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The CI-GEF and partners are providing a management response to the terminal evaluation report prepared by PT Dinamika Mandiri Perdana. The following are recommendations/comments from the management team in relation to the content of the draft evaluation report.  
 
General Comments:  

Lessons Learned

1. Communication with the stakeholders:
· Communications with the stakeholders have been maintained since the beginning. 
2. Community outreach: 
· Community outreach must be emphasized as the pivotal role of stakeholder engagement and adaptable strategies.
· The project has set boundary maps for Mount Kutulau and Mount Legumau with community involvement.
· The incentives or small money for meals must be provided since these practices have been cultured in society, and the community has yet to become accustomed to doing voluntary work without direct benefits.
· The small grants were good triggers for establishing community conservation groups and other activities. 
3. Project Demonstration:
· Clear, tangible demonstrations of project activities, such as effectively managing protected areas and community-based natural resource initiatives, significantly contribute to project success. 
· The project has set a PA system plan developed for Mount Kutulau and Mount Legumau, and the Land and Property Commission has recognized the existence of these PAs.
· The project has set boundary maps for Mount Kutulau and Mount Legumau with community involvement. The Land and Property Commission has recognized the boundary maps.
· The demarcation pillars have also been installed to mark the protected areas in the Comoro project area.
4. Gender mainstreaming:
· Gender mainstreaming (at least 30% of females involved in natural resource management and interventions) has been achieved. However, gender empowerment is highly accepted, especially in creating sustainable livelihoods and other capacities such as forest digital monitoring.
5. Innovation and Knowledge Demonstration:
· The significant means that incorporating innovation, science, and research and development (R&D) knowledge has enhanced project effectiveness. 
· The tools given to the community conservation groups can also be used in household gardens. 
· The information given, including the new technology in farming (e.g., paranet, composting, etc.) for the community conservation groups, reduces the community’s knowledge gaps in agriculture practices. 
6. Practices Demonstration:
· The conservation practices for water catchments with the permaculture method have been proven successful by water availability in the Suco. 
· Water infrastructures are needed to water the nursery, seedlings, saplings, and newly planted trees.
7. The importance of Data:
· A biodiversity database has been started along with this project, including the list of Protected Species, the Prohibited Invasive Alien Species, and a database of plants with medicinal values.
8. Establishment of Learning Culture:
· Fostering a culture of continuous learning, knowledge-sharing, and adaptive collaboration is integral to project resilience.
· 10 Suco NRM plans have been made covering a cumulative land area of approximately 16,171 ha developed in a participatory and socially inclusive manner.
9. Collaboration and Cooperation:
· Working Collaboration and Cooperation can be integrated into the project resilience. 
· The collaboration in the communities has been nurtured during the projects. The suco councils have solved any mishaps and disputes in the communities
· Understanding the local context, including socio-economic dynamics and environmental challenges, is indispensable for successful project implementation. 
· The NRM plans have been adopted into suco regulations and recognized under Tara Bandu.
· The Suco has determined its conservation activities based on the community's needs and the identification of land conditions, including high-risk areas that need immediate conservation intervention.
· Training for youth in some aspects of NRM has increased the capacity of the community.
· The training and certificate given have opened employment opportunities to the participant for seasonal workers overseas.
· Regular and thorough monitoring provides essential feedback, enabling timely adjustments to project strategies and activities.
· The METT Assessment completed in Mount Kutulau Protected Area can become the foundation of the digital assessment of the protected areas.
· [bookmark: _Hlk157685415]The METT online platform, biodiversity dashboard, biodiversity database, and plant survival database can become the foundation of further assessment in the protected area.
· Digital monitoring can also help the community maintain biodiversity.  
· The school students in the intervention area were asked to participate in the planting activities—however, some students needed to plant the trees properly so the plants could survive. 
· A critical lesson regarding political and institutional challenges, emphasizing the need for proactive engagement with governmental and institutional structures. 
· The lesson learned is that navigating political and institutional landscapes requires careful consideration and collaboration, ensuring sustained support and commitment. 
· There needs to be more market available, especially in the Irabere area, for all the farming products produced by the community.
· A formal capacity assessment of executing agencies is crucial, and project design should be grounded in a realistic understanding of the resources and capabilities required.
· A critical lesson regarding project appraisal and planning, emphasizing the need for extensive stakeholder consultations and a holistic understanding of relevant global initiatives. 
· The lesson learned is that a thorough and inclusive planning phase involving key stakeholders and drawing from past successful initiatives lays the foundation for project success.
10. Financial Aspect: 
· Small grants procedures are an innovation and lesson of this project. 
11. Human Resources Issues: 
· The high turnover rate initially slowed the project's progress. 
· Strengthening the team and fostering good teamwork can lead to successful project outcomes and even surpass expectations. When team members work together seamlessly and support each other, they can achieve more than they can alone.
12. Capacity Assessment:
· An in-depth capacity assessment of executing entities is crucial to ensure they possess the necessary resources and skills for successful project delivery.
13. Risk management assessment:
· A comprehensive risk management strategy, developed during the project design phase, is essential for identifying, assessing, and mitigating potential risks.
· The risk management of the TLSNAP project highlighted the uncertainties inherent in these complex projects from the beginning. 
· Risk management has successfully addressed the situations encountered and systematically ensured successful outcomes. 
14. Land rehabilitation and/or Reforestation:
· The community has some awareness of land rehabilitation and/or Reforestation. During the project, 583 hectares of degraded land were rehabilitated and/or reforested through planting. 
· The community can monitor and evaluate their protected areas; for example, 163,119 plants survived after the plantation.
15. Scaling up:
· A significant lesson on scaling up, emphasizing the importance of a strategic and phased approach to the expansion of the TLSNAP project, was in the scaling up of the reforestation area. 
· It highlights that successful scaling up requires careful consideration of the local context, institutional capacities, and stakeholder engagement. 
· The lesson learned is that more than a one-size-fits-all approach is needed; instead, scaling up should be tailored to the specific needs and conditions of each new area or community.
· The nurseries have provided seedlings of high conservation value trees and planted the HCV trees in over 830.21 ha (457.35 hectares in Comoro and 372.62 hectares in Irabere project areas). In the ten intervention Sucos, the community-driven sustainable management plan has been run, and there is a demand from other sucos.
16. Sustainability, Planning, and Community Engagement:
· A critical lesson on the importance of sustainability, emphasizing the need for long-term planning and community ownership. 
· This project has fostered community engagement, built local capacity, and integrated project goals with broader environmental and development objectives to contribute to sustained outcomes. 
· Five years, PA’s Management Plan, Business Plan, and Financial Sustainability Plan have been developed for the Mount Kutulau and Mount Legumau Protected Areas. The five-year Financial Sustainable Plan and Business Plan includes the finance mechanism review and assessment, brief socio-economic landscape assessment, financial planning guidelines for PA in Timor Leste, and the Cost Model Guidebook.
· Increasing household gardens and nursery yields allows the communities to have alternative livelihoods and avoid shifting cultivation.
· The yields from the household gardens and farms can also be used in the national school feeding programs.
 

