes to ecosystem health and
biodiversity conservation, aligning with NbS goals for sustainable ecosystem management  nitatives ike COCOBAS aim to enhance livelihoods, promote social equity,
and build resilience among local omen and youth; with key ministries ensures alignment with national policies, while

y involving and local embed NbS principles into governance and practice (SUSTAIN Eco Inception Report, 2023).

C i ies with

The project cti with
i creating synergies through knowledge-

relevant international organisations

sharing, joint initiatives, and capacity-building efforts to
enhance ecological and agricultural resilience.

Has the project identified other international actors that share a similar thematic
and/or geographical focus and explored potential synergies?

Has the project interacted with these other actors to strengthen impact by sharing
knowledge, lessons learned or resources?

1. Literature Review
2. Key Informant Interviews

Project documents

Project team

SIDA representatives

1UCN members in Tanzania
Multilateral organisations'
representatives

SUSTAIN Eco ion with i primarily through alignment with global frameworks and participation in knowledge-sharing
platforms on ILM and NbS. While the project does not rely on formalized partnerships with actors like UNEP or GEF, this has not hindered its effectiveness, as extensive
stakeholder and initiative mapping were conducted during the project design phase to ensure the project doesn't duplicate efforts by other organisations in SUSTAIN
Eco's landscapes (Remote Kils; SUSTAIN Eco Inception Report, 2023).

Although partnerships remain project-driven, SUSTAIN Eco’s proactive engagement with international frameworks and local actors ensures alignment with global
conservation priorities.

Total



Area 2: Internal
Alignment

Contributions of project activities to
1UCN's strategic goals described in
"Nature 2030"

s

The project contributes significantly to IUCN's "Nature
2030" strategic goals, demonstrating measurable impacts
on biodiversity, climate resilience, and sustainable
livelihoods, in line with IUCN's long-term organisational
priorities.

To what extent is the project aligned with the Nature 2030 project?

Which of the five Nature 2030 areas does this project contribute to?

Are project objectives directed towards achieving IUCN's Impact Targets listed under
each project area? How are the project's contributions to the nature 2030 project being
measured?

1. Literature Review
2. Key Informant Interviews

Nature 2030 project
1UCN strategic documents
1UCN HQ team

Project team

SUSTAIN Eco aligns with IUCN’s Nature 2030 Programme by addressing ecosystem iversit i and

(SUSTAIN Eco Project Proposal, 2022). While the project does not explicitly report against Nature 2030 indicators,its metrics closely aign with the programme’s impact
targets:

~Valuing and conserving nature: Activities like wildlife corridor i
conservation and habitat protection.

-Restoring and managing nature: Efforts to restore 100,000 hectares of degraded land align with Land and Water Impact Targets. A shared indicator is the reduction in
degraded ecosystems, reflecting progress in restoration.

~Governing nature: Strengthened governance through WUAs and VNRCs aligns with Water Impact Target 2, with metrics like improved access to water for productive
use.

~Connecting people with nature: Initiatives like COCOBAS and sustainable land use planning enhance livelihoods, supporting Nature 2030's focus on equitable access to
ecosystem services.

and protected area

support Land Impact Target 1, contributing to biodiversity

Compliance with IUCN Project
Guidelines and Standards (PGS) and
Project Appraisal and Approval
System (PAAS)

The project complies with IUCN's Project Guidelines and
Standards (PGS) and Project Appraisal and Approval
System (PAAS), with regular monitoring to ensure
adherence to procedures, quality benchmarks, and
adaptive management throughout implementation.

Are project staff familiar with IUCNs concept of the project cycle?

Have financial and risk analyses been conducted?

Are project processes and procedures consistent with the IUCN's Environmental and
Social Safeguard Framework?

1. Literature Review
2. Key Informant Interviews

Project documents
Project team
IUCN HQ team

SUSTAIN Eco demonstrates strong alignment with IUCN's project cycle guidelines by integrating systematic processes across all phases of the project (SUSTAIN Eco
Inception Report, 2023; SUSTAIN Eco Technical Report, 2024).From design to implementation, the project adheres to IUCN's standards through key mechanisms:
~Strategic project design: Originating from IUCN's global priorities, the project addresses Nbs, Climate Change, and Sustainable Development. A robust Theory of
Change and situation analysis were developed through inclusive stakeholder consultations, ensuring relevance to the Kilombero and Sumbawanga landscapes. Risk
analysis and compliance with IUCN's Environmental and Social Safeguards and and Social System mitigate potential

and social risks.

-M&E: A comprehensive MEL Plan outlines clear objectives, indicators, and sustainability strategies, such as capacity building, policy integration, and partnerships.
Regular progress tracking and supervisory missions enable adaptive and annual work plans, financial monitoring, and mid-term
reviews ensure accountablity and fexibility in delivering project actvties. Mid-term and final evaluations, aligned with UCN's evaluation policy, assess project
performance and impact. Closure procedures prioritize proper documentation and the transfer of outcomes to relevant stakeholders.

w

Adoption of IUCN's One
Programme approach

The project fully adopts IUCN's One project approach,

To what extent did the project engage relevant constituents of the Union in its design

fostering cross-sectoral integration and
across IUCN’s network, with clear isms for

ori ion so far (Government of Tanzania, IUCN Members in Tanzania,

coordination and joint decision-making to achieve
shared goals.

Commission Members with in Tanzania)?
Are there examples of effective coordination mechanisms within the Union that have
contributed to the project's progress?

1. Literature Review
2. Key Informant Interviews

1UCN strategic documents
One project Charter
Project documents
Project team

SUSTAIN Eco demonstrates alignment with IUCN's One Programme Approach through its collaborative design (SUSTAIN Eco Project Proposal, 2022; Remote KIls). Key
elements include:

~Shared frameworks, such as the MEL system and platforms like the PMG promote collaboration and information sharing across IUCN teams and partners

“The project leverages internal resources from IUCN’s thematic areas, including the Water and Wetlands team, ensuring that interventions align with both local needs
and global priorities.

IUCN members in Tanzania
Commission members

IS ion between regional and country-level teams fosters context-specific implementation while supporting alignment with national conservation strategies

While SUSTAIN Eco's design aligns well with One Programme principles, challenges identified under the efficiency section indicate areas for refinement when it comes
to the succesfull i of intgerated and synergies.

IS

Integration of gender analysis in
project design and implementation

The project includes a thorough gender analysis to
inform design, budgeting, staffing, and implementation
phases, ensuring gender inclusivity and responsiveness

Does the project have a gender analysis, and has it applied key issues and

" ions to inform gend project design and implementation?
How often is the gender analysis reviewed and update to stay relevan to project
needs?

1. Literature Review
2. Key Informant Interviews

Project documents
Project team
IUCN HQ team

The project incorporates a robust gender analysis into its design through the Gender and Youth Action Plan (GYAP), which outlines specific measures for mainstreaming
gender and youth considerations for the SUSTAIN initative.

Supervision missions track progress on gender-sensitive measures, such as the participation of women and youth in VNRCs and WUAs, while addressing cultural barriers
that limit women's roles in decision-making (Remote Kils & Field Kils). Capacity-building for community-level committees—WUAS, VLUMs, and VNRCs—remains central
to the project’s approach, with a gender specialist providing targeted training on the GYAP to align activities with gender equity goals (SUSTAIN Gender and Youth
Action Plan, 2023).

While gender analysis is well integrated into the project’s design, stakeholders have identified areas for i inits i ion. Opportunities exist to
enhance the systematic monitoring of gender outcomes and to address persistent cultural barriers through pacity-building and closer sup

(Remote Kils). Furthermore, the integration of gender-disaggregated data into monitoring frameworks would significantly improve the project’s ability to track and
promote gender equity. These aspects will be explored in greater detail under the efficiency and effectiveness pillars, with a focus on improving gender integration
across all project components.




The project interacts actively with other IUCN
projects/projects, including the overarching SUSTAIN

How has the project interacted with SUSTAIN Pro? What can be improved to maximise
synergies between SUSTAIN Eco & SUSTAIN Pro?

1UCN strategic documents
SUSTAIN Pro project documents.
Project documents

SUSTAIN Eco focuses on ecosystem restoration and , while SUSTAIN Pro agricultural production. Both projects co-
developed a shared ToC, governance structures, and joint planning processes during the design phase, demonstrating strong theoretical alignment (SUSTAIN Initiative
Framework, 2024; Remote Kils).

While the ToC establishes a clear framework for how the two projects complement each other, challenges emerge in the practical implementation. In the Kilombero
landscape, for example, collaboration includes joint activities like land restoration, sustainable agriculture, and capacity-building for WUAS and VLUCs. However,
operational integration has on occassion fallen short, with projects functioning in parallel rather than as cohesive initiatives (Remote Kils & Field Kils).

Government and i reported a lack of regular communication and shared planning processes. A district-level stakeholder mentioned that

The project collaborates with SUSTAIN Pro under the broader SUSTAIN Initiative, sharing a common objective to balance economic growth with ecosystem stewardship.

Area 3: Stuctural
Coherence

. projec e ! How well does SUSTAIN Eco contribute to the SUSTAIN Initiative’s strategic pathways | ) Project team “Information is inconsistent and does not go through the official channels; there should be quarterly planning meetings and joint M&E visits.” Similarly, another district
Interaction with SUSTAIN Pro and initiative and the SUSTAIN Pro project, fostering. 1. Literature Review . N . — N
25 ’ " ° " for change and long-term goal? SUSTAIN Pro project team level stakeholder expressed a desire for better access to project workplans to faciitate coordination and community engagement
the overarching SUSTAIN Initiative | synergies through joint activities, shared learnings, and . . § y 2. Key Informant Interviews
/Sh To what extent does the project align to or contribute to other interventions carried by IUCN HQ team
collaborative approaches to maximise the collective ) ) . ) - I —_— A
O DT onches IUCN, AWF and SNV? SNV & AWF representatives Stakeholders, including project partners and local officials, emphasized the value of joint learning iitiatives such s cross-project visits and shared success stories which
i initiatives. W ) ) ' : ’ ) ning et
i Are there other initiatives which the project has interacted with ? Other organisations implementing | have not taken place as much as they'd like. While the ToC articulates a vision of shared learning, logistical challenges and costs, such as government-mandated per
similar projects diem rates, often hinder these efforts (Field Kils).
While shared human resources at IUCN have improved some coordination, interactions between partners such as SNV and AWF across both projects remain infrequent
(Remote Kis & Field Kils). This restricts the exchange of implementation lessons and cohesive branding.
At the ToC level, the alignment between SUSTAIN Eco and SUSTAIN Pro i clear, with both projects designed to complement each other through shared objectives,
i strategies, and governance. However, in practice, these synergies are often underutiized. For instance, while shared resources and frameworks
exist limited joint planning and inconsistent communication among partners undermine the full realization of the ToC's potential (Remote Kils & Field Kils).
The project’s objectives are clearly defined and aligned with the overarching goals of the SUSTAIN Initiative, focusing on ecosystem restoration, governance
and sustainable livelihoods. including IUCN staff, partners, and local bodies, ageneral of the
project's objectives, at the activity and output levels— but there is less emphasis on the broader outcomes SUSTAIN Eco seeks to achieve (Field Kils & Remote Kils).
The project’s objectives and targets are well-defined and Project documents Gaps in communication persist among some stakeholders, with local actors finding technical terms like ILM and Nb challenging to apply practically, highlighting the
prol . 2re To what extent are stakeholders and team members aware of and aligned with these | ) P " persist among : € §ing to apply p v, highiighting
) I communicated at alllevels, with regular reviews to 1. Literature Review Project teams, particularly M&E team | need for targeted training and simplified messaging (Remote Kils & Field Kils).
Clarity of project objectives and P | objectives?
31 ensure al stakeholders maintain a shared understanding members

targets at all levels

of the goals and their contributions toward achieving
them.

Are there any gaps in understanding or communication regarding the project’s
objectives?

2. Key Informant Interviews
3. Field visits

SNV & AWF representatives
1UCN HQ team

Additionally, regional officials have reported some confusion regarding the roles of SNV and AWF in SUSTAIN Eco’s implementation. This challenge arises from limited
interactions with IUCN itself, as stakeholders tend to engage primarily with the partner leading activities in their respective landscapes—SNV in Sumbawanga and AWF
in Kilombero. Many local actors noted they were not sufficiently aware of the contributions of the other partner due to minimal opportunities for cross-landscape
engagement or joint knowledge-sharing sessions (Field Kils). However, this dynamic is not inherently problematic, as the project s intended to be branded under the
SUSTAIN Initiative rather than emphasizing individual partner contributions. Improved communication, on the other hand, could help stakeholders better understand
the complementary roles of SNV and AWF, enhancing their appreciation of the collaborative nature of the project.

3.2 [Theory of Change

The project’s Theory of Change is clearly defined and
serves as the foundation for all project activities, with
mechanisms in place for periodic review and adaptation
to reflect evolving circumstances and learning.

How clearly is the project’s ToC articulated and understood by stakeholders?

How well does the ToC reflect the project’s goals related to ecological and community
resilience?

Are there any plans to review and/or adjust the ToC based on mid-term learnings?

1. Literature Review
2. Key Informant Interviews

Project documents

Project teams, particularly M&E team
members

SNV & AWF representatives

1UCN HQ team

The project’s ToC provides a comprehensive framework for achieving ecosystem i jversi ion, and resilience, structured around
three pathways: strengthening governance, promoting ILM, and investing in ecosystem restoration. It integrates cross-cutting themes such as gender equality,

sustainable agriculture, and community empowerment, aligning well with the project’s objectives (SUSTAIN Eco Inception Report, 2023; MEL Plan, 2024).

