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Executive Summary

1. As set forth in the project document, a final tripartite evaluation of the project "Special Programme for Food Security in Mozambique" (GCSP/MOZ/062/ITA - "PAN") was carried out in the period 4‑20 November 2002. 

2. This project is a part of FAO's worldwide initiative known as the Special Programme for Food Security (SPFS), currently being implemented in nearly 70 countries. The SPFS as a whole was the subject of a wide-ranging External Evaluation (SPFS/EE) in 2001. It should be borne in mind that the mission was asked to evaluate the Mozambique project within the framework of the results of the External Evaluation. In addition, the donor funding this project, the government of Italy, has already indicated specific interest in continuing to fund the SPFS in Mozambique. As such, the mission also had the task of evaluating the project with a view to draw out recommendations and lessons which would contribute directly to formulation of this following phase.

Design
3. There is a quite an amount of confusion in the objectives listed in the various documents for this project. This area is an important weakness of the PAN, deriving both from the rigidity and weakness of the original SPFS objective structure and from a formulation process which apparently had difficulty in combining the two sets of needs of PROAGRI first and the SPFS second. The consequences on project implementation strategy and results have unfortunately been rather negative, especially in terms of sustainability issues.

4. While there was (and still is) full agreement on the overall goal of this project (to contribute to improved food security......  through sustainable increases in smallholder productivity, food production and incomes), it is in the immediate objectives that two different strategies clearly emerged. This process of gradually changing objectives appears to have been the result of somewhat divergent views on the purpose of this project between FAO-Rome and MADER: 

· For FAO, this project was part of the SPFS framework and as such was considered a pilot initiative to identify and perfect easily replicable, low cost technological packages which could then be easily and rapidly generalised to the whole country in the Expansion Phase. 

· For MADER, this was a small agricultural development project whose objective was to assist participating farmers to improve their livelihoods through improved production, and to support capacity building in the institutions taking part. Lessons would be learned from the experience (constraints analysis) and applied to this and eventually other similar initiatives in the context of PROAGRI.

5. As is discussed in the report and in the mission conclusions, this situation had a significant impact on the way in which the project was implemented, and especially on the perceptions of its success or lack of success on the part of the various stakeholders.

6. Targeting in this project was to a great extent dictated by the requirements of SPFS design, which seeks to work with farmers who have significant potential to show rapid results with the introduction of new technologies. This necessarily means the selection of relatively better-off households, though of course they may not be particularly well-off in absolute terms. In the case of Mozambique, the country had such a high level of poverty in 1996 that with few exceptions, farmers were poor in all regions of the country. Nonetheless, the issue of replicability of results is raised by the application of the selection criteria, as it is difficult to verify the viability of a technology for disadvantaged farmers when testing it on farmers in a much more advantageous situation.

Implementation 

7. The agricultural intensification component has been implemented starting with the 1997/98 second crop and has been operational since in the six selected Districts, for a total number of more than 750 demonstration plots of 0,5 ha under rain-fed conditions and approximately 140 plots of 0,25 ha under irrigation. Participants were often already Extension Contact Farmers, and were willing to enter a credit scheme for input supply. Technological packages were prepared by the national research institute, and later on were integrated with the support of an international consultant for irrigated crops. Since the first year, several training sessions for technicians and extension agents have been organised, on the establishment and implementation of demonstrations, new cropping techniques, etc. Farmers and Extension Agents (EAs) report substantial increases in yields, once climatic conditions are favourable and inputs are delivered on time. Credit recovery rate for this component is very low and there are reasonable grounds to believe that under present circumstances of technology, markets and prices, including labour costs, a widespread adoption of inputs on rain-fed crops is unlikely to happen. On the other hand, irrigated crops show more interesting returns to investment and labour, but markets risk to be saturated easily unless a strong diversification of crops is stimulated.

8. Under the livestock component, main outputs are the following: diffusion of fishponds, which has proved successful and sustainable; poultry vaccination against New Castle Disease, whose request in 4 years has increased ten-folds; distribution of 169 improved Boer race goats, with mixed and partial results because of very late implementation; distribution of ox-carts and ox-ploughs; demonstration of improved housing for poultry and goat. Token payments were required only for the goats and the ox-drawn equipment.

9. Under the irrigation component, outputs are one 8 ha pipe gravity scheme, one 10 ha pipe motor-pump scheme and 135 treadle pumps distributed. In all cases, beneficiaries have seen their production boosted with a positive impact on their incomes, and they have formed Water Users' Associations for the common management of the schemes or for common development purposes. However, sustainability and replicability of the two pipe schemes is questionable due to their high capital costs. With treadle pumps, while anecdotal evidence indicates farmers are very interested in them, there has been no testing of ability or interest of farmers for adopting the technology at their own expense.

10. In support to institutional capacity building and as a contribution to the policy-making process, the Project has carried out three main activities. First, the National Irrigation Policy and Strategy has been elaborated, a draft proposal was completed this year following an extended consultative process and is waiting for FAO comments to be sent to the government for consideration. Secondly, a Constraint Analysis was carried out at field level, in order to identify main structural problems faced by farmers and hindering the adoption of technological innovation. The main identified constraint was lack of credit services at grass roots level. Action was therefore take on this issue and the Project has started a process of training and capacity building on savings and credit mechanisms. Last, a Monitoring and Evaluation system has been designed, discussed and approved, and should be eventually adopted by the national Rural Extension System.

11. Training of technicians, EAs and farmers has been an important aspect of project’s overall activity, under all components, highly appreciated by beneficiaries. On the whole, about 24 capacity building events, including training course and seminars, took place on different technical and methodological issues. Also, four study tours abroad, including a three month training on FFS in Zambia, were organised and financed. Participants were 227 technicians, 13 of whom took part to the trips abroad, and 539 farmers, 4 of whom also took part to a study trip abroad. 

Summary of Conclusions

12. The experience of the PAN, has produced some positive and innovative outcomes. Several of these are related to the impact of the programme on its home institution, MADER:

· The PAN in Mozambique is viewed as a field operationalisation project of some aspects of the national sector development framework, PROAGRI - this is very positive as an element of integration of PAN at policy level.

· At central level PAN is highly integrated into National Directorates in MADER. At provincial and district level PAN activities are closely integrated into the overall workplans and other projects  of these units. PAN appeared to motivate great commitment and enthusiasm from extension agents.

13. The project also introduced some useful methodological innovations at the institutional level: 

· Planning by objectives and the “integrated and multidisciplinary” assistance provided to farmers.

· The participatory planning, evaluation and re-planning exercises that were carried out at the different institutional levels, with the involvement of farmers. 

· The experience of Farmers’ Field Schools.

14. On the whole, the project has carried out most of its planned activities, although with substantial delays according to the initial schedule, mainly due to unrealistic planning and to unforeseeable adverse climatic events in 2000 and 2001. Training has been an important element throughout all components, very much appreciated by involved staff and beneficiaries.

15. On the other hand, PAN unfortunately suffered from some weaknesses as well. It is the opinion of this mission that one of the most important weaknesses was the lack of consistency and clarity in its objectives. From the start GoM and FAO-Rome had somewhat different perceptions of the project's immediate objectives, but this issue was never clearly enunciated. In consequence, the objectives were gradually changed over time to fit the national perception, concentrating on the achievement of results with participating farmers (about 200 direct beneficiaries). In effect, this difference in approach means that much less importance was attached to the replicability of project actions than would have been the case had the original SPFS approach been followed.

16. Some other weakness of the project are the following:

· Due to a design weakness, the PAN gave late consideration to factors deriving from the policy and institutional environment, only doing so with the Constraints Analysis. 
· There has been little or no analysis of the farming/livelihood systems into which the PAN technologies are being introduced, with resulting unpredictability of adoption.

· Due to the criteria used for selecting pilot districts and farmers, PAN works in relatively more privileged areas with generally better-off farmers, which greatly limits chances for replicability on a large scale.

· In general terms, with the possible exception of fishponds, all the technologies proposed under the project will need an efficient credit system (non-existent at present) at grass roots level to be sustainable, or else will necessitate the involvement of the State in the provision of direct/indirect subsidies to farmers under various forms. 

· PAN has not devoted attention to developing a strategy for up-scaling, other than the simple approach of extending the same activities to other areas, being suggested for the next phase. This proposal, however, suffers from the sustainability issues cited in this evaluation.

Specific Recommendations for finalisation of the current phase

For the project

· Complete the outstanding livestock studies including the one on goat productivity. 

· Complete the distribution of Boer male goats.

· Complete the distribution of the treadle pumps.

· Complete the training on Savings and Credit Schemes.

· Support with remaining funds a more in depth-analysis of possible paths for the development of a sustainable rural credit system. 

· Prepare a detailed analysis/breakdown of actual costs incurred into for all Project activities, in particular for each irrigation scheme, treadle-pumps and improved imported goats.

The mission realises that the accomplishment of these activities will require more time than actually allowed by the present NTE date (31 December 2002). It also understood that at that date it is expected that there will be some funds left over. It is therefore understood that the Project will elaborate a plan of work to be officially sent to FAO for approval, which will request a budget neutral postponement of NTE date for three to four months. The evaluation mission supports this extension.

For FAO

· Finalise the comments on the draft National Irrigation Policy and Strategy.

· Provide further assistance to GoM on Farmers’ Field School theory and practice

For the government of Mozambique

· Work on formulating a specific national policy framework for provision of credit to small farmers.

· Analyse the factors behind the high construction costs of small-scale irrigation schemes and identify and test possible alternative methods. 

Recommended directions for the next phase

17. Two alternative visions of the future are proposed, one continuing on the path desired by the national team, and the other returning to the objectives of FAO's Special Programme for Food Security, taking into consideration the most recent thinking on this programme as well as the potential this has for assisting PROAGRI in meeting its goals with regard to food security and hunger reduction. This evaluation mission feels that the first alternative would be the less effective use of limited funds available for Phase II. It therefore encourages all concerned to seriously consider the likely benefits of the second alternative.

First proposal

18. Building on the positive experiences of PAN Phase I, Phase II should widen the area of coverage of PAN field activities to new provinces and districts, taking into consideration the following recommendations:

· During the formulation of Phase II, a thorough review must be carried out of all ongoing or recent experiences in the country (including those of the PAN) with appropriate approaches and technologies for increasing food security, be they in agricultural production, marketing, processing, or financial intermediation. The project must establish links of communication and collaboration with these other initiatives.

· Before introducing new technologies to farmers, an adequate analysis of the complete farming and livelihood systems must be carried out to identify the most appropriate technologies for that specific situation.  

· In line with the PARPA, first priority must be given to strengthening food security at household level (targeting the poorest households) in a wider perspective of poverty reduction.
· The next phase should explore ways to stimulate innovation at farmer level, in the private sector, and in institutional settings such as in research and in the extension service.

