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The remote and isolated Sungai Medihit catchment area, Limbang Division, Sarawak,
Malaysia, is home to a Kelabit and a Penan community. Both communities depend
on shifting cultivation and resources collected/hunted from an environment affected

by logging, and remain in poverty. The Pre-Project originated because of issues
seen to face the indigenous Kelabit and Penan subsistence farmers and the forest

resources in Long Napir. The Pre-Project addressed the sectorlevel key problem that
effective strategies cannot be formulated to address problems of the local community
IPOverty), problems offbrest resource management (resource degradation, erosion on
steep slopes, water po"atIbn) and catchment area management issues in the Medihit
catchment area. The Pre-Project Development Objective is: Forest managed for inult4:)Ie
uses in close cooperatibn with local forest owners and coinmun^ties living in forest
areas and dependent on forest resources, while the Specific Objective is: A fu" Project
Proposal developed to address the problems facing the indigenous peoples and forest
resources of the Sungai Medihit catchment area. The implementation strategy was
to maximise local community participation by involving local community members as
respondents, informants and guides andin consultations during stakeholder workshops
to develop effective strategies to address the problems local communities and the
forest resources face. Critical differences between planned and realised Pre-Project
implementation were the combination of two workshops and delayed implementation
of the stakeholder workshops.

EXECUTIVE SUMMARY

After Pre-Project completion eight feasible and cost effective strategies had been
developed and included in a full Project Proposal submitted to ITFO. The full Project
Proposal involved all major stakeholders who impact catchment resources. It included
initiatives to measurebly sustain and improve the six most important forest resources
identified during the Pre-Project (game, fish, timber, wild sago, wild fruit trees and
NTFPs) and use them to generate cash through pilot CDPs based on their sustainable
use. On Pre-Project completion the target beneficiaries (the indigenous Kelabit and
Penan communities in the Sungai Medihit catchment) had participated in the Pre-
Project as respondents, informants, field data collection assistants and workshop
participants; had seen maps and satellite images and had heard about the community
history and catchment wildlife and plant resources. They had identified problems
facing them and the area's forest resources and worked out strategies to address these
problems. Pre-Project sustainability depends on ITFO full Project Proposal acceptance
and subsequent implementation. Project analysis revealed the crucial importance of
well-written Pre-Project ToRs being fully understood by consultants with Pre-Project
management follow-up and strict adherence to the Work Plan.
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The chief lessons learned from Pre-Project identification and develo merit were:

(i) Pervasive local community stakeholder participation in Pre-Project design

contributed most to success in achieving the Specific Objective contributing to

the Development Objective, partly due to the ownership of the Pre-Project such

participation engenders.

(ii) Participatory Community Mapping needed more time than was allocated as it
had a substantial fieldwork element.

(iii) The role and possible input of all potential stakeholder groups needs careful

consideration. Future engagement will need to include special dialogues with

Penan women and 'stay"away' Long Napir community members.

(iv) Lack of assessment of catchment forestry players' level of commitment resulted

in poor engagement with them - this was the aspect of Pre"Project design which

most contributed to shortcomings in achievement of the Specific Objective

(timber interests were not fully expressed during workshops and are thus riot

adequately addressed in the full Project Proposal).

(v) Design of future workshops should take account of language and other barriers

local community members face in the workshop situation and familiarise them in

advance with the information to be presented and facilitation methods that will

be used during workshops.

(vi) Variations between planned and actual implementation (as in the combination of

the State-level Stakeholder Workshop and the Stakeholder Strategy Workshop,

resulting in loss of workshop time) can be avoided by stringent adherence to

the Pre-Project Work Plan or alternatively more thoughtful Pre-Project planning

that foresees and addresses temptations to introduce shortcuts.

(vii) Variations between planned and actual implementation can also be circumvented
by ensuring that Project Document ToRs clearly describe the complete set of
tasks and quality of deliverables consultants are to deliver; that each consultant

fully understands histher ToR and that Project management follows up ToR
implementation. The Pre-Project Management Team, including all consultants,
must adhere strictly to the Work Plan to ensure fieldwork is completed and

reported on time so as not to delay full Project Proposal formulation.
(viii) Risks need to be carefully evaluated in Pre-Project planning and addressed by

putting in place measures to mitigate the situations that might result if the risks
are realised.

(ix) Pre-Project sustainability after completion depends on ITTO's acceptance of,
and subsequent implementation of the full Project Proposal. A measurement

of sustainability might be the improved ability of local community members

to articulate the problems facing them and the catchment resources and new
5



insights gained on how these can be addressed in a full Project with input by
ITFO.

Lessons learnt from operational matters were as follows:

(i) Pre"Project organisational and management structure needed to be set out in

the Pre-Project Document so that Project Management Team members could

synergise and benefit by drawing on each other's work early on in the Pre-Project

rather than waiting for consultants' final reports.

(ii) The roles and responsibilities of some secondary stakeholder institutions involved

in Pre-Project implementation needed clearer definition so that the Pre-Project
Management Team and the stakeholders will understand the importance of their

participation.

(iii) The Pre-Project Document needs to describe Pre-Project documentation.

(iv) Project management and all consultants must adhere strictly to the Pre-Project
Work Plan to deliver reports on schedule and avoid delaying subsequent work or

missing deadlines.

(v) Monitoring and evaluation needed to be set out in the Pre-Project Document, No
monitoring or evaluation was, in fact, provided for or carried out during the Pre-

Project.

(vi) Anticipation of external factors that influenced Pre-Project implementation
requires a deeper consideration of risks. Identification of risks alone is not enough;
mitigating measures must be in place in the event that a risk is realised.

Recommendations made were as follows:

co Carefully evaluate risks in Pre-Project planning and address each risk by
developing measures to mitigate the situations that might result if the risk were
realised.

(ii) Plan the Pre-Project Work Program carefully in order to foresee and addresses
the temptation to introduce shortcuts during implementation.

