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Executive Summary 

 
 
 

 
The International Fund for Agricultural Development (IFAD) has funded and supported 

Mainstreaming of Rural Development Innovation (MORDI) Programme in Tonga since 2007.  

MORDI Programme goal was to improve livelihoods of vulnerable communities, especially 

youth and women living in Tonga, in line with the Millenium Development goals.  To achieve 

this goal, IFAD and its MORDI Programme’s and their community partners have together 

engaged to design locally-controlled, Community Development Plans (CDP) and to train 

community facilitators (CF) in leadership and facilitation skills.  Communities have been able to 

write project proposals addressing the prioritized community needs in the CDP and to carry out 

these projects successfully. 

The MORDI Programme ended in December 2011. Currently, IFAD is developing the 

expansion of its partnership with MORDI Tonga Trust.  As part of the proposal development 

and refinement, IFAD seeks a case study of MORDI Tonga focused on its sustainability.  The 

case study used document review and interviews as the basis of this analysis.  This case study 

was executed from 26 January through 20 February 2012.  The study considers the 

sustainability of the community development that has occurred in six (of 29) communities and 

the sustainability of eight of the sponsored projects (from the 71 that have been funded. In 

addition, it considers the sustainability of the new non-governmental organization (NGO) 

itself—MORDI Tonga Trust.   

Valid assessments of sustainability can only be made with the passage of time.  As we wait for 

the true test of sustainability, we must accept indicators that suggest gains will be sustainable.   

Overall, the strongest evidence that MORDI Tonga should be sustainable is reflected in the call 

from its development partners to expand its work.  As an organization, MORDI has made the 

transition from programme to NGO under the guidance of a skilled, diverse and committed 

Board of Trustees and with the leadership of an outstanding General Manager.  It has 

demonstrated disciplined management, has built a network of supporting suppliers and has 

successfully linked its projects and programmes with government functions.  The sustainability 

of its community development work is reflected in the changing mindsets of community 

members and the trusting relationships that have been established.  Its projects have been 

sustainable because of the broad base of community engagement and accountability as well 

as the requirement for community contributions.  Training programs have produced effective 

training materials so that the teaching can be transferred from external source providers to 

local trainers. 

In spite of these impressive achievements, MORDI faces challenges to its sustainability. Of 

greatest concern for the organization is its dependence on a single person with no viable 

succession plan.  In addition, an effective Monitoring and Evaluation (M & E) System is yet to 

be put in place. 

Key lessons learned include the need for: locally-owned CDPs, an extensive base of support 

from community members, community investment in projects, early and frequent monitoring of 

new projects, integrating both activities and roles into government functions, appreciation of 

unique community dynamics, and the flexibility to meet locally varying needs and values.  

This study was conducted and its report authored by Jinnet Fowles, PhD, Advisor for Systems 

Improvement, Oceania Institute for Education, University of the South Pacific.  Her work was 

enormously aided by the collaboration of MORDI Tonga’s General Manager, staff, and Board 

of Trustees who made themselves and their abundant documentation unstintingly available.  

The author assumes all responsibility for the findings and conclusions included in this report, 

however, as well as any inadvertent errors or misinterpretations. 
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I.  Introduction 

 
 
 
 
Mainstreaming of Rural Development Innovation (MORDI) Tonga Trust began in 2007 as 

the MORDI Tonga Programme, initially funded by the International Fund for Agricultural 

Development (IFAD), with additional funding from the New Zealand Aid Programme 

(NZAP) in 2010.  

Its goals were to strengthen the ability of target communities to sustainably improve 

livelihoods and income (community empowerment) and to address rural communities’ lack 

of access to employment opportunities, financial services, markets and related 

technologies and information (economic empowerment).  In its first phase, MORDI Tonga 

reached 22 remote rural island communities, expanding to 29 communities by 2011.  As a 

non-governmental organization (NGO), it is now committed to working with 56 Tongan 

communities comprising 2158 households and 11,394 people. 

MORDI has assisted its 29 communities in developing viable community development 

plans (CDPs) from which the communities have identified specific projects.  From these 

CDPs, 71 projects and 54 community-based trainings have been implemented; they span 

infrastructure, education, health, food security, transportation, and handicrafts.  Over TOP 

2.3 million has been used by the communities to execute these projects in the past four 

years. 

A.  Purpose of the Study 

Currently, IFAD is developing the expansion of its partnership with MORDI Tonga Trust.  

As part of the proposal development and refinement, IFAD seeks a case study of MORDI 

Tonga focused on its sustainability.  For the purposes of this case study, we focus on 

sustainability within communities and complement this focus with descriptions of the 

sustainability of selected projects within those communities.   

A critical difference between our case study and the India case study is the inclusion of a 

discussion of the sustainability of the organization.  The planned expansion of MORDI 

makes this additional focus important.  At this juncture in MORDI’s history, the issue is not 

only the sustainability of the work of MORDI (its progress in community development and 

specific projects) but also the sustainability of the organization itself.   

B.  Methods and Limitations of the Study 

This case study was modeled on a case study from IFAD:  Sustainability of rural 

development projects, best practices and lessons learned by IFAD in Asia:  India Case 

Study.  We used both document review and interviews to complete the case study.    

Documents available for review included both primary and secondary sources.  Primary 

sources are those generated by the community—the community development plans and 

the project proposals.  Secondary sources were either internally generated by MORDI 

staff or were developed by external reviewers or agencies (non-MORDI staff). These 

sources are detailed in Annex B. 

We interviewed four of the five MORDI Tonga Trust Board members, the general 

manager, and the two MORDI field workers.  The names of people interviewed are listed 

in Annex C.  
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This case study is limited in that it covers only six communities from a pool of 29.  

Communities were selected to reflect the three districts in which MORDI currently operates.  

Time and resources did not permit a field study thus limiting the amount of primary data that 

could be analyzed.  Furthermore, it assesses the sustainability of 8 programs, out of 71 that 

have been approved. 

C.  Definitions and Dimensions of Sustainability 

For the purposes of this case study, we employ the IFAD framework for sustainability, which 

highlights three aspects:  sustainability of process, sustainability of outcomes, and 

sustainability of resources. Sustainability of process (community and individual capacity) is 

best reflected in assessments of the communities. Sustainability of outcomes (improvements in 

quality of life or standard of living) and sustainability of resources (preservation or dilution of 

the natural resource base) are best reflected or measured by the specific projects undertaken. 
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II. Internal Monitoring and Evaluation (M & E) 

 
 
 
 

It is unorthodox to begin a sustainability case study with a discussion of internal 

Monitoring and Evaluation (M & E).  This topic is usually considered only after the project 

itself has been assessed.  In MORDI’s situation, however, a critical component of the M & 

E — the community rating scale - is used in the assessment of the community 

development which follows.  It may be helpful to the reader to understand more about that 

tool before encountering its application. 

IFAD’s 2009 aide memoire assessing the original M & E System states:  “the . . .system 

remains largely ineffective for project management and learning.  M & E activities are 

done for the sake of compliance and reporting rather than being used as instruments to 

improve project performance and to maximize positive impacts of project activities.” (page 

13)  

A support mission in March 2009 was tasked to develop a usable M & E System that was 

simplified and participatory. The output of this effort still could not meet MORDI’s needs. 

During this time (2007-2010), MORDI made limited but effective use of qualitative case 

studies or stories to illustrate their impact. They have published one issue of a newsletter 

and have made one video. Such narrative documentation is effective for many 

stakeholders:  members of the originating communities themselves, other communities, 

government officials, development partners and potential partners, and board.  Stories can 

convey much of the emotional impact missing from more analytic reports and they have 

the advantage of being memorable and easily shared.  Nonetheless, they do not 

substitute for a comprehensive M & E System. 

In spite of the inadequacies of the quantitative M & E System efforts, staff routinely 

provided feedback to CFs and DFs from available information (aide memoire 2009, p 14).  

The CFs also shared knowledge among themselves at monthly meetings but this learning 

and monitoring went undocumented and was ad hoc. 

Although establishing an effective and efficient M & E system has been a repeated 

challenge for MORDI, the staff members themselves have now developed a 

comprehensive rating system for their communities.  This tool can function as a real-

time management tool, providing formative evaluation information to guide work plans.  It 

also can provide summative information, tracking progress over time and providing a clear 

signal for when to withdraw active MORDI support for a community.  This tool is included 

as Annex D. 

