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zXecuilive oummary

At Independence, Zimbabwe started to rebuild a war-torn society with a bankrupt
- treasury. Yet during the first decade of independence GOZ, in partnership with donors that
~included USAID, made remarkable strides in agriculture, health, and education.
- Zimbabwe's commitment to increasing the productivity of the commercial sector, and
- promoting widespread distribution of benefits, the role of agriculture has been especially
~ important, particularly given its major role in providing food security, employment, and local

- and foreign exchange earnings. i
Within this context of economic and agricultural opportunities and constraints, GOZ =
~and USAID developed the ZASA program. It was to promote continuing growth of the
‘whole agricultural sector through both continued support to the commercial subsector and
expansion and extension 2f the services needed to allow the communal sector to
participate equitably in this growth. ZASA consisted of a commodity import program that
generated local currency to be invested in smallholder development. :

| Commodity import Program
Concept

Chronically short of foreign exchange, commercial farmers and public agencies were |
able to use plentiful local currency to obtain the forergn currency through ZASA that they
needed for imported goods that were required to increase their productivity and export -

= earnings. Local counterpart funds generated by these transactions were invested directly

~in activities aiding increases in smaliholder productivity and incomes. Public sector CIP

investments further strengthened the communal and commercial sectors; helped marketing

~ boards, coops, and parastatais to expand services into communal areas that had once
 been available only to commercial farmers. |

~ Procedures

Though different in- nature from standard CIPs because of rts agrlcultural and small
~ farmer focus, the ZASA program used relatively standard and well-established CIP
~ procedures to meet project objectives. These procedures were improved during the life of
~ the ZASA project, particularly by substrtutmg Direct Letters of Commitment for cumbersome
~ Bank Letters of Credit. ,

Porformance

' Out of total authorizations of US$62 million, the ZASA program received US$55
~ million from 1983 to 1990. Of this, US$43 million was allocated to the CIP, the first US$40
million has generated Z$62 million in local currency. The balance of funding was spent for
technical assistance, overseas training, and equipment imports by public agencies.

ZASA's focus was appropriately on stimulating agriculture, which received at ieast
80% of all ZASA CIP funding. ZASA's also focussed on the private sector, which received
87% of CIP funding, or approximately US$37 million. Agnculturally-onemed public sector
agencies received the balance of approxrmately US$6 miilion.

Efficiency

While improvements in procedures made in 1989 increased program efficiency,
some importers still find procedures cumbersome. Further refinement is appropriate,
~including increased use of the local banking system, simplifying the application process,
and adjusting the exchange rate to reflect the real value of money and/cr making CIP funds
- available through a currency auction.

' Effectiveness

| The ZASA program has had an impact greater than the levels of funding provudad |

~ might suggest, providing a generally higher return than other sectors. This is directly due to

~ ZASA investments that helped increase productivity, lower costs, modernize outdated
equipment, and put broken-down equipment back into the fields, thus expanding

- production and increasing export earnings. ‘

a. 6



~ Overall, each US doilar invested in agriculture generaliy returns between US$4 and
US$5 in foreign exchange earnings. For some subsectors, like coffee, the return is as
_high as US$12

Local Currency Program )
Concept

The ZASA local currency program channeled CIP-generated funds into investments
for promotmg production in communal areas leading to more marketed goods and thus
higher incomes among smallholders. These investments were specmcally targeted at
overcoming seven major constraints including: ;

« Agricultural research * Agricultural extension . Agncultural credit

» Marketing & input supply * Land and and water use Human resource devt.
, * Policy planning ~

Procedures

The allocation of ZASA local currency funds was overseen by an mter-mlmsterral
working group within the Ministry of Finance, Economic Planning and Development that
includes donor representation. This committee receives applications from ministries and
public sector agencies for projects through the normal government PSIP channels,

~ evaluates them, and makes allocations consistent with program objectives. The shift of

responsibility from the planning to the foreign assistance sections of MFEPD meant that
~ important opportunmes for pohcy dialogue clearly envrsroned by ZASA desrgners have
- been missed. ,

s Performance

From 1983 through 1990 Z$68 million in local currency funds, plus US$12 million in
~ technical assistance and commodity import funds for public agencies, was allocated. This
funding went to a total of 84 sub-projects from 17 different ministries, agencies, and

~ parastatals, plus one NGO. Allocations have averaged ~Z’.$1 mrlhon per prOject and Z$4.8

- million per agency since 1983.

A Of the funds, Z$21 miliion (34%) supported marketing and input supply pro;ects
Z$18 million (29%) went to education and training.; land and water use received almost
- Z$11 million (18%); extension activities absorbed Z$6 6 million (11%). Lesser amounts

went to agricuitural research (Z$3.6 million) and credit (Z$2 million), while token amounts "

‘went to policy planning, monitoring, and evaluation. Of the US$ 12 million allocated for |

technical assistance, overseas training, and hard currency equipment purchases for public

~ sector operations, the largest amount, US$ 6 million (50%), went for higher education and
short-term training abroad; US$ 2.6 million (22%) was allocated to support extensron |
- efforts; and US$ 1.6 million (13%) suppor:ad rasearch

Efﬂciency

, The ZASA program has been an efficient, flexible, and responswe machamsm that
has allowed a large number of small projects to be funded with relatively few bureaucratic
problems. Monitoring, evaluation, and reporting, however, has been problematic and
important data have been either unavailable, out of date, or chfﬂcult to obtain. ‘ \

Effectiveness

The ZASA program has directly contributed to GOZ's commitment to growth with

equity,” having an impact beyond the dollars that have been invested. While constituting
only a small part of the GOZ budget, ZASA has provided a higher marginal return than
many other larger projects, helping make GOZ's larger investments more productive.
These resources have:

. Increased smaliholder agricultural production, productivity, and on-farm income through
better access for the smallholder to improved agricultural research, technology,
extension, marketing, inputs, and credit services.
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Stimulated productivity and production growth in the private comme.cial agricultural and
equipment supply sectors, resulting in an increase in exports that has srgnmcantly,

muitiplied the nation’s scarce foreign exchange reserves beyond the hard currency !
provided by the project.

Expanded agricultural education by dcubhng university enmuments strengthened the[;

- Faculty of Agriculture, enabled coliege education of female agr-culturahsts for the first

time

. Provided mid-career and post-graduate short term training and study tours that have j :

improved productivity and morale in educational lnstrtutlons, government and‘

‘ parastatals

Created an effective sub-project review process built around an mter-mrmstenal i
Working Group that has given beneficiary ministries a vorce in resource allocatlons and -

-expedited decisions. ~ e
. Moved projects forward that had been deiayed because they were consxdered too small -

or too risky

Funded unconventional or innovative problemwsoivmg, such as the creative use of Iocalf‘
currency to arrange a barter for improved coitee equlpment from a third country ; : i

. ‘Provided missing resources needed to complete projects hurt by external facters |
,mmnmnzed the waste associated with uncompleted programs =~ |

_Enabled timely response to emergensies with provision of funds, equ:pment supphes .

and/or outside expertise, such as locust control and veterinary toxrcology

The ZASA program has not been without flaws, however, including:

.

8

Limited composition and mandate for the Working Grcup leadmg to mtssed :‘i

opportunities to promote policy dnalogue on issues that threaten progress aiready mada i

Weak reporting, monitoring, and evaluation of ZASA activities

- No specific objectives for assisting the female farmers who are vital to the. smallholﬁar
. sector , , el

 Lessons Learned

~ The ZASA model is a pawerfu! tool for agncultural deveiopment in Zrmbabwe and ful!,%
advantage should be taken of it. Specifically: |

Future programs should build constructively 'upon the CIP model, its lacam currency i
program, and its potential for backing up policy debate with fundable pro;ects

Programs must be adequate funded to engage the attention of senior policy makars and .

thus to have impact and policy relevance. Had the ZASA program had access to

consistent funding on the order of US$10 million, as provided dunng the early years, its :
impact would have been multiplied significantiy. |

Participation is essential of policy makers who can use program ﬂexrbrhty to wresﬂe wrth' o
complex policy issues through’ pilot implementation of innovative ideas rather than ‘

theoretical debate.