· The Farmers’ Field School approach should be developed and where possible form the basis for the extension activities under Phase II.
· Other significant themes, which could be further strengthened or included in the future are capacity building and empowerment at grass roots level and support to rural marketing systems.
Second proposal

19. In this alternative, rather than an isolated field project, PAN is viewed as a focal point and catalyst in the context of PROAGRI at national level to create synergies among the many activities currently going on in the country in the areas related to food security. Instead of being only a field-based project, however, this phase would act as a focal point to support an integrated approach to pursuing the World Food Summit goal of halving the number of undernourished by 2015, a commitment reaffirmed by the Government of Mozambique at the "WFS: five years later" in Rome in June this year.

20. The project would work as a catalyst at national level for field-based action in food security on the several fronts of policy change, institutional reform, technology identification and testing, technology dissemination, and communication and information. 

21. Taking stock of existing programmes and projects which are already contributing to household and national food security, PAN Phase II would explore mechanisms for scaling up successful initiatives and developing synergies between them. This would be one of its most important tasks. Information dissemination on these efforts would be a key element of its work.

22. To the extent possible, the project would work closely with ALL other activities (of concerned ministries, SETSAN, donors, UN agencies, IFIs, NGOs and the private sector) directly related to improving community and household food security, within the context of the PROAGRI framework. The project would have as one of its immediate objectives to mobilise resources for this effort within the PROAGRI framework from both national and donor sources.

I. Introduction

23. As set forth in the project document, a final tripartite evaluation of the project "Special Programme for Food Security in Mozambique" (GCSP/MOZ/062/ITA - known in the country by the acronym "PAN" for 'Plano de Acção Nacional-Segurança Alimentar) was carried out in the period 4‑20 November 2002. Mission Terms of Reference are attached in Annex 1. The mission was composed of 

1. Daniel Shallon representing FAO, mission leader, Evaluation Officer of the FAO's Evaluation Service and rural sociologist; 

2. Tullia Aiazzi representing the government of Italy, consultant agronomist; 

3. Albano Leite co-representing the government of Mozambique, irrigation engineer from the National Directorate of Irrigation (DNHA); and 

4. Romualdo D. Uaila co-representing Mozambique, Chief of the Animal Production Department of the National Directorate of Livestock (DINAP).

24. After initial meetings in Maputo, the team spent one week visiting the six districts in which the project is being implemented (see mission itinerary in Annex 2). These were Nhamatanda and Gorongosa in Sofala Province, Gondola and Sussundenga in Manica Province, and Matutuine and Boane in Maputo Province. In each province, the mission was able to meet with the Provincial Directorate for Agriculture and Rural Development (DPADR) and the two respective District Directorates (DDADRs), as well as spending a day in each district visiting field activities and discussing with project beneficiaries and extension staff. On these visits, the mission was accompanied by the National Project Coordinator, the FAO Assistant National Programme Officer and a representative of the Technical Unit of the Italian Embassy in Maputo.

25. Following the field visit, the mission returned to Maputo for further consultations, both with institutions working directly with the project and with other agencies and persons working in agriculture and rural development in Mozambique. A meeting was held on 18 November with the national project team to discuss preliminary conclusions, and the final report of the evaluation was presented to the Project Steering Committee members at a meeting chaired by the Minister of Agriculture and Rural Development on 20 November.

26. The project under evaluation is a part of FAO's worldwide initiative known as the Special Programme for Food Security (SPFS), currently being implemented in nearly 70 countries. In order to understand the design of the project as well as many elements of implementation, it is useful to have some background on the SPFS . In addition, the SPFS as a whole was the subject of a wide-ranging External Evaluation (SPFS/EE) in 2001. The following sections therefore briefly provide background on the programme and the results of the SPFS/EE as they relate to this project. It should be borne in mind that the mission was asked to evaluate the Mozambique project within the framework of the results of the External Evaluation.

27. In addition, the donor funding this project, the government of Italy, has already indicated specific interest in continuing to fund the SPFS in Mozambique out of the special fund it has recently set up at FAO for this programme. The mission was given indication that the funding for a further phase of this project would be on the order of USD 3.5 million. As such, the mission also had the task of evaluating the project with a view to draw out recommendations and lessons which would contribute directly to formulation of this following phase, for which the pre-formulation mission would follow immediately after completion of the evaluation. It was foreseen that Ms. Aiazzi, member of the evaluation mission, would also be participating in that formulation on behalf of FAO.

II. Background and Context

A. FAO's Special Programme for Food Security

28. The Special Programme for Food Security, initially called the 'Special Programme for Food Production in Support of Food Security in Low-Income Food-Deficit Countries' (LIFDCs), was endorsed by the FAO Council in 1994. The objective of the SPFS as stated is: "assisting LIFDCs to increase food production and productivity on a sustainable basis; reduce year-to-year variability of production; and improve access to food, and by implication, increase net incomes of small farmers, generate rural employment and reduce poverty, with due consideration to social equity and gender sensitivity." All FAO member countries meeting the criteria of an LIFDC are considered eligible for assistance under the SPFS. Eighty FAO member countries currently meet these criteria, of which nearly 70 already have initiated national activities under the programme. 

29. At the launch of the SPFS, the reasons for chronic as distinct from emergency food insecurity and malnutrition were analysed as including four closely related factors, which are both a cause and an effect of poverty: (i) low productivity in agriculture, compounded by policy, institutional and technological constraints; (ii) high seasonal and year-to-year variability in food and other agricultural production which is often linked to insufficient water or inadequate water control for crop and livestock production; (iii) scarcity of on and off-farm employment opportunities; and (iv) Inadequate and uncertain incomes in both rural and urban areas.

30. While in many low-income countries food production had not been rising as fast as population increases, food imports often did not provide a viable response, as foreign exchange was simply unavailable. Similarly non-emergency food aid was on the decline. FAO has argued that the only solution available to countries was therefore to increase food production. The SPFS was thus focused initially on staple foods and it was stressed from the outset that crop expansion would be country specific and market oriented. 

31. In what was to become a troublesome lack of clarity between targeting national versus household food security, emphasis was initially placed on high potential areas and more productive farmers who could assist in overcoming national food deficits. There is a high level of coincidence in low-income countries between national food deficits and the proportion of undernourished but there are exceptions. While the total food supply available in a country is the single most important determining factor in the proportion of malnourished, there are cases like that of Mozambique where national self-sufficiency in food production is not by itself a guarantee of food security in all regions and among all population groups. In general, the link between GNP per capita and food security is stronger than that between food security and the condition of being a net food importer.

32. With time, however, the programme concept has increasingly emphasised work in lower potential areas with food deficit households and is now intended to demonstrate approaches in all agro-ecological zones but with nominally the greatest emphasis on achieving food security at the household level. In 1996 (the year of formulation of the Mozambique SPFS), emphasis was increased on diversification into horticultural products, tree crops, small livestock and fish, which could often provide the greatest opportunities for on-farm income generation.

33. The design of the SPFS, as stated by FAO, emphasised four constraints: 

a) Shortage of available moisture;

b) Lack of access to improved technologies;

c) Excessive dependence on a narrow range of products; and

d) Lack of incentives for raising output and improving sustainability. 

34. As originally conceived the SPFS had two phases, Phase I, the pilot phase lasting two to three years, and Phase II, the expansion phase. Phase I addressed the first three constraints listed above through piloting promising farm-level technologies on a small scale. Phase II was intended to give particular attention to policy change, addressing the fourth area of constraint, accompanied by investment for the rapid uptake of the piloted technologies. No country has, as yet, formally entered Phase II and emphasis has shifted to spreading the pilot programme to a wider range of agro-ecological zones (called the "Expanded Phase I" - it is this expansion which is foreseen for the Mozambique programme).

35. During Phase I the SPFS, in Mozambique as elsewhere, has had four standard components: 

a) Development of water management and irrigation potential (but concentrated almost exclusively on irrigation); 

b) Intensification of sustainable plant production systems in both rainfed and irrigated areas;

c) Diversification (mainly small animal production for alternative income earning); and

d) Constraints Analysis.

36. The "South-South Cooperation" (SSC) component of the SPFS began in 1996. This component consists in requesting more advanced developing countries to send a 'critical mass' of mid-level field technicians (up to 100) and a few higher-level experts (as supervisors) to poorer partner countries for two to three years. Funding is through a combination of FAO, host and recipient resources, though in effect the recipient share is usually covered with donor funds. During their stay, the SSC technicians should work directly with the rural communities involved in the SPFS programme. The justification for the SSC is the much lower cost per technician
 compared with other international technical assistance, though since the bulk of the SSC technicians are mid-level government staff, there is little comparison between the type of expertise brought to bear in the two systems. The number of experts required is determined on a case-by-case basis. 

37. In the case of Mozambique, SSC with India has begun under a small new SPFS project in the country funded by the African Development Bank, and the first three of some 60 Indian technicians and experts foreseen have arrived so far. The SSC has not been a part of the Italian funded project being evaluated, but it is likely that it will be in the second phase.

38. National management and integration into national programmes were regarded as key aspects of the SPFS from the point of view of national ownership, sustainability and cost-effectiveness. In line with this, the Mozambique project has thus not used long-term international expertise, except that provided on a SSC basis which is just getting started. 

B. The country situation at formulation

39. At the time of project formulation in 1996, Mozambique was, much more than today, still heavily under the influence of the consequences of a difficult war of liberation followed by nearly 20 years of civil war and economic mismanagement under an centralised planning system. The peace agreement finally reached in 1992 was having a dramatic effect on recovery, but the starting point was so low that still in 1996 per capita incomes were below USD100 per year and the country remained among the very poorest in the world. The proportion of malnutrition for the developing world as a whole in 1996-98 was 18%, whereas it reached 42% in East and Southern Africa. At the time of formulation of the present project, an estimated two-thirds of the rural population of Mozambique did not have access to sufficient food, and over half of rural children suffered from stunting caused by malnutrition (Project Document, 1996). In 1995/96, more than 20% of the country's food needs were covered by international food aid, though this was already an enormous improvement on the 72% of 1992/93.

40. While Mozambique presented a striking opportunity for agricultural development in the abundance of fertile farm land and water resources available to the country as a whole (exploitation of both rainfed and irrigable arable land was well below 10%), this was characterised by significant regional variation. In particular, the least fertile and driest parts of the country are in the south, where the largest part of the population is also concentrated. This area of the country was only able to produce about 25% of its cereal requirements. Destroyed or heavily degraded infrastructure meant that transfer from food-surplus to food-deficit areas was often uneconomical. 