This community rating system assesses three aspects of sustainability:  institutional 

sustainability, economic and financial sustainability, and technical sustainability.  

Institutional sustainability is measured with six criteria: planning, management and 

community organization; leadership, problem-solving, participation, district and community 

facilitators; cohesion.  Each criterion has five levels, ranging from very poor to excellent, 

and weights are assigned to each level.  Of critical importance, operational definitions are 

provided for each of the levels.   
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Economic and financial sustainability are assessed using four criteria: access to support, 

income-generating projects, maintenance and networking.  As with the criteria for institutional 

sustainability, each economic/financial criterion has five levels, with operational definitions and 

weights for each level. Technical sustainability has three levels:  proposal writing, training for 

operations and maintenance, and inclusion.  Again the same detail for the criteria is provided. 

The first wave of community measurement has been completed and two communities have 

already met the threshold for graduation.   The plan calls for two assessments (six months 

apart) of communities that have graduated and semi-annual assessments of communities that 

are active in the program.  

One attractive feature of this tool is that the criteria can be used independently by CFs and 

DFs to conduct their personal evaluations in their own communities. 
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III. Design and implementation related to process 

sustainability (Community Development) 

 
 
 
 

MORDI’s community development focus has been identified as the key to long-term 

sustainability (per NZAP review). MORDI has employed a variety of strategies to promote 

community development.  Two of these strategies were deemed essential for sustainability:  

community development plans (CDP) and community facilitators (CF).  Each of these 

approaches is described in detail below. 

Key Process Strategy: Community Development Plans (CDP) 

Initial work in the communities involved the use of one Participatory Learning and Action tools 

(PLA)—the problem analysis matrix-- to produce community development plans. 

The plans are now being used by the communities “to actively drive the development process.” 

(Aide memoire 2009, page 4)  The criticality of the initial emphasis on Community Development 

Plans (CDP) is shown in part by their use by other NGOs (JICA, NZAP) as evidence of 

community engagement, organization, commitment and capacity to implement programs.  

These plans have evolved from a “wish list” status in their initial versions to prioritized plans in 

the current version.  This prioritization reflects a deeper community commitment and creates a 

more useful tool for the community and their potential partners.   

Nonetheless, CDPs represent new work for communities and after only a few years, may not 

be embedded into routine community processes.  As the following narrative describing each of 

six communities indicates, communities have had variable success in incorporating CDPs into 

their village life.  For the production, modification and use of CDPs to be sustainable, they will 

benefit from a firmer grounding in routine processes.   The inclusion of CDPs in the 

responsibilities or terms of reference (TORs) for Town Officers (TO) will help to ensure their 

sustainability. 

Key Process Strategy:  Community Facilitators 

The success of MORDI Tonga rests on the success of their Community Facilitators (CF).  CFs 

are trained to develop skills in learning, and sharing. The adaptations to this key process over 

time are illustrative of the sustainability of this approach.  The initial model for CF training was 

taken from the original MORDI project design.  Over time, there have been multiple 

modifications to the original design.  These changes reflect the learning of the MORDI staff and 

feedback from the CFs.  They include: 

 Simplification of training materials, 

 Inclusion of practice of facilitation techniques (not just theory), 

 Shortening initial training time, 

 Locating training closer to the target communities, 

 Instituting follow-up refresher training, and 

 Opening training to others in the community who are interested (to provide a potential 

pool of replacements). 

In spite of these changes, the likelihood of permanence of specific CFs is highly variable.  

People leave because they move from their communities for a variety of reasons.  The 

observed turnover in these positions has lead to considering how to imbed the functions of CFs 

in the traditional leadership of the communities. Thus, anticipated changes in the new phase 

include better linkage with traditional leaders, specifically with the Town Officers in each 

community serving as CFs. 
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SIX COMMUNITIES 

We turn now to consider the sustainability of community development by considering six 

communities (of a potential 29) in which MORDI has been operating.  Two were selected 

from each of the three districts in which MORDI Tonga initially operated:  ‘Esia and 

Fata’ulua from Niuafo’ou District; Matuku and Kotu from Lulunga District in Ha’apai; and 

Hunga and Lape from Motu District in Vava’u. The status of each of these six communities 

with regard to sustainable community development is perhaps best summarized by the 

MORDI Community Rating System, which has been described in detail in the preceding 

Monitoring and Evaluation (M&E) section of this report. 

NIUAFO’OU DISTRICT:  FATA’ULUA COMMUNITY 

At baseline, Fatau’ula had a population of 34 (15 men and 19 women). The eight villages 

of Niuafo’ou share two primary schools:  one had 80 students enrolled in 2008 and three 

teachers (one male and two female).  The other primary school had 17 enrolled in 2008 

and two teachers (one male and one female).   

This community has been strongly affected by out-migration.  Much of local discussion 

focuses on this possibility.  In contrast to the villages in Ha’apai and Vava’u, for those who 

leave there appears to be no looking back.  They tend to be less involved in community 

activities back home. 

The CDP is not used as an active tool in the community; it was originally prepared in 2007 

and was not revised again until 2011.  In spite of this lack of active use, the community 

participated in three projects—two of them successful.  They joined the canoe and fishing 

net project (described in detail below) and renovated a hall for storm refuge with additional 

support from NZAP. 

The initial CF selected by the community in 2007 traveled frequently outside the 

community and her popularity dropped.  A substitute was identified but she dropped out, 

feeling that there was too much work.  During this time period, the village elected a new 

TO.  

The community rating system gave Fatau’ula an overall rating of 33. In particular, the CF 

was rated at 0 (very poor, CF inactive and reliant on MORDI monthly allowance).  On 

closer examination, this community is fragmented into two family groups.  Sustainability in 

this village may depend on closer monitoring and increased community discussions and 

observation.  One project was brought to completion by the threat to withdraw it if families 

did not work together.  Such immediate patches will not guarantee longer term 

sustainability.  MORDI has conducted site visits in Fatau’ula 10 times.  This limited 

number of visits reflects the extreme difficulty of reaching this far flung island. 

 

 Photo: Fata’ulua Youth Group drafting their 3 years Development Plan  

– taken 2007 



15 

 

NIUAFO’OU DISTRICT:  ‘ESIA COMMUNITY 

At baseline, ‘Esia had a population of 170 (99 men and 71 women).  

‘Esia stands in contrast with Fatau’ula.  It is often regarded as the ‘shining star of Niuafo’ou.  

The community benefits from a solid consistent TO who had been in place since the start of 

MORDI.  He has made discussion of the CDP part of every monthly village meeting.  The initial 

CF (male) was very active but had a health issue that limited his ability to work.  One person 

was recruited to be an assistant but she relocated in 2009.  A new individual has assumed the 

CF role, already trained because she participated in the initial open training for the CFs.   

The community has a strong village committee and vigorous subcommittee structure.  The 

subcommittees share a joint calendar in the town hall used to avoid conflicts in fund-raising or 

other activities. These subcommittees have also become a means by which government can 

participate more easily in the community.  For example, the women’s subcommittee undertook 

the task of toilet inspection.  This task used to be done by the local health officer.  Now he can 

rely on a report from the women’s committee for this village.  Integration with government 

functions such as this is a good predictor of sustainable activity. 

This community was one of the first to see the CDP as a community plan, not just a MORDI 

plan.  This vision probably resulted from the combined efforts of the TO and, the vocal and 

active initial CF.  The community has taken over some of MORDI’s role already.  For instance, 

the community has generated 10 proposals but only four have been brought to MORDI.  The 

others were rejected by the village committee or sent back for further development. An 

example of this local negotiation was a proposal to renovate the town hall and include a 

“palangi-style” flush toilet.  The village committee pointed out that water management was a 

priority for the community and sent the proposal back for reconsideration of the type of toilet to 

be included. The community has already been successful, using MORDI proposal forms, in 

attracting funding from the High Commissioner of New Zealand for a road project. 

The community rating system gave ‘Esia an overall rating of 41.  It was rated moderate (50%) 

in all institutional sustainability criteria--weakest in economic and financial sustainability but 

stronger in technical sustainability. MORDI has conducted site visits in ‘Esia 10 times. 

