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change management teams of the PTK, and the PTK rural women’s banking manager, and staff. This 

evaluation tells the story of women’s economic empowerment as reflected in the tenets of the words,         

“From the Ashes we will Rise”  

Rema N Balasundaram 

International Consultant M&E 
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report on the results that had actually been achieved. Despite these shortfalls, effectiveness was relatively 

higher given the outcomes achieved in the context of private sector led outcomes linked to markets.  

Sustainability 

Addressing the root causes of conflict, peacebuilding and economic empowerment require long term 

programming time frames and multiple measures of sustainability built in at all levels. Sustainability of 

the EMPOWER project was questioned at every aspect, from the rushed concept design, to the choice of 

the financing instrument that the project undertook, which is a short term instrument with long term 

financing targeted outcomes and results. The disconnect between the two were glaring to begin with.  

Institutional and financial project sustainability was also questioned by the Government officials at 

provincial and divisional levels. Project completion and project closure being carried out in the same time 

frame like that of EMPOWER, were not good examples of financial sustainability the Government Agent 

and Divisional Secretary stated. She questioned the design elements and function of the EMPOWER 

project and stated that sustainability mechanisms and strategies needed to be established at the design 

stage. Discussing it at end term was not a good model to follow. Programme reports flagged the absence 

of a viable sustainability plan for the PTK Cooperative itself and the need to ensure reliability and 

feasibility in its operational planning tools. Careful design elements that allow measures to attain and 

build sustainability in a cost effective manner are key to good programming. Sustainability is seldom built 

overnight or in short measures, especially in the context of building employment outcomes and economic 

empowerment; the need to better understand interventions that are key to ensure the long term 

sustainability of programmes and projects once donor support is phased out remain critical.  

During the discussions with the EMPOWER team, they stated that an exit strategy/sustainability plan was 

being formulated by the project, and this would be presented to the project steering committ (ee)-2(d )11(t)-4(o )11(be)-4(he 4mr.00000912 0 612 7s)9(t6 812 02 re
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was pointed out by the internal review that was carried out in March, 2019. However, correction measures 

in terms of staff changes, and handover actions taken by the team led to a quick turn around and progress 

in the project. By end term, several outcomes and results at several levels, and especially in the context of 

private sector led growth were over achieved. 

Enhancing private sector led growth in a post conflict environment with poor socio economic linkages 

and high poverty baselines: The EMPOWER project shows that agriculture continues to create new 

economic spaces for women in the war torn and ravaged district of Mullaitivu. The Northern Province 

and Mullaitivu in particular reported the highest poverty profiles and poor socio economic trends at 

inception of the project. Careful selection of private sector stakeholders, attention to the conceptualization 

and formulation of partnerships with Government entities, the PTK, and Hayley’s Agro (an international 

conglomerate) with effective marketing and agribusiness strategies led the way to both effectiveness and 

efficiency in project implementation solutions. The potential impact of EMPOWER was reflected in the 

results that were achieved with its links to private sector led growth and sustainable solutions built 

through the right design and market linkages in the agro centric environment of the Northern Province. 

Key to these linkages was the role played by both ILO and WFP to different extents throughout project 

implementation, despite project implementation delays and other project related constraints that cut back 

implementation time lines by almost nine months of the project schedule between 2018 and 2019, and 

lowered efficiency gains ILO failed to take actions to minimize the implementation delays, and at 

completion, the project returned almost 25 percent of its funding to the PBF Support Office due to under 

runs in expenditure.  

Potential impact  

Measuring potential impact of this project was not easy. Short to medium term potential impact may at 

best be reflected. The EMPOWER project was able to catalyzed the private sector led growth in a low 

growth post conflict environment like Mullaitivu.  

Discussions with the PTK members, at different levels, Board members, beneficiaries, change 

management agents, and Government officials from both the Agricultural Division, the Provincial 

Cooperative Division, and the Government Agent, reiterated the importance of the programme inputs 

from EMPOWER to the community in Mullaitivu and its potential impact.   

One of the impact of the EMPOWER project was the economic empowerment of the ex-combatant 

women which were enhanced through project agro centric intervention measures and inputs, as well as the 

establishment of the effective linkages with the Private sector conglomerate Hayleys Agro, the SME 

growth, and the growth of the loan profiles. While such impact data and records are not found in project 

documents; however; the discussions with the Bank Manager and PTK members during the field visit 

indicated that more than 90 percent of the loans had been repaid. Other observed impact was that the 

PTK-member SMEs were able to create jobs, and enhance local employment with an average of 1 to 5 

daily wage workers, or in some instances even greater numbers of 5-10 workers, being hired per SME, 

depending on seasonality of the crops and the SME activity that had been built.  
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1 Introduction and Background 

Formerly known as “Serendib and the Emerald Isle”, Sri Lanka a middle income country, with a GDP 

capita of $4,102 (in 2018) and a total population of 21.7 million, has shown steady growth over the last 

decade.4 The progress is reflected in significant reductions of poverty in the midst of equitable growth. 