However, the project’s operational focus has leaned more toward delivering measurable outputs, such as the number of governance structures established or hectares
restored, rather than tracking long-term systemic changes in governance and ecological health. This output-driven approach has highlighted the need for stronger
alignment between the ToC and operational planning (Field Kils & Remote KIls).

Efforts have been made to address this gap through the introduction of outcome harvesting approaches, which aim to better capture systemic impacts like improved
governance practices and ecological resilience. However, the ToC's linear assumptions about capacity-building leading directly to behavioral change have been flagged
as overly optimistic, especially in contexts with entrenched cultural norms and resource competition (Field Kils & Remote Kils).

Stakeholders have recommended tailoring the ToC for specific landscapes, such as Kilombero, where SUSTAIN Eco and Pro overlap, and conducting regular reviews to
refine assumptions based on mid-term learnings. More explicit integration of the ToC into operational planning and adaptive management strategies would strengthen
its relevance and strategic value (Remote Kils).




Results Framework

The project’s results framework is comprehensive and
aligned with the overall objectives, using clear,
measurable indicators to track progress. Regular
assessments will ensure its effectiveness in guiding
adaptive management and measuring impact.

Does the Results Framework capture key activities and outcomes related to the
project’s ecological and resilience goals?

What adjustments, if any, are needed to improve the utility of the results framework in
tracking progress?

1. Literature Review
2. Key Informant Interviews

Project documents

Project teams, particularly M&E team
members

SNV & AWF representatives

1UCN HQ team

The project’s Results Framework s well-designed, very complete and generally intuitive. Its structure, which includes hyperlinked data on backend tabs, is particularly
useful for enabling both high-level validation of aggregated results within the summary results table and deeper exploration of disaggregated data as needed (MEL Plan,
2024).

The accompanying logframe document is equally comprehensive, with clearly described assumptions and means of verification. These features enhance the
transparency and utility of the framework, providing stakeholders with a clear understanding of how results are measured and what conditions must hold for the
project to achieve its goals.

Despite its strengths, the framework relies heavily on quantitative metrics, emphasising numerical outputs over capturing qualitative or systemic changes. For instance,
while the number of hectares restored or people trained are tracked diligently, there is less emphasis on measuring changes in community attitudes, governance
practices, or ecological resilience—critical indicators of long-term impact (MEL Plan, 2024).

Moreover, the focus on short-term outputs, reinforced by the annual workplan, sometimes overshadows the project’s strategic long-term goals. This output-driven
approach risks limiting the ability of the framework to serve as an effective strategic planning tool that prioritizes systemic change.

The specificities of the indicators, including how well they reflect progress toward desired outcomes, wil be discussed in greater detail in the effectiveness section,
while areas for improvement in operationalising the framework will be further elaborated in the efficiency section.




What are SUSTAIN Eco's achievements?

Strengthening of
governance structures and
effectiveness of multi-
stakeholder partnerships
(MSPs) in improving

The extent to which the program achieves its stated objectives or desired outcomes

Governance structures at local,
district, and national levels are
strengthened, with MsPs effectively
improving coordination and decision-
making for sustainable and inclusive
natural resource management.

How successful has the project been in strengthening governance structures for
sustainable and inclusive management of natural resources? What needs to be
improved or done differently?

To what extend did the multi-stakeholder partnerships (MsPs) and dialogues
faciltate o hinder across the level
land and water governance (local, district, and national)?

1. Literature Review
2.Key Informant Interviews
3. Field visits

Project documents
Project team

1UCN members in Tanzania

Community members, local leaders, youth / women groups
Local farmers

SUSTAIN Eco i progressin i f reaching 68% of ts target un put 1.1 by the mid . The project h rted 26 NRM committees,
leading to improved coordination among VNRCs, WUAS, and VLUMs. These governance bodies now demonstrate over 80% active participation, with a in of women an groups. At hird of
committee members are women, reflecting the project’s emphasis on inclusivity (SUSTAIN Eco Database, 2024; Field Kils).

Despite these tructures continue to in ardized reportng mechanisms. The absence o a uiform reporting i and

reporting practices and improving coordination mechanisms will be critical

government processes. Limited nas aso reducedto v management and
to ensuring that project findings, plans, and progress updates are systematically shared and integrated (SUSTAIN Eco Database, 2024; Field Kils).

Specific monitoring mechanisms are | In which ways did MSPs contribute to or detract from the adoption and
coordination SNV & AWF representatives MsPs established by the proj played akey role actors, and local Policy briefs on d wa rough these pl
in place to assess the contributions of | implementation of Integrated Landscape Management (ILM) approaches in the. 8
pce o ases e cont ementa distict-level d ki b where MsPs tothe land-use laws. However, their influence at trained policy
4 . and limited engag d kers. In addition, d which has affected the ability of MSPs to function as effective
channels and formalising MSP roles will be essential to enhancing their effectiveness in supporting LM (Field Kils; Supervision Mission Report, 2023).
SUSTAIN Eco & i g women's management from 11.o 41 across 34 vilages by 2024. The project’s sensitization efforts, particularly
The project’s gender-responsive campaign durin Tanzani's lecto peiod have e nstrumentl n hifingleaderhipdynamics, with worennow bein lecte {0 poions i cooperatio soietes. However, pro s has been uneven, it ircts such s Niasrcording
approaches empower women and | How has the project’s gender-focused approaches influence the empowerment project documents only one woman in leadership positions across four villages. Cultural to  household I of confidence in male-d tings acting as barriers to
Impact of gender-f th, heir participation [ of women and youth? ‘ their full engagement (Field Kils)
’ B} ) 1. Literature Review Project team
approaches on in governance structures and How has the project impacted gender imbalances, positively or negatively?
12 2. Key Informant Interviews IUCN members in Tanzania . .
d d o with |IF any, how did such empowerment contribute to or detract from achieving Youth hasalso 4 m t0161n 2024, p yin h as Sumb: Kalambo, and Mpanda. However,in some areas, cultural norms stilimit youth participation, as
3. Field visits Community members, local leaders, youth / women groups b
e clusive governance | clear indicators in place to rack | enhanced, sustainable, and inclusive o natural P often tied to land or trict for younger individuals to take on governance responsibilties (SUSTAIN Eco Database, 2024; Fild Kils).
sustainable & progress on gender equality and | resources?
GoptD inclusive governance. Pragress gt ther vlnrsbegrous,sch 35 elrs,persons withdislies, nd thri inories, asbeen e, Whie g diversiy, i pstantive. Barriers
D , domestic d th d o (Remote Kils; Field Kil).
of natural
resources
SUSTAIN Eco has advanced mul d inclusive 675 f s dopting oy eouTCE et pracces nd 5% of Barancesructures algring it andvlogeprioies by 2024
Improved vertical coordination has been faciitated through iding and clear , with limited interaction between VNRCs, VLUMs, and Water Basin Authorities, hindering
The project is on track to achieve the
effective shared resource management (SUSTAIN Eco Database, 2024; Supervison Misson Report, 2023).
implementation of inclusive natural
resource management at the vllage:
oelto et o o The inclusion of women and youth in increased, with hing one-third female H with disabiltes and eld limiting diversity in decision-
somponthe stgmmentaf Project documents makine, Strengthening participation mechanisms for these groups will be essential to improving inclusiviy (Fild Klls; SUSTAIN Eco Database, 2024)
Project team
lans with vertical and | To what extent has the project is on track to achieve targets under this 1. Literature Review
Progress outcome prel & 1UCN members in Tanzania Progress n equitable fan tenure hasbeen notable, with 334 land certi d. Of these, 4 ted to men, 36% to women, and 18% in co-ownership with spouses, reflecting a shift toward gender equity. However, delays in formalizing
13 horizontal administrative level outcome? I there were delays, were they avoidable? Did IUCN adapt? Is there a |2. Key Informant Interviews
targets Community members, localleaders, youth / women groups lan tit or and expanded  efforts to sustain progress (SUSTAIN Eco Database, 2024; Field Kils)
priorites (outcome indicator 1(b)), | plan in place to catch up? 3. Field visits o
ocal farmers
and securing land tiles (outcome
icon (0] progress s reatily SNV & AWF representatives Emerging benefitsharing mechanisms in Miimba and Kilosa highlight potential pathways for linking resource management H formalized benef: undermining govern:
anored ta enevee hat these ko structures, Distrct authorities have emphasized the need for joint M&E processes to dentify and add 1y C penaties, partculary for gl grazing and encroschment,
where poiticall conncted indivduas often evade consequences. Additonal,revene from confiscated vestock s frequeny by district authorities rather than 8 for . Vilage
indicators are met, with corrective
councis aso have lmited uriscicton over conservation to district authorites, wher are often hese challenges threaten th
actions taken as needed.
truct cost-bent d enforcement dceaerdelnetion of vlage and distict roles e bodie: ffectve and mtiated (Fld K &

Field FGDs).