(iii) Design workshops to take account of language and other barriers local community
members face in the workshop situation; familiarise participants in advance with

the materials and facilitation methods that workshops employ.
(iv) Introduce special dialogues to elicit the views of stakeholder sub-groups known to

be reticent when in large or mixed gatherings.

(v) Develop Project Document ToRs carefully to ensure that they clearly describe
the complete set of tasks and quality of deliverables needed.
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(vi) Post copies of maps for public viewing in the settlements so community members

can use them to better understand the topography and land uses in the catchment

and strategise their own activities there.

(vii) Clearly define the roles and responsibilities of all the institutions involved in
Pre-Project implementation so that both Pre-Project Management Team and the
stakeholders themselves will understand the importance of their participation.

(viii) Adhere to the Pre-Project Work Plan in order to avoid delays in completion of
work scheduled subsequently and missed deadlines.

PRE-PROJECT IDENTIFICATION

1.1

The remote and isolated Sungai Medihit catchment area, Limbang Division,

Sarawak, Malaysia, is home to two indigenous communities: a Kelabit community
at Long Napir and a Penan community nearby at Kampong Bahagia. Both
communities remain subsistence farmers, depending on shifting cultivation and
resources collected/hunted from the forest and there are few chances to earn

cash in the area. The communities remain in poverty and unable to become

players in Sarawak's economic development, furthermore logging since I 988 till
the present in the catchment area has affected the environment and availability
of forest resources.

CONTEXT

,. 2

The Pre-Project originated because of issues seen to face the indigenous Kelabit
and Penan subsistence farmers and the forest resources in Long Napir.

The Pre-Project addressed the sectorleve! key problem that effective strategies
cannot be formulated to address problems of the local community frooveity),
problems of forest resource management (resource degradation, erosion on
steep slopes, water pollution) and catchment area management issues in the
Medihit catchment area. The key problem is caused by poor understanding of
(i) the type and range of problems that local communities face, (ii) the spectrum
of forest resource management problems in the area and (iii) catchment area
management issues that affect stakeholders. Thus the Pre-Podect addresses
the following specific problems:

(i) How to help the indigenous communities when not enough is known about
the specific problems they face;

ORIGIN AND PROBLEM
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(Ii) How to achieve sustainable management of the area's resources (timber,
non-timber, water, ecotourism etc. ) in the face of shifting cultivation and
logging when not enough is known about the area's biophysical resources
(geomorphology, soils, climate (rainfall), water resources, timber, non-
timber and ecotourism resources); and

(iii) How to manage the Medihit catchment area to involve and benefit all

stakeholders when exactly who the stakeholders are and the nature of their
stake in the catchment area is not known.

Lack of (1) a socio-economic study, (ii) the collection and analysis of biophysical
information on the area, and (Iii) a complete list of stakeholders in the area and
a full understanding of their interests and influence underlie the key problem's
causes. Detailed socio-economic information on the communities as well as

biophysical information is needed in order to identify the problems and a detailed
stakeholder analysis is required as a pre-requisite for stakeholder consultation

needed to develop effective strategies to address the problems facing the
indigenous peoples and forest resources of the Sungai Medihit catchment
through a full Project. It is not possible to develop a full Project Proposal without
this information and thus the indigenous communities remain in poverty, not
benefiting from the surrounding forest, management of the forest resources and
catchment is sub-optimal and current activities in the catchment affect catchment

stakeholders in various ways.

2 PRE-PROJECT OBJECTIVES AND IMPLEMENTATION

The Pre-Project rationale is that there are pre-requisites for a good understanding
of the type/range of problems local communities face, the spectrum of forest
resource management problems in the area and catchment area management
issues that affect stakeholders, These are a socio-economic study of the area's
communities, collection and analysis of biophysical information on the area and
a complete list of stakeholders in the area and clarification of their interests and

influence. These pre-requisites need to be in place in order to address the Pre-
Project key problem: effective strategies formulated to address problems of
the local coinmumty 1100ve^/), problems of forest resource management and
catchment area management I^sues in the Medihit catchment. Addressing the
key problem will lead to the formulation of a full Project Proposal to address
the problems facing the indigenous peoples and forest resources of the Sungai
Medihit catchment. This in turn will result in the indigenous communities benefiting
from surrounding forest and becoming better off economical Iy, optimal catchment
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area and forest resource management and stakeholders in the catchment area

benefiting from sound catchment area management.

The Pre-Project Development Objective is Forest managed for multi^e uses
in close cooperatibn with local forest owners and communities living in forest
areas and dependent on forest resources. The Pre-Project Specific Objective,
A full Project Proposal developed to address the problems itacing the indi^enous

peoples and forest resources of the Sungai Medihit catchment area, was
addressed by writing a full Project Proposal.

The Pre-Project implementation strategy, as conceptualised, was to maximise
local community participation in the Pre-Project. Local community members were
to be involved as respondents in a socio-economic study of the communities
in the catchment area, as informants in a participatory resource use study and

participatory community mapping and as guides and informants in plant and wildlife
resource assessments and collection of biophysical information of the catchment

area. The Pre-Project anticipated heavy involvement of all stakeholders in

consultations during stakeholder workshops at village and State level and during
a Stakeholder Strategy Workshop to develop effective strategies to address the

problems formulated based on the socio-economic and biophysical conditions of
the catchment area. An adjustment made during the Pre-Project's implementation

phase was to combine the stakeholder workshop at State level with the strategy
workshop for all stakeholders.