 

 

 
Photo: ‘Esia Men’s Group drafting their 3 years Development Plan  – taken 2007 
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LULUNGA DISTRICT:  KOTU COMMUNITY   

At baseline, Kotu had a population of 185 (100 men and 85 women).  The primary school 

enrolled 48 students in 2008 and had three teachers (two male and one female).  Kotu is 

primarily a fishing community. 

The village of Kotu was regarded as one of the best when MORDI started but they lost 

their CF in early 2010 when she married and left the village.  The new CF appears less 

motivated. In addition, the community received a terrible shock when they lost their TO in 

the sinking of the ferry Ashika in 2009.  Fortunately, the new TO has embraced the 

MORDI principle of self-reliance.  However, the community has used its CDP only 

inconsistently. 

The community rating system gave Kotu an overall rating of 36.  There was no single 

outstanding weakness or strength; one reason for optimism is that Kotu was rated 

stronger in problem-solving, participation and inclusion. MORDI has conducted more than 

20 site visits in Kotu. 

LULUNGA DISTRICT: MATUKU COMMUNITY  

At baseline, Matuku had a population of 116 (58 men and 58 women).  The primary school 

enrolled 17 students in 2008 and had one (male) teacher.  Matuku is mostly a fishing 

community. 

Matuku has had two TOs since the beginning of MORDI.  Given instruction, the current 

TO is capable of getting projects done in his community.  He has been able to unite 

different religious communities within his village to complete major work such as the 

installation of a boundary fence to protect crops from pigs.  Using a crop growing plan 

borrowed from another MORDI community, he has increased crop production enough to 

convert Matuku from a food importing community to a food exporting community. 

Subcommittees are working in Matuku but not at full capacity, probably due to 

fragmentation of the social fabric by religion.  The CF is committed and trustworthy but 

most of the initiative comes from the community. 

The community rating system gave Matuku an overall rating of 42.  While it was weaker in 

economic and financial sustainability, it was found to be satisfactory in institutional and 

technical sustainability. MORDI has conducted more than 20 site visits in Matuku. 

 

 

 
Photo: A husband and Wife in the Island of Matuku processing bandanas – taken 2009 
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MOTU DISTRICT:  HUNGA COMMUNITY 

At baseline, Hunga had a population of 242 (123 men and 119 women), making it one of the 

largest communities served by MORDI.  The primary school enrolled 28 students in 2008 and 

had two teachers (one male and one female).  

The TO has been in place since the beginning of MORDI.  He has always been an energetic 

TO but has found that community development stimulated by MORDI has given him significant 

leverage to accomplish more.  He has been particularly successful in galvanizing the youth of 

the community. 

The TO has assumed ownership of the CDP. Hunga’s CDP is a living document; it has been 

modified and trimmed since its development in 2007.  The goals were re-prioritized in 2009.  

According to MORDI’s managing director, Hunga is the best MORDI community able to 

independently generate proposals and seek funding. 

The original CF in Hunga was a retired schoolteacher who returned to his birthplace.  In 2009 

he was promoted to District Facilitator (DF) and in 2011 he joined the MORDI Board.  He has 

been regarded as a pillar of his community; his temporary absence is reflected in the rating 

from the community rating system. 

The community rating system gave Hunga an overall rating of 53--preparing to graduate.  It 

was evaluated as satisfactory in institutional sustainability and strong in economic and financial 

stability and technical sustainability.  MORDI has made more than 30 visits to this community, 

in part because new ideas are trialed here. 

In December 2011 Hunga had a reunion for the island people who had moved overseas.  

Approximately 400 out-migrants returned to their community (population <300).  During this 

reunion, they commented on the extent of changes that they had observed in their community.  

They were inspired by these changes and committed to donating more money back to the 

community.  Some older out-migrants have vowed to return to settle in Hunga, bringing with 

them their ideas and resources from their lives overseas.  A MORDI board member was 

present but not speaking, observing this commitment.  In telling this story, he reflected on the 

enduring nature of the change in this community. 

 

 

 
Photo: Women of Hunga during a review meeting of Hunga Community Development Plan– taken 2010 
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MOTU DISTRICT: LAPE COMMUNITY 

At baseline, Lape had a population of 27 (13 men and 14 women), making it one of the 

smallest communities served by MORDI.  In 2008, the primary school had an enrollment 

of 5 students with one male teacher.  The tiny village of Lape depends primarily on fishing 

and remittances for income. 

Lape may be unique in its acceptance of MORDI’s vision from the very beginning.  When 

MORDI first arrived, the village was a mud flat because of the free-roaming pigs.  After 

consultation with MORDI the community decided it wanted to corral and domesticate its 

pigs.  This has resulted in the greening of the village. 

The TO has been a consistent presence, committed to acting on the community’s voice.  

Originally, as a cost-saving measure, MORDI had planned to have three CFs cover the 

nine islands of Vava’u. This turned out to be a false economy because the costs of local 

transportation from island to island outweighed the costs of individual CFs. The first CF, 

elected in 2008, moved from Lape in 2009.  A woman was elected in his place.  Many 

MORDI projects have been successful in Lape, including the wheel barrow project 

described below. 

The community rating system gave Lape an overall rating of 59--preparing to graduate.  It 

was rated as strong in all three sustainability areas.  MORDI has visited this community 

more than 30 times. 

The table below lists each of the six communities that have been reviewed and their 

participation in up to eight specific projects, whose descriptions follow. 

 
Table 1: KEY COMMUNITIES AND KEY PROJECTS MATRIX 

 PROJECT COMMUNITY DATE 

 Road Construction Project  Hunga  May 2008 

 Purchasing Wheel Barrow Project  Lape  April 2008 

 Upgrade and Maintenance of Water Project  Hunga  

‘Esia  

March 2009 

January 2011 

 Outer Island Women’s Art and Craft Training  Matuku / Kotu 

Hunga / Lape 

‘Esia / Fata’ulua 

August 2010 

June 2010 

November 2010 

 Outer Island Outboard Motor Safety 

Operation and Maintenance Training  

Matuku / Kotu 

Hunga  / Lape 

August 2010 

November 2010 

 Disaster Management Plan  Matuku / Kotu 

Hunga  / Lape 

‘Esia / Fata’ulua 

May 2010 

March 2010 

April 2010 

 Outer Island Canoe Carving Training  ‘Esia  

Fata’ulua 

September 2010 

September 2010 

 Education Support Project  Matuku / Kotu 

Hunga / Lape 

‘Esia / Fata’ulua 

November 2009 

August 2010 

October 2010 
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IV. Design and Implementation related to outcome 

and resource sustainability (Specific Projects) 

 
 
 
 
 

For the purposes of this case study, eight programs were selected for inclusion in this case 

study from 71 that have been approved.   

1.  Road Project 

For over thirty years, the community of Hunga has struggled with its access from the village to 

the ocean.  The original path was steep, muddy and often slippery.  Erosion was a growing 

problem. In 2008, Hunga submitted a proposal to PRAC to construct a 1.5 km. concrete road 

from their wharf to the village.  The community was successful in raising its share of funding 

from former Hunga residents living abroad and from the local community.  They were also able 

to attract additional funding to complete the project from the government of India.  The total 

cost of the project was TOP 164,000.00.  The road was successfully completed by November 

2010. 

Resource sustainability:  Erosion with the original path was a significant problem.  The new 

road works to control that erosion.   

Outcome Sustainability:  Hunga has created a roads committee answering to the TO with 

responsibility for maintenance and repair of roads.  They raise money from Hunga residents 

who have moved abroad through their social networking website and they raise money locally 

with concerts.  They maintain a specific bank account for this purpose.  

 

Photo Left : Before the  Hunga Road was 

constructed – taken 2007 

 
Photo Right : After the Hunga Road was 

constructed – taken 2010 
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2.  Water Project 

Water is essential for survival everywhere and is a highly variable resource on the remote 

islands, often in too short supply. In Hunga, water tank repair and gutter replacement 

became critical community needs as indicated on their CDP.  The community submitted a 

proposal to the Projects Review and Approval Committee (PRAC) for repair of cement 

water tanks.  The community had also ascertained that their need for gutters would be 

better met using slit PVC piping instead of traditional gutters.  This approach reduced the 

amount of plant material that collected in the gutters and also meant that the gutters did 

not have to be removed during cyclones. 

The total cost of the project was TOP 7,000.00.  The project was conducted from May to 

August 2009.  

