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Executive Summary

Purpose and Methodology of the Study
This study was commissioned to explore and document success (and failure) of the UNDP- GEF medium size five year (2008-2012) “Coping with Drought and Climate Change project in Zimbabwe. The main objective was to explore coping with and adaptation to drought and climate change interventions for semi-arid areas in Zimbabwe, and how these could be mainstreamed at the field and policy level. Chiredzi district, located in the south-east part of the country, which in many ways is a typical semi-arid area of Zimbabwe, was chosen as the pilot area to test selected interventions involving crop mixes and variety optimisation, community natural resource management and utilisation, and rehabilitation of irrigation projects. 
The following key steps were followed in executing the study:
· A debriefing meeting was held with the Project Management at which the terms of reference and expectations of the study were discussed, and relevant project documents were made available to the consultant;
· Documents were reviewed at the end of which an inception report that would guide the study was produced;
· A field trip was undertaken between 28 and 30 April 2010 so as to assess the various project activities on the ground. Two WARDs (7 and 9) out of the out of the four WARDs (7, 8, 9, 10 and 11) that constituted project area were selected for study. WARD 7 was selected because it contained all types of project interventions which were actively being implemented in the area, namely crop mixes and variety optimisation, community natural resource management and utilisation, and rehabilitation of irrigation projects.  WARD 9 was chosen for logistical reasons (it was near WARD 7) but also because crop mixes and variety trials were established therein. 
· Data collection involved interviewing:
· Key informants who represented crucial development actors, namely the national extension and research departments  (Agritex and DR&SS) and local authority (Chiredzi Rural Council);  
· Local key informants who included field extensions workers and local community leadership; and
· Participating farmers, an exercise which was complemented by field observations.
· Data analysis and report writing, which was guided by objective of drawing important lessons at various scales and levels i.e. household, community and regional levels.
Findings 

In general there are a number of important and useful lessons that can be learnt from the implementation of the pilot projects. These can form the basis of improved implementation of not just the pilot projects. The lessons can also be used to inform and influence other farmers and communities, development agents such ad NGOs, and government departments that are active in the area as well as policymakers. 

Key success factors
The factors that explained the success of the Project related to its adequate and appropriate contextualisation, conceptualisation and implementation. Contextualisation was in terms of a) the bio-physical environment which sets the lower and upper performance limits for agricultural and wildlife production, b) the socio-cultural context which, in conjunction with technical adequacy of interventions, determines whether people adopt the proposed interventions, c) the economic environment that influences the commercial and financial viability of the interventions, and d) political situation that determines to what degree the projects could be implemented practically. In more specific terms successful contextualisation of the project was achieved through: 
· Choice of Chiredzi district as the pilot study area, which by and large is representative of semi-arid areas in the country;
· A comprehensive assessment of the challenges that confronted agriculture-based livelihoods relating to  the hostile semi-arid climatic conditions,  social, economic and political situation in the area and country at large, poor agricultural production practices,  neglect of other livelihoods options such as wildlife farming, and weak  institutions; all of which resulted in increased poverty levels as captured during  consultations with farmers; and
·  Taking advantage of the opportunities that the district offered -the district had very fertile soils which, with appropriate interventions, could boost agricultural production, as well as abundant wildlife resources, which if exploited, could significantly enhance livelihoods.
Appropriate conceptualisation of the interventions, was based on the principle of ensuring participation of all concerned parties as illustrated by:
· Farmers being involved in defining the problem (through base line survey, focus group discussions), selecting the participating farmers, and direct involvement  in the trials; 
· Involvement of key institutions as partners such as government and quasi-government departments of Agritex, DR&SS, National Parks as well as Chiredzi Rural Council, and 
· Effective community mobilisation through, among other things, ensuring the .buy-in of community leadership. 

The appropriate contextualisation and conceptualisation efforts were buttressed by a good |implementation regime that sought to ensure: 
· Adequate representation of the households found in the project area;
· Making the critical resources available such as seed being available  at the opportune time;
· Adequate backstopping through the involvement of local extension staff and the Project Management,  and
· Use of technical expertise found in the country to ensure well concepetualised projects, and consistent monitoring of projects by the Project Management.
Challenges

The major challenges related to the conceptualisation and implementation of some of the interventions: 
· Seed multiplication trials where farmers became involved in multiplying seed to multiply before they had a chance to assess performance and suitability to local bio-physical environment and socio-cultural conditions; 
· Cassava was introduced without a clear idea of how it would fit into the existing farming systems – security concerns were expressed if grown in the field  while suggestions to plant in gardens which would make it a competitor for the limited moisture that was available;
· The “mother and baby” trials were not flexible with the result that  “baby” farmers grew specified trial combinations instead of letting them choose which treatments they wanted to try out on their own  based on observing the mother trials;
· Data from the rain gauge network was not used  to determine  how it could be used to  assess what amount of rainfall was needed before planting could commence, which would ensure better crop establishment unlike the current practice of dry planting;
· Some of the moisture conservation techniques such as tied ridges and furrows, and basins were found to be  largely inappropriate because of the high labour requirements as well as the fact that the structure of the soil made it difficult to maintain them rendering the perceived  benefits from these structures redundant;.
· The rehabilitation of irrigation schemes was as yet not fully conceptualised in terms of the costs benefit and whether it was better to intervene in one big irrigation project or in many small irrigation schemes; 
· Some of the community natural resource management interventions such as the crocodile project, although successful, could not be considered to be a pilot project given the special circumstances surrounding its  conceptualisation and implementation, as well the capital outlay that was required;
·  There was evidence of limited knowledge and skills among some of the actors such as local extension workers pointing to the need for more training especially on the scientific basis of some of the interventions.

With regards to implementation the following observations can be made:

· The much-needed involvement of field Agritex staff in monitoring the projects was compromised by budgetary constraints;
· The perception by high ranking officials in both Agritex and DR&SS would in the long run jeopardise the dissemination and adoption of results to other communities. (Ideally the findings from the trials would be mainstreamed into the research and extension messages).
· The community natural resource management and utilisation interventions required specialised skills that were not available at the local level which jeopardised the success of the project; and
·  The partnerships that were created with state and quasi-state institutions such as Agritex, DR&SS and National Parks Authority were not complemented by any established partnerships that involved other development actors such as NGOs.
Conclusions and Recommendations
The Project can in general be described as a success despite some shortcomings. It is on track to achieve the set objectives although the set time frame during which the various outputs and outcomes may not be met. There will be a need to modify certain aspects of the interventions to make them more focussed. 

The challenges that were identified should be addressed by employing a two-pronged strategy of a) consolidating the progress that has been made by addressing the conceptual and implementation shortcomings, and b) exploring how the findings and lessons can be used to influence similar efforts in the district by ensuring that the project assumed a more coordinating and facilitatory role in development. 
Consolidating lessons learnt
There were lessons that needed to be consolidated across all the interventions. In relation to crops it is important that efforts were directed at:
· Promoting the growing OPV maize varieties –the local variety showed s lot of promise; 
· Promotion of hybrid sorghum varieties especially Macia –the  local variety performed poorly and was largely uncharacterised; 
· Growing of the introduced pearl millet varieties which farmers found to be promising;
· Incorporation of cowpeas in the farming system which could effectively utilise the late rains,
· Revisiting how best  cassava could be grown successfully given crop establishment difficulties and security concerns if grown in the fields, 
· Refocusing of mother and baby and seed multiplication  trials;
· Making better use of the rain gauge network;