Assumptions identified in the Pre~Project Document were as follows:

At Development Objective level it was assumed that the State of Sarawak will

continue its commitment to Sarawak Forest Policy. Assumptions at Specific

Objective level were that no major land use change or environmental degradation
would take placein the Pre-Projectarea during the Pre-Projectorfull Projectperiod

and there would be full cooperation of primary and secondary stakeholders. The

assumptions for Output I (Problems facing the indigenous people identified) were
that land status and ownership in the area would riot to be an irisuperable issue

and that costs of travel to and within the Pre-Project area would remain stable. The

assumptions for Output 2 (Problems facing the forest resources identified) were

that SFD/SFC would provide qualified technical assistance, costs of travel to and

within Pre-Project area would remain stable and timber companies operating in
the area would provide assistance. The assumption for Output 3 (In consultation

with stakeholders, effective strategy to address the problems formulated based on
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socio-economic and biophysical conditions of the catchment area with reference

to lessons learned by other countries in coinmunit^based forest management)
was the full cooperation of all stakeholders. The assumptions for Output 4 (A full
Project Proposal to implement the strategy formulated to address the problems
facing the indigenous people and forest resources) were that land status and
ownership in the area would riot be an irisuperabte issue and that no major land
use change or environmental degradation would occur in the Pre-Project area
during the Pre-Project or full Project period.

Issues that might impact Pre-Project implementation or a subsequent full Project
were:

co timber extraction without Reduced Impact Logging continues to affect the
catchment area's resources;

(ii) indigenous communities are found to have no rights over I ownership of land
sufficient to address their problems;

(Iii) fuel costs and/or air transport costs would increase marked Iy;
(iv) the Malaysian Ringgit would strengthen marked Iy against the Us$.

Risks implicit in the Pre-Project Document but riot identified as such were:

(i) Expectation of logistical challenges to moving around the catchment
(ii) Less than effective communication between local community participants

and other parties in the case of some Activities involving the indigenous
communities

3 PRE-PROJECT PERFORMANCE

(a) Specific Objective

The Pre-Project's Specific Objective (A full Preyt^ct Proposal developed to
address the problems I^icing the indigenous peoples and forest resources
of the Sungai Medihit catchment area) was realised with the submission of
a full Project Proposal to InO in November 2009.

(b) Outputs and related Activities

Output I Problems'facing the indigenous people identified

Activity I ., : To manage and administrate the Pre-Project

10



Activity 1.2: To conduct a socio-economic study of the communities in the
catchment area. This study was carried out and is reported in
the Pre-Project Technical Report (A socio-economic study and
participatory community mapping of communities in the Sungai
Medihit catchment).

Activity 1.3: To conduct a participatory resource use study. This study was
conducted and is reported in the Pre-Project Technical Report
(Participatory resource use study (plants) and forest resource
assessment).

Activity 1.4: To conduct participatory community mapping. This activity was
carried out and is reported on in the Pre-Project Technical Report
(ASOcio-economic study and participatory community mapping of
communities in the Sungai Medihit catchment).

Output 2

Activity 2.1 : To conduct a desk/GIS study on biophysical information of the

catchment area and its surroundings. This study was conducted

and is reported on in the Pre-Project Technical Report (Biophysical
information and ground-truthing in the Pre-Project area).

Problems facing the forest resources identified

Activity 2.2: To ground-truth remote sensing image interpretation and conduct
a forest resource assessment. The studies were conducted and

are reported on in the Pre-Project Technical Report (Biophysical

information and ground-truthing in the Pre-Project area;
Participatory resource use study (plants) and forest resource

assessment).

Output 3 In consultation with stakeholders, effective strategy to address the

problems formulated based on socio-economic and biophysical
conditions of the catchment area with reference to lessonsleamed

by other countries in community-based forest management,

Activity 3.1 : To carry out a review of literature on community-based forest

management. This review was carried out and is reported in the

Pre-Project Technical Report (Literature review on community-

based forest management).
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Activity 3.2: To conduct a stakeholder workshop at village level. This workshop
was conducted and is reported on in the Pre-Project Technical

Report (Stakeholder analysis and stakeholder workshops).

Activity 3.3: To conductastakeholderworkshopatStatelevel. Acornbined State
level workshop I stakeholder strategy workshop was carried out
and is reported on in the Pre-ProjectTechnical Report (Stakeholder

analysis and stakeholder workshops). The combination of the two

workshops represents a variation in featsed performance versus

the planned performance.

Activity 3.4: To carry out a detailed stakeholder analysis. This analysis was
carried out and is reported in the Pre-Project Technical Report

(Stakeholder analysis and stakeholder workshops).

Activity 3.5: To conducta strategyworkshopforallstakeholders. This workshop
was combined with the State level stakeholder workshop and is

reported on in the Pre-Project Technical Report (Stakeholder

analysis and stakeholder workshops).

Output 4 A full Project Proposal to implement the strategy formulated to

address the problems facing the indigenous people and forest
resources.

Activity 4.1 : To write a full Project Proposal. A full Project Proposal was
submitted to InO in November 2009.

(c) Schedule

The Pre-Project, approved at the November 2007 Session of IncinYokohama,

Japan, officially started in December 2008 (although the Ist Meeting of the Pre-

Project Technical Committee was held on 20 November 2008). The stakeholder

workshops, scheduled for March and April2009 in the Pre-Project Work Plan,

only took place in late May (after consultations with local communities on a

suitable date). This resulted minsufficient time to formulate the fullProject

Proposal and submit it to meet the dead"ne for 2009 (June 8,2009).
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4 PRE. PROJECT OUTCOME, TARGET BENEFICIARIES' INVOLVEMENT

The indicator for the Specific Objective in the Pre-Project Logical Framework
Analysisis a fullPrqjectProposa/with at leastteni^;aside, cost-effective strategies
that together impact a" maibr stakeholders in the Sungai Medihit catchment area,

raise the indigenous communities above the State poverty level and me asurab!y
sustain and improve the six most important forest resources by the end of the
Pre-Prqject. A report entitled Stakeholder analysis and stakeholder workshops
(Pre-Project Technical Report) describes eight strategies for inclusion in the full
Project Proposal submitted to ITFO. These strategies are to:

(i) Carry out a catchment resource survey

(ii) Carry out a community mapping and documentation exercise

(iii) Build capacity, inform and empower

(iv) Hold multi-stakeholder dialogues
(v) Produce a catchment usermanagement zones map and management plan
(vi) Develop a Community Wildlife Conservation and Management Plan

(vii) Community Development Projects

(viii) Partner with LPF holder in joint initiatives to maximise SPFM of the licensed
area.