Resource sustainability:  This project provides for greater water security for the 

community. 

Sustainability:  There was one community expert on maintenance of water tanks. During 

the project he taught other men and youth how to maintain water tanks and other related 

skills.  The Hunga Water Committee managed the project under the direct supervision of 

the Hunga Village Committee. 
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3.  Education Support Project 

Many of the CDPs identified the need for more teachers. Although there are often relatively 

few students attending these remote island schools, in 40% of them only one teacher is 

leading multi-grade classes.  When it became apparent that additional classroom assistance 

would not be feasible, other ways to expand teacher capacity were explored.   

In this context, computers could facilitate teachers typing up notes, which could then be 

photocopied and given to students.  This approach could also eliminate the teacher’s time-

consuming practices of writing everything on a chalk board.   Generators with power surge 

protectors could be used to provide consistent power. Laptop computers, rather than desk 

tops, were selected because they can be more easily protected from the harsh climate.  

Laptops, too, could be more easily transported to the main island for updating virus software 

and for providing maintenance.  The project design links the communities directly with the 

supplier.  All equipment had a one year warrantee and one year service contract.  The supplier 

provided all required operations and maintenance training. The total cost of the project was 

TOP 103,997.00. 

This project was developed at the district level, rather than the community level.  Hence, two 

proposals were written, one for Ha’apai and one for Vava’u (Motu district, nine primary 

schools). This was later expanded to include Niuafo’ou.  The project was implemented by the 

Parent Teacher Associations (PTA) for each school. The PTAs raised the community 

contribution and also fund the purchase of supplies, such as toner and paper.  In total, 20 

photocopiers and laptops were delivered and installed. The project was monitored closely for 

three months.  After that, the project is monitored via service reports received from the supplier. 

In approving the project, the PRAC required that each school set up a dedicated bank account 

for maintenance with sufficient savings to pay for replacement every five years.  A spreadsheet 

was developed with a pre-formulated amount specified adequate for replacement.  The PTAs 

assumed responsibility for supplies and maintenance. 

Resource sustainability:  This project has no impact on resource sustainability, either positive 

or negative. 

Sustainability:  All the computers, generators and photocopy machines are still functional. The 

communities have been able to provide paper and toner. 

 

 

 

 

 

 

 

Photo Left : Teachers of Motu District during 

Training on the project – taken 2010 

Photo Right : Teachers of Niuafo’ou District 

during Training on the project – taken 2011 
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4.  Wheelbarrow Project (Lape) 

The tiny village of Lape has many elderly members.  Transporting crops, firewood, 

coconuts, weaving, and even sick people from the plantations or village to the wharf had 

become increasingly difficult. In April 2008, they sought funding for four wheel barrows.  

The total cost of the project was TOP 2,307.00. 

Resource sustainability:  This project has no impact on resource sustainability, either 

positive or negative. 

Sustainability:  Money earned as rent from the wheelbarrows has been saved for 

maintenance and ultimate replacement.  The success of the project led the women to 

apply for a grant for a lawnmower, using similar principles. 

In addition to the project-specific positive outcomes, the wheelbarrow project enabled the 

community members to organize themselves, to know how to add value to activities in the 

village, to better focus on economic activities, and it also brought them together—“don’t 

look at the project when planning new projects, look at what goes on around the 

community” as quoted in aide memoire 2011, p. 11.  

 

 

 

Photo Left : Before Wheel Barrow 

Project – taken 2007 

 

Photo Left : After the  Wheel Barrow 

Project – taken 2010 

Photo Right : After the Wheel Barrow 

Project – taken 2008 
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5.  Crafting and Souvenir Making Training  

Tonga has a long and impressive history in producing spectacular weaving and mats.  But the 

weaving and mats produced are often inappropriate for the growing tourist market.  They can 

be too large, heavy, or manufactured with materials ineligible for import into other countries.  

Crafts training allowed local skills and materials to be put to new applications, such as 

handbags, jewelry and baskets.  The craft classes proceeded in four phases:  knitting, 

embroidery, fabric dying, and jewelry making.  This series of classes emerged from a previous 

class that combined basic cooking and fabric arts.  The total cost of the project was TOP 

5,433.00 

Resource sustainability:  The training has focused on using local materials, often the “scraps” 

from larger projects. 

Sustainability:  Initially an expert service provider taught the classes but now they are taught 

by local women who have been trained. 

 

 

 

 
Photo Left : Women of Vaipoa during 

the Crafting Training – taken 2011 

Photo Right :Youth of ‘Otea during the 

Crafting Training – taken 2010 

Photo Left :  – Hunga Town Hall used 

by the women’s for weaving - taken 2008 
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6.  Outboard motor maintenance 

Small motor boats are the “cars” for outer island communities and survival can depend on 

their operation.  Over 95% of the outboard motors in the districts of Motu and Lulunga are 

Yamaha brand and EM Jones is the only licensed distributor of parts and service in the 

Kingdom of Tonga.  Conducting outboard motor maintenance training in these outer 

islands was initially regarded as cost-prohibitive by EM Jones.  MORDI, however, 

identified a Japanese Overseas Cooperation Volunteer with seven years as an outboard 

motor specialist with Yamaha.  The community, volunteer, MORDI, Department of 

Fisheries and EM Jones negotiated an agreement in which the volunteer would provide 

the training if the communities agreed to purchase necessary spare parts from EM Jones.  

The Ministry of the Fisheries made the volunteer available and provided his transportation. 

The total cost of the project was TOP 12,827.00. 

Resource sustainability:  This project has no impact on resource sustainability, either 

positive or negative. 

Sustainability:  The enterprise was so successful that the partnership continues without 

MORDI involvement. 

One of the unique outcomes of this training was the creation of a Yamaha Training 

manual in Tongan.  It contains the exact information as the English manual, is approved 

by Yamaha and is given out with the purchase of all Yamaha outboard motors. 

 

 

 
Photo: Participants from Ovaka, Lape, Noappau and Matamaka Community during the Outboard 

Motors Safety Operation and Maintenance Training – taken 2010 



25 

 

7.  Disaster Management Plan 

The Disaster Management Plan is an excellent example of “seeing the problem behind the 

problem.” The community alone cannot be expected to intuit available solutions to some of 

their needs.  Disaster management per se did not appear on CDPs, although it was part of the 

log frame. The need for seedlings was the expressed need.   There could be many reasons 

why seedlings were needed.  In this case, it was because the crop had been wiped out by a 

cyclone.  Other community needs were also linked to cyclones or extreme droughts—the need 

for more boats (destroyed by cyclones), the need for water storage (cement containers dried 

and cracked during droughts).  Having some perspective on these issues allowed a root 

cause—lack of disaster management--to be identified.  This concept could then be re-

introduced into community discussions.  Simultaneously, a national disaster management plan 

was being developed.  MORDI could bring in an expert from the capital Nuku’alofa to explain 

how such a plan might work.  Critically, the plan would provide a direct link with the Red Cross 

and NEMO, which the community saw as a benefit. 

The total cost of the project was TOP 32,217.00 

Resource sustainability:  This project has no impact on resource sustainability, either positive 

or negative. 

Sustainability:  The link with government programs assures the continuing functioning within 

the communities. 

 

 

 
Photo: Disaster Committee from the Community of Petani conducting drill exercise of Petani Disaster 

Management Plan  – taken 2011 
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8.  Canoe Carving Training: 

The freshwater fish tilapia has become an essential food source in Niuafo’ou since it was 

introduced into the central lake of the island.  Catching the fish, however, was a 

burdensome process for the women and youth involved, exposing them to hours in the 

water. Some of them were developing colds and flu-like symptoms from this extended 

exposure.  The solution identified by the villages was to build traditional dugout canoes--

popao.  This project and the associated training revived a fading skill and also created 

canoes for each of the eight communities on the island.  Use of the canoe not only 

improved the health of those catching the fish but also reduced the number of people and 

the amount of time needed to catch the fish. 

 

The total cost of the project was TOP 13,654.00 

 

Resource sustainability: This project has no impact on resource sustainability, either 

positive or negative. 

 

Sustainability:   The canoe carving training is an example of a project that exemplifies 

many aspects of sustainability.  It addresses a specific local problem, improving the quality 

of life for women and youth and increasing efficiency, using indigenous knowledge and 

local resources.  It improved community productivity by reducing the number of hours 

needed to catch this important part of the food supply.  This project naturally led to a 

follow-on project for training in the making and mending of fish nets. 