· As far as community natural resource management and utilisation intervention is concerned it is critical that field-based staff such Agritex extension workers be equipped with the necessary skills so that they can be in a position to advise farmers, and promote transparent benefit sharing arrangements that are in line with current international thinking; and 
· The rehabilitation of irrigation schemes needs to be fully conceptualised taking into account the costs that are involved, and. whether it is sustainable to focus on one big project or on many small projects.
Coordination and facilitating development
The interventions that are being tried out are generally appropriate to address the issue adaptation to drought and climate change in Zimbabwe. However it is important to underline that the first critical step is to ensure that all the adoption issues are solved. That it to say there is existing knowledge to cope with drought which as yet has not been fully implemented. In this regard it is important to observe that the interventions being tried are not really knew –they all in one way or another have been tried with varying degrees of success. The problem is not one of information but how to correctly package the information. Without consolidation of the experiences of the past interventions, there is danger of re-inventing the wheel which is real possibility given the staff turnover in the public and non-public sectors.  In other words what is needed is to go beyond the project phase into more development-oriented phase of not just mainstreaming the interventions but institutionalising them as  mainstreaming suggests that there is something worthwhile that is being pursued. 
Exploring how the findings and lessons can be used to influence similar efforts in the district by ensuring that the project assumed a more coordinating and facilitatory role in development is the next and logical phase. UNDP, with its mandate to coordinate development, is uniquely placed for this role, which implies that the messages from these and other interventions are streamlined. This implies bringing together the different players who are active in the district so that there is dialogue and documentation of what to do as well as how best to do it. 
1. INTRODUCTION
Learning is an important component of this GEF pilot phase of climate change adaptation. The UNDP-GEF Adaptation Learning Mechanism (ALM) is designed to contribute toWARDs the integration of adaptation to climate change within development planning of non-Annex I countries such as Zimbabwe and within GEF’s portfolio as a whole. To contribute toWARDs this goal, the Environmental Management Agency and UNDP CO commissioned a study in December 2009 to document the lessons and experiences of the Coping with Drought and Climate Change project in Zimbabwe from 2008 to December 2009. This report documents the lessons learnt and experiences of the project during the mentioned period.
The report is organised in accordance with the terms of reference (TOR) (see annexe 1) and the reporting template that was provided. The outline was, however, modified to suit the particular findings of the study.  Section 2 gives an overview of the methodology that was used while section 3 presents a summary of Project activities. All the findings of the study are contained in section 4 focusing on both intervention at household and field scale as well as interventions that were directed at policy level. Specific focus is given to how the lessons from the Project could be mainstreamed. The main conclusions of the study are contained in section 5. 
1.1 Background
The United Nations Development Programme (UNDP) and its partners are implementing the Coping with Drought and Climate Change (CwDCC) project in Ethiopia, Kenya, Mozambique and Zimbabwe. The projects are scheduled to run for five years with the goal of enhancing the capacity of agricultural systems in dryland areas to adapt to climate variability and change. In Zimbabwe the Government of Zimbabwe (GoZ) through the Environmental Management Agency (EMA), in collaboration with the UNDP,  with financial support from the Global Environmental Facility (GEF) ’s Special Climate Change Fund is implementing a medium size five year (2008-2012) project entitled “Coping with Drought and Climate Change (Cw DaCC)”. The primary goal of the project (hereafter the Project to distinguish it to from the specific projects that deal with crops, natural resource management etc) is to contribute to enhancing the capacity of agriculture-based livelihood systems in Zimbabwe to adapt to climate variability and change.  
Chiredzi district falls in agro-ecological region V which is characterised by high temperatures and, low and erratic rainfall that ranges from 450 to 600 mm per annum. Drought is a common occurrence in the district -only two out of five successive agricultural seasons turn out to be good. The district has experienced successive years of drought since 1991 / 2, resulting in food insecurities and other forms of poverty at household level. This has been worsened by the fact that agriculture in the district is largely rainfed. Moisture availability is the most important factor limiting agricultural (crop and livestock) production in the area unlike in other areas of Zimbabwe where soil fertility is most limiting. 
Wildlife production has been regarded as one of the few possible viable alternative land use options although this is not immune to inclement weather patterns. A case in point was the 1991 / 2 drought that decimated the livestock population as well as the wildlife population in Gonarezhou National Park (GNP) and in other wildlife conservancies that are found in the district. All the same wildlife can have significant socio-economic benefits in the district where there are lot of opportunities presented by the Gonarezhou National Park and other conservancies (like Malilangwe, Save and Manjinji Pan) which account for about 95% of the district. But human-wildlife conflict with animals, such as quelea birds, the buffalo, elephants, lions, spotted and brown hyena, wild pigs, baboons and crocodiles, is a challenge. This underlines the need for sustainable use and management of natural resources (in conjunction with other economic activities such as crop production). The adoption of Campfire principles can go a long way in that regard, which is all the more relevant since Chiredzi is a Campfire district
.
Apart from the unfavourable biophysical environment, weak institutions and economic constraints that interact at the local, national, regional and global scales, have worsened the situation. The proneness of the district to chronic food shortages underlines the need to expose local communities to diverse options for reducing food insecurities, as well as developing strategies that cushion them from shocks and calamities through income generation, for example. It was against this background that the “Coping with Drought and Climate Change (Cw DaCC)” was conceived.  
 1.2 Rationale for documenting the lessons learnt
To date the Project has undertaken a number of studies that lay the groundwork for the current pilot phase, which is the focus of this study. This study was commissioned to explore and document success (and failure)  of the UNDP- GEF medium size five year (2008-2012) “Coping with Drought and Climate Change (Cw DaCC)” project in Zimbabwe. The main objective was to explore coping with and adaptation to drought and climate change interventions for semi-arid areas in Zimbabwe, and how these could be mainstreamed at the field and policy level. This was achieved by testing selected interventions involving crop mixes and variety optimisation, community natural resource management and utilisation, and rehabilitation of irrigation projects in the pilot district.

The need to document lessons and experiences was informed by the fact that learning is an important goal of the GEF pilot phase on adaptation. This is why the Project was designed to incorporate a significant learning component, hence the adoption of the UNDP-GEF's Adaptation Learning Mechanism (ALM).  ALM is designed to contribute to the integration of adaptation to climate change within the development planning of non-Annex I countries, and within the GEF’s portfolio as a whole. Rigorous monitoring and evaluation of good practices was also regarded as a critical element. It was envisaged that adaptation projects would generate knowledge that could help guide implementation of the GEF’s adaptation to climate change initiatives with users sharing knowledge among themselves and with other actors. This can make a significant contribution to the GEF portfolio through a comparison of experiences of various Implementing Agencies in the different countries.
 2. METHODOLOGY
2.1 Debriefing meeting and elaboration of Terms of Reference 
The consultant held a debriefing meeting with the Project Management at which the terms of reference and expectations of the study were discussed. Relevant project documents were also made available to the consultant. 
 2.2 Review of project documents

 Documents were reviewed with a purpose to understand the background to the Project as well as to further clarify the terms of reference. A full list of documents, that included general Project and specific project documents that were reviewed, appears in the bibliography section.  The review was in line with the main focal areas of the study as outlined the terms of reference of the study, which in the main had to do with what lessons could be learnt from the pilot projects.   Details of specific project activities are contained in section 3. An inception report that guided field work was produced.

2.3 Field visits
2.3.1 Sampling

A field trip was organised to the Project area so as to make an assessment of the project activities on the ground.  The field work was undertaken between 28 and 30 April 2010. Due to the limited time that was available it was not possible to visit all the pilot project sites and households that were involved in the various pilot projects. Sampling was therefore necessary, and was informed by the need to include all the main types of interventions, namely natural resource management, crop mixes and varieties, and irrigation projects.  Out of the six WARDs (7, 8, 9, 10, 11 and 13) that constituted the pilot projects area, two WARDs (7 and 9) were visited. WARD 7 was selected because it contained all types of project interventions which were actively being implemented in the area involving crop mixes and variety optimisation, community natural resource management and utilisation, and rehabilitation of irrigation projects.  WARD 9 was chosen for logistical reasons (it was near WARD 7) but also because there were crop mixes and variety trials that were established therein. 

2.3.2 Data collection
Data collection was structured along three main lines. At project level representatives of key development actors were consulted. These included the District Agricultural Extension Officer (DAEO) for Chiredzi district, the Chief Executive officer of the Chiredzi Rural Council, and a Senior Research Officer at Chiredzi Research Station. The interviews were aimed at assessing how these project partners understood the objectives of the various projects, the effectiveness of implementation, and the impacts these were likely to have. Due to time constraints project partners from Parks and Wildlife Authority and Campfire Association were not interviewed.
At the field level key informants were consulted in order to assess the level of understanding and implementation challenges. These included the agricultural supervisor for WARD 7 and 9, extensions workers for the two WARDs (7 and 9), and the local traditional leadership. For the crocodile project the chairman and vice chairman were interviewed.  In WARD 7 the village head was consulted. 
Participating farmers were interviewed to assess the project objectives, implementation challenges and their experiences to date. The interviews were coupled with observations of the various sites where projects were being implemented. In some cases observations of the fields belonging to some farmers were made in the absence of the farmers but in the presence of at least one member of the community.  In WARD 7 the projects that were visited included the crocodile project, 6 fields of farmers involved in the crop mix and variety trials, and Chjlonga Irrigation Scheme. In WARD 9 four fields of farmers involved in the project were visited. 
 2.4 Data analysis
Data analysis involved putting together results of the document review and the field work and was guided by the needed to draw important lessons at various scales and levels i.e. household, community and regional levels.
3. SUMMARY OF PROJECT ACTIVITIES
The Coping with Drought and Climate Change project (Project ID: 00055366) was initially proposed to run from 2007 to 2011. However the programme period was revised to 2008- 2012 because of delays that were experienced which in the main had to do with an unfavourable political climate in 2008 and delayed disbursement of funds.

The date of entry into work programme is given as I February 2008 and is scheduled to run until September 2012.  The preparatory phase was completed on 30 June 2009, which was characterised by:
· Putting in place structures for project implementation
· Undertaking preparatory studies to help focus adaptation options for the project
· Engaging  key national stakeholders who included Meteorological Services, University of Zimbabwe (UZ),  Department of Research and Specialist Services (DR&SS), Agritex, Parks and Wildlife Management Authority, CAMPFIRE, Chiredzi RDC, various NGOs,  and

· Engaging district and community stakeholders.

To date the following studies have been successfully completed:

· Project Baseline study
· Downscaling climate change scenarios for Save and Runde river  basins
· Assessment of the sensitivity of Save and Runde surface water supplies to climate change impacts
· Climate risk and vulnerability assessment for Chiredzi district
· Climate change scenarios for the Save catchment of Zimbabwe with special reference to Chiredzi: synthesis report and

· Tailor-made seasonal climate forecast system for smallholder farmers in Chiredzi.
These studies contributed to improved knowledge and awareness of climate change risk in the project area. The outputs of these studies made it possible for the project to focus its adaptation measures effectively. 
As of June 2009 three pilot demonstration projects with potential to benefit more than 800 households were developed and implementation projects were started. The pilot projects were aimed at optimizing rainfed crop mixes and varieties integrated with soil fertility and moisture management, and enhancing livestock ownership and promoting wild-life for consumptive and non-consumptive use as an alternative livelihood option under a changing climate. In more specific terms the pilot phase was made up of the following key interventions, namely 

·  Crop mixes and varieties optimisation

· Community natural resource management and sustainable utilisation, 

· Rehabilitation of irrigation facilities, and

·  Drawing important lessons for out-and upscaling.
It was expected that the pilot projects would increase income, food security and the livelihood asset base of the project beneficiaries. Details of the various projects are given in section 4. 
4.  PROJECT LEARNING
It is important to observe that the project was implemented against a backdrop of an improving economic and political situation in the country. It can be said that there were no major political threats to out-scaling and up-scaling of the interventions. However the economic situation in the country is still a major threat with a poorly funded public sector unable to effectively discharge its responsibilities. As highlighted the absence of a meaningful operating budget on the part of Agritex and DR&SS has meant that the interventions do not stand a good chance of being mainstreamed into day to day activities of these influential actors.
It is also important to reflect on the capital outlay of the various interventions with a view to assess whether such interventions can be replicated. For example the various projects that are part of the community natural management and utilisation project demanded a huge capital outlay and significant operational costs.  The crocodile project is a case in point. Nevertheless project like fish farming can be achieved by individual communities.