The national poverty head count ratio declined from 22.7 percent in 2002 to 6.7 percent in 2012/2013, a 

major portion of which was driven by growth in labour income.   

Despite this, key macroeconomic challenges remain, and these advancements mask trends in several parts 

of the country where poverty rates are staggeringly high especially the Northern and Eastern Provinces of 

the country, as reflected in the Figure below. The eight districts that make up the above two provinces 

have the highest rates of poverty in the country with six of the eight districts exhibiting poverty rates that 

are well above Sri Lanka’s national average of 6.7 percent. 

 

Figure 1 Poverty Rates by District 2012/2012 

More recent data reflect an overall poverty decline in Sri Lanka, but high rates of poverty in the Northern 

and Eastern Provinces, namely, at 7.7 and 7.3 percent, remain which is still well above the national 

average of 4.1 percent.5 Progress lagged in the Northern and Eastern Provinces, as a result of the 30 year 

long conflict that impacted the socio-economic fabric of society and governance structures. This resulted 

in significant population displacement and thousands of victims among the civilians. 



INDEPENDENT EVALUATION EMPOWER,  ILO   SRI LANKA PEACEBUILDING FUND 

 

15 



INDEPENDENT EVALUATION EMPOWER,  ILO   SRI LANKA PEACEBUILDING FUND 

 

16 
 

The ILO also recognized that interventions and institutional capacity building takes time, and must be 

undertaken with small steps and inputs. The EMPOWER project was designed seeing this as an 

opportunity and sought to formulate its design elements clearly based on multiple elements. These 

included agro centric gender responsive concepts, economic empowerment of women to address 

inequitable gender roles, and targeting of youth with training, communication and programme inputs. 

Sri Lanka and the ILO: Sri Lanka was admitted to the ILO in 1948, and the ILO Country Office in 

Colombo covering Sri Lanka and the Maldives was established in 1984. ILO’s program interventions 

focused on the empowerment and support of local communities, employment promotion, and promotion 

and development of SME and entrepreneurship in order to help create employment opportunities 

especially for the most vulnerable were key elements that helped build its comparative advantage to the 

conceptualization of EMPOWER. Support from the ILO, and the design elements of the Decent Work 

Country Programme (DWCP) 2013-2017 contributed to the formulation and drafting of the National 

Framework Proposal and Action Plan for Reintegration of Ex-Combatants in Sri Lanka and the Northern 

Province7. Design elements and lessons learned from the ILO program intervention LEEDS also 

contributed in large measure to the work of the ILO team focused on cooperatives in Sri Lanka. ILO’s 

technical support to cooperatives in the Northern part of the country confirmed that cooperatives work 

successfully, even financing has been withdrawn or phased out, and locally are able to employ significant 

numbers of women and other vulnerable people affected by the conflict.  

The ILO in cooperation with the World Food Programme, worked to build a proposal to procure funding 

from the UN Peace Building Fund in the poorest profiled district of Mullaitivu in the Northern Province 

in Sri Lanka. An early Peacebuilding Context Assessment in Sri Lanka carried out in 2016 stated that four 

of the five districts with the highest levels of poverty in the country are in the Northern and Eastern 

provinces. Mullaitivu is also marked with wide income disparities which can be mitigated by fast growing 

programs for skills training for post conflict situations and the provision of equipment and other inputs 

required to support women’s collective’s planned strategy for improved participation, production and 

market engagement. The design element of focusing on 
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RCO was also set up. The main function of the task force was to plan, implement, monitor, report and 

coordinate project activities. The task force was established to meet once every quarter throughout the 

project cycle. 

ILO and WFP hired staff at Colombo and the field office in Killinochchi. The field staff from both ILO 
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The planned commencement date for the EMPOWER project was January 2018, with a proposed end date 

of June 2019.  Given the project implementation delays and a fund balance, in mid-2019, the PBF 

provided a no cost extension to the project till December 31, 2019.  