 

 

 

 

 

 

Photo: Participants from Mu’a and Peatni Community during the Canoe Carving 

Training  – taken 2010 

Photo: Members of ‘Esia Community enjoy their new canoe during the canoe 

launching programme  – taken 2010 
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VI. DESIGN CHANGES IN MORDI 

 
 
 
 
The MORDI Programme was scheduled to end in December 2010.  The success of 

MORDI Tonga and the unfinished work remaining made it necessary to consider a future 

path.  At the conclusion of an Implementation Support mission in October of 2009, the 

decision was made for MORDI to apply for self-governing NGO status. This transition took 

place in 2011 and allows a variety of development partners to negotiate with and 

contribute directly to MORDI.  Because of MORDI’s experience with remote outer island 

community and economic development, it can assist other Tongan NGOs who want to 

implement programmes in these locations.  MORDI Tonga Trust will also serve as a role 

model for other countries. 

The transition from programme to independent NGO has been made with careful thought, 

insight and planning, including an Implementation Support Mission (October 2009).   Key 

to a successful transition is the appointment of a skilled, diverse and committed Board.  As 

described below, these five individuals contribute a depth of varied experience from a 

broad spectrum of Tonga. 

Lady ‘Ainise K. Sevele, chairlady, is one of Tonga’s most successful business women with 

Molisi’s Supermarket, the premiere market in Nuku’alofa.  As President of the Catholic 

Women’s League, she was one of the original NGO hosts for the MORDI Programme at 

its inception.  She currently serves as a Board Member for the World Union of Catholic 

Women’s Organisation (WUCWO).  She combines business expertise, negotiation skills 

and a woman’s perspective. 

Mr. Minoru Nishi, Jr. vice chair, is managing director of Nishi Trading Co. Ltd, operating in 

Tonga for over 30 years as a commercial farming operation, exporting and importing fresh 

fruits and vegetables.   His company has diversified to include Nishi Quarry and 

manufacturing Plant and a farming supplies retail outlet.  He has just retired from the 

Board of the Tonga Development Bank.  On the MORDI Board, he contributes expertise in 

finance, management and agriculture and an in-depth knowledge Tongan agricultural and 

credit issues. 

Mr. Samisoni ‘Alamoti Tautakitaki is a retired teacher and former veteran of the Tonga 

Ministry of Education.  Currently residing in Hunga, he was that community’s first 

community facilitator, later becoming the district facilitator.  He joined the Board last year 

and represents the voice of the communities directly on the Board. 

Dr. Seu’ula Johansson Fua is the director (acting) of the Oceania Institute of Education, 

University of the South Pacific.  Her areas of research expertise include both Leadership 

Development and Education.  Over her career, she has designed and led multiple studies 

and programs across the Pacific Island Nations.  She has a BA/Bed Diploma in Teaching 

from the University of Waikato, New Zealand; MA Educational Administration from the 

University of Toronto, Canada and PhD Educational Administration also from the 

University of Toronto.  The combination of Dr. Fua’s breadth of educational expertise and 

commitment to the Pacific make her’s a voice of wisdom on the Board. 

Mr. Joseph Anthony Ryan is a New Zealand-based rural development economist with over 

20 years experience in the Asia Pacific region.  Tony has been involved with MORDI 

Tonga since March, 2008. He has been a key contributor to the original design and to the 

design of the new NGO.  

MORDI Tonga Trust has established its vision, mission and first strategic plan as a logical 

outgrowth of the work of the MORDI Tonga Programme.  The new NGO is now capable of 

attracting external funding in support of its strategic plan. 
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VI. Achievements and Challenges for Addressing 

Different Dimensions of Sustainability 

 
 
 

A.  Sustainability of the Organization and Its Structure 

A.1. Achievements:  Organization and its structure 

MORDI Tonga Trust has critical core organizational strengths.  These include a consistent 

philosophy; a strong, diverse, and committed Board; a demonstrated track record in community 

development in rural Tonga, and a history of successful projects.   

MORDI has consistently worked from a set of fundamental principles, which include: 

 The need to ensure broad ownership at all levels; 

 The need for full accountability and transparency at all levels; 

 Emphasis on building the capacity of communities so that they become 

increasingly self-reliant and empowered in the development process; 

 Grass roots planning-the communities each develop their own prioritized plan 

 Adoption of a demand-driven approach for deciding community-level development 

activities and provision of financial and technical services to support implementation of 

these activities; 

 Adoption of a bottom-up approach to determine policy dialogue agendas, linking 

local action with policy reform; and 

 Adoption of a ‘learning’ approach to implementation of its activities. 

 An approach that is as close as possible to everyday lives, which includes the use 

and preservation of local resources, use of local knowledge, reviving old knowledge, 

building on existing structures, and a return to self-sufficiency. 

Importantly, MORDI Tonga has an exceptionally strong General Manager with a diverse set of 

skills (management, community development), the highest ethical standards, and an 

outstanding work ethic. 

Due to the diligence and work standards of its general manager, MORDI has consistently 

demonstrated disciplined financial and project management (c.f., NZAP Review). To 

support its financial management and assist with its accountability, MORDI has been working 

with a robust independent auditing firm. 

MORDI Tonga has built a net of key relationships that support and can sustain its success.  

Notable among these are the long term relationships that MORDI has established with key 

parts of its supply chain.  Having suppliers who share MORDI’s vision and mission enhances 

the efficiency and effectiveness of MORDI’s functions.   

MORDI seeks to increase the likelihood of sustainable work by linking its activities with the 

existing hierarchy, in particular linking with government functions.  Specifically, they will 

recruit Town Officers to act as CFs.  This is a risky overture as the town officer system has 

been in place and often stagnant for many years.  Early wins (c.f,. Hunga) for this approach 

are encouraging but resistance from many Town Officers invested in the status quo is 

predictable.  
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Importantly, MORDI appears to have skirted the shoals of direct government involvement in 

the NGO’s finances.  The prospect of running MORDI payments through the Ministry of 

Finance might well have meant the death of the endeavor.  MORDI’s consistent 

demonstration of careful financial management should reassure potential partners of the 

accountability of the organization. 

A.2. Challenges:  Organization and Its Structure 

MORDI has accomplished astonishing things in its brief history.  As described above, it 

has much critical strength, including the steadfast vision and management of its general 

manager.  This same strength is also a fundamental weakness.  There is no viable 

succession plan in place; it is unreasonable to expect that such dynamic leadership will 

remain forever.  Current staff lack the experience and imagination to assume this 

leadership role.  Addressing this glaring problem will require dedicated resources. 

Staff turnover for MORDI has been a recognized issue but the causes of the turnover are 

not fully understood.  It is not clear if the turnover is a consequence of low pay, 

challenging working conditions, or if it is inevitable in careers of such field workers.  The 

high stress nature of field work, requiring 70% or more time in the field, may also put 

undue strain on family members.  Inclusion of family members during the 

interview/recruitment process and a formal family orientation program may be helpful in 

preparing for, and buffering, this stress. A system of internships might permit a broader 

array of people to test this type of work as a potential career. This problem of turnover 

needs closer analysis before any of a range of potential solutions can be adopted. 

B.  Process Sustainability (community and individual capacity) 

B.1. Achievements:  Process Sustainability 

Community empowerment requires new ways of working and changing firmly held 

mindsets and beliefs, thus it takes both time and repeated training or refreshers.  The 

Board members in their interviews were forthcoming about the nature of this evolution.  

They explained that, in recent history, many Tongans have adopted a passive approach to 

their lives and livelihoods.  Their sense of empowerment has been missing, replaced by 

an inclination to “let government do it.”  This attitude was complemented with a sense of 

living in the day-to-day with little planning for the future.  Where MORDI has been 

successful, it has changed these attitudes.  As one board member said, it has opened 

their eyes to the possibility of self reliance for solving individual and community problems.  

That concept of self-reliance is not foreign to Tonga’s heritage; indeed it was a hallmark of 

their pre-cash society. 

MORDI has invested deeply into community relationships, not pre-emptively bringing 

projects or personnel into the community. In the communities where it operates, MORDI 

Tonga has managed to overcome the heritage and memories of previous NGO practices.  

