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Executive Summary 
 

Baradrone Social Welfare Institutions (BSWI) is one of the veteran social work organizations 

in West Bengal. Founded in 1976, it carried out pioneering work in the district of South 24 

Paraganas in the fields of education, health, income generation and women's organization. In 

order to extend its expertise and experience to other neglected areas of the State, it started a 

livelihoods-enhancement project in Gajole block of the northern Malda district. Although, 

Malda is known after its mangoes it has been one of the underdeveloped districts of the State, 

and Gajole block has been representative of the situation. The significant feature of Gajole 

block has been the very high proportion of Scheduled Castes and Scheduled Tribes 

population. The basic problems have been poverty, paucity of land resources, a lack of 

remunerative employment options locally, indebtedness and seasonal migration of labor 

force.  

 

Considering these conditions, BSWI focused on developing local natural resources, 

enhancing agricultural productivity and facilitating socio-economic empowerment of women 

through self-help groups (SHGs). The goal has been to reduce poverty and deprivation of 

around 2,700 SC/ST families in 20 villages of Gajole-II gram panchayat. Financial assistance 

to the Project was extended in successive phases by Tata Trusts, Mumbai since 2009. The 

basic activities consisted of promoting and strengthening the SHGs, introducing the 

Systematic Rice Intensification (SRI) technique, popularizing vegetable cultivation, 

constructing seepage tanks, rejuvenating community ponds, assisting goat-rearing, 

supporting income generation measures for poor women, releasing of mortgaged lands, 

facilitating market linkages and training and capacity building of participating men and 

women. The Project has been administered from a field office in Gajole with a staff of 16 

persons.  

 

The evaluation of the Project was carried out in July 2015. The objective of the Evaluation 

was to assess the overall performance and quality of the project and make suggestions for 

improvement.  Evaluation methodology basically consisted of review of documents and 

meeting the beneficiaries individually and through focused group discussions. Various work 

sites were also visited and the situation was assessed first hand.  

 

It was found that on the whole the objectives and activities of the Project were relevant and 

appropriate considering the problems in the project area. BSWI had carried out the activities 

sincerely and the output targets were accomplished. The underlying commitment towards the 

welfare of the disadvantaged sections was discernible and the administrative apparatus was 

geared to this end. The broad outcome of the Project was to initiate a process of productive 

utilization of available natural resources in the project area and it positively impacted upon 

900 odd families. The selection of the beneficiaries was correct with more than 95 percent of 

them belonging to the SCs and STs.  

 

It was appropriate on the part of the Project to introduce the technique of SRI in the project 

area and it was found beneficial to the paddy growing farmers. The beneficiaries reported 1.5 

to 2 times multiplication of rice production and seemed to have adopted the technique well.  

However, the full potential of SRI would not be realized unless it is backed by reduction in 
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the application of chemical fertilizers and pesticides. It also needed to be complemented by 

the increased use of organic manure. Encouraging vegetable cultivation was not as path-

breaking as SRI but it enhanced the incomes of the beneficiaries.  

 

Digging of seepage tanks and deepening of community ponds were found to be useful 

activities and yielded the benefit of protective irrigation and increased fish production. They 

also had a demonstrative value in conserving and augmenting the water resources. Ideally, 

they should have been undertaken through a program like the National Rural Employment 

Guarantee Act (NREGA) but the same has not been functional in the area. It was deemed 

necessary that the target group families be empowered to make this demand and press for 

their employment rights. On community ponds, it was also necessary to establish 

arrangements for equitable sharing of water.  

 

Release of mortgage lands was a crucial activity in the project area as more than 70 percent 

of the farmers' lands were mortgaged to moneylenders.  It was observed that if the full 

potential of agricultural and horticultural programs was to be realized then the issue of land 

alienation should be tackled urgently. The collective strength of SHGs could be ideally used 

for this purpose.  

 

Promotion of SHGs was the basic activity of the Project in establishing rapport with the 

community and initiating a process of social mobilization. The Project had promoted around 

90 SHGs in 20 villages with a membership of 950 women. The best practice followed while 

implementing the program was that all the schemes and activities were routed through the 

SHGs and the beneficiaries were selected out of the members of the groups. The SHGs 

appeared to be properly organized and, apart from mobilizing group-savings, they had also 

established bank linkages for credit. The activities like goat-rearing and supporting income 

generation measures for poor women were also channeled through the groups. Some of the 

SHGs had also done exemplary work in local resource management. While savings and 

credit functions appeared sound, it was noted that the SHGs in the project area needed to 

have better exposure to social issues and local self-governance. The idea of a federation of 

SHGs was mooted in the project area but it was felt that considerable capacity building of the 

members needed to occur before a federation could be functional. It was also noted that if the 

Project intended to cover all the target group families then the membership of SHGs needed 

to be increased. The Project has done well in establishing market linkages for the farmers and 

commissioning a study for augmenting the existing value chains. The potential of mango 

cultivation has not been fully realized in the area and due programmatic measures were 

warranted.  

 

In terms of program management it was observed that the administrative structure was 

properly organized in the field and the staff was appointed as per the design. Due systems of 

reporting and monitoring were put in place. However, it was felt that better deployment of 

staff could be made to increase the operational efficiency of the Project. The potential of the 

community mobilizers (Village Level Workers) could be better utilized for expanding the 

membership of SHGs and tackling various social and community issues. It was also observed 

that participation in local self-governance at the village and panchayat level would enhance 

socio-political empowerment of women.  The content and scope of the various training and 
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capacity building activities undertaken by the Project should be suitably modified to aim in 

this direction.  

 

On the whole, it was noted that the performance of the Project has been good but the quality 

of intervention could be increased if additional insights and approaches were added. The 

major recommendations to this effect have been as follows. 

 To ensure the sustainability of the interventions beyond the project period, a correct 

assessment of what portion of grant could be returned by the beneficiaries to the 

SHGs be made and appropriate monitoring mechanism be put in place.  

 For fulfilling the desired target of reaching up to 2,700 target families, the number of 

SHGs may be increased. Additionally, an avenue may be found to help the needy 

families not within the purview of the SHGs. 

 The present staff may be appropriately deployed so that their potential is fully 

utilized and additional families/villages can be covered. 

 The extent of land mortgaging among the target populations be reassessed and 

appropriate programmatic measures designed in consultation with SHGs.  

 The mechanism of 'Gram-Sansad' (as made available in W. Bengal after the 73rd 

Constitutional Amendment) be effectively used for planning village level natural 

resource management works and employment generation measures.  

 The beneficiaries and their associations be encouraged to demand various rights and 

endowments available to them and appropriate district level advocacy be undertaken 

to this effect. The schemes available under programs like TSP, IRDP, NREGA be 

made use of.   

 The possibility of implementing the 'Scheduled Tribes and Other Traditional Forest 

Dwellers (Recognition of Forest Rights) Act, 2006 and the Biological Diversity Act, 

2002 may be explored. 

 For enhancing the existing value chains of local produce, the recommendations 

received through the commissioned EDP study may be considered and implemented. 

A special programmatic measure needed to be undertaken to prevent the distress sale 

of mango trees and enable the beneficiaries to realize the full value of this asset. 

 SHG procedures needed to be standardized and the training and capacity building 

agenda suitably modified. Social issues needed priority and the members needed to 

be empowered to take part in local governance functions. 

 The federation of SHGs could be instituted only after the stakeholders were fully 

conversant with the idea and had acquired the necessary competence to run the 

organization. 

 Equitable water sharing arrangements should be instituted on all the community 

ponds assisted by the Project and the same could be guided and monitored to ensure 

sustainability. 

 Work among youth may be initiated and youth groups be promoted in target villages. 

 Training and capacity building agenda for project staff may to be suitably redesigned 

in the light of the suggestions made above.   

 

 

_______ 
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1. Introduction 
 

1.1 Background of BSWI 

Baradrone Social Welfare Institutions (BSWI) represents one of the earlier voluntary efforts 

made in West Bengal after Independence. Baradrone is a small village about 45 km south of 

Kolkata in the South 24 Pargana district of W. Bengal. The village name is derived after 

'Bara Dron' which means 'twelve Gurus' in Bangla. It is believed that the area was inhabited 

by twelve learned teachers in historic times.  

 

True to its name, the social work activities at Baradrone were started in 1961 by a local 

learned person Mr. Satyasaran Bhattacharya along with some of his friends. Mr. 

Bhattacharya was employed in the Posts and Telegraph Department at Kolkata but he was 

desirous of undertaking social work in his native village.  He and his associates started a 

small text-book library in the village and organized supplementary coaching activities for 

local students. As the work progressed they also undertook various other social activities in 

the surrounding villages covering health, education and social reforms. The activities were 

institutionalized when they founded BSWI in 1976.  Keeping with the tradition, Mr. 

Bhattacharya's son Sanjib, who was a post-graduate in political science, joined the 

organization in 1984 and shouldered the responsibility of continuing the work further.  

 

In the course of time, BSWI undertook a number of social development projects and was 

assisted by various funding agencies, both national and international. It had a four pronged 

approach: education and awareness raising, community health, income generating programs 

and women's empowerment. The emphasis was on developing the natural resources available 

locally and unfolding the human potential of disadvantaged sections. Its work created a 

positive impact in South 24 Parganas and a process of social and economic development was 

initiated in the district. It also came to be recognized as a competent and resourceful 

organization in the area of natural resource management and women's organization. 

 

As part of its capacity building activities of community based organizations (CSOs) in W. 

Bengal, BSWI came in contact with Malda district.  Parts of Malda were predominantly tribal 

and being at the periphery of the state, the district was one of the most disadvantaged and 

under-developed areas. The local organizations requested BSWI to undertake development 

measures in the district. BSWI was also desirous of extending its outreach and providing its 

experience and expertise in other areas. After making a study of the area and establishing 

contacts, BSWI applied to Sir Dorabji Tata Trust for financial assistance. A one-year pilot 

project was sanctioned in 2009-10 to establish self-help groups of women in the Gazole 

block of Malda. A second grant was provided in 2011 for two years to undertake livelihoods 

enhancing activities in ten villages whereas a third phase was sanctioned for three years in 

2014 for working in 20 villages. It is this phase which is being reviewed in the present 

document. 

 

1.2 Background of Project Area 

The district of Malda is known in the country for its mangoes. The famous variety is Langda 

followed by the new varieties of Amrapali and Himsagar. Though mango is considered 

auspicious and is supposedly a sign of prosperity, the same cannot be said about the district. 



6 
 

Malda is considered as one of the poorest and underdeveloped districts of the state. Although 

it is endowed with various natural resources it is also characterized by poverty, malnutrition, 

indebtedness, ill-health and low levels of human development, especially among the dalit and 

adiwasi populations.  In terms of human development index (HDI), Malda ranked 17 out of 

the 18 districts in the state as per the West Bengal Human Development Report of 2004.  