Evaluation protocols of the PBF and the ILO envisaged a Mid Term review and an End Term Evaluation 

at project completion. The Mid Term Review did not take place, however ILO did undertake an internal 

review as mentioned earlier. This Evaluation responds to the requirement for an End Term Evaluation. 

3. Purpose, scope and clients 

Purpose of the Evaluation 

The End Term Evaluation of the EMPOWER PBF funded project in Sri Lanka, aimed to review and 

assess progress and achievements of the project against its planned objectives and outputs by using the 

OECD/DAC evaluation criteria (relevance, coherence,  effectiveness, efficiency, impact and 

sustainability) and recommend modifications for improvement. The evaluation is expected to contribute 

towards organizational learning and promoting accountability to the ILO, national key stakeholders and 

the donor. The evaluation also aimed at documenting lessons learnt and emerging good practices. A 

special effort was made during the evaluation process to help identify and build technical inputs that were 

adopted by the teams on the ground to study the measures taken to prevent the reoccurrence of conflict 

and sustain peace in the project areas and interventions during the project cycle. While undertaking the 

assessment, the evaluation identified strengths and weaknesses, opportunities and challenges and risks at 

multiple levels that inhibited project objectives and delivery of outputs.  As mentioned earlier, the end 

term evaluation is mandatory in accordance with both the PBF and the ILO Policy for projects. 

Scope of the Evaluation 

The evaluation covered the project as a whole from its inception in 2017, until the end of December 2019; 

and the geographical coverage of the project in Sri Lanka. Additional efforts were made to assess the 

manner in which the project intervention sought to assess and conceptualize risks and resilience in the 

short project period to allow for lessons learned to be drawn from the project as a whole.  

In addition to the evaluation questions that have been formulated by the evaluation team, and presented in 

the TOR, additional elements were adopted to review resilience and risks at project and program level. 

Special attention to the peace building elements and potential impact were also ensured throughout the 

evaluation cycle. The evaluation also provides a forward looking perspective to inform program planning 

and decision making for financing of agro centric programs for the ILO and WFP going forward. The 

evaluation was built around the overall framework of three broad questions: What results—outcomes and 

impact—have been achieved? What worked well and did not work well, and why? What lessons can be 

identified from implementati
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reviewed data and information that was disaggregated by sex and gender to assess the relevance and 

effectiveness of gender related strategies and outcomes to improve the lives of the conflict affected 

community at large. An attempt was made to ensure that this information was accurately included in the 

final evaluation report. One major factor that reflected results and effectiveness was the private sector led 

growth of the cooperative and the project as a whole in an area of poor private sector growth, and in this 

case entirely led by ex-combatant women. This is emphasized throughout the report. The only group that 

was entirely led by men was the leadership of the farmers’ organizations. 

Clients of the Evaluation 

The primary end users of the evaluation findings is the ILO and WFP Country Offices in Colombo and 

the key stakeholders involved in the project.  The stakeholders include the national constituents, the 

partners of the project, the donor the UN Peace Building Fund, the relevant ministries, at central and 
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1.10  To what extent did the project strategies, within their overall scope, remain flexible and responsive 

to emerging concerns with regards to: 

 Gender equality and non-discrimination of ex combatant women? 

 Inclusion of ex combatant women? 

1.11 To what extent was the coherence of the project design, implementation and reporting tools 

ensured by the team and partners? Were there any gaps? 
 

Effectiveness 

2.1 What progress has the project made towards achieving its planned objectives? What are the 

reasons/factors behind that progress?  

2.2 What are the main constraints, problems and areas in need of further attention? 

2.3 How and how well have stakeholders been involved in the implementation? How well has the 

project sought to ensure national ownership? 

2.4 Are stakeholders satisfied with the quality of tools, technical advice, training and other activities, 

delivered by the project? 

2.5 Within its overall objectives and strategies, what specific measures were taken by the project to 
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 social cohesion in the target community?  

9.2 What were the facilitating and limiting factors in the project’s contribution or absence to these cross 

cutting issues? 

 

The evaluation questions followed the broad outline formulated in the ILO Terms of Reference, the 

guidelines of the ILO Handbook for Jobs for Peace and Resilience Programmes, the most recent OECD 

DAC criteria for evaluation, and a few specific questions on risks and resilience. 

5. Methodology 

The evaluation was carried out according to ILO standard policies and procedures and complied with both 

United Nations Evaluation Group (UNEG) norms and standards and the OECD/DAC evaluation quality 

standards. The evaluation also adheres to evaluation norms, standards and follows ethnical safeguards as 

specified in the ILO evaluation procedures.  