	No
	Recommendations
	CI-GEF Agency response to recommendations

	Communications and Outreach

	1
	GoTL and CI-TL (if possible, under the new project): 
Prioritize inclusive, continuous, and on-time stakeholder engagements (steering committee meetings).
	Noted and communicated with Government.

	2
	GoTL (PA Committee after established):
Employ a diverse communication channel, including grievance mechanisms. 
GoTL and CI-TL (for future projects):
Develop a dynamic communication strategy that can adapt to changing circumstances:
Create more communication materials with vivid visualization, such as posters to educate the communities and to be put in the Suco offices.
The social communication in disseminating the project should be inclusive.
The project representatives must interact with people in each aldeia to ensure inclusion and equal information for all aldeias.
Best practices in group collaboration and management should be conducted to reduce disputes between the group members or other groups in the suco.
The community suggested assistance specifically on work distribution management, social communication, as well as project dissemination and information. It stressed the provision of incentives or little money for (after-work) meals to ensure community participation in working together. 
Community (especially Suco Council and Suco Chefe): 
The community should speak up more openly about their needs and challenges or problems encountered during the project. 
	The purpose of CBFA was to increase presence within community apart from field coordinators and regular engagement, to reach out the most within aldeas, sucos as well as target communities within project. Although recommendations to increase communication at is always relevant and we will be working more closely with stakeholders and our communities to make sure a more transparent and clear communication structure is in place.  