 SECTION A X : i 2
: | ' THE ZASA PROGRAM IN REVIEW

‘Summary of Conclusions

1 Organization of the Report

" This report assesses the ampact of the Zlmbabwe Agricultural Support Assrstance e i
(ZASA) program which has provided both foreign and local currency assnstance to the

agricultural sector since 1983.

The first section provides an overview of the ZASA program, a summary of overall
_project impacts, and conclusions, recommendations, and lesscas learned for future gy

 programs, including both the CIP and local currency components.

~ ~ The second section is a detaiied case study of the largest durectly productwe locaff : L
_currency project investment ty ZASA: the allocation of nearly 2$7 millicn for a modern

 coffee processing and storage facility.! This case analyzes the foreign exchange

‘requirements of the coffee industry, the rationale for funding, the impact and foreign
exchange returns to this investment, and the feaszblllty of expandmg smallholder cotfee e

~ production with future investments.

~ The third section of the report descnbes the general economic and agncu!tural“ e
- conditions in the ccuntry at Independence, how they changed dunng the life of the

| _project, and how ZASA was conceived within that context.

:  The following sections review the program components in detail. The faunh e

- section focuses on the commodity import program used to generate local currency funds

~for the program. It analyzes the differences between the ZASA CIP and other CIPs run
| by USAID and other donors, reviews the impact of the ZASA CIP on the agricultural

- sector and the ecanomy as a whole, and makes racommendatmns for future programs; |
~ based on the lessons of the ZASA CIP. : -

 The final section reviews the local currency side ai the program its operat:on and
the role of the allocations made to address the 7 constraint areas. For each area, the
~ report describes the probiems which ZASA-funded projects attempted to address, and
- anaiyzes the performance and impact of these projects on both the :mplementing G
_institutions and on the target groups. A special chapter reviews ZASA's impact on the =~
role cf women. The section concludes with analysis of ZASA's part in GOZ's policyand
planning process, including the function of the Working Group, which is the principal
 feature that differentiates ZASA from other projects funded by USAID and other donors.

The annexes include short papers on the impact of ZASA funding on individual

‘mstﬂuimns, on recurrent budget implications of funding, on the role of the Working o
 Group, and data on funding by ministry and agency; they also inciude the scopes of
- work for this evaluation, the evaluation methodology, a list of nmviduals and ms’titutions« e :

: ‘contacted and a b;bkography of published sources.

1 gmuommmezsamMmemamusssmmwmmm University of
- Zimbabwe ,



2. Summary of COnclusions

- The ZASA program has met its overall program objectwe of supportmg GOZ“
efforts to improve the eccnomic status of the smauholder contributing to the

~ implementation of GOZ's commitment to "growth with equity.” While constituting a

. k‘ , reserves beyond the hard currency prowded by the project.

relatively small part of the GOZ's total public sector investment program in agriculture,
- ZASA has provided important budgetary resources at critical times; these resources
have helped increase smaliholder agricultural production, productivity and on-farm
~income, through better access for the smaliholder to improved agncultural research ‘

' techﬂ,o!ogy. extensron marketmg, inputs, and credit servrces r G

At the same tme by providing cntlcally needed forelgn currency through a CIP- -

like program, ZASA has helped stimulate productivity and production growth in the
~ private cornmercial agricultural and equipment supply sectors. This has resulted in an
 increase in exports that has significantly multiplied the nation's scarce forelgn exchangeg |

Furthermore, the pro;eot has contributed srgmhcanﬂy to the expansron off;;}
agricultural education at the university, college, and field level, strengthening the Faculty

 of Agricuiture of the University of Zimbabwe and the facilities at the country's two

agricultural colleges. In addition, now there are important new programs for female
. agriculturalists as well as mid-career, post-graduate trammg, and short courses for .
professnonal staff and ’ armers, : : i

. The ZASA program has not been without flaws, although none of them has |
senousiy jeopardized the program's overall mission. The creation of an innovative and
effective sub-project review process built around an inter-ministerial ZASA Working
Group has given beneficiary ministries a voice in ZASA resource allocations and
significantly expedited these decisions. Yet the Workmg Croup's composition and
mandate have been limited. it has thus missed important ‘opportunities to promote
needed policy dialogue. Now, emerging problems and policy issues which have not
been dealt with threaten the gains made in the post-independence decads. This

o problem was exacerbated by woak repomng, momtonng. and evaluation of ZASA”&“

activiies. g ‘ e

With Zimbabwe now facmg mountmg structural, 1ore|gn exchange and budgetary I%fv
constraints, exacerbated by regional and global pressures on the local economy, a
program like ZASA is needed more than ever. At the same time, a new climate of\
national dialogue is opening up opportunities for economic and trade hberallzatlon
| elemenis that would enhance the retums from a program similar to ZASA. ‘ =

«Commodity import Progrem
Concept |

Though contemplated prmc:pally as a mechanlsm for generatmg the Iocal”
currency required for small farmer development, the ZASA CIP, in effect, enabled each
'USAID doliar to work twice, once by providing needed foreign exchange to commercial



farmers and pubhc sector mstntutrons, and a second tlme for user-determmed Iocal l;}f, :
~, currency projects. , .

Chromcally shdrt of forexgn exchange r’“mmermal farmers and pubhc agencres
s were able to use plentiful local currency to obtain the foreign currency needed for
e ;mported goods that they needed to increase their productwrty and export earnmgs

| * Local counterpart funds generated by these transactions were mvested dlrectly n
 activities ardmg increases in smallholder productwnty andi‘*mcomes**

- » Public sector CIP investments further strengthened the "ce mmu
- sectors; helped marketing boards, coops, and parastatals to exp
L ‘;;communal areas that had once been avanlable only to commercua

_ ; Proce('ures ‘

"i] jreduced apphcataon amounts to Ievels tnat made;:fr ‘ l’ev"
““",V’j'lmpossblez L e

Aﬁer 1959 under CIP 607«A Hfiract lottars of

e latters of commitment were used and

- minimum funding amount was ralsed to US$50 000. Furthermore, MIC was

~ required to accept or reject apolications, rather than negotiate lower amo

~ Procedures were simpler and clearer, applications fewer and less costly

~ manage. By December 1990 all but US$90,00C of available funds had be

~allocated a'td unless further funds are added the ZASA‘*CIP ns basuct
e rcompleted i | |

;;j:Performence

Out of total authonzatmns of USS62 mnlhon the ZASA program rece:ved US$55~
e ;"mﬂhon from 1983 to 1990. Of this, US$43 million was allocated to the CIP, gengrat
~ Z%62 million in local currency The balance of funding was spent for teche

o _iyyiass:stance, ovemeas traamng, and equrpment rmpons by publlc agenctes o

o ZASA’s foous was on st:mulatmg agnculture whlch recewed at Ieest 80% of ||f: L
& ;-ZASA CIP funding.3 This is appropriate given the major role that agriculture plays inthe
~ local economy and the foreign exchange earnings the sector generates. Overall,

~agriculture not only feeds the nation and 70% of the populat:on depends on agncultur )
e for zts subststence, but :t also aooounts for about 40% of the nauon s export earmngs ‘

: 2 Afannercamotbuyhalatraotorforexample e ' ' e : A
3 ArelatNetysmallamomtdCIPlundingwemmnon-aariwnuralusesineanyyearsandtorrumngand
- transport in 1988 only.




ZASA's parallet focus was on tl-e private sector whtch recenfed 87% of CIP t

~ funding, or approximately US$37 million. Public sector agencies, which used their

 ZASA funds entirely for agricuiture, recewed the balance of approxrmately US$e mulhon o

Efﬂciency

Overall it seems unhke!y that anv ‘other type of assustance erogram could havef . “
| dnsbursed the amount of fund., in as short a penod of tsme as was achueved by the ZASA: i

. CIP program.