4.1 Crop mixes and varieties optimisation 
4.1.1   Rationale of the interventions
This project was aimed at encouraging farmers to adopt drought risk management measures for communities residing in Chiredzi district through the use of appropriate crop mixes and varieties of sorghum, pearl millet, open pollinated maize, cowpeas, groundnuts and cassava. It also sought to promote local seed multiplication, establishing village seed banks, and marketing of locally produced seeds (Table 4.1). The project was based on a baseline study that established that despite a crop failure of up to 60% during drought years:

· Less than half (35%) of the farmers grew open pollinated maize varieties, which although had a lower yield potential than hybrid varieties, were more drought tolerant,  required less external inputs (such as inorganic fertilisers), and gave farmers a measure of control as the seed could be retained without incurring significant yield reduction;
· While sorghum was widely grown in the area because of its recognised drought tolerant characteristics the varieties that were grown had not been characterised  and were said to have a low yield potential;
· Less than a tenth (7%) of the farmers grew cowpeas and yet it could be grown successfully to exploit late season rains as was the case during the 2009/2010 agricultural season; 
· Groundnuts  was not well established as a an alternative  crop;
· Cassava was not grown at all despite its well documented drought tolerance;
· Pearl millet, another drought tolerant crop, was virtually ignored as only 2% of the households grew it; and
· Farmers were not involved in any meaningful local seed production despite the widespread unavailability of seeds. 
Table 4.1 Overview of the crop mixes and varieties trials
	Intervention logic
	Indicators
	Means of verification
	Assumptions

	Goal: capacity of smallholder farmers in Chiredzi district to adapt to climate variability and change enhanced.

	Project Objective:
to demonstrate and promote a mix of local and introduced drought tolerant crop varieties as a drought coping strategy in the arid to semi- arid lands of Matibi 2 communal lands
	WARDs in Matibi 2 communal lands benefit from improved livelihoods, reduced effects of drought and enhanced food security
	District extension records, PMU records, farm surveys
	Effects of drought minimised

	Outcomes
	
	
	

	Farmers’ crop mix and variety selection optimized

Local availability of appropriate seed improved

Successful drought coping strategies replicated

Baseline

· 35% growing OPV maize, 7% hybrid sorghum, 2% pearl millet, 0% cassava, 7% cowpea, 13% groundnuts, local sorghum not known.

· No locally produced certified seed

· Crop failure during droughts up to 60%
	1. Men and women farmers in Matibi 2 growing drought tolerant varieties of sorghum, pearl millet, OPV maize, cowpeas, groundnuts and cassava increase by 20% by year 5.

2. Availability of locally produced seed of sorghum, pearl millet and OPV maize increase from 0-20% of market share by year 5.

3. Rate of total crop failure during drought years reduced by 20% by 5

4. Adoption of practices increase y 5% per yr by year 5.
	-Project reports

-District reports

-Supervision mission reports
	-Participatory approach adopted by the communities

-Trained personnel and labour retained and sustained

-Policy and macro-economic environment conducive 

	Outputs

1.1 Suitable crop types and varieties identified

2.1 Capacity of male and female farmers to produce sorghum, pearl millet and OPV maize seed developed

2.2 Village seed bank established

2.3 Seed market linkages developed

Farmer exchange visits implemented

Posters and flyers of good practices developed and disseminated

Lessons learned documented and policy messages developed.
	1. Six mother demonstration sites per village per  WARD established by year 11.

2. Fifteen (15) baby demonstration sites per village per WARD established by year 1

3. Eight (8) rain-gauges installed (two per WARD) by year 1.

4. Infield water harvesting technologies demonstrated at four sites.

5. Eight (8) seed multiplication fields established by year 2.

6. One (1) village seed bank established by year 2.

7. 40 men and women farmers participate in learning tour by year 2
	District projects reports

Supervision mission reports

Quarterly progress reports

Annual progress reports
	-Participatory approach adopted by the communities

-Trained personnel and labour retained and sustained

-Inputs are procured on time.

-Training is implemented on time.

-Studies are conducted on time

-Procurement is quick

	Activities
	Inputs
	
	

	· Procure planting material

· Land preparation

· Planting

· Maintenance

· Harvesting

· Building

· Monitoring
	· Materials

· Travel

· Labour

        Total budget =
	 Expenditure reports
	-Budget is released on time


4.1.2 Household and community level interventions

A total of 125 farmers (90 men and 35 women) from the four WARDs constituted membership of a focus group discussion (FGD) that was held between 29 May and 1 June 2009 whose aim was to identify priority drought adaptation measures. The exercise identified enhancing crop diversity and local availability of drought tolerant seed varieties as viable adaptation measures. There was thus an effort to optimise the local food crop basket through selection, local multiplication, conservation and promotion of resilient local farmers’ and promising introduced crop varieties (see Table 4.2) 

Table 4.2 Types and varieties of crops grown in the crop trials

	Crop
	Varieties

	Maize
	Local  *(“Chibhubhani”)
ZM 421 (OPV)
ZM 521 (OPV)

	Sorghum
	Local

Macia

SV4

	Pearl millet
	Local

PMV3

Okashana

	Groundnuts
	Local

Nyanda

Illanda

	Cassava
	Local

M7

XM6

	Cowpeas
	Local

CBZ

It18


. 

The primary target groups of the pilot demonstration project were 92 smallholder farmers (46 men and 46 women) that resided and farmed in vulnerability hot spots of WARDs 7,9,10 and 11 who were selected from four villages. Farmers assisted in the selection of the villages and the farmers who were to directly participate in the trials. The households were identified as vulnerability hotspots during the inception phase and were/are among the most vulnerable in rural communities in Zimbabwe.  The idea was that selected households would act as change agents in their community, hence the targeting of women and child headed households, which were amongst the most vulnerable in the community. 
Secondary beneficiaries of the pilot projects were identified as Chiredzi Research Station of the DR&SS, the national extension department of Agritex, and the Meteorological Services Department.  DR&SS and Agritex would be assisted to fulfil their mandate by improving provision of improving agricultural production through enhanced linkages to their clientele (smallholder farmers) in the district. The Meteorological Services department would establish a rain gauge network for the pilot sites, which would increase its visibility in the area. 
The trials that were established (see Table 4.1) were designed to provide solutions to crop production challenges by simultaneously addressing the challenge of lack of crop diversity (crop types and varieties) and the limited moisture availability in the area. Lack of moisture availability was addressed by superimposing crop experiments (incorporating crop type and varieties) on three moisture conservation techniques ((flat, tied ridges and tied deep plough furrows).
Annexe 2 is a case study of an overview of the progress and the challenges that faced implementation of the various interventions.  As can be seen from Table 4.3 the project managed to achieve the planned year 1 figures in terms of the number of farmers who were to be involved in the various trials across all the four WARDs. However, in WARD 7 and 9 that were visited during the field study, cowpea seed was reported to be unavailable, which  made it difficult to assess whether the effectiveness of the interventions. 
The major positive highlights had to do with the fact that the interventions were: 
· Well contextualised in terms of identifying the key challenges that  rural households faced;
· Well conceptualised in terms of what was to be done in relation to stabilisation of crop production, vis-à-vis growing a wider range of crops;
· Based on an approach which emphasized the participation of farmers right from the outset,  and
· Creating and forging the right partnerships (see below).  
There were, however, areas that needed improvement especially:
· The general management of the trials as shown by lack of information on details of the trials; 
· Poor timing of seed multiplication trials in the sense seed multiplication was not preceded by seed selection

· Maize was found to be a failure all around, 
· Cassava plantings were difficult to establish.  However in some instances the cassava did quite well essentially because it was established when there was enough moisture in the soil while in other cases it did not (see Annexe 2).
· Siting of cassava plantings because of security concerns where there were suggestions to plant in gardens that could easily be secured, which in the end would compromise the adaptation to drought tolerant objective;
· Basins and tied ridges and furrows were rated to have performed poorly; and  

· Usefulness of the rain gauge network – it was not apparent to what use the rainfall records were put to.
Table 4.3 Status of implementation of the crop trials
	Activity
	Status of implementation 
	Challenges/Observations

	Crops

Demonstration plots established in the 4 select WARDs with 23 farmers participating in each. In each 2 farmers are involved in seed multiplication (maize, sorghum, pearl millet), 6 farmers have mother demonstration sites (one mother per crop comprising of maize, sorghum, pearl millet, cowpea, groundnuts and cassava) and 15 farmers have baby demonstration sites. 

Demonstrations are focusing on three tillage practices (flat, tied ridges and deep tied farrows) and 3 crop varieties where possible (local and improved varieties). 


	Land preparation was completed or where enough soil moisture had accumulated, the crops had  been planted and were at various stages of emergence. In WARD 7 and 10, the extension agents were lagging behind for a variety of reasons although all the pilot sites had been marked out.

In WARDs 9 and 11 all the mother demonstration sites with the exception of cassava had made significant progress.
	-Cultural belief systems, poor relationship between the farmers and the extension agents

- Cowpeas  attacked by grasshopper and aphid

-Poor crop establishment especially maize

-Basins and ridged collapsed before the end of the season.



	Cassava

More than 5,000 cassava cuttings were deployed across the 4 WARDs, targeting the mother and baby farmers. 


	Cassava cuttings were treated with Confidor before deployment to prevent spread of disease. Cuttings were packaged in special plastic bags to prolong their pre-planting life, thereby allowing farmers ample time for land preparation
	In all WARDs  farmers were not willing to plant cassava too far from their homesteads, preferring instead to use fenced / protected gardens. Where the gardens were large enough, the project team agreed to have the cassava planted in gardens.

-Poor crop establishment particularly in  WARD 7.

-Good cassava crop in WARD 10.


	Rain gauges  network 

10 rain gauges were deployed across the four WARDs. 
	Extension officers were given the responsibility to determine optimum locations.


	Given the high spatial variability in rainfall across the project site, it was suggested that the number of rain gauges be increased and also because the WARDs in the district stretch d over large distances. Not less than 20 rain gauges  were cited as necessary to get a reasonable assessment of rainfall.

-Farmers kept rainfall  reconrds.




4.1.3 Institutional arrangements/partners
The partners that played a significant role were EMA, Agritex, and DR&SS.  EMA coordinated the Project activities. At the field level Agritex workers were conversant with the trials and held informed opinion about the trials.  However, lack of transport was said to have hindered monitoring of the trials. As a consequence there was generalised and instead of specific information on the performance of the trials. This was true on the part of Agritex and the farmers that were visited. 
The picture was less favourable at the district level where Agritex involvement was said to be minimal beyond the preliminary stages of the project (see Annexe 2). This posed a threat to mainstreaming project activities with Agritex activities. DR&SS staff at Chiredzi Research Station were involved in the design of the project, were responsible for the incorporating a moisture conservation component in the trials and in setting up the trials. Their involvement did not proceed any further and were now not involved at all e.g. in monitoring the trials. 