	Practical demonstration in showcasing project objectives and benefits

	3
	GoTL (Central and Post Administrative government): 
The PA systems of Mount Kutulau and Legumau can be replicated in other PAs, especially the use of GIS mapping and community-based involvements.
Following the commitment letter, the government should install the 644 demarcation pillars and signboards in the Irabere project area in 2024.
Mapping and boundary of private properties and important sites (cultural, religious, historical sites) should be in line; otherwise, the activities will not create impacts.  
Zonation should also be detailed in the Mount Kutulau and Mount Legumau Maps, including the central zone, buffer zone, and community eco-tourism and socio-agroforestry area, as well as the important sites in the area to protect the conservation area and ensure the community's access in the allowed area for their eco-tourism and agroforestry business to avoid conflict in the future. 
The determination of important sites (sacred traditional, cultural, heritage, historical, religious sites, etc.) should also involve other government bodies such as the Ministry of Education and Research, the Ministry of Defense, and the Land and Property Commission to give acknowledgment on the sites.

PA Committee (after establishment): 
Implementing eco-tourism and other initiatives according to the business plan should be shown. In the future, research and development can be coordinated across ministries to enhance the industry-based economy in the forestry and agricultural sectors.
	The demarcation process is extensive, and stakeholders' engagements are crucial. The learning is noted and can be communicated well with the government in future implementations as well. 

	4
	CI-TL and the Communities (for future projects): 
The number of women participating is essential, but the impacts and benefits on sustainable livelihood for women beneficiaries will also need to be measured in the project.
There is a need to consider different working times for women and men beneficiaries. The women can participate in conservation projects, nurseries, or household gardens. Nevertheless, their working time may differ from the male group since they are culturally obliged to care for their house before doing other activities; they have duties to prepare for the traditional ceremonies or during the market days when women must go to the market.
The household garden is usually under the responsibility of the women. Giving grants to cultivate the household garden and women empowerment in the home industry and increasing the economic advantages of processing the products of the household garden will provide more benefit to the community and more sustainability for the eco-tourism business.
	Well noted, the project focused on more equitable distribution of work within community as well as respecting socio-cultural dynamics to reduce gender gaps as much as possible. 

	Demonstration of Innovation/Science/R&D Knowledge

	5
	GoTL: 
There should be some support to implement new technology in farming, such as using paranet shades, farming soil benches, and so on, as well as strengthening the water harvesting structures, especially for cement.
The research and development of agroforestry may benefit the country’s development outside the oil and gas sector.
The use of science and continuous research in the protected areas may benefit the country from carbon-saving measures and reduce the impacts of climate change.
The community-empowered digital monitoring of the Protected Area and the Protected Areas database should be maintained to monitor their conditions from time to time.
	Well noted, will be communicated with government team from agroforestry. 

	6
	GoTL and the Communities:
The permaculture method and making water harvesting structures can be spread to the other sucos and PAs.
The water catchments should be monitored to ensure continuous benefit of the infrastructures. The maintenance of the water catchments to prevent leakages should also become a priority. The water conservation activities should include cement aid to ensure the community can care for the water infrastructures.  
	Well, noted and will be communicated with Government and communities. CI will be increasing partnerships with priority sucos to conserve more of such adaptive and resilience building efforts across watershed and priorities catchments along with Governments and local communities as well.  

	7
	GoTL:
Prioritize ongoing investment in research and development and maintain the current PA system database.
Fostering collaboration with scientific institutions and embracing innovative technologies to optimize project processes.
Besides eco-tourism, the pharmaceutical industry can also be targeted for the next economic target.
	Noted, will be shared with government so that possible collaboration with respective institutions and agencies can support to strengthen local economies by engagement partnership with government. 

	Collaboration and Learning

	8
	GoTL:
Maintain active engagement among project partners and establish platforms for ongoing learning and knowledge exchange, especially for youth and conservation groups. 
The government should also give socialization on NRM to other sucos in the protected areas outside the target intervention area to make real improvements in the catchment corridors and reduce activities detrimental to the environment in the entire protected area.
Suco agroforestry co-operatives or Suco enterprises can be used to manage buying seeds and equipment and selling and distributing Suco's products.
	Noted and will be communicated with Government. 