 

Malda has 15 blocks and BSWI works in one block i.e. Gajole. Among the various blocks, 

Gajole is one of the underdeveloped blocks and the situation is representative of the whole 

district.  Gajole has significant proportion of Scheduled Caste (SC) and Scheduled Tribe (ST) 

populations.  As per the 2011 Census, the proportion of SCs in West Bengal was 23.62 

percent whereas the same was 18.12 in Malda district and 33.67 in Gajole bloack. As for ST 

population, the proportion was 5.59 percent in the state, 6.5 percent in the district but 22 

percent in Gajole. Thus the combined proportion of SCs and STs in Gajole block has been 

more than 55 percent.  The main ST community is Santhal as this area is adjacent to the 

Santhal populated area of Jharkhand.  

 

The twin issues faced by the SCs and STs 

in Gajole block are (a) inadequate land-

holdings and (b) the process of land 

alienation. This area carries the legacy of 

the Jamindari system following which the 

peasants were not owners of the land. The 

land reforms were initiated mainly after 

Independence with the enactment of the 

West Bengal Land Reforms Act of 1955 

and the Tenancy Act of 1956. The land 

distribution work under these acts has been 

very tardy and the land received per family 

has also been minimal. Secondly, although 

preventive laws have been in place the 

process of land alienation of the tribal communities has continued unabated due to poverty, 

deprivation, helplessness and lack of awareness. Restoration of land has not been happening 

due to administrative apathy and callousness. More than 70 percent of the farmers are 

marginal landholders.  

 

The three-tier Pachanayati Raj structure was introduced in West Bengal after 1973 and 

subsequently modified after the 73rd Constitutional Amendment in 1992-93. The peculiar 

feature is that a gram panchayat consists of a cluster of villages. In Gajole block, BSWI 

works only in one panchayat called Gajole-II which consists of 20 villages. A bench-mark 

study of this Panchayat was carried out by BSWI in 2012 which identified a total of 6,600 

families with a population of 37,752 persons. Of these, 2,772 families (42 percent) were 

identified as target group families (poorest and deserving). The extent of deprivation of the 

target group families would be evident from some of the data elicited from this survey.  

 

 

 

Fertile Region but Limited Property Rights  
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Table 1: Information from Benchmark Survey (2012) 

Sr. 

No. 

Type Number/ 

Percentage 

1 Target Group Families 2772 (100%) 

2 Families  with landholding less than 1 acre 1995 (72%) 

3 Families with landholding 1 to 2 acre 432 (16%) 

4 Landless families 345 (12%) 

5 No of farmers whose lands were mortgaged 1990 (72%) 

6 Families indebted to moneylenders 2273 (82%) 

7 Families indebted to financial institutions 360 (13%) 

8 Seasonally Migrating Families 1067 (39%) 

9 No of orchard owners 304 (11%) 

10 Families engaged in fish cultivation 212 (8%) 

 

These details indicate a very high incidence of land mortgaging (72%) and very high 

incidence of indebtedness to moneylenders (82%). The land mortgaging in the present case is 

called 'Bandhki' which means that unless the principal is paid off, the borrower cannot 

cultivate his/her land. Thus it pushes the borrower into further deprivation. There is a high 

incidence of seasonal migration and the laborers are found to be going to distant places in 

Kerala, Karnataka and Andhra Pradesh. While the district is recognized after its mangoes, 

only 11 percent of target families own personal orchards. Mango trees are auctioned off at a 

pre-flowering stage at a meager rate of Rs. 1,000 per tree. Hence, no substantial earnings can 

be made. Fish cultivation is a remunerative option but its full potential is not realized. Gajole 

Panchayat has more than 500 community ponds but these are heavily silted and, hence, fish 

production is limited. Marketing of fish is also an issue as the trade is in the hands of 

unscrupulous traders and middlemen. The area also suffers from severe water scarcity both 

for irrigation and drinking purposes. Irrigation is handicapped because collective water-

lifting arrangements from the ponds are not in place. Due to alluvial soils, drinking water is 

obtained at a depth of more than 600 to 700 feet. Surface storages are often contaminated. 

Thus although the area is rich in natural resources, the adiwasis and dalits are in a deprived 

condition. Against this background the present project has been undertaken by BSWI.  

 

1.3 Project Activities  

As mentioned earlier, SHGs were established in the pilot phase of the project whereas in the 

second phase livelihoods related work was started in ten villages.   Encouraged by its 

success, the work was extended to all the twenty villages of the panchayat. Project activities 

could be broadly grouped in two categories, (1) SHGs and microfinance and (2) Agricultural 

Development.  The various activities under these categories have been as follows. 

 

1. SHGs and microfinance 

a. Promotion of SHGs and a federation 

b. Training and capacity building of SHG leaders 

c. Encouraging income generation activities through SHGs 

2. Agricultural development (including horticulture and pisciculture) 

a. Promotion of SRI (System of Rice Intensification) 
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b. Encouraging vegetable cultivation 

c. Digging individual seepage tanks 

d. Renovating community ponds for irrigation and fisheries 

e. Release of mortgaged lands 

f. Promotion of livestock rearing 

g. Training and awareness raising of farmers 

h. Exploring market linkages and value additions 

 

Promotion of the SHGs has been the principal activity of the project.  BSWI began its work 

in Gajole-II Panchayat through the means of women's SHGs.  There has been a gradual 

growth of SHGs and at present 86 groups are operational in twenty villages with a total 

membership of around 950 women. Their combined savings till May 2015 was Rs. 8,12,100. 

Twenty groups had established bank linkages and had solicited around Rs. 7,00,000 as loans 

from banks. The significance of the SHGs lies in the fact that they are not just women's 

organizations but are also the rallying points around which all the activities are organized.  

The beneficiaries for most of the programs (agricultural, horticultural and animal husbandry 

schemes) are selected through the SHGs and the benefits are channeled through the groups.  

 

Among the agricultural programs the most innovative activity has been that of SRI. BSWI 

introduced this technique in the project area since 2012 to enhance the productivity of rice. In 

2014, more than 450 farmers followed this technique and multiplied the production by 1.5 

times. As an incentive to adopt to this technique, BSWI has been providing seeds, fertilizers, 

pesticides and technical expertise to the participating farmers.  

 

Second activity in this category has been that of 

vegetable cultivation. Although farmers were in 

the habit of taking a vegetable crop alongside or 

after the main kharif crop of paddy, this was not 

being attempted systematically. Small and 

marginal farmers were constrained due to lack of 

irrigation. BSWI encouraged vegetable cultivation 

as a supplementary livelihood activity and 

provided seeds, saplings, seedlings and fertilizers. 

In 2014, more than 200 farmers cultivated 

vegetables on 50 acres with BSWI support.  

 

In order to augment a captive source of water, 

BSWI supported digging of small, field level tanks in individual farms. The farmers could 

irrigate their small vegetable plots with this storage. The annual target of the project has been 

to construct 15 tanks in the project area. This is coupled with supporting the deepening of 

community ponds.  As mentioned earlier, Gajole block has more than 500 such ponds but 

many of them have been silted. The project envisaged deepening of the ponds by providing 

wage-labor costs. In 2014, ten ponds were deepened which benefited more than 110 families 

by way of irrigation and fisheries.  

 

Mango: Untapped Potential  
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Considering the high incidence of land-mortgaging, BSWI encouraged releasing of the lands 

and encouraged SHGs to advance loans to the needy families. Other associated activities 

included encouraging goat rearing as a supplementary livelihood measure, providing loans 

for setting up petty-businesses and establishing market access for the vegetable growers. In 

order to explore the potential of marketing the local produce, BSWI commissioned a study 

on 'Livelihood Options with Market Mapping and Value Chain Analysis'. This was 

undertaken in June 2015 and its recommendations were under consideration. Training and 

capacity building of farmers and other beneficiaries has also been an on-going project 

activity. 

 

BSWI has its central office at Baradrone but the Malda project is administered from a field 

office at Gajole. The project is managed by a program coordinator who is assisted by two 

cluster coordinators, eight community mobilizers, one SHG coordinator, one marketing 

supervisor and three administrative staff (accountant, MIS assistant and office assistant). 

Community mobilizers have been all women and they are provided with bicycles to move 

around in the villages. The field office is equipped with necessary IT and communication 

infrastructure.  

 

 

 

2. Overview of Evaluation  
 

2.1 Evaluation Purpose:   

The purpose of the evaluation has been to take stock and assess the progress of the program 

based on the program design and the activities planned for the project period.  

 

2.2 Evaluation Objectives: 

1. Monitoring and assessment of the project being implemented as outlined in the 

proposal. 

2. Objective assessment of the overall performance and quality of the project and make 

suggestions for improvement. 

The Terms of Reference of the Evaluation are attached at Annexure I.  

 

2.3 Evaluation Approach 

The project's basic objectives have been to enhance the livelihood opportunities of the poor 

families in the project area and aim at social mobilization of women through SHGs.  A set of 

activities have been undertaken to produce outputs and outcomes in this direction. The 

project thus had a linear, cause-effect approach. A log frame was prepared in which the 

objectives and indicators were identified. The outputs had both physical and social 

parameters. Considering this approach of the project, a qualitative research methodology was 

used for evaluation but quantitative aspects were also duly assessed. The evaluation basically 

sought to assess whether the activities were undertaken as per the plan, whether objectives 

have been fulfilled and whether the desired outcome has been obtained. The efficacy of the 

institutional arrangements (both the peoples' collectives and BSWI project structure) was also 

assessed in this light. A special financial audit of the Project was carried out by the external 
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auditors appointed by the Tata Trusts in March 2015 and, hence, those aspects were studied 

only to understand the budgetary provisions.  

  

2.4 Evaluation Methodology 

The methodology adopted for the Evaluation consisted of the following: 

1. Review of literature: Project proposal, Tata Trusts' circulars, project log-frame, 

progress reports, background information, study reports and other material.  

2. Field investigation in the project area: 

a. Meetings and discussions with project authorities, field teams and concerned 

stakeholders. 

b. Focused group discussions with members of SHGs, collectives of 

beneficiaries and communities in general. 

c. Unstructured, open ended interviews with individual beneficiaries. 

d. On site verification of physical targets. 

3. Desk analysis of qualitative and quantitative information.  

4. Presentation of draft report and solicitation of comments from the concerned persons. 

 

2.5 Field Experience 

Although the project area was small (confined to one gram panchayat), it was about 400 Km 

away from the headquarters of BSWI. This invariably meant long distance travel. This 

limitation was overcome by taking a superfast train between Kolkata and Malda stations 

which reduced the travel time. The inquiry was undertaken in the rainy season and the rice-

planting activity was on going.  This put a limitation on farmers' time and availability. 

However, this limitation was overcome by readjusting the meetings schedules and organizing 

the meetings at a time convenient to them. The farming season actually enabled the evaluator 

to directly observe the various agricultural related activities (like SRI) and also verify the 

efficacy of the water impounding structures.  The Evaluation Itinerary is attached at 

Annexure II.  