41. Other constraints identified during the formulation process related to:

· low productivity of traditional technologies,

· the lack of resources or credit to purchase inputs or fund investment, 

· labour shortage in the south due to male outmigration, and the low productivity of women's labour (responsible for most agricultural work) due especially to time used to fetch potable water, 

· the decimation of the livestock population, including oxen previously used for animal traction in many areas,

· high level of post-harvest losses,

· the weakness of government services (e.g., extension services reached less than 5% of farmers), and 

· the almost complete breakdown of rural trading networks.

42. A large number of donors were active in the area of agriculture and rural development in Mozambique at the time of SPFS formulation. Programmes mentioned to the evaluation mission included, among others, a major European Commission Food Security Programme formulated in early 1996 (following the end of EU food aid), a World Bank project to rebuild the agricultural extension service, donor funded initiatives in several parts of the country using NGO extensionists to introduce agricultural technologies, as well as the Sassakawa Global 2000 programme for input distribution on credit being implemented in many areas. FAO itself was managing a large programme comprising over 15 projects, mostly under UNDP funding.

43. When the SPFS was first discussed during an exploratory mission from FAO in 1995, the government, under impetus of an initiative of FAO together with UNDP, had been working closely those two agencies, the WB and several donors for the previous two years on the formulation of a unified National Programme for Agricultural Development (PROAGRI). This is an unusual and very promising mechanism between the Ministry of Agriculture and Fisheries (now Ministry of Agriculture and Rural Development, MADER) and the major donors and aid agencies for coordination of all investment, assistance and support to the agricultural sector. Eventually, all internal and external funding (grant or loan) for the sector is to be channelled directly through the ministry under the PROAGRI. One of the four fundamental objectives of PROAGRI is to achieve food security.

44. In addition, Mozambique in 1995 was one of the first countries to produce a comprehensive WB-sponsored Poverty Reduction Strategy Paper (PRSP - revised and updated in 2001 as the Action Plan for the Reduction of Absolute Poverty or 'PARPA'). The PARPA gives significant attention to agriculture and rural development, which is one of its six "fundamental areas of action."  And one of the four objectives for this area is to "reduce the vulnerability and chronic food insecurity of households."

45. In this context, the initial insistence of the FAO exploratory team that the SPFS concept be adopted at national level as the basis of a national strategy for agriculture and food security was rejected, since the country was already well on its way to developing its own strategy for this area (with strong FAO support). Instead it was agreed that the Mozambique SPFS would be a field project to assist in operationalising selected PROAGRI objectives. To do this it would be nationally implemented and work within the MADER structure.

C. Project formulation and approval

46. As noted above, the policy context in 1996, the year of formulation, was quite favourable to the introduction of a project like the SPFS. The country requested the support of FAO and Italy in the preparation of the project, which was given the name of "National Action Plan for Food Security" (PAN).

47. The process of SPFS formulation outlined in FAO's Guidelines for the Formulation of the Phase I of the SPFS gives very high priority to the national ownership of the projects. It clearly states that the responsibility for project formulation is national (i.e., the National Programme Formulation Team) with FAO playing primarily a catalytic role. While this in fact did not often happen in early SPFSs, it is commendable that in Mozambique, the National Team appears to have taken the lead in developing the PAN in mid-1996, supported by a TCI mission. At least two of the National Team members went on to work with the project during implementation and are still with it: the National Project Coordinator and the irrigation engineer. This is a positive element with respect to continuity in management.

48. In line with SPFS practice at the time, the TCI mission went on to formulate the field activities (Plan of Operation) for implementation of the PAN in late 1996. Financial support was requested from Italy for the initiation of the Pilot Phase, and a trust fund of USD 1.76 million was approved for the first three year phase. The project was to begin operations in December 1996, but due to administrative and bureaucratic reasons on both the FAO and the GoM sides, it was officially launched only on 15 September 1997 and initial field activities only began in the 1998 agricultural "counter-season" (May to October). 

49. Due to this late start and the slowness of implementation, which was further delayed by the dramatic floods of 2000, the Tripartite Review of 1999 accepted to extend the project end date from the planned 31 October 2000, by one year to 31/10/2001. Further delays in implementation led to the fielding of a mission to design an "extension and consolidation" period of one more year for the project, which was thus to end on 31 October 2002. Shortly before the arrival of the present evaluation mission, noting that the budget still contained some residual funds, that activities were still incomplete, and that the donor was planning to fund a successive phase, the project end date was once again extended, this time to 31 December 2002.

III. Assessment of Project Objectives and Design

D. Justification

50. As in all Phase I SPFS projects, there are four major components in the PAN: (i) water management/irrigation, (ii) crop intensification, (iii) diversification, and (iv) constraints analysis. 

51. In early SPFS projects like this one in Mozambique, at the start irrigation and crop intensification were the key components. Given the philosophy of the SPFS, it was logical to concentrate on water. Water is a critical element in sustainable agricultural development. Emphasis on water, not only in SPFS projects but also in an overall agricultural development strategy, is therefore generally fully justified. However, it would have been reasonable to have expected from the outset, that the PAN/SPFS would have placed greater emphasis on a wider set of water-related activities (e.g., moisture conservation, water harvesting, watershed development) rather than focussing only on irrigation. The issue of moisture conservation technologies is specifically mentioned in the report of the 1999 Tripartite Review Meeting as an issue that the project should pursue. The evaluation mission found no indication that this recommendation had been acted on, however.

52. The activity of crop intensification is rationalised by the SPFS programme on the basis of the need to increase production. Intensification, especially if combined with proper water management, has additional value in augmenting land use through multiple croppings, and the emphasis on scale neutral technologies such as fertilisers and high yielding varieties, combined with efficient water delivery systems, results in the programme being suitable for limited resource farmers. This strategy was a logical one in the Mozambican context.

53. However, the bottlenecks that relate to the strategy of intensification are often at the meso- and macro-levels rather than the micro-level. They relate to the capacity of the research system to produce better varieties; the system of seed multiplication and distribution; the fertiliser distribution system; credit delivery; and product marketing. There are also issues relating to agricultural pricing policy, and wider environment and health-related questions. None of these issues was specifically taken into consideration in the design of the PAN.

54. National ownership and national implementation are key elements of the SPFS, and as mentioned above these were fully applied in the case of the PAN. While this is both justified and positive, in preparing the overall project workplan, insufficient consideration was given to the weakness of national institutions which were just emerging from nearly 30 years of turmoil. In this context, the time frame for project implementation proved to be quite unrealistic. In addition, the use of the participatory approach mandated in the Prodoc inevitably entails longer project start-up and implementation times. 
E. Objectives

55. There is a quite an amount of confusion in the objectives listed in the various documents for this project. This area is an important weakness of the PAN, deriving both from the rigidity and weakness of the original SPFS objective structure and from a formulation process which apparently had difficulty in combining the two sets of needs of PROAGRI first and the SPFS second. The consequences on project implementation strategy and results have unfortunately been rather negative, especially in terms of sustainability issues.

56. In the original project documents, there are already two sets of objectives. Volume I, the PAN itself, lists an overall and a specific objectives, and 12 'outputs' of which many are phrased as objectives. In Volume II (the Plan of Operation) the list of objectives includes 'overall', 'specific', 'linked' and 'immediate' objectives, totalling 14 in number (see below). While some of these are the same as in Volume I, many are different.

57. In the project progress reports, objectives and outputs appear to have been modified over time according to the need to make them "backward compatible" with the activities which had actually been carried out or were under implementation. Further, in the "Review, Consolidation and Extension" of the project conducted in 2001, the workplan for 2001/02 proposes a reformulation of the objectives, which are four, with 23 outputs in a logical hierarchy. 
58. Finally, however, their final form is presented in the summary information note ("Brief Presentation of the SPFS in Mozambique") given to this mission on arrival (see below). In this document, the objectives are six, with a different formulation and with the outputs apparently listed in haphazard fashion (three objectives with no outputs listed, and the others with 1-3 outputs each). 

59. In all of this confusion, there appeared to be no specific mechanism applied to assessment and approval of these changes, other than tacit approval through acceptance of the annual workplans by the somewhat superficial TPRs and the overworked FAO backstopping officers. This has been a weakness especially of FAO, as the changes discussed below are not minor and significantly affected implementation, causing the project to move away from the SPFS concept under which it was created.

60. As dictated by the SPFS guidelines, the original overall objective of the PAN was, within the framework of the national agricultural sector strategy, policy and investment programme, "to contribute to improved food security at the national, regional and rural household levels through sustainable increases in smallholder productivity, food production, and incomes, as well as through reduction in year to year variability."

61.  The specific objective of the PAN was stated to be "the operationalisation of a number of PROAGRI activities embracing on-farm demonstrations of improved crop, livestock, and irrigation technologies, as well as formulation of an irrigation policy and strategy, and the analysis of constraints to the widespread adoption of technologies and of the solutions to identified constraints."

62. In addition to these overall SPFS objectives, the 1996 project Plan of Operations states that the 'linked objectives' of the pilot phase are:

1. participatory demonstration of the potential of available improved technologies to significantly increase agricultural production and productivity;

2. participatory identification of constraints to technology adoption, and 

3. participatory formulation of appropriate solutions to identified constraints, and of strategies and policies which will lead to enhanced national, region and rural household food security.

63. The Plan of Operations then goes on to list nine immediate objectives, along with related outputs and activities, for the PAN. While listed as objectives, however, these nine are more outputs, and in some cases activities, than they are objectives. They are:

1. Inform relevant policy makers, administrator, technicians, donors, local leaders and farmers on the objectives, activities and methodologies of PAN.

2. Identify constraints to food security at national, regional, local and household levels, and elaborate proposals for constraints removal.

3. Demonstrate that available improved technologies have the potential to significantly increase rainfed food crop production and productivity.

4. Demonstrate that the diffusion of improved animal husbandry and draft animals can contribute to increased family income and food production.

5. Develop an National Irrigation Policy and Strategy with full participation of stakeholders in the preparation process.

6. Demonstrate improved on-farm water management combined with improved agronomic practices to increase food production.

7. Demonstrate and develop manual drilling of boreholes and manual lifting devices.

8. Rehabilitate smallholder irrigation schemes with full farmer participation.

9. Establish and/or strengthen Water Users' Associations (WUAs).

64. A summary document listing the accomplishments of the project, prepared by the office of the National Programme Coordinator (NPC), was provided to this evaluation mission on arrival. In this document an updated version of the objectives was given. The six objectives listed are:

1. Relevant policy makers, administrators, technicians, donors, local leaders and farmers informed on the objectives, activities and methodology of PAN.

2. Constraints impeding the achievement of project objectives identified and a proposal for addressing them prepared.

3. Improved household income and food security of participating farmers through improved production and productivity of crops in the pilot areas under both rain-fed and irrigated farming, reduction of post-harvest losses and an improved marketing system.