‘Whitle mprovements in procedures fasde in 1989 further mcreased program:;
_efficiency, some importers still find procedures cumbersome Additional refinement is
‘appropriate if future CIP-lika prcgrams are consscered in Zlmbabwe Spec:flcally, GOZ i

g and USAID should study the. feasibility of:
Stmphfymg the apphcatton and 'cank tetter of cr”*st processes

An important constraint on program ffic ancy has been the amfcrally hrgh idiie |

- 'ptaced on local currency. Each CIP dollar yaelded much less local currency than the
- reai value of foreign exchang: to the economy, encouragmq cap:tai-mtensuve rather

- than 1abor-mtenswe investments. Accordmgly

Ad;ustment in the exchange rate is neressarv m any future CIP program A moreff_;, f
~ realistic exchange rate would generate more local currency funds for smallholder

| ' development projects and reduce the risks. of abuse m admmtstratwe allocatron of‘
o foretgn exchange : , | Cy iR ‘

. ' ,m the . “sence of such changes GOZ and the donor 'nay want to look at the‘;

teasibility of making CIP funds available through a currency auct'on in whlch ah .

e ,k:‘»elgglbie parttes couid partrcapate
| d;Ettectlveness

~ The ZASA prograrn has ;’faa‘ an smpact greater than the |evels of tundmg provnd

'mtght suggest, providing a generally higher return than might accrue from mvestments"‘? i

in othar sectors. This was directly dus to ZASA investments that helped increase

'Hrproductwaty lower costs, modernize outdated equipmert, and put broken-down
equipment back into the fields, thus expandmg product:on and mc easmg expcrts whtch e

‘earn more hard currency

. Overatl each US dollar anvested in agncultu -] generally returned hetween US$4:: o
~ and US$5 in foreign exchange earnings. Private sector agriculture returns on

foreign exchange investirents were on average almost 51 .md tcr somer

~ sudsectors, the ratio was as high as 12: 1

- The decision to fund public sector agencies, as weli as the private 's-actor‘, was wise.

Al public sector CIP funds went to agriculture and nearly all complementea the
 local currency program goal of enhancing service and support to smail farmers.



The |mpaet of (‘IP mvesrments on employment was positive because of productron "

~increasws, aithough lass so than if the exchange rate had reflected real currency
~values. ZAZSA CIP investments aiso helped the nation increase communal cotton; B

o product*on dramanca]iy and become self-suffrcrent in wheat

Local Currancy Program

vencept

o The mam thrust of the ZASA Iocad r‘urrency program was to channel funds‘
~~ generated by the CIP compcrent into invesiments for promoting production in
~ communai zieas leading to more marketed goods and thus higher incomes among
.~ smallholders. These investments ‘were spacifically tarqeted at overcoming seven
major constraints perceived to be :mpedmg government's efforts to promote
- communal area agriculiural devaelopment: agriculturai research, agncultural*ﬁi

S extension;: agrrcuriural credit, marketing and mpug supp!y, Iand and water use g
,:*‘human rasource developmert and pohcy p!annma s Lk

. Procadures

Tha aﬂocatron off Iogal currency funds under tha ZASA ,rogram was ovarseen by
‘an inter-ministeria! working group, chairec by the Ministry of Flnanc.e Economic

- Planning and Development and inciuding donor reprasentatron This commrtteez?,;y;f‘f‘gf;‘?
ncies for pro*ects through the, a

aceived app!rsa,trons from ministries and pubiic secto
 niormal government PSIP4 channals and evaluated them
: ,}.-°, Would help relieve the identified constrainte
-+ Would potent:al!y nmprove the welfare of smaﬁihe!ders,
.+ Ware reasonable in terms of investment ratronale

to whsther they

~ Would contribute to an identified budget shortfali = =
g Would m'pose an unaoceptable recurrent cc;st burﬁen on gcvarnmsnt

o  Consistent with the goal of ZASA 10 contribute oi‘retunement of GOZ agﬂcuitural*ff o
o ”pollcv through ongoing dialogue, the ZASA Working Group included senior policy
- maxers and planners during the initial years when fUNde levels were at least 7310

- milkor: per ysar. Over time problems devalcped. -

ecause chairmanship of the

 committee was given to the Ministry's foreign aid branch, policy dialogua was limited -

~ from the start. The failure to- establish a secrstariat has impeded iollowing-up with o
in a timely manner. Generally,

~ministries on raquested reports which were not provid

 whiie information did fiow through tha system and reports were made to AID as required,

_there ware probleme with GOZ in moving funds from the Treasury to specific projects in

~addition, as annual funding lavels diopped from US$10 milliors to US$5 miliion or less,

o membarship shifted gradually from policy makers to operational staft. Furthermore, e

membership was heavily dominated by the Mrmatry of Finance with madequazeﬁji
 representation from implementing ministries, agencies, and departments; inany

 ministries and agencies only attended ZASA meetings when they had project funding o
. requests " preseni. Finally, existing lega! structures and procedures did not provide a

I means for including chrect represantatlon from farmers organrzatmns, NGOs, the pnvate‘
| _‘ffgsector, or women.. S : _ s

4 Publnc sector mvestmem program for which established applicatron and appransal pmcedures exrst

Pacre [



Performance

From 1983 through 1990 Z$62 million in ZASA iocal currency funds, plus usS$12
million in technical assistance and commodity import funds for public agencies, was
“allocated. This funding went to a total of 84 sub-projects sponsored by 18 different
agencies from the ministries and individual agencies responsible for finance,
agriculture, resettlement, cooperatives, education, environment, water resources,
education, forestry, and facilitated the production and marketing of grain, cotton, coffes, |
livestock, and dairy products. Allocations averaged Z$1 million per pro;ect and Z$4 8
mlmon per agency since 1983.5 . o

; Of local currency funds, Z$21 million (34%) supported marketmg and mput supply
projects, while Z$18 million (29%) went to education and training efforts. Land and
- water use received almost Z$11 million {18%) and extension activities absorbed Z$6.6
“million (11%). Lesser amounts went to agricultural research (2$3.6 million) and credtt~;
(Z$2 million), while token amounts went to policy planning, monitoring, and evaluation.
Of the US$ 12 million allocated for technical assistance, overseas training, and hard
currency equipment purchases for public sector operations, the largest amount, US$ 6

~ millinn (50%), went for higher education and short-term training abroad, while US$ 2.6
- million (22%) was allocated to support extension efforts with imported communications

equipment. US$ 1.6 million (13%) supported research efforts Iargely through provnsrony
of technical assustance ‘ -

Source: USAID, MFEPD "November 1990

; Tablo A.1 ‘ _
Summary of ZASA Local Curroncy
|and UE3 Allocations & Expondlturn &
|by COnstralnt Area
‘ ‘Constramt ~ ; D R mm S
' Agncultural Research e 3,652,393 6% | 1. 762 474 1 14%
- |Agricultural Extensron ; 6,611,186 | 11% 2 650,694 | 22%
- |Agricuttural Credit - 1 2,044,000 | 3% 13,500 | 0.1%
Marketing and Input Supply 120,937,600 34% 645,668 5% |
- |Land & Water Use 10,681,932 |  17% 968,071 8%
- |Human Resources, Training for Agri: 18,173,873 | 29% | 5,954,244 | 49%
Policy Plannmg : 32,000 | 0.05% 194 7501 1 16%
|TOTAL 62, 146 534 | 100% 12 129 401 | 100%

 Efficiency

The ZASA program has proved to be an effrclent flexible, and responswa_
mechanism that has allowed a fairly large number of small projects to be funded with
relatively few bureaucratic problems. It has promoted quick decisions, helped facilitate
innovative and policy relevant projects, made up for GOZ budgetary shortfall, and
'ad :Iressed emergencies with relatively few admmlstratrve shortcomings. Funhermore,

5  Atotal of US$43 million in CIP funds generated 2$62 million over LOP when caloulatedat‘the exchange
rates prevailing at the time allocations were actually made. The figure given here represents the value of
local plus US$ allocations valued at the exchange rate prevailing in December 1990.



the donor appears to have received all required accounts and financial reports in a
tlmely manner.

