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ACRONYMS

AAH
Aktion Afrika Hilfe

CBESP
Community Based Extension Service Providers

CBO 
Community based organisations

CEFORD
Community Empowerment for Rural Development

DDP
District Development Plans

FOPE
Food Production Enhancement Project

kgs
Kilograms

MAAIF
Ministry of Agriculture, Animal Industries and Fisheries

NGOs
Non-governmental organisations

PIR
Project implementation report

EXECUTIVE SUMMARY

With the exception of management and administrative tasks, Food Production Enhancement Project (FOPE) activities ceased on 30th November 2001 one month earlier than planned.

During the remaining period after the last project implementation report (PIR) was submitted, the project concentrated on winding up field activities.  Several meetings were held with the communities to discuss the way forward.  The project also organized project closure workshop to which all collaborating partners were invited and the achievements of the project were presented.

Highlights of project achievements were as follows

· Using a combination of extension methods, such as demonstrations and cross visits, over 9,000 clients (6,345 Male: 2,671Female) were trained in various modern farming practices.

· The improved varieties of maize, beans and cassava were very successful and many farmers adopted them.

· The stockist program received a moderate degree of success with 13,783.5kgs of beans; 24,245.5kgs of maize and 940 kgs of sorghum sold under the program.

· The capacity of community based organisations (CBOs) such as Tukaliri Multipurpose Association in Arua was built in procurement and sale of seeds to farmers.

· Yields of the target crops improved significantly. For example the average yields of maize increased from 286 kg/ha as per the baseline data to 1995 kg/ha; beans increased from 98 kg/ha to 771 kg and cassava varieties increased from 8 metric tonnes per hectare to 22 metric tonnes per hectare of dry weight.  This resulted into significant food and income security for households.

· The project successfully initiated the concept of Community Based Extension Service Providers (CBESP) in preparation for the changes due to the Participatory, Monitoring and Evaluation (PME), specifically the National Agriculture Advisory Services (NAADS).  FOPE worked with communities and Sub County officials to identify and train persons who could act as CBESP.  The CBESP worked alongside the Ministry of Agriculture, Animal Industries and Fisheries (MAAIF) extension worker and is in position to continue the work through NAADS.

· A strong relationship was built between project personnel and other actors in the area.  This resulted in some synergy and overall greater impact than had the project worked in isolation. 

In the process of implementation the project faced a number of challenges and learnt a number of lessons.    

Challenges

· Drastic weather changes adversely affected crop performance especially maize and beans.

· Very high levels of infestation in maize during the second season

· Some parts of Moyo and Adjumani were inaccessible for periods due to the insecurity in the region.

· Most development agencies use the same limited number of government extension workers to implement their programs.

· There were several destruction of cassava planting materials by stray animals in the multiplication centres. 

· Different agencies have different policies on seed distribution.  Subsidized seed leaks on to the market and destabilizes prices. 

· Land ownership by men who decide how it will be utilized yet women are the major food producers and have no or little say.

· Poor quality force seed has dented confidence in the use of improved seed.

Lessons learnt 

· There is vast indigenous knowledge, which can be effectively incorporated into the farming system.

· The traditional practice of releasing domestic animals during the dry season in search of pastures slows down the rate of cassava multiplication as they destroy standing stems.

· Community Based Extension Service Providers (CBESPs) can provide valuable services to the farmers.

· The commercial players like stockists are demotivated by interference and will prefer to hold stock that they have confidence has a rapid turnover and high consistent demand.

· Sub counties are governments on their own right. 

· Farmers have great difficulty marketing their produce

· Farmers are not motivated to produce more than subsistence for a number of reasons:

a) They are worried about producing extra which they may not be able to sell or store

b) They are not able to store produce for long without high wastage

c) They do not know or understand markets beyond the local village/town

d) There are limited marketing opportunities

e) They are unwilling to invest time and money in new crops that may not have a market

· Most local traders have limited capital to buy produce and there are very few significant traders in the area.

· Trade of locally grown produce is generally restricted to local markets with the exception of sesame and some pulse products such as green gram.

· Indigenous practice has often evolved because it is the most suitable for the area and life styles of farmers, for example intercropping reduces risk and increases probability of access to diverse food crops. 

Suggestions

· CBESPs be retained; encouraged to register as NAADS source providers to continue rendering services to the communities they serve. 

· Lobbying to enrich free seed distribution and ensure all important seed has undergone germination test prior to release.  Germinates rate of less than 8JY should be rejected. 