The methodology adopted ILO’s policy guidelines for evaluation (3rd edition, 2017) which provides the 

basic framework for conducting evaluations. The evaluation utilized a non-experimental ex post 

evaluation design. It followed a qualitatively dominant performance evaluation approach based on the 

OECD DAC criteria of evaluation.  The methodology also drew the best practice elements reflected in the 

ILO Handbook How to Design, Monitor and Evaluate Peacebuilding Results in Jobs for Peace and 

Resilience Programmes, 2019. 

The evaluation involved a six step process including: 

(i) Desk review and preparation of an indicative inception report; 

(ii) A mission and fieldwork in Colombo, Sri Lanka, and the project division, Mullaitivu in the 

Northern Province; (November 2-11, 2019); 

(iii) Presentation of preliminary findings and recommendations at the Divisional Government 

Office in Mullaitivu to stakeholders including PTK Women’s Cooperative, ILO 

Killinochchi Field team, and Government Officials; 

(iv) Presentation of preliminary findings to ILO CO, WFP and other UN agencies in Colombo; 

(v) Document and data analysis with a zero draft report; and 

(vi) Drafting of a final report based on feedback and comments on the draft report. 

 

The primary sources of data analysis came from ILO evaluations, of the sector and region, programme 

documentation, ILO guidelines and Handbooks,  routine EMPOWER project documentation, and ILO 

internal project reviews,  key informant interviews, individual informant interviews, and focus group 

discussions, with participants spread out through the ILO, and WFP Colombo and Kilinochchi field 

offices, government officials at provincial and divisional headquarters, and PTK cooperative members, 
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Limitations of the Evaluation 

The evaluation is almost entirely a qualitative analysis supplemented by a few graphs that provide 

quantitative data provided by the project team in the field. Collating information on project progress, 

presented its own set of challenges throughout the evaluation cycle, from the formulation and review 

period of the inception report, the limited time in the field for in depth discussions or data gathering 

during implementation, and the paucity of documentation of results achieved in the programme reporting. 

Giv
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6. Findings 

6.1 Strengths 

Leadership role of ILO, WFP, and Government counterparts:  

ILO’s comparative advantage in Sri Lanka lies in its ability to assess labour markets and the workforce, 

social and economic trends and its effects on labour, and linkages to fiscal and expenditure policy. The 

ILO team also took into account, the fact that the links to financial markets, risk analysis and risk 

management, lies with the private sector, and the recognition that solutions in middle income countries 

like Sri Lanka are linked to a judicious amalgamation of governments, employers, stakeholders, 

cooperatives, and private sector solutions are key to ILO’s work and the potential value added by 

different partners. Additionally, the focus on climate adaptation measures, efficient irrigation methods 

and other cropping techniques proved vital to building resilience and promoting agriculture outputs and 

productivity.  Glimpses of these aspects were evidenced in the ILO/WFP EMPOWER project funded by 

the UN PBF in the fragile post conflict environment of Mullaitivu.  

The World Food Programme’s comparative advantage lies in its dual mandate to support social and 

economic development to ensure long term food security while also addressing humanitarian crises. The 

WFP launched its policy on how to work in peacebuilding settings in 2013. It also signed the “Peace 

Promise” in 2016, which defined the need for collective action across the humanitarian, development and 

peace spheres as essential elements to end human suffering by addressing the drivers of conflict and 

vulnerability and reduce subsequent humanitarian needs. On November 8, 2019, the World Food 

Programme celebrated 50 years of its presence in Sri Lanka. Early efforts while conceptualizing the WFP 

role in the EMPOWER project took into account the fact that significant components of WFP’s 

programming in post conflict zones, contribute to improving the prospects for peace through building 

resilience
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Figure 3 Mapping of WFP technical assistance to EMPOWER, 2019 

Source: WFP Colombo, November 2019. 

The leadership role of both ILO and WFP Country Directors, and Programme leaders, the efficiency with 

which joint programming elements were conceptualized and built were forerunners in jump starting the 

EMPOWER project. The UN PBF RC Office spoke about the importance of leadership in establishing 

joint programming elements in projects funded by the Peace Building Fund and their ability to build 

outcomes for peace in post conflict zones.  

Another factor that contributed to efficiency and effectiveness was the leadership role played by the 

Government leaders at provincial and divisional level. Government officials emphasized the need for long 

term planning of a program like that of EMPOWER in a post conflict zone. Some concern about the 

leadership and political agenda of the PTK President, and the need for a more subservient attitude towards 

economic empowerment and uplifting of the vulnerable population of Mullaitivu and the region was key 
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The Hayley’s Agro Partnership was built at several levels, the partnership with ILO, the Department of 

Cooperative Development at provincial level, the 
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Figure 4 Membership Growth of the PTK Women’s Cooperative. 

