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CHAPTER ONE: INTRODUCTION

1. Introduction

This chapter provides an overview of the Janajati Empowerment Project (JEP), its history
and the political contexts within which the project was conceptualized and designed. This
background information is important when reviewing JEP’s achievements in the changed
political contexts. JEP is a unique project for Nepal, and its experiences and learning will be
relevant for all concerned agencies (state and non-state) currently working or which aspire to
work with the indigenous communities of Nepal. This review report was prepared by
acknowledging the significance of JEP’s learning for Nepal Federation of Indigenous Nationalities
(NEFIN), Indigenous Peoples’ Organizations (IPOs) and other concerned agencies. The role of
JEP in supporting and strengthening (or weakening) the Indigenous Peoples’ Movement led by
NEFIN in Nepal can influence the future engagement between ‘Project’ and indigenous struggles
in Nepal, and in other parts of the world.

1.1. Project Background

1.1.1 Janajati Empowerment Project (JEP) was initiated at such a time when Janajatis' had a
heightened sense and intense feelings of collective deprivation of participation in all areas of
governance and of restricted access to state resources because of inadequate policies, programs
and a weak institutional framework that led them to low human development and low socio-
economic status’. It was also a time when significant sections of the Janajati population were
gaining a higher level of understanding of the historical processes of political suppression and
exclusion, military oppression, ethnic discrimination and disempowerment, cultural destruction
and economic marginalization and were trying to raise organized voices against persistent social
exclusion. It was a time of ethnic revival, contributing to the resurgence of identity politics
characterized by the claims of ethnic homelands and autonomy, the right to self-determination,
special representation rights, self-government rights, and cultural rights and so on®. It was a
difficult time for the then government as its popular base was eroding and the support base
(base areas) of the then rebelling CPN (Maoist) was expanding due to attractive agendas not
only for those affected by poverty but also for oppressed nationalities (Adivasi Janajtis), Dalits,
Madhesis and women. These agendas were a radical departure from traditional ideological
position of communist parties. Additionally, the armed conflict was spiraling, through ethnic
mobilization, to a new height. It was a time of disappointment for Janajatis because of the

! In JEP document, the term 'Janajatis’ is used to denote all groups of indigenous nationalities (Adivasi Janajati) or
indigenous and tribal peoples, both recognized (59 groups) and unrecognized by the government such as Munda,
Khadiya. It also encompasses the idea of '"Mulbasi' (original inhabitants or native peoples) as claimed by some political
groups both in its essence and instrumentality. As these different appellations carry the same essence and spirit, the
most popular appellation, Janajati’, has been chosen to signify nationalities, indigenous peoples, tribal peoples,
native peoples or aboriginals, first-settlers etc. in one world in this document.

2 ESP, 2002, Disadvantaged Janajati Empowerment Strategy.

® Several writers like Joanna Pfaff-Czarnecka ('Debating the State of the Nation: Ethnicization of Politics in Nepal' in
Ethnic Futures, 1999), Karl-Heinz Kramer (How representative is the Nepali State? in Resistance and the State:
Nepalese Experiences, 2002, and the 'Janajati and the Nepali State' in Ethnic Revival and Religious Turmoil, 2003),
Marie-Licomte-Tilouine ('The History of the Messianic and Rebel King Lakhan Thapa; Utopia and Ideology among the
Magar' in Resistance and the State: Nepalese Experiences. 2002. and 'Ethnic Demands within Maoism' in Himalayan
People's War', 2004). Colin Millard ('Democracy and Dissent in Nepal: An Overview with some Perceptions from the
Valley of Dhorpatan in Resistance and the State: Nepalese Experiences. 2002.), ). Whelpton ('Nine Years on: the 1999
Election and Nepalese Politics since the 1990 Janaandolan in European Bulletin of Himalayan Research 17:1-39, 1999).
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failure of the Ninth Plan to address their deprivations, poverty and underdevelopment, all
inevitable consequences of the reluctance of the major ruling parties and the government
towards Janajati development. This disappointment was heightened by poor implementation of
policies and programs of social inclusion of the Tenth Plan due to inadequate resource
commitment and allocation and devoid of institutions for the execution of such initiatives®.