· Sub county governments should assist in monitoring and maintaining cassava multiplication centres.

· Sub county governments and communities should be empowered to control stray domestic animals, which destroy crops during the dry season.  

Despite the difficulties encountered, the project made significant contribution to food security and household income by increasing production and earnings from sale of surplus produce.

HIGHLIGHTS OF PROJECT PERFORMANCE

Food Production Enhancement Project was initiated in support of food security and low levels of household income against a background of widespread poverty among the people of West Nile resulting from the persistent civil strife in the early 80s.  During this period most of the populace had fled into exile in the Democratic Republic of Congo (DRC) and the Sudan therefore they had to make a new start in their livelihood upon their return. 

The project started in July 1998 and was initially intended to run for 2½ years however the period was later extended by 11 months to 30th November 2001 when it ended.

It operated in the districts of Adjumani, Arua, Moyo and Yumbe.

Project Goal:

Household food security and income from production and sale of selected food crops significantly improved by the year 2001

Objective:

To ensure household food security and income from production and sale of key subsistence crops, primarily maize, beans, and cassava.

Strategies:

The project used a number of strategies to achieve this objective

· Promotion of improved varieties of the three crops and recommended farming practices.

Beans

K20, K131 and K132 varieties were introduced into the project area and demonstration plots/fields were established on farmers’ fields.  This was to give them an opportunity to apply the recommended practices and evaluate the performance of the improved varieties.  However it became clear that farmers not only had their preferences but also not all project areas were suitable for bean production.  For example, K132 was preferred because it is large seeded compared to K131 which is small seeded.  Beans performed poorly along the Nile valley generally and Adjumani District was found to be the least suitable bean growing area.  This forced the project to change its strategy of promoting the three crops to focussing on the most suitable agro-ecological zones for each crop.

Maize

Only one variety of maize Longe 1 was promoted and because of its short term growth period.  The short growth allowed for access to food when the rainfall was inadequate and local varieties of maize failed to produce any crop.  Traditionally, it has been local wisdom that maize cannot be grown successfully in the second season.  This attitude is, in part due to the high level of pest infestation, especially maize stalk borers.  This calls for application of rigorous pest control measures if the farmers are to realize the expected high yields from their crops.

Cassava

The project promoted two improved varieties of cassava namely, Migera, a bitter variety, and Sweet Selection 4 (SS 4) a sweet variety.  Both varieties performed extremely well and were popular throughout the project area.  However, farmers seemed to prefer Migera from which the staple food is prepared.  It’s bitter taste is not considered a hindrance because the people have the necessary know how of detoxifying the cyanide.  Several farmers were able to realize substantial income from sales of both the tubers and stems.  The demand for planting material far exceeded supply.  The project consider this to be the most successful project intervention.  A further measure of its success was the fact that Districts such as Arua and Adjumani were able to initiate cassava multiplication schemes under their District Development Plans (DDPs) following the example of FOPE.

· Demonstrations

Demonstration plots were established and used as training grounds for farmers in the vicinity and on cross visits.  Various aspects of crop production techniques such as timely planting, row planting, disease and pest control, soil and water conservation were demonstrated.  Row planting at the recommended spacing was the most widely adopted technology promoted.

This was even being applied to other crops not promoted by the project.

During the extension phase of the project, intercropping demonstrations were also conducted for comparison with sole cropping.  This approach was adopted based on the project experience in the first phase whereby despite project efforts to promote sole cropping, farmers still continued to practice intercropping.  Farmers traditionally have been practicing intercropping as risk insurance in case of crop failure and to maximize land use since there is high pressure on land use in densely populated parts of the project area.  Agricultural research has also established the scientific basis of intercropping which among other things includes improving soil fertility, pest and disease control, soil and water conservation, etc.  Farmers actions were rational and the project intercropping demonstrations therefore focussed on planting configurations (plant arrangements in the field) to obtain optimum plant populations to maximize yields from the two or more varieties that are intercropped.

Cross-visits:

Cross visits as farmer led extension strategy have been very useful in transferring knowledge and skills from one group of farmers to another.  The host farmers feel esteemed to tell their colleagues about their achievements.  Visiting farmers on the other hand feel challenged that if their colleagues can perform well why not them?

This motivates the learning process and it is to be recommended for any future project of this nature.

