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[bookmark: _Toc82502839]1.0	INTRODUCTION
The project on Increasing Farmer Resilience to Climate Change- Upscaling Market Oriented was a three years project that was implemented by the National Agricultural Marketing Board (NAMBoard) on behalf of the Ministry of Agriculture. The overall outcome of the intervention is to strengthen the capacities of the African Caribbean – Pacific Regions and countries to undertake regional and national adaptation and mitigation actions in response to the challenges caused by the effects of global climate change. In Eswatini, the project was meant to upscale market-led small-scale commercial agriculture to increase horticulture, vegetable and field crops outputs for farmers who have been affected by the climate change related weather patterns.
The project is part of a regional undertaking involving five (5) countries, coordinated by the Common Market for East and Southern Africa (COMESA). In the Kingdom of Eswatini, it was expected to impact over 500 farmers (3,000 household members) producing fresh fruit, vegetables and high value field crops, 1,500 farmers practicing conservation agriculture, and create jobs for at least 1,000 people (mostly the youth and women). In addition, it would provide infrastructure worth over E17 Million (US$1.2 Million) for irrigation, cold storage, farming equipment, and was expected to within the first three (3) years, generate at least E2 Million for participating farmers. In the medium to long-term, the lives of the communities will be transformed through the availability of fresh produce for improved food security and nutrition and creation of auxiliary industries (such as artisans for irrigation maintenance and retailers of fresh produce).
This all bodes well towards a significant contribution of the agriculture sector to the GDP and the broader economy of the country. COMESA provided a grant, funding the National Agricultural Marketing Board (NAMBOARD), through the Ministry of Agriculture (MoA,) to pilot a market-focused Climate Smart Agriculture (CSA) project from 2014 to 2016 for implementation at Mpatheni. The pilot had three (3) project components: conversion of 32ha of sub-surface irrigation to a more efficient drip irrigation system, provision of mechanized conservation agriculture equipment, and linking of the farmers to a formal market for the sale of vegetables and fruit. A Revolving Fund was also established for capital costs for the farmers.  The pilot project had a direct impact on over 400 farmers, delivering commodities worth over E500, 000 in the project duration.
Lessons from the pilot indicated the need to promote further uptake of climate change techniques in the country. Further observation showed limited climate change adaptation capacities and isolation of most rural farmers from formal and productive value chain mechanisms as well as market opportunities. The MoA, working with COMESA, undertook a feasibility review along water resource management for conservation agriculture production and sustainable livelihood schemes, as well as readiness of farmer groups to successfully implement and benefit from the action. From the schemes assessed, five (5) schemes were identified for scaling up, from all the four regions in the country. These schemes are: Mavulandlela and Magagane in the Hhohho Region; Nkhungwini in the Shiselweni Region; Intamakuphila in the Manzini Region; and Nceka in the Lubombo Region. The overall objective of the intervention is to increase income from commercial agricultural activities for 500 households in two (2) community-based schemes. This will be achieved by the adoption of water-saving drip irrigation for high value crop production by the farmer schemes; improving cold chain management, linking farmers to sustainable local, regional and international markets; and, providing CSA mechanization options to at least 1,500 farmers.
[bookmark: _Toc82502840]1.1	Project Objectives
The specific objectives were:
i.	To convert 60 ha of furrow irrigated land to efficient, water-saving drip irrigation technology for high value crop production in two (2) community-based schemes.
ii.	To improve cold chain management systems, and linking farmers to sustainable formal markets.
iii.	To provide mechanization options for at least 1,500 farmers practicing conservation agriculture.
iv.	To increase income from commercial agricultural activities for 1,500 households in four (4) community-based schemes.
v.	To provide credit facility for rural farmers schemes.
The following were the expected project outputs:
i.	Water courses and landscape rehabilitated in the two (2) community schemes: Intamakuphila and Mavulandlela.
ii.	Improved climate change techniques for water saving through ensuring that 60ha of land is converted to water-efficient drip irrigation in the two (2) community schemes: Intamakuphila and Mavulandlela.
iii.	500 farmers linked to/participate in formal markets and at least 2,000 tonnes of produce procured from participating farmers.
iv.	Field based cold storage facilities rehabilitated/installed in the 2 selected sites. 
v.	Rural farmers’ capacity for CSA built through training of 1,500 farmers on CSA in the four (4) selected sites Mavulandlela and Magagane in the Hhohho Region; Nkhungwini in the Shiselweni Region; Intamakuphila in the Manzini Region; and Nceka in the Lubombo Region, 500 farmers in management and agribusiness processes and establishing 2 demonstration plots in the two (2) community schemes: Intamakuphila and Mavulandlela.
vi.	Revolving loan fund established and offering credit access to at least 200 farmers of whom 40% percent should fall in the category of female, disabled and youth.

The following were the measurable result areas for the project:
Result 1: Improved management of water sources, including watershed protection for reduced irrigation infrastructure leakages. 
Result 2: 60ha of irrigated land converted to more water efficient systems through adoption of the drip irrigation technology. 
Result 3: Farmers linked to formal value chains and generating an income from sustainable markets as provided by NAMBoard. 
Result 4: Rehabilitated field-based cold storage facilities.
Result 5: Mechanized conservation agriculture equipment to upscale production.
Result 6: Improved access to resources through the establishment and management of a revolving loan fund. 
[bookmark: _Toc82502841]1.2	Project Management
The Project was managed through a Project Management Unit, established by a letter of agreement between UNDP and National Marketing Board, a Government Parastatal. The team includes a Project Manager, Assistant Accountant and a part-time Monitoring and Evaluation assistant. The function of the team was to facilitate direct linkages with farmer irrigation schemes and support during the implementation of the project. 


[bookmark: _Toc82502842]2.0	PROJECT EVALUATION
Following the end of the project in December 2020, Qandelihle Simelane (PhD) was engaged to conduct an end of project evaluation, with the main objective being to assess the achievement of CSA Project results in selected communities and draw lessons that can improve the sustainability of benefits, and aid in the overall enhancement of climate change integration in agricultural productivity through its potential for replication in different agro-climatic zones within Eswatini.
The evaluation was meant to interrogate the marketing and value chain issues at various stages from inputs to production, culminating to household gains/losses. This evaluation was also meant to identify lessons learnt including strengths and weaknesses in project design and implementation strategy/approaches. The evaluation also provides recommendations to leverage on successes, address identified gaps and weaknesses including to inform future programming for the sector.
[bookmark: _Toc82502843]2.1	Evaluation Scope
During the evaluation the following key intervention areas were interrogated in order to ascertain whether impact has been achieved through the following questions:
Project Design - Was the project design well-structured to respond to the identified challenges? Compare baseline target indicators and current status of achievement.
Project Implementation - How effective were the project management arrangements? Focusing on the roles and responsibilities of the different PMU cadres.
Partnership arrangements established for the implementation of the Project with relevant stakeholders involved at the national and local levels including clarity on the roles and responsibilities.
Implementation of the project M&E plans including any adaptation to changing conditions adaptive management
Project Lesson and Replication Approach
Understudy gender-based participation in the project as well as recommend opportunities for women and youth to create sustainable jobs through CSA.
Assess the extent to which the project activities opportunities are being taken to scale-up lessons and experiences emerging from implementation of adaptation actions and make recommendations on how this could be achieved if necessary.
Propose ways for widespread national adoption of climate smart techniques and other adaptive practices taking into consideration the social aspects of the populace.
Describe the main lessons that have emerged in terms of: household production and income, strengthening national ownership; strengthening stakeholder participation; application of adaptive management strategies; efforts to secure sustainability; knowledge transfer; and, the role of M&E in Project implementation.