4. Increased family income and food security through improved animal husbandry, support for draft animals and promotion of aquaculture.

5. A National Irrigation Policy and Strategy formulated based on full and active participation of stakeholders.

6. Sustainable irrigation technologies and low cost irrigation technologies introduced and adopted.

Differing visions

65. While there was (and still is) full agreement on the overall goal of this project (to contribute to improved food security......  through sustainable increases in smallholder productivity, food production and incomes), it is in the immediate objectives that two different strategies clearly emerged. This process of gradually changing objectives appears to have been the result of somewhat divergent views on the purpose of this project between FAO-Rome and MADER: 

· For FAO, this project was part of the SPFS framework and as such was considered a pilot initiative to identify and perfect easily replicable, low cost technological packages which could then be easily and rapidly generalised to the whole country in the Expansion Phase. 

· For MADER, this was a small agricultural development project whose objective was to assist participating farmers to improve their livelihoods through improved production, and to support capacity building in the institutions taking part. Lessons would be learned from the experience (constraints analysis) and applied to this and eventually other similar initiatives in the context of PROAGRI.

66. Thus in the original version, formulated by TCI, the immediate objectives speak of demonstrating that available improved technologies "have the potential to increase production," that they "can contribute to increased incomes," etc. In the modified version, on the other hand, the objective is for improved technologies to lead directly to improved household income and food security of farmers participating in the project. 
67. As is discussed in the following sections and in the mission conclusions, this situation had a significant impact on the way in which the project was implemented, and especially on the perceptions of its success or lack of success on the part of the various stakeholders.

F. Project Design

68. Several issues relating to the principles on which the design of this project was based are dealt with above in sections II.A and III.A. 

69. However, beyond the general issues relating to project conception, the project document for the PAN suffers from a number of specific weaknesses. The most important one is the lack of clarity and precision in the description of planned project activities to be carried out under some of the components. In effect, as indicated above, early SPFS projects tended to concentrate exclusively on the technological aspects of crop intensification (essentially the use of purchased inputs and some minor crop husbandry practices) and irrigation. In this case, there is also a description of the process to follow for support to the preparation of the National Irrigation Policy and Strategy.

70. With regard to crop intensification, the document simply gives a set of technical instructions for each crop package and provides a limited number of crop budgets to justify the selection of these particular packages. No attention is paid to the types of livelihood systems into which these technologies are to be integrated. While the mission was told by one person that farmers were consulted before selecting the crops on which to focus, there is no evidence of this in the Prodoc.

71. With regard to livestock (diversification), constraints analysis, information dissemination, monitoring of impact on food security, capacity building, or support to WUAs, the document provides no guidelines or indications of how to proceed. In particular, as a pilot programme, the monitoring of impact on food security and adoption of piloted technologies by beneficiaries and non-beneficiaries should be key elements. No mechanisms for these functions are suggested or set up, however.

72. The Prodoc lacks a Logical Framework or similar planning tool to examine the realism, logical connection, and risks and assumptions in the hierarchy of objectives and outputs. The project was based on several risky assumptions with regard to weather, markets, credit, and other factors having a direct influence on the success of tested technologies. The Prodoc does, however, provide a table giving some limited indicators which could be used to monitor progress.

73. Three options are provided for management arrangements for the project, with diminishing degrees of project-funded staff, and third option was selected with only the National Project Coordinator paid out of donor funds. This was the option recommended by the formulators.

74. There are no links or references to any other ongoing projects or programmes in the country with exception of PROAGRI, which however was only under formulation at the time (came into effect in 1999).  Nonetheless, the mission was specifically told that the feeling in the national team is that integration in the PROAGRI is sufficient to cover other relevant donor and government activities in the sector. This was a very different assessment from that of the staff of other agencies with activities in food security and agriculture.

75. As mentioned earlier, the time scale of the project workplan turned out to be completely unrealistic, in part due to difficulties of national implementation, in part to excessive optimism, but mainly to the prescribed length of SPFS pilot projects, which were to last "two to three years" before passing on to the expansion phase.

Project Beneficiaries

76. Targeting in this project was to a great extent dictated by the requirements of SPFS design, which seeks to work with farmers who have significant potential to show rapid results with the introduction of new technologies. This necessarily means the selection of relatively better-off households, though of course they may not be particularly well-off in absolute terms. In the case of Mozambique, the country had such a high level of poverty in 1996 that with few exceptions, farmers were poor in all regions of the country. Nonetheless, the issue of replicability of results is raised by the application of the criteria listed below, as it is difficult to verify the viability of a technology for disadvantaged farmers when testing it on farmers in a much more advantageous situation.

77. The targeting criteria specified in the design documents are at two levels, first for selection of districts to be targeted, and second for farmer-level selection. In selecting the six districts, the following criteria were applied:

· has a food insecure population

· has agro-ecological potential

· has road access

· has access to inputs

· is in proximity to markets

· has irrigation potential

· has presence of NGOs

· is part of an extension network

· has dynamic district level institutions

78. In selecting beneficiaries, the criteria were:

· is a smallholder

· participates directly in the production process, although they may occasionally employ hired labour

· is a local resident

· is predisposed to adopt innovative technologies

· is linked to an extension network

79. The mission was told at one point that another criterion used in selection of beneficiaries was willingness to accept inputs on credit. It should be kept in mind that transportation infrastructure in the country was in very bad condition, market penetration in rural areas was extremely weak, government institutions were in under rehabilitation, and the coverage of the extension services was well under 5%. Thus these criteria limited the field to quite an extent.

IV. Implementation, Efficiency and Management

G. Project Budget and Expenditure

80. The initial budget of the GCPS/MOZ/062/ITA (PAN) was USD 1,762,757, in the form of a grant from the Italian Government under the FAO-Italy Trust Fund. There has been no replenishment of funds and the TPRs endorsed all extension of project’s life within this budget limit. At the time of this evaluation, expenses amount to USD 1,635,393, with a balance of USD 109,762 at the date of November 19th, 2002. Estimates of expenditure, including the costs of this evaluation mission, from now until the present NTE date are in the order of USD 40,000, with a final balance of USD 70,000.

81. The evaluation mission was not able to obtain a breakdown of expenditures. An attempt was made, but it is a very lengthy process and it was done only for 2001 and 2002. From the Project Status Report it is possible to see the increase in total expenditure in 2001 and 2002, which amounts respectively to 25,8% and 22% (the latter still estimate) of the total, or almost half of it in two years. Rate of expenditures before was uneven, as it reached almost 19% of the total in 1998, but dropped to 14% in 1999 and was 17,7% in 2000. No straigthforward comparison is possible with the Prodoc budget through the Oracle system. In general terms, costs were higher than planned for materials and equipment purchased after 2000, as the occurrence of floods had a rising effect on the national market. According to DINAP (see Annex 4), project funds provided for inputs, but not for travel costs and per diems of involved technical staff, covered by the MADER budget. Overall, lack of funds for supervision is considered to have negatively affected the performance of some activities.

H. Activities and Outputs

82. Project activities and outputs are reported here below, following the objectives and outputs established in the Prodoc and subsequently endorsed by the TPR in 1999, 2000 and 2001.
 In particular, in 2001 an exercise was carried out by the project aimed at the elaboration of a work-plan for what was agreed would be the last one-year Extension and Consolidation of the Pilot Phase. On this occasion, objectives and outputs were adjusted and fine-tuned with basis on the achievements and constraints faced until then.  The discussion below follows therefore the reworded objectives, although with some changes in the position of outputs
.

83. Training of technicians, EAs and farmers was an intensive and horizontal project activity, common to all its components and highly appreciated by beneficiaries. On the whole, about 24 capacity building events, including training course and seminars, took place on different technical and methodological issues. Also, four study tours abroad, including a three month training on FFS in Zambia, were organised and financed. Participants were 227 technicians, 13 of whom took part to the trips abroad, and 539 farmers, 4 of whom also took part to a study trip abroad. 

Objective 1 

84. The first objective is "Relevant policy makers, administrators, technicians, donors, local leaders and farmers informed on the objectives, activities and methodology of PAN"
85. The responsibility for the implementation of this objective rests with the Coordination of the PAN.  At its very beginning, the project has organised information workshops at central, provincial and district levels, which have been followed by interviews to local media.  A second round of workshops at all administrative levels took place in 2001 as well, to present and discuss project achievements and constraints up to that moment.  Along the project’s life, financial support was provided for the production of radio programmes in Portuguese and in the local languages (Manica and Sofala Provinces) on agricultural issues, as well as for the publication of two bulletins (Manica and Maputo Provinces). A video on the project activities was also produced and is under final editing.

86. Insofar the set-up of a Monitoring and Evaluation (M&E) system is concerned, two national consultants were recruited in subsequent moments, to elaborate and revise an M&E system to be adopted by the National Directorate for Rural Extension (DNER). A final draft was eventually elaborated, discussed by all parties and approved in 2002, but it is not yet operational. Training on this system was carried out in the three Provinces for technicians and Extension Agents (EAs) in 2002.

87. In spite of the delays in the consultancy on M&E and on Constraint Analysis (CA, see below), and following a national tradition of internal assessment of past performances (encontro de balanço), the project introduced district-level self-evaluation and re-planning workshops, on a yearly basis since 1999. These meetings are carried out at district level; participants are PAN farmers, extension agents and technicians, who discuss problems, constraints and achievements from the past campaign, try to identify possible solutions and integrate these into the subsequent year's work-plan.

Objective 2

88. The second objective is "Constraints impeding the achievement of project objectives identified and a proposal for addressing them prepared."
89. The SPFS approach foresees that a Constraints Analysis (CA) be carried out in order to identify and suggest solutions to constraints to adoption of recommended technologies. Responsibility for the implementation of this objective is with the PAN Coordination Unit. After a first unsatisfactory consultancy was carried out, some time elapsed before a suitable national consultant was eventually recruited in the second half of 2000. His final report was available in May 2001 and a National Seminar was organised to discuss and endorse it. This report includes a Farm Budget Analysis at farmers’ level and provides interesting insights in the problems related to the adoption of the technological packages proposed by the project
, although there are some doubts about the validity of data used and.  