Number of farmers trained by the project

The project trained a total of over 9,000 farmers 42.1% of who were women.  This is a very important achievement for the project because women are the majority of food producers in the project area and are also directly responsible for taking care of household needs.  Any increase in production resulting from project intervention as a result of training the women will therefore benefit households directly.  This leads to food security and increased income, as it is also the women who market food crops directly.  Unfortunately, in many cases the men control the money and future interventions need to directly address the gender power imbalance.

District
Number trained
Total


Male
Female


Arua
3,315
1,483
4,798

Moyo
2,147
769
2,916

Adjumani
883
419
1,302

Total
6,345
2,671
9,016

One factor affecting women participation in projects of agricultural nature such as FOPE is the question of land ownership.  Traditionally it is men who own land therefore they have control over land and decide what crops the women can grow and when they can work on a particular piece of land.

The fact that women cannot take an independent decision on land use means that they are not able to derive maximum benefit from farming activities.

· Stockist Program

The stockist program was designed as a means of ensuring that improved seed and other inputs will continue to be available after the closure of FOPE.

Under this program the project promoted both individuals and CBOs interested in procurement and sale of inputs (seeds) to farmers as a business.  Initially the project procured improved seeds from Kampala, transported them to the project area and sold them at subsidized prices by absorbing the transportation costs.  However with time, this subsidy was gradually reduced and finally withdrawn completely.

Linkages were then established with other suppliers such as Technoserve from whom stockists purchased seeds without involving the project.

The stockist program produced mixed results.  It was most successful in Arua district and least in Adjumani where there are a lot of free/subsidized seeds given to the refugees.

Alternative approaches to the stockist program such as local seed multiplication and seed banks were not very successful as they did not have time to establish.

ACHIEVEMENTS

· Farmers gained technical skills on harvesting and storage.

Proper storage is critical in ensuring food security and increasing household income as poor storage conditions of produce result in serious losses.  Storage techniques were therefore addressed by the project.

· Building capacity of local suppliers and multipliers to ensure a sustainable supply of seeds and planting materials.

The concept of private input supply system through the Stockist program was totally unheard of in the region.  For a very long time, farmers were used to obtaining free/subsidized inputs through the Department of Agriculture therefore it was an uphill task to convince farmers to purchase seeds at ruling market prices

Quantities of seeds accessed by farmers under the stockist program in Kilograms

District
Crop


Beans
Maize
Sorghum

Arua
                9,249
14,021.5
100

Moyo
  3,168.5
               6,539
790

Adjumani
               1,366
               3,685
  50

Total
               13,783.5
24,245.5
940

The results in the above table clearly demonstrate that during the period of project implementation, farmers were beginning to accept and appreciate the importance of improved seeds thus their willingness to purchase them from the stockists.  This response also encouraged the stockists such as Tukaliri Multi Purpose Association in Arua District, to procure seeds directly from suppliers in Kampala and other sources within the project area without necessarily waiting for the project.

· Achieved more than 100% of planned targets in the production of beans and maize and 72% in cassava production.

Despite the unfavourable weather during some seasons, beans and maize performed fairly well.  Cassava production was basically limited by availability of planting material.

· Initiated, trained, facilitated and worked with Community Based Extension Service Providers.

In order to augment the efforts of the government’s extension workers, the project initiated training of Community Based Extension Service Providers selected by the Sub County governments to provide extension services to the communities where they live.

· Collaborated with other NGOs like TECHNOSERVE and Aktion Afrika Hilfe (AAH), Community Empowerment for Rural Development (CEFORD).  Technoserve has been collaborating in bringing improved seeds into the West Nile region from where the project linked stockists as their source of improved seeds for sale to clients

· Working with the decentralized staff of MAAIF at district level and Community Based Extension Service Providers as frontline extension workers to enhance the chances of sustainability.

Demonstration seeds accessed by farmers

The project distributed the following quantities of seeds to farmers who attended trainings at demonstration sites to enable them to practice what they have learned during the trainings and also to evaluate for themselves the advantages of the improved varieties.