The same cannot be said, however, about the internal GOZ organizational and
administrative environment within which the project has operated. On the one hand it is
quite understandable that during the first decade of independence, facing a critical
shortage of skilled and experienced managers, the GOZ system should move cautiously -
and deliberately. Administrative and reporting delays would have been legitimately
expected. Yet, even in the face of major constraints, the GOZ is credited by many
- observers with having arguably one of the most efficient administration systems in
Africa. It is therefore surprising that the internal ZASA project iaporting and monitoring
process was not more efficient than it has been. Monitoring, evaluation, ard reportingto
the ZASA Working Group on the implementation and impact of individual sub-projects
were infrequent and important data were either unavailable, out of date, or very ditficult
to obtain. As the following table indicates, approximately one-third of all reports
requested by the ZASA Working Group were not received. Similarly, in conducting this
evaluation a similar proportion of reports to be submitted to the evaluation team were

 not forthcoming, even several months after field work was completed.

- Table A. 2
Summary of Reports Submitted
to ZASA and to Evaluation Team

|by_Ministries/Dapts./Agencies

— p——

E
.F
:

Evaluation | Percent/Total |
Min. of Finance, EPD 4 1 - 25%
MLAgric. RRMinistry 1 1 4 1 40%
AGRITEX 4 0 1 0 o
Vet. Service 3 2 2 1 60%
D. Research SS 2 1 2 1 50%
Agric.. Colleges 2 , 1 50%
Agric. Devt. Auth. | 1 0 | 0 0
1Univ. of Zimbabwe 1 1 100%
' Mktg Bds. Grain Mkig.Bd. 10 10 1 1 100%
Cotton MB/ICCGAZ 3 1 1 1 50%
. Dairy Mktg.Bd. 2 2 100%
Ag. Finance Corp. f 2 2 1 | 1 100%
MCCD Coops 1 1 100%
, Women's Affairs 1 0 0
Mm of Industry & Commerce 3 1 33%
Commercial Farmers Unon 3 1 3%
Coffee Growers Assn. 3 4 133%
National Farmers Assn. of Zim. 1 1 100%
Zmh, Natl Fammers’ Union 1 1 10Pe
TOTAL 25 16 31 19 ; 82%

Source: MLARR; Quarterly Report on Official Development Assistance & NGO Ft Funded Rural Settiement
Projects, 10.25/87; USAID records; Evaluation Team files.

GOZ procedures provide for the prefunding of projects. The Treasury reflects
payment for projects as finally paid only when the funds are actually drawn down
against the exchequer. While flow of funds between donor and GOZ, as well as
“reporting by GOZ to the donor, may occur in a timely fashion, internal GOZ accounting
and and flow of funds are often delayed. The following table, summarizing the recorded
expenditure of allocated ZASA funds, suggests the nature of the problem. It indicates



that only half of the ZASA funds were recorded by MFEPD as expended as of June 30,
1990, as reflected on the drawdown against the Treasury. This does not imply that half
of the ZASA projects have not been implemented; indeed, some have been completed
by drawing on credits through the prefunding process although they still show little or no
expenditure. This discrepancy indicates the magnitude of the reporting and monitoring
problems which ZASA project have faced. It also suggests the accounting delays that
agencies and departments encounter in reporting expenditure and in being reimbursed
~ by the GOZ Treasury under ZASA funding procedures.

Table. A.3

Summary of ZASA Local Currency
Allocations and Expenditures by
Constraint Area

Constraint Allocation Expenditure Expend.as |
Agricultural Research 3,652,393 1,597,879 44%
Agricultural Extension 6,611,186 1,776,933 27%

| Agricultural Credit 2,044,000 2,600,000 98%
Marketing and input Supply 20,937,600 14,216,720 68%
Land & Water Use 10,681,932 2,735,628 26%

|Human Resources, Training for Agric] 18,173,873 9,112,176 50%

| Policy Planning - 32,000 0 0
MonkyinoEvahaation 13550 268 1P%6
TOTAL 62,146,534 31,441,960 50%"*

Source: USAID, MFEPD, November 1990 '
** Represents percent of allocated funds that appear as expended on MFEPD records, aithough some :
- projects may have been completed utilizing credits and thus do not yet appear as expended by MFEPD.

Effectiveness

In light of GOZ absorptive capacity, contribution to the smallholder sector, and
return on investment the priorities reflected by these allocations are not inappropriate.
By increasing marketing and input supply facilities, a well-established and efficient
marketing mechanism created for the commercial sector was transformed to serve
smallholder needs, contributing to major increases in communal area marketed
production. Given expanded needs for trained staff, together with a loss of senior
technicians following independence, major investments in education and training were
ailso sound, strengthening the University's facuity of agriculture, technical agricultural
colleges, farmer training programs, and increasing the number and proportion of trained
female master farmers and agricultural graduates. .

Modest investments in land and water use, particularly irrigation, as well as in
agricultural extension and related activities, contributed to the testing of new models for
rangeland management, natural resource conservation, and expansion of area under
irrigation. Of these funds, the Z$7 million invested in irrigation has yet to pay a
significant dividend to communal farmers. Commercial farmers made important use of
- irngation funds, however, contributing significantly to national self-sufficiency in wheat
production. ~

important questions have been raised about the paucity of funds allocated to
research, credit, policy planning, and evaluation. Research and credit, which have
proved of particular importance to communal farmers, including women, are victims of

™. &



GOZ budgetary shortfalls. ZASA investments in both areas have shown returns that
maerit increased expenditure in the future, although credit expansson will require the
development of improved loan recovery mechanisms.

The impact of ZASA local currency funding can be illustrated with several exarﬁples

Small farmer, crop specific, and livestock research hsiped translate years of
sophisticated research for commercial farmers into productive technologies for
communal areas

Communication radios helped improve information flow among field staff in
communal and wildlife areas poorly served by roads, improving the effectiveness

‘and efficiency of overstretched staff, and reducing transportation requirements
- Fishing coops became highly profitable orgamzatlons, substantially increasing

the incomes of their members

Cooperative credit made Z$2 million increased the availability to smallholders of
modaern inputs through cooperative unions |

Grain marketing depots substantially mcreased smaliholder access to markets

~ and inputs, contributing to a dramatic increase in all marketed crups fmm

communal areas

Coffee processing equipment and storage facilities paid for themselves in the first
year, helping promote significant expansion of coffee production, cmpravmg

coffee quality, making possible higher producer prices, and mcreasmg\‘ i

smaliholder involvement and incomes

irmigation development contributed 1o national self-sufficiency in wheat

Programs for improving management of communal livestock, wildiife, and land‘
resources assisted in the development of workable resettlement models

Education investments enablec the University of Zimbabwe to double anmultural
enroliments, agricultural coileges to admit women for the first time, and students
and extension staff to obtain practical on-farm training and experience ~ ~



| Overeu Program Impact
| ', a. on GOZ budget |

: While amounting to less than 5% of the GOZ average anﬂual agncultural budget ?

~ ZASA helped ease budget constraints at a critical time in the nation's deveiopment,

~ when deficits were running at 10-12% of GDP. ZASA specifically helped make up for -

- budgetary shortfall in the face of dropping real wages and budgets, particularly with
regard education and research, both of which have shown high returns to the

“agricultural sector. In doing so ZASA has added resources which had little if any

~inflationary impact; given the relatively hlgh returns to the economy of ZASA funding, the
~program may even have played a modest deﬂattonary role through mcreases m i

- ~ agncultural productivity.

"“'b. Oon GOZ pollciee | | 5 , |
| ZASA at the outset had a major u'npact on GOZ pohcres helpmg bnng about i

“major shift in resources from the commercial to smallholder agricultural sectors, and'

~ supporting GOZ efforts to realign overall policy priorities toward growth with equity.

L retrospect, however, perhaps even more could have been done to help GOZ move fmm 3. L

‘those policies of the early ZASA days on which the donor and GOZ concurred, to the

policy changes needed to meet the changmg clrcumstances and economic climate
'facmg today's decision makers. S -

ZASA's policy impact 1o date, beyond facmtatmg the shift of emphasms to e

smallhoider, has been limited to the testing of innovative resettiement and resource
- management models, such as Model D in communal areas, and the fostering of
- constructive linkages between communal and commercial coffee and cotton producers.

'No provision was made to utilize ZASA to improve understandmg of, or policies to

- improve, the status of women despite that fact that they are ma;or pamcapants mf .
- smallhoider agﬁeulture. .