The Activities for Outputs I, 2 and 3 in the full Project Proposal encapsulate these

strategies, which include, inter aira:

(i) Building Project beneficiaries' skills to assist with catchment rapid resource
surveys and to run CDPs

(Ii) Catchment rapid resource plant and wildlife surveys
(iii) Community mapping and documentation exercise

(iv) Project website development
(v) Management Zones Map and Stakeholders' Plant and Wildlife Conservation

and Management Plan development

(vi) Implementation of stakeholder workshops
(vii) Implementation of a stakeholders' study tour of CDPs
(viii) CDP feasibility studies, implementation, monitoring and evaluation

(ix) Building licensees' capacity to identify and manage HCVF and to sustain
catchment resources

(x) Licensee initiatives to sustainably manage forest resources developed,
implemented, monitored and evaluated

(xi) A Stakeholder Forum organisational structure and functions developed and
twice-yearly Forum meetings held

(xii) A publicity programme implemented and Project results disseminated

13



The strategies'feasibility and costeffectivenesswas addressed during the development
of the eight most beneficial and feasible strategies that were used in full Project
Proposal formulation.

All major stakeholders in the Sungai Medihit catchment area will be impacted in as
much as Outputs I, 2 and 3 of the full Project Proposal submitted to ITFO each involve,
overtly or implicitly, all stakeholder groups that impact catchment resources.

The strategies in the full Project Proposal are formulated to raise the indigenous
communities above the State poverty level, The Proposal's expected outcomes

indicate this. One outcome is that the beneficiaries will have used newl^acquired
information on the area, skills and synergies with other stakeholders to implement

pilot CDPs to generate cash based on the sustainable use of the catchment's NTFPs,

wildlife and land and to initiate projects such as fish conservation and rearing, guiding
and homestays, novel forestry crop plantations, home gardens and game animal

husbandry. Another outcome is that forestry players will have taken initiatives to
sustain and improve the forest resource base in innovative ways through identification
of HCVF that can provide seed sources for enrichment planting,

The six most important forest resources identified during the Pre-Project were

game, fish, timber, wild sago, wild fruit trees and NTFPs (Stakeholder Analysis and
Stakeholder Workshops in the Pre-Project Technical Report). Strategies developed in

the full Project Proposal will me asurably sustain and improve these resources as pilot
CDPs to generate cash are based on the sustainable use of the catchment's wildlife,

NTFPs and land and will involve game animal husbandry, fish conservation and
rearing, novel forestry crop plantations and home gardens. In addition forestry players

will have taken initiatives to sustain and improve the forest resource base through
identification of HCVF that can provide seed sources for enrichment planting.

Before Pre-Project implementation local community stakeholders, as a group, had riot
seen maps of the catchment showing its topography and land uses, or satellite images

(which show currently or recently disturbed areas). No reports existed in which local
community history and the nature and status of wildlife and plant resources were set

down, although the communities held this information in the form of oral history and
individuals' local knowledge. Thus, the communities as a whole did not have access

to the information needed to sustainably manage the resources from the surrounding
forests. After attending two stakeholder workshops local community members had
seen the relevant maps and satellite images and had had information on the community
history and the nature and status of wildlife and plant resources delivered to them as
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presentations. The tangible Outputs of the Pre-Project, with reference to its Stated

Outputs were:

Output I : Problems
facing the indigenous
people identified

Output Indicator

By the end of the Pre~
Project:

Ten most significant
problems facing the
indigenous people
identified, described
(scope, seriousness)
and prioritised; evidence
of active input from the
communities themselves

in identification and
evaluation of the

problems

Output 2: Problems
facing the forest
resources identified

Tangible Output

The information is given in
Table I of a report entitled
Stakeholder analysis and
stakeholder workshops in
the Pre-Project Technical
Report. Active input is
evidenced from the fact
that the information was

obtained during stakeholder
workshops

At least six major forest
resources (timber, water,
wildlife, NTFP, soils,
recreational) identified,
their condition described

and evaluated and

scope and seriousness
of factors impacting their
condition evaluated

Output 31n consultation
with stakeholders,
effective strategy to
address the problems
formulated based on

socio-economic and

biophysical conditions
of the catchment

area with reference

to lessons learned

by other countries in
community-based forest
management

The information is given in
the text and in Annex I of

Pantcfy?ato01 resource use
study ^Iants) and forest
resource assessment; in
reports entitled Biophys^cal
information and ground
truthing in the Pre-Prqject
area and A study of wildlifo
diversity in Sungai Medihit
catchment and in Table 2 of

a report entitled Stakeholder
analysis and stakeholder
workshops. The Pre~Project
Technical Report contains
these reports.

Strategies to address
problems faced by
indigenous communities,
other stakeholders in

the catchment area

and the six major forest
resources itemised,
evaluated (feasibility,
beneficiary, cost I
benefit) and prioritised

Eight strategies are
presented in a report
entitled Stakeholder

analysis and stakeholder
workshops in the Pre-
Project Technical Report
and also encapsulated in
the full Project Proposal.
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Output 4: A Full Project
Proposal to implement
the strategy formulated
to address the problems
facing the indigenous
people and forest
resources

Full Project Proposal
submitted to ITFO

On Pre-Project completion investigations conducted and workshops held to identify
and evaluate significant problems facing the indigenous people and six major forest
resources in the catchment, and to develop strategies to address these problems

had brought closer two goals stated in the Forest Policy of Sarawak, even if only

infinitesimalIy. These goals are topermanentfy/reserve forthe benefitofthepresentand

future inhabitants of the country forest lands sufficient to ensure a perpetual supply at
modest prices of all^rins of forest produce that can be economicallyproduced within
the country and that are required by the people for agricultural domestic or industrial

purposes under a fully developed national economy and to foster by education and
publicity the value of forest among the public. . . .

A full Project Proposal to
implement the strategy
formulated to address

the problems facing the
indigenous people and
forest resources was
submitted to InO in

November 2009.