 

 

 

3. Evaluation Findings 
 

3.1 System of Rice Intensification (SRI) 

The major agricultural innovation introduced by BSWI in the project area has been SRI.  It 

was reported by the organization that as they were not an agricultural extension agency, they 

were not familiar with this technique earlier.  It was at the encouragement of Tata Trusts that 

they familiarized themselves with the idea and applied it to the project area. The efficacy of 

SRI in raising the productivity of rice has been scientifically demonstrated and the system is 

being popularized not only in India but in various rice-growing regions of South and South-

East Asia.  

 

As part of Evaluation, the functioning of SRI was observed in the field and a number of 

farmers were met.  It appeared that considering the agro-ecological zone, climate and 

traditional practices in the project area, SRI has been quite relevant as an intervention and it 

was appropriate on the part of BSWI to introduce the same. If Tata Trusts had played an 
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instrumental role in this regard, then the Trusts need to be commended for this intervention. 

SRI is basically an improved cultivation practice and it can be easily adopted by any farmer 

once the basic principles are understood (spacing between the plants, lesser number of 

seedlings, retention of root-stock). Its limitation has been that it cannot be applied to areas 

which are deficient in water or where water-logging occurs. However, the project area is 

characterized by a terrain where moderate water is retained in the field and, hence, SRI could 

be effectively utilized.  

 

In 2014, SRI was followed by 460 farmers 

from 18 villages in the project area against the 

target of 500 farmers (92 percent). The 

beneficiaries consisted of 248 SC (54 percent), 

208 ST farmers (45 percent) and 4 from the 

general category (1 percent).  However, the 

area covered was 500 acres as per the 

objective. There has not been much difference 

between the land holding of SC and ST 

beneficiaries. The SC beneficiary's average 

land holding was 1.10 acre whereas that of ST 

was 1.06 acre. The records maintained by the 

Project administration were perused wherein 

the details of each beneficiary were 

systematically recorded. In 2015, till the time of inquiry, an additional 300 farmers were 

identified and it was expected to add around 300 acres more under SRI cultivation. The 

Project has been providing an assistance of Rs. 2,000 to each beneficiary by way of seeds, 

fertilizers and pesticides as an incentive to shift to SRI. It was reported that an attempt was 

being made not to duplicate the beneficiaries in the succeeding years. Only the neediest and 

deserving farmers were assisted again.  

 

The beneficiaries met during the field visits categorically opined that there was a definite 

improvement in rice productivity due to SRI.  The enhancement varied from field to field but 

on the average the produce was multiplied by 1.5 to 2 times over the traditional practice.  

BSWI has reported a maximum yield of 75 quintals/ha in the project area (30 quintals/acre). 

From the details provided by the interviewees it appeared that traditional techniques yielded 

about 10 quintals of dhan (unhusked paddy) per acre whereas with SRI the yield was about 

18 to 20 quintals. In terms of food security this amounted to four to five months of additional 

staple food for a family of five. In monetary terms this amounted to an additional income of 

Rs. 6,000 to 8,000 per acre. Thus introduction of SRI has been clearly a relevant and 

remunerative activity.  

 

The real issue constraining the rise in productivity is the meager land holdings in the project 

area. A majority of farmers has less than one acre of land per family. The proportion is even 

lower among the ST families. Beneficiaries with small pieces of land are constrained to 

increase the production beyond a limit.  The increasing use of chemical fertilizers, pesticides 

and insecticides is also an issue. Although, SRI recommends lesser use of these, the farmers 

are tempted to use as much of chemical inputs as possible in the quest of higher yields. This 

SRI Cultivation in Progress  
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not only affects soil fertility in the long term but also increases the cost of cultivation which 

is one of causes affecting viability of agriculture.  

 

The financial assistance given by the Project is to popularize the technique. This cannot be a 

sustainable feature. However, this is well appreciated both by the beneficiaries and the 

Project. The beneficiaries were categorically asked whether they would continue practicing 

SRI even when the assistance was not forthcoming. The answer was mostly affirmative.  The 

beneficiaries also reported that they were now conversant enough to follow the principles of 

SRI and would not need hand-holding. The real handicap was the lack of easy availability of 

crop-loans. Agricultural credit cooperatives at the village level are expected to cater to this 

need but unfortunately these are not well developed in the project area. If this need is 

correctly satisfied then financial incentive from the Project may not be required in future. 

 

3.2 Vegetable Cultivation 

In order to enhance agricultural livelihoods, BSWI has also been encouraging vegetable 

cultivation in the project area. The annual target has been 50 acres and a budget of Rs. 10,350 

per acre has been provided.  Seeds, saplings, fertilizers and insecticides are provided out of 

this grant to the beneficiaries. In 2014, vegetable cultivation over 53 acres was supported 

which benefited 203 farmers. In 2015, till the time of inquiry, 51 farmers were assisted 

covering an area of 17 acres. The data of 200 farmers was perused which consisted of 104 

STs (52 percent) and 96 SCs (48 percent). All of these were kharif cultivators excepting 15 

farmers who grew vegetables in rabbi.  The areas were small, ranging from 1/10 to 1/25 acre. 

BSWI has been meticulously monitoring the yields of the beneficiaries. The marketing 

supervisor employed by Project was found to be painstakingly collecting details from 

individual farmers. BSWI has reported an additional income of about Rs. 1.2 million for 

these 200 odd beneficiaries (average Rs. 24,000 per acre). 

 

It was informed that although vegetable 

cultivation was not new in the project area, 

many of the poor farmers were not able to 

take it up in the absence of capital and 

irrigation facilities. Secondly, this was not 

being practiced systematically and, hence, 

productivity was low. The farmers did not get 

correct advice on seeds, planting techniques, 

doses of fertilizers and insecticides. They 

were guided (or misguided) by traders and 

shopkeepers. Therefore, BSWI undertook this 

activity. Along with providing inputs, the 

Project also provided training to the 

beneficiaries.  

 

Some of the farmers were met during the inquiry and their farms were visited in village 

Ranipur and Pathan Kandar. They grew vegetable crops like chilies, bitter gourd, bottle 

gourd, pumpkin, tomatoes, French beans and brinjal. It appeared that they cultivated their 

farms quite intensely and were appreciative of the support provided by BSWI. Crop yields 

Vegetable Cultivation: Remunerative Livelihoods  
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appeared satisfactory and the marketing niches carved out at select centres seemed to be 

contributing to remunerative incomes. The linking of seepage tanks and community ponds 

with vegetable cultivation also appeared to be a correct practice.  

 

In total, encouraging vegetable cultivation 

appeared to be a relevant and effective activity. 

However, it was not as path-breaking as SRI.  It 

appeared more as a welfare measure than 

agricultural innovation. Most of the 

beneficiaries were familiar with vegetable 

cultivation as this has been a traditional practice. 

BSWI's contribution has been mostly facilitative 

especially for the SC and ST farmers. The best 

practice is that the grant is administered through 

the SHGs and the beneficiary farmer is expected 

to return 75 percent of the grant to the group 

(although the extent of repayment in 2015 could 

not be ascertained). This would develop a corpus fund at the SHGs and they would be able to 

support more members in future. The sustainability of the program could thus be assured 

after the project period.  The problem of smaller land-holdings has also been pertinent but as 

this is a structural issue, an agency like BSWI cannot do much. It was noticed that the 

cultivators were making substantial use of chemical fertilizers and pesticides. As in the case 

of SRI, this would have implications both in terms of cost of cultivation and maintaining soil 

fertility. Although growing organic vegetables would be a far step, there is scope in 

introducing vermiculture and encourage the use of organic manures and herbal pesticides.  

 

3.3 Construction of Seepage tanks 

Another important project activity in agricultural development has been the construction of 

seepage tanks. The project area, being made of flat alluvial plains, does not have natural 

undulations.  Hence, the traditional practice of water conservation has been to dig ponds. 

These are both personal as well as collective. The ponds serve the dual purpose of irrigation 

and fisheries. This also could be viewed as a means of rainwater harvesting although they are 

not used for drinking water purposes. Rainwater harvesting through surface storage has been 

imperative in this area because underground aquifers have been very deep (600 to 800 ft).   

 

Considering the utility of small tanks, the Project undertook the activity of digging small, 

field level tanks for the target groups. In 2014, fifteen such tanks were dug at the cost of 

around Rs. 37,000 each (Tata Trusts' grant was Rs. 28,312 per tank, the rest was contributed 

as voluntary labor by the beneficiaries). The dimensions have been 40' x 30' x 15'. The tanks 

at village Panchpara, Banial, Fatehpur, Bhalukhoka and Ghakshole were visited. The 

beneficiaries were small farmers who otherwise did not have any means of water storage. As 

the visit was made during the rainy season, all the tanks were half-full.  It was reported that 

by the end of monsoon, the tanks would be full and water could be utilized for the cereal or 

vegetable crops.  Some of the farmers had already planted vegetable vines along the 

periphery of the tanks. Fish could also be reared. BSWI has estimated that these 15 tanks 

irrigated around 10 acres of agricultural plots from which an additional income of Rs. 

Marketing Niches in Weekly Bazaars  
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1,40,000 was obtained. It was also reported that from each tank fish catch worth Rs. 5,000 

could be harvested every year.  

 

Considering the topography of the project area and 

the need for water storage, this activity also 

appeared relevant and effective. Traditionally, 

such ponds existed near homestead plots. Though 

fish could be reared there, they could be only 

marginally utilized for irrigation. Compared to 

those, the field based tanks have better utility as 

the need for protective irrigation after the monsoon 

could be easily satisfied by them. These tanks also 

appeared to be good demonstrations as to how 

capital assets could be built with local labor. 

Ideally, such works should have been undertaken 

under the National Rural Employment Guarantee 

Act (NREGA). Earlier some such works were supported under the NREGA but as the 

program has been currently suspended, the support has not been forthcoming. It was reported 

by the Pradhan (Head) of Gajole-II Panchayat that the payments of the labor work carried out 

in 2014 have not yet been settled by the State Government. This has been a very 

discouraging situation. NREGA has great potential not just in providing in situ wage 

employment to laborers but also in developing capital assets which bring stability to 

agriculture. NREGA is also conceived as a right to employment, and not just as a welfare 

scheme. The silver lining is that these demonstrations by the Project would prove to be 

practical guidelines on which the Panchayat could plan future works.  

 

3.4 Community Ponds 

As mentioned before, Gojole block has more than 500 community ponds.  These have been 

the traditional water harvesting measures. They are relevant in modern times as they satisfy 

both the ecological and social needs. However, in the absence of collective responsibility, the 

full potential of the ponds has not been realized in the current times.  Most of the ponds are 

silted and collective arrangements for sharing this common property resource have either 

weakened or weathered away.  The situation has been broadly symptomatic of the whole 

central-eastern India where such ponds traditionally existed.  