It is difficult to definitively assess the impacts of the project since it is the first year of implementation. There is however, no doubt that the households that were involved are benefiting by way of learning vital lessons. Already as discussed above these households have strong opinions about what works and what does not. In summary it can be said:
· Hybrid sorghum, especially Macia, was found to perform better than the local variety;
· Pearl millet performed although there were misgivings about the “bird problem”
· Tied deep furrow ploughing was found to be suitable;.
· Basins and ridges were found to be labour intensive and generally unsuitable as they tended to collapse midway through the season because of the structure of the soil;
· Yields were generally low across the different fields, which could not be attributed to any single factor.
4.1.4 Regional level and other interventions

At this stage it is difficult to assess whether the project has had regional impacts. Of course this assumes that there was a deliberate effort to include a regional component from the outset.. It is not clear whether this was the case unlike in the past where region-wide projects were implemented such as the Southeast Dry Areas Project (SEDAP) that was implemented during the 1990s in which DR&SS and Agritex were involved, and was implemented across the region, and more recently in the mid 2000s the Challenge Programme Project 1 had more or less the same focus.  It is, however pertinent to observe that other NGOs in the area were known to undertake similar activities. An example is Comutech- whose focus was on local seed multiplication. There were also NGOs involved in moisture conservation techniques. GTZ was also active in the area.
4.1. 5 Impacts and policy implications
A number of observations can be made with regards to the impacts and policy implications of the crop mixes and variety optimisation trials.  
1. Key success factors
It is far too early to make definitive statements about whether the interventions could be called a success. However, it is clear that the general direction of the Project, which is about availing to farmers options for enhancing crop productivity in the area, was the right one. To this end the Project could claim that it scored some successes, and at the same time acknowledge that there were some failures.  The factors that explained the relative success of the Project related to its adequate and appropriate contextualisation, conceptualisation and implementation. 
The project was well contextualised in the sense that there was adequate assessment of the current and future (under climate change) bio-physical environment which sets the lower and upper performance limits for agricultural and wildlife production as contained in the three reports that dealt with climate risk and vulnerability assessment, surface water supplies to climate change, and downscaling of climate change scenarios.  The project baseline survey also highlighted the various crops that were grown in the district as well important socio-cultural context that would impinge on any adoption of the interventions, the economic environment, which would influence on the commercial and financial viability of the interventions, and the political situation that could directly affect implementation of project activities. In terms of conceptualisation and implementation there was because of appropriate identification of the crop production challenges in the areas because of three main factors. First, the project managed to meaningfully and actively engage with the farmers. This participatory process resulted in the design of appropriate interventions. Second, the project was able to involve important development actors such as Agritex and DR&SS who were traditionally central to technology development in rural areas.  Third, entry into the community through well recognised community structures meant that the intervention was well embedded in the community.
  At this juncture activities that directly address out-scaling are yet to be developed understandably because the trials are in their first year. For example it is not possible at this stage to develop flyers carrying any specific messages about the trials. However from the first batch of trials some preliminary results should be disseminated. This is because although the crop yields were disappointing vital lessons can still be learnt. By far the easiest way is to hold field days at which all farmers participating and non-participating can interact. If field days cannot be held it would be a good idea to hold pre-season planning meetings at which farmers and development agents can share some experiences. 
2.  Mainstreaming 
In any project institutional arrangements determine the success or failure of a project. This is especially true when it comes to replicating project results either in terms of influencing other farmers to take up the results (out-scaling) or influencing policy direction (up-scaling). 

As already noted above the involved of government departments with a technology development mandate was an important step in mainstreaming project results. For example Chiredzi Research Station has carried research aimed at improving rainfed agricultural in the area for over 30 years. This is why it rightly suggested the incorporation of moisture conservation techniques in the crop trials. The involvement of Agritex, the national extension department with personnel right down to the WARD level, is a guarantee that the key lessons from the project will be disseminated.  This can be said to be the main indicator of mainstreaming the project. 
However there are threats to mainstreaming that need to be addressed.  As expanded in annexe 2 both Agritex and DR&SS felt that their involvement had been confined to project conceptualisation and did not extend to implementation. As far as could be assessed this was be a budgetary issue - there were not enough funds for these institutions to be involved in the project to the extent they would like to be directly involved. In ideal situation the two departments would have met the direct costs of their involvement such as transport and subsistence. Unfortunately the lack of finances meant that it was expected that the Project would meet these costs. No such provision was made. Perhaps the project could make bicycles available for monitoring the trials as was suggested once. 
For effective mainstreaming it is crucial that local Agritex staff is adequately trained in all aspects of adaptation to climate change. Training can also be extended to senior staff so that they are able to mainstream it in their day to day activities. Chiredzi Research Station and ICRISAT can act as some of the resource centres.
4.2 Community natural resource management and sustainable utilisation 
4.2 1 Rationale of the interventions

The purpose of the project was to demonstrate and promote natural resources management and sustainable utilization as a long term adaptive strategy to drought and climate change for smallholder farmers. Natural resources management and expanding community benefits from ecosystems services and revenue were identified by stakeholders as priority adaptation options. Consequently the pilot project was based on the priorities of the communities in the affected WARDs and scientific knowledge from sector experts. The pilot project aimed to expand the area under wildlife to provide alternative livelihood options such as ecotourism and safari hunting, and promote cropping of abundant edible wild life species. 
The above were to be  achieved through  establishing selected wildlife farming demonstrations,  expanding community natural resources management areas,  establishing Private-Public-Community- Partnership (PPCP) ecotourism sites, and  establishing wildlife cropping programmes for consumptive use, as well as  promote out and up-scaling of the interventions. The specific objectives of the pilot project were to:

· Demonstrate community based natural resources management as an alternative source of livelihoods in arid and semi- arid lands of WARD  8 that are too marginal for rainfed crop production;
· Demonstrate and promote fish farming and sustainable harvesting of fish in Manjinji Dam as an alternative livelihood strategy in WARD (15) (Manjinji).

· Demonstrate and promote crocodile ranching as an alternative livelihood strategy in WARD  7 in the Chilonga area; and
· Increase community income from tourism and wildlife conservation-based ventures through developing and implementing Private-Public-Community-Partnership (PPCP) sites and tourist facilities in Gonarezhou National Park and Conservancies.
Many of the projects have yet to be established. Table 4.4 and 4.5 present an overview of the intervention and the status of the various interventions respectively. The crocodile project in WARD 7 at Joyce Mujuru irrigation scheme was the only one which is fully operational. 
4.2.2 Household and community level interventions

The direct beneficiaries of the interventions were identified as vulnerable smallholder farmers in WARDs 7, 8 and 13 during the inception phase. Sector experts and potential project beneficiaries from WARD D 7 (Chilonga) were consulted during August 2009 to identify priority long term climate change adaptation measures for the area using their own knowledge base and lessons from past interventions. The project had potential to benefit about 9 000 people over a three year period.  
WARD 7: Crocodile farming

 Some 28 households in WARDs 7 (Chilonga) are involved in the project. The households represented the entire membership of the farmers in the 42 ha- Joyce Mujuru irrigation scheme in WARD 7. The project was made possible because the farmers were allocated a farm which already had crocodile farming structures. However, the structures needed refurbishment, which the farmers undertook enthusiastically. The project was conceived more or less along the lines of a co-operative –farmers agreed to work together and shared equally amongst the members.  Figure 4.1 shows that crocodile farming  can be successful. viable venture.
Figure 4.1 Crocodile farming can be successful

WARD 8:  Implementation of Community Based Natural Resources Management

Beneficiaries of implementing the community based Natural Resources Management programme in WARD 8 (Chibwediziva) were identified as 400 households or 2 000 people from the Chehondo community. The project was building on what was already in the WARD. Chibwedziva WARD has an annual open hunting quota for buffalo, 6 elephants, and several plains game and bird species.  The Likulu wilderness area, the project focal area, had the potential to generate an annual average of at least $10,000 from the hunting of just one elephants. Added benefits could come from additional revenue to the community through the sale of other wild-life products, such as hides and meat from cropping, and from live animal sales. 
The income would directly benefit the Chehondo community as direct cash payments from safari operators in line with the tenets of the Campfire whereby Chiredzi RDC would expedite speedy disbursement of the cash, which would be deployed to the WARD’s individual household level projects and other projects agreed to by the community through their local wildlife committee.

The project would include provision of water in the wilderness area so as to increase numbers of wildlife from the park for sustainable off-take by the community. The drilling of at least three boreholes and construction of water pans and water troughs would provide water, not just for wild life, but also for domestic and livestock consumption. This will not only remove conflict over scarce water resources between people and wildlife, but also improve both the health of the community and livestock (cattle and goats) and wild life productivity.

The project will support the training of a Problem Animal Control and Anti Poaching Unit. Due to macro-economic challenges, understaffing is a major problem in most CAMPFIRE departments at district level.  This problem is mainly due to high staff turnover with resultant loss of experience and expertise, and low morale among staff due to lack of incentives such as commensurate remuneration, adequate equipment (vehicles, firearms / ammunition), uniforms for proper recognition of game scouts. This will minimise and ineffective and illegal methods of controlling animals.  

Through the training of community based resource monitors or game scouts over 21 days in the project will assist the community in developing capacity to deal with , not just problem animals, but also poachers from outside their areas. 

WARD 13. Fish farming
Some 20 households in WARD 13 who had access to Masukwe dam would receive fish which will form feed stock. It was expected that the farmers would receive training on fish farming, sustainable harvesting and marketing. By using existing water bodies, the start-up costs for fish farming would be greatly reduced. 
Table 4.4 Overview of community natural resources management and utilisation projects 

	Intervention logic
	Indicators
	Means of verification
	Assumptions

	Goal: capacity of smallholder farmers in Chiredzi district to adapt to climate variability and change enhanced

	Project Objective: to demonstrate and promote natural resources management and sustainable utilization as an adaptive strategy in the Arid to Semi- Arid Lands of Chiredzi District.
	Households in WARD 7, 8 and 15 of Chiredzi district benefit from improved livelihoods, reduced effects of drought, increased income and enhanced food security.
	District extension records, PMU records, farm surveys
	Effects of drought minimised

	Outcomes

1. Livelihood options for vulnerable farmers in selected sites improved and sustained to cope with drought.

2. Community based natural resources management enhanced and sustained to provide a range of ecosystem services.

3. Farmers in neighbouring sites copy successful approaches to cope with drought

Baseline


	1.1 Number of households in project area undertaking fish and crocodile farming increase from 0 to at least 50 by year 5.