No change in the physical environment was envisaged under the Pre-Project.

The target beneficiaries (the indigenous Kelabit and Penan communities in the Sungai
Medihit catchment area) participated in Pre-Project implementation through their

role as respondents in the socio-economic survey and informants for the community
mapping and participatory resource use studies. Local community members also
assisted as guides, informants and porters during biophysical data collection. The two

communities participated in the Village-level Stakeholder Workshop at Long Napir to
identify problems facing the local communities and the area's forest resources and

the combined State Level Stakeholder Workshop and Stakeholder Strategy Workshop
held in Limbang town to work out strategies to address the problems. The Kelabit
headman and Penan headman led, respectively, 49 Kelabit, both male and female and
28 Penan participants at the Village-level Workshop and 13 Kelabit and four Penan
participants at the Limbang workshop (which was also attended by eight 'stay-away'

Long Napir community members from Kpg Pundut, including females).

The target beneficiaries used Pre-Project results during both stakeholder workshops

as a basis for problem identification and strategy development. Community members
were very interested to see the digital maps developed during the Pre-Project and
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the satellite image displayed for the workshops, as these are immediately visually

coinprehensible whereas digestion of presentations and reports takes time and

may depend on language abilities. If copies of maps were posted for public viewing
in the two settlements community members could use them to better understand

the topography and land uses in the catchment and strategise their own activities
there.

There was no formal arrangement with Pre-Project beneficiaries for Pre"Project

implementation orforits continued operation ormaintenance after completion. The
Pre-Project Specific Objective was A full Prqject Proposal developed to address

the problems facing the indi^enous peoples and forest resources of the Sungai
Medihit catchment area. Pre-Project sustainability depends on ITFO acceptance

of the full Project Proposal and on its subsequent implementation.

5 ASSESSMENT AND ANALYSIS

Pervasive local community stakeholder participation in Pre-Project design, both

in baseline data collection and in consultations to identify problems and formulate

effective strategies to address them, was implicit, though not stated, in Pre-Project
conceptualisation. This participation most contributed to success in achieving the
Specific Objective contributing to the Development Objective, partly due to the

ownership of the Pre-Project such participation engenders. The formulator used
prescriptions in the Second Edition of the ITTO Manual for Project Formulation
to formulate the Pre"Project Document. As such, it did not include an in-depth

assessment of institutional capacity, only rioting that Sarawak Forest Department

(SFD)'s GIS Unit would assist to integrate map and satellite image data to produce
productstoinformstakeholdersabouttheareaandhelpexplorestrategiestoaddress
problems there. The stakeholder analysis was comprehensive and adequately
identified and categorised stakeholders and described theirstakesinthecatchment
except that opportunities for 'stay-away' Long Napir community members from

Kampong Pundut and elsewhere (a potentially influential stakeholder group) were
partly overlooked during Pre-Project planning giving this group little input other
than during the State-level Stakeholder I Strategy Workshop. In retrospect, the
lack of assessment of stakeholder commitment was a shortcoming. One primary

stakeholder and several secondary stakeholders did not attend the State-level I

Strategy Stakeholder Workshop. Input from the holder of a License for Planted
Forest could have contributed useful information relating to the forest plantation

to be developed and information from the Department of Agriculture, Sarawak
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could have helped evaluate the costs and benefits of various different types of
CDPs. The Pre-Project adequately identified the key problem, its causes and

effects. The Logical Framework Matrix indicators were adequate except that the
pre-selection of timber, water, wildlife, NTFP, soils and recreational forest resources

as indicators for Output 2 turned out to be a constraint - the forest resources most

important to the local communities, as identified by them, did riot exactly fall into
these categories. The assumption that land status and ownership in the area is
not an irisuperable issue turned out to be irrelevant at the Pre-Project stage.

The identification process produced adequate results as the problems to be
tackled had been correctly defined. The Pre-Project Specific Objective was

adequate. The Pre-Project Development Objective: Forest managed for multiple
uses in close cooperatibn with local forest owners and coinmumties living in
forest areas and dependent on forest resources was adequate except for the
phrase 'local forest owners'. The State Government owns the forested areas and

licenses them out to timber I forest plantation concerns so there are actually no
local forest owners while the local communities do not have formal ownership of
the lands they use and have used in the past as Land and Survey Department
has not issued land titles in the area. In retrospect, the appropriate phrase is 'local
timber/ forest plantation licensees'. The Pre-Project Document (formulated under
the Second Edition of the ITTO Manual for Project Formulation) did not explicitly
state Pre-Project implementation strategy. This actually involved stakeholder
participation - local community participation in baseline data collection and both

local community and other catchment stakeholders in workshops to elicit the
status of the local resources, problems these face and possible strategies to
address the problems. The implementation strategy was effective in attracting
good local community stakeholder participation. The Strategy Workshop's design
did not fully overcome local community members' language barriers and lack of
familiarity with the workshop situation and consequently participation was sub-
optimal. In retrospect, Pre-Project management should have briefed the facilitator

(whose work was excellent) more thoroughly on the illiterate participants' special
situation.

The chief critical difference between planned and actual Pre-Project
implementation presented in Section 3 was the combination of the State level

Stakeholder Workshop and the Stakeholder Strategy Workshop. This variation
seemed reasonable at the time in order to save the effort and costs involved in

getting all the workshop participants (the same for both workshops) to a location
intermediate between the remote community settlements and offices in Kuching
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and other parts of the State. This action resulted in 27^ days' lost workshop time

as the combined workshop took I ^ days whereas the individual workshops were

to take two days each. If the full time allocation had been used the strategies
to address the problems facing the indigenous people and forest resources

would have been better thought out and full Project Proposal formulation would

have been easier and faster. The best way to avoid this variation would be by
stringent adherence to the Pre-Project Work Plan. More thoughtful planning of the
Pre-Project planning might have resulted in anticipation of the temptation to
combine the workshops.