 

Considering this need, the project aimed to rejuvenate the community ponds in Gajole 

Panchayat. A budget of Rs. 1,00,000 per pond was estimated with a local contribution of Rs. 

30,000.  In 2014, the project completed ten ponds in ten villages as per the target which 

benefitted 120 farmers who were linked to the sites. More than 2,500 labor-days' work was 

generated. BSWI encouraged fish cultivation on these ponds and it has been reported that on 

the average each family would get an income of more than Rs. 3,000 from the fisheries.  

 

Community ponds at village Sarkandar, Bhalukhoka, Baniyal and Chilimpur were visited and 

a case study of the Pakua Collective at Sarkandar was made. The average size of the ponds 

was about 200' x 200' and they seemed to be located at the confluence of water channels. As 

these were traditional sites they had natural inlets and outlets.  It appeared appropriate to 

Seepage Tank at Panchpara  
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deepen the ponds and increase their utility. It was informed by the beneficiaries that as the 

utility increased there was a subsequent increase in the lease-amount levied by the Panchayat. 

For example in the case of Sarkandar pond, the earlier lease amount was Rs. 1,000 per year 

which increased to Rs. 4,000 per year. This is a testimony of the fact that the pond's 

productivity has enhanced.  This would also augment the resources of the panchayat.    

 

As observed in the case of seepage tanks, here also the works should have been ideally 

supported under the NREGA. Though NREGA has been dysfunctional it was informed that 

this program is on the rural development agenda of West Bengal Government and funds 

might become available for such works.  If that is so, then BSWI would have to involve into 

local and state level policy-advocacy efforts. 

 

The case study of Pakua Collective informed that although community water resource could 

be augmented through technological intervention, it needs to be accompanied by social-

motivational efforts for ensuring equity. The Pakua collective is on the pond of Sarkandar 

and its water is shared by 21 SC farmers in the vicinity. The list of farmers and their 

respective landholdings benefited by the pond is provided in Table 2.  

 

Table 2: Landholding Details of Pakua Collective 

No. Name of the Farmer Land in 

Bighas 

1 Suren Mondal 7 

2 Satis Chandra Sarkar 4 

3 Nandan Mondal 5 

4 Medhabendra Mondal 2 

5 Bhola Mondal 2 

6 Shital Mondal 1 

7 Ganesh Mondal 1 

8 Sahadeb Mondal 1 

9 Lakhindar Mondal 5 

10 Satalu Mondal 2 

11 Monu Mondal 2 

12 Sanatan Mondal 3.5 

13 Satya Mondal 2.5 

14 Bhantu Mondal 3.5 

15 Lokesh Mondal 2.5 

16 Ranjit Mondal 2.5 

17 Sadhan Mondal 2.5 

18 Ananta Mondal .75 

19 Shankar Mondal 4 

20 Basanto Mondal 3.5 

21 Tapash Mondal 3 

 Total 60.25 

 

It can be seen from this list that the landholdings differed considerably from farmer to 

farmer. The present system of utilizing the water is that each farmer arranges his/her own 

Community Ponds: Need for Equity  
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diesel pump and irrigates his/her field. As the 

adjoining fields are varying, it results into 

inequitable distribution of water. The fish 

produce is distributed equitably but the same 

system is not applied here. The farmers 

reported that so far they have not considered 

the issue and there have not been any conflicts. 

The same response was obtained from BSWI.  

It might be true that so far this issue has not 

caught the attention of the concerned 

stakeholders but if the system of water 

distribution is to be institutionalized then this 

issue needs to be considered.  Otherwise it may result into inequitable distribution and could 

be a possible cause of discontent. There are simple ways of ensuring equity in water 

distribution and it is essential to apply these for sustaining the collectivities. Once an 

equitable system is put in place, then those having surplus share can sell/barter their water to 

other farmers.  BSWI is desirous of promoting collectives of farmers on these ponds.  If these 

collectives are to function effectively, then these issues need to be addressed at the outset.  

 

3.5 Release of Mortgaged Lands 

As mentioned earlier, there is heavy indebtedness in the project area and many of the farmers 

have mortgaged their lands to the moneylenders. Once the land is mortgaged, the owner 

cannot cultivate it and is deprived of this crucial livelihood option.  He/she becomes a 

landless laborer and the family is further pushed into poverty and deprivation. There is also 

an eminent danger that they might lose the land. There are protective laws for safeguarding 

the interests of tribal farmers but the laws are easily circumvented by the rich and powerful 

people. Considering this situation, the Project has incorporated a component of releasing the 

mortgaged lands.  This is being attempted through the SHGs. The SHG is expected to 

provide a loan to the beneficiary with which, s/he could release the land. There is no financial 

provision from the project budget.  The amount is granted from the savings of the SHG.  

BSWI monitors the selection of beneficiaries and whether the land is actually released.  

 

The target for 2014 was modest: release of five acres of land. This has been achieved and 

fifteen farmers have been benefited. While interacting with these farmers it was realized that 

the issue of land mortgaging has assumed serious proportions in the project area. As 

mentioned earlier, the bench mark survey carried out by BSWI in 2012 has found that more 

than 70 percent families had mortgaged their lands.  A case would illustrate this issue. 

 

A young man, Laxmiram Murmu (25) of Bajda Pada of Sarakandar village was interviewed. 

He was studying in final year of M. A. course.  His father, Mondal Murmu who used to run a 

cycle-van had 2.5 bighas of land which also included 0.75 bigha land-patta received as part 

of the land reform program of the State Government.  The Government has been 

implementing the Ceilings Act of 1955 and as part of it had granted 0.75 bigha land to 

Mondal Murmu in 1989-90.  Mondal had two daughters and a son, Laxmiram.  He had 

mortgaged the 0.75 bigha patta land in 2008 to one SC moneylender in a nearby village for 

Rs. 13,000. The reason was son's education. He had married off one of his daughters and the 
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third one was currently studying at high school. As he could not manage his family within his 

meager means Mondal had also mortgaged the other two pieces of his land (0.5 bigha for Rs. 

5,000 and 1 bigha for Rs. 15,000) to other moneylenders. Unfortunately, Mondal died due to 

consumption and exhaustion in December 2014. His wife, Minoti Hembram was a member 

of the local SHG and she was given a loan of Rs. 7,500 to release the mortgaged land.  From 

this amount she released the 0.5 bigha land.  The rest Rs. 2,500 were used for the son's 

educational needs. The rest two pieces are still mortgaged. They are cultivated by the 

respective moneylenders and no produce is given to Minoti's family.  

 

This case is a representative one and would illustrate the severity of the problem in the 

project area. Some of the other members of this SHG had also mortgaged their lands. Three 

major reasons were reported on account of which land mortgaging took place: marriage, ill-

health and education. In the meeting of the SHG leaders, it was informed that marriage 

expenses in SC households ranged from Rs. five lakhs to ten lakhs whereas for ST 

households it ranged from Rs. two lakhs to five lakhs. Landless laborers and marginal 

farmers found it extremely difficult to raise this amount through their daily means. Ill-health 

of a family member or accidents and calamities were another cause.  The high costs of 

medical treatment forced the people to mortgage their assets. Third reason was children's 

education which is amply demonstrated by the above case.  Laxmiram being a tribal student 

received free education and a scholarship of Rs. 8,400 per year at the graduation level but he 

had to bear a number of other expenses. It was reported that day by day education was 

becoming an expensive matter and parents had to shell out a substantial portion of their 

earnings.  

 

After discussions with various other community groups in the project area, it was realized 

that unless the issue of land mortgaging (alienation of land) was tackled, the gains caused by 

livelihood ventures like SRI or vegetable cultivation could not be sustained. BSWI has been 

aware of this problem and has made efforts to prevent indebtedness and land-mortgaging. 

The Project has reported in its annual progress report of 2014-15 that till date 213 SHG 

members had released their mortgaged lands by taking loans from the SHGs. This is a 

welcome measure but it appeared that this problem needed to be systematically tackled as it 

has been a continuing one.  As seen in Minoti's case above, even if one piece of land is 

released the conditions which force these families to mortgage lands remain constant. If these 

families do not get easy access to health and education and if they remain victims of 

extravagant social customs then the danger of land alienation would always loom large. 

 

3.6 Goat Rearing 

In order to provide a supplementary means of income to poor women, the project has 

implemented a scheme of goat rearing. The scheme was designed after the inputs of a 

consultant. A unit consisting of four females and one male goat was purchased from the open 

market and granted to a deserving beneficiary. The budget was Rs. 14,200 which also 

consisted of constructing a small hut for housing the goats.  The cost of the construction 

ranged from Rs. 6,000 to 7,000. The contribution by Tata Trusts was Rs. 10,650 per unit and 

the rest was to be contributed by the beneficiary. The target for each year has been 30 units 

and for 2014 this has been achieved. A separate provision for imparting training to the 

beneficiaries was also made and accordingly the training was undertaken. 
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The beneficiaries were met in their respective villages and a special focused group discussion 

with all the beneficiaries was also arranged at Panchpara. It was seen in the field that the huts 

were properly prepared and the goats were accommodated there. From the 30 units 

administered in 2014-15, beneficiaries reported the progeny of 10 kids. This is not as per the 

expectations of the project design but it was clarified that the goats were given only seven 

months back and, hence, more kids could be expected in the coming months. Some of the 

members reported higher mortality of the young goats due to a peculiar disease. Although the 

assistance given is a grant, the beneficiaries are expected to give back one kid to the SHG 

which would be given to another deserving beneficiary.  

 

In the previous years, BSWI has implemented 

the goat scheme and the Project has been 

familiar with the modalities.  The efficacy of 

goat rearing in adding supplementary income 

to poor households is established beyond 

doubt.  This measure is suitable especially for 

landless or land-poor families who do not have 

the means to maintain milch cattle. The risks 

are manageable and there are no marketing 

problems. The productive efficiency is also 

quite high and easy multiplication of the 

animals occurs. Therefore, the activity has been 

quite relevant.  

 

The issue in the present case is that funds are utilized for constructing a goat-hut.  This is as 

per the model suggested to BSWI.  However, after discussing with the beneficiaries it 

appeared that this amount could be saved and could be actually utilized towards covering 

more number of beneficiaries.  Goat rearing is a traditional livelihood activity in this area and 

the usual practice has been to tie the goats in the courtyards or verandas of the houses. 

Although a separate goat-hut is a positive feature its benefit is only incremental, especially 

when around half of the designated funds are blocked into that. In fact, it is the Trusts funds 

that are used for constructing the huts.  Had the beneficiaries been making these 

arrangements on their own then there was no issue.  During the interactions with the 

beneficiaries it was opined that they could very well implement the scheme even if assistance 

for a goat hut was not extended. Some of the beneficiaries also commented that the thatch 

huts would not last more than a year and they would have to again invest into it. If money is 

not blocked into construction of huts then a double number of beneficiaries could be covered.  