Growth in the number of SMEs funded 

 Another aspect that was linked to project effectiveness was the growth in the number of SMEs that were 

funded (Refer Figure below). It was a reflection of ILO’s working principle that self-help cooperatives 

and other community based organizations play a substantial role in acting as a medium to help support 

livelihoods, provide social services and strengthen small scale businesses. The project clearly reflected 

that the engagement of cooperatives was both catalytic and strategic in peacebuilding. These SMEs were 

predominantly established by ex-combatant women. The growth in number of SMEs established and 

funded during the project implementation period is reflected in the graph below. Discussions on how they 

built their SMEs was repeated day after day, meeting after meeting, whether with PTK Board members, 

change management agents, or SMEs. The kinds of SMEs established ranged from inventing organic 

fertilizer to respond to the private sector growth and requests for organic farmed produce, and establishing 

small food preparation and food systems services in the province. Additionally, the SMEs also sought to 
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Figure 6 PTK Cooperative Rural Bank and Loan Growth 

Source: PTK Women’s Cooperative, Rural Bank records 

Building opportunities for income generation in the agriculture sector 

 Another area of strength in the project was the manner in which the intervention was able to 

systematically build the confidence and empowerment of marginalized and vulnerable ex-combatant 

women in a post conflict zone that lacked both livelihood and economic opportunities in addition to the 

scarcity of agricultural land in the Northern Province. The project was able to systematically build 

measures to help introduce knowledge, skills and financial inclusion one step at a time, through an agro 

centric lens. 
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Cooperative Development (CCD), resulted in project operations being put on hold for two months while 

an enquiry was undertaken by the CCD. These delays resulted in another three months of operations not 

being carried out. Project implementation delays had already consumed 8 months of project time. 

Implementation finally restarted in August 2018. These implementation delays affected project 

performance to a large degree.  

Another unfortunate aspect were the problems that the project had to deal with in terms of staffing and 

inter personal relations between staff and stakeholders, namely the PTK Women’s Cooperative which 

affected both project performance and project implementation timelines. Given the short term framework 

within which the project had to be implemented, the ILO management swiftly took measures based on an 

internal project review, to put in place changes and the project was able to then move relatively quickly in 

terms of performance and results thereafter.  

Institutional and Organizational capacity in the field:  

Institutional and Organizational capacity of staff14 in the field and the inability of staff being able to 

comprehend the importance of the short time frame for project deliverables also led to implementation 

delays and project lags at multiple levels. Measures to ensure program and project efficiency at field 
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Inadequate Risk Analysis and Risk Management:  

A review of the project documentation from conceptualization to reporting reflected inadequacy in 

identifying risks according to the multiple categories and risk management. The advantage of teams 

conceptualizing risk frameworks in addition to results frameworks lies in the team’s ability to understand 

work towards defining and identifying risks and formulating mitigation measures to encounter the risks 

where possible.  

The Risk framework formulated was rudimentary in nature and was not operationally translated to project 

implementation needs and forecasting the potential risks especially in the context of environmental risks, 

given the project risks of both droughts, and floods that took place, which cost a substantial extent of 

agricultural production and crop losses in the project area. Additionally, the risk ratings were under 

estimated; with mitigation measures being marginally planned and in several instance absent in its 

entirety,   given the manner in which risks were actually realized.   

Conceptualization of monitoring instruments in EMPOWER:  

Weak M&E design practices and frameworks are a common denominator in the development landscape 

and the EMPOWER project suffered from this element as well. A challenging aspect  in the EMPOWER 

project was the design and planning process, where results targets are precisely set in the Project plan 

before commencement of the implementation period, in a post conflict zone, making the establishment of 

targets somewhat arbitrary and problematic for teams. Although some results can be reasonably modified 

during the first few months of implementation, thereafter any modification is likely to require a more 

involved approval process necessary for making any changes, or may not be possible for teams. Rather 

than setting precisely quantified detailed targets at the project planning stage, guidance targets could have 

been agreed upon which reflect the same reasoning and knowledge that would be applied in setting 

precise targets, with more preciseness being reflected in the  reporting cycle which reflect learning and 

progress through the first year of implementation. The guidance targets could be set as base case 

scenarios. The current results framework has several baseline indicators for impact and other outcome 

indicators which were not appropriately designed in terms of the outcomes that were conceptualized for 

the project at inception. The indicator profiles were articulated to measure multiple dimensions of results 

and outcomes making it difficult for teams to link results achieved with the measures for reporting them. 