[bookmark: _Toc78323276][bookmark: _Toc82502844]2.2	Methodology
[bookmark: _heading=h.9yz40joilipc][bookmark: _Toc78323277][bookmark: _Toc78323654][bookmark: _Toc82329853]The consultant utilized both qualitative and quantitative methods for data collection, and further compile and submit a report with recommendations based on findings:
2.2.1	Qualitative Methods
Focus Group Discussions: This is to obtain information on impact and effectiveness of interventions on the participating beneficiaries, both at household and community level. Special focus was placed on farmers that are in the two production schemes (Mavulandlela and Ntamakuphila).
However, some of the focus group discussions also included:
farmers from Mpatheni, Nhletsheni, schemes who have been linked to markets through signing of contracts with NAMBoard,
Farmers participating in/ benefiting from mechanized conservation agriculture equipment as part of scaling up and commercializing CA in rural development area (RDA) facilities in the two (2) community schemes: Intamakuphila and Mavulandlela.
Key Informant Interviews: The key informants to be interviewed, include the PMU, Namboard CEO, UNDP and COMESA.
The key informant interviews will provide insight on
how schemes were managed
access to production resources in the established revolving loan facility and its management as well as
how the Climate Change mitigation efforts were effective and improvements that can be recommended by these thought leaders. 
2.2.2	Quantitative Methods: These were used to measure quantifiable impact, which in turn has positive or negative outcomes on the livelihoods of the target populations and rural economies.
The main indicators that were measured using quantitative methods are:  
Income indicators: measuring change in household income both for participating households and non-participants within the catchment areas. Also measured were the significant contributors to this increase or decrease in income for the households. 
Improved Production Output Indicators: The evaluation measure how output from production has improved from the time the baseline assessment was carried out, and now at post-implementation stage. This is in the form of yields (tons/ha) and total output from individual farm units.
Rate of uptake for all climate smart methods and technologies that were disseminated and demonstrated to farmers by the project. This includes the number of farmers that have taken up specific technology, the number of farmers that have adopted improved climate smart technology and change in area that has used improved CA/CSA technology to enhance their output.
Quantitative data were collected from records that include:
Farm level records – production and financial records kept by individual farmers and farmer schemes
Market Level Records – These include farmer payments receipts from markets such as Namboard and other markets
Other documents that may include financial reports from the project and schemes
[bookmark: _Toc82502845]2.3	Data Analysis
The collected data was transcribed, cleaned and analyzed to tease out all the responses provided by respondents, and with focus on answering to the research questions and specific impact areas that are being measured. Results are presented in various tables, graphs, charts, with the most suitable and relevant presentation methods used to get maximum analysis of selected variables.
Quantitative data, including market sales, income changes, volumes produced are analyzed using spreadsheets, and results are presented in different tables, trends graphs, charts and provide responses to specific impact questions.
[bookmark: _Toc82502846]2.4	Report Writing
Following data collection and analysis, the consultant produced and submitted a report which contains responses, measures of change in livelihoods, income, and adoption of climate smart technologies and also make recommendations on implementation of future projects of similar nature, including requirements for upscaling the project to other areas.
The consultant will also support in the production of fact / information sheets as part of policy briefs and advocacy for climate smart technologies and practices, especially linking the climate smart interventions to market systems and.
[bookmark: _Toc78323278]
[bookmark: _Toc82502847]3.0	EVALUATION RESULTS- MAJOR FINDINGS 
The evaluation was tasked with finding out whether the project design was properly crafted, and this includes whether the same was well-structured to respond to the identified challenges.  The achievements were compared to baseline target indicators to test whether this was true.
[bookmark: _Toc82502848]3.1 Project Objectives
 To convert 60 ha of furrow irrigated land to efficient, water-saving drip irrigation technology for high value crop production in two (2) community-based schemes.
The findings of the evaluation show that there has been development of 15ha of drip irrigation as opposed to the original target of 60ha. This, according to the project management unit and farmers, was due to the fact that the resources allocated for the drip installation was only enough to cover a maximum of 15ha at a cost of E136, 000 / ha (including procurement of drip irrigation, design engineers, and cos of pump) of drip irrigation. This is in contrast to the original budget of E29, 000 per ha. The installation was at Ntamakuphila scheme under, and means that Mavulandlela scheme could not be covered by the present funds to install drip irrigation, instead the main support that they were provided with in this regard was to procure a water pump, which improved the availability of water at the scheme as this was also problematic.
Also to be noted in both schemes is that there were major adjustments to be made on the existing system to enable conversion to drip irrigation.  The costs for this conversation at Mavulandlela were prohibitive as the water catchment was compromised, including the upstream dam which is the main source of water for irrigation. For future work, the project, in collaboration with a sister project, Water Harvesting Development Project (WHDP) prepared detailed designs for bringing water from upstream to the irrigation scheme, but this will be beyond the life of the CSMA project. 
The project was able to provide clear watershed management plans for both Mavulandlela and Ntamakuphila schemes, which provides comprehensive mapping of features that include: Water Infrastructure; Water Supply Findings; Land uses within the watershed; Challenges; Environmental issues; Climate Smart Opportunities around Water Supply in NAS, and further made Recommendations for Water Resource Management Action Plan.[footnoteRef:1] The comprehensive nature of these documents make them of great value to the project and future projects as most of the problems with the watershed and its management are long-term and require an integrated approach by stakeholders. These (stakeholders) include community leadership, who are responsible for allocating land and other resources. They should be taken through the paces to understand that water availability for now and the future greatly depends on activities on the upstream.  [1:  Assessment, Mapping and Development of Water Supply Bulk Water Management Plan – Ntamakuphila and Mavulandlela
] 