1.1.2. At this time, though the changed political context had created an opportune moment,
NEFIN was facing tremendous challenges due to resource constraints which hindered the
organization’s ability to intensify its movement of dismantling structural barriers of social
inclusion and removing discrimination and exclusionary institutions and processes. NEFIN and
IPOs lacked tangible resources like financial resources, material resources, physical
infrastructures, space and publications. These difficulties were compounded by the lack of
human resources such as personnel skills, technical expertise, leaders capable of devising
innovative strategies and tactics, the time and commitment of individual activists, access to
networks, decision makers and societal resources including efficient and broad-based
organizations, social status, and issue recognition to effectively carry out collective action”. It
was also a time for these organizations to transform political threats into political opportunities.
They had to create a favorable environment for their activism at a time when their voices were
hardly heard by key actors and agents. They needed to create awareness among Janajatis,
mobilize their activists/cadres, create public support and build alliances with civil society
organizations and other like-minded groups. It was also crucial that they find ways to mobilize
resources to achieve these goals. As social inclusion was one of the strategic pillars of the
poverty reduction strategy of the Tenth Plan/Poverty Reduction Strategic Plan (PRSP), donors
and development partners of Nepal started to show interest in investing in targeted programs
for social inclusion, the thrust of which was on Dalits, and women empowerment, as in the past.
The DFID, one of the major donor/development partners of Nepal, made public in 2004 in its
County Assistance Plan that the overall purpose of UK development assistance to Nepal was to
reduce poverty and social exclusion, establishing the basis for lasting peace®. DFID became the
first donor to realize that the most effective way to address the exclusion of Janajati was to
support representative organizations (NEFIN and IPOs) in their mission to empower Janajati
communities to influence the state and policy regimes on their own behalf. Through its Enabling
State Program (ESP), DFID endorsed NEFIN’s JEP proposal.

1.1.3. After several rounds of consultations with Janajati stakeholders (Indigenous Peoples (IPs),
Janajati activists and experts) at the regional level and central level, the project proposal was
prepared with the consensus of all concerned. The Project (JEP) was finalized after a series of
meetings and discussions between NEFIN and ESP/DFID and an agreement was reached on
February 3, 2004 for project implementation.

1.1.4. JEP implementation began on September 1, 2004. After the completion of the six month
inception phase, the project document was reviewed for necessary amendments and additions

* Krishna B. Bhattachan and Sarah Webster had conducted a study to review the progress of PRSP/the Tenth Plan
(2002-2007) to identify interlinked issues of indigenous peoples, poverty and conflict in Nepal after two and half years
of its implementation and found that indigenous peoples were not benefitting from PRSP due to its inherent flaws in
its approaches and implementation.

> Management audit and institutional capacity assessment of the indigenous peoples' organization conducted in early
2003 revealed that IPOs had limited resources and capacities to carry out collective actions successively to achieve
desired outcomes.

® DFID, February 2004. Nepal Country Assistance Plan.



were made in light of experiences gained in the course of the project’s implementation. Several
sessions of intensive interactions and consultations with stakeholders and Janajati experts were
organized to review and revise all project documents. Finally, a three day workshop including
stakeholders, project implementers, IPO officials, activists and Janajati experts was organized.
From this workshop, the final shape of the revised version of the JEP document accommodating
the conclusions, views and ideas of gathered in the consultation and interaction sessions was
crafted. Additionally, the JEP Logical Framework was modified by the inclusion of some
amendments and additions to the document.

The project was extended in July 2007 with some revisions in project documents to
meet the new challenges and address new issues in the changed context after extensive
consultations with stakeholders, activists and experts. New areas of actions have been identified
to yield similar outputs such as enhanced institutional capacity, increased awareness for rights
assertions, improved socio-economic status of HMJ's and foster a conducive policy environment
to address Janajatis’ issues.

1.1.1 Purpose of the Project

1.1.1. The overall purpose of JEP was to increase the participation of Janajatis in socio-economic
and political processes at all levels. In the first phase of JEP, the project aimed:

e to strengthen NEFIN’s organizational and institutional capacity so that its profile as the
umbrella advocacy, right based representative federation of indigenous peoples’
organizations would be raised nationally and internationally

e to enhance professionalism and improved management of IPOs so that they will become
more transparent, accountable, and efficient to mobilize their communities in asserting
their rights

e to improve the socio-economic status of HMJ households ( 40 % of the households of the
project areas) by increasing access to productive resources and income, and

e to achieve better janajati participation and representation in national policy making
bodies, national level civil society forums and other important governance bodies.

In the extension phase of JEP, the focus, in the changed political contexts, shifted more
towards advocacy for ensuring the proportional representations of Janajatis in the restructuring
of the state and the Constitution Assembly (pre-election and the post election period). The
overall purpose remained the same, with emphasis on accomplishing the following
achievements at the end of project:

e Janajatis are represented to ensure inclusive state by involvement at all levels of
policy/decision making bodies such as Constitutional and State Restructuring
Commissions

e Provision and enactment of affirmative action in favour of Janajatis

e Representation of MJs/HMIJs in local bodies and organizations increased by 10-15%
compared to year 2007. (see Annex 1 for the JEP logical framework).