 

As observed in the case of seepage tanks, the goat scheme should have been ideally 

implemented with funds from government agencies like Integrated Rural Development 

Project (IRDP), Tribal Sub-Plan (TSP) or Integrated Tribal Development Project (ITDP), 

SC/ST Corporations and so on.  This is one of the favorite schemes of these agencies. It was 

reported that these offices are located either at Gajole or at Malda. It is true that the 

functioning of these agencies might not be efficient or transparent but as these funds are part 

of people's rights and endowments, they need to be accessed.  These tasks could be ideally 

Goat Huts: Rethinking needed  
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performed by people's organizations like the SHGs and their federation or other collectives as 

well as the panchayat.  

 

The efficacy and potential of the goat scheme could also be utilized by the SHGs.  Many 

SHGs have funds lying into their bank accounts - to the tune of Rs. 15,000 to 25,000.  They 

could utilize these funds and loan them to members for purchasing goats. As this is a 

productive activity, they could get handsome returns. This would be both a beneficial activity 

for the members and a measure for building up SHG corpus. When this idea was put forth 

before SHG leaders and goat beneficiaries they welcomed and appreciated the same.  

 

3.7 Promotion of SHGs 

As mentioned earlier the basic activity of the Project was the promotion of women's SHGs in 

the project area.  This served both as an entry point and the primary means of social 

mobilization. This activity was started in 2009 when the Project was initiated and at present a 

number of groups have been formed in the 20 villages. The year-wise formation of groups 

has been as shown in Table 3 below.  

 

Table 3: Formation of SHGs  

No. Year No. of SHGs 

1 2009 1 

2 2010 21 

3 2011 8 

4 2012 12 

5 2013 1 

6 2014 37 

7 2015*  6 

Total 86 

* Until April 2015 

 

The growth of SHGs has not been linear as can be seen from this Table. The process seemed 

to have truncated in 2012 and 2013 but it has picked up momentum in 2014. The SHGs in the 

project area have been functioning as per the prevalent model and practices followed in the 

country. Each SHG comprises about 10 to 12 members who make monthly contributions 

(ranging from Rs. 20 to 50).  The Project has provided individual passbooks to members and 

the groups are encouraged to open bank accounts and deposit the savings there. Loans are 

advanced to members as per their need. Some of the groups have been able to solicit loans 

from the banks. The details are presented in Table 4 below.  

 

Table 4: Details of SHGs in Project Area 

No. Item Details 

1 Number of SHGs 86 

2 Total Membership (No.) 947 

 SC Members 357 (38%) 

 ST Members 561 (59%) 

 General Members 29 (3%) 
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3 Amount of Savings till May 15 Rs. 8,12,100 

4 Amount of Bank Loans Received 

(till February 2015) 

Rs. 6,93,996 

5 Recovery of Bank Loan till May 15 Rs. 4,12,264 

 

Although the savings amount of the SHGs has been limited, they have been able to leverage 

funds from the banks and the recovery rate has been satisfactory. The Project has planned to 

provide a grant to SHGs for developing their corpus (Rs. 7,500 per SHG for 50 SHGs in a 

year). The target for 2014 was achieved and Rs. 3,75,000 were disbursed to the Groups. 

Thirteen SHGs subsequently loaned Rs. 88,875 out of this amount to their members. 

Although this measure is a welfarist one, it would provide due incentive to the SHGs of poor 

women. There lies its utility. As such SHGs should be encouraged to borrow funds from 

banks and financial institutions and they should not be dependent upon doles.   

 

The SHG members were met in their 

communities and a collective meeting of the 

leaders as well as that of the federation leaders 

was organized. These SHGs appeared dynamic 

and the concept of self-help was properly 

understood by them. The passbooks and SHG 

registers were perused in the field.  They were 

meticulously maintained but except the 

passbooks, the stationary was not printed and 

standardized. It was expected that for a 

program of this size, printed and standard 

stationary be provided to all the SHGs.  It was 

also noticed that while bank transactions were 

carried out by the group members, the records were maintained by the VLWs of BSWI.  It 

was informed that as most of the members were illiterate, it was necessary to extend this 

support to the groups.   

 

After interacting with the SHG members it was felt that while savings and credit functions 

were properly instituted, considerable inputs were still needed for raising social awareness. 

The members seemed aware of social problems like early marriages, extravagant marriage 

expenditure, alcohol addiction of men, domestic violence and ill-health of women but it did 

not appear that as groups of women they were taking any action on them. Action also seemed 

lacking on tackling the lack of civic amenities like drinking water or anganwadis. Many of 

the members did not possess ration cards and could not take advantage of the public 

distribution system or the right to food. The members together presented a sizeable force in a 

panchayat but their participation in local governance appeared quite limited.  Apparently, 

they were not encouraged to proceed in this direction. As a result, their rights and 

endowments were not fully realized.  It also appeared that there was scope in promoting more 

SHGs as not all the target group families have been covered as yet. It is a positive feature of 

the Project that all the activities are routed through the SHGs but the SHGs have yet to 

become socially dynamic institutions.  

 

SHGs: Need for Capacity Building  



21 
 

The idea of a federation of SHGs has been mooted in the Project and an informal entity has 

been set up. Though the idea is laudable it is felt that it would need some more time. In the 

first place the number of SHGs needs to increase and secondly, they need to develop the 

skills and conceptual understanding to run a federation. In the absence of this, the Project 

will have to shoulder this responsibility and this would not be a sustainable activity. The 

prospective leaders were taken to visit a federation in the neighboring Jharkhad.  They would 

need more exposures of this kind. The 'Swayamsampoorna' federation initiated by Jeevika in 

24 Pargana could also be an example worth studying.    

 

3.8 Market Based Livelihoods and Enterprise Development 

As mentioned earlier the Project has carried out a study on 'Livelihood Options with Market 

Mapping and Value Chain Analysis'.  This was carried out by Shri Raja Menon, who has 

been an expert on enterprise development programs. This study was read and it is found that 

this has been an appropriate activity.  The study has identified the natural resource potential 

in the project area and after analyzing the existing value-chains has made succinct 

recommendations for further interventions.  The major recommendations include:  

1. Encourage composting in agriculture and decrease the dependence on 

chemical fertilizers, 

2. Expand the scope of SRI to wheat, mustard and vegetables, 

3. Encourage kitchen gardening, 

4. Continue deepening and re-excavation of water bodies, 

5. Initiate community based agri-enterprises, especially in mango and aim at 

realization of higher valuation, 

6. Encourage animal husbandry practices, 

7. Initiate off-farm livelihoods activities 

 

These recommendations are worth considering 

and the Project needs to dwell upon the same. 

The most important suggestion is with regard 

to mangoes and this needs to be acted upon 

immediately because this potential is not being 

utilized in the project area. The distress 

auctioning of mango trees could be prevented 

by providing loans through SHGs and helping 

the farmers realize better value for the trees.  

 

The Project has provided assistance to SHG 

members for starting petty shops and following 

the 2014 target, seven shops were set up with 

an assistance of Rs. 7,500 each.  Some of these shops were visited. The beneficiaries looked 

deserving and this appeared to be an appropriate activity. Similarly, two cycle-vans were 

provided at the cost of Rs. 12,000 each. This also appeared a genuine purpose. However, it is 

felt that such activities should ideally be carried out with bank finances and precious Project 

funds be used for innovative social development measures.  

 

Petty Shop: Deserving Beneficiary  
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In order to provide better market access to SHG cultivators, the Project negotiated market 

spaces with concerned authorities and secured designated sites in the weekly bazaars.  The 

sites at village Panchpara were visited.  It was found that this measure was an effective one 

as it provided due space and opportunity to those farmers who wanted to sell their produce 

directly to consumers. Though this localized solution is presented the larger issue of realizing 

remunerative prices for agricultural and horticultural products remains. As suggested by the 

above study, BSWI needs to focus on those issues.  

 

3.9 Training Programs 

As part of the Project, a variety of training and capacity building activities were undertaken. 

The reports of these events were perused and an attempt was made to gauge their efficacy 

during the focused group discussions.  Our evaluative findings on this activity have been 

summarized in Table 5. 

 

Table 5: Assessment of Training Programs 
Sr. 

No. 

Training Event Target set by  

Project 

Achievement as  

Reported by Project 
Evaluation Findings  

1 Strengthening of SHGs 

a Training Of 
SHG  

leaders  

200 heads for 
3 days 

216 SHG members have 
been imparted this 

training for 3 days.  

Activity successfully 

organized. Report and 

attendance properly 

maintained.  However, 

discussion on social issues 

warranted. 

b Assessment 

Study of SHGs 

One 1 (study report 

submitted) 
Report satisfactory. 

Recommendations need to 

be acted upon. 

c Training of SHG 

leaders in  

Federation 
grooming 

process 

25 heads 42 heads have been 

trained  

as per the willingness of 
the members. 

Training took place on 22-

23 Aug 14. Follow-up 

trainings needed to 

develop the conceptual 

understanding and 

modalities.  

d Exposure of 
Federation 

leaders  

25 heads 25 Members attended 
the Exposure program 

(staff & SHG leaders) 

Exposure visit to Ghashila 

(Jharkhand) organized. 

Language and commu-

nication constraints need 

to be sorted out.   

e Training of staff 

& mobilisers  

13 heads Training was imparted 

to 13 concerned staffs 

for 2-day duration. 

Training performed as 

per plan but more 

trainings needed. 

f PRA exercises 

in new villages 

10 villages PRA exercises were 

held in 10 villages 

where more than 600 
farmers participated. 

Activity successfully 

carried out in Aug 14. 

Useful activity to involve 

the community members. 

g Meetings with 

bank/NABARD 

4 meetings 4 meetings were 

conducted where a total 

of 123 SHG members 
participated. 

Report and attendance 

properly maintained but 

exact outcomes uncertain. 
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Our general comments on the training activity have been as follows.  

 The project has sincerely carried out all the activities as per the project design.  It 

appeared that proper planning was made before conducting the activities and all the 

targets have been achieved. 

h Meetings with 
PRI/Block office 

4 meetings 4 meetings were 
conducted with a 

participation of 312  

SHG members and PRI  

members & block 
officials. 

Activity properly 

documented, attendance 

correct but outcome is not 

adequately reflected in 

sanction of block level 

schemes. 

2 Agriculture 

a SRI campaign in 

new villages 

10 villages  Campaigns were 

conducted in10 villages 
where more than 600 

farmers participated.  