SUSTAIN Eco P in building the cap: foca overnance bodies and osteringblodiversy stewrshi,surpassin e b 102% i equping VLUM, NRCSand WUAS wih the necesary ks 0 mplement gl
dditionalh d vllage land-use planning targets have been met, (SUSTAIN c
Database, 2024).
Farmer capacity h ! sgrclurl pracices, s s sgroforestry and water-effcientigaon, achieing 5% of e rget.However, the ffectiveness of these ot has een hindered by overy echnica
The project has successfully built the
donot & lteracy levels with plots and hands- . adoption among WUA members, feedback from community members in Sumbawanga
capacity of local management
rees e viloce L U ffective has in Village Land Use indicates that training approaches remain inaccessible to some farmers. y and peer been identified as necessary to reinforce training and improve adoption rates (Field FGDS).
committees (e.g, Village Land Use
o Management Committees, VNRCs, AA/VGS and WUAs?
Capacity building of local | Management Committees, VNRCs, ! Project documents .
Worey Have these efforts been tailored to the local actors' specific needs? © Lteratore e o Community training and school h programs, d ecosystem health, wildife's
), and biodiversity awaren . Literature Review roject team
© v | To what extent did training on biodiversity data collection, awareness-raising, ) " the importance of pollinators for agricultural productivity. d ag v . particularly among WUA members (Supervision Mission Report, 2023; Remote Kils; Field
21 [and effectiveness of training has improved communities' [7° "7 °* oy |2 Key Informant Interviews 1UCN members in Tanzania o 25
iodiversity awaren: manage . 3. Field visits. Community members, local leaders, youth / women groups g
d stewardshi Regul i Local f:
andstewardship e tomesenm tananiiy |15 here any emerging evidence of hanges i communty atiudes and practices ocalfarmers However, nd continue to pread adoption of sustainable practices. Uneven implementation of penaltis for encroachment and overgrazing has led to
assess the long-term sustainabil
o orte | egarding iodiversity and ecosystem stewardship? perceptionsof favoriim, weakening st governance sruetures I response, he SUSTAIN Eco Hud d h and
and effectiveness of these efforts in
the establishment of water troughs to provide alternative resources for lvestock, ensuring 4 as fair use more viable for communites (SUSTAIN Eco 2025-2026 Top-Up Concept Note, Nov.
preserving ecosystem health.
2024).
The absence of follow-up training sessions has also been identified as a critcal gap, the need for refresher d technical support. Potentialsolutions include performance-monitored training,
Area plans and sel. for ¥ groups to track Additionally, relance on financialincentives for training participation may undermine long-term motivation, necessitating a shit toward
Progress aligning training benefits with tangible pr and cost savings. ption (Field Kils; Supervision Mission Report, 2024).
towards the
improvement
of ecosystem
health,
inclusive
business and
livelihood e
opportunities,
especially for
women, youth o SUSTAIN Eco has made substantial progress in promoting ESMS among businesses, reaching 94% of its target in d cooperatives to Growth principles. I I
Businesses and their associations
and vulnerable Company, which has integrated ESMS to mitigate land positioning iself as a model for sustainabl tural practi in Kilombero and have
have adopted environmental and
aroups, d conservation d protected areas (SUSTAIN Eco Database, 2024; Remote Kils).
social management standards,
through it to mclosire b sth dence of b dth dopti Project documents
contributing to inclusive business | s there any emerging evidence of businesses and their associations adopin
integrated Adoption of 8 to ncl v emereng pHing Project team ctations, achieving 344% of their target,largely due P particpation. However, thi uggests that intial targets may have
opportunities and improved hanks to the project? 1. Literature Review
landscape environmental and social . " . 1UCN members in Tanzania been While th to improved 1, adoption with some a asimproved
22 ecosystem health. Mechanisms are in | Has the project team received any feedback on the impact of adopting these | 2. Key Informant Interviews. 25
management management standards by " iy i § Community members, local leaders, youth / women groups luding red willbe essential d doption of
place to monitor the adoption and | standards on business sustainability and livelinoods, particularly for women, |3. Field visits
businesses omen Localfarmers (Field Kils).
p d [youth an
p Private sector stakeholders
assess their long:term impact on
Despite progress, mited access to affordable financing and o P d mall tives, in particular, struggle with conservation due to inadequate
both businesses and the
" : infrastructure and training. Stakeholders have highiighted the need for tailored support, d t 1o address and growth (Supervision
environment.
Mission Report, 2023).
The project is on track to achieve the
o~ The project has exceeded s targetfor bringing land under emen rough CONAMiniatvesotein 26 f gl Mosto s ress s concerrte i the i andscap, whar g and s pnsncorprating
implementation of sustainable land Project documents 8
biodiversity conservation have been key to P and . These plans clear for conservati and
management through CBNRM § Project team " °
To what extent has the project is on track to achieve targets under this 1. Literature Review and enhancing ecosystem healh [SUSTAIN Eco database, 2024; Field Kis). fic indicators or data direct makes it diffcult broader
Progress towards outcome initatives in the targeted landscapes b, . 1UCN members in Tanzania 8
23 outcome? I there were delays, were they avoidable? Did IUCN adapt? Is there @ | 2. Key Informant Interviews. these efforts. indi uld strengthen the project’s capacity to monitor and demonstrate ecosystem benefits effectively.
targets (outcome indicator 2). Progress is Community members, local leaders, youth / women groups
regularly monitored to ensurethat | P21 " P2¢e t0 ctch up? 3 Feld vists Localfarmers
eularly In Sumb: while 409,333 y ustainable management at baseline, no specific data is available to assess further progress due to the project’s activities. This gap underscores the need for improved monitoring and
these key indicators are met, with SNV & AWF representatives. " ¢
g systems to fully USTAIN Eco database, 2024).
corrective actions taken as needed.
SUSTAIN Eco P in to implement ILM and (Nbs, particularly in  ecosystem restoration, and biodiversity monitoring. A key achievement has been the training of al
targeted VGS in using SMART technology, "  to monitor for data-d planning. Additionally, 80% of the target for establishing and strengthening Water Users’ Associations
(WUAS) has been achieved, with alsix WUAS le of faciltating for users (SUSTAIN Eco Database, 2024).
The project h fully built th
© Project has successfuly bu the Despite in Many community members and perceive NbS as as carbon th
capacity of local stakeholders,
Capacity building and o vowh i approach to ecosystem and climate resiience. This limited interpretation has restricted the application of NbS to areas lie water management and biodiversity conservation. materials and offering. &
including Village jow has build includin
implementation of s e Project documents sessions have been recommended to enhance alignment with project goals (Field Klls).
farmers, and localnsiutions,to | Vilage Game Scout, Farmers and localnsttutons?
Integrated Landscape et and NbS, resultingin | To what extent i the implementation of LM and NS contribute fo the L erature Review Frojectteam
3.1 | Management (ILM) and i g e P 2. Key Informant Interviews. IUCN members in Tanzania Tree as a key driver of y and livelihood suppor, their target at 1 imilarly, eco-friendly beekeeping Initatives reached 112% of their target, but these actvities have notyet | 2.5
enhanced ecosystem resience. | restoration and enhancement o and health?
Nature-based Solutions " 3. Field visits Community members, local leaders, youth / women groups scaled up  farmers. Di during field the need for a market linkage strategy, d honey by-pr as propolis, wax, and pollen—to private sector
Continuous monitoring will ensure s there any evidence of
(NbS) for ecosystem Localfarmers investment and To address this, in Tanzania for chains, with findings expected to inform the next phase of SUSTAIN Eco by enhancing
the effective application of these | resulf of ILM and NoS implementation?
restoration and resilience private sector targeted (SUSTAIN Eco Database, 2024; Feld Kils).
approaches and their impact on
tem restoration.
ecosystem restoration Promising outcomes have been observed where NbS and LM practices are effectively implemented, but the extent of their impact 10 assess due to limited visible evid areas. Agroforestry h iy
fertilty, yet field in , leaving land exposed. Similarly, d i d d particularly in
e Lake el bufferzon. However, i mains unclear how mch of these esis can beabuted spefcly 0 SUSTAIN e versusearler nterventions 1.Given from field interviews,
& will be needed to subs impact (Feld Kils).
resilience for
"'°"':':"" Effors o estabsh imovatve inancing mechaisms o cosystem tion and restoration mixed results. In and the Vid s ongoing. .
Ry e However, [ v to the scalability and long-term viability of pes mech: : from Ito .
through the The project has faciitated the "
* proving i USTAIN Eco Database, 2024; Remote Kils).
investment in novative financing |Has h innovating financing str
Development of " Project documents
the protection streams that mobilise sustainable | for conservation and restoration of ecosystems and their services?
innovative financing , ! 1. Literature Review Project team the need to strategies by engaging private panding access to d However, f Sumbawanga indicate that ivestock
and restoration funding for ecosystem restoration | If 50, there any data available regarding the total amount of funding mobilised?
3.2 | mechanisms for ecosystem i 2. Key Informant Interviews. IUCN members in Tanzania have greater into project financing stat missed opportunity. Given that grazing land management has been identified as a isk to project outcomes, addressing this gap could | 2
of ecosystems and long-term conservation efforts, | Has the project team received any feedback on the accessibility and/or
conservation and X . e o 3. Field visits Community members, local leaders, youth / women groups enhance I efforts. measu k d by inadea
and their th mechanisms in place to track the n ncing restoration and
services restoration impact and scalabilty of these climate resilince initiatives? Localfarmers
: . Private sector stakeholders To respond to this, the SUSTAIN Eco d grazing land and improve sustainabilty. Thi the capacity of manage
inancial solutions.
sustainable funding streams, while leveraging strategic partnerships for technical and financial support (SUSTAIN Eco 2025-2026 Top-Up Concept Note, Nov. 2024; Field Kis)




SUSTAIN Eco limate resilience for ghthe ad: | Jtural practices. By 2024, 931 out of 1,472 trained farmers are actively implementing
The project is on track to achieve the agroforestry techniques, including native tree planting, mixed cropping, and soi the target at 116% ach dto tural productivity and soilquality, though further data s
succesful training of farmers in needed to assess the | the project’ y Database, 2024).
agroforestry practices (outcome eroject documents
indicator 3(a)), and to support o y e In addition to farmer engagement, the project has supported community-based conservation initiatives through grants for conservation champions and local groups, such as COCOBAs. To date, 67% of the target number of COCOBAs and other
roject team
sustainable NRM interventions in the | To what extent has the project s on track to achieve targets under this 1. Literature Review " conservation groups have received grants to implement sustainable t, restoration, and y activities. anetwork champions in Kilombero has been instrumental
Progress towards outcome 1UCN members in Tanzania
33 landscapes by the hand of COCOBAS , were they Did IUCN adapt? Is there a |2. Key Informant Interviews in aligning community efforts and fostering a shared vision for land: However, delays and I challenges have limited the eqy of resources, particularly for groups in remote areas. 25
targets Community members, local leaders, youth / women groups
and other conservation champions | plan in place to catch up? 3. Field visits i apport | h as value-added p " d I
ocal farmers
(outcome indicator 3(b). Progress is (SUSTAIN Eco Database, 2024; Remote Kils).
Private sector stakeholders
regularly monitored to ensure that e A
these key indicators are met, with P Feedback need to initiatives with tivities. While adopti these shifts h translated into
corrective actions taken as needed. improved le groups, and youth. Women's has increased, but limited access to land h d thelr abilty to fully engage in Income-generating activites beyond
short-term crop production. Addressing these barriers will be ritical to ensuring that climate resilience efforts are inclusive and sustainable in the long term (Field Kils; Remote Kils).
SUSTAIN Eco has advanced women's and structures ity-building i ! ol Wormn sndyouth hve el tken on formal ol n b uch 5 NRC: g
Women and youth are actively Project documents “ ¥ v "
What been made in increasing the women and roeet o WUAs. However, their level of , with many in v meetings and often defe I traditional
Progress in increasin hin deci i ithi tructures? hierarchies continue to prioritize Iders,lmiting their abily t their ives in Fild Klls; Remote Klls
gress I e decision-making processes, with ) 1. Literature Review IUCN members in Tanzania P persp (¢ )
partcipation of women Are there examples where women o youth have taken on leadership roles?
41 . initalincreases in involvement and i . 2. Key Informant Interviews. 1UCN HQ team . y 2
and youth in decision- How has this impacted project actvities and community engagement? Leadership training and have helped with some Despite th d
N leadership observed. Plans for 3. Field visits Community members, local leaders, youth / women groups " Uy ¢
making processes e ot What adaptations are planned to address any remaining barriers to full P entrenched gender roles Women's & are often limited t tasks, rather than stricted access to training and mentorship
ghenne participation for women and youth? opportunities prevents both women and youth from i i be essentialto ensuring more meaningful
second phase are in place. Private sector stakeholders ot actores (Fe Kl Remote KIt).
SNV & AWF representatives participation in governance structures (Field Kils; Remote Kl
SUSTAIN Eco has faciltated greater a ities for women and youth through the promotion of activties. Training and focused on sustainable
Iivelihood t,and but there is limited tracking of how participation power or i i data s avaiable for it does not
capture the extent to which women and youth are empowered to apply their trining in practice (Remote Kis; Field Kil).
Women and youth have gained Project documents
v & What progress has been made in providing women and youth with access to ' For instance, trendi face barriers to i due to limited land hip. Similar training participation ranslate into an active role in deci i The
better access to project resources, Project team v ownership. Simil
Area 4: Gender Improved access to resources and opportunities? sequencing o nterventions, such a5 \nking raning with o tting and ongoing & be applied effectively.
such as training, financial support, or . . 1. Literature Review 1UCN members in Tanzania " 1833
& Youth resources and What types of training or capacity-building activities have been provided, and impact, It to assess the these initiatives 1d Kils).
42 i tools. Gaps in equitable access have o ; y 2. Key Informant Interviews. 1UCN HQ team 15
opportunites for women how have these activities impacted women'’s and youth's economic roles?
been identified, and strategies are in ° “ ? |3 Field visits Community members, local leaders, youth / women groups § .
and youth i to adress them or e (Are there remaining gaps in equitable access, and how will these be addressed in P Field ob dicate that while theirimpact on Women and youth often exp with their to
the next phase of the project? adminstative orsupportivetasks rather than leadership and dect i i targeted follow-ups, tailored training t iers, and tracking to ensure that
remainder of the project. Private sector stakeholders PR, © u )
o 8 AWE represenmatves rom training to governance and resource management (Field Kils).
Given the short timeframe of the project’sfist phase, shift While a fu may ot yet be evident, earlyprogress —such as the ncreasing presence of women and youth in
governance tructures—lays he groundwork for lang-term behaviraland Ensuring that these tal ad and scaled impact beyond the current phase.
SUSTAIN Ez o renghened the cpacyof omen and youth 0 engae gh training programs on , policies, and procedural frameworks for land and water use. Women have
Women and youth have started Project documents , reflecting However, the gender gap in in feld vilage \d community members. Continued efforts
v What specific skils or knowledge have women and youth gained through the ' parielp € gender 6ap © v
developing knowledge and skills in Project team are needed to translate t it d (SUSTAIN Eco Datab: 024; Field KIls; Field FGDs).
project forsustinable resource management?
Capaciy of women and | sustanable resource management | P1°* % e ties ancahag |1 Lterature Review 1UCN members in Tanzania
4.3 |youth for sustainable practices. Planned adjustments will iy out bservable? o 2.Key Informant Interviews 1UCN HQ team Further strides have been made in women'’s direct involvement in land and resource t, including ef land ownership. The project h d land " 2
early outcomes are observable?
resource management | reinforce and expand their capacites | o1 " 3. Field visits Community members, local leaders, youth / women groups issued to women, though most official title deeds remain in progress. These steps mark incremental prog s participation i land-use planning. However, limited access to land remains a
What additional capacity-buildin efforts are planned to support women and
for greater impact in the remaining i Localfarmers ey barrier during the field mission. Jont oinership, women fce hallenges naccesing fnancil esources, vesing i lon:trm land improvements, nd fulybenefing from
Youth in the second half of the project?
project period. Private sector stakeholders climate- land fforts translate into 4 tolegal, institutional, and /s land £co
SNV & AWF representatives. Database, 2024; Field Kis; Feld FGDs).
The project has successfully
. P The SUSTAIN Eco project leverages the uniq its key p , SNV, and 1UC! 1 sustainable ivelihoods. AWF leads implementation in Kilombero, focusing on sustainable agriculture
leveraged partner
e it sl mareroships | 1013t d and while SNV 8 based initatives. IUCN provid d dherence to global
expertise, with strategic partnerships
P BleP P in the design & f the project? Project documents standards across landscapes (Remote Kils).
significantly contributing to the
" What has been the contribution of partners and other organisations to the Project team
achievement of project outcomes
Leveraging of partner |70 >'" e o results? 1. Literature Review IUCN members in Tanzania The partnership structure has been promoting, y , capacity building, and land-use strategies. The ability of SNV and AWF to funding highlights f these
rou commitment, . .
Partnarchips | 51 |resources (expertise e ol How have the project’s partnerships been contributing to achieving the project’s |2. Key Informant Interviews 1UCN HQ team partnerships. For instance, SNV secured Y the German £h GIZ in the Katuma River catchment, scheduled to begin in September 2024 Similarly, AWF, in
influence, and capacity o deliver.
Lad and/or funding) pacity planned results? 3. Field visits Community members, local leaders, youth / women groups c Carbon obtained USD 295 milion for the b , which aims dp the next 40 years, v e
Mechanisms are in place to monitor
hi lished under the Localfarmers vilages (Semi-Annual Report, 2024).
the effectiveness of these
thelr abilty to nfl d their current level of yio Private sector stakeholders
partnerships and measure partner
deliver? SNV & AWF representatives. However, coorinationchllenges hve emerged,paiculryaround branding, iy and e crty amon paines. For example, s led lack of materials, I visibiity
contributions in terms of expertise,
was reported as minimal. This lack of , leading ttes in 10 the project Field Kis)

funding, and impact.