‘While ZASA, appropﬁately was designed and implemented to support pesmve i

government policies, it was also charged with promoting constructive policy
development and refinement.® In the context of the general economic deterioration of

rrecent years, ZASA has had the opportunity to contribute positively to policy dualogue. e
but has not taken advantage of it. This is not unexpected given the reduction in funding
- leveis which gave policy makers little reason to utilize ZASA's policy role effectively to

‘address such issues as the development of new models for dealing with resource

: managemem problems, the allocation of foreign exchange, industrial prdtectmn
women'’s issues in agriculture, or exchange rate pohcy

- 6 usa, zmmmmmmsmm Pmmmmnma-ozoe).emz 1.7, 15
‘ ﬁ-::g m iy Secior Assistance (ZASA) Program Amendment, (ewr-ean,e/slaea



c. On performance of the agricultural sector

ZASA directly stimulated production, employment, and productivity gains in the
commercial agricultural sector while also helping promote smailhoider production with
local currency development funding that ultimaiely resulted in major growth in the
communal sector. ZASA-funded research helped farmers, large and small, to increase
the productivity of their lands and livestock and reduce disease and pests. New
marketing depots contributed to dramatic increases in marketed crops in communal
areas. lrrigation deveiopment helped the nation become self-sufficient in wheat.
Training, market, and credit support helped communal cotton growers become the
largest producers in Zimbabwe. Distribution of benefits in the communal sector,
however, still has not been adequately addressed.

More specifically, the overall impact of ZASA funding, through both its CIP and
local currency components, can be seen in the coffee industry. Analysis of that sub-
sector reveals that the foreign exchange requirements of the commercial coffee industry
have run about one-third of total production costs; that each CIP dollar invested the
coffee industry can return between $8 and $12 of increased foreign exchange eamings;
that Z$8.7 million (US$3.5 mllhon) in ZASA funding was fully recouped in the first year
alone through the increase in value of coffee produced; that communal areas have
increased production by tenfold since independence, earning approximately $100,000
in additional income that can be directly related to ZASA inputs; that the quality of coffee
- produced has increased significantly, more than doubling among smallhoiders; and that
these increases have been achieved with active extension and technical support from
the commercial farming sector, which also benefitted substantially from the ZASA
investments.

; Furthermore, future CIP investments in support of improved,technologies'can |
‘have an important impact on production, smaliholder incomss, and national accounts.
For example, the coffee data show that mported drip irrigation tachnology for coftee
producers could lead to at least a 15% increase in foreign exchange earnings, and the
creation of 1000-2000 new jobs, and that generated local currency, if earmarked for the
irrigation of communal areas, could result in an increase in communal area coffee
earnings of approaching between 2 and 6 times current leveis. While such impact
- cannot necessarily be replicated in all other agricuitural sectors, due particularly to the
significant foreign exchange requirements of the coffee industry, it is indicative of the
overall impact of the impact of any potential future ZASA-type investments.

d. On productivity of smalihoider farmers
ZASA funded small farmer, crop specific, and livestock research helped translate

years of sophisticated research for commercial farmers into productive technologies for
communal areas that helped increase production dramatically in communal areas.

- Some of these gains were clearly due to increased areas under cultivation, increased

yields resulting from the adoption of modern inputs and better technologies. While
ZASA played a part in each of these, its contribution was one of many provided by GOZ
and other donors. This having been said, it is clear that ZASA-funded grain marketing

depots, seasonal credit, and small farmer research substantially increased smaliholder



access 1o markets, inputs, and new technologies, contributing to a dramatic increase in
all marketed crops from communal areas. For example: ‘

» Cotton training programs and marketing depots contributed to a thrse-fold
increase in smallholder production between 1982 and 1988, enabling communal
farmers to overtake commercial farmers as the nation's major cotton producers in
only four years. e

» Communal area maize production more than doubled between 1980 and 1985,
in part as a result of an expanded network of ZASA-funded marketing depots

e. On weifare of smallholder famiors

While production and productivity in the smallholder sector have risen
dramatically in the past 10 years, real wages, incomes, and nutritional status have to'
- dropped in recent years. ZASA helped ameliorate these trends through the provision of
“marketing, inputs, credit, technical know-how, and irrigation in communal areas. This
has contributed to important increases in communal area production (mentioned above)
of cotton, maize, and a variety of cash crops that together have helped raise smallholder
incomes. The benefits of this growth, however, have been concentrated in higher
rainfall area, and among only a portion of the households in those areas, leaving out
many communal area farmers in Natural Regions 3, 4, and 5. While gains have been
made, they are threatened by macro-economic changes both inside and outside
Zimbabwe. If ZASA made a difference within a climate of control, rather than
liberalization, then the impact of similar commodity import programs in a more open
~economic setting could have a significant multiplier, resuiting in greater gains than ever
 from future investments. o | | e

Waelfare of smalihoiders, however, must be a major concem in the future, particu‘larly\ 4

~ considering government plans to liberalize trade and exchange rates. While these

actions are essential for a heaithy economy, they will initially have a detrimental effect
on substance wage earners and small farmers, including the large number of female-
headed househoids, due to their inflationary impact. Therefore, labor intensive
investments during the first years of a structural adjustment program will be needed to
help alieviate the negative impacts on employment and real incomes that would come
initially from liberalization. It will thus be essential for GOZ to have programs in place,
such as ZASA, which channel benefits from policy changes into programs directly
benefitting the rural poor. | | |

f. On women

~ While women are the backbone of the rurai agricultural sector and indirectly
benefit from all investments to relieve the constraints which ZASA sought to address,
they receive proportionately less benefit from such investments than men. Marketing,
credit, inputs, and extension are still more accessible to men than women. ZASA has
paved the way, however, for educating and training women agriculturalists, providing
the resources which enabled women to attend Zimbabwe's agricultural colleges for the
first time. ARhough, inconceivably, women were not included in the original ZASA
project objectives as specific beneficiaries, it is essential that they be targeted directly in
any future programs. ‘

Dané 4 N



g On private sector growth in agriculture

, ~ The private commercial agricultural sector was the first to receive direct benefit
from the ZASA program through the commodity import program. Access to equipment,

including tractors, combines, critically needed spare parts, and other inputs from abroad

had a direct and positive impact on production, productivity, and incomes. Tractors‘
brought new land under cultivation and improved productivity of existing land.

Combines contributed significantly to wheat self-sufficiency. Spare parts brought ;

broken-down equipment back into productive use, easing the problems associated with

~an aging tractor and vehicle pool. US dollars expended were multiplied from 4-12 times
- through increased export eamings. Commercial farmers benefitted directly from many
local currency programs, particularly the expansnon of marketing board depots,

irrigation, and coffee processing equipment. Commercial farmers and their

organizations have devoted part of their increased incomes and human and financial
~ resources to providing research, technical, logistical, trammg, and other types of‘ !
_assistance to neughbonng communal farmers. : |

h. On GOZ capacﬂy to plan and lmploant future |
i ,soctonl programs of a slmllar naturo

Smce lndependence GOZ eapac:ty to plan and implement sectoral programs, -

~ particularly in support of the smallholder sector, has improved markedly. ZASA has
~ played an important role in that growth process by providing useful experience to

relatively unseasoned professional staff. The ZASA model left responsibility with

Government yet provided for inter-ministerial and donor/government dialogue to

- enhance the decision-making process and to enable the testing of innovative solu'aons -

T to difficult problems.