Campaign organized in 

June 14, timing correct, 

created the necessary 

environment for SRI 

adoption. 

b Farmers’ 

training in SRI 

200 heads – 1 

day  

389 farmers took part in 

the SRI training.  
Report properly 

maintained, attendance 

correct.  

c Farmers’ 
training in 

vegetable  

cultivation  

50 heads – 3 
days 

191 farmers have been 
 imparted training in 3 

seasons 

Report properly 

maintained, attendance 

correct. Training inputs 

confirmed by farmers. 

d Training in 
scientific goat 

rearing  

30 heads – 3 
days 

30 SHG members have 
been provided training   

35 persons participated 

out of which 30 became 

beneficiaries. 

e Training in 
composite 

fishery  

25 heads in 2 
batches 

59 farmers have been 
trained in 2-day duration 

training.  

Training undertaken in 

Aug 14. Found useful by 

farmers. 

3 International Day observation 

a Observation of 
World Food Day 

1 day 1 central level program 
has been organised.  

Program successfully 

organized.  

b Observation of 

International  

Women’s Day 

1 day Organized in March 15  Could not be organized in 

14 but did so in 2015. 

4 Strengthening Producers’ Groups 

a Training of goat 

keepers  

 

60 heads  60 members of the 

SHGs taken to field 

training cum exposure 
tour to BSWI’s earlier  

Projects (field training 3 

days &Exposure 2 
days). 

Exposure carried out as 

per plan.  

b Capacity 

building training 

for vegetable & 
fish farmers for 

collective 

marketing 

50 heads Training undertaken in 

Sept and December 14 

respectively (25 + 28 
participants). 

Training successfully 

carried out as per plan. 

Found useful by farmers.  
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 The attendance at the training program has been more than satisfactory.  This speaks 

of the excellent rapport BSWI enjoys at the field level.  This was also evident during 

the various meetings and interactions organized during the Evaluation. The training 

appeared useful to the participants and it increased the effectiveness of the programs 

implemented.  

 The reports of the training programs have been properly maintained with the list of 

the attendees and the minutes of the meetings. The documentation is of good quality 

and is easily accessible. 

 The training programs have been carried out within the stipulated budget.  A financial 

audit of the Project was carried out by the external auditors appointed by the Tata 

Trusts and they have found the systems and procedures satisfactory.  

 As for SHG leaders training, it appeared that raising the awareness on social issues 

needs to become a part of the training agenda. The issues relating to gender equality, 

domestic violence, political participation and leadership development may need 

greater emphasis.   

 

3.10 Project Management 

As mentioned earlier, BSWI has set up a field office at Gajole for the management and 

administration of the Project. While Mr. Sanjib Bhattacharya, Secretary of BSWI holds the 

overall responsibility of the Project, the day to day operations are managed by a Program 

Coordinator.  The Project has set up a sizeable human resource base for carrying out the 

activities. The Program Coordinator (PC) is assisted by two Cluster Coordinators. The twenty 

villages have been divided into two clusters and each Cluster Coordinator provides 

development support inputs for the respective area. The work of strengthening the SHGs is 

coordinated by a SHG Coordinator and this lady is assisted by a SHG Accountant/MIS 

Assistant. The grassroots level work is carried out by eight Village Level Workers, also 

called as Community Mobilisers. These are all local women. For establishing market 

linkages and facilitating market-related operations a Marketing Supervisor is appointed. The 

support staff consists of an Accountant and an Office Assistant. The details of the staff in 

terms of their age, educational qualifications, work experience and job responsibilities are 

presented at Annexure III.  

 

It could be noted from this Table that the staff 

of 16 consists of 7 men (44 percent) and 9 

women (56 percent).  Although the proportion 

of women is notable, all the women are at the 

lowest rung (excepting the SHG Coordinator). 

The supervisory and managerial positions are 

all occupied by men. The average age of the 

staff is 35 years which is a welcoming feature. 

Excepting some of the VLWs who are 

appointed a year and half ago, most of the staff 

is experienced. Of the eight VLWs, four have 

been working since the inception of activities 

in Gajole area while the remaining four have 
VLWs: Better Deployment Needed  
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been recruited when the present project phase begun. Excepting the PC, staff positions have 

been stable and attrition rate appeared minimal.  

 

The staff was interacted twice: first at the beginning of Evaluation and secondly, at the 

debriefing meeting. Their work and performance was also observed during the field visits. 

The Project has assembled a good team of field workers who are sincere and experienced. 

They also appeared to have appropriate disposition and aptitude for this kind of work. Their 

rapport with the community was good and their services seemed to be appreciated by both 

men and women. However, it appeared that for a project of this magnitude (one panchayat, 

twenty villages) the human resource deployment was somewhat high, especially when the 

focus of the intervention was on livelihood enhancement and not on social reforms or 

political participation. It appeared that the potential of the VLWs was not sufficiently utilized 

and there was scope for extending their services to other villages. The principal task of the 

VLWs has been to promote and strengthen the SHGs. Each VLW has been looking after 

eight SHGs on the average. It was felt that if their inputs were properly arranged and 

rationalized, then they could promote/cover a higher number of SHGs. Older SHGs could 

easily carry out routine activities themselves and would need minimal support after a period 

of two to three years. In the same manner, the potential of the Cluster Coordinators could 

have been utilized on a wider area. It was felt that the Program Coordinator could play a 

more dynamic role by leading from the front and engaging with the beneficiaries directly, 

especially the youth. Similar dynamism is also expected of the SHG Coordinator.   

 

As the Project is far away from BSWI headquarters at Baradrone, a Local Management 

Committee has been established (LMC).  This has been a good practice followed in the 

Project. Two of the LMC members were interacted with. One was a mathematics teacher 

whereas another was a local farmer and businessman. It was noticed that the LMC provided 

the necessary anchorage for the Project and was also useful in resolving operational 

problems, if any.  

  

Monitoring, reporting and documentation systems in the Project appeared satisfactory. 

Records have been maintained meticulously and institutional memory has been in good 

shape. A managerial void had happened last year when the earlier PC left the position but 

this has been filled by the appointment of the present PC who is not only dynamic but also 

very well conversant with IT applications and reporting.  Project culture appeared open, 

collegial and enthusiastic.  

 

Review of financial systems and accounting was not within the purview of the Evaluation. A 

financial audit of the Project was carried out by the external auditors appointed by Tata 

Trusts in the first quarter of 2015.  As for budget, it was found that the provisions were 

reasonable and necessary systems for accounting and reporting were in place.   
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4. Conclusions 
 

4.1 Considering the problems in the project area and the needs of the people, it is found that 

BSWI's interventions in Gajole block of Malda district are relevant and appropriate. Poverty, 

inadequate means of production and governmental negligence are the main issues in this area 

and brunt of the situation is being borne by the poorest and most disadvantaged sections of 

the population i.e. SCs and STs.  BSWI has been an experienced voluntary agency in W. 

Bengal and its approach of enhancing livelihood options through better natural resource 

management and collective mobilization of people, especially women is appropriate.  

 

4.2 The Project has carried out all the activities as proposed in the proposal and the output 

targets have been met or even exceeded. The necessary human resource has been appointed 

as per design and proper systems of management and administration are set up through a 

field office in the project area. BSWI exhibits sincerity in its work approach and a 

commitment to changing the conditions of the disadvantaged people. There is also a 

demonstrated commitment to fulfilling the objectives of the Project and obligations to the 

funding agency.  

 

4.3 The broad outcome of the Project has been that a process of productive utilization of 

available natural resources has begun in the project area and it has resulted into better 

livelihoods for the beneficiaries.  The quantitative dimensions of the enhancement of 

livelihoods have been as reported in the previous section. Around 900 families have been 

benefited or positively impacted upon by the Project intervention in the first year of the 

current phase of the Project. The selection of the beneficiaries has been correct with more 

than 95 percent of them belonging to the SCs and STs.  

 

4.4 While the set of activities and programs has been appropriate, there have been various 

issues with regard to the effectiveness, efficiency and sustainability of the interventions. 

These are discussed successively.  

 

4.5 Popularizing SRI has been the principal activity carried out by the Project for increasing 

the productivity of rice, the basic staple food of the project area.  The appropriateness and 

effectiveness of SRI has been sufficiently demonstrated and it has been a correct step to 

introduce this technique in Gajole block. However, as pointed out by the EDP study, the full 

potential of SRI would not be realized unless it is backed by reduction in the application of 

chemical fertilizers and pesticides. It needs to be complemented with the increased use of 

organic manure. Programmatically, it would be proper to grant the input package only as a 

first time incentive and duplication needs to be avoided. This is also true of vegetable 

cultivation. These issues are mainly from the sustainability point of view. If the activity has 

to be carried out beyond the project period, then the resources need to be generated internally 

and ploughed back for future programming.  Hence, it would be important that if the farmers 

are benefited substantially, then they should return the seed capital back to the SHGs.  Unless 

this is done the program would remain welfarist and would serve as a short term, 

ameliorative measure only. 
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4.6 Digging of seepage tanks and deepening 

of community ponds have both been useful 

activities but they cannot become substitute 

for state programs like NREGA.  Putting in 

private capital for such civil works cannot 

become a long-term program.  The 

demonstrative value of such measures has 

been shown and the necessary technical 

wherewithal has been made available in the 

villages. The next logical step is that people 

assert for their rights and endowments and 

compel the state agencies to undertake such 

measures in the respective areas. The issue of 

equitable distribution of water and equitable 

sharing of benefits on the community ponds is very important. At present, the Project has not 

paid sufficient attention to that but it needs to be tackled urgently. If the Project could set up 

functional systems of equitable sharing, then it would be a path-breaking intervention.  

 

4.7 Release of mortgage lands is perhaps the most crucial agenda in the project area as more 

than 70 percent of the farmers' lands were mortgaged as per the bench mark survey. The 

Project has made interventions in this regard but their scope and extent has been limited. If 

the full potential of agricultural and horticultural programs is to be realized then the issue of 

land alienation should be tackled first.  There is actually a need to understand the exact status 

of land mortgaging among the beneficiaries so that a crash, time-bound program could be 

undertaken to release the lands.  To mortgage the land of tribal persons is an illegal activity 

and as such all such transactions would prove to be not just null and void but also punishable 

offences. But people need to become aware of this. The collective strength of SHGs could be 

ideally used for this purpose. It is true that unless poverty is reduced, the incidences of land-

mortgaging would not stop. From this perspective the livelihood enhancement measures 

adopted by the Project are laudable but it needs to be recognized that both these measures 

would go hand in hand.  One cannot be substituted for the other.  

 

4.8 True to its name, BSWI basically adopts a 'Welfare' approach in its work. It goes without 

saying that in India, welfare approach is needed for a significant section of population to help 

them overcome their daily hardships, struggles and adversities. However, as one moves up 

the ladder of social development, other approaches not only become pertinent but also 

inevitable. At those levels, income generation makes way to livelihood enhancement, 

awareness raising takes the form of conscientization, community gathering gets converted 

into social mobilization, and so on. In the same vein, encouraging the people to assert for 

their rights and endowments becomes essential as part of the intervention. For example, the 

problem of food insecurity can be tackled by increasing the productivity of agriculture or by 

paying grains in lieu of wages (food for work) but it can also be tackled by ensuring efficient 

functioning of the public distribution system and securing people's due rights to food. In 

terms of sustainability, people acquiring their rights and empowering themselves to do so is a 

Agriculture: Sustainability Matters  
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desirable strategy. It is felt that after 7-8 years of functioning in the project area, BSWI needs 

to make people aware about their rights and make suitable changes in its methodology.  