How well are SUSTAIN Eco's resources being used?

Area1:
Resource
efficiency

Indicator

Appropriate budgeting &
sound financial
management

Desired State

Project activities are delivered within budget, with funds
properly managed through regular financial audits and reviews
to ensure continuous alignment with budgetary targets and
sound financial management practices

The extent to which resources (time, money, expertise) are used optimally to achieve the intended outputs and outcomes

Questions

How well is the project tracking progress against its financial targets? What were the
actual expenditure rates against budget?

Was budget appropriately allocated between project components?

Are activities being delivered within budget? If not, what are the reasons?

Are there any financial discrepancies or challenges that may affect resource allocation?

Methods

1. Literature Review
2. Key Informant Interviews

Source

Project documents
Project team, particularly the admin & finance team
SNV & AWF representatives

Analysis

SUSTAIN Eco has maintained strong financial oversight, with 62% of the total project budget utilised s of this mid-term review. Spending has
aligned with the phased implementation approach, with early activi has baseline and capacity-
building—preceding full-scale implementation in year two. This gradual spending trajectory mirrors patterns observed in SUSTAIN 1, where
expenditures accelerated as the project scaled up activities. The trend is expected to continue during the six-month extension into 2026
(SUSTAIN Eco 2025-2026 Extension Budget, 2024; HQ SUSTAIN Eco Budget & Expenditure Summary, 2024).

Financial execution across core outcomes has progressed steadily, with approximately 60% of allocated funds utilised. While Outcome 3 was
initially reported as experiencing slower implementation, financial data indicates that 62.8% of funds under this outcome have been spent,
outpacing Outcome 1 (60.2%) and Outcome 2 (59%). Spending on MEL and Knowledge & Communications remains lower at this stage,
reflecting the sequencing of activities, as knowledge-sharing and monitoring efforts typically intensify in later phases (SUSTAIN Eco Budget
Extension 2025-2026).

The 2025-2026 budget adj strategic financial reali with increased allocations for key intervention areas. Despite
some execution gaps, implementing partners reported no major concerns regarding delays in fund disbursement. Strong financial controls and
due diligence mechanisms, including partner financial system evaluations, have minimised risks and ensured compliance with donor
requirements (SUSTAIN Eco Financial Audit Report, 2024).

Score

e
~

Quality of financial
monitoring systems at the
project level

Financial monitoring systems are robust, providing real-time,
accurate data on expenditures and enabling the project team
to make informed and timely decisions about resource
allocation. Monitoring systems remain effective in guiding
financial management.

To what extent is financial data being used to guide project decision-making?
What improvements could be made to the financial monitoring systems?

1. Literature Review
2. Key Informant Interviews

Project documents
Project team, particularly the admin & finance team
SNV & AWF representatives

SUSTAIN Eco’s financial monitoring systems are robust and effective, ensuring compliance with donor requirements and enabling detailed
expenditure tracking. Regular financial reviews by IUCN, SNV, and AWF maintain accountability and transparency, ensuring alignment with
project targets. However, while the system excels at compliance and reporting, its strategic potential remains underutilised (Remote Kils; Field
Kils).

Examples from implementation highlight adaptive financial management in response to emerging needs. In Katavi, the fire management plan
nitially faced budgetary constraints, but work plan and resource addressed funding gaps. Similarly, in
Vidunda, where 90% of the land is inaccessible by car, early logistical challenges were mitigated through strategic design adjustments during
the inception phase, leading to effective implementation despite initial barriers. These experiences underscore the need for flexible financial

to respond to ici logistical and ional challenges (Remote Kils).

the strategic of financial d h as linking training expenditures to governance effectiveness or community
adoption of sustainable practices—could improve resource efficiency. Shifting financial monitoring beyond compliance tracking to
performance-based assessment would ensure that resources are more effectively aligned with intended project outcomes.

Total

~

Internal tools

Internal tools and systems are effectively supporting project
implementation, with regular assessments to ensure that staff
have the necessary resources and tools to work efficiently and
make adjustments as needed.

Are internal tools supporting the efficient execution of project activities?
How well are staff trained and equipped to use these tools effectively?
What gaps, if any, exist in the current set of internal tools used for project
management?

1. Literature Review
2. Key Informant Interviews

1UCN internal guidelines
Project documents
Project team

1UCN HQ team

The project employs a range of internal tools to support activity implementation and track progress, including field data collection systems,
platforms for monitoring agroforestry activities and governance outcomes, and tools for tracking land-use changes and restoration progress.
These tools enable efficient gathering of socio-economic data, community engagement metrics, and ecosystem changes, while mapping tools
assist in visualising land-use plans and restoration efforts (MEL Plan - SUSTAIN Eco, 2024). Overall, project stakeholders find the existing
internal tools—such as the MEL plan, workplans, and reporting databases—to be useful for monitoring and managing progress. However,
stakeholders noted that insufficient advanced training and support limit the effective use of tools, particularly for monitoring governance
structures like WUAs and VNRCs (Field Klls & Remote KIls).

Individually these tools are very efficient but it was pointed out that the project could benefit from a stronger integration between data
collection platforms, to link ecosystem restoration data with governance and livelihood metrics for example. Incorporating platforms that
combine quantitative and qualitative data, such as ity perceptions of impr , would further strengthen the
project’s staff ability to assess broader impacts. These improvements would better align the tools with strategic objectives and provide a more
holistic view of project outcomes (Field Kils & Remote Kils).




Area 2:
Organisational
efficiency

Workplan delivery and

The project’s workplan is delivered on time, with effective
oversight to track milestones and ensure timely adjustments

What mechanisms are in place to monitor and oversee the delivery of the work plan?
Are there any delays or affecting the timely i ion of activities?

1. Literature Review

1UCN internal guidelines
Project documents

The project benefits from a robust oversight structure that combines quarterly reporting, joint meetings, and supervision missions to monitor
progress and ensure accountability. Implementing partners, including AWF and SNV, submit regular progress reports during quarterly
meetings with IUCN. These meetings facilitate collaborative problem-solving and allow the project team to address delays or bottlenecks in
implementation effectively (MEL Plan - SUSTAIN Eco, 2024; Remote Kils). The project’s MEL Plan provides clear protocols for systematic data
collection and reporting, ensuring consistent performance tracking against targets. Additionally, financial reporting supports budget
monitoring and strengthens accountability in resource utilization (Supervision Mission Report, 2023; Remote Kils).

Supervision missions led by IUCN headquarters add an external layer of oversight, focusing on adherence to the work plan and providing
actionable recommendations. Transparent reporting practices have been noted as key to fostering trust among partners and facilitating
efficient problem-solving during implementation (Remote Kils).

22 e e Y e If 50, are there any mitigation measures in place to address such challenges? Project team
oversight when needed, allowing for flexibility while maintaining A . 2. Key Informant Interviews S . )
po To what extent has the Project been able to adapt to changing conditions, if any, to SNV & AWF representatives However, this efficiency in communication is largely restricted to project partners and does not extend to external stakeholders, such as local
progress. improve the efficiency of project implementation? SIDA representatives government authorities. Feedback from various local government representatives indicates that they feel inadequately informed about
project progress and are often excluded from key discussions, which hinders their ability to align their own plans with the project’s activties.
For instance, some local authorities expressed a need for regular updates and joint planning sessions to ensure better coordination and
shared ownership of project outcomes (Field Kils).
Improving communication with external stakeholders, particularly local government actors, would enhance the project’s overall effectiveness
by fostering stronger collaboration and ensuring that all actors involved are adequately informed and aligned with the project’s objectives.
Establishing clear channels for external communication and holding periodic joint sessions with local authorities could bridge this gap and
enhance the sustainability of project outcomes.
The project operates within a robust policy framework guided by IUCN's standards on gender equality, IPLCs, and environmental and social
safeguards. These policies shape the project’s design and delivery, ensuring alignment with global best practices and equity principles. Key
elements include the integration of gender-specific measures, active IPLC participation in governance structures, and the application of NbS in
The project s fully aligned with existing policies, with regular JUCN internal guidelines 8 * gender-sp tive IPLC particip 8 : PP
& ) . inclusivity, and risk mitigation (MEL Plan - SUSTAIN Eco, 2024; Field Kils & Remote KIls).
23 | isting Polcies compliance checks to ensure that activities adhere to How regularly are policies reviewed and updated to reflect changing needs or contexts? | 1. Literature Review Project documents
- organisational and regulatory frameworks, minimising risks | Are there any gaps in the policy framework that could affect the project’s efficiency? 2. Key Informant Interviews Project team
& gulatory frame s v gap: policy proj Y u ) Adherence to IUCN’s standards is evident in practices such as gend data collection, and safeguards
and ensuring smooth implementation. IUCN HQ team N - N " N " N
for equitable governance. Although no specific reviews of these policies were noted during the mid-term review, project documentation
confirms consistent application of these principles, ensuring alignment with IUCN’s goals and providing a solid foundation for sustainable and
inclusive outcomes.
The project benefits from a skilled and committed team, with 100% of project management roles from SNV and AWF fully dedicated to
SUSTAIN Eco. This focused allocation of managerial resources ensures robust leadership at the landscape level, providing clear direction and
alignment with project goals. Technical specialists, while also contributing to other initiatives under the broader SUSTAIN framework, dedicate
The project team has the necessary skills and capacities to Do current human resource capacities align with the project’s needs? at least 70% of their time to SUSTAIN Eco, further reinforcing the team’s capacity to deliver on key project objectives effectively (Supervision
implement activities effectively, with business processes Are there any gaps in skills or staffing that could affect the efficient delivery of the Mission Report, 2023).
Human resources & y oy Project team
2. oS streamlined for efficiency. Regular capacity-building efforts | project? 1. Key Informant Interviews '
business capabilities N N . . . SNV & AWF representatives, . P . . . " N N
and training are provided to ensure continuous improvement | To what extent do business capabilities (ex: leadership & management) support the The PMU has played a central role in maintaining alignment with IUCN standards, facilitating joint planning sessions, and ensuring clear
in team performance. project’s overall efficiency? communication between implementing partners. An example includes the PMU'’s role in resolving resource allocation issues in Kilombero,
where overlapping activities required careful planning to delineate responsibilities and optimise resource use. However, some stakeholders
noted that improving cross-team communication and further optimizing workload distribution among technical specialists would enhance
operational efficiency and staff capacity (Supervision Mission Report, 2023).
Does the project have an M&E framework with clear objectives, targets and indicators.
and which showed the causal pathways leading from activities and outputs to results Variability in activity implementation and reporting cycles has resulted in data misalignment with the review's timeframe, while incomplete
and impacts? datasets for ongoing activities hinder a full assessment of progress. The project’s online database serves as a central data repository, but its
To what extent are the selected indicators and targets appropriate to determine comprehensiveness and timeliness vary across project landscapes (MEL Plan - SUSTAIN Eco, 2024; SUSTAIN Eco Database, 2024).
whether SUSTAIN has achieves its objectives?
Are there coordination mechanisms in place to share data between SUSTAIN Eco & While quantitative data is well-monitored and reliable, the project would benefit from strengthening qualitative analysis to better capture
MEE data is readily available, regularly updated, and : A ! A ; o 8 e e o
N SUSTAIN Pro? 1. Literature Review Project documents systemic changes, such as shifts in governance dynamics, community attitudes, and social norms. This gap is particularly evident in areas
) accessible to all relevant stakeholders, ensuring that project . . o e anc 8 -
3.1 |Availability of M&E data Are there mechanisms in place for accurate and timely monitoring of the project's 2. Key Informant Interviews MEE team Where data is needed to measure the project’s long-term impacts on inclusivity and institutional resilience.

progress is tracked transparently and used to inform timely
decision-making and project adjustments.

implementation? If so, are they applied consistently?

Are there any challenges in collecting or managing M&E data that need to be
addressed?

To what extent has the project monitored its progress with gender-responsive and sex-
disaggregated monitoring data?

To what extent has the project monitored its progress with age-disaggregated
monitoring data?

3. Field Visits

Project team

The project monitors gender-sensitive data, such as women'’s participation in governance structures and training sessions, and these metrics
are generally well-documented. However, tracking of gender-related impacts in other areas of project activities, such as resource management
and livelihood interventions, remains limited. Expanding these metrics to include broader gend indicators and i
qualitative data analysis would enhance the project’s ability to measure systemic impacts and improve its focus on inclusivity and equity
(SUSTAIN Eco Database, 2024).




Use of M&E data for

MB&E data is effectively integrated into project-related decision-
making, with real-time insights guiding strategy adaptations

To what extent did the MEL strategy detect any needed course corrections in the
Project’s approach and activities for better progress towards results? Are there

1. Literature Review

Project documents
M&E team

SUSTAIN Eco’s MEL framework supports evidence-based decision-making, with sups missions and regular reporting cycles playing a
critical role in identifying issues and i timely solutions. such as resource following governance training
delays and capacity-building workshops in response to governance gaps in the project’s ity (Supervisi
Mission Report, 2023; Remote Kiis; Field Kils).