At end term, teams reported the need to handle operational issues, and project implementation delays, 

with greater priority during the project cycle.  
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conduit for such programs, successful joint programming, needs multiple elements of strategies and 

collaboration to ensure and build impact and follow through on plans and strategies to fruition. Given the 

short time frame of the PBF financing modality, measures to ensure greater efficiency in the joint 

programming approach seemed difficult to ascertain. Joint programming was reflected in the joint 

planning, and implementation aspects of the project, and to some extent in the joint reporting during 

project implementation. Joint assessment for a short PBF however seemed elusive.  

7. Evaluation Criteria 

7.1 Relevance 

a) Has the project’s objectives address the needs and priority of women beneficiaries Female former 

combatant and other conflict-affected women, the targeted communities, and the PTK 

cooperative?  

b) To what extent is the project design aligned with and support the broader peacebuilding 

framework, i.e. the UN peace building fund, the Government of Sri Lanka’s national 

development and employment policies and its Peacebuilding Priority Plan (PPP), the relevant 

ILO priorities and policy, as articulated in Sri Lanka’s Decent Work Country Programmes 

(DWCPs) and the ILO’s Programme and Budget (P&B) Outcome 5 - Decent work in the rural 

economy?   

c) What is the perception of local people with regard to the relationship of the activity to 

peacebuilding?  

d) How well do the project design (priorities, outcomes, outputs and activities address the 

stakeholder needs that were identified? 

e) To what extent are the project design, (priorities, outcomes, outputs and activities) and its 

underlying theory of change logical and coherent? 

f) How responsive was the project design of the project to national sustainable development plans 

for the SDGs? 

g) How relevant was the design of the project of the outcomes that were achieved or not achieved?  

h) To what extent has the project contributed to the implementation of strategies and policy 

frameworks of the country, ILO, WFP and the PBF? 

i) Within the context of the ILO goal of gender equality, inclusion and other non-discrimination 

issues as well as national level policies in this regard, to what extent did the project design take 

into account: 

Specific gender equality and non-discrimination concerns relevant to the project context and 

specifically ex-combatant women? 

Concerns related to inclusion of ex combatant and marginalized women? 

j) To what extent did the problem analysis identify its differential impact on men and women and 

other vulnerable groups (like marginalized women in extreme poverty, poor health,) and what 

specific activities were programmed towards peace building? 

k) How appropriate and useful are the indicators described in the project document/ performance 

framework in assessing the project’s progress? 

l) To what extent did the project design identify and integrate specific targets and indicators to 

capture: 

 Gender equality and non-discrimination concerns of ex-combatant women? 

 Concerns regarding women in extreme poverty and marginalized health? 
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7.2 Coherence of design 

a. To what extent did the project ensure internal coherence with the ILO, WFP and PBF mission 

and mandate its strategy and system in Sri Lanka in terms of its interventions carried out and 

adhered to? 

b. Was external coherence with international norms and standards ensured for a post conflict 

and protracted crises zone and those adopted for Sri Lanka and the region? 

c.   Was there internal coherence between the peacebuilding and women’s economic 

empowerment objectives? 

d. To what extent did the project ensure internal coherence with the ILO and WFP mission and 

mandate its strategy and system in Sri 
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these inputs were not easy to find in the EMPOWER project. The earliest record was the concept note that 

was signed in 2017, by the Government, ILO, WFP and the PBF Office in Colombo. This concept note 

provided some evidence of a desk review which covered some aspects of a problem analysis, and 

stakeholder analysis as recommended by the ILO Handbook. However, as mentioned earlier the Theory 

of Change was built primarily around one driver of conflict, Lack of Opportunities.  

The UN defines15 peacebuilding as the process to prevent the resurgence of conflict and create the 

conditions necessary for sustainable peace in war torn societies. The definition of sustaining peace is one 

where it is the process for managing conflict risk, creating peace in the long term and providing the basic 

opportunity for economic development. The Theory of Change for EMPOWER reflected a combination 

of both elements in its formulation overall given the institutional environment surrounding the Northern 

Province and the protracted crises situation in Sri Lanka. The drivers of conflict in Sri Lanka and the 

Northern Province in particular were well defined in the TOC, and in terms of project focus namely:  

these were linked to unemployment and insufficient rights and quality at work, a lack of contact and 

interactions across different social groups; lack of opportunities, especially for women and youth, 

including lack of contact and the existence of grievances over inequality and violations of the 

Fundamental Principles and Rights at Work (FPRW). All the above areas were taken into account at 

different levels, in the project in terms of defining the interventions and measures to help build 

employment programs through the domain of agro centric engagement and help contribute to 

peacebuilding throughout the project implementation period.  