In Mavulandlela for example, the dam has been silted over the years by continuous soil disturbance, which resulted in a lot of soil being eroded into the waterway and gradually reducing the capacity of the dam and hence the volume of water it can hold. The assessment found that, “the main driver behind this scourge is overgrazing, hence, rangelands are the most degraded. Roadsides are eroded due to run off as manifested by occasional gullies and infestation with invasive alien plant species. The area under cultivation within MAS suffers from impact of soil erosion and the evidence of run-off from storm water that floods the plots from time to time. It is recommended that proper drainage should be installed in areas within and surrounding the scheme.”
[image: C:\Users\Titus\Documents\Old Files\Consult\HCVP\Orthophotos\Mavulandlela Scheme Extended.png]
[bookmark: _Toc82502821]Figure 1: Map showing Mavulandlela Irrigation Scheme watershed
In Ntamakuphila, for example, the assessment shows that, “The area under cultivation within NAS suffers from the impact of soil erosion and the evidence is run-off from storm water that floods the plots from time to time. It is recommended that proper drainage should be installed in areas within and surrounding the scheme.”
Further, to demonstrate the effects of poor land governance and resources planning, the report also states that, “The existence of 59 homesteads, the proximity of some of them to water bodies and the prevalence of pit latrines in the area have the potential to negatively affect the supply, health and quality of water resources. This underlines the fact that a climate sensitive land use planning and climate change capacity building in approach is requite in the Velezizweni area.”
[image: C:\Users\Titus\Documents\Old Files\Consult\HCVP\Orthophotos\INTAMAKUPHILA Aerial Photograph.png]
[bookmark: _Toc82502822]Figure 2: Map showing Ntamakuphila Irrigation Scheme Watershed
To improve cold chain management systems, and linking farmers to sustainable formal markets.
To achieve the improvement of cold chain management systems, the project set out to rehabilitate two existing facilities and further install refrigeration units (cold-rooms) in both those structures, which are in-field and facilitate the storage of produce in ideal conditions within a few hours of harvest. The justification for this is that, proper temperatures improve product shelf –life significantly. According to the Institute of Refrigeration’s International Refrigeration Committee, “Refrigeration is a means to maintain freshness whilst not detrimentally affecting quality through excessive processing and therefore is one of the primary ways to extend shelf life whilst maintaining consumer acceptability,” 
Rehabilitation work was carried out on facilities at the two sites, with Mavulandlela able to have a fully functional holding facility that has a cold room connected to a power source and therefore functional, whilst at Ntamakuphila the project was only able to rehabilitate the existing structure and upgrade it, however, there were no resources to put up a refrigeration unit. 
On linking farmers to sustainable formal markets, the project has done well, and during farmer interviews, there was no hesitation from farmers, they know exactly where their main market is, and this shows the importance of having the project under the banner of NAMBoard. However, there are areas that need to be improved, including clear and timely communication by the market, especially where crops such as baby vegetables are concerned, this is mainly due to delicacy of the vegetables, and this should not drag such that farmers have high rates of rejection when the main market it an implementing partner. During the interviews, the high rejection rates were cited consistently by farmers, and this is an easily rectifiable, but also has the significance to cause a breakdown in the supplier-market relationship. NAMBoard is therefore urged to pay special attention to this aspect of the farmer linkages as this is their key winning point, which is getting farmers to market with speed and providing maximum returns for farmers’ investments.
[image: https://lh5.googleusercontent.com/KXzqMQmPrf7CllGSKPSAR7N1Ve--ZJjyhw_Gp8K4W8kLNEch4uuCcftAATsAyuLpFykSecGFuvhQIS8NZcrnrYFzNYiBDRZ7Q7_6LVD4Z5p95SDaRbPcgQOvKsWTlmYl90lHDx0=s0]           [image: https://lh5.googleusercontent.com/4auY6VZu8uEq1GfLfTFQvsLEsvY5KvCHrKHJtJXzijLv0nOY_7uOiesDj473BiVQSK31twhtdi-kDMs9dkbdxLhUIUF-PgpI_9L5YVBctk0PiDj5owNp-ylYBPvaMMFZxzmktbg=s0]
[bookmark: _Toc82502823]Figure 3: in-field Cold Room Rehabilitation - Ntamakuphila (on the left), and Mavulandlela (right)
To provide mechanization options for at least 1,500 farmers practicing conservation agriculture. 
There is a record of 92 farmers that were trained and able to practice conservation agriculture during the life of the project, and these are located at Ngwemphisi rural development area (RDA), these include the 2 farmers that provided and managed demonstration sites for the different CA practices that include agro-forestry, no-till and maximum soil cover. The RDA was further equipped with 5 types of tractor operated CA equipment, which includes, a CA Planter, Slasher, Boom Sprayer, Rake, and Ripper. The CA component of the project is well managed by the Ngwemphisi RDA, and it is expected to continue seamlessly at the end of the project, when all equipment is handed to the RDA, and also manages the tractor pool, which is critical for the upscaling of CA in the targeted areas. 
In Northern RDA, actual figures of farmers that were supported with CA services were not available as they use a different system, in which they were able to report that a total of 36 hours covered by the CA implements, and utilizing a conversion of 1 hour per hectare, the evaluation estimates that a total of 36 farmers utilized the CA equipment. There were also two farmers that hosted demonstration plots that incorporated practices that include; agro-forestry, no-till and maximum soil cover. Northern RDA was also equipped with 5 types of tractor operated CA equipment, which includes, CA Planter, Slasher, Boom Sprayer, Rake, and Ripper. As opposed to Ngwemphisi RDA, the Northern RDA still has more work and support required to advance CA practices and entrench the use of CA equipment in the mind of farmers as a method to combat the negative effects of climate change on farming practices. 
The project has therefore reached 400 farmers with CA training, and an estimated 128 farmers with CA practices and utilization of tractor drawn equipment as part of upscaling the practice in the country. This is against a target of 1,500 farmers, and the main contributing factor is the lack of training and mobilization as the COVID-19 pandemic restricted movement and prevented group training. As the restrictions on movement start easing, and the farming season begins for the 2021/22 season, the uptake of CA equipment is expected to increase significantly, and as the practice rests on the Ministry of Agriculture, there should be minimal impediments to upscaling CA practices.
[image: ]
[bookmark: _Toc82502824]Figure 4: CA farmer in front of his maize field planted and managed using CA practices and principles

To increase income from commercial agricultural activities for 1,500 households in four (4) community-based schemes.
A total of 201 farmers in 2 schemes involved in commercial agricultural activities, and these signed contracts with NAMBoard for off-take of their produce. An additional 52 farmers were trained on post-harvest handling, and 128 farmers trained on crop management and sales. By the end of the project, there was a total of 175 farmers (87 females and 88 males) who were recorded to be actively trading produce with the formal market, in the main being sales through the NAMBoard market. 
Farmers were able to produce and sell a total of 234.902 mt (135.99 mt in 2020 and 98.91 Mt in 2021) of produce, mainly consisting of baby vegetables and conventional vegetables. From these sales, the total value of produce sold to the formal market is E1, 391,752 (E800, 208 in 2020 and E591, 543 in 2021). And of this produce, key commodities include: Tomatoes (51.3 Mt), Butternut 64.2 Mt), Beetroot (29.4 Mt), and green pepper (24.8 Mt); Baby vegetables grown include: Green Beans (9.7 Mt); Baby Marrow (16.25Mt); Baby gem squash (0.75Mt); and Mangetout Peas (0.95 Mt). 
It should be noted that the abovementioned sales values exclude produce sold to other formal markets, informal traders and secondary markets (some of the produce was sold at farm gate as it did not meet the standard but was still perfectly safe and therefore edible). This greatly discounted the overall value contributed by the project to the income of farmers involved and needs to be factored in going forward. 
To provide credit facility for rural farmers schemes.
The credit facility, known as the revolving loan facility, was established and administered by both the PMU and NAMBoard finance department. Capped at E4, 000 (estimated at $266) per farmer, the scheme dispersed a total of E 902,271 (estimated at $60,000) by the end of the project. This went to the finance of farming inputs, and was channeled through input suppliers, who would respond to a request for specific inputs, which were selected based on crop scheduling and market demand.
A total of 49 farmers (29 at Ntamakuphila and 20 in Mavulandlela) benefitted from the revolving loan fund, and it is this money that enabled farmers to produce and sell produce to the formal market. This fund of which E902, 271 has been disbursed has leveraged and resulted in E1, 391,752 income for farmers as proceeds from sale of 234 Mt. This shows that with finance availed, there is much that can be done to improve the income and ultimately livelihoods of rural populations. The Revolving loan facility was set up following the baseline assessment, which identified poor access to credit as a major barrier to entry and commercialization of agriculture in the rural areas, and therefore this project targeted mainly the farmers, who would not be able to attract credit from financial institutions due to the size of operations and lack of banking and credit history.
[bookmark: _Toc82502849]Project Implementation - How effective were the project management arrangements? Focusing on the roles and responsibilities of the PMU and NAMBoard as the implementing entity
The Project Management Unit (PMU)
This was a new unit at NAMBoard as the pilot and other projects were managed within the regular agribusiness and development department. Having a PMU dedicated to the project provided an opportunity for NAMBoard to grow in project management. It also meant that there were dedicated officers responsible for implementation, financial management and M&E. Thus, the project was able to cover a lot of ground and quickly troubleshoot where things were not going well. The resources availed to the project management unit for implementation, which include a dedicated vehicle, communication equipment, an office and fuel to make regular visits to the field also provided the PMU with an opportunity to interact with the farmers closely, liaise between the farmers and the market, and effectively coordinate the project with external partners such as extension officers in the Rural Development Area (RDA), and the project steering committee (PSC). The skills within the PMU were adequate to have the unit functioning semi-autonomous mode, but also coordinating operations with the management in NAMBoard for successful implementation of the project. It also meant that there was less reliance on external approvals and actions to carry out day to day activities.
The Accounting / Financial Management Function 
The presence of a dedicated accounting officer in the project enabled faster implementation and reduced non-compliance with financial management and control procedures. This was highlighted by the fact that there were no major audit findings and that payments were done timely. The financial control systems also included NAMBoard core finance and executive staff as signatories for the CSMA account. Based on the fact that this was a recommendation following the previous pilot, the decision to have a project accountant was highly effective and will also help NAMBoard build its capacity in grant management and accounting.
Monitoring, Evaluation and Learning
Having a dedicated consultant for MEL was also highly advantageous, and this can be seen by the number of learning documents that have been produced, which include; lessons learnt document, most significant stories document outlining the success of individuals within the project areas, beneficiary and stakeholder mapping report among others. As this is a project that was meant to start the process of upscaling CSA practice in the country, the documentation by the MEL consultant and the team means that there will be records and a blueprint to follow in the pursuit of replicating the project in other areas of the country.