Both me ZASA-type C|P mechanism and its pohcy dlalogue component wem; o

- underutilized, however. In the future government could improve development
performance by soliciting larger sums of CiP funding from donors for agricultural
~investment. it could aiso further strengthen this development tool by broadening the
membership of the Working Group, improving monitoring and reporting systems, and
obtaining access to experts inside or outside government to provide advice on spec:ﬁc‘ .
- projeds and to evaluate proposals made by various ministries. e

m_mmgumtheZASApmgram hashadamm beyondthedollarsthat have‘
been invested. While constituting only a small part of the GOZ budget, ZASA has

provided a higher marginal retum than many other larger projects. It did this because o

~ the flexibility, efficiency, and capacity for timely response that characterized ZASA
- helped make its larger investments, to which ZASA contribute some part, significantly

 more productive. Thus ZASA helped bring up the average retum for ail agricuftural

development programs. More specifically, ZASA

~ + Helped move projects forward that had boen on the drawmc boards for a long time,
~but had not been funded because they were considered too small or too risky "
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« Funded unconventional or innovative problem-soiving, such as the creative use of
local currency to arrange a barter for improved coffee equipment from a third country

» Provided the missing resources needed to complete projects hurt by inflation, cost

overruns, or other unforeseen problems that left key tasks undone, tasks which
~would have been difficult to fund through conventional channels; ZASA mm:mazed |

the waste associated with uncompletad programs

+ Improved the morale and productivity of professional staff by fundmg short courses
and study tours

* Enabled timely response to emergencies with prows:on of funds, eqmpment o
supplies, and/or outside expertise, such as locust control and veterinary toxzcology .

Lessons Learned

‘ Looking to the futura, in desrgnmg programs modeled on ZASA planners and .
- policy makers must not be constrained in their thinking by either previous experierice or
~conventional wisdom. The ZASA model is a powerful tool for agricultural development
in Zimbabwe and full advantage should be taken of it; future programs can
constructively build upon the CIP model, its local currency program, and its potential for
backing up policy debate with fundable projects. They must be adequate funded and
benefit from the participation of policy makers who can use program flexibility to adaptto
changing circumstances and wrestle with complex policy issues through a learning
ge;rtcess built on the pﬂot implementation of innovative ideas rather than theuretlcal
ate

In view of ZASA's consnderable eontn“autions to the communal and commarmal
agricultural sectors, of new pressures on the Zimbabwe economy, and of a new
openness on the part of GOZ to engage in policy dialogue around economic and trade
liberalization, programs like ZASA may be even more relsvant to today s ctroumstanc:es‘ .
than ever before. e

Although ZASA's day is over, should USAID or othar donors consader takmg o
advantage of this powerful tool, the following lessons stand out:

» Provide new and/or expanded programs for ZASA-typo CIP and local currency;
funding for agricultural development targated at the smaliholder L

» Make fundmg available at higher and more consistent levels than provuded under,
ZASA, to meet increased need and improved government absorptive capacity, and
to attract the participation of senior policy makers; $10 million por year seems an
appropriate minimum.

-« Promote active dialogue around agricultural policies that can appropnately be
nmplementad and tested by sub-project funding

r D B ]



Strengthen the mandate and composition of the Working Group = broadening
participation of the key technical ministries, agencies, relevant farmers
organizations, and appropriate agricultural NGOs, and reducing MFEPD
~dominance. Ensure the participation of senior leve! womsn. : ,

Improve reporting, m~nitoring, and evaluation procedures for botn commodity
import and local currency allocations of future programs following the ZASA model

- Locate the pregram within the planning arm of MFEPD

- Resolve distortions associated with an overvalued exchange rate



SECTION B

- Commercial Coffee Production, Smallholders,
and the Impact of ZASA:
The Lmkages between Commodity Imports and Local Currency Support

A CA’SE STUDY
Background and Context

- The coffee industry in Zimbabwe offers a useful case study of the applucat:on of .
~ ZASA funds, illustrating the linkages between both the CIP and local currency programs..
 This is particularly true since both commaercial and smalihoider production are involved,
thus enabling analysis tracing the initial investment of CIP funds in the commercial sector
through to the final impact of the Z$7 million ZASA investment in iocal currency funds
upon production and incomes in the smallholder sector. The case study is also useful
because of the complementary linkages between commercial and smallholder coffee
~ producers that include exchange of information, extension suppor, and the development
~ of irrigation, credit, input supply, and research that draws on the strengths of the
~commercial coffee producer and uses those strengths to foster the growth and
- development of communal area productron | \

Commercial coffes productlon in mebabwe requares substantnal caputal and :
technology Tractors, sprayers, irrigation equ:pment and chemicals are essential to the
industry in Zimbabwe, which is one of the most productive and high quality coffee
producing nations in the world. Coffee growing generates considerable on-farm
~ employment as well as post-harvest processing. CIP funds made available broadly to
- the commercial agricultural sector contributed to alleviating commodity constraints that L

' othenmso would have inhibited expansion of coffee productron and exports b

ln addition, with the joint support of AGRITEX and commerctal farmers an,
emerging smallholder coffee production sector has been deveioping since
Independence. While labor rather than capital intensive, it has benefitted dlrectly from
- both foreign and local currency support. All growers need torergn exchange for
pestsc:des, herbicides, fungicides, and fertmzer ; | e

- Both commercial and communal ootfee productron have been strmulated by Iocaty ‘
currency funds which have been used to build needed coffee storage capacity and to
provide modern computerized coffee selection and processing equipment . These have
helped increass the volume and value of both commercially and communally grown
coffee, increasing mcomes and employment and generating conslderable forergn,
exchange for the country =

This case study will review these mterrelattonshlps systematlcally, begmnmg wnth |

s foreign exchange requirements that can be alleviated by CIP programs, progressing

through the utilization of generated local currency to increase production, and
concluding with the ultimate impact on communal area producers and laborers. Drawing
on production and earings data from the Grain Marketing Board, Coffee Grower‘s' ,
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Assoc:ataon and mdwadual farmers mtervrewed in: both the communal and commercual ﬁf
~sectors, this analysrs wr!t 7 S ; sl ‘

. x‘;lk.j;;Quantlfy the foretgn exchange reQunrements (both for vanable costs and’ caprtal)
~ for Zrmbabwe s coffee productlon that are addressed by ZASA-type ClP programs

i s ,¢2,,‘,Estrmate the forergn exchange returns from each dollar of forergn exchange |
- invested in the coffee sector, comparing earnings from both exrstmg and |mproved
o 1rngat|on systems. requmng forergn exchange s 5

5 3. 'Estsmate specrflc ZASA contnbutrons to the mcreased value of cotfee exports to
my',mcomes andto employment e ey

4 Quantafy the ZASA contnbutlon to rncreasmg the value of coffee produced by
’«)g;_communat sector | L E s r
5. Compare the growth of coffee productlon and quahty in comme

o *’%*""communal areas since independence. mcludmg increases attrrbutab I8 1
}*;support . e

‘ 6 Pro;ect the mcreases m earnmgs from expanded communal area coffee productlon'i}ﬁj
“both through the expansion of area under cultivation and the tmplement, f
‘ |mgat|on programsrm a representatwe communat:area% = s A

7 Estrmate the drrect,,,and.z mdrrect beneﬁts to the oommu‘ sgctorfrom ClPtundng

to the commerctal coffee sector

Gl Through thrs analysus rt rs evrdent that the forelgn exchange requrremen*s of th
kg commercral coffee industry run about one-third of total production costs, that for each |
 dollar invested the coffee industry can return between $8 and $12 of increased fore

~ exchange earnings; that Z$8.7 million (US$3.5 million) in ZASA fundrng’ was ult
recouped in the first year through the increase in value alone of coffee pre
 communal areas have increased productlon by tenfold since Independence
~ approximately $100,000 in additional income directly related to ZASA inputs; that
. of coffee produced has increased significantly, more than doubtmg among smalihol
~ and that these increases have been achieved with active extension and te
~ support from the commercral farmmg sector whrch atso benetltted sucstantlat
' g‘,ZASAmvestment Howmee s ) Soeiati e e e

S Furthermore the data show that tuture ClP anvestments rn support ot "mport
irrigation technology could lead to at least a 15% increase in foreign exchange ‘earnings,

_the creation of 1000-2000 new jc:s and that generated local currency, if earmarked for
 the irrigation of communal areas, could resuit in an increase in communal arer. coffee
 earnings of between 2 and 6 times current levels. While these impacts cannot
- necessarily be replicated in all other agricultural sectors, due particularly to the

‘ rsagmﬁcant foretgn exchange requrrements of the coftee mdustry. they are rndrcatlve of ther?

. 7 ugm Data source for this section: Cofee Growers Association, tarm interviews with commercnal and
~communal coffee growers, Eastern Highlands/Honde Valley, Oct.-Dec. 1990. Special thanks to M
~'McNamara for both taking the team through the area and provdmg vahable statrstical data and economrc

. - analysis.