	9
	The Communities and CI-TL:
The rules on working conditions, working distribution, and yield distribution must be determined for the community conservation group to avoid conflict among the community members. Suppose such rules have yet to exist in the communities. In that case, the project should help the community develop the working collaboration rules to sustain the activities and simultaneously ensure equality and inclusivity besides giving economic benefit to the community. 
	Well noted, work distribution and benefit sharing often depends on individual interests and power within the community. Transparency in the mechanism always helped them to reduce that gap existed before implementation, although this is a good suggestion to avoid any conflicts, they keep respecting their rules and regulations within groups and share the work accordingly. 

	Local Context/Project Site Challenges

	10
	GoTL and CI-TL for future projects:
Invest in comprehensive site assessments by actively engaging with local communities. 
The local context can create unique sites valuable for eco-tourism development. 
The Tara Bandu should also be in writing and be adapted by such regulations, including the other success within the protected areas outside the intervention sucos to establish complete protection of the PAs. 
There is a need for regulation and socialization within the ten sucos and beyond to increase community awareness on illegal grazing, slash and burn shifting cultivation, and illegal hunting.
Community-based conservation activities should also be recognized and coordinated with other authorities, for example, the Public Works Authority, which often destroys the new conservation area due to road construction activities.
A sustainable supply of seeds is needed to guarantee the existence of the nurseries.
	Well noted, will be communicated with government.  

	11
	GoTL and CI-TL for future projects:
The training should target the youth who will develop their areas and not find employment elsewhere. Youth that have been trained should incorporate their knowledge into project planning for the benefit of their Sucos. In addition, some funds should be allocated to the youth for business capital or employment. In addition, entrepreneurship skills training is recommended.
Trainings suitable for the conservation and agroforestry needs should be given under contract of specific commitment and timeframe so the training participant can implement the knowledge on the community-based natural resource management plan.
The training on the NRM should also be in line with the opening of the Forest Guard position, so the training will be beneficial to increasing the staff caring for the protected areas.
	Well noted and will be communicated with government. 

	M&E Lessons

	12
	CI-TL for future projects:
Prioritize the integration of M&E mechanisms into every project phase, 
Ensuring data collection aligns with project objectives and indicators. Regular feedback loops and adaptive management should be evaluated based on M&E findings.

GoTL:
The METT Assessment in Mount Kutulau should be continued even though it has been completed, and on the other hand, the METT Assessment in Mount Legumau should be started. 
The METT online platform can also be used in the other PAs.
The METT platform can be expanded to include carbon stocktaking and carbon trading following the government's plan.
The TL government should continue the digital monitoring to provide constant help for the community in maintaining biodiversity.  
Cross-sectoral coordination should be done to avoid newly rehabilitated forests being destroyed due to road construction, mining, or other activities that conflict with forest rehabilitation activities.  
Small funding should be available to the community; therefore, forest rehabilitation activities can be done more seriously (planting the trees properly, providing fences, etc.).
	Well noted, we have adopted M&E across all CI projects. Mangement also evaluate the findings and provide constructive suggestion and changes as needed. 

For Government, well noted and will be communicated with Government. 

	Political/Institutional Challenges

	13
	CI-TL:
Establish strong partnerships with relevant government agencies, 
Foster ongoing communication and collaboration. 
Anticipating and addressing institutional challenges, such as capacity gaps, can contribute to smoother project implementation. 
GoTL and CI-TL:
Market linkages should also be provided to give alternative income.   
	Well noted, CI-Tl strongly believes in collaboration with multi-stakeholders' engagement and effective communication with relevant agencies for effective implementation of the projects. 

	Project Design, Appraisal, and Planning

	14
	CI-TL for future project implementation:
Conduct a thorough capacity assessment during the project design phase.
Ensuring that executing agencies have the necessary skills and resources. 
Flexibility in project design to accommodate unforeseen challenges and continuous stakeholder involvement. 
	Well noted, CI working with global team and local level stakeholders' consultations with relevant stakeholders, communities are integral part of project development. 

	15
	CI-TL:
Prioritize comprehensive stakeholder engagement during project appraisal, 
Ensuring that government representatives, local communities, NGOs, and private sector partners are actively involved. 
Integrating lessons from relevant global initiatives can provide valuable insights. 
	 Well noted, will be communicated with stakeholders.