While quarterly meetings and semi-annual reports facilitate monitoring and . of project findings to local
stakeholders remains inconsistent. Data integration challenges across landscapes, limited field team capacity for data analysis, and separate
databases for SUSTAIN Eco and Pro hinder real-time decision-making. Additionally, key interim indicators—such as job creation and income

3.2 |project-related decision- o e 4 examples of how data has informed adjustments to the project’s activities or strategy? |2. Key Informant Interviews Project team generation—are missing, making it difficult to track progress dynamically and adjust strategies as needed. Establishing intermediate 2
e and adjustments to activities. Data is being reviewed and used ! = N " t £ N ! !
: making otimaly o mform roject mamagement To what extent did supervision missions aid or delay the project’s progress, and why?  |3. Field Visits SNV & AWF representatives milestones with periodic reporting would strengthen learning and course correction throughout implementation (SUSTAIN Eco Database,
Monitoring and ptimally d & g What are the barriers, if any, to using M&E data in real-time decision-making? SIDA representatives 2024; SUSTAIN Land Health Booklet, 2024). 22
accountability
The introduction of outcome harvesting marks a shift toward capturing behavioural changes that indicate long-term systemic shifts in
governance, ecosystem health, and livelihoods. While it will not directly measure landscape heath or livelihoods, it will provide insights into
how stakeholders adapt their practices in response to project interventions. Strengthening alignment between outcome harvesting, output
tracking, and existing indicators will enhance the project’s ability to assess impact, address capacity gaps, and improve data integration
(Remote Kls).
The project's reporting framework ensures accountability through detailed progress reports and evaluations, but its focus on outputs over
outcomes limits its value for learning and adaptation.
Implementing partners, such as AWF and SNV, submit semi-annual progress reports using standardized templates, which are consolidated by
IUCN into comprehensive annual reports. These reports summarize achievements, challenges, and lessons learned, providing a clear overview
of project progress and informing strategic adjustments (MEL Plan - SUSTAIN Eco, 2024; Supervision Mission Report, 2023). No challenges
regarding the reporting process were flagged by project partners during interviews, suggesting that the established templates and routines
are effective in ensuring timely and consistent submissions. While reporting can be time-intensive, there is no indication that this has caused
significant administrative strain or impacted the implementation of activities (Remote Kiis; Field Kils).
uarterly project management meetings and M&E check-ins further facilitate data sharing and collaborative problem-solving amon
The project produces timely and comprehensive reports, with Project documents Quarterly proj 8 & - sharing problemsolving among
° stakeholders. These meetings provide a platform to address challenges, align on priorities, and ensure that reporting is integrated into
evaluations conducted at ke stages to assess progress, identify | How regularly are reports and evaluations conducted, and how timely are they? How |1. Literature Review MEE team ! ] " - ¢ )
. § N N decision-making processes (MEL Plan - SUSTAIN Eco, 2024). However, given their frequency they might not respond to rapidly emerging
3.3 |Reporting & Evaluations |areas for improvement, and guide adaptive management. are they shared amongst project stakeholders? 2. Key Informant Interviews Project team 25
: ; : : challenges, limiting their utility for adaptive management.
Reporting and evaluations are used as key tools for ongoing | Are there any gaps in the reporting and evaluation process that could be improved?  |3. Field Visits SNV & AWF representatives
learning and continuous project improvement. SIDA representatives
8 projectimer P Evaluations are conducted at key milestones, with a mid-term evaluation currently underway in 2024 and a final evaluation planned for 2026.
These evaluations ensure that project outcomes are assessed systematically, providing opportunities for adaptive management and long-term
planning.
Despite its strengths in accountability, the framewark falls short in fostering learning and adaptation. It emphasises outputs and operational
updates rather than systemic impacts or outcomes. Expanding the framework to include interim indicators, real-time data analysis, and
systemic impact tracking could enhance learning and adaptive Another area for i lies in practices.
Local such as i and district officials, have noted that they do not consistently receive finalized reports.
This gap can limit their ability to align local governance and resource management efforts with project objectives. Addressing this by
implementing clear dissemination protocols and ensuring timely sharing of reports would enhance stakeholder engagement and collaboration
(Field Kils).
project documents SUSTAIN Eco inclusive and d king, ensuring alignment with local priorities and fostering multi-stakeholder
u - j A
Pmim - collaboration. Governance structures such as VNRCs and WUAS serve as key platforms for engaging government agencies, CSOs, and private
s active and inclusive, with regular | T© WAt extent s the project governance system conducive to results achieverent? ‘UCJN HQ team sector actors, including the Kilombero Sugar Company. These partnerships have contributed to technical implementation, awareness
is active and inclusive, with regu ‘ e e ‘ ) e emen
! " 8 What efforts have been undertaken to implement the project in a consultative manner? ’ campaigns, capacity building, and conflict resolution around land use and sustainable agriculture (Supervision Mission Report, 2023; MEL Plan -
opportunities for feedback through well-established v ) IUCN members in Tansania )
o How have been women & youth included ? 1. Literature Review N SUSTAIN Eco, 2024; Field Klls).
Engagement & feedback | mechanisms that ensure beneficiaries and other stakeholders Community members, local leaders, youth / women
41 " " e : How often have been stakeholders consulted thus far? 2. Key Informant Interviews 2
mechanisms can contribute to decision-making. Feedback is reviewed : o groups ' ) _—
; Are there mechanisms to faciltate feedback sharing amongst project stakeholders? |3. Field Visits ) However, communication at the grassroots level remains largely operational rather than strategic, limiting transparency and stakeholder trust
systematically to adapt project activities and improve Local farmers & private sector stakeholders ‘¢ . rer than 13 b h
! What about beneficiaries? c and governmen often receive short-notice field visit notifications, making it difficult to integrate these
responsiveness to stakeholder needs. e ) Government representatives ? N e N o e .
Are there difficulties in engaging certain stakeholder groups? SNV & AWF representatives engagements into their planning processes. This misalignment prevents government actors from incorporating project interactions into their
ive y ' ; o " " .
P quarterly action plans and village-level bodies from adequately preparing for discussions. Additionally, gaps in expectation
SIDA representatives " ey | sions.
management regarding promised tools have created challenges in maintaining stakeholder buy-in (Field KIls).
Area4:
Governance & 2.0
Communication
SUSTAIN Eco employs a collaborative communication system that facilitates coordination among teams, stakeholders, and partners. Regular
meetings, quarterly updates, and centralized reportin support and data Platforms such as quarterl
Project documents 85, quarterly up - o porting PP ) ° a v
! ) partner meetings and supervision missions enable but with local including village
Do internal communication systems support collaboration and problem-solving among Project team 2 X ; o
leaders, has been inconsistent, creating a disconnect between project activities and community-level understanding (Field Kils; Remote Kils).
- teams, stakeholders and external partners? IUCN HQ team
Clear and effective communication channels and protocols are ‘ ) ’
° 27 | Are there any communication bottlenecks that could affect project efficiency? IUCN members in Tansania ' . L " )
' in place to ensure timely and transparent information sharing ' 1. Literature Review " Visibility and branding challenges have made it difficult to present SUSTAIN Eco as a unified effort. The lack of cohesive bran
Communication channels & ¢ To what extent are stakeholders informed of key decisions and resource allocation? Community members, local leaders, youth / women ) O preser " "
a. among project teams, stakeholders, and external partners, 2. Key Informant Interviews stakeholder awareness, with some village leaders struggling to link observed land-use 2

accountability

with regular assessments to improve communication flow and
maintain accountability.

What systems are in place to ensure accountabil
monitored?

Are there mechanisms in place to ensure that knowledge and lessons learned are
shared between SUSTAIN Eco & SUSTAIN Pro?

y, and how are these being

groups
Local farmers & private sector stakeholders
Government representatives

SNV & AWF representatives

SIDA representatives

to project it 3 ising thi
including updatet icati

gap, the project team has planned a revised communication strategy for the second half of
plans and publication timelines (Remote Kils).

Accountability mechanisms, including financial reporting, adherence to IUCN's Environmental and Social Safeguard Framework, and
supervision missions, are robust and promote transparency. However, knowledge-sharing between SUSTAIN Eco and SUSTAIN Pro remains
informal and would benefit from structured collaboration channels to enhance cross-project learning and efficiency (Remote Kils).




Will SUSTAIN Eco's benefits last?

Indicator

The likelihood that the benefits of the program will continue after the intervention ends and/or funding stops taking into account eco, soc, env, fin and institute capacities of the systems enabling the proiect benefits in the long term

Desired State

Local stakeholders are actively engaged in decision-
making processes, with their input consistently
into the design, i ion, and

Questions

What mechanisms are in place to maintain local
stakeholder involvement over the long-term (the entire
10-year vision and into a potential second phase)?

How does the project ensure that local priorities

Methods

1. Literature Review

Source

Project documents
Project team
1UCN members in Tanzania

Analysis

for local

The project has in decisi king through governance structures such as VNRCs and WUAs,
ensuring community participation in land-use planning, natural resource management, and conflict resolution. These structures help align local decision-making
with district and national priorities while promoting community ownership (Supervision Mission Report, 2023; Remote Kils & Field Kils).

Capacity-building efforts, including leadership and technical skills training for VNRCs and WUAs, aim to foster long-term behavioral changes in governance and
resource However, the sustainability of these shifts beyond the project’s direct facilitation requires further monitoring to assess whether village
leaders will independently continue applying these skills (Remote Kils).

Score

Total

Level of local in of the project. participation | O e ! ) " The project's model of empowering local governance structures reduces dependency on external actors and aligns with national decentralisation strategies.
11 |Eve h € akeholder continue to shape decision-making processes in future | 2. Key Informant Interviews Community members, local leaders, youth / | 1< ° e " von 5 ° ! 2
decision-making processes is structured to ensure continuity and influence | e o e Positive examples include VNRCs in Sumbawanga shaping land-use plans and WUAS in Kilombero managing water resources and land-use conflicts effectively
throughout the project’s planned 10-year timeline, |*28°7 ) ) g groups (Field Kils & Remote Kils).
¢ ! ® What structures or support will remain post-project to Local farmers & private sector stakeholders
laying groundwork for sustained engagement in a ) orsup - lec :
sustain community-driven decision-making for similar Government representatives ) _ ) -
potential second phase. e However, concerns have been raised about the sustainability of these groups once project funding and end. Project have
! whether VNRCs and WUAs would continue to operate effectively without external support (Remote Klls). While many groups show promise during the project

period, the continuity of their operations will depend on factors such as:
“Ensuring that the skills and knowledge imparted during the project are consistently applied by village leaders and committee members
“Without project funding or regular facilitation, there is a isk that engagement levels and adherence to governance practices may decline.
~Sustained engagement from district authorities or integration of these structures into formal governance systems could be critical to their longevity.

Area 1: Program ownership 20
The project has made significant investments in capacity development for both government personnel and community members to ensure the sustainability of
project outcomes. Training and technical support have been provided in envi c ion, water resource and agriculture,
with a focus on empowering local actors to manage project activities independently. Government entities like the RBWB report increased capacity to draft
environmental proposals for resource mobilisation, while district-level staff have highlighted skils in sustainable agriculture, such as avocado farming, which
contribute to local economic returns through increased tax collection (Supervision Mission Report, 2023; Field Klls).

Local actors, such as farmer cooperatives and Project documents
, su ive ) ) ) ) ! ’ ) - ) '
) ° " per ) What is the project doing to sustain the capacity of local Project team For community members, the project has focused on building the skills of WUAS and VNRCs in land and water While
Capacity development of local actors (ex: |community organisations, are equipped with the _ ) ) ) ’ " ‘ - : 2 "
! : ! " |actors beyond the implementation phase and sustain | 1. Literature Review JUCN members in Tanzania among community representatives has grown, gaps remain in formalising long-term technical support and decision-making structures, particularly post-
farmer cooperatives, community skills, knowledge, and resources needed to sustain ° ) " 2 " " ) upport and decision-m i
12 T co ° s knowled, ed to outcomes in a potential second phase? 2. Key Informant Interviews Community members, local leaders, youth / |implementation (Remote Kils). A critical concern s the reliance on informal leadership for activity continity, with limited formal commitments from 2
organisations) to continue program project activities beyond implementation, with o " - . P e ; N . om
anis ! ° v ° ; Do these actors feel prepared to manage and sustain |3 Field Visits women groups government agencies for ongoing support beyond initial contributions, such as the distribution of seedlings by Tanzania Forest Services (Supervision Mission
activities post-implementation capacity-building designed to support ongoing these actors fe ) ¢ ! ° e oS rHon o1 ¢ anzan v e
! ; ongoin project activities independently? Local farmers & private sector stakeholders  |Report, 2023; Field Kils). Additionally, given the project’s lack of monitoring of follow-up with participants there s no information on the extent to which skills
engagement in a multi-phase, 10-year initiative. s . orn . e
Government repr developed are sustained over time which presents a risk for the sustainability of the project’s efforts in this area.
To reinforce sustainability, the project has prioritised ongoing community sensitisation, education, and collaborative planning processes. Linking conservation
practices with economic benefits through sustainable entrepreneurship has been identified as a key strategy for long-term ownership and impact (MEL Plan -
SUSTAIN Eco, 2024). Formalising long-term technical support structures and expanding government involvement will be critical to sustaining these capacity
development outcomes (Supervision Mission Report, 2023; Field Kils).
The project includes of transfer, policy influence, and the promotion of successful practices to ensure long-term impact
beyond the i phase. efforts focus on both technical capacity development and strategic policy engagement, aiming to
) equip local stakeholders with skill for sustaining project outcomes. Training programs for WUAS and VNRCs, along with demonstration plots showcasing
To what extent is the knowledge or science produced or
e by the oyt B O e o sustainable agriculture and NbS practices, have provided practical learning opportunities and encourage broader adoption of project techniques (MEL Plan -
issemi ikely to influ !
semir Y the proj v policy Project documents SUSTAIN Eco, 2024; Field Kils & Remote Kils).
) |actions in the future? )
Effective knowledge transfer mechanisms are in Project team
o, Have there been any spaces for reflection and/or ’ . ) ) ) ) I
place to ensure that local actors, institutions, and e the JUCN members in Tanzania Policy influence efforts include the of a policy brief on deforestation and water in c with MSPs to clarify institutional
Knowledge transfer & knowledge 4 capitalising on lessons learned thus far? Are these ) ) " imiaen ‘ . enage ) o -
can continue project ; ° 1. iterature Review Community members, local leaders, youth / | roles in sustainable resource management. However, there is limited evidence of additional policy briefs or formal mechanisms targeting higher-level decision-
2.1 |management efforts lessons being recorded throughout the project? 2

Area 2: Continuity of impact

(science/policy/action interface)

activities with a long-term view, supporting
knowledge retention and sustainability across both
current and future phases.