Quantity of demonstration seeds accessed by clients in kilograms

District
Maize
Beans
Cassava stakes
Sorghum

Arua
13,873
26,901
40,814,483
135

Moyo
  8,271
12,379
20,088,060
335

Adjumani
  6,272
  5,380
28,088,062
200

Total
28,416
44,660
88,990,605
770

· Although sorghum was not one of the crops mandated at the beginning, the project positively responded to a request by the District officials to include it. This is an important food security crop especially in the project areas of Moyo and Adjumani and along the Nile valley where rainfall is less reliable therefore prone to crop failure.  Sorghum is drought resistant therefore performs fairly well compared with maize which the project was promoting

Clients

The number of clients who benefited directly from the demonstration seeds were as follows: -

Number of clients who accessed improved seeds for demonstrations   

District
Maize
Beans
Cassava
Sorghum


Female
Male
Female
Male
Female
Male
Female
Male

Arua
   526
 1305
   453
1508
  183
  498
  27
  70

Moyo
   237
   601
   397
  878
    93
  278
  54
140

Adjumani
   341
   706
   352
  578
  131
  279
  27
  70

Total
 1104
 2612
 1202
2964
  407
1055
108
280

Crop Performance/Yields

The improved crop varieties made significant contribution to food and income security at household level as shown by the following yield data.
· Maize from 286 kg/ha as per the baseline data to average yield of 1995kg/ha. An increase of 698%.  This figure is very close to the expected yields of maize projected in the  project document

· Average bean yield achieved was 771kg/ha compared with the baseline yield of 98kg/ha.  This represents a significant (787%) improvement in production over the baseline figure.  However, it is well below the expected revised yield of 1200kg/ha according to the project document.  The project experience was that beans were the most sensitive crop to unfavourable weather variations, which adversely affected its performance.

· Overall average cassava yield during the project implementation period was 22Mt/ha dry weight, which compared to the average yield for local varieties of approximately 8Mt/ha represents 275% increase.  The following example illustrates the contribution of improved cassava varieties to increasing yields.

Cassava yields during season 2001A in Metric Tonnes 

District
Cassava Varieties


SS4
Migera


Fresh Weight
Dry Weight
Fresh Weight
Dry Weight

Arua
33.4
12.5
41.2
15.5

Moyo
39.2
14.7
41.1
15.4

Adjumani
43.4
12.9
54.7
20.5

Average Yield
35.5
13.4
45.7
17.1

· As a result of the increased yields more food supplies at household level and

local markets has been observed.  There is also less inflow of the staple food from outside the region as supplies from local production are more available.

· Prices of these crops have stabilized with little fluctuations.

Previously, prices were very low during the harvest period and extremely high during planting time.  However project records showed that such wide variations had reduced with increased supplies.  

· Farmers are able to overcome the pre-harvest hunger gap of April to July.  Usually during this period, which is preceded by the long dry season of November to March, there is scarcity of food because farmers are busy planting new crops and no major harvests have taken place.  Households usually resort to coping mechanisms such as eating one meal per day, hiring their labour, etc.   However with availability of quick maturing cassava and maize varieties, the gravity of this situation was minimized.

· The level of nutrition improved.  Cassava and maize are carbohydrates, which mainly provide energy while beans, are classified as legumes, which are rich in protein.  Carbohydrates and proteins are major components of balanced diet therefore increased intake of these leads to better nutrition. 

· Many project clients were able to meet their other obligations, like school fees, payment for health services and tax obligations.  This was as a result of the increased income accruing from the sale of increased production using improved high yielding varieties and adoption of modern farming methods. 

· Local leadership support to the project was overwhelming.  Experience in working with the district and subcounty governments showed cordial relations.  They gave the project a lot of support such as identification of land for establishment of cassava multiplication centers, Community Based Extension Service Providers and even allocating money in the sub county budget to maintain the cassava multiplication fields.  This was primarily because they were convinced that the project was addressing not only a felt need but also a basic right of the people to food security. 

SUGGESTIONS AND CHALLENGES FOR THE FUTURE

· Different policies used by other organizations operating in the area.  In the project area where there are refugee settlements especially in Adjumani and Moyo, because of the mandate of some development agencies to render humanitarian assistance to refugees, free or highly subsidized agricultural inputs given to them readily find their way into the hands of the nationals which distorts the seed trade market.  This made it difficult to operate the stockist program successfully in such districts.

It is suggested that in order to minimize such divergent approaches, there is need to harmonize development policies by close collaboration with other players in the field.  

· Excessive rains and abrupt onset of drought.  Weather was the biggest single factor, which turned out to be the most unpredictable during the project implementation period.  During some seasons the rains were either too much or too little and/or came late.  This particularly affected the performance of maize and beans.  Varieties should be investigated that allow for some level of production despite the vagaries of the weather.

· Pests and diseases.