1.2 Number of households involved in ecotourism increase by 10% by year 5
1.3 Adoption of wild life farming as a livelihood option in neighbouring sites increase by 5% by year 5.
	-Project reports

-District reports

-Supervision mission reports
	-Participatory approach adopted by the communities

-Trained personnel and labour retained and sustained

-Policy and macro-economic environment conducive

	Outputs

1.1 Suitable wild-life for small-holder farmer production identified and promoted

1.2 Community ecotourism opportunities developed

1.3 Capacity for wild-life farming developed

1.4 Wild-life cropping opportunities created for consumptive use.

2.1 Biodiversity enhanced

2.2 Revenue from ecotourism and safari hunting shared equitably

2.3 Human-Wildlife conflict reduced
	1.1.1 One fish demonstration site established at Manjinji in WARD  15 by y1.

1.1.2 Two crocodile farming demonstration sites established at Chilonga (WARD 7) and Manjinji (WARD 15) by year 2
1.2.1 Two public, private, community partnership (PPCP) tourism sites established in GNP and one Conservancy in SELV by y2

1.3.1 Twenty (20) men and women farmers receive training in wild-life farming and management, and tourism.

1.4.1 One wild-life survey for GNP produced by y1 with cropping recommendations

1.4.2??? 

2.1.1 Area under wild-life in WARD 8 (Chibwedziva) expanded to benefit an additional 400 households by y2.

2.1.2 One training of trainers workshop conducted for fifteen (15) farmers in sustainable natural resource use and management

2.1.3 Establish a sub-district Environment sub-Committee by y1.

2.3.1 Control of problem animals
	District Progress Reports

Supervision Mission Reports

Quarterly Progress Reports

Annual Progress Reports
	-Participatory approach adopted by the communities

-Trained personnel and labour retained and sustained

-Inputs are procured on time

-Training is implemented on time

-Studies are conducted on time

	Activities
	Inputs
	
	

	Procure seed stock, drugs and materials

Training

Monitoring
	Materials

Travel

Labour

Total budget
	Project expenditure reports.
	


Table 4.5 Status of implementation of the community natural resource management and utilisation projects
	Activity
	Status of implementation 
	Challenges/Observations

	Crocodile project

Materials for refurbishment of the crocodile ponds in WARD 7 were delivered to the project beneficiaries. Also handed over were feeds for the hatchlings and a thermometer for the incubator. The incubators that were down are now functional.
	169 eggs out of a target 1 000 were in the incubator as a trial run. The ponds area had been cleared and ready for refurbishment
At the time of the visit there were over 300 crocodiles that had been successfully hatched and were some 30-40 cm long, which a culmination of farmers having picked from the Runde river eggs.

Farmers achieved an 80% hatching success rate. 

There are also plans to establish a fisheries project

.


	This is a well run project by farmers  themselves. The major challenge has to do with boilers needed to be refurbished, which goes to show the huge capital outlay required for such a project


	Likulu Wilderness project 
Consultative meeting held with the local leadership for WARD 8 where the Likulu wilderness pilot project is located. 


	Training  dealing with fire management was completed in April/ May  2010
Training  game guards was completed in May 2010

Borehole drilling will be resumed in the aftermath of dry holes, which was largely a consequence of communities insisting on certain locations for the boreholes against expert advice Boreholes needed to be d
	It is becoming increasingly clear that water  is an essential ingredient too the success of the project. 



	Fisheries project (WARD 13)
	Payment for fish stocks has been made; however the stock is yet to be received

Beneficiaries have been identified
	This is a  popular project and is easy to implement


4.2.3 Institutional arrangements/partners
In general specialised nature of wild life farming meant that the project had to rely on a narrower base of partner institutions compared to the crop trials for example.  By far the most significant has been the National Parks Authority which has assisted by way of technical skills and licencing requirements. Agritex conceded that they had no expertise in this field. In any case the project  the Department of Livestock was said to have the mandate rather than Agritex. It was, however, pointed that the department itself was not adequately resourced to offer a significant assistance. The successful contacts that were made with the prominent player in the industry for marketing crocodiles is a significant development in the life of the project. The project also benefited from the some of the farmers who had worked for the previous owner.
4.2.4 Regional and other interventions

The community natural resource management and sustainable utilisation is an intervention that appropriately tries to exploit the huge potential that wildlife of the district presents.  The intervention builds upon earlier similar interventions in the district and the southeast lowveld region.  These earlier interventions were by private operators who successfully ran commercial wild-life enterprises. Notwithstanding the disruptions that have occurred as a result of the land reform programme there is still a huge reservoir of knowledge and skills which the various interventions in the project can draw upon. However adjustments are needed as direct extrapolations can be dangerous as community projects, which by their very nature are complex. Fortunately the project can benefit from the fact that similar projects since Chiredzi district has been a Campfire district for some time.  
 4.2.5 Policy implications
Policy lessons that are drawn here are based on the general thrust of the project as well as

the crocodile project that is underway. It is also important to underline the fact that the lessons that are presented are by no means conclusive since the community natural resources management project is still to be fully implemented.  However, these indicative policy statements are important to inform how best the project can be implemented in the future.
Key success factors
In general the community natural resources management and sustainable utilisation has good prospects for success because of it sought to address the felt livelihoods needs of the communities in the district. The project offered alternative livelihood strategies in the district apart from the precarious crop and animal production. Another key success factor was that the local authority stood to gain from the Campfire projects. The last key to success at the general level was the technical support offered by the National Parks Authority. 
 The crocodile project was a success because the involved community was involved in its conceptualisation and implementation. In relation to |conceptualisation the participating farmers were keen to take advantage of the infrastructure that was available.  Diversification of the income streams represented by the Joyce Mujuru irrigation scheme provided the much needed complementary income. Other factors that accounted for the success of the project were availability of skills (due to the presence of former employees),   and a well motivated and very literate community which was led by a visionary and competent leadership. 
The choice of crocodile farming is also quite commendable as it widens the livelihoods strategies in the district, and has the capacity to generate useful income to participating households.  The success of the project, however, needs to be qualified:
· The 28 participating farmers are fortunate in that they inherited the infrastructure that, by all estimates, they could not afford to put in place by themselves. The huge capital outlay (which no one could estimate) almost precludes as a pilot project that can be replicated elsewhere; 
·  The long period (4 years) to when crocodile skins can be marketed when the crocodiles are 38-42 cm breast width makes it near impossible to sustain the project as stand alone project because of high operating costs. The participating farmers have access to a 42 ha irrigation scheme with plot holdings of 1 to 3.5 ha (which is well equipped with 2 tractors and an engine which is running) and is a useful source of income.  This has also fostered a sense of oneness and ownership of the project, which is crucial to project success.
· The specialised skills that are required for project success were fortunately available in the shape of former employees of the project who were now part of the project. There was also support from the National Parks Authority who availed training and the necessary licence. 
· A visionary and strong leadership that pulls the farmers together and resulted in the willingness and ability of all farmers (including women) to discharge duties assigned to them is not easy to replicate.
Mainstreaming
The project represents an attempt to mainstream wildlife enterprises in the livelihood options for communities in Chiredzi district by utilising of abundant wildlife resources. The fact that this was already underway in the district and in the south east region was an endorsement of the thrust of the project.  The community involvement was well supported by various government or semi-government institutions   such the National Parks Authority, and the Chiredzi Rural Council. The fact that Chiredzi is already a Campfire district further illustrates that mainstreaming of the various interventions is already happening.
4.3 Rehabilitation of irrigation projects
 Rehabilitation of smallholder irrigation schemes in the study area is yet to be fully developed by way of a project document. However, discussions are underway to look at the rehabilitation of Chilonga Irrigation Scheme and the Rangana Garden, both located in WARD 7. The discussion that hereunder presented refers to the efforts that were made on the basis of interviews held with some of  the community members that are involved in the projects. This was complemented by undertaking field visits. Due to time constraints only Chilonga Irrigation Scheme was visited. These efforts were complemented by interviews that were held with the Project Management. 
4.3.1 Rationale of the interventions |


The inclusion of this intervention was informed by the view that the challenge of adapting to drought and climate change needed to be as holistic as possible. Irrigation was identified as one of the strategies that could be  used to great effect as a fall back position in the event of  a very poor agricultural season. This was because in  WARD 7, which was very dry, there was major irrigation and other potential sites for irrigation, that in one or another, made a  contribution to the livelihoods of hundreds of people (see below) but was facing operational challenges. The suggested project served to illustrate the point that irrigation in the area could play a vital role not least because the area has very fertile soils. With proper application of water through irrigation or field water harvesting a difference to crop production could be made.
 Table 4.6 shows the nature of the problems and the suggested solutions in Chilonga Irrigation Project. Table 4.6 is based on a letter written by the community to the Project Management (annexe 3). This shows that local people were active participants in the project.
Table 4.6 Overview of requested suggested interventions at Chilonga Irrigation Scheme
	Problem
	Suggested solution

	Water Shortage                                                   


	-Construction of a second night storage dam with a capacity of 2 500 m3

-Purchase of new pumps to supply water to dam 2.
-Plaster all the main  canals that leak
-Construct feeder canals
-Purchase siphons for use  during irrigation

	 Fence
	-Erect a new 2m diamond mesh wire net with a perimeter of 20km

-Fence out the dams and pump houses

-Construct a skit for stray animals

	Tillage
	-Buy 2 tractors with a full set of implements and a trailer for transportation of inputs

	 Inputs
	-Assist farmers in procurement and transportation of inputs
- Train farmers how to breed / multiply seeds

	Marketing
	-Identification of markets

-Food processing

-Transportation of produce

	Electricity
	-Electrify Agritex houses and offices
-Purchase a computer for Agritex and Management Committee

	Conservation work
	- Reclamation of gullies at the pumphouse

	Silt removal from tunnel
	- Purchase of a sludge pump

-Purchase of a water pump


4.3.2 Household and community level interventions 
The intervention in Chilonga Irrigation Scheme would affect a many people in the community. The total number of people who stood to directly benefit are the 310 plot holders who own 0.1ha-1.4 ha In addition the there will be indirect benefits to:
· the community  of 1 500 people
· 4 Hospital  workers
· 1 ZINWA  worker
· 8 Agritex  workers
· 3 workers  belonging to  irrigation development, and