Other critical differences between planned and actual Pre-Project implementation
relate to

co data quality (e. g. demographic data lack detail);

(ii) interpretation of the stated Activities (maps for Participatory Community
Mapping do not show the extent of the areas the different communities use
currently and used in the past, or what they are/were used for);

(iii) shortfall in time spent in the field on Participatory Resource Use Study

and Forest Resource Assessment (only 6 field-work days (plants) or fewer
(wildlife); and thus

(iv) limited area covered by the Forest Resource Assessments and ground-
truthing; and

(v) some Activities being completed later than scheduled in the Pre-Project Work
Plan

Future Project formulators could avoid such variations by ensuring ToRs in the
Pre-Project Document clearly described the complete set of tasks and quality of
deliverables, including report-writing formats consultants are to deliver; that each
consultant fully understands his/her ToR and Pre~Project management follows up
consultants' activities, In the case of resource assessments and ground-truthing
all consultants must adhere strictly to the planned timetable to ensure sufficient
time for baseline data collection and full stakeholder consultations as well as

completion of reports in time for their use in full Project Proposal formulation.

ParticipatoryCommunityMapping needed more timethanthe%of a month allowed
as extensive fieldwork was required. The demographic data were insufficiently
detailed. Disbursement of funds was delayed by more than three months (August
to November 2008) and the funds (Us 65,250) were received on 4 Nov. 2008.

The Pre-Project assumed full cooperation from all primary and secondary
stakeholders and the formulator had riot anticipated the risk that this might not
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happen so had not put in place mitigating measures when in fact one primary
stakeholder and several secondary stakeholders did riot attend the State-level I

Strategy Stakeholder Workshop. The Pre-Project Document had included implicit
risks 'logistical challenges to moving around in the catchment area are expected'
and 'ensure effective communication between local community participants and

other parties' but these were not treated as risks and consequently mitigating
measures were not in place when the risks were indeed realised. This has slightly

affected the quality of the full Project Proposal developed under the Pre-Project
and has required the inclusion of further resource assessments and community

mapping activities as part of the full Project Proposal.

Section 4 of this Completion Report notes that it was anticipated that the target

beneficiaries would participate in Pre-Project implementation as respondents

and informants in various studies to obtain baseline data, which indeed they did.

Local community members assisted in biophysical data collection although only

two individuals (one Kelabit and one Penan) were deeply involved as guides/

informants. The two communities, led by their respective headmen (and including

Kelabit, though riot Penan women) participated actively in both Stakeholder

Workshops. As Section 4 of this Project Completion Report states, local community

stakeholders have benefited by exposure to maps and satellite images that show

aspects of the catchment's topography and land uses. They have also benefited

from presentations on local community history and the nature and status of

wildlife and plant resources. Thus, the communities had access to the information

needed to identify problems and strategise on how to sustainably manage the

resources from the surrounding forests. The target beneficiaries used Pre-Project

results during both stakeholder workshops as a basis for problem identification

and strategy development. They also benefited from the opportunity to publicly

voice opinions and discuss issues with other stakeholders at the workshops.

All major stakeholders in the Sungai Medihit catchment area will be impacted

if and when the full Project is implemented, Inasmuch as Outputs I, 2 and 3 of

the full Project Proposal each involve, overtly or implicitly, all stakeholder groups

that impact catchment resources. Project beneficiaries will benefit from all the

strategies encapsulated in the Activities for Outputs I, 2 and 3, as itemised in

Section 4 of the Project Completion Report. A Pre-Project document does not

include a dissemination strategy but as Section 4 points out, community members

could continue to use the maps and satellite image produced for the Pre-Project

to better understand the catchment and strategise their own activities there if Pre-

Project management posted copies in the two settlements for public viewing.
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Pre-Project sustainability after completion is entirely dependent on the full Project
Proposal (development of which was the Pre-Project's Specific Objective) being
accepted by ITTO and subsequently implemented, Thus, neither assumptions
made nor implementation conditions have affected Pre-Project sustainability nor
does the Pre-Project Document provide any post-Pre-Project strategy. The Pre-
Project was conceptualised as an initiative wherebylocal community participation
would be sought wherever possible so that the local communities and other
catchment stakeholders would fully understand and contribute to the full Project
Proposal to be formulated and thus take full ownership of the Proposal, facilitating
its implementation.

The institutions involved with Pre-Project implementation included ITTO, SFD,
Hirosar Jaya Sdn Bhd and a range of government departments and agencies in
the role of catchment area secondary stakeholders. ITFO's role and responsibility
was chiefly to fund and oversee the Pre-Project, which it did, though with a
considerable delay between Pre-Project approval and also a fourmonth hiatus
between agreement signing and release of funding. InO played an essential
role in providing timely technical help with the use of ITrO Pro-Tool budgeting
software. SFD's role and responsibility was that of Pre-Project Executing Agency
(in collaboration with Hirosar Jaya Sdn Bhd) and provider of GIS resources, plant
identification facilities and wildlife expertise. These roles were appropriate and
properly understood as were those of Hirosar Jaya Sdn Bhd as collaborator in
Pre-Project execution. Some secondary stakeholder institutions did riot attend
the State level Stakeholder and Strategy Workshop and apparently did riot fully
understand their role and responsibilities; the reason for this is not clear. Input
from the Department of Agriculture, Sarawak, Land and Survey Department,
Sarawak, Limbang Resident's and District Offices and the Ministry of Tourism
and Urban Development would have been particularly valuable.

6 LESSONS LEARNED

The chief lessons learned from Pre-Project identification and development were:

(i) Perilasive local community stakeholder participation in Pre-Project design,
both in baseline data collection and in consultations to identify problems
and formulate effective strategies to address them, was the factor that most
contributed to success in achieving the Specific Objective contributing to the
Development Objective, partly due to the ownership of the Pre~Project such
participation engenders.
Participatory Community Mapping needed more time than was allocated as
it had a substantial fieldwork element.