90. Lack of credit for the purchase of inputs and equipment ranks first in the CA, among the obstacles at farmers’ levels for the further strengthening of food security at household level. The Prodoc envisaged the involvement of local traders in the inputs supply process, following the experience already carried out in Mozambique by other development partners (e.g. Sassakawa Global 2000). The mechanism consisted in the involvement of private traders to play the intermediary role between the input supply companies active in the country and farmers. The project was to provide a guarantee for the supply companies for the first years, and traders were allowed to retain 25% of the collected loans for his/her own profit. Eventually, traders should become the District level wholesaler of inputs on credit on behalf of the supply companies and deal directly with farmers for the delivery of inputs and recovery of credit. Interest on the loans would become a matter between traders and farmers. However, this scheme was not successful in most districts, either because of absence of traders or because of their lack of interest to get involved in agricultural input supply. The sole exception is the Nhauranga scheme in Gorongosa, Sofala Province, where a local trader supplied inputs in 2002/03 directly to the PAN group of farmers, against signature of an individual credit contract, apparently at a 20% rate of interest which will start to be compounded only in case of delayed repayment. At the time of writing, loan recovery is supposed to be starting.

91. Within this context, the evaluation mission recognises the project’s efforts, although it seems that for some reason, the project lacked clarity and determination. In fact, agricultural inputs were distributed under a vague credit agreement to be repaid either to the traders or to someone else, free of interest charge and in the perspective of defining details for loan recovery during the process. Also, mention was made of the possibility to have loans repaid into a revolving fund to be established at community level for financing further development initiatives. Eventually, neither mechanism worked out, the project did not seriously pursue defaulting farmers, and the latter were not excluded from the following campaigns. Present result is that some farmers took the pain of refunding their loans to the District level Agricultural Offices, whereas others simply ignored their commitments. 

92. Last, in consideration of the absence of a savings capacity and attitude in rural areas, in 2002 the PAN Coordination launched a sensibilisation and training activity on savings and credit issues. A visit to Zimbabwe was first organised for EAs and farmers (4+4) to share experiences on local savings and credit clubs (May-June 2002). In October 2002, a two-day workshop was also organised on this theme in Maputo, with 50 participants. Training courses for technicians, to be followed by similar courses for extension agents and farmers, were under implementation at the time of this mission.

Objective 3

93. The third objective is "Improved household income and food security of participating farmers through improved production and productivity of crops in the pilot areas under both rain-fed and irrigated farming, reduction of post-harvest losses and improved marketing system."

94. Responsibility for the implementation of this objective is shared between PAN Coordination and the National Direction for Rural Extension (DNER). Initially established targets for this intensification component were the demonstration of available improved technologies for rain-fed food crops on the fields of 212 farmers living in six districts in three Provinces, with the involvement of 53 extension agents. Actual figures at the end of the project life are 201 farmers and 43 extension agents in the selected districts of Nhamatanda and Gorongosa in Sofala Province, Sussundenga and Gondola in Manica Province and Matutuine and Boane in Maputo Province. These six districts are representative of the different agro-ecological conditions to be found in the Southern and Central Region and are all assisted by the governmental extension service. 

95. Participants were identified among interested extension-assisted farmers, often previously contact farmers, in 17 different sites. Apparently through consultation with farmers, selected crops among the most important food and cash crops produced locally were maize, beans (Phaseoulus vulgaris), sorghum, cow-pea (Vigna unguiculata), cassava and vegetables. The national research institute INIA elaborated the technological packages, which included improved open-pollinated varieties, fertiliser, chemicals and specific cropping practices, to be tested on 0,5 ha plots with the close follow-up of extension agents. Since the first year, several training sessions for technicians and extension agents have been organised, on the establishment and implementation of demonstrations, new cropping techniques, etc. An international consultant was also recruited through the project, to revise and update these packages and to include also irrigated crops in the training of technicians and extension agents. On the whole, more than 750 demonstration plots were implemented under rain-fed conditions and approximately 140 under irrigation. Repetitions were also implemented at two research stations. The project provided all the inputs for these plots, transport means and running costs.

96. Main problems recorded under this component are the following: non availability of recommended varieties on the national market (maize, 1997/98 and 1998/99 campaigns; sorghum had to be cancelled from the demonstrations as the recommended variety was never available); the late delivery of inputs to farmers; erratic rainfalls, ranging from drought to floods with the exception of 2001/02.  Yields were obviously negatively affected by these factors. However, for the 2001/02 campaign, which was apparently the most favourable from all points of view, farmers and extension agents report a three-fold increase for maize against traditional cropping practices, from 0,6-0,8 tons/ha to 2-2,5 tons/ha, and a four-times increase for beans, from 0,2 tons/ha to 0,8 tons/ha.  

97. Insofar the extension methodology is concerned, the project has introduced interesting innovations. First, farmers and EAs strongly stress the importance of the actual size of the PAN demonstration plot. This is in fact significantly larger than demonstration plots implemented under the regular extension programme and other partners’ projects (5000 m2 against 100 m2 in most cases). The larger size has two direct results: on the one hand the actual production of the PAN plot is important in terms of food availability for the farming family, at least for that campaign. On the other, the larger area allows the farmer a much better appraisal of the actual benefits and constraints (work-load, input cost, post-harvest conservation problems, etc.) of the proposed practices. 

98. Second, the experience of Farmer’s Field Schools (FFS) in two Districts (Sussundenga in Manica and Boane in Maputo) seems to be very positive. EAs and farmers appreciate them for the following reasons: FFSs have proven particularly good for women as there is more room for their participation given the group’s smaller size; the learning process concerns the whole cropping cycle; the work is done on a field “belonging” to the whole group, so there are no problems in access for anyone; proposed crops so far (vegetables and irrigated maize) are interesting and a good source of income. 

99. Third, it was stated by EAs and technicians in different sites that the more intensive and “integrated and multidisciplinary” assistance
 provided to farmers both during the single campaign and over successive years allows a better understanding and tackling of the complexity of farmers’ livelihood system.

100. The project devoted attention also to the organisation of Farmers’ Associations: six were established in 2001, four of which based on or including small-scale irrigation schemes management. Although there are significant differences also at first sight in the strength and organisation of each of them, for the time being these Associations seem to have a reasonable capacity to pursue their own sustainable development. The Mission was however informed that associations in the country are not entitled to any legal status.

101. Other activities carried out under the same objective were the following: two short training courses on post-harvest technologies, attended by 29 artisans in the three Provinces (implemented in collaboration with GTZ in Sofala); distribution of field equipment to farmers (boots, sprayers) and to MADER offices at the different levels (bicycles, motorbikes, cars, computers and other office equipment, refrigerators, cameras, field equipment, etc.).

Objective 4

102. The fourth objective is "Increased family income and food security through improved animal husbandry, support of draft animals and promotion of aquaculture."

103. This objective was to be attained through six different outputs. Two of these concerned training activities for technicians, EAs and farmers, which were carried out throughout the whole project life and have proved to be extremely important. For more details, see Annex 4.

104. Activities aimed at the introduction of improved goats consisted in the purchase and distribution of Boer race animals directly to farmers, for improvement of the local land-race and re-stocking at farmers’ level. On the whole, 207 goats were purchased between 2001 and 2002, but 9% was lost because of transport problems and deaths during the quarantine. Of these, 40 male Boer goats were imported from Zimbabwe (10) and South Africa (30); of the latter, 20 are still waiting to be distributed at the time of writing. 81 female Boer goats were also imported from Zimbabwe, and 68 were purchased in Maputo Province. Total number of beneficiaries until now is 65, and 29% of them are women
. 

105. The distribution model was one male goat per beneficiary in the Central Region, and three female goats per beneficiary in Maputo Province. A token price was to be paid of MZM 100,000 (approx. USD 4) for each female head and MZM 300,000 (approx. USD 12) per each male head, but this only in Sofala and Manica Provinces. A system of repayment in kind with one female kid/female head was also set-up, but due to the necessary time for the whole operation, results are still not available. Among the Boer males, all animals distributed in Sussundenga died or were stolen, whereas in Nhamatanda, 2 out of 4 are still alive and servicing. Poor animal care seems to be the cause for deaths. The other males were distributed in Maputo province only in October 2002 and no results of performance are available yet. Female goats seem to have a better survival rate. Reproduction has started and figures report a total number of 126 kids. 

106. Vaccination against New Castle Disease aims at ensuring survival of birds during the annual epidemic out-burst of the disease. Initial targets were 120,000 birds vaccinated (75% of the local poultry population), by using the Ita New vaccine, in a 1 dose administration/beak/year. In the areas of intervention, apparently there was no practice of vaccine for poultry. Moreover, the first year vaccines were delivered late, when the epidemic was already ravaging and positive effects were minimal. However, total figures indicate an increase from less than 7,000 birds in 1999 up to almost 60,000 birds in 2002, for a total number of about 92,000 shots. A token price of MZM 1000 (USD 0.04) per shot was to be paid, but apparently only in Maputo Province it was collected. It should be noted that in Maputo Districts the project had trained Community Livestock Promoters and these are responsible for actually carrying out the vaccination.

107. PAN supported the development of aqua-culture through the training of farmers on improved management of fish-ponds and on handling of fingerlings and through provision of construction material, fingerling and fishing nets to five farmers. The project also organised farmers’ visits to other areas where fishponds were already under exploitation. Farmers think this was crucial in for their spontaneous construction of the ponds on their holdings. Apparently, more than 1,400 fishponds are presently under exploitation in the project districts, but outside the project’s direct involvement. A thriving marketing activity has developed around the fishponds, concerning mostly the fingerlings, which are paid proportionately much more than fish-catch.

108. The project work-plan included three studies to be carried out: Goat Productivity; Impact of NCD Vaccination; Pig Marketing of Gorongosa. The first one is delayed because of the late distribution of animals to the farmers, but enumerators have been trained and equipment distributed; observations and data collection should continue for one further year. The study on NCD is expected to be completed before the NTE date, whereas the third study is already completed and approved.  However, due to the endemic recurrence of African Swine Fever, the Province did not take any action so far in this respect.

109. Other activities carried out under the project funding were the vaccination of cattle (limited in number as it was soon taken over by the MADER regular budget), distribution through subsidised credit of ox-carts and ox-ploughs (4 and 21 respectively) and relevant training for technicians, EAs and farmers; demonstration of improved housing for poultry and goats. 

Objective 5

110. The fifth objective is to "A National Irrigation Policy and Strategy formulated based on full and active participation of stakeholders."
111. The lead unit for this objective is the National Direction for Agricultural Hydraulics (DNHA), which was responsible for preparing the ToR for the consultants (international and national), and the back-stopping and follow-up activities aimed at the final approval of the proposed strategy.  A number of workshops were held at central and provincial level to discuss the first draft, which was eventually endorsed by the GTM and submitted to FAO for further comments.

Objective 6

112. The sixth objective is "Sustainable irrigation technologies and low cost irrigation technologies introduced and adopted."

113. Activities and outputs under this objective reflect the characteristics of the different areas of intervention as well as the type of irrigation technology developed. A brief summary is provided for each site/technology. For further information, refer to Annex 5.