· 400 Chilonga secondary school  pupils.
· 900 Chilonga primary school pupils.
Since the project has not been developed in the sense that there is no project proposal the outputs and outcomes cannot be defined. 
4.3.3 Regional and other interventions  

Irrigation is an important socio-economic activity in the region. The sugar estates of Triangle and Hippo Valley Estates and smallholder sugar cane farmers illustrate the benefits of irrigation to local livelihoods and the regional economy at large. There are also smallholder irrigation schemes such as Chilonga Irrigation Scheme in which are grown a variety of field and horticultural crops on holdings that are less than 10 ha. The common problems in the schemes relate to lack of water as a consequence of pumps that are not operating at below capacity or not at all, as well as poor water management and poor crop production and marketing.
4.3.4 Policy implications
While irrigation is and can be an important drought mitigation measure and can also play a meaningful role in climate change adaptation it is necessary that this is viewed from an informed perspective not least because irrigation is expensive whose benefits when measured against costs may not be the best option. This is true in public-owned and run irrigation schemes in Africa and Zimbabwe which are known for unending subsidies.   Against this background it is critical a full cost and benefit analysis be undertaken for any interventions that will be made with a view to make the most optimal investment.  The ultimate objective is to promote sustainability of irrigation schemes. To this end it is necessary that a choice be made between committing resources to one big project such as Chilonga Irrigation Scheme and investing in many smaller projects such as the Rangana garden (Figure 4.2). An equally important point is to ensure that beneficiaries do not just play an active role in project implementation but also in making a contribution (in cash and kind) to the project.
Figure 4.2 Chilonga irrigation Scheme offers both opportunities and challenges
5. Conclusions and Recommendations
After a full year of the implementation of the pilot projects there are a number of useful lessons that can be learnt in terms of the process and details of implementation. This can form the basis of improved implementation of not just the pilot projects but can also be used to disseminate the findings to other farmers and communities, development agents (such ad NGOs and government departments that are active in the area) as well as policymakers. The conclusions and recommendations that can be made from the findings of the study are hereunder discussed in three separate but related categories, namely

· The key success factors 

· The major challenges that  were observed and how they were overcome, and

· Areas in which of improvement. can and should be made.

Before going into a discussion of the specific aspects it is important to highlight that while there are some shortcomings the Project can in general be described as a success. This is because it is on track to achieve the set objectives although the set time frame during which the various outputs and outcomes may not be met. Another critical observation is that there will be a need to modify certain aspects of the interventions to make them more focussed. The suggested modifications are noted in section 5.3.
5.1 Key success factors 
The factors that are highlighted mainly refer to the factors that underpinned the success of the Project. The related challenges are described in the following section. How the challenges can be overcome are dealt with in the last section. There are three areas which can be used to explain the success of the Project, which  had to do with the way the Project was contextualised, conceptualised and implemented.  These are discussed in turn.
5.1.1. Contextualisation

Any intervention of any description cannot succeed if it is not located within its proper context. This is particularly true for agricultural and natural resource management interventions which the Project was concerned with. This is because such interventions are implemented within a specific: 
·  Bio-physical environment which sets the lower and upper performance limits in terms of productivity; 
· Socio-cultural context which determines whether farmers feel comfortable to adopt  the interventions, which is a first critical step in adaptation; 
· Economic environment which influences the financial and commercial success, which in turn will affect the sustainability of projects and prospects of adaptation, and
· Political situation which determines whether activities can practically be implemented on the ground.  
The contextualisation of the Project encompassed the following aspects:
1. There was a comprehensive assessment of the challenges the agriculture-based livelihoods in the district, which also applied to the rest of the country. These had to do with the:
· The hostile semi-arid climatic conditions  in which agriculture is practised (which will worsen with climate change as illustrated by study on climate change scenarios that showed a decrease of water resources among other things),
· Lack of inputs such as seed and fertilisers, which was a consequence of the economic situation in the country that  also resulted in increasing poverty levels as captured in the base line survey,
· Poor adaptation of agricultural production to the prevailing situation as witnessed by limited growing of open pollinated maize, hybrid sorghum, short season crops like cowpeas and pearl millet, which were also captured in the base line survey, and
·  Weak institutional capacity that had occurred as a result of the political and economic challenges which severely affected the delivery of services by key government departments such as Agritex and DR&SS as well as Campfire projects.
2. Realisation of the opportunities that the district offered; the district had very fertile soils which, with appropriate interventions, boost agricultural production as well as abundant wildlife resources which if exploited could significantly enhance livelihoods. 
3. The choice of Chiredzi district as the pilot area to test adaptation to climate change was appropriate because of its semi-arid climate which is typical for many areas in Zimbabwe. 
5.1.2 Conceptualisation
Building on the proper contextualisation the Project proceeded to successfully conceptualise the interventions as follows:

1. Participation was an emblematic concept and was noticeable in the following areas:
· Farmers were involved in defining the problem (through base line survey, focus group discussions), selecting participating farmers and direct involvement in the various interventions,
· Involvement of key institutions as partners in the Project such as the government and quasi-government departments of Agritex, DR&SS, National Parks as well as Chiredzi Rural Council, and
· Successful community mobilisation, thanks to the buy-in of community leadership and development agents. 

2. The selection of the interventions was matched to the contextualisation that had been undertaken (see above). More significantly, however, was the fact that the Project resisted the temptation to re-invent the wheel and sought to improve or resuscitate interventions that were known to work in the area such as Campfire. This was the same with the crop trials that was focussed on extending the work of Chiredzi Research Station, SEDAP, the Challenge Programme and NGOs working in the area.
3. The choice to adopt mother and baby trials instead of on station and on farm trails was significant in that it ensured the quick dissemination of results as well as encouraging social learning among farmers. This approach served to demystify the various interventions.
4. The interventions addressed the core problem of aridity which would be exacerbated by climate change. The crop trials addressed, through crop and variety selection and moisture conservation techniques, the problem of lack of moisture availability which was the most liming factor in agricultural production. The proposed drilling of boreholes in the Lukuli wilderness was also a recognition of the same problem of aridity. Improving water availability in Chilonga Irrigation scheme and resuscitating the Rangana garden can be characterised in the same terms.
5.1.3 Implementation

In order to support the contextualisation and conceptualisation efforts there was an attempt during implementation to:
· Ensure adequate representation of the households found in the area
· Make  the critical resources available such as seed as much as possible at the opportune time
· Ensure adequate backstopping through the involvement of local extension staff and the Project Management
· Use of technical expertise found in the country to ensure well concepetualised projects, and

· Consistent monitoring of projects by the Project Management that was captured in mission reports.
5.2 Challenges
The major challenges that could be identified related to aspects relating to the conceptualisation and implementation of Project. Underlying all the challenges were the economic constrains alluded  above which shall not be repeated here. 
As far as conceptualisation issues were concerned the following were identified as critical:
1. Seed multiplication trials lacked a clear focus –farmers were given seed to multiply before they had a chance to assess performance and suitability to local bio-physical environment and socio-cultural conditions. As far as could be ascertained the appropriate varieties for the semi-arid conditions were yet to be identified. With regards to the latter the cassava story was the most illustrative.  Introduced as a fall back crop it is clear that how it would fit into the existing farming systems remains to be clarified. This explains suggestions to plant in gardens which would make it a competitor for the limited moisture that was available;. 
2. The mother and baby trials were too structured (and not flexible) as the baby farmers were told what to grow instead of letting them choose which treatments they wanted to try out on their own on the basis of observing the mother trials;
3. The data from the rain gauge network was not analysed to any meaningful degree in terms of how it could be applied practically. For example the data could be used to determine what amount of rainfall needed to be received before planting could commence, which would ensure better crop establishment unlike the current practice of dry planting;.

4. Some of the moisture conservation techniques such as tied ridges and furrows and basins were largely inappropriate as the structure of the soil made it difficult to maintain such structures rendering the benefits from these structures redundant;.
5. The rehabilitation of irrigation schemes was as yet not fully conceptualised in terms of the cost benefit analysis, in terms of the likely benefits that would accrue from the support that would be given per project as well as whether supporting one big irrigation project such as Chilonga Irrigation Scheme was better than supporting many smallholder irrigation projects such as the Rangana garden;.
6. It was doubtful whether some of the community natural resource management intervention such as the crocodile project, although successful, could be considered to be a pilot project given the special circumstances surrounding its implementation.
7. There were limited knowledge and skills among some of the actors such as local extension workers pointing to the need for more training especially on the scientific basis of some of the interventions.
With regards to implementation the following observations could be made:
1. The much-needed involvement of field Agritex staff in monitoring the projects was compromised by budgetary constraints as limited to no financial resources were available from the state or the Project;
2. The perception by high ranking officials in both Agritex and DR&SS would in the long run jeopardise the dissemination and adoption of results to other communities. Ideally the findings from the trials would be mainstreamed into the research and extension messages;
 3. The community natural resource management and utilisation interventions required specialised skills that were not available at the local level which jeopardised the success of the Project; and
4. Beyond the partnerships created with state and quasi-state institutions such as Agritex, Dr&SS and National Parks Authority there was no evidence of partnerships having been created with other development actors such as NGOs.
5.3 Recommendations
It is important that the major challenges that are raised above are addressed in one way or another if the Project is to succeed. The major challenges should be addressed by employing a two-pronged strategy of consolidating the progress that has been made so far by addressing the conceptual and implementation shortcomings, and exploring how the findings and lessons can be used to influence development efforts in the district by ensuring that the Project assumed a more coordinating and facilitatory role in development. 
5.3.1 Consolidation lessons learnt
Lessons learnt from the crop trials which relate to: 

· The importance of growing OPV maize varieties –the local variety was very much appropriated
· Promotion of hybrid sorghum varieties as there were no local varieties to speak of , growing of the introduced pearl millet varieties which farmers found to be promising
·  Incorporation of cowpeas in the farming system which could effectively use the late rains
· Finding out how cassava can be fit into the current local farming systems, and

· Refocusing of mother and baby and seed multiplication trials.

As far as community natural resource management and utilisation intervention is concerned it is critical that

· Field-based staff such Agritex extension workers are equipped with the necessary skills so that they can be in a position too advise farmers, and

· Benefit sharing arrangements need to be closely monitored so that there are no pockets of prosperity among a sea of poverty by ensuring transparency as well as current international thinking on the subject.
No firm recommendations can be made since the rehabilitation of irrigation schemes was as yet not fully conceptualised. This represents an opportunity to design appropriate interventions.