1.1.2. JEP Approach

JEP was designed as a right based project. In designing the project, NEFIN faced the
challenges of addressing the differential socio-economic status of janajati communities and the
institutional development of their indigenous peoples’ organizations (IPOs) without comprising
the need to foster the collective solidarity and participation of all IPOs in the pan-janajati



movement. JEP aimed at capacity building of the IPOs and at making janajatis’ communities
more aware of their rights to encourage janajati communities to influence the state and policy
regimes so that their participation in socio-economic and political processes at all levels would
increase. But many of the highly marginalized Janajatis (HMJs) suffered from deprived socio-
economic conditions due to the exclusionary effects of previous state policies and programs.
They also lacked organized indigenous organizations. Therefore improvement of the socio-
economic conditions of these HMJs was essential for strengthening their IPOs and vice-versa.
Based on review of the inception phase, NEFIN expanded JEP’s scope to address the common
‘shortcomings’ of janajati organizations as well as to address the specific needs of HMJ groups.’
The project implementation modality was designed to address the dual challenges of IPOs and
HMJ groups. Hence JEP was designed as a project to focus on strengthening the capacity of IPOs
and their federation, and to empower the socio-economic conditions of HMJs.

1.1.3 Outputs of the Project

Four outputs of the project, including of the extended period, were as follows:
As per JEP Addendum to the Project document, As per JEP Project Extension Proposal, July

May 2005 2007
1. More representative, efficient, accountable 1. Institutional capacity of NEFIN, IPOs and
and transparent NEFIN and IPOs. DCCs strengthened.
2. Increased awareness among Janajatis of their 2. Increased awareness among Janajatis to
rights and improved ability to collectively assert their rights.
assert them. 3. Socio-economic status of HMIJ/MlJs
3. Socio-economic status of HMIJs improved improved
through enhancing capacity of IPOs. 4. Conducive policy environment developed
4. Janajati issues addressed and accommodated to address Janajati issues.

in policy regime.

21 indicators were pre-determined to assess the progress and achievement of four expected
outputs in the JEP logical Framework. An additional 18 indicators were specified for the four
intended outputs during the extended period of JEP that would demonstrate the set
achievements stipulated in the project proposal (see Annex 1 for the Project Log Frame).

All together, 54 program activities were implemented in three years (2004-2007) in different
parts of the country with aims to achieve the four outputs. In the extended period of 16 months
(September 2007 to December 2008), 49 program activities are under implementation to gain
further advances in yielding updated outputs.

1.1.4. Project Management

NEFIN was the project’s apex organization with the primary responsibility of
coordinating and monitoring the project activities. The NEFIN secretariat at Kathmandu, headed
by the general secretary (now chairperson), is the implementing unit under the NEFIN Federal
Council and a Project Steering Committee. NEFIN District Coordination Committees (DCCs) are
responsible for coordinating and monitoring the project activities in their respective district and
communities. NEFIN’s IPOs are the implementing units for the project activities at community
and district levels. At the implementation phase of the project, many of the HMJs did not have
their own IPOs in operation so NEFIN decided to implement income generating activities directly

7 JEP Addendum to the Project Document, 2005, submitted to ESP/DFID Nepal, NEFIN.
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in these HMJ communities®. In other HMJ groups with established IPOs, NEFIN implemented JEP
activities through these IPOs. JEP had a team of 20 project staff in the first phase, out of which
3.were field based in order to support and monitor project activities in 9 districts. Volunteer
contributions of IPO leaders and workers were considered as ‘social capital’ to be mobilized for
the project’s successful implementation. JEP has a small team of project staff who could not
effectively manage the volume and coverage of JEP project sites and activities. This has been
one major hurdle to more effective management of JEP. JEP has a steering committee
comprising of representatives of IPOs, Federal Council, Ministry of Local Development, and
Social Welfare Council. The steering committee holds meetings in each three months. The
progress reports of JEP are also shared with IPOs in the Federal Council meeting that is held
once in six months. JEP’s quarterly progress reports are uploaded in NEFIN’s website for public
sharing.

1.1.5. Project Action and Change Model

The project is built on the logic that if the organization lacks resources, it cannot initiate
or intensify collective action to bring changes in the status quo as expected, but conversely, if an
organization is resourceful, it can effectively carry out collective action to bring about the
intended changes in an unacceptable status quo. With JEP, NEFIN primarily acquired financial
and technical resources which helped NEFIN and IPOs to enhance their institutional capability to
take collective actions on a wider scale in influencing agenda setters and policy makers, and in
transforming adverse situations into political opportunities.