Crop pests especially bean beetles in the first season and maize stalk borer in the second season still pose a serious threat to maximizing yield potentials.  Adoption of pest control methods is limited, as farmers do not consider subsequent yield reductions as being very serious.  They instead take the easy option of not growing these crops when pest infestations are severe.

· Overlapping program activities of MAAIF and other NGOs.  In the project design, it was envisaged that working through the decentralized MAAIF staff at the district level would enhance their performance through trainings and facilitation, it however turned out that many development agencies were using the same Extension workers to achieve their goals and objectives.  This led to competition for their time, which meant that they concentrated on the work of those agencies that offered better facilitation or made less demand for accountability and performance.   It is suggested that co-ordination be paramount for future interventions.

· Local and other sources of or cheaper free seed have had adverse impact on the stockist program.  Farmers complained that many seeds given did not germinate. Some preferred home saved local seeds to improved ones.  They argued that local seeds germinate so why risk ones that may not.

· Loss of planting material due to crop destruction by domestic animals and cassava that is stolen from the field prematurely.

Traditionally in northern Uganda, during the onset of the long dry season, from November to March, farmers release small stock in search of pastures.  This practice is destructive because by this time most of the grass has dried and is burned.  Cassava happens to be the only succulent crop with green leaves still standing in the field.  The animals therefore usually end up destroying all the standing cassava stems, which would otherwise be used for planting at the beginning of the next rain.  The loss of planting material reduces the rate at which improved planting material is multiplied.   Some sensitisation is needed and a deterrent policy put into place.

· Insecurity experienced at the onset of the project that rendered some of the areas inaccessible.  Parts of Moyo and Adjumani districts were partially inaccessible at the beginning of the project although gradually the situation improved.  This delayed the implementation of the project in these areas, which meant that clients could not benefit from the project as much as they could have if the areas had been peaceful.  The atmosphere is now calm and farmers previously affected local information that has been available to others.  

· Wide area coverage made it difficult to achieve set targets.  Field staff found it difficult to cover their areas of assignment effectively on bicycles because of the long travel distances involved.  More concentrated extension may be more cost effective.

· The poor conditions of some of the community road networks.  The situation was more serious during the rainy season when the roads are wet and slippery.  Ironically this is the best period for agricultural activities.

· Tobacco crop preference during the first rain season within tobacco growing areas.  Food crops therefore get low priority, which affects food security at household level.  Alternative reliable cash crops are needed.  

· The household has limited income opportunities and they are not able to operate effectively in the market.  Future interventions should focus on correcting an imperfect market, leveraging more power for the producer and looking for opportunities in produce with a comparative advantage.  

· There is insufficient planting material for improved varieties of cassava.  Sub county governments should monitor, assist and maintain cassava multiplication centers established.  It was very clear that many households appreciated the superior performance of the improved cassava varieties therefore wanted to obtain planting material. However, due to limited resources the project could not meet all their demands besides it was the design of the project that for sustainability, the farmers would establish their own multiplication centres.  Some sub counties having realized the usefulness of these improved varieties allocated funds from their grants to maintain cassava multiplication centres.   If other sub counties could follow suit, then the problem of shortage of clean, improved cassava multiplication materials would be minimized.  

· Extension is a useful service for the farmers.  CBESPs have demonstrated their usefulness in supplementing the services provided by MAAIF Extension Workers. With privatisation and NAADS a reality, the CBESPs need to be able to compete and obtain service contracts.  

PROJECT IMPACT

· Increased yield of target and staple food crops.  From the yield data of the improved varieties of maize, beans and cassava, it is clear that there is increased production of these crops, which resulted into improved food security.  Any surplus arising therefrom is likely to be sold to earn income for the household to solve some pressing domestic problems.  It is also a known fact that whether or not production is surplus households will still go ahead and sell any food items in the house to solve pressing economic problems.  In either scenario the increased production arising from the introduction of the improved varieties and adoption of recommended farming practices will improve the living conditions of the households. 

· Diversification of farming enterprise.

Participation in project activities resulted into exposure to and acquisition of improved farming techniques.  This widened the scope of the clients to undertake new farming activities.  

· Improved household livelihoods.

Increased production means more food is accessible to households and better opportunities to earn additional income.  This is likely to improve the quality of life for the households.

· Increased uptake of farming as a source of food and income in the project area.  More people have shown interest in the improved cassava, bean and maize varieties, as they were able to provide more food for their families and sell some of the surplus.  Some farmers have been able to expand their cassava fields to as much as 2 hectares. 
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