[bookmark: _Toc82502850]Partnership arrangements established for the implementation of the Project with relevant stakeholders involved at the national and local levels including clarity on the roles and responsibilities.

The project as outlined in the organogram was based on a multi-stakeholder approach and ownership by various stakeholders, with the PMU providing secretariat services to the stakeholders and ensuring on the ground implementation under the supervision and guidance of NAMBoard. The project manager’s role was to ensure that relationships function effectively to ensure proper delivery of results. This was to be clear in the processes that include; joint planning, effective coordination in implementation, reporting and arranging for stakeholder meetings to provide feedback and derive the mandate for implementation and continuity.

Government: Ministry of Agriculture (MOA) which has the overall mandate for the coordination of climate smart agriculture (CSA) activities will provide technical support and advisory services through the Extension Department and the Rural Development Areas (RDA). Based on the evaluation, which included discussions with farmers and officers in the RDA, the project has been in constant interaction with the Ministry, especially the two RDAs, which are Ngwemphisi  (within which Ntamakuphila scheme falls), and Northern RDA (under which Mavulandlela falls). There is evidence that the RDA was instrumental in the project implementation, especially on activities that involved conservation agriculture. In Mavulandlela, the RDA was also very helpful in mediating in issues where there were disputes between members, the committee and at times where there were challenges between the farmers and the PMU.  This was critical as all activities will continue to fall under the jurisdiction and support of the RDAs cannot be overemphasized for sustainability and growth of the activities and initiatives started during the project life.

Eswatini Water and Agriculture Enterprise (ESWADE) in two projects:
i) High Value Crop and Horticulture Production
CSMA and SMLP (funded by the European Union) have established a rapport in building capacities for smallholder irrigation schemes. In the project, the focus area for collaboration has been sharing information on the business model of the farmer irrigation schemes to ensure that they reduce running costs while generating higher revenues.
ii) ESWADE Small holder Market-led Production (SMLP)
Furthermore, ESWADE has linked the two projects. Together the projects have been able to pull resources towards ensuring that Nhletsheni Farmer Irrigation Scheme (NFIS) has a well-resourced, water saving irrigation system and building their capacities in terms of governance issues.

Water Harvesting Development Project (WHDP)
Funded by the EU and implemented by a joint team Lead by LUPD a department of MOA, in partnership ESWADE and NAMBoard. The project and WHDP have collaborated mainly to provide Mavulandlela Farmer Irrigation Scheme with a well-resourced, water saving irrigation system.

CA Implements Suppliers
Suppliers of Climate Smart implements (Triomf, Swazi Track and AgriMech and others) further provided practical demonstration of the usage of their respective implements to the RDA tractor drivers and extension officers and farmers. This improves the after-service support reducing the down times during implementation as maintenance and repairs were promptly attended to.

World Vision Eswatini
Farmers within the Velezizweni Constituency including the Intamakuphila Farmer Irrigation Scheme were empowered with training on nursery management to facilitate usage of the project newly built nursery. The training included a practical demonstration that was held at the Taiwanese Agricultural Technical Mission. This provided an opportunity for the farmers to also tour the Mission and be experience agriculture from a practical perspective. 

Ministry of Commerce Industry and Trade
Through the Coooperative Development College department, four schemes namely Mavulandlela, Intamakuphila, Mpatheni and Nhletsheni were trained on cooperative law and incorporation to the cooperative movement. Mavulandlela, Mpatheni and Nhletsheni schemes were awarded certificates qualifying them as a legal entity which can participate fully in the credit market. Intamakuphila scheme completed application processes and they are awaiting ratification of their membership to be awarded certificates.

Eswatini Farmers Cooperative Union (ESWAFCU)
Assisted in the development of operational guidelines for schemes to enhance their participation in the revolving fund. Furthermore, ESWAFCU contributed in the reviewed guidelines using their road based affiliate cooperative for the revolving fund. 

CATALYZE / SEPARC project partially funded by the European Union collaborated with the project in the support of youth aspiring to start climate smart agriculture businesses. This was in the evaluation and coaching of hopefuls submitting climate smart proposals to tap into the grant available for agri-business focusing on climate smart technologies.

Alliance Francaise

Through the EU funded project in the framework of Green Diplomacy the organization provided Visual Aid and Communication training to CSMA personnel. This collaboration improved on visibility and communication strategy document produced for the project.

United Nations Development Programme (UNDP) Accelerator Labs Initiative
The initiative aims to transform a collective approach by introducing new services, backed by evidence and practice, and by accelerating the testing and dissemination of solutions from UNDP. The project collaborated in the publicity of market led vegetable farming to youth and other interested stakeholder. The collaboration resulted in a video depicting how youth can tap into Climate Smart farming as a future employment and a source of inspiration for new ideas.

National Agriculture Marketing Board (NAMBoard) was responsible for the implementation of the project outcomes and ensuring effective project management through the project management unit (PMU) constituted by the Project Manager and Finance and Administrative Assistant. NAMBoard will focus on market-based CSA ensuring strengthened coordination of the partners participating in the project and reporting on activity implementation. NAMBoard was heavily involved in the implementation of the project on behalf of the Government, they also provided support which includes office space, a project vehicle, communication devices, and computers and also deployed human resources that include the chief financial officer, agribusiness manager and extension officers to ensure successful implementation of the project. Post-project, NAMBoard has agreed to follow up on implementation, and incorporate all activities and beneficiaries into their mainstream activities.

Civil Society Organizations Coordination Assembly of Non-Government Organizations (CANGO) members in particular under the Food Security Consortium (World Vision, ACAT) will be strengthened for enhanced capacity development for communities through training for CSA uptake and conservation agriculture and project results monitoring. There was no evidence or visibility of civil society organizations actively involved or participating in project implementation. 

Farmers Association and Communities the Swaziland National Agricultural Union and community schemes are the ultimate targeted beneficiaries for all the interventions that will be implemented under the project. It is envisaged that all activities implemented would have an element of community capacity building and therefore their active involvement for monitoring of project results is of importance. The participation of the national farmers union was mainly through the project steering committee, where SNAU was represented by the Executive Director, indicating the importance of this project to the farmers that they represent. At all levels, that include the schemes’ level, committees elected by the farmers were in constant liaison with the PMU, thus planning, implementation and oversight was done in conjunction with farmers and their representatives.

[bookmark: _Toc82502851]Results achieved against Key Deliverables
Project beneficiaries were almost balanced at 49% females and 51% males across the whole project area, this is reflective of land ownership land is registered under the name of the household head. This however, is slightly different when looking at the actual attendance in activities such as training and the actual people doing the work on the ground, which is significantly implemented by women and the youth.

[bookmark: _Toc82502825]Figure 5: Showing the beneficiary breakdown by gender in the participating schemes

The project further supported income within the target communities through direct employment of community members for activities such as weeding, harvesting and bush clearing. In total 208 short term employees consisting of 161 females and 47 males were employed by the schemes at various stages of production, injecting an estimated E…… into the local economy.
Outcome - Rural households and two (2) community-based irrigation schemes having sustainable and increased income from climate resilient agricultural livelihoods.
Indicators: Average monthly household income - E1,700.00
% of household earning income from agri-business   - 60%
% of farmer enterprises that are linked to formal value chains generate sustainable income - 32%

	[bookmark: _Toc82498951]Table 1: Achievements Against Targets


	Output
	Indicator
	Baseline
	Target
	Actual

	Output 1
Climate change resilience established in two community vegetable and fruit production irrigation schemes.
	Number of hectares converted into water saving irrigation systems
	0ha
	60ha
	15ha

	
	Number of farmers incorporating CSA technologies into their production model

	118 farmers
	1,500 farmers
	350 farmers

	
	% of farmers adhering to sustainable business models.
	0%
	
	350 farmers

	Output 2. Producers’ adherence to timely market supply of quality produce established for 1,500 farmers

	Tonnage of produce procured from farmers participating in the schemes

	32 MT
	2000 MT
	234.902MT

	
	Number of farmer supplier contracts signed.
	36 farmers
	500 farmers
	201 farmers