Many previous NGOs have left a trail of poor performance:  they may have promised more 

than they could deliver, or they may have delivered goods and services without 

community buy-in, they may have introduced unnecessary materials. In contrast, MORDI 

has built healthy, trusting relationships with each community.  This level of trust has 

been remarked upon by all previous reviewers.  To accomplish this has taken some 

formidable will power.  For example, MORDI field workers always bring their own food or 

pay for the food they receive from the communities, breaking the cycle of obligation that 

forms from accepting meals from the communities.  The consequence of this has been the 

development of enduring relationships with these communities. 

MORDI has developed a unique assessment tool to ascertain community development 

status.  This tool should be useful for the community as well as MORDI staff and 

development partners. 
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B.2. Challenges: Process Sustainability 

The process for developing and revising CDPs may not be sustainable unless it is built into the 

TOR for Town Officers.  While the CDPs have proven to be a potent tool, they have only been 

used for a few years, even in the oldest MORDI communities.  This relatively brief exposure of 

the communities to the concept means that the plans still exist as an add-on.  The plans need 

to be institutionalized in some existing structure in order to be expected to continue without 

MORDI assistance.   

Some communities have struggled with CF turnover.  This may be an inherently unstable 

situation given the pressures toward migration and the marriage customs.   The transition from 

CFs to TOs acting in that role may alleviate this problem. 

Close monitoring has been a key factor in the success of MORDI’s community development 

(and specific projects for that matter).  The anticipated scale (number of communities) is double 

the current level.  Will the staff be able to manage this growth?  New staff are required and 

start-up lag time can be expected. 

C.  Outcomes Sustainability 

C.1. Achievements:  Outcomes Sustainability 

MORDI is known for its excellent management of small grants programme (NZAP review).  The 

training in proposal writing is bearing fruit; two communities have developed their proposal 

writing to the point where they can act independently.  In addition, the process for reviewing 

proposals is accepted by the communities as fair. 

The projects themselves are structured to be sustainable, with community committees and 

structured financial accounting. Success with one project frequently leads to follow-on projects 

that address related problems.   

Projects make use of indigenous knowledge and capabilities.  It is critical that the projects not 

make the communities become dependent on external resources. 

The training programs were not single isolated installments but they were refined based on the 

participant feedback from each session.  Evaluation forms were used in each class to 

determine not only the strengths and weakness of the class but to identify further opportunities 

for training.  For example, from the initial Arts and Crafts classes additional training needs 

emerged dealing with improving the quality of the product and its presentation. 

The training programs have been able to make a transition from dependence on outside 

experts to community members; this transition is most evident in Arts and Crafting training. 

Almost all of the training projects produced manuals or other support materials in Tongan so 

that future training would be fully supported (c.f., outboard motor manual) 

C.2. Challenges:  Outcomes Sustainability 

Challenges Outcomes Sustainability (specific projects) 

In spite of design considerations and support missions focused on M&E, the program has 

lacked an effective and efficient M&E system.  Left to its own devices, MORDI management 

has developed an impressive community rating system, described above.  That system itself is 

not sufficient for assessing impact, however.  The general manager is about to embark on a 

three-week training session for a new M&E approach that may finally break the back of this 

persistent problem. 

The move to emphasize economic development projects in addition to community-led projects 

implies new types of expertise (business, finance, marketing) and potentially new 

partnerships with other organizations.  Fortunately, the Board is well positioned to provide 

assistance with this transition. 
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D.  Environmental Sustainability 

All project proposals are required to include sections discussing environmental impact, 

positive or negative.  In reality, most of the projects are small and have little impact on the 

environment. 
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VII. Conclusions and Lessons Learned 

 
 
 

A.  Lessons Learned for the Organization 

A strong, committed and diverse Board is essential at this phase of MORDI’s conjecture. 

The transition from a programme to an NGO carries major new management 

requirements.  Addressing the structural problems of lack of leadership succession and 

staff turnover requires a budgetary commitment as well as a time commitment. 

Documentation of MORDI’s approaches is one essential part of protecting the 

organization from the shock of losing staff.  Its current documentation practices are 

excellent. 

B.  Lessons Learned for Community Development Sustainability 

It is important to place the community at the center of development initiatives to 

enable communities to drive development processes and to ensure that sustainable 

development is within the capacity and social and cultural context of each community and 

to ensure that it capitalizes on traditional knowledge and customary practices. 

For community development to be sustainable in these small, rural, isolated communities, 

it is essential for the responsibility to be diffused as much as possible.  Key to MORDI’s 

success in this regard is the use of subcommittees to enlist as many people as possible 

in each initiative.  

Community dynamics vary from one community to the next; it is important to assess 

those dynamics to understand how they will influence decision-making.  In one 

community, family dynamics drove debate, in another church membership influenced the 

likelihood of success; in a third understanding the role of women in leadership was key. 

Empowering the poor and disenfranchised should not be seen as an end in itself but 

rather a means to facilitate other activities that can bring about concrete social and 

economic gains and increase household incomes. 

C.  Lessons Learned for Project Sustainability 

When using group structures and local institutions as the focus for project implementation 

in community empowerment programs and projects it is necessary to build capable local 

organizations and ensure that related institutions (rules) help ensure sustainability 

of interventions. 

Projects that have been successful and sustainable grow from a broad-based, people-

centered approach, reflecting the community’s perceived needs. 

Mainstreaming gender is an important part of development projects that requires special 

attention and effective mechanisms for support.  In some cases, it is the men, rather than 

the women, who need special attention, however. 

Income generating activities and, in particular, production-related initiatives need to be 

aligned with market demand and specific products to have a reasonable chance of 

success and sustainability. 

For livelihood development the private sector can and should play an important role in 

the development process and in giving communities better access to markets for their 

products and services. 
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Government, non-governmental and other service providers can work together but it 

requires adjustment on both sides plus specific technical training.  Such partnerships rest on 

finding the “wins” for each of the participants. 

Projects need to be seen in the context of an entire sector, not as stand-alone projects.  

This broader vision will become clearer to communities only after their first successes. 

Relationship building must precede specific project implementation and must be thoughtfully 

and consistently maintained and nurtured over time.  Part of this relationship building depends 

on having common goals and using dependable and fair processes that are recognized by all. 

MORDI’s approach to project implementation calls for early and regular monitoring of 

projects.  Early intervention allows for correction of problems before they cause the project to 

fail completely.  Although costly, it is vital for project long-term success and sustainability. 

Another aspect that has contributed to MORDI’s success is that projects arise from community 

priorities and require 25% support directly from each community. 

Understanding community dynamics is as important for project sustainability as it is during 

community development activities. 

MORDI has learned that the design of projects needs to be adaptable to the specific 

circumstances of each community. 

Although specific projects have project-specific outcomes, they also contribute to more 

fundamental growth in capacity and in expanding mind sets. 

One way to summarize the lessons learned from MORDI is to compare them with lessons from 

the India Case Study.  In spite of the differences in specific goals, the two programs share many 

lessons. 

Table 2: Comparison of Lessons Learned from INDIA and MORDI Case Studies 

 
LESSONS LEARNED INDIA MORDI 

1 Invest time in group formation to gain trust   

2 Use community priorities   

3 Work with CBOs to build credit history   

4 
Change attitudes about environmental protection by promoting 
self-interest first 

  

5 Integrate government stakeholders   

6 Maintain flexibility and adaptability   

7 
Sustainability strategies vary from project to project and village to 
village 

  

8 Develop a broad base of support within the community   

9 Place community at the center of development activities   

10 Identify social factors that drive community dynamics   

11 Consider entire sector, not just project   

12 Focus on relationship building   

13 Mainstream gender   

14 Capacity building leads to strong projects and vice versa   

15 Link to market demand, private sector, other partners   

16 Invest in early and regular monitoring   

17 Require community co-investment   
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ANNEX A:  TERM OF REFRENCE 
 

 

MEMO 

 
 

 

 

TO:   Jinnet Fowles, Phd - Consultant  

  Institute of Education [University of the South Pacific] 

  

FROM:   Soane Patolo - General Manager  

MORDI Tonga Trust 

 

DATE:  January 23, 2012 

 

SUBJECT: Terms of Reference: Develop Sustainability Case Study  

 

Background 

1. The issue of sustainability is a key concern for MORDI TT which has been highlighted 

by the Mid-term Review Report of MORDI Programme in 2008 and in Six-monthly Progress 

Reports and in IFAD Supervision Mission Report. The 2009 Support Mission Report confirms 

that sustainability remains a major challenge for MORDI TT. The MORDI TT Strategic 

Framework 2010-2015 acknowledges that ensuring sustainability is a challenging endeavor for 

MORDI TT – but also that without sustainability it is not possible to claim lasting impact in 

terms of rural poverty reduction. 