 

4.9 BSWI commenced its activities by promoting SHGs.  However, as mentioned earlier, the 

growth has not been linear. At present only about one-third of target group families have 

been covered under the SHG program.  The rest are still out of the orbit. Secondly, in terms 

of social development, the SHGs have a long way to go. Evidence all over the country 

indicates that SHGs are not just savings and credit groups but have the potential to become 

the means of socio-economic and political empowerment of women. There have been 

innumerable examples where SHGs have tackled the issues of domestic violence, alcohol 

addiction and atrocities over women. They have also effectively worked on health, education, 

drinking water and local governance. The SHGs formed in the project area need to move into 

this direction if the full potential of women's collectivities is to be unfolded.  

 

4.10 Of particular importance is the agenda of local self governance. It is noticed that the 

Panchayat Act (2003) formulated in W. Bengal after the 73rd Constitutional Amendment has 

been quite progressive.  The panchayats in W. Bengal are quite large and comprise of a 

cluster of villages by definition. The gramsabha of the panchayat therefore becomes an 

unwieldy mechanism. This is one drawback from the perspective of decentralized 

governance and participatory democracy. However, there is a provision of 'Gram-Sansad' in 

the said act. Gram Sansad is the assembly of all the voters of a polling station and is the 

forum for direct accountability of the gram panchayat to all its voters. The gram-sansad as 

the primary unit of governance has powers to guide and advise the gram panchayat in regard 

to the schemes to be undertaken and identify or lay down the principles for identification of 

beneficiaries. It is clearly mentioned in the Act that "A gram panchayat shall not ordinarily 

omit or refuse or act any recommendations of the Gram Sansad." There is also the provision 

for a 'Gram Unnayan Samiti' as the executive committee of the gram-sansad.1   

Unfortunately, it was found that the Project has not been aware of these provisions and has 

not encouraged the target group populations to proceed in this direction. It is high time that 

BSWI start encouraging not only its beneficiaries but also other people in participating into 

the gram-sansads.  With its mobilization of women, it has gathered the necessary strength to 

put these mechanisms into action.  Local self-governance coupled with local natural resource 

management is a more efficacious way of enhancing livelihoods. This would of course 

warrant the building of capacity (both conceptual and operational) of project staff. It would 

also need a dynamic project leadership who understands the political nuances.  

 

4.11 The Project has followed a good practice of selecting the beneficiaries through the 

medium of SHGs. However, this puts a natural constraint on its outreach. The Project has 

aimed to cover more than 2,700 families in the project area. At present, the membership of 

SHGs is only around 950. Thus if this principle is followed, then the Project would not be 

able to cover the intended target. For this either the SHG membership will have to be 

extended or the Project will have to go beyond the SHGs. As seen in Table 3, the number of 

SHGs has not increased progressively and a considerable number of target families are out of 

the SHG activity. Hence, there is merit in promoting higher number of SHGs and cover all 

                                                             
1 'Rural Local Governance in West Bengal' Article by M. N. Roy at http://www.atiwb.nic.in/index_htm_files/ 
Local_Self_Governance.pdf 
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the target group families. There is likelihood that those other women are members of the 

SHGs promoted by other organizations or agencies like NABARD (National Bank for Rural 

Development). In that case, it would not be proper to enroll them into Project SHGs. The 

Project will then have to move beyond the confines of Gajole-II gram panchayat. Alternately, 

it may have to select beneficiaries without the SHGs. This decision would be imminent if the 

target has to be achieved before the end of the project period (February 2017).  

 

4.12 While increasing the coverage of SHGs is important, it is also necessary that the groups 

become self-reliant. As these groups are made of SC and ST women, a good deal of hand-

holding was necessary.  This has been adequately provided by the Project but now the SHGs 

need to stand on their feet. They also need to have higher turnover of internal credit. SHGs 

by definition are self-reliant entities. A group like Sagen Sakam in Chilimpur has exhibited 

this potential. The group was established in 2010 and has been consisting of 12 tribal women. 

They have not only built a solid savings and credit activity but have also been managing a 

piece of common land in which a community pond has been excavated.  The group sells the 

fish-catch and also grows paddy in the adjoining area. They have built a small office in this 

land and carry out various activities from there. They have helped the members to release the 

mortgaged land. Such examples need to multiply. The leaders of such groups could become 

the facilitators and the burden on the VLWs could be reduced.  

 

4.13 One of the weaknesses observed in the 

Project was the lack of work among the youth. 

The issues of livelihoods, governance and 

social development are going to be crucial in 

the coming generations. The youth therefore 

will have to be prepared to tackle these 

challenges. As there would be a natural limit 

in developing the potential of natural 

resources, off-farm or secondary and tertiary 

sector livelihoods need to be explored. The 

political awareness being developed among 

the youth also needs to be channeled 

constructively. They also need to be oriented 

to the wider issues of social development. 

Considering these aspects, it would be proper to establish rapport with youth and promote 

youth groups of both men and women. This would not only reinforce the present activities 

but would also provide a sustainable platform for future work.  

 

 4.14 Paucity of land resources is the real issue in the project area. The land reforms and land 

distribution programs have had a limited impact. The growth of the population in the last 

fifty years has also increased the pressure on land. It needs to be clearly understood that 

because of this structural limitation, efforts to raise the productivity of land will have limited 

impact. Secondly, agricultural incomes could never match industrial or service sector 

incomes. It is therefore imperative that off-farm or non-agricultural livelihoods are pursued 

by the coming generation. For this purpose education and skill development need to be 

encouraged and opportunities in agro-processing and agro-industries as well as in non-

Chilimpur: Sagen Sakam SHG  
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agricultural sectors will have to be explored. Fisheries are also an area where considerable 

opportunities exist. The youth in the project area will have to be oriented in this direction. 

The stability being brought about by the present interventions need to be capitalized upon so 

that decent livelihoods are obtained in future. In Baradrone area, BSWI has always worked 

with young people. So it has the necessary skills and experience. These need to be applied in 

Gajole area so that long term, enduring impact is seen.    

 

 

 

5. Recommendations 
 

5.1 To ensure the sustainability of the interventions, BSWI needs to make a correct 

assessment of what component of the Trusts' grant could be ploughed back into the SHGs 

and institutionally how this could be monitored. There is potential that part of the assistance 

provided under different schemes (SRI, Vegetable cultivation, Seepage tanks, Community 

ponds, goat-rearing, etc) could be returned to the SHGs whereby their corpus could be 

developed and the activities could be carried out beyond the project period. A correct system 

of assessing this potential be instituted at this juncture and the capital be monitored quarterly. 

 

5.2 For fulfilling the desired target of reaching up to 2,700 odd target families, the number of 

SHGs needs to be increased. Additionally, an avenue may be found to help the needy 

families not within the purview of the SHGs. If necessary the Project may go beyond the 

boundary of Gajole-II Panchayat and cover additional villages, within the same budget and 

human resource.  

 

5.3 To enhance the operational efficiency of the Project, the current human resource may be 

appropriately deployed so that their potential is fully utilized and additional families/villages 

can be covered. The Cluster Coordinators may be encouraged to extend their technical 

expertise to the adjoining panchayats to popularize SRI, vegetable cultivation and deepening 

of community ponds. Similarly, older and experienced VLWs may be encouraged to promote 

SHGs in other panchayats.  

 

5.4 BSWI may reassess the extent of land mortgaging among the target populations and 

redesign the interventions so that none of the lands remain mortgaged. Appropriate 

programmatic measures may be designed in consultation with SHGs.  

 

5.5 BSWI may encourage the beneficiaries and other citizens to organize 'Gram Sansads' in 

the respective villages and facilitate local self-governance. The citizens may be encouraged 

to activate the 'Gram Unnayan Samiti' to undertake various natural resource based income 

and employment generation measures and ensure the provision of basic civic amenities. (The 

West Bengal Panchayat Act, 2003 may be carefully studied).   

 

5.6 BSWI may also encourage the beneficiaries and their associations (SHGs and other 

collectives) to press for the implementation of the 'Right to Food', 'Right to Education', 'Right 

to Employment' and 'Right to Information'. The staff may be first informed about these rights 

and how to put them into action.  
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5.7 BSWI may also explore the possibility of implementing the 'Scheduled Tribes and Other 

Traditional Forest Dwellers (Recognition of Forest Rights) Act, 2006 and the Biological 

Diversity Act, 2002.  These Acts would not only empower the target group populations in 

their struggle for property rights but would also pave way for enhancing livelihoods. Of 

particular importance is the Bio-Diversity Act which would enable the residents to protect, 

conserve and manage the local biological resources.  

 

5.8 BSWI may also encourage the people and their collectives to insist upon their other 

endowments i.e. schemes under the NREGA, TSP, ITDP, IRDP and others. For this purpose 

the training and capacity building agenda may be separately designed.  If needed, district 

level advocacy may be undertaken in association with other organizations.  

 

5.9 For enhancing the value chains, the recommendations made in the EDP study may be 

considered and implemented. Of particular importance is the intervention with regard to 

mango trees. A special programmatic measure may be undertaken to prevent the distress sale 

of mango trees and enable the beneficiary to realize the full value of this asset. Similarly, the 

recommendation for undertaking composting and reducing the use of chemical fertilizers 

may be acted upon.   

 

5.10 The SHG procedures may be standardized and printed stationary may be provided to the 

groups. The training and capacity building agenda may also be suitably modified in the light 

of the suggestions made above. Social issues may be given priority and the members may be 

empowered to take part in local governance functions.  

 

5.11 The federation of SHGs may be instituted only when the stakeholders are fully 

conversant with the idea and had acquired the necessary competence to run the organization.  

 

5.12 The goat scheme may be redesigned to make optimal use of the available funds and to 

cover maximum beneficiaries possible.  

 

5.13 Equitable water sharing arrangements may be instituted on all the community ponds 

assisted by the Project and the same may be guided and monitored to ensure sustainability. 

Pilot experiments may be made which could be replicated subsequently.  

 

5.14 Work among youth may be initiated and youth groups be promoted in target villages.  

 

5.15 Training and capacity building agenda for project staff may be suitably redesigned in 

the light of the suggestions made above.   