Programs activities have been designed taking into account the outputs and outcomes.
Program design also considered the potentially determining roles of political, non-political and
state actors, all of whom have the ability to mediate the outputs and outcomes of the project.
The role of actors who can mediate the actions in operationalization has also been noted in the
program design (Figure 1). JEP staff members work as technical associates and sometimes as
facilitators in managing and carrying out project activities (actions). NEFIN with DCCs (meso
level), IPOs with their districts/municipality levels (meso level), village (micro level), and
grassroots level (ward level) are the real actors or organizational units to plan, direct, manage
and carry out activities. The actors or implementers naturally own the project and its program
activities as they are responsible for implementing and translating them into action. The
reviewers of the OPR® have probably mistaken the affects of the differential roles of actors, the
potential confusion of roles, the inadequate coverage or non-coverage of certain areas due to
rigidity in program activities and the austerity in budget allocation as indicators of weak
ownership of project®.

JEP was a challenging project because of its lofty purpose and outputs, the weak
managerial capacity of particular project implementers (key actors), and well-entrenched
traditional power strongholds in the role of determinants who could mediate or compromise
the expected project outputs and outcomes. In order to address these challenges and achieve

& This information is based on discussion with JEP staff. Now many representatives of HMJ IPOs complain that while
implementing JEP, they were bypassed. This view is also shared by DCCs in these districts. See chapter two for the
discussion on this issue.

o Janajati Empowerment Project Output to Purpose Review, Final Report, November 2006.

10 Participants of focus group and in depth interviews expressed serious reservations on statements (findings) within
the OPR report like "weak project ownership ... by NEFIN Secretariat and IPO..." "...project efficiency compromised
because of a large number of districts..." and “.. ..The approach taken to build the capacity of Janajati organizations
has been weak". They were more concerned with the interpretive paradigm the reviewers used and the methods of
inquiry they employed.



its project goals, JEP was envisioned to utilize the enormous social capital available to NEFIN as
an umbrella organization of IPOs. The representative nature of IPOs and their broad
organizational base, the cooperation of Janajati experts and Janajati political workers
irrespective of political affiliations, the spirit of volunteerism among IPO activists, the broad
network from a central to grassroots level and the experiences of the IPOs leadership in
organizing social movements were the fundamental bases for successful implementation of JEP.
Its model of bringing about change was well deliberated and conceived. Considering the nature
of the proposed actions and the expected outcomes of the program, NEFIN was ideally situated
to implement the project with due cooperation from governmental and other agencies. It was
also guided by the approach that it is Janajati themselves who can make the biggest impact and
sustain a movement for change to overcome the problems they are facing.

The change model of JEP, as envisaged in the project document, was also guided by the
belief that the stronger the Janajati organization, the stronger their movement would be to
oppose discrimination, marginalization and exclusion against them and to ensure proportionate
and equitable representation in the Constituent Assembly. The actions taken or activities carried
out under the project were guided by a rights-based approach that asserted equitable
distribution of power, proportionate sharing of benefits derived from the state, multiculturalism
and rapid human development to overcome social disparities and inequalities. The project also
sought to dispel the myth that only the organizations and agencies lead by dominant groups
have the ability to manage large scale projects, and that dominated or marginalized groups'
organizations would require managerial patronage from dominant groups' experts, agencies, or
organizations. In contrast to this perception, NEFIN successfully implemented and managed a
large scale project encompassing communities from across the country. Given the constraints
discussed above, NEFIN’s success in this endeavor is remarkable.

1.1.7 Budgetary Components of JEP

Based on the updated financial report provided by JEP, the total budget (approved) for
the project period (September, 2004 to December, 2008) is Rs.19, 09, 80,000.50. JEP was
designed as a three year project (2004 to 2007) but, following the royal coup, DFID reduced the
project budget by 50% for one year from April 2006 to March 2007. Due to the reduction of the
budget, JEP was forced to postpone many activities. Therefore, NEFIN/JEP needed the remaining
committed budget to carry out the already planned and committed activities. Based on the
recommendation by the OPR, an extension period for 2007-2008 was approved with a budget of
Rs 5, 87, 39,888 which was still Rs 40, 74,722 less than the original budget. The distribution of the
JEP total budget expenditure between September 2004 to September 2008 is as follows:

Total Expenditure of JEP, September, 2004 to September, 2008

S.N Program components Total expenditure %

1 Program Management 35,962,460 20.53
2 Institutional Strengthening 30,384,667 17.35
3 Awareness raising 18,906, 057 10.79
4 HMIJs’ economic empowerment 68,466,995 39.09
5 Advocacy and policy changes 21,442,995 12.24
6 Total 175,163,174 100

Source: JEP Report submitted to the review team.



Figure 1: Project Action and Change Model
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