	
	Number of cold chain facilities rehabilitated, and operational.
	0 
	2
	1 functional 
1 partly rehabilitated

	
	Number of farmers that have receiving; loan from revolving fund (disaggregated by women/youth/disability).
	0
	500 farmers
	82

	
	Total income generated directly from using the revolving loan fund.
	0
	E2 Million
	E1, 391, 732

	
	
	
	
	

	Output 3 Rural semi and fully commercial farmer’s conservation agriculture (CA) and CSA skills enhanced
	Number of RDA equipped with mechanized conservation agriculture equipment
	0
	2
	2

	
	Number of demonstration plots established.
	0
	4
	4

	
	Number of farmers trained on conservation agriculture practices and principles
	0 
	1,500 farmers
	350 farmers

	Output 4: Project implemented timely and within budget
	Percent % Expenditure by PMU (Commitments and Actuals)

	0
	
	

	
	Percentage delivery of project outputs (% complete, % On track, % off track)
	0
	
	

	
	Existence of project exit strategy

	0
	
	



Implementation of the project M&E plans including any adaptation to changing conditions adaptive management: 

Monitoring and evaluation was one of the strong points within the project, and as such it is evident that problems were identified early within the project management unit and attempts were made to address these based on recommendations provided. The project produced very well written reports throughout its life, and whilst some of these were for implementation within this period, most of the documents contents will also provide for further support to climate smart interventions that will be implemented after the project has been completed. 
Key documents generated by M&E function include:

Beneficiary and stakeholder mapping assessment report
Lessons Learnt Report, FY19
Stories of significant change 
Monthly Reports
Quarterly
And Annual reports 

The reports were well written and it was evident that implementation of activities for the subsequent period was following through with recommendations made in the previous period, for example all monthly quarterly reports outlined a plan for the next quarter, and figures were cumulated as the year went along.  This is commendable and shows a well thought-out M&E function was put in place at the inception of the project. 

[bookmark: _Toc82502852]4.0 KEY EVALUATION FINDINGS
[bookmark: _Toc82502853]4.1 Findings from Data Sourced from Reports, Focused Group discussions and Key Informants
All data sourced was structured to answer to the questions that the evaluation ought to provide responses to, and these mainly are set on the project objectives and expected outcomes. All responses from focused group discussions and key informant discussions such as the Ministry, the Project Management Unit and NAMBoard executive were used to triangulate data that was received from the field and from secondary sources. 
[image: C:\Users\tammyd\Desktop\Tammy Private\UNDP-Climate Smart\Working Documents\Interview Responses\Mpatheni FGD.jfif]
[bookmark: _Toc82502826]Figure 6: Focus Group Discussion at Mpatheni, a site where drip was installed in the previous pilot scheme

a. Project Timing and Timelines
Whilst the project was well designed, the timing of implementation seems to have been misaligned, therefore, implementation started very slowly and picked up paced way into the second year. This meant that at times whole seasons were missed, for example with CA practices, there are activities for every season, however production is mainly active in spring and summer, thus results were at the lower end. 
b. Resource Allocation
There was evident mismatch between resources available and expected achievements and this was more gaping in the infrastructure installation and rehabilitation, e.g. irrigation and cold storage facilities. The activity that suffered significantly from this insufficient resource allocation is the installation of drip irrigation, where all quotes obtained were more than 4 times greater than the budget. This was a negative in the project as the crux of the project was on resource conservation, especially installation of water saving technologies. 

There was also no clear documentation and allocation of resources provided by NAMBoard as cost-share to the project funds. Whilst it is evident that the contribution was significant, for example the purchase of a vehicle, providing for maintenance, surveillance, office space, computers, consumables and staff time. This was not monetized nor was it documented, and at present the level of funding provided by NAMBoard cannot be quantified.
c. The Project Management Unit (PMU)
This introduction to the regular and project work by NAMBoard as an implementation partner is commendable as it provides the project with the weight that it deserves and it also provides farmers and other stakeholders with the attention that they need to be given for successful and effective delivery of results. However, in the discussions with the PMU and the management at NAMBoard, more work still needs to be done in ensuring that the implementing partner is able to embed the PMU within its structures, currently the coordination has a lot of room for improvement as the project did seem to be a semi-autonomous entity within the larger ecosystem. It must be understood that projects are catalysts of work that is already ongoing than an exceptional entity that has arrived to change the operations of the organizations.
d. The revolving loan facility
The revolving loan facility is an innovative approach to provide working capital to the unbanked. Whilst it is not meant to cover major expenditure such as infrastructure, it enables farmers to overcome one of the most important impediments, which is poor access to finance. The facility was indeed catalytic as it provided working capital to the value of over E900, 000, which enhanced production, and however, this was not explored to the full and thus did not achieve the intended result. One key challenge was coordination between the project management team and the finance team within the NAMBoard operations, as such recovery rates of the funds advanced took exceptionally long, mainly due to poor reconciliation and communication. NAMBoard also did not take full advantage of the presence of this fund to ensure that farmers received inputs timely, and this is not acceptable when the people in charge are sitting in the same compound.  More work needs to be done on management and utilization of the facility, and the NAMBoard executive leadership could do much more.

[bookmark: _Toc82502827]Figure 7: Chart Showing the Amount of funds disbursed to farmers from the Revolving Fund, including payments from farmers
e. Equipment for upscaling Conservation Agriculture
CA equipment was purchased according to the planned pieces of equipment, and this was dispatched to the RDAs, which were quite conversant in its utilization. The equipment will form part of the Government tractor pool and therefore is in synch with what it was meant to achieve. The only challenge cited by officers within the tractor pool is that some of the equipment is from brands they are not used to and therefore may struggle to obtain spare parts timely. The CA equipment came at a time when the Government Tractor and Implements Pool is under transition, and this caused a lot of confusion on operations and maintenance of equipment. It is also incumbent upon the national conservation agriculture teams to encourage the utilization of the CA equipment as there are advantages in practicing CA for farmers and the land, especially in this era of negative climate related changes.
[image: ][image: ]
Project CA implements (No-till Direct Seeder and Herbicide Boom Sprayer) in use at Ngwempisi Field Demonstration.[footnoteRef:2] [2:  Increasing Farmer Resilience To Climate Change-Upscaling Market Oriented Climate Smart Agriculture Project: 
Climate Smart Market Oriented Project (CSMA)- Annual Report Reporting Period: January-December 2019
] 


f. Effective Linking of Farmers to Sustainable Markets
Dealing with the formal market is always an intricate and balancing act, which requires meticulous planning, execution and reflection after every harvest period. Discussions with the farmers, the project team and the main market (NAMBoard), it is obvious that more still needs to be done to achieve this balance and precision. Having a reliable market was a positive for the project, however, getting farmers to understand the working of the market, and more so, baby vegetable production was always going to take time longer than the project period to understand and fully benefit from the same. One of the glaring misnomers in a project moving farmers towards a commercial model is the high number of crops that they were required (or insisted) to produce, which numbers 22 on record, which means that farmers were not afforded a chance to specialize on crops that suited the land on which they produced and met their objectives, and this is a serious misunderstanding of the market demand. Going forward, the number of crops need not exceed 4, as it was apparent from the project which crops did well, and which were marginal and need to be discarded from the planning process.  The graph below shows clearly that tomatoes, butternuts, green beans, potatoes, baby marrows and green peppers should form the key crops as every commercial undertaking has only one or two anchor crops and another one or two supplementary crops.