How is knowledge about best practices shared among
stakeholders to promote continuity and adaptation over
amulti-phase project?

Are these lessons shared amongst the project team &
relevant stakeholders?

2.Key Informant Interviews

women groups
Local farmers & private sector

makers (Supervision Mission Report, 2023). While quarterly reporting and supervision missions provide spaces for reflection and progress assessment, the

Government representatives
SNV & WAF representatives

and sharing of lessons learned remain inconsistent, with no centralised repository to ensure broader dissemination (Remote Kils &
Field Kils).

Knowledge sharing occurs mainly through direct engagement such as workshops and field activities, but opportunities for broader dissemination, like exchanges
between SUSTAIN Eco and Pro, remain informal. More structured mechanisms, such as a shared database for best practices and cross-landscape learning
events, could further enhance continuity and adaptation (Remote Kils). Structural challenges, including short funding cycles and limited resources for ongoing
technical support, also pose risks to the sustainability of knowledge retention post-project.




The project has developed a comprehensive

Does the project have a defined exit strategy?
Does the project face any challenges in ensuring long-

Project documents

The project faces challenges related to short funding cycles, which can undermine long-term approaches to natural resource management requiring sustained
investment. Limited financial involvement from local institutions raises concerns about the ability of govemance structures, such as VNRCs and WUAS, to sustain
decision-making and technical capacity post-project. While sustainable practices, such as cl gricultur ity-led resource

have been promoted, there is no formalised strategy to transition financial responsibility to local or natlonal actors (Remote Kils & Field Kils).

Area 3: Risk Management

L term financial sustainability? If so, how are these Project team Efforts have been made to secure additional funding, including donor engagement and exploring partnerships with private sector actors. Additionally project
resource mobilisation strategy that not only . e N o . e .
- . mobil et Y |challenges being addressed? ) ) IUCN HQ team partners have been successful in mobilising additional funding to support ongoing ac positive in resource
Financial sustainabiliy & resources ensures financial sustainability beyond the initial oine accresse ) . 1. Literature Review ) ' . me cine ¢ oo " "
2. netals € " Does the project’s financial strategy include planning for X JUCN members in Tanzania but there remains a gap in establishing a comprehensive financial plan for long-term sustainability. However, less emphasis has been placed on creating
mobilisation strategy implementation phase but also prepares for § 2. Key Informant Interviews ! " T i n tor fong- staina d asts na
T e e eof |2 second phase or extended funding needs? rment repr to generate revenue directly within the project or ensuring financial sustainability through community-led initiatives. Current efforts, such as
th: ot ginap P How is long-term financial sustainability being SNV & WAF representatives revenue generation through NbS and sustainable agriculture—including agroforestry and carbon market linkages—remain in early stages and insufficient to
project. addressed, particularly in light of the 10-year project Private sector stakeholders reduce reliance on donor funding (Supervision Mission Report, 2024).
vision?
The financial strategy also lacks a fully developed second-phase funding plan or long-term revenue model to support the project’s broader 10-year vision. While
efforts to identify funding for a second phase are ongoing, no formal commitments have been made for multi-phase financial planning or long-term support
(Remote Klls).
The project actively manages environmental, socio-political, and economic risks that could affect its long-term sustainability. Key challenges include human-
wildlife conflict in Kilombero, where collaboration with STEP on protective barriers has begun, though resource constraints limit scaling efforts. Climate risks,
What contextual isks (ex: environmental, palitical, or such as the 2024 floods, have disrupted timelines and infrastructure, prompting the initiation of DR planning with local government agencies, though further
! exe i resource planning is needed for long-term resilience (Supervision Mission Report, 2023; Field KIls).
) )  |economic) have been identified, and how are they being !
Contextual risks, such as environmental, political, ent e Project team
" ! managed? Are there mitigation strategies in place? o L - . . R
and economic factors, are continually assessed and | TS1e3EE 1O LTS B ERE el e e IUCN HQ team Socio-political risks have emerged due to changing government priorities, political cycles, and resource conflicts, causing delays in activity approvals and
3.1 |Contextual risks managed with the long-term 10-year scope in e ey ‘g stage 1 Kev Informant Interviews IUCN members in Tanzania governance trainings. Election cycles have occasionally resulted in political interference, with decision-makers prioritising short-term gains over project
mind, ensuring the project’s adaptability in Y resseds § » -Key Government repr bjectives. Proactive with district authorities has helped mitigate these risks, but continued vigilance and transparent communication are
> o Are there additional contextual risks anticipated for a "
response to changing conditions. - ! SNV & AWF representatives necessary (Remote Kils).
potential second phase, and how are they being
prepared for? ) ) ) ) . , ) )
Resource conflicts, particularly with pastoralist communities in protected areas, have strained restoration efforts of VNRCs and WUAS due to overgrazing and
land degradation in the Sumbawanga Landscape (Field Kils). Efforts to promote dialogue between pastoralist groups and local governance structures have
begun, though clearer enforcement of land-use policies and collaboration with TFS remain essential (Remote Klls).
The project hasfaced programmac isk due o s ambitious geographical coverage, nsttutional hallenges, and resource , leading to timeline
and budget r (Supervision Mission Report, 2023; Field KIls).
Are there any specific programmatic isks that have project team
Programmatic risks are closely monitored, with impacted the timeline or scope of activities? IUCIN HQ team Looking ahead, continuing with broad coverage could strain financial and technical resources further, emphasizing the need to streamline efforts and focus on
. contingency plans structured to support the What programmatic risks are being considered with _ ' fewer priority landscapes. Risks related to institutional memory also highlight the importance of formal knowledge management practices, including mentorship
3.2 |Programmatic risks - N o 1. Key Informant Interviews IUCN members in Tanzania " 2
project’s continuity and adaptability throughout | regard to a second phase, and how are they managed? Government represomtatives programs and lesson documentation (Remote Kils).
both the current and anticipated future phases. | What contingency plans are in place to address potential B A e
risks related to project activities? P Proactive mitigation strategies, such as budget adjustments, quarterly MEL reviews, and supervision missions, have supported risk management by identifying
bottlenecks and focusing on high-priority activities. For a potential second phase, narrowing the geographical focus, formalising knowledge management, and
strengthening partner coordination will be key to ensuring long-term success.
The project’s governance structure strives to mitigate organisational risks by clearly defining roles and responsibilities among IUCN, SNV, and AWF, supported
by quarterly coordination meetings and joint reporting mechanisms. This multi-partner approach brings diverse expertise but also introduces risks related to
power imbalances and coordination challenges, particularly in shared landscapes like Kilombero and Sumbawanga where SUSTAIN Eco and Pro overlap. Limited
cross-landscape communication and the absence of formal knowledge-sharing platforms have hindered the scaling of successful practices, for example drawing
- o To what extent does the governance structure in place i on lessons learned from NbS Kilombero to Sumbawanga (Supervision Mission Report, 2023 & 2024; Remote Klis),
Organisational and strategic risks, such as . s the gover Project team
! ; ‘ | help mitigate organisational risks that could affect
leadership changes, funding uncertainties, or shifts | "  oreer IUCN HQ team ; ) ) ) ) : ,
- ! P e € ! project sustainability? X X While centralised reporting through IUCN ensures donor compliance, overlaps in technical roles, such as governance str and
3.3 |Organisational and strategic risks in strategic priorities, are proactively identified and 1. Key Informant Interviews JUCN members in Tanzania 25

managed with responsive strategies to ensure
project stability and continuity.

Are there any foreseen changes at the organisational
level that could have the potential to affect the project’s
long-term success?

Government representatives
SNV & AWF representatives

between SNV & AWF, have occasionally caused inefficiencies. Clarifying partner mandates and improving role definition would streamline implementation and
resource use (Field Kis).

Project implementers have identified risks related to partner restructuring, shifting donor priorities, and staff turnover, particularly in specialised areas like
restoration and biodiversity monitoring (Remote KIls). To mitigate these, formalising contingency strategies, such as succession planning and reinforcing joint
planning processes, will be essential. Strengthening cross-landscape collaboration and clarifying technical leadership will further ensure long-term project
success (Supervision Mission Report, 2023; Remote KIls).
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The project a strong commitment to gend ive i through a dedicated gender specialist, the Gender and Youth Action
Plan, and gender-disaggregated monitoring systems. The GYAP provides a formal framework with specific measures and targets to ensure gender equity across
Does the project have inclusive and gender-sensitive capacity-building, governance strengthening, and landscape planning processes. Efforts such as leadership training for women and inclusive demonstration plots
Gender-responsive actions and strategies are teams with the necessary expertise to support ongoing have supported more equitable participation in decision-making and climate-smart agricultural practices (Supervision Mission Report, 2023; Remote Kls & Field
41 |Gend ive i and |i to support long-term inclusivityand | gender-responsive actions? 1. Literature Review Project team Kils).
! |adaptation adaptability, with project teams demonstrating the |What mechanisms are in place to sustain gender 2. Key Informant Interviews SNV & AWF representatives
capacity to maintain gender equity. inclusivity and responsiveness throughout the project However, gaps remain in technical expertise for consistent gender mainstreaming at the landscape level, as the gender specialist primarily offers overarching
lifecycle? support. Capacity among field staff to apply gender-sensitive approaches could be strengthened through targeted training and mentorship (Remote Klls).
Additionally, while gender data i collected, there is limited evidence of how the project adapts strategies when gaps are identified, particularly in remote areas
where geographical constraints stilllimit women’s participation (Field Kls).
Area 4: Gender
responsiveness The project has contributed to positive shifts in gender-responsive practices, with increased participation of women, youth, and vulnerable groups in
governance structures such as NRCs and WUAS. Leadership training and gender-sensitive capacity-building efforts have expanded women’s participation in
There is emerging evidence of positive sh\f_ts in What is the likelihood that the advancements women, deus_mn making spaces and youth engagemem_m climate-smart agnculw_re However‘ sustalrnlr_\g these advancements post- proje‘cl remains uncertain without
community attitudes toward gender equality and " continued structural support and formal from local authorities (Sup: Mission Report, 2023; Remote Klls & Field Kils).
" ! ’ youth, and vulnerable groups have made in accessing !
gender-responsive practices, particularly in 3 y N Project team
e " project resources and opportunities will continue after ) ' N - ) R P ’
decision-making roles and access to resources. A |1/ 1#501¢#2 IUCN members in Tanzania Despite progress in increasing participation, observations during field FGDs revealed persistent challenges in achieving meaningful inclusion. While women and
Emerging evidence of shifts in community |strong foundation is in place to support the e are i place to sustain gender- 1. Literature Review Government representatives youth have managed to be present in local governance bodies their voices often remain muted, with few feeling confident to speak openly in male-dominated
4.2 [attitudes towards gender-responsive | progress achieved by women and youth, with data | %) Te8% 108 818 I B AEE 0 S AN BB ) ey Informant nterviews SNV & AWF representatives settings. For example, stakeholders reported that cultural norms among community members discourage women’s active participation. Encouragingly, some
practices collection mechanisms capturing these changes. m‘,’m,s m;’c o v bey 3. Field Visits Community members, local leaders, youth / | progress has been noted by project implementers on-site, as education efforts have led to changing attitudes, with fathers and husbands increasingly
These foundations are designed to ensure that the | <) yeer __ women groups supporting women’s participation.
oure Are there any potential challenges to maintaining these )
advancements made through the project will ! Local farmers & private sector stakeholders
" ! ¢ advancements, and how might they be addressed post- . ) ) , S
continue sustainably in the future and, ideally, B Challenges persist in remote areas, such as Vidunda, where cultural norms and reliance on village leadership restrict women'’s participation and could create
extend to benefit other marginalised groups. project? inconsistencies once project support ends. Strengthening partnerships with local women’s organisations and youth groups could provide sustained advocacy
and capacity-building at the community level, ensuring the gains achieved through SUSTAIN Eco are maintained over time (Field Kils; Remote Klls).