 5.3.2 Coordination and facilitating development

The above recommendations need to be framed within the overall objective of the Project which is to promote adaptation to drought and climate change. This is because the issues that have been raised above, while important, can be seen to be concerned with adoption as they are about common agricultural production problems. Adaptation to drought and climate change can only happen once these adoption issues are mastered. 
In addition to the specific projects that are underway it is recommended that the Project takes a more coordinating role where all similar efforts in the district are streamlined. This would mean bringing together the different players who are active in the district so that there is dialogue and documentation of what to do as well as how to do it. This is because at the fundamental there is a lot of information  from other similar projects that exists. What is lacking is a consolidation of the experiences of the past interventions. There is the danger of re-inventing the wheel which is real given the staff turnover in the public and non-public sectors.
Exploring how the findings and lessons can be used to influence similar efforts in the district by ensuring that the Project assumed a more coordinating and facilitatory role in development is the next and logical phase. UNDP, with its mandate to coordinate development, is uniquely placed for this role. This means  that the messages from these and other interventions are streamlined by bringing together the different players who are active in the district so that there is dialogue about the relevant development issues. 
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ANNEXES

Annexe 1
TERMS OF REFERENCE FOR CONSULTANCY TO RECORD LESSONS AND EXPERIENCES OF THE COPING WITH DROUGHT PROJECT IN ZIMBABWE
1. Position Information

Job Title: 



Consultant, 

Type of Contract: 


Special Service Agreement
Duration: 



Twenty days, deliverables based

Supervisor: 



Project Manager

Duty Station:



Harare
Organizational Unit: 


Coping with Drought and Climate Change
Date of issue: 



5 October 2009

Closing date: 



31 October 2009
2. Organizational Context

2.1. Background

UNDP and its partners are implementing Coping with Drought (CWD) Projects in four countries – Ethiopia, Kenya, Mozambique and Zimbabwe. The projects run for five years with the goal of enhancing the capacity of agricultural systems in dryland areas in the respective countries to adapt to climate change
. As the projects run concurrently, and work in areas and with populations facing similar issues – notably drought - there is significant opportunity for sharing of experiences between projects. As such, all national projects are supporting a ‘learning outcome’ which entails the development of a ‘regional applied knowledge exchange mechanism for climate change adaptation practices’ in dryland Africa. An important component of this will be the annual recording and dissemination of experiences and lessons learned through the project in each of the participating countries.
2.2. Background to Consultancy

2.2.1. Rationale

At a meeting of project stakeholders from all countries in March 2009, it was decided that inter-project learning shall most effectively be achieved by hiring consultants within each country to explore and document project success. Information shall be collected and presented as per a generic report template to enable easy collation and integration of lessons from all four countries in a second edition of the ‘Coping With Drought Guidelines’ document at the end of the project cycle.

The need for an analysis and understanding of the conditions and processes necessary for successful adoption and mainstreaming of CWD approaches was highlighted at the second African Drought Forum (ADF2 - held in Nairobi in October 2006). The proceedings of this conference identified a number of themes of importance, including: -

· An understanding of the importance of political will and of the political economy of food aid and trade 

· Promotion of joint work to make policy and practice mutually reinforce each other 

· The need to identify the principles behind success and failure stories and to identify the conditions under which these principles are applicable 

· The need to analyze the effectiveness and impacts of market based and natural resources management focused options, and the conditions under which each are suitable 

· The importance of making better use of the power of the media 

UNDP-GEF also requires that adaptation projects should generate knowledge that can help guide implementation of the GEF’s adaptation to climate change initiatives – a process that is guided under the ‘Adaptation Learning Mechanism’ (ALM). As such, the four countries’ respective project documents commit to ‘learning and knowledge sharing’. Sharing knowledge, particularly among partners programming GEF funds, will ensure that the whole GEF portfolio benefits from the comparative strengths and experience of the various Implementing Agencies. Rigorous evaluation will enable the GEF and other agencies to measure progress, and the GEF to learn how to strengthen and widen its portfolio.

2.2.2 Purpose

The purpose of the consultancy is the exploration and documentation of project success (and failure, where relevant and informative) in influencing and improving drought adaptation practice and policy both inside and outside the pilot area. The consultant will be expected to generate a report (following the template provided) based on a combination of original fieldwork and desk-based study of project monitoring and evaluation reports and other relevant documents. 

Case studies will be a particularly important component of this annual study; the consultant should ensure that, as well as exploring new lessons and experience, the analysis covers the progress of longitudinal case studies referred to in previous annual lesson-learning reports. Case studies should be presented in an annex (with key points highlighted in boxes linked as appropriate to the body text)
. 

3. Tasks, Deliverables and Supervision

The consultant will present the following: -

· A report outline (i.e. headings and overview of contents) for review and approval by the supervisor by 13 November 2009.

· A draft report for comment by project stakeholders for review by the supervisor by 30 November 2009.

· A final document taking into account comments on previous drafts by 4 December 2009.
All the above will be presented in MS Word format.

The consultant will be supervised by the Project Manager.
The reports will follow a common format
 – which will enable an international consultant to collate the major lessons from all four countries at the end of the project cycle. This synthesis will in turn be presented in an updated version of the ‘Mainstreaming CWD Guidelines’.

4. Competencies and Critical Success Factors

The ideal candidate will have at least five years experience of working in agricultural / rural development policy in Africa 

5. Formal Qualifications

A tertiary level qualification (University Degree, Masters or PhD) in a relevant discipline is essential.

6. Submission of Application

Interested candidates should send their CV, an outline (not more than two pages) of their understanding of the ToR to:

The Project Manager

Coping with Drought and Climate Change Project

C/o: Environmental Management Agency

Makombe Complex, Block 1

Harare Street/Herbert Chitepo Ave,

Harare

Annexe 2  
CASE STUDY OF THE CROP MIXES AND VARIETIES OPTIMISATION INTERVENTION
Assessment of the status of project implementation revolved around three areas, namely:  

· Conceptualisation of the project  in terms of whether the project design was adequate to achieve project goal and objectives, and implementation in order to realise stated outcomes, and
· Institutional arrangements in relation to the identity, their various roles, and what this meant for mainstreaming of the interventions.  

a) Conceptualisation and implementation of the project
1) The decision to set up farmer-managed trials was a right one since: 
· this allows farmers to gain experience in managing research trials, 
· demystified the scientific aura that surrounds scientific experiments which is often the case with researcher-managed or on station trials, 
· The approach had the potential of achieving ready adoption of the technologies,.  
· This is made it possible for farmers to draw their own conclusions regarding the various treatments, 
· Farmers were afforded the opportunity to experience direct management crops without resorting to perverse incentives to adoption as has been reported in some instances; 
2) The practice of availing different options to farmers in terms of crop type, different varieties, and in field moisture techniques had the net effect of 
· Allowing farmers to understand that successful crop production depends on the right balance between a number of factors emphasizing that in a semi-arid environment the sum of the individual factors is greater than the individual factors. 
· Affording  farmers  the chance to observe which factors were more important than others. For example all farmers that were visited expressed the opinion that maize was very prone to dry spells to the extent that even the local varieties such as Chibhabhani were negatively affected.  There was even negligible effect of moisture conservation techniques on maize production. It was, however, clear that farmers understood that this was very much dependent on the prevailing moisture regime as illustrated by the fact that some of the maize which were sown late in the season when rains had improved did well (Figure A1). This aptly illustrated the point that blanket recommendations about maize were ill-advised
Figure A1. Sometimes maize performs well … it all depends on timing!
3) There was a trade off between the moisture conservation techniques and time of planting. This was illustrated by the story of a woman who had no option but to wait for land preparation to be done by a friendly neighbour because she had no draught power of her own  ended up with the best sorghum crop. All this was because she planted at the right time in relation to moisture availability (Figure A2). 
Figure A2. Farmers  discussing  how sorghum can best be grown
.  
4) There was no consistent pattern when it came to the performance of local and introduced crop varieties. The local varieties of sorghum and pearl millet, for example  did not seem to outperform the introduced ones except in a few cases.  Indeed Macia, an introduced sorghum variety, in general tended to do much better than the local variety. The reason for the rather poor performance of the local varieties was twofold. Firstly some of the local varieties were not really ‘local’ having been introduced from other areas in the recent past. The ‘local’ sorghum variety was said to have come from Mozambique. The other reason was that it seemed that the local varieties were not subjected to any form of selection to try and exploit and consolidate desirable characteristics. For example it was not clear why a ‘local’ sorghum variety which has a very tall stem would be selected for growing in the first place.
 5) There is merit in exposing farmers to as many options as possible. This was illustrated by the fact although farmers were not enthusiastic about growing pearl millet they ended up  admiring its performance (Figure A3)
Figure A3. Introduced pearl millet varieties tended to perform well

6) The introduction of new crops such as cassava raised challenges regarding how they would fit in the existing farming system. The fact that there was no tradition of growing and eating cassava resulted in less enthusiasm despite its drought tolerance.  This was worsened by the fact this was not an annual crop that would be removed from fields once the cropping season was complete.  As such security issues were critical - farmers argued that cassava must be grown in gardens where there was greater security for fear of theft. The other security issue was the fear that the crop would be destroyed by livestock that was let loose after the growing season. While planting cassava in gardens would improve security would go against the notion of growing it as a means to mitigate drought. Growing it in high moisture environment was tantamount to creating competition for moisture with crops such as vegetables which command a higher market value. Encouraging farmers to grow cassava around the homestead area could help. There were also challenges relating to crop establishment - cassava was also said to have done poorly in WARD 7 mainly because of difficulties with establishing the cuttings while in WARD 10 there were cases where cassava did well. Successful growing of cassava was therefore a matter of reconciling biological and socio-cultural factors (Figure A4)
Figure A4. Successful growing of cassava depends on reconciling biological and socio-cultural factors 

7) The option of growing cowpeas could make farmers salvage a crop when rains arrived late such as in February/March. This would dissuade farmers continuing to plant the traditional field crops when the rains are late underlining the need to include cowpeas in farmers’ cropping repertoire (Figure A5).