‘overall impact of both the CIP and Iocal currency componerits of the ZASA program and
“the projected retum from any potential future ZASA-typa investments.

1. Foreign Exchange Component of Variable and Capital Costs

- Commercial coffee produﬂtlon is a ‘productive edmer of fore:gn exchange m'
Zimbabwe, generating from Z$40 to Z$60 million per year, or 2% of the nation’s total
export earnings in 1987.8 In addition it is one of the most efficient producers of hard
currency, returning at least $8 of foreign exchange for each $1 invested, double that for
the agricultural sector as a whole. In return it requires critical commodities that depend
on foreign exchange. The foilowing tables summarize the forengn exchange component;
~of both vanable and capital costs ; o

~ Table B.1

- |Coffee Production: Forelgn ”
{Currency Component to Total
Varlablo Costs (Z$) *

5 Capltal Equipment Costs® (in 23) B

‘ | Cosv | ForEx Cost Forexas % '
 |Fuel ' 363 | 124 - 34%
| Pesticides S 150 . 68 S 45%
{Fungicides - - 738 130 o 18%

Herbicides - 87 31 - A%
* |Fertilizer S 904 | 254 . 28%
|PuperyREM _@ | 8 | e
TOTAL:84ha.  [7$191,729] 52561 |  27%#

~ Tabie B.2 o
~ [Coffee Production: Foreign
Currency Component 1o

o ‘ Total Deprec. | Cost/ | Forex Forex
Tractors | 350,000 10 35,000 | 17,500 | 50%
Mistblowers | 27,000 3 9,000 1,350 15%

- Pickup Truck 30,000 10 3,000 | 1,500 50%
Mooke | 5000 10 50 | 260 | s
TOTAL 412,000 JAwg: 9 yrs. |47,500 | 20, 600 43%#

Source: Coffee Growers’ Association
* Based on a representative 84 ha. farm with 12 ha. of new coﬂee.
12 ha. ot flycrop, 48 ha. of high production young coﬂee
and 12 ha. old coffee at end of mtatlon
- # Weighted average

8  Report Zimbabwe, Federal Statisﬂca! Office & Statistical omce of the European Communities,
Woeisbaden and wxumbourq. 1990: 886.



_ [Coftee Prode.sct!on

, - As the data mdlcate the foreign exchange component of fuel, pes? :sdee
fungicides, nerbicides, fertilizer, and pulpery R&M averages 27%. For cagital costs,

including tractors, mistblowers, ‘and vehicles the foreign exchange requiremes:t iz 43% of
costs.  For a representative 84 ha. coffee farm--with 48 na. of high production young o

_coffee plus 12 ha. each of new coffes, flycrop, and old ccffee at the end of rotation--this
. represents a total of Z$73,161 annually, or31% o* an annual 2$23:.,000 farm budget for
- equupment and mputs a e | | _ e

; 2 Forelgn Exchange Returns from Foreign Exchange lnvestments"‘ ‘
‘Comparing Exlsting and Imperted lrrigation Systems . Ty

~ While foreign exc”ange requurements for commercuai coffee prcductren are hr hr"’f

o relatnve to some other agricult:ural commodities, the returns in foreign exchange earmngs»” .
~ are substantial. The following table summarizes the total estimated hard currency

requirements and ‘earnings per hectare per year, and compares earnings for both[;
R ;‘|mported sohd state dnp 'mgatsen ard exustmg p'dd'ﬂ |rngat|on systems Lo

| f"iable B. 3

- |Forelgn 0urroncy Cute fer Irrlgatlon [
~ |Solld State Drip vs. Existing Plddge svstems b
i ;m Zsexcept as noted : US$1 23245)

AT ?;f T Exstng _

f‘ |mg Lapﬁalcesﬂha ‘g: Zs 8000 ¥ e 3 800 “ B
. |ForBwha. | 4300 | 320

ForEx inputiha ek s 5534 | 8360‘ e
~ |Eamings Ratio# . . 1:88 T
- |Eamnings/ha. ‘ uss 50% N USQ 435-, 1

i Source: Coffee Growers Association |
. * Based on gross export revenues of 231 075 000 on 84 ha farm Tables D 182, above
e # Rano ot forengn exchange mputs to foreugn exchange eammgs

Exnstmg Draglme lmgatlon

Most commercual farms use draghne plddle nmgatlon systems WhICh are |
: relatwely low cost , with equipment averaging only Z$800/ha. compared to 2$8000/ha

- for imported solid state systems. An 84 ha. irmigated commercial coffee farm using the
~ existing sysiem currently requires about Z$77,000 (US$30,000) in foreign exchange per

“»‘,yean or Z$900/ha./yr. (US360). From this investment a total of Z$331,000 (US$366,000)
~in hard currency is generated, or over US$4000/ha., representmg a ratio of forelgn L
~ exchange earnmgs to investment of 12:1. | P
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Imported Solid State Drip Irrigation

While imported solid state drip irrigation equipment costs more than dragline
systems, substantial increases in yield per hectare can be realized. Furthermore, the
Coffee Growsrs' Association rioports that complete and guaranteed drip irrigation
systems can be imported into Zimbabwe for less than the foreign exchange costs of the
raw materials for locally producing similar but less efficient irrigation systems. Due to the
capital costs of solid state drip systems the foreign exchange earnings ratio per hectare
drops from 12:1 to 8.6:1. Increased efficiency, however, results in earnings per hectare
that rise 15% to just over US$5000 per year. A faoreign exchange investment of Z$12.8
million (US$S million), for example, would irrigate approximately 2500 ha., resulting in-
an increase in yield of 0.5 tons/ha., or a total of 1280 tons. The value of this increased _
~ production would be Z$5.25 mnlhon per year, providing a pay-back in approximately 2. 5 :
- years. : i

3. ZASA C'ontributlons to the Increased Value ot Coffee 'Expo‘rt's

; The two major coffee projects funded by ZASA local currency funds included Z$2
~million for additional cotfee storage capacity at Chipenge and Z$6.7 million for the
~ purchase and installation of modern coffee milling equipment at Mutare, both serving
- commercial and communal producers in the Eastern Highlands. The milling equipment,
obtained from Brazil through a barter exchange arrangement, replaced aging and
substandard equipment with high-tech computerized color grading equipment. This has
enabled more sophisticated grading of coffee, resulting in an increase in marketable
_high grade coffee and increased crop value. The swap transaction which made this
_possible was innovatively financed through the exchange of maize for equipment,
~ effectively making it possible to purchase sophisticated imported equipment with local
- currency instead of with scarce foreign exchange, which otherwnse mlght have had to be
‘obtained through a CIP-type program.

,Tablo 8;4 , ,
|Coftfee Production: Deilveries from
Farmers--initial Value of 1989/90 Crop

11989/90 Deliveries from farmers (US$1 = Z$ 2.45)

, initial Avg./ton Initial CAvg./ton %
| Grade of Coffee Jom | VaeZS 3 VaueUSS | (LSS lofTotal
High grade 2,079 7,433,000 3.5751 3,047,000 1,459 | 14%
lowgade : 12.&.__38.1.‘&.“.!'1(!0___.;i.(lﬂﬂ1 1280 86%
Sl 14435 | 45587000 | 3158) 18691000 1 1289 | 100%
| TOTAL Initial Value | 14,435 7$48.492, 000 ] 3,3591)S$19,832,000} 1,371 |

Source Coffee Growers' Association



Table B.S

Coffee Production: ZASA Contribution to
increased Production--Value of Coffee
|Exports through improved Grading
1989/90 Exports of Crop (US$1 = Z$ 2.45)

; - Export ‘ Export ] ' %
High grade 8,845 40,258,400 4,552 16,432,000 1,858 | 64%

TOTALExpotvValye | 13700 | Z857.165.850 4,108 | US$23.333.000° 1687 —100%

Increase in higher grades due

Increase from initial Value to
~ Export Value after Regrading Z2$8,976,923 1,327 | US$ 3,501,000 518 | 16%