Framework

Tanzania Development

Key Goals

- Achieve a high-quality livelihood for all Tanzanians
- Promote a strong and competitive economy

‘ SUSTAIN Eco

- Supports sustainable livelihoods through climate-smart agriculture and
inclusive land-use planning.
- Strengthens resilient and sustainable economic growth in rural landscapes

Vision 2025 - Ensure good governance and rule of law by integrating sustainable agriculture and water management.
- Enhance environmental sustainability - Contributes to environmental sustainability by promoting NbS and
sustainable land management.
- No Poverty (SDG 1)
- Zero Hunger (SDG 2) -Promotes sustainable livelihoods through ecosystem-based approaches,
- Good Health and Well-being (SDG 3) supporting income diversification.
- Quality Education (SDG 4) -Encourages climate-smart agriculture and sustainable land
- Gender Equality (SDG 5) management to improve food security.
- Clean Water and Sanitation (SDG 6) -Enhances ecosystem services such as clean air, water, and sustainable
- Affordable and Clean Energy (SDG 7) food sources, improving overall community health.
- Decent Work and Economic Growth (SDG 8) - Provides capacity-building programs and community training on
Sustainable - Industry, Innovation, and Infrastructure (SDG 9) integrated landscape management and sustainable resource use.

Development Goals

- Reduced Inequalities (SDG 10)

- Sustainable Cities and Communities (SDG 11)

- Responsible Consumption and Production (SDG
12)

- Climate Action (SDG 13)

- Life Below Water (SDG 14)

- Life on Land (SDG 15)

- Peace, Justice, and Strong Institutions (SDG 16)

- Partnerships for the Goals (SDG 17)

-Strengthens women’s land tenure rights, promotes inclusive
governance, and ensures women's participation in natural resource
management.

-Promotes integrated water resource management (IWRM), protecting
watersheds and freshwater ecosystems.

-Encourages sustainable fuel alternatives, such as agroforestry practices
that provide renewable biomass.

-Supports green jobs, eco-friendly entrepreneurship, and sustainable
value chains to enhance rural economies.
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-Works with local and private sector actors to invest in sustainable
infrastructure and nature-based solutions.

-Ensures marginalized groups, including youth, women, and indigenous
communities, have equitable access to resources and decision-making.
-Encourages urban-rural linkages for resource planning and promotes
nature-based solutions in urban settings.

-Promotes sustainable agricultural production, land-use planning, and
circular economy principles.

Implements Nature-based Solutions (NbS) and climate adaptation
strategies to enhance landscape resilience.

-Protects wetlands and freshwater ecosystems, promoting sustainable
fisheries and aquatic biodiversity conservation.

-Focuses on land restoration, biodiversity conservation, and
reforestation efforts to maintain healthy ecosystems.

-Strengthens local governance structures, supports transparent decision-
making, and promotes conflict resolution in resource management.
-Engages with governments, private sector actors, civil society, and
international organizations to drive sustainable landscape management
and investment.

- Goal 1: A High Standard of Living, Quality of Life & | - Strengthens inclusive rural economies through sustainable natural

Well-Being for All resource management.
- Goal 5: Modern Agriculture for Increased - Improves agricultural productivity via climate-smart approaches and
African Union Agenda Productivity & Production better land-use governance.
2063 - Goal 7: Environmentally Sustainable & Climate- - Contributes to climate-resilient economies by integrating nature-based
Resilient Economies solutions into land and water management.

- Goal 10: Key Continental Environmental Initiatives | - Aligns with continental conservation priorities, including ecosystem

Implemented restoration and sustainable land-use policies.
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Agreement SIDA IUCN - SUSTAIN Eco, 2022

AWF SUSTAIN Eco Financial Statements, 2024

Baseline Survey for Governance Structure and Capacity Training Needs Report
Cover note for SUSTAIN Eco’s 2025 workplan & budget submission
Cover note for SUSTAIN Eco's 2024 workplan & budget submission
HQ SUSTAIN Eco Budget & Expenditure Summary, 2024

IUCN Nature 2030 Programme

IUCN Nature 2030 Programme External Review

IUCN SUSTAIN Eco Annual Workplan 2024

IUCN SUSTAIN Eco Capacity Needs Assessment, Nov 2024

MEL Plan SUSTAIN Eco, 2024

LHMI Presentation, 2024

SNV SUSTAIN Eco Financial Statements, 2024

SUSTAIN Eco Budget Extension 2025-2026

SUSTAIN Eco Project Proposal, June 2022

SUSTAIN Eco & Pro Communications Strategy, 2023

SUSTAIN Eco & Pro Gender and Youth Action Plan, Oct 2023
SUSTAIN Eco 2025 Annual Work Plan

SUSTAIN Eco 2025 Workplace and Budget Submission Cover Note, Nov 2024
SUSTAIN Eco 2025-2026 Top-Up Concept Note, Nov 2024
SUSTAIN Eco 2025-2026 Total Budget, Nov 2024

SUSTAIN Eco Database, 2024

SUSTAIN Eco Final Baseline Report SNV

SUSTAIN Eco Financial Audit Report, 2024

SUSTAIN Eco Financial Audit Report Management Letter, 2024
SUSTAIN Eco Inception Report, 2023

SUSTAIN Eco Leaflet

SUSTAIN Eco Logframe, 2023

SUSTAIN Eco Logframe, 2024

SUSTAIN Eco Logframe, 2024 Updated

SUSTAIN Eco Project - Baseline Report, 2023

SUSTAIN Eco Semi Annual Report AWF, 2024
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SUSTAIN Eco Semi Annual Report SNV, 2024
SUSTAIN Eco Supervision Mission Report, 2023
SUSTAIN Eco Supervision Mission Report, 2024
SUSTAIN Eco Technical Report, 2023

SUSTAIN Land Health Booklet, 2024

SUSTAIN LHIM Summary Dataset 2024
SUSTAIN Pro 2022 Annual Report

SUSTAIN Pro Programme Proposal

SUSTAIN Visual ID Guidelines, 2024

WUA Operation Guidelines
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Evaluation Terms of Reference (ToR)

Terms of reference for the mid-term review of SUSTAIN Ecosystem stewardship to balance sustainability
and growth (SUSTAIN Eco)
Evaluation Terms of Reference
August 2024

1. Evaluation context

This is the Terms of Reference (ToR) for an International Firm/Consultant, for the IUCN Midterm evaluation
(MTE) of the project titled “SUSTAIN Ecosystem stewardship to balance sustainability and growth
(SUSTAIN Eco)” implemented by IUCN and executed in partnership with the African Wildlife Foundation
(AWF) and SNV (Netherlands Development Organisation). The project started on December 8" 2022, and
ending on December 31st, 2025. The project is funded by Swedish International Development Cooperation
Agency (Sida) represented by the Embassy of Sweden in Dar es Salaam. This ToR sets out the expectations
for this MTE.

SUSTAIN was conceived as a multi-year initiative focused on catalysing climate-resilient development that
balances economic growth with ecosystem stewardship and social prosperity. Running from 2014 to 2020,
the first phase of SUSTAIN established a solid foundation of partnerships between businesses, government
agencies, local communities, farmer groups, and others in the landscape to deliver on this vision. Building
on these networks, and the achievements of the initial phase, IUCN initiated a second phase of SUSTAIN
through two complementary programmes: SUSTAIN Eco and SUSTAIN Pro -both underpinned by equity
and inclusion, and both striving to accelerate a shift from business-as-usual to development paradigms that
build resilience in economies, people and nature. Together, SUSTAIN Eco and Pro form the continuation of
SUSTAIN-Africa, building on its successes and learning from the challenges that were encountered during
the first five years of the programme. The geographical footprint and partnerships established in the first
phase of SUSTAIN make up the lion’s share of interventions in these two complementary programmes,
ensuring continuity and aiming at long-term sustainability.

While SUSTAIN Pro focuses on how to make agriculture more sustainable, SUSTAIN Ecosystem
stewardship to balance sustainability and growth (SUSTAIN Eco) targets healthy ecosystems and
prosperous communities in the Sumbawanga and Kilombero landscapes in Tanzania through improved
governance and rights, sustainable management practices and by catalysing investment in the protection
and restoration of biodiversity and ecosystems.

More specifically, the SUSTAIN Eco project aims to achieve the following outcomes:

Outcome 1: Coordination strengthened amongst governance structures for sustainable and inclusive
management of natural resources

Outcome 2: Integrated landscape management improves ecosystem health and generates inclusive
business and livelihood opportunities, especially for women, youth and vulnerable groups

Outcome 3: Investment in the protection and restoration of ecosystems and their services strengthens
climate resilience for people and ecosystems
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2. Rationale and Purpose

This Midterm evaluation fulfils IUCN requirements to conduct an independent evaluation for the purpose
of learning and reflection on project management and early results, it is also a contract requirement under
the agreement with Sida. It is expected that the findings and recommendations of this Midterm evaluation
will help to identify any needed course corrections in the Project’s approach and activities and bring
valuable external reflections to help strengthen the Project and complement the Monitoring, Evaluation
and Learning system of the Project through by facilitating adaptive management.

3. Audience, key stakeholders and use
The primary intended users of this Mid Term Review are:

o The SUSTAIN Eco implementation team including task manager, national and landscape managers
and technical officers in IUCN’s global and regional programmes and AWF and SNV project
managers for the purpose of managing the Project, and in particular, for making adjustments to
improve delivery of outcomes;

e The Head of Water and Wetlands Team, for the purpose of gathering lessons to inform future
project design and implementation of other projects under the Water and Wetlands Team;

e The IUCN Monitoring and Learning team, for the purpose of improving the Project monitoring and
learning approach;

e Swedish International Development Cooperation Agency (Sida) through its Embassy of Sweden in
Dar es Salaam to provide information to its board of direction and the general public.

4. Objectives and evaluation questions

This Mid Term review will be carried out in conformity with IUCN Evaluation Policy (2023) and use a sub-
set of the widely accepted OECD DAC Evaluation criteria: relevance, coherence, effectiveness, efficiency
and sustainability.

The Mid Term Review should explore the Project’s work and achievements with the aim of assessing
progress so far and providing guidance on how to maximize the potential for achieving the intended results
and improve learning in its remaining time, as well as for structuring any subsequent phases of work.
Through the assessment of the performance and lessons learnt, the Mid Term Review will also contribute
to both learning and accountability.

The specific objectives of the Mid Term Review are:

e To assess the relevance of the Project in terms of aligning and responding to the objectives of the
current IUCN Programme and other IUCN needs and priorities in relation to water and land
management;

e Toassess its coherence with the situational analysis and how well the Project fits in its context and
its compatibility with other interventions led by IUCN;

e To assess the effectiveness of the Project in achieving its objectives and provide clear insights
about what has and has not worked and why. It will also analyse key underlying risks, assumptions
and constraints which have affected intended results, highlighting how external factors might have
affected the Project and how the project adapted to this situation.

e To assess the efficiency in terms of use of resources and value for money through the delivery of
the Project;

e To assess whether measures put in place by the project ensure sustainability of results in the

longer term, including how synergies with SUSTAIN Pro for delivering on the broader vision of
SUSTAIN-Africa;



SUSTAIN ECO Mid-Term Review —Terms of Reference

e To identify lessons and provide set of actionable recommendations on how the Project and the
project coordination/management could be adjusted for further improvement and to strengthen
delivery of results.

Three additional lines of inquiry should be addressed: contribution to the IUCN One Programme Approach;
Gender and youth and Environmental and Social Management System (ESMS)

An initial set of questions that should guide the Mid Term Review in assessing the Project against each
given criterion have been developed as follows:

Relevance

1. How appropriate and relevant is the project approach and intervention logic in terms of its objectives
and anticipated outcomes, and within the broader context of the SUSTAIN initiative?

2. Isthe project Theory of Change (ToC) and logic for interventions realistic?

3. To what extent is the project aligned to national/subnational strategies and priorities?

e Has there been any change (i.e policy changes) that affected the relevance of the Project since
it has started?

e Ifso, how well did the project adapt to the changing environment and how well has the design adjusted

to emerging circumstances?

Coherence

e To what extent were the capabilities of different implementing partners and other stakeholders
considered in the design of the Project? How strategic are the partnerships established under the
project considering their ability to influence and their current level of commitment and capacity to
deliver?

e To what extent does the Project align to or contribute to other interventions carried by IUCN, AWF and
SNV?

e To what extent did SUSTAIN Eco harmonize its interventions with government priorities and other
stakeholders?

e To what extent have synergies between SUSTAIN Eco and Pro been realised during implementation?
What can be improved to maximise synergies?

Effectiveness
e To what extent has the Project delivered on its outputs and outcomes?
Outcome 1

0 How successful has the project been in strengthening governance structures for sustainable
and inclusive management of natural resources? And why? What needs to be improved or
done differently?

0 To what extend did the multi-stakeholder partnerships (MSPs) and dialogues facilitate or
hinder the improvement of coordination across the various levels of land and water
governance (local, district, and national), and why?

0 In which ways did MSPs contribute to or detract from the adoption and implementation of
Integrated Landscape Management (ILM) approaches in the landscapes, and why?

0 In which ways did the project's gender-focused approaches influence the empowerment of
women and youth? How has the project impacted gender imbalances, positively or negatively,
and why?

0 Furthermore, how did such empowerment contribute to or detract from achieving enhanced,
sustainable, and inclusive governance and management of natural resources, and why?

Outcome 2

0 How effective has the project been in building capacities of Village Land Use Management

Committees, VNRCs, AA/VGS and WUAs?
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0 To what extent did training on biodiversity data collection, awareness-raising, and related
activities enhance ecosystem stewardship within farmers and local communities, and why?

0 How effective has the project been in helping businesses and their associations to adopt
environmental and social management standards and practices?

Outcome 3

0 How effective has the project been in building capacity of relevant stakeholders, including
Village Game Scout, Farmers and local institutions?

0 To what extent did the implementation of Integrated Landscape Management (ILM) and
Nature-based Solutions (NbS) contribute to the restoration and enhancement of land health,
and why?