(ii)
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(iii) The role and possible input of all potential stakeholder groups needs careful
consideration. Future engagement will need to include special dialogues
with Penan women, who did not to participate in the Pre-Project workshops.
The potential input of the 'stay-away' Long Napir community members in
the Pre-Project planning stage might have resulted in improved cooperation
between the relevant parties interested in the Pre-Project.

(iv) Lack of assessment of catchment forestry players' level of commitment
resulted in poor engagement with them - this was the aspect of Pre~Project
design which most contributed to shortcomings in achievement of the Specific
Objective (timber interests were not fully expressed during workshops and
are thus not adequately addressed in the full Project Proposal),

(v) Design of future workshops should take account of language and other
barriers local community members face in the workshop situation and
familiarise them in advance with the information to be presented and
facilitation methods that will be used during workshops.

(vi) Variations between planned and actual implementation (as in the combination
of the State-level Stakeholder Workshop and the Stakeholder Strategy
Workshop, resulting in loss of workshop time) can be avoided by stringent
adherence to the Pre~Project Work Plan or alternatively more thoughtful
Pre-Project planning that foresees and addresses temptations to introduce
shortcuts.

(vii) Variations between planned and actual implementation can also be
circumvented by ensuring that Project Document ToRs clearly describe
the complete set of tasks and quality of deliverables consultants are to
deliver; that each consultant fully understands his/her ToR and that Project
management follows up To Rimptementation. The Pre-Project Management
Team, including all consultants, must adhere strictly to the Work Plan to
ensure fieldwork is completed and reported on time so as riot to delay full

Project Proposal formulation.

(viii) Risks need to be carefully evaluated in Pre-Project planning and addressed
by putting in place measures to mitigate the situations that might result if the
risks are realised.

(ix) Pre-Project sustainability after completion depends on ITFO's acceptance of,
and subsequentimplementation of the full Project Proposal. A measurement

of sustainability might be the improved ability of local community members
to articulate the problems facing them and the catchment resources and

new insights gained on how these can be addressed in a full Project with
input by ITFO.
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Lessons learnt from operational matters were as follows:

co Pre-Project organisational and management structure needed to be set out
in the Pre-Project Document' so that Project Management Team members
could synergise and benefit by drawing on each other's work early on in the
Pre-Project rather than waiting for consultants' final reports.

(ii) Flow of funds were efficiently disbursed by ITFO secretariat to the Executing
Agency. Funds were expended in accordance with Cash Flow Statement

and Financial Statement added as Annex I and Annex 11, respectively.

(iii) The roles and responsibilities of someofthesecondarystakeholderinstitutions

involved in Pre"Project implementation needed to be more clearly defined so
that both Pre-Project Management Team and the stakeholders themselves

will understand the importance of their participation (e. g. at the State level
Stakeholder and Strategy Workshop) and ensure that they participate.

(iv) The Pre-Project Document' needs to describe Pre-Project documentation.

(v) Project management and all consultants must adhere strictly to the Pre-
Project Work Plan in order to deliver reports according to schedule and to
avoid delays in completion of subsequent work and missed deadlines.

(vi) Monitoring and evaluation needed to be set outin the Pre-Project Document'.
No monitoring or evaluation was, in fact, provided for or carried out during
the Pre-Project

(vii) Anticipation of external factors that influenced Pre-Project implementation
(such as the non-participation in a workshop of a primary and several
secondary stakeholders) requires a deeper consideration of risks.
Identification of risks alone is not enough; mitigating measures must be in
place in the event that a risk is realised,

7 CONCLUSIONS AND RECOMMENDATIONS

. Identification

The key problem is that effective strategies cannot be formulated to address

problems of the local community ipoverty), problems of forest resource
management (resource degradation, erosion on steep slopes, water POWutibn)

I The Pre-Project Document was formulated under the Second Edition of the ITFO Manual for Project
Formulation and as such, did riot include some sections included in the Third Edition of the ITFO
Manual for Project Formulation
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and catchment area management issues in the Medihit catchment area. To
addressthekeyproblema good understanding of the typeand rangeofproblems
that local communities face, the spectrum of forest resource management
problems in the area and catchment area management issues that affect
stakeholders is essential. One needsinformation to develop effective strategies
to address the problems facing the indigenous peoples and forest resources
of the catchment in a full Project Proposal that will help lift the indigenous
communities out of poverty, help them benefit from the surrounding forest and
help achieve optimal management of the forest resources and catchment. A
socio-economic study, the collection and analysis of biophysical information on
the area, a complete list of stakeholders in the area and a full understanding
of their interests and influence followed by stakeholder consultations are the
means to obtain the necessary information.

. Design

A socio-economic study of the area's communities, collection and analysis of
biophysical information on the area and a complete list of stakeholders in the
area and clarification of their interests and influence are required. Only then
the type/range of problems local communities face, the spectrum of forest
resource management problems in the area and catchment area management
issues that affect stakeholders can be properly understood. Once the problems
are understood strategies can be developed to address the Pre-Project key
problem and used to formulate A full Prey'ect Proposal to address the problems
I^?cmg the indigenous peoples and forest resources of the Sungai Medihit
catchment area (Pre-Project Specific Objective). When the Project Proposal
is implemented the indigenous communities will benefit from the surrounding
forest and become better off economicalIy, the catchment area and forest
resource management will improve and stakeholders in the catchment area
will benefit from sound catchment area management. Achievement of the Pre-
Project Development Objective (Forest managed for multi^e uses in close
cooperation with local forest owners and communities living in forest areas
and dependent on forest resources) will then be a step closer.