 

_______ 
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Annexure I 

Terms of Reference (ToR) 

 

Baradrone Social Welfare Institutions, Malda District (West Bengal) 

 

 

Background: 

Baradrone Social Welfare Institutions, Malda Distrct (West Bengal) 

BSWI was established in the year of 1976 with an objective to accelerate social and 

economic change in rural areas. BSWI focused areas are education, livelihoods, health and 

women’s empowerment. The Trusts have supported pilot project in 2009-2010 which 

focused on formation of SHG groups and capacity building. The project has benefited more 

than 150 tribal women. The organization has completed second project supported by the 

Trust in March, 2013. The project was mainstreaming livelihoods of the tribal families 

through integrated activities. The major activities implemented under the project are 

integrated natural resources management (INRM) related emphasizing on increasing the 

households income. The project has made tangible impact on the lives of tribal families 

through suitable and diversified interventions at household level. The average income of the 

households has increased by Rs.15000/- to Rs.20000/-per year. The efforts are made to 

leverage government funds from government departments during the project period.  

Similarly, the activities which have received good response from beneficiaries in previous 

phase will be scale up with more number of households. More focus is on capacity building 

of the groups and institutional building for community ownership and sustainability of the 

interventions.  

 

The proposed project will supplement the existing activities in more intensive manner. The 

project will target the most deprived families from 20 villages from Gazole block, Malda 

district in West Bengal. The project emphasizes on existing land and water resources 

management and promotes supplementary livelihood opportunities based on farm allied. The 

major activities designed are land based (System of Rice Intensification/ vegetable 

cultivation/horticulture/farm ponds). The vegetable and SRI will be promoted on poor 

households’ land which is mortgaged with landlords. Similarly, the enterprise development 

for landless households will be promoted. A detailed market study will be conducted to 

understand the potential for future interventions. The market based relevant training will be 

organized for rural youths.  

 

Trust supported pilot project of Rs.18.43 lakhs for one year during 2009 - 2010. The grant 

was supported to form 25 women groups and initiate saving /credit among the group along 

with farming activities. Subsequently, second project was supported by the Trust of Rs.73.39 

lakhs for three years during September 2009 to March 2013.The project has benefited more 

than 2,000 households through integrated approached. The current budget is Rs. 151.24 lakhs 

over 3 years, out of which Rs.101.93 lakhs have been released.  

Purpose: 
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Purpose of the external review is to take stock and assess the progress of the program based 

on the program design and the activities planned for the project period.  

Objective: 

3. Monitoring and assessment of the project being implemented as outlined in the 

proposal. 

4. Objective assessment of the overall performance and quality of the project and 

suggestions for improvement 

Scope of the services: 

Undertake a field-based inquiry for each project (Jeevika and BSWI) and assess the situation 

on the ground including the partner’s main office. Meet with the stakeholders concerned who 

are part of the program implementation and research. 

1.Develop a thorough understanding of the project based on review of project documents 

(concept note, proposal, circular, grant letter, etc.), annual work plans, management 

information systems (MIS) progress reports and review reports (quarterly, six-monthly, 

annual), financial utilization reports, Trust-staff’s and / or resource agency’s field visit 

reports, etc. A round of discussions with the concerned Program team and M&E team to get 

some sense on the background, trajectory and expectations out of the review.  

2.The inquiry should comprise the following: 

a. Extensive discussions with members of the organization’s implementation staff, 

beneficiaries, community resource persons and other relevant stakeholders. 

b. Program monitoring including inputs, process and outputs monitoring against the 

approved budget and annual work plans, review project related documentation 

and tracking financial utilization 

c. Review of basic financial, human resource and administrative systems within the 

implementation organization 

d. Providing feedback to the implementation organization for addressing lacunae in 

planning and implementation, developing its people capabilities, improving 

community connect and stakeholder relationships 

e. Any others which are specific to the project.  

An analysis of the overall quality of the project being implemented. The parameters to 

determine quality can be mutually arrived at with the Trusts.  

Serious concerns relating particularly to quality of implementation and financial systems to 

be brought immediately to the notice of the Trusts.  

Analyze the core competency of the implementation organization and identify good practices 

that can be captured from a documentation perspective for learning and dissemination 

Final output: 

A detailed review report on each organization (20-25 pages including an executive summary) 

which includes: 

a. Background and brief overview 
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b. Methodology and process 

c. Findings - Observations regarding project delivery, human resource 

capability, financial and administrative systems, and specific challenges faced 

by the implementation organization 

d. Recommendations - specifically for the implementation organization, resource 

agency (if any) and the Trusts’ Program team along with expected timelines 

e. Core competency of the organization and things that are working well for the 

implementation organization and can be captured learnings and good practices 

f. Review itinerary and list of stakeholders met 

g. All necessary supporting material to supplement findings and 

recommendations 

 

The reports will be shared by the Trusts with the implementation organizations for their 

feedback and thereafter to be finalized by the Consultant within a week of receiving 

feedback.  

 

________ 
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Annexure II 

Evaluation Itinerary 

 

No. Date Activity Participants/Details 

1 13/07/15 Travel from Pune to Kolkata Evaluator  travel 

Briefing meeting with Project Holder Evaluator and Mr. Sanjib 

Bhattacharya Travel from Kolkata to Malda 

Halt near Gajole  

2 14/07/15 Introduction to Project staff and 

overview of the Project at Gajole office 

Project staff 

SHG Leaders meeting at Panchpara  65 women + concerned staff 

Meeting with Pradhan of Panchayat Officials and local staff 

Interaction with VLWs 8 VLWs + concerned staff 

Perusal of reports and documents  Gajole office 

3 15/07/15 Visit to goat-scheme beneficiaries Village Ghaksol 

Visit to petty shop owners Village Mirjadpur, Fatehpur 

SHG members interaction Village Dharohil 

Community interaction in the village Village Dharohil 

Visit to vegetable plots Village Ranipur, Pathan Kandar 

Visit to Market Stalls Village Panchpara 

4 16/07/15 Visit to SRI cultivation Village Bhalukoka 

Visit to Seepage tanks Village Panchpara, Baniyal, 

Fatehpur 

Visit to community ponds Village Sarkandar 

SRI  and fisheries beneficiaries meeting Village Sarkandar 

Perusal of training programs documents 

at Gajole office 

 

5 17/07/15 Meeting with beneficiaries of land-

release program 

Village Bajda Pada,  

SHG interaction Village Chilimpur 

Meeting with goat beneficiaries At panchayat hall, Panchpara (20 

women) 

Meeting with federation leaders At panchayat hall, Panchpara (15 

women) 

De-briefing and feedback session at 

Gajole office 

All staff and project holder 

6 18/07/15 Travel from Malda to Kolkata Evaluator, Project Holder and 

Program Coordinator Travel from Kolkota to Baradrone 

Meeting with the trustees of BSWI Six trustees 

Visit to BSWI farm and activity units  

Halt at Diamond Harbor  

7 19/07/15 Debriefing meeting  Evaluator, Project Holder and 

Program Coordinator Travel from Baradrone to Kolkata 

Travel from Kolkata to Pune Evaluator 
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Annexure III 

Project Human Resource 

 

Sr. 
No. 

Employee 
Name 

Gender Age Education Total 
Experience 

Experience 
in BSWI 

Designation Responsibility 

1 Prabir Kumar 
Mukherjee 

Male  34  B.A 11 Years 6 months Project 
Coordinator 

1) Linkage & liaison with 
district, Block, and G.P. level 

stake holders; 2) Facilities and 

coordinates various meetings ; 
3) Participate monthly meeting 

of staff; 4) Prepare monthly 

action plan; 5) Submission of 

reports to the Secretary in the 
formats developed on 

monthly/Half Yearly/ Annual 

basis; 6) Hand holding support 
to the staff; 7) provide training 

to the staff; 8) regular field 

visit; 9) close contact with 
Secretary; 

2 Sunil Baran 

Naskar 

Male  47  B. com 14 Years 7 Years Accountant 1) Preparation of Vouchers; 2) 

Maintain cash book, bank 

book;3)  posting the vouchers 
in to the Tally system; 4) 

preparation of fund book; 5) 

Preparation of monthly 
requisition;6) Linkage with 

Bank;7) close contact with 

Secretary as well as Team 

Leaders.   

3 Sanjay 

Kumar 

Thakur 

Male  28  B. com 4 Years 1.5 Years SHG Actt. / 

MIS Astt.   

1)To keep information of all 

SHG related accounts; 2) To 

report the team Lrader on thr 
programme of the work; 3) To 

assist the account preperation 

and maintanance; 4) To 

prepare monthly SHG's 
consolidated account report to 

the team leader. 

4 Anadi Naskar Male  59  Class-X 27 Years 27 Years Cluster 
Coordinator 

1. Extensive training for 
formation & organize different 

groups., 2. Preparation of 

monthly report and submit to 

the Team Leader in due time., 
3. Help and support Team 

Leader in review the monthly 

progress., 4. Organize meeting, 

5 Monoranjan 

Barman 

Male  42  Class-X 17 years 8 Years Cluster 

Coordinator 
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Training, meeting, workshop, 
different event with the 

community people, 5. Hand 

holding support to the village 

workers.6. Preparation of 
monthly plan of action and 

submit to the Team Leader 

6 Mrs. Swapna 
Ray 

Female 35 Class-X 8 Years 8 Years SHG 
Federation 

Mobiliser 

1) Contact with SHGs; 2) 
Formation of Federation; 3) To 

assists village workers for 

formation of SHGs; 4) Contact 

with Team Leader & Cluster 
coordinators; 5) Preparation of 

Plan of Action and Monthly 

Report and submit to the Team 

Leader.  

7 Bhagbati Pal Female 38 Class-VI 8 Years 8 Years Community 

Mobiliser 

1) Formation of SHGs; 2) To 
organize meeting with SHGs;  

3) Providing training on 

different livelihood 
programmes. 4) Contact with 

Cluster coordinator; 5) 

Preparation Monthly Plan of 

Action and Monthly report and 
submitted to the Cluster 

coordinator;     

8 Suraj Tudu Female 37  Class-X 8 Years 8 Years Community 

Mobiliser 

9 lila Roy Female 41 Class-X 8 Years 8 Years Community 

Mobiliser 

10 Susuma 
Rajbanshi 

Female 27  Class-X 8 Years 8 Years Community 
Mobiliser 

11 Pushpa Roy Female 25  Class-X 1.5 Years  1.5 Years Community 

Mobiliser 

12 Rumu Das Female 30 B.A. 1.5 Years 1.5 Years Community 

Mobiliser 

13 Sanchita 
Barman 

(Basak) 

Female 26  Class-X 1.5 Years 1.5 Years Community 
Mobiliser 

15 Sabina Mardi Female 32  Class-X 1.5 Years 1.5 Years Community 

Mobiliser 

14 Bidhan 

Sarkar 

Male  28  B.A. 3 Months 3 Months Marketing 

Supervisor 

1) Facilitate market linkages 2) 

Keeps contact with agricultural 

and fishery beneficiaries 3) 
Provide marketing support 4) 

Assist in sales and purchasing  

16  Bimal 

Chandra 
Sarkar 

Male      1.5 Years 1.5 Years Office 

Assistant 

1) Provide assistance to office 

staff and carry out office 
related services.  
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