0 How successful has the project been in promoting the development of innovative financing
streams for conservation and restoration of ecosystems and their services?

What has been the contribution of partners and other organizations to the results, and how effective
have the project’s partnerships been in contributing to achieving the planned results?
Are there any unintended consequences as a result of the actions of the Project?

Efficiency

To what extent is the Project governance system conducive to results achievement?
Has the management approach promoted by the Project led to the most effective use of the resources,
costs savings and to efficiencies of scale in the provision of coordination and technical support? More
specifically:
0 Are accounting and financial systems adequate for project management and producing
accurate and timely financial information?
O Have progress reports been produced accurately, timely and responded to reporting
requirements?
0 In terms of periodic update meetings, what worked and what didn't in ensuring effective
communication and project alignment, and why?
0 Interms of building synergies with SUSTAIN PRO, to what extent the project has leveraged on
activities implemented by SUSTAIN PRO to maximise its impact.
To what extent has the Project been able to adapt to any changing conditions to improve the efficiency
of project implementation?
To what extent are the Monitoring, Evaluation and Learning (MEL) strategy and tools adequate and
effective? In particular:
0 To what extent are the selected indicators and targets appropriate to determine whether
SUSTAIN has achieves its objectives?
0 To what extent did the MEL strategy detect any needed course corrections in the Project’s
approach and activities for better progress towards results?
0 To what extent did supervision missions aid or delay the project's progress, and why?

Sustainability

Is there evidence of ‘country ownership’ of the project initiatives? What evidence exists that shows
that the enabling condition are in place to continue what was initiated by the project and what are the
role Tanzanian government play in the development of a pipeline of similar projects?

To what extent have the mitigation measures identified to address the risks been implemented? Were
these measures effective?

Are there new risks that have arisen that can impact the permanence of the results achieved that were
not foreseen?

How does SUSTAIN Eco project design ensure the sustainability of gender-responsive interventions
beyond the implementation phase?

In addition to the above criteria and questions, the evaluator(s) will also ensure that the following topics
are addressed in the evaluation:
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One Programme Approach:

e To what extent did the project engage relevant constituents of the Union in its design or
implementation so far (Government of Tanzania, IUCN Members in Tanzania, Commission Members
with experience in Tanzania)?

Gender and youth:

e To what extent do the project’s objectives and design promote and advance gender equality and/or
gender responsive strategies? Also, to what extent has the project monitored its progress with gender
responsive and sex-disaggregated monitoring data?

e To what extent do the project’s objectives and design respond to youth needs and priorities, or
promote youth participation and/or leadership or intergenerational exchange? Also, to what extent
has the project monitored its progress with age-disaggregated monitoring data?

Science/policy/action interface:
e Towhat extent is the knowledge or science produced or disseminated by the Project likely to influence
policy or actions in the future?

5. Methods and sources

This evaluation will be carried out in conformity with the IUCN Evaluation Policy (2023)?, which sets out
IUCN’s institutional commitment to evaluation, and the criteria and standards for the evaluation and
evaluation of its projects, programmes and organizational units.

I.  Scoping Phase - Framing the boundaries of the evaluations

The evaluator(s) will review key project documents and engage with IUCN to finalise the evaluation
objectives, questions, criteria and methodology. Against the above, the evaluator(s) will identify
appropriate evidence that needs to be gathered and synthesized to fully inform the evaluation process —
as well as sources of information including key individuals to be interviewed. The output of this phase will
be an inception report which will include a methodological note and an evaluation matrix presenting how
each evaluation questions will be addressed, data sources and data collection methods that will be used to
gather additional information needed and a set of criteria to rate the strength of the evidence collected.
The evaluation matrix will be reviewed and should be approved by IUCN. Adequately addressing the key
evaluation questions will be the basis for IUCN to sign off on the completeness of the inception report.

Il.  Further data collection and analysis; development of draft evaluation report

In this phase, the evaluator(s) will work with [IUCN, AWF, SNV and other key stakeholders to gather and
consolidate the necessary information to address the evaluation questions. It will also include a field visit
for onsite observations and meetings with key partners and beneficiaries. The Evaluator(s) will present
their preliminary findings during a short webinar in order to collect feedback from key target audience. The
link between the evaluation questions, data collection, analysis, findings and conclusions must be clearly
made and set out in a transparent manner during the presentation. Following the webinar, the evaluator(s)
will submit a draft evaluation report for further review by the target audience.

lll.  Finalising the evaluation reports and presenting findings to key stakeholders
Once the draft reports have been circulated, IUCN, AWF and SNV will undertake a final review of the reports
and provide their comments in written to the evaluator(s). The comments will be integrated by the
evaluator(s) in the final version of the report and serve to finalise recommendations and to develop lessons

L https://www.iucn.org/sites/default/files/2023-07/iucn_evaluation_policy june-2023.pdf
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learned. The evaluator will submit a final evaluation report in word and PDF and will include a separate
document highlighting where/how comments were incorporated. The final report should clearly and
transparently demonstrate links between review questions, data collection, analysis, findings and
conclusions. The conclusion and recommendations presented in the final report should be underpinned by
a strong set of evidence and will be further explained during the final webinar.

Finally, evaluator(s) will produce a short but concise summaries that can be disseminated to the wider
public for general information on the project’s results and performance

A. Methods, sources and analysis

The evaluator(s) is expected to use mixed methods to allow a degree of triangulation and synthesis,
including:

o Desk review of relevant documentation from the project;

e Interviews (individual or in Focus group) of key stakeholders across the two landscape;

e Survey of additional stakeholders;

e  Field visit. Visits should be made in priority to Kilombero landscape but if time and resources allow

it extended to Sumbawanga landscape;
e  Other methods may be proposed as needed and as project resources allow.

B. Stakeholders to be consulted

The evaluation will adopt a consultative approach, seeking and sharing opinions with stakeholders at
different stages throughout the evaluation process. Stakeholder categories include, but are not limited to:
IUCN project staff, project executing partners and external stakeholders involved in the delivery of the
project activities. External stakeholders may include national and local government representatives,
private sector representatives and community members, including youth and women.

The list of stakeholders that will be consulted will be presented and validated through the inception
report. The total number of stakeholders to be consulted in the different landscape where the project is
implemented is however estimated to approximately 40 individuals. IUCN will provide a suggested list of
stakeholders in different categories during inception. The evaluation team may propose changes or
additions.

6. Evaluation deliverables

The evaluator(s) will be accountable for producing the following products for this Mid Term Review:

v Draft inception report and Inception report on proposed evaluation methodology, work plan and
structure of the report including a detailed evaluation matrix;

v" A Draft Preliminary Mid-Term Review report and presentation, to be presented at a debriefing
meeting with SUSTAIN ECO partners

v Final Mid-Term Review report, including key findings, a set of limited and strategic
recommendations (not to exceed 10 recommendations total), and response addressing issues
raised during presentation of draft.

v" A Final presentation targeted to evaluation key audiences in which the key finding and
recommendations from the Mid Term Review will be presented.

v" A two-page executive summary of key findings, lessons, recommendations and messages from
the Mid Term Review report.
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The Inception Report should be in English and include the following structure:

A. Identification of the subject of the review, and relevant context

B. Purpose and scope of the evaluation: why is the evaluation being conducted at this time, who
needs the information and why? What aspects of the project will be covered, and not covered,
by the evaluation

C. Theory of change and results. A one-page diagram and explain it with a narrative, including a
discussion of assumptions and drivers. This section should also confirm the formulation of
planned results so that the evaluand can be assessed against its intended results

D. An evaluation matrix presenting how each evaluation criteria and questions will be addressed,
the indicators, the data sources and the data collection methods and tools that will be used to
gather the information needed for the Mid Term Review and a set of criteria to rate the strength
of the evidence collected.

E. Methodology including approach for data collection and analysis, and stakeholder engagement, a
rationale for selection of the methods, and selection of data sources (i.e. any sites to be visited,
stakeholders to be interviewed)

F. The evaluation workplan and schedule, as well as a description of roles and responsibilities for

the management of the evaluation

Potential limitations of the evaluation

H. If any, a short summary of key improvements/modifications suggested from the original ToR.

)

The final Mid-Term Review report should be in English and include the following structure:

A. Title page including project identification details

B. Executive Summary (including at a minimum the methodology, findings and recommendations)
C. Table of Contents

D. List of Abbreviations and Acronyms

E. Ashortintroduction to project/programme — context and description

F. Purpose of the Evaluation

G. Evaluation Issues and Questions

H. Methodology (including approach to data analysis)

I.  Findings - organized according to the key evaluation questions

J. Conclusions and lessons learned

K. Recommendations — actionable recommendations clearly linked to findings and lessons
L. Annexes

7. Travel requirements

For this MTR, it is expected that the evaluator(s) visit at least one of the two landscapes in Tanzania with

a priority on Kilombero landscape. Travel will have to be organised in accordance with [IUCN Travel Policy
and Procedures for Non-Staff2. All the cost related to travel need to be clearly and transparently reflected
in the financial proposal.

8. Schedule

It is expected that evaluator(s) will submit their deliverables according to the following schedule in
Table 1. The starting date for the Mid-Term Review is 1t October 2024. Expected end date is 28"
February 2025.

2 https://www.iucn.org/sites/default/files/2022-07/iucn_travel_policy_for_non-staff v1.2_july2019.pdf
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Outputs and deliverables

Proposed schedule and
deadlines

Roles and responsibilities

Introductory call

Within 1 week of signing the
service agreement

Evaluator(s), IUCN

Draft inception report submitted

Within 2 weeks of the
introductory call

Evaluator(s)

Comments on inception report

Within 1 week after the
submission of the inception
report

IUCN

Final inception report and
approval

Within 1 week after the
submission of comments

Evaluator(s) and IUCN

Data collection and analysis phase
completed

Within 8 weeks after the
approval of the inception report

Evaluator(s)

Preliminary findings presentation

Within 1 week after the
completion of the data

Evaluator(s)

collection

Within 2 weeks after
presentation of preliminary
findings

Within 2 weeks after the
submission of the draft final
report

Within 2 week after the
submission of comments

Within 1 week after the approval
of the final report

Within 1 week after the approval
of the final report

Evaluator(s)
Draft report delivery

Comment on draft report IUCN, AWF and SNV

Final report delivery and approval Evaluator(s), [IUCN

Final presentation Evaluator(s)

Two pagers summary document Evaluator(s)

9. Roles and responsibilities

This Mid Term Review is commissioned by IUCN and Day-to-day management and coordination will be
done by its Monitoring, Evaluation and Learning unit. This evaluation will be undertaken by an
independent evaluation team, selected through IUCN’s procurement process.

10. Qualifications of the Evaluators

IUCN requires a person or a team of evaluators with experience in assessing change in complex systems
and with extensive expertise and knowledge in at least one of the following fields: Governance,
Organisation capacity building, Nature-base Solutions, Agriculture, Biodiversity, Innovative finance, Natural
resources management and climate change or a combination thereof, applied to policy instruments and
practice.

In addition, the Lead team member will meet the following technical requirements:

e At least 10 years of relevant experience in supporting, designing, planning and/or conducting
development evaluations; with demonstrated quantitative and qualitative data collection and
analysis skills, with proven record of conducting formative, process and impact evaluation;

° Proven experience in evaluating similar projects; Prior experience in conducting evaluation in areas
where the Project is implemented would be an asset;

e  English language fluency in both speaking and writing; additional fluency in Kiswahili would be
considered as an asset.
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Women are strongly encouraged to apply. The successful candidate will be selected based on merit.
The evaluation team members should be completely independent from any organisation that have been
involved in designing, implementing, executing or advising any aspect the project

11. Cost

The maximum available budget for this review, including travel, is 477,626 SEK (~EUR 40K?) The evaluator(s)
shall be paid upon completion of the following milestones:

v" 30% upon sighing of the contract

v’ 30% after presentation of the draft report (noting that acceptance of the inception report is a
required milestone)

v' 40% after the approval of the final report

12. Appendices
e  Evaluation Matrix

3 This is subject to currency fluctuation
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Annex 1: Evaluation Matrix

1. Relevance:

Key evaluation
questions

Sub-questions

Indicators

Source of
Information

Data Collection
Tools

[These are the

[List the specific

[An indicator is a

[In this column,

[What data

overall general | questions that measuring device that identify possible collection tools
questions that are needed to clarifies and measures a sources of data will be used?]
will facilitate answer the key | concept: in this case, the | needed to answer
analysis of the questions. s as sub-questions. Indicators | the sub-questions.
evaluation required] make these sub-questions | These sources may
issues (as more tangible and give include people,
identified in something concrete to different kinds of
part 5 of the measure. They may be documents such as
TOR). qualitative or situation analyses,

quantitative signals that trends analyses,

help to decide whether other research,

something has changed. observation, or other

There can be multiple types of information.

indicators for one sub- Be as specific as

question.] possible when citing

these.]

[Add rows as
required]

2. Coherence

Key evaluation Sub-questions Indicators Source of Data Collection

questions Information Tools

[Add rows as

required]

3. Effectiveness:

Key evaluation | Sub-questions Indicators Source of Data Collection

questions Information Tools

[Add rows as

required]

4. Efficiency:

Key evaluation | Sub-questions Indicators Source of Data

questions Information Collection
Tools

10
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[Add rows as
required]

5. Sustainability:

Key evaluation
questions

Sub-questions

Indicators

Source of
Information

Data Collection
Tools

[Add rows as
required]

6. Other:

[Add rows as
required]

11