[bookmark: _Toc82502828]Figure 8: Showing the Economic value of produce sold by the farmers to the market - sourced from NAMBoard market

g. Sustainability and protecting gains and achievements
All partners agreed that the project started showing results late due to many adjustments, prime of which was rearranging implementation to fit within the available budget and changes in project management team. However, it was also agreed that the project put in place a foundation on which much more can be achieved, and it is in the best interest of NAMBoard to continue investing in ensuring that the two project sites are brought up to commercial standard and gradually install the planned infrastructure as the institution will gain massively if the two schemes are functional and operate as originally envisaged. This investment can be recouped within two to three years through sales of produce from the schemes as there would be high levels of quality assurance as the scheme can control the production of seedlings, field production and post-harvest handling. In discussions with the NAMBoard CEO, the entity is already investing own resources to complete the irrigation system in Ntamakuphila, therefore it would make more business to ensure that the job is properly completed, include the cold storage facility and nursery.
h. Replicability of Project in other areas
The evidence from the implementation and evaluation of this project shows that climate smart agriculture interventions can be commercialized, however, the initial costs of conversion from conventional systems and practices are high. This is mainly because there is a need to take a holistic approach as CSA thrives in a suitable ecosystem and the planning of this project had captured it well, the only challenge was a project that tried to achieve too many things with limited time and financial resources. The diagram below endeavors to capture the model that the project was introducing and shows that there are major investments necessary as no facet within the system can exist and achieve CSA goals in isolation.


[bookmark: _Toc82502829]Figure 9: Showing a model of Market Oriented Climate Smart Agriculture Operations
When replicating CSMA as a prototype, all the above considerations should be taken into place, and more importantly, it is much better to invest resources in making one or two sites work well before moving on to the next, therefore patience and focused investments, including upgrading skillsets of key institutions is critical for all CSMA projects and programmes.

[bookmark: _Toc82502854]5.0 PROJECT IMPACT
The project was meant to contribute to the key result area, which is poverty eradication, and the theory of change in the project implementation, being that:
a. increased adoption of appropriate climate smart technologies will improve livelihoods and enable farmers to maximize production, whilst mitigating the impact of climate change on agriculture and agriculture systems; and 
b. Incorporating value chain, and commercial approach to this adoption of CSA practices will result in increased production, leading to increased sales to 

(i) reliable market (s), and 
(ii) in turn increase income and subsequently the quality of life (improved livelihoods), and ultimately reduce hunger and poverty.
The evaluation shows that the project that the using the theory of change and hypothesis, the design was in the correct frame, and had correctly set out to achieve objectives and outcomes related to both increase awareness of the effects of climate change on agriculture, and pilot mitigation measures that are not only environmentally sound, but also seek to ensure posterity through reliable house hold income derived from linkages to sustainable value chains.
The project was therefore able to provide tangible results that include; i) studies that are a critical part of upscaling climate smart agriculture interventions such as watershed management, gender dynamics in climate smart agriculture actions, and costing the value chain processes; ii) providing farmers with a clear and sustainable model for access to the formal markets, resulting in farmers making over E1.3 Million (($60,000) in the process of producing and selling to the formal market, which is only a fraction of the capability of their land and the market relationship that they have forged; iii) providing a practical intervention in upscaling CA practices, which is provision of specific equipment to be incorporated into the Government services tractor pool, which a majority of farmers rely on; and iv) Showing the importance of access to finance, especially to smallholder farmers by establishing a revolving loan facility, which was able to jumpstart the process of supplying the already secured markets.
Whilst it is naturally expected that impact is the apex measurement of the end result of interventions or deliverables, in this case, most of the core investments in the project will only elicit reciprocal outcomes in the long term. For example, one cannot expect a whole watershed system to be rehabilitated within the life of the project, or CA farmers to start seeing any significant changes in their yields within a year or two. Both these actions require consistent practice, taking seasons into account, and significant changes in the ecosystem, whether in the soil fertility, water flow, and even soil structure. Therefore when projects such as this one are implemented, there should not be too much expectation of short term benefits, but that they provide the critical infrastructure, systems, knowledge and practices that will result in medium to long term positive changes.
[image: C:\Users\tammyd\Desktop\Tammy Private\UNDP-Climate Smart\Working Documents\Interview Responses\Mpatheni Field, showing CA starting to be practiced successfully.jfif]
[bookmark: _Ref82496287][bookmark: _Toc82502830]Figure 10: Showing Mpatheni Irrigation Scheme, with good soil coverage and application 
of CSA technologies such as drip irrigation
The photo above (Figure 10), taken from Mpatheni irrigation scheme, which was funded in the previous pilot project, which was smaller and had a shorter lifespan. Whilst the farmers have highlighted some teething problems, there is visible progress in the fields and drip irrigation is still being utilized. The farmers expressed a need for continued investment, including filtration system to reduce clogging of drip emitters, however, they have learnt a lot and practiced CSA over the time between the close out of that phase of the previous project. To achieve maximum impact, it is important that the institutions to which the projects are handed over continue to invest, supervise and provide mentoring to help the farmers grow their commercial operations. 
[bookmark: _Toc82502855]5.1 Project Lessons Learnt and Replication Approach
Gender-based participation- including opportunities for women and youth to create sustainable jobs through CSA. The project commissioned a gender strategy in 2019[footnoteRef:3], and from this report outlined recommendations that included project related, and policy level related actions to improve gender considerations and actions. From this strategy, the following achievements have been recorded by the project: [3:  Situational analysis report Outlining the challenges and opportunities for increased women and youth participation at each stage of the value chain and an action plan and budget to respond to value chain recommendations.] 

a. Access to land
The project, whilst it worked on existing land for households, however training and skilling meant that the women and youth forming part of the project were able to better utilize the land for increased returns. There were a total of ……women and ….youth that were part of the project and benefitted from being able to utilize the land allocated to them and their families. 
Issues of policy with regards to land rights and access for women and youth were highlighted in the gender assessment report. And these are recommendations that are appended to this report as part of the gender strategy. [footnoteRef:4] [4:  Situational analysis report Outlining the challenges and opportunities for increased women and youth participation at each stage of the value chain and an action plan and budget to respond to value chain recommendations.] 

b. Opportunities for Women and the Youth 
The installation of water saving – drip irrigation is a game changer for the all participants, especially the women, who form a majority of the scheme membership. Drip irrigation saves time in comparison with current practice of furrow irrigation which actually makes irrigation a laborious activity that eats significantly into productivity. Whilst it is acknowledged that the installation has been late in the project, and has also covered only 25% of the envisaged target, partners should ensure that this process continues and source additional resources to ensure that the whole 60ha is covered even after the life of the project. Labor saving as well water and energy efficiency are critical for the success of climate smart agriculture, reducing the burden on women and attracting the youth into agriculture, as well as drastically increasing yield, whilst utilizing water much more efficiently. 
The project further enabled the piloting of a commercial model, which brought the employment and utilization of labor external to the scheme owners to greatly increase the benefits to the wider community. During operations, over 400 workers benefitted in the two schemes, and this is mainly for land clearing, planting and harvesting activities.  There were, of course many challenges, such, inefficient labor management, resulting in high labor costs and lower corresponding productivity, however, these can be overcome by further refining models and ensuring that farmers are well trained in labor management. If well pursued, using this model can unlock the contribution to rural economic improvement, and increase employment, which is a critical need for economic development. 
c. Access to finances
One of the key contributions of the project was the piloting of a revolving loan scheme with farmers, who ordinarily would struggle to access funding from financial institutions in the country due to lack of collateral, size of operations, and transaction history. This was mainly disadvantaging women and the youth as they have no assets to use as collateral, and most do not have land ownership, greatly increasing the limitations to production, even when irrigated land was availed to them for utilization.
The revolving fund was set out to be catalytic and enable seasonal production and purchase of inputs to ensure continuity of production, during the life of the project, the fund disbursed a total of E902, 271 ($60,000) to farmers for purchase of inputs, from which, farmers were able to produce and send produce to the market to the value of E1, 391,752 ($92,783) within a year and a half. This shows that improving access to farmers greatly enhances the outputs and ability to produce and meet market requirements sustainably.
The revolving fund, obviously had significant challenges, but these were mainly operational in the PMU and NAMBoard systems. For the facility to continue benefiting farmers and the whole value chain, these need to be overcome. This includes timely payment of farmers by NAMBoard and other markets to reduce time lag between harvesting and planting, providing timely and accurate statements on amounts owed and reducing balances, collection of funds owed by farmers to the market which avoids depleting the fund, and improving the self-governance of this and other such funds by schemes’ committees, and increasing the use of peer-pressure for keeping members in line with use of funds and ensuring productivity so as to enhance the fund performance.
d. Access to Knowledge, Information and Education
The gender strategy outlined that, due to generally lower education levels and exposure, most women had highlighted that they were generally in the dark as to how the formal market operates and how they are expected to produce, prepare for markets and engage markets when there are challenges. 
The CMSA project, NAMBoard, Cooperatives department, Extension services in the Ministry of Agriculture, and service providers such as where machinery was procured from, provided training to schemes on different topics. These include crop management and sales (128 farmers); post- harvest handling (52 farmers); Contracting (201 farmers in 2 schemes); conservation agriculture practices (400 farmers). An example of gender consideration in the focus of CSMA project can be seen in the table below, where disaggregation by gender has obviously been implemented as part of the project. This also started to show the project where emphasis needs to be placed. For example, it was obvious that more women were attending training, however when it came to the actual contracts, the names on the contract were still those of household heads, in the main being men.