2. To this end, a study is to be conducted in two stages: 

(a) Desk Review: the desk review has involved an analysis of selected documents  

(b) interviews with key resource persons at MORDI TT Office.  

The ultimate purpose of the review is to  

 document the multi-faceted concept of sustainability as it applies to MORDI TT-funded 

field operations;  

 Identify enabling factors (or constraints) for sustainability; 

 Identify important criteria for improved project design; 

 Identify indicators that will measure progress towards sustainability during project 

implementation. 

Objective and Scope of Assignment 

3. Overall objectives: the present consultancy will focus on conducting a case study 

based on work done by the Mainstreaming of Rural Development Innovation Programme in 

Tonga. It will therefore build on the Desk Review work and further advance the multifaceted 

definition of sustainability as it applies to MORDI Tonga Trust funded operations. 
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4. The case study will represent an opportunity to shed some light on the reality of 

MORDI Tonga Trust operations as they are currently being implemented, supervised and 

evaluated by MORDI Tonga Trust and its target communities. The overall goal is to 

identify the enabling factors that led to sustainability or, in case of negative findings, the 

constraints that projects face (or may face) for sustaining project benefits after completion. 

The ultimate purpose is to improve the development effectiveness of MORDI Tonga Trust-

funded operations in Tonga. 

Detailed objectives: more precisely, the objectives of the case studies are: 

5. To document the experience and performance of selected MORDI TT-funded 

projects in aiming at ensuring sustainability of project benefits beyond project 

implementation.  

6. To help MORDI TT better understand how project designs, M&E systems, 

supervision and overall implementation in selected MORDI TT-funded projects and 

specific communities contexts have addressed – or should address – the issue of 

sustainability.  

7. To generate lessons learned on the specific approaches that have greater 

chances to lead to sustainability and/or on the specific constraints that may impede 

prospects of sustainability. 

Output 

8. On the basis of the revised methodological note illustrating the methodology, 

processes and tools to be used in the development of the case study and on the main 

results of the desk review, the consultant is expected to deliver a case study report.  

Report’s outline 

9. While a detailed final report’s outline will be agreed upon between MORDI TT 

and the consultant submission of the first draft, the report should at a minimum include the 

following:  

a) A brief methodological note.  

b) An assessment of the sustainability approaches and exit strategies used in 

MORDI TT-funded project and/or planned to be used, including the definition of 

sustainability.  

c) A presentation of the key determining factors recognized as essential to ensure 

sustainability after project completion.  

d) A presentation of the key risks or potential obstacles to sustainability.  

e) An assessment of the indicators used to measure sustainability.  

f) A presentation of the major lessons learned.  

Methodology 

10. The methodology will include literature review and interviews with key informants 

. Outlines developed for these discussions will have a sustainability focus covering social 

and economic benefits accrued by individuals and households as a result of project 

interventions, enhancement in or protection of productive resources, resilience of 

household and community-level livelihood strategies.  

Schedules 

The consultant will report to the General Manager of MORDI Tonga Trust. The 

assignment will take place during January 23 – February 28, 2012. 
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ANNEX B:  DOCUMENTS REVIEWED 

 
 

 

PRIMARY SOURCES:   

MORDI TT 2007. Participatory Learning and Action Report: Hunga Community Development 

Plan 2007-2010 

MORDI TT 2007. Participatory Learning and Action Report: Lape Community Development 

Plan 2007-2010 

MORDI TT 2007. Participatory Learning and Action Report: Matuku Community Development 

Plan 2007-2010 

MORDI TT 2007. Participatory Learning and Action Report: Kotu Community Development 

Plan 2007-2010 

MORDI TT 2007. Participatory Learning and Action Report: Fata’ulua Community Development 

Plan 2007-2010 

MORDI TT 2007. Participatory Learning and Action Report: ‘Esia Community Development 

Plan 2007-2010 

MORDI TT 2008. Project Proposal:  Purchasing Wheelbarrow Project for Lape Community 

MORDI TT 2008. Project Proposal:  for the construction of a Hunga Cement Road  

MORDI TT 2009. Project Proposal:  Upgrade and Maintenance of Water Supply System for 

Hunga Community 

MORDI TT 2010. Participatory Learning and Action Report: Kotu Community Development 

Plan 2010-2013 

MORDI TT 2010. Participatory Learning and Action Report: Matuku Community Development 

Plan 2010-2013 

MORDI TT 2010. Participatory Learning and Action Report: Hunga Community Development 

Plan 2010-2013 

MORDI TT 2010. Project Proposal Summary: Education Support Project for Motu District  

MORDI TT 2010. Project Proposal:  Education Support Project for Motu District 

MORDI TT 2010. Project Proposal:  Outer Island Canoe Carving Training for Niuafo’ou District 

MORDI TT 2010. Project Proposal:  Outer Island Women’s Arts and Craft Training 

MORDI TT 2010. Project Proposal:  Outer Island Outboard Motor Safety Operation and 

Maintenance Training 

MORDI TT 2011. Participatory Learning and Action Report: ‘Esia Community Development 

Plan 2011-2013 

MORDI TT 2011. Participatory Learning and Action Report: Fata’ulua Community Development 

Plan 2011-2013 

MORDI TT 2011. Participatory Learning and Action Report: Lape Community Development 

Plan 2011-2013 
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INTERNAL SECONDARY SOURCES:  

IFAD 2004. MORDI Program Implementation Guidelines, MORDI Programme  

IFAD 2008. Results-based Logical Framework, MORDI Programme   

MORDI TT 2007. Progress Reports, MORDI Programme 

MORDI TT 2007-2011. Bi-annual Narrative Reports, MORDI Programme    

MORDI TT 2010. MORDI Newsletter, First Edition 

MORDI TT 2010.  Government Primary School Baseline Information, MORDI Programme 

MORDI TT 2010. Community Baseline Information, MORDI Programme 

MORDI TT 2011. Community Baseline Information, Lulunga District - MORDI Programme 

MORDI TT 2011. Community Baseline Information, Motu District - MORDI Programme 

MORDI TT 2011. Community Baseline Information, Niuafo’ou District - MORDI Programme 

MORDI TT 2011. MORDI Tonga Trust Strategic Plan 2011-2015 

MORDI TT 2011.Working Paper: Community Development and Empowerment, Detail Design 

Report 

 

EXTERNAL SECONDARY SOURCES: 

IFAD 2008. IFAD Mid-term Review Report – MORDI Programme 

IFAD 2009. TANGO International. Sustainability of rural development projects, best practices 

and lessons learned by IFAD in Asia:  India Case Study.  International Fund for Agricultural 

Development 

IFAD 2009. Proposed establishment of MORDI Tonga NGO, IFAD Implementation Support 

Mission – MORDI Tonga  

IFAD 2009. Aide memoire – IFAD Supervision Mission- MORDI Programme 

NZAP 2009. Appraisal of MORDI Tonga Programme, New Zealand Aid Programme 

IFAD 2010. IFAD Supervision Mission Aide memoire – IFAD Supervision Mission - MORDI 

Programme 

IFAD 2011. Tonga Rural Innovation Project - Project Design Report (Stage: Detailed 

design/Quality Enhancement) by IFAD (November 2011) 
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ANNEX C:    PERSONS INTERVIEWED BY JINNET FOWLES PHD,  

 
 
 
 
 
FEBRUARY 06 ~ 10, 2012 

 
 

 

MORDI Tonga Trust Field Workers: 

‘Asela SAUAKI 

‘Ikenasio TAULANGOVAKA 

 

 

MORDI Tonga Trust General Manager: 

Soane PATOLO 

  

 

MORDI Tonga Trust Board of Trustees Members: 