114. In Massaca, in Maputo Province, the intervention targeted 22 farmers settled in a medium-scale irrigation scheme (140 ha) which had been operational for quite some time by the time of PAN start-up. Thus, here activities concentrated on the demonstration of the improved agronomic practices and fall under the intensification component, although water cost in the scheme is so high that the proposed cropping patterns do not seem to compensate for production costs.

115. In Nhauranga and Manguiza, two small scale irrigation scheme were built, each with a command area of approximately 11 ha and 10 ha, and 26 and 30 beneficiaries respectively. In the first case, the scheme receives water through a concrete weir stream diversion, whereas the second has a motor pump to lift water from the near-by river. In both cases, the pipe option was selected. Apparently for the first time in the country, a participatory approach was adopted for the construction of an irrigation scheme and beneficiaries took active part to construction works as their contribution in labour to costs. Due to delays in construction, both schemes are operational only since beginning of 2002, and no impact analysis was possible so far. Training has been carried out on improved irrigated cropping practices and in Nhauranga the scheme contributes also to feed some fishponds. It should be noted that the design-based budget was approved by FAO with a cost/ha of USD 4,502 for Nhauranga and USD 6,035  for Manguiza.
 Due to the 2000 floods, material costs increased further. Moreover, because of inaccurate soil-survey, the Nhauranga scheme, which lies in a very remote area with only seasonal road access, required the fielding of heavy machinery from Maputo for stone removal, which entailed further costs and delays. 

116. Treadle pumps were among the suggested low-cost manual water-lifting devices mentioned in the Prodoc, and by the time of the project start-up, they had been introduced in Nampoula Province by a CARE project, under which a small production unit had been set-up. These were apparently too expensive and PAN pursued for one year the possibility of launching the production of the 35 initial pumps in the country. However this attempt failed for a number of reasons and eventually the pumps were imported from Swaziland. In 2001, the project introduced first 35 pumps in three sites in two Provinces, immediately followed by a second batch of 100. No analysis was done between the distribution of the first batch and the second on the actual impact on productions, farmers’ willingness to pay, etc. Ten pumps have also been delivered to Inhambane Provincial Direction of MADER, outside the project area and further 100 pumps have been ordered and are ready for distribution. Each pump was delivered to one benefiting family, which is presently irrigating about 0,25 ha with it. Apparently, no mention was ever made to beneficiaries of the pumps’ cost, although farmers were informed that some type of credit was attached to the pumps. 

I. Government Support

117. The PAN is a project implemented by the GoM through the Ministry of Agriculture and Rural Development (MADER), its National Directorates technically responsible for the different sectors and its representatives at Provincial and District levels. In particular, five officials from MADER were appointed as National Team and have been responsible for the daily management of the respective technical components. Therefore, the Mozambican Government has been fully involved in all strategic and operational decisions, and there is ample evidence that the PAN is considered by the national structure at all levels as their own project, which helps implementing PROAGRI, the GoM’s overall programme for agricultural development in the country. 

J. Project Management

118. The PAN in Mozambique has been managed by the MADER structure, with the support of the National Coordinator in the role of facilitator and liaison with the FAO Representation in Mozambique. It should be recognised that at the time of the project actual start-up (1998), the country had been fully at peace for only 6 years. This means that some delays and weaknesses in implementation (lack of improved seeds for the first campaigns, late arrival of inputs, delays in the construction of the irrigation schemes) were mostly due to a number of factors beyond the control of the project management: very poor conditions of roads, weak organisation of the inputs supply market and of the marketing network in general, extremely complex operational procedures for imports, etc. Further, the floods in 2000 have severely disrupted the infrastructure network and blocked any development initiative for several months. It should also be remembered that the participatory approach adopted by the PAN requires inevitably longer time than usually recognised and allowed for in the initial planning phase. At the present time, there is evidence that the overall environment has greatly improved, and that the SPFS implementation has undoubtedly gained momentum over the last 18 months. 

119. Within this context, however, three main weaknesses in project implementation have to be pointed out. First, the lack of clarity and information at the farmers’ level about the procedures for inputs credit recovery, and the absence of a firm attitude of possible exclusion from further project assistance towards those farmers who did not comply with loans repayment schedule, encouraging further non-compliance. Secondly, in the case of treadle pumps the project did not take the opportunity of analysing actual farmers’ interest and benefits before it distributed the second lot of 100 pumps. Thirdly, the reported high rate of mortality among the imported Boer race goats seems to be mostly due to weak technical preparation and follow-up of the activity at the field level.

120. A different type of problem is the scarcity of skilled consultants at the national level, which caused delays in the preparation of both Constraints Analysis and M&E System.  The evaluation mission believes that not many solutions were available to the project management, unless FAO made available feasible options such as the recruitment of international consultants or an increase in the FAO honorarium rate for national consultants, so as to attract more skilled professionals who undoubtedly exist also in Mozambique.

K. Technical and Operational Backstopping

121. All concerned stakeholders agree on the fact that collaboration between FAO (Representation, Sub-regional Office, Regional Office and HQ) and the project management has been intensive and fruitful all along the project’s life. The FAO Representation in the country follows-up closely the PAN management and has regularly intervened on major bottlenecks and constraints. FAO Harare Sub-regional and Accra Regional Offices have provided respectively close technical and administrative backstopping to the project for all fields of intervention, including adjustment and improvement of the project strategy, with occasional visits from HQ whenever required. The Italian Government was also regularly informed of performance of the PAN, both through contacts at country level with the Italian Embassy and the Technical Unit, and the TPRs, which took place in 1999, 2000 and 2001.

V. Assessment of Results and Effectiveness

L. Effects and Impact

122. In spite of the delays in the implementation of activities aimed at livestock and irrigation development, the mission can draw some inferences based on preliminary results of the technologies and methodologies disseminated.

123. The project methodological innovations have had a positive effect at the institutional level and on the impact of the extension system. The two aspects are closely linked. The planning by objectives and the “integrated and multidisciplinary” assistance provided to farmers were at the same time (i) a learning experience on possible coordination among institutional stakeholders, and (ii) a more integrated approach to farmers’ farming systems. Likewise, the participatory planning, evaluation and re-planning exercises that were carried out at the different institutional levels, with the involvement of farmers, introduced a different perspective in the institution’s perception of its role as well as increasing the relevance of the extension work for the farmers. 

124. From the point of view of the farmers, their participation in planning, implementation and evaluation increases their sense of ownership for the outputs. This is particularly true in the case of small-scale irrigation schemes and contributes to the sustainability of these investments. The experience of Farmers’ Field Schools (FFS), if strengthened as a method for bringing together farmers and technicians on a more equitable relationship for the mutual exchange of experience, is again an important step towards the inclusion of the farmers’ knowledge and requirements into the search for innovation and improvement of the agricultural sector.

125. The proposed technological packages on rain-fed crops allow a relative increase in yields which is highly appreciated by the farmers, especially insofar as their main objective is to ensure “food for the family”, and there is no pressure for credit repayment. According to the CA, lack of credit and non-availability of inputs at district level are the big constraints, but farmers participating to the project seem to be mostly interested in the opportunity to receive the technical assistance from EAs. So inputs are interesting because they come on credit, and all the more so when this eventually turned out to be a grant in most cases. In fact, the evaluation mission’s direct observations are that none of the farmers, or groups met during the field visits looked pro-active in the search for inputs, although they already knew the project would stop and the cropping season has started. 

126. Moreover, there is no hard evidence so far that resulting yields (2-3 times the average yields under traditional cropping practice in the best of years) pay back the required investment in inputs and extra labour, at least on rain-fed crops which are always exposed to the vagaries of climate. Prices are the determining factor of the return to the investment, and the market is still too uncertain to overcome the risk of indebtedness, unless the supplier is a project or the government. At the same time, there seems to be no direct link between better yields and higher rates of loan repayment. Although data available are few and not fully comparable in terms of method of calculation, value of the loans, packages considered, etc., the rate of recovery of the loans for rain-fed crops ranges from 10% in Gondola, to 27% in Sussundenga (both Manica Province) and 92% in Matutuine (Maputo Province). Differences at first sight do not seem to be influenced by crop failure, or just by an attitude of a dependence on external aid, but rather by other factors such as pressure exerted on defaulting members by extension agents, peer pressure in a women’s group (Matutuine) and existing alternative sources of income.

127. On the other hand, inputs for irrigated crops seem to have a higher return and apparently may pay for the low income from the rain-fed crop. It is evident that the introduction of small-scale irrigation, either through a gravity scheme, motor pump or treadle pumps, is highly appreciated by all beneficiaries. Until now, farmers in both schemes are paying the running costs and water taps are used for the collection of water for home-consumption. Crop production is not only boosted thanks also to the use of fertiliser and improved seeds, but mainly irrigation allows two harvests per year and independently from the increasingly erratic rainfall pattern. Of course crops are not protected against floods, which also take place, but in the medium term a higher level of food security is attained as the farming family can accumulate some wealth in non-flood years. However, there is no evidence that farmers would buy, by credit or cash, the treadle pumps if these were available on the market. The possibility that the increased production will ever compensate on any time scale the investment costs of the two schemes is not even raised.

128. In the field of post-harvest technologies and animal traction introduced or stimulated by the project, namely the improved metal grain silos, ox-carts and ox-ploughs, there is evidence of farmer interest. However, unless adequate credit facilities are made available, only a very limited number of better-off farmers will have access to these innovations and improved equipment. At the same time, the availability of this equipment has a direct influence on the adoption of the technological packages for rain-fed crops, as labour for land preparation, post-harvest conservation and marketing are among the main bottle-necks hindering a wider investment in inputs
.

129. As far as the livestock component is concerned, the evaluation mission has been told of the spontaneous spread of fishponds, as well as of the importance for farmers of the vaccination against NCD in poultry. In both cases there is a direct double impact on food-security at household level, in terms of availability of protein-rich food for family consumption, and as an alternative source of income.  The same effects and impact could be valid also for the improved goat activity: they are highly appreciated by beneficiaries, as the F1 off-spring, although needing improved care and feed, obtains a better price on the local markets because of its size.  However, no complete result or effect analysis is yet possible on this activity.

M. Sustainability and Environmental Impact of Results 

130. The capabilities developed at the institutional level in planning by objectives, project management, internal evaluation and re-planning exercises seem to be quite well acquired by the MADER staff who participated in the project implementation. The heavy exposure to training sessions also for E.A. and farmers is a second important lasting benefit of the project, as well as the introduction of the concept and practice of Farmers’ Field Schools, which could be easily diffused by DNER itself to other Districts with some refreshment and backstopping from FAO.