	Result 3: Farmers linked to formal markets

	3.1 Number of farmers linked to formal value chains and generating sustainable income
	Project Reports
	200
	2 schemes
(31 females and 43 males).
	Number of Farmer contracts
Employees and farmer payment schedule

	
	3.2 Number of famers trained in product standards, produce management and marketing.
	Project Reports
	250
	69 (41 females and 28 males).
	Training reports, progress reports

	
	3.3 Number of farmers trained in business management
	Project Reports
	250
	69 (41 females and 28 males).
	Training reports, progress reports

	
	3.4 Number of farmers trained on market-based production
	Project Reports
	250
	58 (27 females and 31 males).
	Training reports, progress reports

	
	3.7 Number of farmers trained in marketing and sales
	Project Reports
	250
	69 (41 females and 28 males).
	Training reports, progress reports

	
	3.8 Number of dialogues on pricing
	Project Reports
	3
	01
	Training reports, progress reports

	
	3.9 Number of contracts signed
	Project Reports
	150
	4 contracts from 4  schemes with
(31 females and 43 males) contracts signed.
	Buyer Farmer contracts, Planting Schedules of Supply


[bookmark: _Toc82502831]Figure 11: Showing project results from Result Area 3, segregated by gender
e. Limited Access to Markets
The CSMA project provided an opportunity for all scheme participants to engage in marketing produce to both the formal and informal market. Due to the fact that most of the production finance came from the revolving loan fund, sales to the formal market, and in the main, NAMBoard was emphasized to increase the rate of recovery on the loans as these are easily deductible in this arrangement. This also provide much-needed training to the farmers as NAMBoard was able to outline requirements to meet the market conditions, with the end of year CSMA report indicating that there were initially very high rejection rates for crops, especially baby vegetables, however, with training, mentoring and visits to NAMBoard facilities where the packaging takes place, rejection rates were reduced from over 70% to less than 26%. Whilst this rate is still high and reduces profitability and sustainability, it is a learning process which needs to be consistently pursued.
There is also a need to increase the available market options, whilst having one formal market is a good start, this tends to limited the scope for farmers as there is a lot of learning involved in marketing and flexibility is also required as experienced when the main market was struggling with issues including collection and payment deadlines. In a normal commercial setting, cash-flow sequencing is important, and therefore use of the informal market should not be viewed as a taboo but as an integral combination to ensure farmers always have means of production. This reduces pressure on NAMBoard to pay within at times unreasonable timelines, but also ensures that whatever produce does not meet NAMBoard’s specification is not collected at all, and farmers have the option to sell that off as second grade, and will also ensure accountability by farmers for the funds accrued from the sales to the formal market (which at the moment is a missing puzzle and thus the income has been understated).
[image: ][image: ][image: ]

f. Project Exit Strategy and Continuation of activities under designated institutions

The project document had anchored sustainability on implementation through partners, who are already working within those specific areas of focus, therefore market linkages were implemented around the structures and systems set up by NAMBoard, the CA mechanization implemented in RDAs as they are already conversant with introducing and upscaling CA activities. The evaluation visited Mpatheni scheme, which benefitted from the previous pilot (2014-2016), and it was evident that the CSA structures put in place are still operational, however, there are maintenance issues (such as the drip irrigation system that needs new upstream filters), and underutilization (the production is not enough to justify full usage of the packhouse facility at Mpatheni). It is therefore incumbent on the entities that inherit any component of the project to keep the activities going, and make further investments in supporting farmers to develop even further. 

Whilst at the time of the evaluation there was no evidence of an exit strategy that has been crafted, the project document, the constitution of the project steering committee and the vast knowledge documentation, there is a clear direction on what should happen with project funded activities beyond the life of the project. 


[bookmark: _Toc82502856]6.0 LESSONS LEARNT, RECOMMENDATIONS AND POLICY INSIGHTS FOR SCALING UP CLIMATE SMART AGRICULTURE 

Project activities opportunities to scale-up lessons and experiences emerging from implementation of adaptation actions and recommendations.

When addressing CSA and its implementation, the Food and Agricultural Organization[footnoteRef:5] highlights five critical areas, which are: [5:  http://www.fao.org/documents/card/en/c/cb5359en/ ] 