	Project Management

	16
	CI-TL:
Financial - With project outputs/outcomes of this size, the project cost should be higher, and the project time should be longer.
There is a need to train government officials for financial reports, especially funding, to impact relationships. 
Maintaining a solid team with good teamwork for achieving the desired results in any project. It is important to foster a positive team environment, encourage open communication, and recognize individual and group achievements to maintain team morale and motivation.
CI-TL and CI-GEF:
Small grants should be maintained to encourage target communities to participate in the project. 
There is a suggestion that the co-financing should be reported in a more detailed format, and there is a need for more monitoring and evaluation in the project co-financing since transparency is essential to build rapport and trust among parties for future funding opportunities.
	Well noted.

	17
	CI-TL and CI-GEF:
Integrate a thorough financial and human resources assessment into the project design phase, 
Allow for a more realistic budget allocation and staff allocation. 
Establishing clear roles and responsibilities, periodic reviews of financial performance, and ongoing capacity-building initiatives can contribute to effective project management.
	Well noted, human resource management will be significantly improved and capacities building trainings, reviews will be streamlined. 

	Risk Management

	18
	GoTL and PA Committees
Regularly reassess risks and conduct life cycle analysis of projects that will be implemented in the PAs.
Adapting strategies as needed. 
CI-TL and CI-GEF:
Establishing contingency plans and fostering a culture of adaptability and resilience. 
	Well noted and will be shared with Government 

	19
	GoTL and the Community
Distribution time for seedlings and saplings must follow the rainy season to increase the chance of survival of the newly planted trees, especially for the conservation trees. Fences are recommended in animal-roaming areas to protect young trees. 
	 Well noted, this is crucial planning which we have implemented in one of our recent projects supported by Manaaki fund of MFAT. 

	Scaling up

	20
	GoTL, CI-TL, CI-GEF, and the Communities for future projects:
Conduct thorough assessments of potential new sites.
Involve local stakeholders to understand their unique challenges and opportunities. 
Establishing partnerships with local organizations and building the capacity of executing agencies are crucial for successful scaling up. 
Besides fresh products, the community wants to receive training to produce more long-lasting products such as crisps, chips, and other preserved products. In addition, the art and craft products using local materials also benefit the development of the tourism industry. 
The community still demands the planting of trees with high conservation values. The seeds and/or seedlings should be available for the nurseries. Otherwise, it will reduce the community’s willingness to participate in sustainable forest management. 
Attention should be given to the high conservation trees since some also need unique treatments, including eradicating pests for Albizia (samtuku) trees that impact the community’s coffee plantations and the intervention for agarwood trees.
Sustainable seeds, seedlings or saplings, and markets for the nurseries should be guaranteed to maintain the sustainability of the community-driven activities. 
Alternative livelihood must be put under attention. The community-driven sustainable management plan needs the market for coffee, cocoa, vanilla, fruits, and vegetables and setting the price at the farmer’s level.
	Well noted and will be communicated with forestry department and communities though future projects. 

	Sustainability

	21
	GoTL, CI-TL, and the Community:
Continue to incorporate strategies that empower local communities by promoting self-sufficiency and aligning with existing socio-economic structures. 
Fostering partnerships with local institutions and securing commitments for continued support after the project’s conclusion is essential for lasting sustainability (e.g., Cooperative Café Timor (CCT))
After necessary assessments, the government can replicate the Management Plan, Business Plan, and Financial Business Plan to the other 44 PAs.
The PA Committee (comprising the local government, national government, youth, women, cultural leader, local community leader, and conservation group) should be created to operate the Management Plan, Business Plan, and Financial Sustainability Plan at Mount Kutulau and Mount Legumau Protected Areas.
The implementation of the five-year plan should be monitored and evaluated by the Committee.
The sustainability of the Protected Areas should be fully functioning by creating an ecosystem for agroforestry and eco-tourism, and it must be monitored and fully supported by the government. 
There are many recommendations from the stakeholders and the community that CI-TL should supervise the implementation of the management plan until the Protected Areas can fully function. The establishment of CI-TL’s other project may fulfill this wish. 
The cross-visit training and availability of seeds and seedlings must be noticed to avoid conflicts in the community and fighting over seeds and seedlings.
The micro-macro link for sustainable livelihood, market, and supply chain development should also be created to ensure sustainable livelihood.
Alternative livelihood should be attempted, including building an eco-tourism industry in the country.
Support for alternative community livelihood should be given so they will not violate the established and effective conservation rules.
	Well noted and will be communicated with relevant Stakeholders and communities.



	
	
	