131. The sustainability of the technological packages for rain-fed crops is doubtful, in consideration of a number of factors: increasingly unpredictable climatic conditions which heavily influence yields, lack of credit for inputs and labour, scarce availability of inputs at farmers’ levels, lack of information on markets and fluctuations of market prices. In the case of irrigated crops, the climatic variable is better controlled, but in the case of fresh produce, the market outlet becomes more crucial. At the same time, the high intensity of assistance provided by the Extension system to PAN farmers is unlikely to be sustained should project targets include more beneficiaries.

132. The sustainability of the small-scale irrigation schemes is somewhat debatable for the two schemes, and is not fully proved yet for the treadle-pumps. In Nhauranga, the need for accurate maintenance of the gravity scheme and its remoteness are the fragile links in the chain, and it may be questioned whether in the case of major breakdown of pipes the benefiting group will be able to pay for repair. Also, the replicability of this scheme is very unlikely, in terms of investment costs and the heavy logistic organisation required for its construction. In Manguiza, the proximity to Maputo seems to be a guarantee of marketing outlet for horticultural crops, but the running and maintenance of the motor pump and the whole system requires a strong group cohesion and mutual trust that are not self-evident in this moment. In both cases, however, beneficiaries took active part to the construction works, which often enhances the sense of ownership and interest in the output. On the other hand, the treadle pumps seem to have a good potential for sustainability, including low cost, easy maintenance, use at family and individual plot level, but there is not yet enough evidence under the PAN about it.

133. The sustainability of the fishpond activity is proved by the rate of their spontaneous diffusion. The vaccination against NCD seems to be of high interest for farmers, but no real attempt was made towards any form of cost-recovery. Its sustainability under the present provision as a public good will depend therefore on the availability of funds at MADER level for its implementation. The sustainability of the introduction of Boer goat is still debatable, as no definite data is still available. However, until now the Mozambican import procedures are extremely lengthy and complex, and unless full-bred animals are available on the national market at a reasonable price, their diffusion is very unlikely.

134. Insofar the natural environment is concerned, the PAN has attained a small number of farmers during its implementation, which by itself is a guarantee against any possible negative impact on the environment. However the project, through its intensification component, has introduced in a number of Districts a technology including the use of fertilisers and pesticides, in particular on irrigated horticultural crops for fresh consumption. Although the evaluation mission recognises that fertilisers in the recommended quantities do not represent a threat to the environment for the time being, the same is not fully valid for pesticides. These can indeed be harmful for the environment and for the health of both farmers and final consumers, especially in the absence of protective clothing for application and very clear understanding of application intervals, quantities, etc.
 The evaluation mission therefore considers that more attention should be given to these issues in the preparation of the technological packages and that more room should be given to organic cropping practices and Integrated Pest Management.

N. Gender Equity in Project Implementation and Results

135. The PAN Prodoc foresees that in consideration of the role of women in agriculture, “women’s participation will be actively encouraged”. Indeed, agriculture is mostly a women's activity in Mozambique, on both rain-fed and irrigated crops, and there seem to be no exclusively male or female tasks/responsibilities concerning cropping practices. Although there is evidence that gender issues is paid due lip-service in the country
, the Mission feels that either because of “gender-fatigue” or other, the project did not focus on it with specific concern. 

136. Nevertheless, the project has undoubtedly reached many women in its activities, but the available information does not allow a better analysis. Husband or wife names can be entered as participants to project activities, no matter who actually works on the plot or controls the activity. Fewer women than men beneficiaries took part to the evaluation mission meetings, but this is traditional, and however they expressed their informed opinion about activities and results when explicitly addressed. An exception is Maputo Province, in both Matutuine and Boane Districts, where the participants to PAN are almost exclusively women, as this is an area of male emigration toward South African mines. However, some of the project activities seem to have a specific importance for women: fishponds provide an easy available source of animal protein near the houses (see above); the irrigation schemes help bring water for home consumption, possibly also of a better quality, nearer to the households, with savings in time and fatigue; the vaccination campaign against the NCD benefits women directly, as poultry is under their full control; the newly introduced Farmers’ Field School concept and method seems to be of greater interest for women, as in a smaller group they have lesser constraints of full participation and express their opinions. 

137. Insofar the SPFS wants to address the most food-insecure households, which in Mozambique are often women-headed, the evaluation mission is of the opinion that there is much room for a better gender-sensitive targeting of activities at field level, concerning both methods and contents.

O. Cost-Effectiveness

138. In consideration of the lack of detailed breakdown of expenditures, it is very difficult to evaluate the cost-effectiveness of implemented actions. Moreover, due to economic inefficiencies, Mozambique is a country where materials and equipment of all kinds cost much more than elsewhere in the region, a situation temporarily worsened following the severe floods in 2000 and 2001. This is particularly evident in the high cost of the small-scale irrigation schemes, which also required a highly intensive follow-up.
 

139. Consultancy costs, on the other hand, were kept to a reasonable level, as very few international consultants were recruited and most backstopping was done by FAO staff from the Harare Sub-Regional Office. On the other hand, the use of national consultants has not proved to be very cost-effective and efficient in terms of quality of outputs and subsequent need to re-make the job and time resources involved. The management set-up has also been cost-effective, with the minimum number of staff recruited by FAO.

VI. Conclusions and Recommendations

P. Conclusions

140. The experience of the Plano de Acção Nacional - Segurança Alimentar, the PAN, has produced some positive and innovative outcomes. Several of these are related to the impact of the programme on its home institution, MADER:

· The PAN in Mozambique is viewed as a field operationalisation project of some aspects of the national sector development framework, PROAGRI - this is very positive as an element of integration of PAN at policy level.

· At central level PAN is highly integrated into National Directorates in MADER, and has promoted more interdisciplinary work among some of them.

· At provincial and district level PAN activities are closely integrated into the overall workplans and other projects  of these units.

· The mission saw in at least one district that the PAN had promoted the integration of the food security concept into the work of the agriculture field services.

· PAN appeared to motivate great commitment and enthusiasm from extension agents.

141. The project also introduced some useful methodological innovations at the institutional level: 

· Planning by objectives and the “integrated and multidisciplinary” assistance provided to farmers were at the same time (i) a learning experience on possible coordination among institutional stakeholders, and (ii) a more integrated approach to farmers’ farming systems.

· The participatory planning, evaluation and re-planning exercises that were carried out at the different institutional levels, with the involvement of farmers, introduced a different perspective in the institution’s perception of its role as well as increasing the relevance and sense of ownership of the extension work for the farmers. 

· The experience of Farmers’ Field Schools is an important step towards the inclusion of the farmers’ knowledge and requirements into the search for innovation and improvement in the agricultural sector.

142. On the whole, the project has carried out most of its planned activities, although with substantial delays according to the initial schedule, mainly due to unrealistic planning and to unforeseeable adverse climatic events in 2000 and 2001. The small irrigation schemes and the livestock components suffered most from these delays, which also makes it more difficult to analyse project impact. Project management appears to have been reasonably effective (given the very difficult conditions in which it was working) picking up momentum particularly in the last 18 months. 

143. Training was carried out on the different themes and at the different levels planned, central, provincial, district and farmers, and has been an important element throughout all components, very much appreciated by involved staff and beneficiaries. The mission strongly supports the efforts which are being devoted at the present moment to training on Savings and Credit Schemes.

144. These positive aspects of the project, and the visibility of results in the field, have given PAN a high and quite positive profile. This in turn has stimulated the imitation of some of its work, as well as garnering government support at high level and favouring donor support.

145. On the other hand, PAN unfortunately suffered from some weaknesses as well. It is the opinion of this mission that one of the most important weaknesses was the lack of consistency and clarity in its objectives from the start, as described above in section III.B. GoM and FAO-Rome had somewhat different perceptions of the project's immediate objectives, but this issue was never clearly enunciated. As such, the objectives were gradually changed over time to fit the national perception, and FAO technical staff tacitly approved the changes, apparently without having realised the depth of their impact on project outcomes.
146. In effect, this difference in approach means that much less importance was attached to the replicability of project actions than would have been the case had the original SPFS approach been followed. The main parameter for success appears to have been obtaining a positive impact on the small number of participating farmers (about 200), the selected extension agents (43), and to some extent on the institutions implementing the project, the National Directorates of MADER.
 In this goal PAN can be said to have been partly successful, though sustainability remains a problem.

147. Other weakness of the project are the following:

· Due to a design weakness, the PAN gave late consideration to factors deriving from the policy and institutional environment, only doing so with the Constraints Analysis. Some of the unsustainable technologies proposed could possibly have been avoided with more information. Likewise, there has been little or no analysis of the farming/livelihood systems into which the PAN technologies are being introduced, with resulting unpredictability of adoption.

· At the central level, the mission got the impression from talking with other donors that the PAN had worked somewhat independently from other similar or related donor-funded activities, whether implemented by FAO or other agencies/donors. It would have been useful for the project to seek synergies with other similar efforts.

· Due to the criteria used for selecting pilot districts and farmers, PAN works in relatively more privileged areas with generally better-off farmers, which greatly limits chances for replicability on a large scale, especially in the case of rain-fed food crops with the risks connected to erratic rainfall, price variability, and unavailability of inputs or credit.

· PAN has provided all inputs, materials and other investments for free or almost for free.  The project did make an attempt to consider these as credit, but recovery was not seriously pursued and beneficiaries did not appear to consider this their own investment.  The Constraints Analysis identified credit availability as the main constraint for farmers. The project has made recent efforts to analyse the problem through studies and workshops.

· In general terms, with the possible exception of fishponds, all the technologies proposed under the project will need an efficient credit system at grass roots level to be sustainable, or else will necessitate the involvement of the State in the provision of direct/indirect subsidies to farmers under various forms. 

· PAN provides a high intensity of technical support to farmers by the extension service. While this is positive for project farmers, it risks being very difficult to replicate due to the high costs.

· The studies conducted on results and impacts of project activities should be more frequent.  Since PAN is a pilot project, there is a real need for verification of the success or replicability of the activities and technologies being promoted.

· PAN has not devoted attention to developing a strategy for up-scaling, other than the simple approach of extending the same activities to other areas, being suggested for the next phase. This proposal, however, suffers from the sustainability issues cited in this evaluation.

· While the PAN may have introduced some specific innovations into the system (e.g., treadle pumps), it lacked a methodology to stimulate innovativeness as a quality in itself, especially among field staff.

Q. Specific Recommendations for finalisation of the current phase

For the project

· Complete the outstanding livestock studies including the one on goat productivity. 

· Complete the distribution of Boer male goats.

· Complete the distribution of the treadle pumps.

· Complete the training on Savings and Credit Schemes.

· Support with remaining funds a more in depth-analysis of possible paths for the development of a sustainable rural credit system. 