Expanding the evidence base; 
Supporting enabling policy frameworks; 
Strengthening national and local institutions;
Enhancing financing options; and 
Implementing practices at field level.
The project being evaluated was planned with all these components factored in as key deliverables, which shows that the project design was sound, well thought through and incorporated global good practice when implementing and upscaling CSA interventions. Below is a summary of the lessons learnt in implementation of the different components of the project: 
1. Institutional Framework for Market –oriented Climate Smart Agriculture Implementation
The institutional framework for placing projects with a marketing institution such as NAMBoard is commendable, and builds both the capacity of managing projects at NAMBoard, but also entrenches projects into regular value chain activities. There is however, a bit of work that needs to be done to ensure that the institution itself is up to the pace of project implementation to avoid slowing down the rate of implementation and deliverables. That is why it has been recommended that NAMBoard as an implementer needs to set up a PMU for all their projects, and projects should work within their PMU to reduce friction of systems and knowledge gaps from both ends. This will ensure that there is a good balance between enabling NAMBoard systems to deliver on project expectations, and at the same time ensure that the project works within a long-term continuum and project activities do not cease at the close of the funded stage.
Project timing and adhering to timelines
As noted earlier, the project started very late and picked up paced way into the second year. It was further hampered by the advent of COVID-19 and the related travel and meeting restrictions. It is very important for CSA activities to get the timing right as planning involves a lot of precision, down to planting date, and the provision of inputs and equipment at the wrong time reduces effectiveness and may make farmers miss crucial times and whole seasons. This then has negative impacts on many deliverables including revolving funds as was experienced in this project where farmers at times planted out of season as they were not agile enough to change their plans when funds were released late or tractor services delayed land preparation.
If the country is to benefit from scaling up of CSA, proper planning and availing of resources should be noted as time-critical, otherwise farmers may become worse off in the process of trying to empower them to mitigate the effects of climate change and commercialize their enterprises.
c. Resource Allocation
One glaring fact in the evaluation of this project is that it tried to do too much within a limited time period and an even tighter budget. As such, it seems to have underachieved its target. However, there are more achievements than can be expected in a 3 year project (which effectively was implemented for just under 2 years). Within the project are long-term activities such as watershed protection, in discussion with among other stakeholders, the farmers, project manager, NAMBoard executive and RDA employees, they all stated that,  “There was evident mismatch between resources available and expected achievements and this was more gaping in the infrastructure installation and rehabilitation, e.g. irrigation and cold storage facilities.” This also has the effect of causing a strain between farmers and the PMU, and also the PMU and the implementing institution (NAMBoard) as there is a creation of expectations, which cannot be fulfilled with the allocated resources.
d. Funding of Market- Oriented Climate Smart Agriculture
It is evident that, with seed capital, especially for already existing schemes can go a long way in increasing productivity and outputs from these schemes. The revolving loan facility ensured that farmers were able to employ labor, which is an overlooked facet of commercialization in small holder contexts as many farmers rely on own labor to the detriment of operations.  In addition, this facility provided an opportunity to produce in a defined land area (estimated at 1 ha per farmer).
However, it important to note that for such a facility to operate, the underlying context and systems is more important than the disbursement of the funds. This includes good crop selection, proper calculations of the amount needed per farmer and crop management to ensure adequate returns and repayment of the loan. As highlighted above, farmers had cash-flow constraints that resulted from payment cycles by NAMBoard and the lack of clarity on how to sell to other markets and more importantly, how to recover the funds from sales made outside the NAMBoard route. This needs to be addressed.
Further, collaboration with existing financial service providers need to be explored to ensure linkages of farmers who benefitted from the revolving loan fund to more structured and conventional funding. The revolving fund should mainly be used to help farmers create the necessary pedigree to borrow and service loans, and to create a credit history, and then they can graduate to formal institutions so as to enroll new farmers into the revolving loan facility.
e. CSA (CA) Mechanization equipment
Given that the rate of mechanization for activities that include ploughing and planting is already on the higher side in the country, thanks to the Government and private tractor pools, it is imperative that any up-scaling of CSA in the country considers mechanization more than hand held operations.  Projects such as CSMA have done well to capitalize the available pool of CA equipment for RDAs to use and increase appetite among farmers to employ CA practices in production of their crops, and this is commendable. 
The only action that is vital is to ensure that the whole extension system is able to drive their message to farmers to engage in CSA, and ensure that the machinery is kept in a useable and well serviced condition to enable farmers to take full advantage of its availability in the RDA and increase reliance on CSA for their livelihoods. Initially there was confusion on who manages the equipment as this had not been provided for in the project budget, and at same time the equipment was not within the Government asset register and time was lost trying to sort this out. These are administration issues that should be sorted before receiving machinery and ensure farmers do not suffer as a result of machinery sitting in unusable state when needed.
f. Critical Value Chain Infrastructure for Commercializing CSA
The project had mapped out the value chain development process carefully and considered critical infrastructure that included irrigation, production systems, markets and knowledge. However, the synchronization of these in implementation fell short, unfortunately, value chains, especially for sensitive products such as vegetables rely on precision and all pieces working together efficiently, which did not happen as planned. For example, farmers indicated that they did not receive market information timely, including payment rationale, rejection records and where they need to improve their operations. On the other hand, the market also had constraints with timely collection of produce, and this greatly increased the rate of rejection and the benefit that both the market and the farmer accrued from sale of crops. Cold rooms, which were central to reduction of post-harvest losses were left too late to be rehabilitated, so farmers lost a lot of produce before they could realize the benefit of the in-field cold-rooms.
It is in this light that NAMBoard should consider completing these structures to ensure that they benefit from the work that has been started. In one year of imperfect working conditions, the market was able to receive over E1.3 Million worth of produce, and this highlights the significance of incorporating these two schemes into a proper running value chain. It should also be borne in mind that there are other schemes that were developed in the earlier project, where a complete facility is currently under-utilized. Therefore, the evaluation would recommend that NAMBoard revisits all these structures and ensure they are completed and utilized to the full before moving on to engage in any new infrastructure.
g. Knowledge transfer, and the role of M&E in Project implementation.

From the planning stage, the project set out to have in place a good knowledge management and M&E systems as part of the learning process. Based on the available reports and initiatives, the project did very well in this regard, and generated information and reports that can be used for future programming. It is however, not evident where this knowledge has been broken down into useable packages and feedback provided to the users of the information, mainly the farmers. During the focus group discussions, farmers indicated that there has been a lot of data collected from various sessions that they have had with internal and external partners, however, they do not see this being used to enhance their operations. This shows that knowledge is still maintained at levels above the actual implementation levels, and this is an area that all stakeholders need to work towards rectifying for CSA interventions to be relevant to the users of the information for implementing. Partners working with farmers should always be cognizant that “Farmers are the primary custodians of knowledge about their environment, agro-ecosystems, crops, livestock, and local climatic patterns”[footnoteRef:6] Therefore, all information that is generated should filter back to them to incorporate in decision making. [6:  http://www.fao.org/climate-smart-agriculture/overview/en/] 

h. Widespread national adoption of climate smart techniques and other adaptive practices
The Consultative Group on International Agricultural Research (CGIAR) states clearly that, “New climate risks, require changes in agricultural technologies and approaches to improve the lives of those still locked in food insecurity and poverty and to prevent the loss of gains already achieved.” [footnoteRef:7] With the ongoing climate risks, all Governments, including that of Eswatini, are looking for ways to rapidly inculcate the CSA thinking and practice among farmers to avoid total collapse of food security and agribusiness systems. [7:  https://ccafs.cgiar.org/climate-smart-agriculture-0 ] 

This project sought to answer the how part of the Government of Eswatini’ s intent to implement climate smart agriculture practices, and thus incorporated facets such as market assurance, mechanization, skills transfer and knowledge management to enhance farmer response to climate change induced occurrences. As a pilot project, this was demonstrated to an extent, and this includes the financing of climate smart agriculture, the use of value chain approaches, incorporation of conservation agriculture practices to market oriented production, resources management and stakeholder coordination to achieve better results in CSA.
Based on project results, adoption at national level and scale is possible, however, caution should be taken not to try and achieve too much in a limited time and resources frame. It is also imperative that stakeholders and resources are pooled together to achieve a common goal. For example, the results would have been much different had the original arrangement of the upstream irrigation been successfully provided by the Small Earth dams project, leaving the resources from this smaller project to concentrate in activities in-field.
i. Adaptive Management and Sustainability
The project had limited resources and much to cover, therefore there were a lot of adaptation techniques that the project team and farmers implemented to make it a success. This includes management systems within the schemes, where committees were revamped to include a broad scope of the demographics. This entailed increase of the youth and women in the executive positions. For example, at Ntamakuphila, the leader was a young man and at Mavulandlela more women were incorporated into the committee. This is with the understanding that women and the youth form a good majority of the community and, therefore, having them represented in decision making is critical for success and continuity of commercial interventions. Contextualization of interventions also proved to be very critical, it is not advisable to copy actions from one scheme and implement in another without understanding the context.
The sustainability of the project activities was incorporated into the project design, by making NAMBoard the implementing partner, and housing the PMU at NAMBoard, the Government was clear in her intentions that they would like the entity to continue with all work that was started by the project. The equipment was already housed in RDAs, which shows that the Government has already set these in place, and that there should be an emphasis that projects do not create new institutions, but work within Government designed institutions, building the capacity of these institutions and ensuring that projects benefit the greater discourse by the Government.
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Numbers of beneficiaries by gender

Females 	Intamakuphila 	Mavulandlela 	Mpatheni 	Nkhungwni  	Nhletjeni  	Mahlangatsha  	21	10	28	11	10	7	Males	Intamakuphila 	Mavulandlela 	Mpatheni 	Nkhungwni  	Nhletjeni  	Mahlangatsha  	27	14	20	11	10	6	



Revolving Loan Fund 

Input loaned to Famers	Money collected from Famers	Oustanding Balance	902271.42	63365.35	838906.07000000007	Input loaned to Famers	Money collected from Famers	Oustanding Balance	Input loaned to Famers	Money collected from Famers	Oustanding Balance	Input loaned to Famers	Money collected from Famers	Oustanding Balance	
Amount Dispersed (Emalangeni)



Key Crops Produced and Marketed- 2020 to 2021 Economic Value (E)

2020	
Baby Marrow	Beetroots	Butternuts	Cabbage	Green  Chillies	Green Beans	Green Pepper	Potatoes	Tomato	Yellow Patty Pan	75812.289999999994	110572.5	35262	31734	14877.2	78081.899999999965	108575	78333	239315	7975.880000000001	2021	
Baby Marrow	Beetroots	Butternuts	Cabbage	Green  Chillies	Green Beans	Green Pepper	Potatoes	Tomato	Yellow Patty Pan	106702.57000000007	9429	218721.5	10500	3628.13	29543.63	81600	830	42860	19809.260000000002	Crop


Value (E)
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