The EMPOWER project adopted a conflict sensitive gender, disability and ethnicity responsive approach 

with a targeted focus on the vulnerabilities of ex combatants in Mullaitivu. An analytical view of the 

manner in which this was reflected in the results that the team achieved working systematically through 

the establishment of linkages with the private sector, and building and mainstreaming peacebuilding 

results at different levels as evidenced in the project profiles. The peacebuilding outcomes and indicator 
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7.6 Resilience 

 

a) How has the intervention formulated design elements for measuring resilience in the project if at all 

and how well? 

b) Does the team provide measures of resilience and how are these measures reported?  

c)  How is resilience contextualized in the context of the PTK and its interventions during the project 

period? 

There are 
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cooperative, and hoped to increase the identification in the region to 1000 farmers. The task of identifying 

farmers individually was time consuming and the team leader welcomed the option of working with the 

EMPOWER project in this regard.  

Despite the above issues, the project was able to achieve some level of program sustainability given the 

agro centric focus and the links to the private sector player and market demand of its agricultural products 

as mentioned above. Sustainability plans between the private sector and PTK members and women 

farmers were already conceptualized. It is this element that will remain sustained even after EMPOWER 

ends. The entire project was built around a women owned, women-led intervention in a post-conflict 

environment drawing from the success of the ILO experience with the LEEDS project.  

Programme sustainability seemed elusive, with the PBF financing modality. Despite a fair amount of 

funding being available at completion, the project was closed on December 31, 2019. Given the 

importance of the agro-centric design elements in a post conflict environment, and the success of being 

able to engage cooperatives as a catalytic and strategic instrument in enhancing peacebuilding this 

evaluation recommends that the ILO Country Office, work towards, building a Multi Donor Trust Fund 

with programmatic elements to help build and further the essence of the EMPOWER project. In addition, 
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build an intervention that would build and enable more effective outreach to communities. It not only 

enabled enhanced agricultural production, but also provides greater visibility, voice and negotiating 

power to ex combatant and marginalized women. It was the key element to ensure continuity, capacity 

building and improved contact between communities. The model was especially effective in supporting 

women’s empowerment because it enabled social aspects of women’s challenges and issues to be 

addressed. However, interventions of this kind in post conflict zones require long term measures 

especially when they are implemented in fragile states like Sri Lanka. This then leads to the importance 

and need for ILO TO EXPLORE ALTERNATE FUNDING MODALITIES  with multiple donors, to 

build a multi donor trust fund for empowerment of women’s cooperatives and other operational 

modalities linked to jobs, skills and economic empowerment going forward. Senior Government officials 

spoke of a long term planning and programming need for the Northern Province and questioned short 

term financing modalities as being operationally viable.  

 ILO to rethink financing modalities and options with a more feasible timeline for long term programming 

of projects that require long term horizons for impact and results. The PBF instrument financing modality 

with its short term financing and long term results horizon was impractical in post conflict zone as an 

instrument. Programming for jobs, skills and decent work, and building measures to ensure and enhance 

economic empowerment must be conceptualized with the right design elements and tools that are 

balanced in its nuances and operational feasibility at ground level especially in post conflict 

environments.  

3. Building Sustainability dimensions at inception and implementation of the Project at all levels: 

Careful design elements that allow measures to attain and build sustainability in a cost effective manner 

are key to good programming. Sustainability is seldom built overnight or in short measures, the need to 

better understand interventions that are key to ensure the long term sustainability of programmes and 

projects once donor support is phased out remain critical for all stakeholders concerned at all levels.  

The project must work to design and build sustainability from inception of the program, at different 

levels. Institutional sustainability measures included multiple efforts by the ILO with the PTK to build a 

sustainability plan that was in alignment with the PTK mission, and the region given its high levels of 

poverty and low levels of equality and labour participation rates. However, despite these efforts, the PTK 

failed to show interest in developing a solid sustainability plan. The Government functionaries, and 

Divisional Heads were of the opinion, that the political agenda of the PTK leadership led to the failure of 

the PTK recognizing that this was an important element in project management in the long run. Important 

to note that the ILO team was able to build sustainability measures at project level, through the private 

sector led partnership with Hayley’s Agro, who had identified farmers from the PTK Women’s 

Cooperative and engaged them with an agreement and further the potential of working with at least 1000 

farmers by 2020. Both long and short term measures are required to build sustainability, given the nature 

of the post conflict zone. Organizational and institutional sustainability were also linked to capacity 

building measures of the PTK itself, and were difficult to build at various levels. Another example was 

the inability to build financial management capacity of the administrative staff of the PTK Office, given 

the high staff turnover. Operational risks in building sustainability had not been defined in the design of 

the project either.  