. Implementation

o Because local community members were included in various roles in the
Pre-Project they took ownership the Pre-Project. Thus the Pre-Project
implementation strategy (to maximise local community participation in
the Pre-Project. ) was achieved. Local community participation was the
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factor that most contributed to success in achieving the Specific Objective
contributing to the Development Objective,

o Inadequate assessment of catchment forestry players' level of commitment,
resulting in poor engagement with them, was the Pre-Project design aspect
which most contributed to shortcomings in achievement of the Specific
Objective

o The only material adjustment made during the Pre-Project's implementation
phase was to combine the State level Stakeholder Workshop with the
Stakeholder Strategy Workshop, which shortened the time available to
develop strategies.

o Some Activities were implemented later than scheduled in the Pre-Project
Work Plan, resulting in a majordeadline (submission offult Project Proposal)
being missed.

o The only Assumption identified in the Pre-Project Document that was not
realised and thus actually affected Pre~Project implementation, was that
primary and secondary stakeholders would cooperate fully in the State
level Stakeholder Workshop I Stakeholder Strategy Workshop. Some
stakeholders were unrepresented at the workshop so strategies developed
to address the problems were less than fully representative,

o The Pre-Project formulator had not developed mitigating measures for risks
implicitly identified in the Pre-Project Document. This detracted slightly from
the quality of the full Project Proposal developed under the Pre-Project
Some Activities that were not completed quite as envisaged during the Pre-
Project had to be included in the full Project Proposal.

o The local communities benefited from having seen the maps and satellite
images developed and presented during the Pre-Project workshops and
presentations of information on the community history and the nature and
status of wildlife and plant resources.

. Organisation

o The roles of ITFO, SFD, Hirosar Jaya Sdn Bhd and a range of government
departments and agencies involved with Pre-Project implementation were
appropriate, properly understood and played out as foreseen during Pre-
Project planning in most cases. Some secondary stakeholder institutions
may not have properly understood their roles, as indicated by their lack of
representation at the State level Stakeholder and Strategy Workshop.
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. Management

o Pre-Project organisational and management structure was not set out in
the Pre-Project Document so Project Management Team members did riot
synergise or benefit by drawing on each other's work early on in the Pre-
Project

o The Pre-Project Management Team, including all consultants, must adhere
strictly to the Work Plan to ensure fieldwork is completed and reported on
time so as not to delay subsequent Activities.

o Deliverables of the desired quality will result if Pre-Project management
ensures that each consultant fully understands his/her ToR and follows up
consultants', activities to ensure consultants adhere to their ToRs.

Other matters.

o Pre-Project sustainability after completion depends on ITrO's acceptance
of, and subsequent implementation of the full Project Proposal.

o The Second Edition of the ITFO Manual for Project Formulation was used

to formulated the Pre-Project Document, which consequently did not
include an in-depth assessment of institutional capacity or Pre-Project
organisational and management structure and did riot explicitly state
Pre-Project implementation strategy or cover Pre-Project documentation,
monitoring and evaluation. The Third Edition of the InO Manual for Project
Formulation is now available so such deficiencies will riot occur in future.

. Recommendations

o Carefully evaluate risks in Pre-Project planning and address each risk by
developing measures to mitigate the situations that might result if the risk
were realised.

o Plan the Pre-Project Work Program carefully in order to foresee and
addresses the temptation to introduce shortcuts during implementation.

o Design workshops to take account of language and other barriers local
community members facein the workshop situation; familiarise participants
in advance with the materials and facilitation methods that workshops

employ.
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o Introduce special dialogues to elicit the views of stakeholder sub-groups
known to be reticent when in large or mixed gatherings.

o Develop Project Document ToRs carefully to ensure that they clearly
describe the complete set of tasks and quality of deliverables needed.

o Post copies of maps for public viewing in the settlements so community
members can use them to better understand the topography and land uses
in the catchment and strategise their own activities there.

o Clearly define the roles and responsibilities of all the institutions involved
in Pre-Project implementation so that both Pre-Project Management Team
and the stakeholders themselves will understand the importance of their
participation.

o Adhere to the Pre-Project Work Plan in order to avoid delays in completion
of work scheduled subsequently and missed deadlines.

This Pre-Project could be replicated in another area, where local communities and the

forest resources face similar or different problems. The Pre-Project is riot amenable to
scaling-up as its Specific Objective was highly specific. The Pre-Project Completion

Report was written by Dr Katharine G. Peace, one of the consultants engaged on the
Pre-Project PP0135/07 Rev. I (F). Community-Based forest Management of Sungai
Medihit Watershed.
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CASH FLOW STATEMENT - PERIOD ENDING MAY 2009

(in Us Dollars and RM equivalency
PRE-PROJECT : PPD '35/07 Rev. ,(F),

Community-Based Forest Management of Sungai Medihit Watershed

Funds Received from ITTO

COMPONENT

Grand Total

" Expenditures by Executing Agency
A Project Personnel
B Duty Travel
C Consumable Items

D Miscellaneous

ANNEX I

Total Expenditure

Note: The eXchange rate was I Us$ equivalent to RM3.4376

Remaining Balance

REFERENCE DATE

FINANCIAL STATEMENT - PERIOD ENDING MAY 2009
(in Us Dollars

PRE-PROJECT : PPD '35/07 Rev. , (F),
Community-Based Forest Management of Sungai Medihit Watershed

05.1 I. 2008

COMPONENT

A Funds Managed by Executing
Agency
C Project Personnel
B Duty Travel
C Consumable Items

D Miscellaneous

in us$
65,250

AMOUNT

65,250

in RM

224,303.40

ANNEX "

53,642
8,658
,, 800
1,150

224,303.40

B Funds Retained by InO
A Monitoring and Evaluation

Costs

B Programme, Support Costs

CONTRIBUTION

A

Sub-Total

65,250

184,399.74
29,762.74

6,187.68
3,953.24

Sub-Total

Note: The eXchange rate was I Us$ equivalent to RM3.4376

224,303.40

Grand Total

COMMITrED

B

53,642
8,658
t, 800
1,150
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SPENT

C

65,250

COMMITrED

& SPENT

D=(B+C)

3,000

53,642
8,658
,, 800
1,150

5,460

8,460

BALANCE

OF FUNDS

IA. D)

73,710

65,250

53,642
8,658
1,800
1,150

3,000

5,460

65,250

Nil

Nil

Nil

Nil

8,460

73.74 O

3,000

5,460

Nil

8,460

73,710

Nil

Nil

Nil

Nil