Lady ‘Ainise K. SEVELE, Chairlady 

Mr. Minoru NISHI, Vice chair 

Mr. Samisoni ‘Alamoti TAUTAKITAKI, Trustees 

Dr. Seu’ula Johansson FUA, Trustees 
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ANNEX D: MORDI COMMUNITY RATING SYSTEM – SYSTEM FOR GRADUATING/PHASING OUT COMMUNITIES 

 CRITERIA DESCRIPTION RATING 
% 

INSTITUTIONAL SUSTAINABILITY  

1 Planning, 

Management & 

Community 

Organisation 

 Communities regularly meeting and acting on 

decisions made  

 Village groups /  Sub-committees formed & 

functioning 

 Communities reviewing Development Plans 

1 = very poor (communities rarely meet and fail to act on decisions made) 

2 = poor (communities meet from time to time with minimal actions taken on decisions made)  

3 = moderate (communities meet infrequently with some decisions acted upon)  

4 = good (regular meetings with decisions acted upon)  

5 = excellent (regular meetings and majority of decisions acted upon)  

0% 

25% 

50% 

75% 

100% 

 

2 Leadership   Ability of group leaders and Community 

Facilitators (CFs) to plan and manage 

community activities 

1 = very poor (lack of planning and action) 

2 = poor (minimal planning and poor management of community activities)  

3 = moderate (routine community activities done adequately)  

4 = good (no real problems)  

5 = excellent (a number of community members and CFs actively involved in group leadership) 

0% 

25% 

50% 

75% 

100% 

 

3 Problem-solving   Communities able to identify problems and 

address them as they arise  

 

1 = very poor (communities unable to identify problems)  

2 = poor (communities able to identify problems but unable to address them)  

3 = moderate (communities can identify problems and are sometime able to address them on their 

own  

4 = good (communities able to identify problems and come up with different solutions)  

5 = excellent (communities able to anticipate problems and find best/creative solutions)  

0% 

25% 

50% 

 

75% 

100% 

4 Participation  

 

 Level of participation (youth and women 

especially) by all members in community 

management, decision-making and activities  

1 = very poor (traditional decision-making by one or a few male members)  

2 = poor (youth and women are rarely involved in community activities and decision-making) 

3 = moderate (youth and women are partially involved in community activities and decision-making) 

4 = good (women and youth are involved in decision-making and active in activities) 

5 = excellent (women and youth playing full role in planning, decision-making as well as other 

activities – eg. women and youth actively involved as representatives on village development 

committees)  

0% 

25% 

50% 

75% 

100% 

 

5 District & Community 

Facilitators  

 CFs role sustained in village  1 = very poor (CFs inactive and reliant on MORDI monthly allowance) 

2 = poor (CFs fairly active and reliant on MORDI monthly allowance)  

3 = moderate (CFs moderately active) 

4 = good (CFs actively involved and partially reliant on MORDI monthly allowance) 

5 = excellent (CFs are very actively involved in village development committee and are paid by 

village) 

0% 

25% 

50% 

75% 

100% 

 

6 Cohesion  

 

 Cohesion and cooperation between all members 

of the community  

1 = very poor (serious conflict within the community) 

2 = poor (some conflict or disagreement)  

3 = moderate (no significant conflict, but little active cooperation)  

4 = good (no real problems)  

5 = excellent (community members work well together)  

0% 

25% 

50% 

75% 

100% 
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ECONOMIC & FINANCIAL SUSTAINABILITY  

1 Access to support   Community is able to seek, request and access 

support as needed from other organizations 

(Government, NGOs, Donors etc) 

 Community understands  the small grant project 

proposal procedures 

1 = very poor (community is completely reliant on MORDI support) 

2 = poor (community has limited knowledge and understanding of other organizations and 

processes for support)  

3 = moderate (community has understanding of organizations but still needs some help from 

MORDI to get support) 

4 = good (community is able to access some support from other organizations) 

5 = excellent (community is able to access support from variety of organizations on their own 

without any help from MORDI)  

0% 

25% 

 

50% 

 

75% 

100% 

 

2 Income-generating 

projects  

 Income-generating projects are viable and 

financially sustainable (operating costs, profit, 

accounts maintained)  

 

 Communities are able to undertake additional 

activity and/or expand existing income-

generating project 

1 = very poor (group(s) has poor understanding of income generation/business, project is not 

making a profit and accounts are not kept well)  

2 = poor (only limited understanding of income generation/business and project is barely making a 

profit)  

3 = moderate (basic understanding of business and project is making a small profit) 

4 = good (good business understanding, project is able to sustain a profit and group is regularly 

saving/investing) 

5 = excellent (project is run as a viable business and investing / undertaking additional activity with 

money saved from profit made) 

0% 

 

25% 

 

50% 

75% 

 

100% 

 

3 Maintenance   Community ability to maintain CSF projects 

(Type I and Type II) 

 

 

 

 

1 = very poor (no plan for maintenance) 

2 = poor (minimal provision for maintenance and nobody is clearly responsible for technical 

maintenance) 

3 = moderate (some provision for maintenance) 

4 = good (adequate provision [ to cover cost of spare parts, large repairs] for maintenance with a 

few individuals responsible for technical maintenance) 

5 = excellent (adequate maintenance fund in place and designated people responsible for technical 

maintenance)  

0% 

25% 

 

50% 

75% 

 

100% 

 

4 Networking   Community ability to network and understanding 

(intra-community, among CFs and development 

partners) 

 

1 = very poor (community has no understanding of possibilities for working with other 

communities/organizations) 

2 = poor (community has limited understanding of possibilities) 

3 = moderate (community has good understanding of possibilities but requires MORDI assistance) 

4 = good (community has good understanding of possibilities and is able to undertake a few 

activities with other communities/organizations) 

5 = excellent (community is able to establish relationships and actively work with other 

communities/organizations without MORDI)  

0% 

 

25% 

50% 

75% 

 

100% 
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TECHNICAL SUSTAINABILITY  

1 Proposal writing   Ability to write technically sound and financially 

viable proposals based on CDP 

 Ability of community to assist other 

communities in proposal writing 

 

 

1 = very poor (community has no understanding of proposal writing) 

2 = poor (community has limited understanding of proposal writing) 

3 = moderate (community is able to write sections of proposal but still requires help from MORDI) 

4 = good (community members are able to put together project proposals with limited help from 

MORDI) 

5 = excellent (community members are able to put together project proposals acceptable to 

development organizations without help from MORDI)  

0% 

25% 

50% 

75% 

 

100% 

 

2 Training for 

operations and 

maintenance 

 Community technical capacity to do 

maintenance and access to spare parts, 

technical assistance 

 Community technical capacity to train others 

1 = very poor (community completely unable to maintain project) 

2 = poor (community has minimal technical training and capacity to do maintenance)  

3 = moderate (community members have some capacity to do maintenance) 

4 = good (community members have technical capacity to do maintenance) 

5 = excellent (community members have capacity to do any maintenance, repairs and access spare 

parts, undertake repairs, pay for technical assistance etc without MORDI support) 

0% 

25% 

50% 

75% 

100% 

 

3 Inclusion   Participation of youth and women in training 

and project activities  

 

1 = very poor (only village elders and men are involved in training activities) 

2 = poor (youth and women are rarely involved in training activities)  

3 = moderate (youth and women are partially involved in training activities)  

4 = good (women and youth are adequately represented in training activities 

5 = excellent (women and youth are actively involved in all training activities) 

0% 

25% 

50% 

75% 

100% 

 

  

TOTAL FOR EACH SUSTAINABILITY CRITERIA 

INSTITUTIONAL SUSTAINABILITY TOTAL 

0 – 11   =  D (weak)  
12 – 19   =  C (inadequate)     
20 – 24  =  B (satisfactory)  
25 – 30   =  A (strong)  
 

ECONOMIC & FINANCIAL SUSTAINABILITY TOTAL  
0 – 6   =  D (weak) 
7 – 12    =  C (inadequate) 
13 – 16   =  B (satisfactory)  
17 – 20   =  A (strong)  
 

TECHNICAL SUSTAINABILITY TOTAL  
0 – 4  =  D (weak) 
5 – 8   =  C (inadequate) 
9 – 11  =  B (satisfactory)  
12 – 15   =  A (strong)  
 

TOTAL SCORE 
0 – 32      =  C (special attention and support is required from 
MORDI) 
33 – 49   =  B (some work is required from MORDI) 
50 – 65   =  A (community is ready to graduate 
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