4. Importance of designing monitoring processes and results frameworks that reflect the relevance 

of the Theory of Change outcome profiles: Despite excellent linkages and lessons learned in terms of 

design and implementation from the ILO LEEDS project and its various phases in Sri Lanka, the 

EMPOWER project did not adequately reflect good monitoring protocols or adequacy in terms of design 

elements of the Results Framework that was formulated downstream of the Theory of Change process to 
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7/11/2019, 10.30- 

1.00pm  
SMSEs – 2 ( confectionary, detergent producers  etc. )  PTK , Mullaitivu  

7/11/2019   2.00- 

3.00pm  

Paddy drying bed construction - members from 3 farmer 

organization - 6 members  
PTK , Mullaitivu  

7/11/2019, 3.00-4.00 

pm 
Meeting with NGO  PTK , Mullaitivu  

7/11/2019, 4.15-5.15 

pm 

Youth group – trained on journalism inputs, with a  

focus on conflict sensitive reporting -10 
PTK , Mullaitivu  

08/11/2019  8.30 - 

9.30  
Change agent group- 15  members  PTK , Mullaitivu  

08/11/2019 9.30-10.15  

Meeting with Rural Cooperative Bank Manager and 

Clerk 

MS Ramanathan Abilasha  

Manager, Rural Bank,Women 
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19 Ms.Mr.N.Nishanthan Divisional  Secretariat Office 

,PTK 

Development Officer  

20 Mr. S.Navaneethan Divisional  Secretariat 

Office,PTK 

Assistant Director Planning  

21 Ms.Silvestar Vijaya PTK Women Cooperative Member 

22 Ms. K.Jeyaranjini PTK Women Cooperative Former & founder President 

,PTK Coop 

23 Ms. Komala PTK Women Cooperative Mobilizer 

24 Ms. K.Thevambikai PTK Women Cooperative Vice president 

25 Ms. T.Manjuladevi PTK Women Cooperative Secretary  

26 Ms. D.Yalini PTK Women Cooperative Member 

27 Rema N Balasundaram  ILO International Consultant 

 

Validation workshop for Empower End Term Evaluation 

Participants at Debriefing Session: November 11, 2019, ILO Colombo: 3.30-4.45 pm 

No  Name Agency Designation 

1 Brenda Barton WFP Country Director 

2 Andre Berardo WFP Deputy Director 

3 Tushara Keerthiratne WFP Programme Policy Officer 

4 Dushanti Fernando RCO Programme Coordination Specialist  

5 Dianne Silva RCO  



INDEPENDENT EVALUATION EMPOWER,  ILO   SRI LANKA PEACEBUILDING FUND 

 

61 
 

Lessons Learned and Good Practices 

Lesson learned # 1  

ILO Lesson Learned Template 
 

Project Title:  EMPOWER: Building peace through the economic empowerment of women in Sri 

Lanka 

Project TC/SYMBOL:  LKA/17/03/UND 

 

Name of Evaluator:  Rema N Balasundaram                                                 Date:  December 5, 2019 
The following lesson learned has been identified during the course of the evaluation. Further text explaining the lesson may 

be included in the full evaluation report. 

  

LL Element                             Text                                                                      

Brief description of lesson 

learned (link to specific 

action or task) 

 

 The PBF financing modality: The PBF modality was that of a short term 

financing instrument with long term planned outcomes, which was a 

disconnect. 

Context and any related 

preconditions 

 

 

 

Given the ILO mission and mandate and the recognition that DWCPs and 

its tenets require long term planning, the decision to go with a short term 

instrument in a post conflict zone that required long term programming 
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Challenges /negative lessons 

- Causal factors 

 

 

 

 

Low capacity for the ILO country office, longer time needed for 

conceptualization and project preparation, delay in the recruitment of 

skilled personnel to oversee programme management functions, and a 

longer time duration for provincial and local agencies to fully come on 

board, given its low institutional and organizational capacity. A few weeks 

before completion, the ILO Country Office requested second extension 

given its uncommitted fund b
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