· Prepare a detailed analysis/breakdown of actual costs incurred into for all Project activities, in particular for each irrigation scheme, treadle-pumps and improved imported goats.

148. The mission realises that the accomplishment of these activities will require more time than actually allowed by the present NTE date (31 December 2002). It also understood that at that date it is expected that there will be some funds left over. It is therefore understood that the Project will elaborate a plan of work to be officially sent to FAO for approval, which will request a budget neutral postponement of NTE date for some months. The evaluation mission supports this extension.
For FAO

· Finalise the comments on the draft National Irrigation Policy and Strategy.

· Provide further assistance to GoM on Farmers’ Field School theory and practice

For the government of Mozambique

· Work on a specific national policy framework for provision of credit to small farmers.

· Analyse the factors behind the high construction costs of small-scale irrigation schemes and identify and test possible alternative methods. 

R. Recommended directions for the next phase

149. The evaluation mission had a lively discussion with the national team of the PAN on its preliminary conclusions, and as a result of that discussion two aspects were taken into consideration when reflecting on the second phase:

· On the one hand, the national team (made up of Directors and technical officers of the National Directorates of MADER involved in project implementation) feels that based on its interpretation of the project objectives, PAN is a success in that it improved the lives of participating farmers and built capacity in the implementing institutions. 

· On the other hand, on the basis of FAO's SPFS objectives (and the original objectives of the PAN), the success of PAN is much more mitigated due to the prohibitive cost of replicating most of the technologies used during implementation.

150. This dichotomy reflects the differing visions of the project discussed in Section III.B and elsewhere in the report. It raises issues of project ownership, illustrating the difficulties which may emerge when an organisation like FAO, which promotes national ownership of its initiatives to the extent possible, is also trying to promote its own strategic programme through its activities in the field. Whereas both parties share a common vision of the overall goal of agricultural development activities (reduction of food insecurity and improved lives of Mozambicans), in the case of this project they differ on the steps to take to achieve this goal. 

151. In this situation, two alternative visions of the future are proposed, one continuing on the path considered productive by the national team, and the other returning to the objectives of FAO's Special Programme for Food Security, taking into consideration the most recent thinking on this programme as well as the potential this has for assisting PROAGRI in meeting its goals with regard to food security and hunger reduction. This evaluation mission feels that the first alternative would be the less effective use of limited funds available for Phase II. It therefore encourages all concerned to seriously consider the likely benefits of the second alternative.

First proposal

152. Building on the positive experiences of PAN Phase I, mainly the institutional capacity building and the application of new extension approaches, Phase II should widen the area of coverage of PAN field activities to new provinces and districts, ideally targeting those with the highest levels of food insecurity. Phase II should improve on the implementation of Phase I taking into consideration the following recommendations:

· During the formulation of Phase II, a thorough review must be carried out of all ongoing or recent experiences in the country (including those of the PAN) with appropriate approaches and technologies for increasing food security, be they in agricultural production, marketing, processing, or financial intermediation. Phase II must above all not limit itself to using only the same technologies as Phase I, many of which have proven themselves to be unsustainable. As much as possible, the project must establish links of communication and collaboration with these other activities, be they government, NGO, donor or private sector initiatives.

· Before introducing new technologies to farmers, an adequate analysis of the complete farming and livelihood systems must be carried out to identify the most appropriate technologies for that specific situation.  The objective is to provide technologies which the farmers will use even after the end of the project, and which will be interesting to a wider audience of farmers with similar conditions and constraints. One example is the consideration of which technologies would be most appropriate in areas with severe labour shortage and high dependency rates due to male outmigration and the impact of the HIV/AIDS epidemic. 

· In line with the PARPA, first priority must be given to strengthening food security at household level in a wider perspective of poverty reduction. For this, adequate attention will have to be paid to the poorer and most food-insecure families, which risk under the present market environment to be increasingly constrained into a pure subsistence and fragile pattern of production and consumption, further aggravated in cases like the above example of women-headed households and the spreading of HIV/AIDS in rural areas.

· The next phase should explore ways to stimulate innovation at farmer level, in the private sector, and in institutional settings such as in research and in the extension services. The project should develop an approach (learning from the many FAO experiences in other countries) for identifying, collecting, testing and disseminating such innovations where possible and appropriate.

· The Farmers’ Field School approach has shown promising success in Phase I of the PAN. It should be developed and where possible form the basis for the extension activities under Phase II. This approach is useful in stimulating innovation when properly applied, since it involves promotion of two-way learning between the extensionists and the farmers. 

· Other significant themes which could be strengthened or included in the future are capacity building and empowerment at grass roots level and support to rural marketing systems.
Second proposal

153. In this alternative, rather than an isolated field project, PAN is viewed as a focal point and catalyst in the context of PROAGRI at national level to create synergies among the many activities currently going on in the country in the areas related to food security. It was the impression of the mission that there is a need in PROAGRI for a programme linking together the various field efforts aimed at improving household food security through agriculture and poverty reduction. What is given below is the mission's preliminary ideas on the tasks of such a project. It will be up to the PROAGRI and the Phase II formulation missions to determine how this can best be realised.

154. Building on the promising coordination and strategic planning mechanisms which are gaining strength in the food and agriculture sector in Mozambique (PROAGRI, PARPA, the National Strategy for Food Security and Nutrition, etc.), Phase II of the PAN would continue under full national ownership. Instead of being only a field-based project, however, this phase would act as a focal point to support an integrated approach to pursuing the World Food Summit goal of halving the number of undernourished by 2015, a commitment reaffirmed by the Government of Mozambique at the "WFS: five years later" in Rome in June this year.

155. The project would work as a catalyst at national level for field-based action in food security on the several fronts of :
· policy change, 
· institutional reform, 
· technology identification and testing, 
· technology dissemination, and
· communication and information 

156. Taking stock of existing programmes and projects which are already contributing to household and national food security, PAN Phase II would explore mechanisms for scaling up successful initiatives and developing synergies between them. This would be one of its most important tasks, and PAN would use its own resources to test up-scaling methods with promising technologies. Information dissemination on these efforts would be a key element of its work.

157. The project would work closely with ALL other activities (by concerned ministries, SETSAN, all concerned donors, UN agencies, IFIs, NGOs and the private sector) directly related to improving community and household food security, within the context of the PROAGRI framework. Working as a part of PROAGRI, PAN would help coordinate and focus efforts that could specifically impact food security and eradication of hunger in all parts of the country. The project would have as one of its immediate objectives to mobilise resources for this effort within the PROAGRI framework from both national and donor sources. It would also work closely with the national FIVIMS to help monitor progress toward reducing food insecurity.

158. Field testing of promising technologies for food production, processing or marketing would be carried out on a case by case basis for technologies not being tried by others. In this work, PAN Phase II would explicitly target food-insecure communities and households to seek replicability and rapid scalability.

VII. Lessons Learned

159. A few lessons of use in planning future projects of this type emerged from this evaluation. These are the following:

· When a participatory approach is envisaged, planning should allow for adequate resources in terms of both time and costs.

· The management of a project under full national responsibility requires a strong and close backstopping activity from FAO at the different levels and from both technical and administrative points of view. This should be foreseen through allocation of adequate budget resources to allow this intensive backstopping.

· The use of national consultants has a positive impact on the building up of national capacity, but there should be a better analysis of trade-offs in terms of efficient use of resources.
� This section is in part based on the final report of the SPFS/EE, presented to the FAO Programme Committee in May 2002, to the extent that the observations of the External Evaluation correspond to this mission's evaluation of the situation in Mozambique.


� USD 600 per month, plus pre-existing government salary (which the country of origin must continue to pay), travel, lodging, and medical insurance; and twice that for experts. FAO pays 50% of the salaries, travel and insurance expenses. The recipient country should pay the other half of the salary and provide lodging.


� As mentioned above, the TPRs apparently did not take serious notice of the progressive shift of objectives from a “pilot” to the “self-contained” approach to project implementation.


� In 2001, two outputs were added under Objective 1: 1.4, designing of an appropriate grass root level Savings and Credit Scheme (SCS); 1.5, revised and operational Monitoring & Evaluation System.  As the former meets rather Objective 2, it will be discussed under that heading.


� The evaluation mission expresses some doubts about the reliability of the calculations in the CA, as there is some internal contradiction in the data used. However, the analysis suggests areas to be further investigated.


� In the Prodoc, this objective was somewhat different. See section III.B on Objectives. 


� In the words of one EA in Sussundenga “through PAN everybody has really understood what food-security is about and its different aspects".


� Again, in the Prodoc, this objective was somewhat different. See section III.B on Objectives.


� A DINAP study reckons in 21% the number of women owners of goat at national level.


� In the Prodoc, this objective was three separate objectives: no. 6, 7 and 8. See section III.B on Objectives.


� This is all the more surprising considering the fact that for Nhauranga, the Prodoc only foresaw "low cost improvements on the diversion structure combined with lined canals and land grading" (see also footnote � NOTEREF _Ref26178759 \h ��16� in the Section VI.A). The Manguiza scheme was selected at a later point in time.


� And indeed, why should a farmer invest money, time and labour to provide food only to rats, or to benefit mostly the trader who buys his production at a minimal price at harvest time?


� A case in point: in Manguiza, farmers complain of the lack of chemicals for the control of diseases in French beans.  In fact, as this is a very interesting cash crop, they are growing it also during the rainy season, at a time when all sorts of pests and diseases (rust especially) develop.


� In Gondola District, the evaluation mission had the opportunity to visit the farm of a PAN-assisted farmer, who had taken part to a seminar/training course organised by the National Union of Farmers which included gender issues.  The farmer has two wives and six children and says he has to start doing family planning; there were several women in his household, and none of them spoke because “they cannot speak Portuguese”.


�In spite of this, the DNHA considers the experience in small irrigation schemes under the project to be valuable, since it has improved lives of participant farmers and the schemes have a reasonable likelihood of sustainability in the medium term. Some aspects of the schemes have in fact already been copied by DNHA staff outside of the project.


� A good example of the impact of this difference of perception is the Nhauranga irrigation scheme. In the original project document, it is clearly stated that the reason for selecting this location was the existence in situ of a traditional small-scale diversion scheme irrigating 1-2 ha. It was assumed that with simple, low cost improvements, such as lining of some of the canals and manual grading and levelling, the scheme could be enlarged to reach up to 8 ha. When the DNHA irrigation engineers during implementation determined that the slope was too steep for this type of improvement, the solution they chose was to build a much more complex and expensive scheme with pipes and hydrants and using heavy machinery to break boulders, etc. This choice made sense if the objective was to help those farmers to improve productivity. But it made no sense if the objective was to test low cost, replicable technologies for improvement of traditional small-scale schemes.
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