Figure A5:  Farmers can effectively utilise late rains by including
cowpeas in their cropping repertoire

8) The concept of mother and baby trials is a noble as long as it is followed correctly. For example in the crop trials it would have been better to allow “baby” farmers to have the freedom to experiment with those aspects of the trial that they were interested. This then means that “baby” trials and mother trials are usually not set up during the first year of the establishing mother trials to allow baby farmers to see what they would like to try out. This was at variance with what happened in the trials as mother and baby trials were established in the same year. “Baby” farmers were allocated what to grow by project implementers on a basis that was not clear.  This applies to crop, variety and moisture conservation selection and preference.
9) The same point raised in above can be made in relation to seed multiplication trials.  By definition seed multiplication means that the seeds have been proven to be worthwhile multiplying.  Unfortunately farmers were given seed to multiply in the first year without allowing farmers to get convinced about the crops and varieties that were on offer. 
10)  It was not clear what purpose was served by the rain gauge network. A very practical use of the rain gauges would have been to use rain gauges to determine the  amount of rainfall which promote support crop establishment.  The tendency of farmers was to dry plant resulting n numerous replantings. 
11) The inclusion of moisture conservation techniques was quite appropriate. However, farmer experiences showed that basins and tied ridges and furrows were inappropriate because of high labour requirements and their tendency to disintegrate before the end of the growing season because of the peculiar loose structure.  From the fields that were visited it was very difficult to see whether there had been any soil moisture conservation techniques had been constructed.  The other problem was that the soils remained unworkable after rains had fallen. 
Figure A6: The loose soil structure made moisture conservation
techniques difficult to maintain

12)  Across all fields crop establishment was very poor whether this was for all crops (maize, sorghum, pearl millet, cassava) across all moisture conservation techniques.  Discussions with farmers and extension workers revealed that the problem was inadequate soil moisture because farmers did not take advantage of the available moisture. The advantage could only be realised if rainfall partitioning is understood.  Soil moisture conservation basically is about the dynamics of change in soil water content as indicated in the water balance equation: 

ET +D =P-R + / -(S

 where

ET is evapotranspiration (sum of soil evaporation and crop transpiration)

D is drainage

P is precipitation (rainfall/raingauge)

R is run-off (run-off collection system)

(S is change in soil water content

The idea behind soil moisture conservation is to increase (S , the amount of soil water that is available to the plant. 
Understanding this will put farmers in a position where it is possible for them to make the necessary adjustments in the growing season, which is crucial for the success of the project in the short and long term.












Figure A7:  Rainfall partitioning needs to be understood
 13)  It appeared that while farmers were assisted by extension workers to mark out the fields, there was poor understanding of what the experimental layout entailed. Although farmers could point out which crops and varieties was planted on which moisture conservation techniques there was little understanding of what this meant in practice. A woman farmer in WARD 9 had harvested the entire sorghum across soil moisture conservation making it impossible to make a comparison. A neighbouring male farmer had delayed to harvest the crops because he was not sure what to do. The extension worker had not been available to offer advice.

14) A starling finding was the inadequacy or rather lack of record keeping. Farmers were generally not conversant with the varieties that they were growing.  They could provide details on the planting dates. On the day of the field visit no information could be obtained regarding what kind of data extension workers kept. The extension supervisor kept an impressive record of the participating farmers although the information did not go into the varieties that were grown.

15) An understanding of the important agronomic factors is crucial. A farmer in WARD 7 very much complained about weed control problems where a significant portion of the trial area was taken over by weeds. In part this was due to poor crop establishment which allowed the weeds to freely colonise the planted area. It may be worthwhile to explore how best weeds can be controlled. In this regard the assistance of the Weed Control section of the Henderson Research Station may be useful. In this attempt all methods of weed control from mechanical, chemical and biological should be explored. Where possible biological control should be promoted rather than chemical control as the former does not harm the environment. The village head in WARDs 7 make the observation that pearl miller has the effect of suppressing a certain problem weed in his field. This should be investigated further. 

16)  A related point to the lack of adequate records alluded to above in point 4 was the inadequate documentation  as far as monitoring of the trials was concerned. There was no doubt farmers had made interesting observations about the trials. This could be enhanced by asking farmers to keep an account of defined parameters at defined observation times.  Periodic visits and extension workers could have helped a point that is expanded in the next section.

b) Institutional arrangements
In any project institutional arrangements determine the success or failure of a project. This is especially true when it comes to replicating project results either in terms of influencing other farmers to take up the results (out-scaling) or influencing policy direction (up-scaling). At this juncture in the project out-scaling activities are yet to be developed understandably because the trials are in their first year. For example it is not possible at this stage to develop flyers carrying any specific messages. However from the first batch of trials some preliminary results should be disseminated. By far the easiest way is to hold field days at which all farmers participating and non-participating can interact. Alternatively if field days cannot be held it would be a good idea to hold pre-season planning meetings at which some issues like this are discussed. The partners that were interviewed during the field visit, namely Agritex, DR&SS, and Chiredzi Rural Council, expressed some opinions about their role in the project and how the project was being implemented:

 1) At the district office there was a feeling that Agritex, at least, at the district office was minimally involved. Instead of working through the district there was a tendency to go direct to the field. Consequently the information that was availed to the district was in the preliminary stages of the project. Currently Agritex relied on reports and briefings from the extension workers. This posed a threat to mainstreaming project activities with Agritex activities.  While the Project used EMA as the lead institution it was necessary that the Project work through a district committee, which is the usual procedure with such development activities. The Project activities were said not to be new and had been through SEDAP, a project that was designed to address production challenges in semi-arid areas.

2) At the field level Agritex workers were conversant with the trials and had held informed opinions about the main results of the trials. The short visit precluded inspection of the documents that the extension workers kept about the trial (extension workers were interviewed at Chilonga Primary School where there was a World Disabled Day and were not aware of the visit or did nor prepare for it). The lack of transport was said to have hindered monitoring of the trials. As a consequence there was general but not specific information on the performance of the trials.

3) DR&SS staff at Chiredzi Research Station have been involved in the design of the project and were responsible for the incorporating a moisture conservation component in the trials. They were also involved in setting up the trials. However, their involvement did not proceed any further. For example they were now not involved at all e.g.. in monitoring the trials. They felt that while this was ostensibly an agricultural project it was dominated by EMA. Training in climate change would also be welcome.

4) Chiredzi Rural Council was involved in Campfire projects. For example the Council was going to be involved in training game guards at the Lukuli wilderness. However the Council was less familiar with the designation of Coping with Drought project.  It was suggested that the Project team should take advantage of council meetings to verbally sell the Project to councillors. 

Annexe  3 
CHILONGA IRRIGATION SCHEME: FARMERS ‘REQUEST TO UNDP
Chilonga irrigation scheme

P.O.Box 7049

Chiredzi

20 February 2010

The Director

U.N.D.P

RE: REHABILITATION REQUIREMENTS FOR CHILONGA 

       IRRIGATION SCHEME
Overview

1. The scheme is 20km out of Chiredzi town, Region V

2. Area (a) Under irrigation 150 ha (75%)

               (b) For expansion   50 ha (25%)

3. Water
There is a 1 x 1000m3 earth night storage dam which is only enough for 60ha.

4. Electricity
ZESA Holdings supply electricity to the pumps. However there are serious power cuts due to load shedding
5. Infrastructure
Assets for the scheme in place are as follows:

a) Canals 600mm and 300mm

b) Sheds, offices, toilets and pumphouses

c) Gate valves / key sets

6. Equipment
 The scheme owns the following machinery:

a) 3X BS 2201 FLYGT submersible pumps with 37KW , 380 Volts with 30m

      sub drop cable

b) An old outdated diesel engine beyond repair

c) A sludge pump

d) Canal outlet gate valve (2)

e) Plough,ridger,cultivator, (ox drawn)

       7. Plot holders

a) Total number of plot holders is 310

b) Each farmer owns 0,1ha-1,4ha plot

c) The scheme is managed by a management committee voted in by farmers.

7. Target population
a) Community  - 1500 people

b) Hospital nurses -4 workers

c) ZINWA-water – 1 worker

d) AGRITEX- 8 workers

e) IRRIGATION DEVELOPMENT -3 workers

f) Chilonga secondary school – 400pupils

g) Chilonga primary school -900 pupils

The above people directly and indirectly benefit from the scheme if operating at full capacity.

Main problems
	Problem
	Suggested solution

	1.Water Shortage                                                   


	Construction of a second night storage dam with a capacity of 2500 m3

Purchase of new pumps to supply water to dam 2.
Plaster all the main  canals that leak
Construct feeder canals
Purchase siphons for use  during irrigation

	2. Fence
	Erect a new 2m diamond mesh wire net with a perimeter of 20km

Fence out the dams and pumphouses

Construct a skit for stray animals

	3. Tillage
	1. Buy 2 tractors with a full set of implements and a trailer for transportation of inputs

	4. Inputs
	1. Assist farmers in procurement and transportation of inputs

2. Train farmers how to breed / multiply seeds

	5. Marketing
	1. Identification of markets

2. Food processing

3. Transportation of produce

	6. Electricity
	1. Electrify Agritex houses and offices
2. Purchase a computer for Agritex and Management Committee

	7. Conservation work
	1. Reclamation of gullies at the pumphouse

	8. Silt removal from tunnel
	1. Purchase of a sludge pump

2. Purchase of a water pump


Conclusions
Once the above problems are rectified, the scheme will operate fully and all beneficiaries, stakeholders will enjoy life. If all the 200ha piece of land is utilized the community, district, province and nation at large will get food.

Your earliest positive consideration and timeous action will alleviate our problems and turn the 200ha into a green valley, a source of life for all mankind including our neighbours Mozambique.

Compiled by:

AGRITEX REP………………Mr Togarepi Funny

IRRIGATION DEPARTMENT REP……..Mr Dick C

ZINWA WORKER…………..Chumiso Timothy

MANAGEMENT COMMITTEE REP…..Muguva Finias MC.

For Tusai Isaac

(CHAIRMAN) 
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� Campfire is  a concept of managing wild life resources, mainly animals, where communities that live adjascent to these animals are given incentives by ensuring that they derive benefits from the resources so that they do not engage in poaching. 





 


� See CWD Project Logframe Comparison in Annex 1 and respective Project Documents for more information on objectives etc.


� For more information on format and content see ‘CWD Projects Annual Lesson Learning Report Template’.


� developed in 2009 by the consultant charged with establishing the regional component
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