Source: Coffee Growers' Association

* Export value Z$ 57 million

# Difference between high grades before and after regrading
‘with new color sorting machinery (8845 - 2079 = 6766 tons)

ZASA-funded computerized sorting equipment more than paid for itself during its
first year of operation. Preliminary processing and grading of deliveries from farmers
waere particularly poorly handled by GMB resulting in only 14% of the crop being graded
at the higher levels. Supplements of 2$4100/ton were paid on only 2,079 tons of coffee
for a total initial bonus payment to farmers of 2$2.9 million. After processing and color
sorting with the new ZASA-funded machinery and sale on the world market, an
additional 6766 tons of the highest grades of coffee were able to be selected and soid at
premium prices. This resuited in an increase in value of the coffee crop of 2$8.98 million,
directly attributable to the ZASA-funded machinery. Thus, the increased vaiue of the -
1989/90 crop alone substantially exceeded the Z$ 6.7 million total cost of the installed
new equipment, allowing further bonuses to be paid directly to producers during the first
“year of operation, in spite of both poor initial grading by GMB and a significant drop in
- world coffee prices that would otherwise have seriously hurt producers. Savings in
future years will be lower assuming satisfactory processing, but nonetheless will
continue to be substantial. ‘

4. ZASA Contribution to Incroasod Value of Coffee Exports
by Smallhoiders

While communal sector coffee production has risen from virtually nothing at
Independence to a total of 234 tons in 1989/90, it still represents only 2% of the nation's
production. Valued &t aimost Z$1 million in 1989/90, it provided an average of Z$377 to
each of the 2500 smaillholder producers. As the following table indicates, the total vaiue
of the upgrading paid to smallholders and due directly to the ZASA machinery was
Z$223,000 (US$94, 000), an increase in value of almost Z$1 000/ton, or an average of
Z$90 per family. This is an increase of one-third more than the initial value of the crop.



Table B.G . ,

Cotffee Production: ZASA Contribution
to increased Value of Coffee Exports
1989/90--impact on Communal Sector® .

AKX

[ SOMONIS m
Avgdeﬁvery pncenon 128 3088 | USS 1285
Total initial value of crop 717,946 302,982
Avg. exponpnco aﬂersomngi!. 4,021 1,697
, Valueaddedbyupgradng 2$222996 | USS 94,100
- |Value added per househoid Z3 8920 USS 3764

5. Production and Quality Growth for Commercial
_and Communal Producﬂon

I the year following !ndependﬁnca total coffee produchon stood at under 5&00

tons valued at Z$11 million. Virtually all of this came from commercial farms with

communal area production totalling an almost negligible 9 tons. By the following year,
1982783, commercial production had risen by 40% to aimost 7000 tons while communal
area production had risen fourfoid to 36 tons. Of total production, 64% of the commercial

mmgradedas mghquaitywhihomy 18%ofthatprodueedby smallmmrswas;: ;

u'w 215 g-< .- - BARS | ‘.;.‘.. . Y 1 2.7/ .. 8 RS ;‘,:;}‘j. ,
Commercial () 9,675] 10,5721 11,1421 13,089 11,426] 92‘,97 14201
| % incr. from 81/8¢ g 116%1] 28% 167% 133% 6| 19@%

(t) 9] 3 54 160| 17‘ sa 1
% incs. (cum.) 504% 1674% 088% | 921%|} zqam

% high quality 8%} 71%

—_— g 4 e TN gwnc; IS 7 ANR) K2 af) (NN 140 M) E18T (K] Y H 0] . I“l

Total crop () 9,729} 11.207] 13.157] 11.533] 0.389] 14.435
Pﬂmmton(m, 2.008] 3.214] 4818 ssu 3403 Lemo| 30
Totai crop vaiue m a5 bosme basma 51.7 mia. |72 ]

~Soum¢ Coﬁnmw '
~* Includes smali-scale commercial production

By the end of the decade total production had risen to 14,000 tons, almosttﬂnle
the post-independence figure, withavahopmadmzss?milion.Mumajof rop
in world prices. On commercial farms high quality coffee had racovered from a mid-
decade siump and now stood at just under two-thirds of all production. By comparison
smallhoider coffee production had risen to 234 tons, or 6.5 times 1982/83 levels, while

quality had continued to rise, equalling or exceeding that on commercial farms.
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Commercial farmers interviewed during the evaluation predicted that smallhoider
production would continue to rise in both quantity and quality and over time would begin
to have a significant impact on the overall quality and value of Zimbabwe's coffee
exports, helping to retain the country’s place among the highest quality coffee producers
in the world, and helping guarantee Zimbabwe a secure position at the upper end of the
international market with its high prices. ZASA-funded storage, processing, and sorting
equipment thus helped enable an overall 24% increase in eamings during the 1989/90
season despite a 20% drop in price, and helped protect the country from a worsening
worid price profile.

6. Projected Increase in Eamings from Communal Arsa lrrigation
The most significant deterrent to increasing both the quantity and quality of

~ smallhoider coffee production is the lack of irrigation. Through an intensive extension
program initiated by AGRITEX and ADA and supported by adjoining commercial farmers,

~ the Honde Vailey in the Eastern Highiands has become the most productive smalihoider

~ coffee area in Zimbabwe. There both production and quality have increased
 dramatically during the past decade. Plots, however, are still small and production fails |
- below optimum levels largely because of lack of reliable water supplies, despite two
large rivers which carry enough water throughout the year for extensive irrigation.
Commercial coffee growers working with smallholders under a collaborative extension
program estimate that average yields per hectare could be at least doubled with
irrigation, thoq:alnyofeoﬁaohammdimpmved and the percentage losses of young
plants in new plantations be significantly reduced.

1505
1.05 1.08 2.1 2.1

923% 3.087.000 1,885, 000 6,1 72.28: ‘
Association . ar a4

The smalihoider production from the valley's 220 ha. now in coffee is
approximately 230 tons, or just over 1 ton/ ha., yielding revenues of Z$ 943,000 or about
Z$3771amily/year. With imgation, the same area could yield 460 tons of coffee or just
over 2 tons/ha., or $754/family/year. As new land is prepared for coffee, it is estimated
that the total area producing coffee could reach 720 ha. in the near future. If coffee
operations were ifrigated, coffee revenues to the valley would reach 2$6.2 million, or
2$2500 per family per year, almost seven times current leveils.
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7. Direct and indirect Benefits to the Communal Sector from
Future CIP Funding to the Commercial Sector

Commercial coffee production needs foreign exchange. Increased access to hard
currency can enable installation of imported drip irrigation systems that can increase
both production and foreign exchange earnings by over $8 for each $1 invested, boost
earnings per hectare from Z$4400 to Z$5000. A US$5 miillion CIP fund earmarked for
the cotfee sector would thus yield between Z$43 million and $60 million in hard currency
~ to the national economy. In addition, if the Z$12.8 million in local currency generated by
US$S million CIP foreign currency fund were invested in irrigation in a communal area
such as the Honde Valley, production and local incomes could be increased two- to six-
foid, bringing an additional Z$1 to 5 million into the smallholder economy each year.
Furthermore, the commaercial Coffee Growers' Association has indicated that its members
and staff wouid be ready to provide a low cost program of supplementary extension
support to smallholders as part of a comprehensive communal area coffee irrigation and
development initiative, further strengthening the direct and indirect linkages between the
communal and commercial sectors facilitated by the ZASA program.

Communal areas adjoining commercial farms would also benefit from increased
employment derived from the projected growth in yields on those farms of a half ton per
hectare. The following table indicates how a US$5 million CIP investment, providing
| '1“:;%0:“ imported drip irrigation technology to 2500 acres, would increase yields by

ons:

Table B.9

[Coftes Production:

Annual Employment Benefits to
Communal Areas from increased

{Commercial_Yieids (Drip Irrigation)® |

New area under imported drippers 2500 ha.
increase in yieldyear 0.5 tons/ha.
Total increase in yield/yr. 1280 tons
Value of increased yield/yr. Z$5.25mik.
No. new pickers needed/season 1800
W, 10 New A Z$ 538,000

From the increased yields of 1280 tons, the value added would be approximately
Z$5.25 million. To harvest and process this crop an additional 1800 pickers would be
required during the harvesting season. Their wages, of about Z$538,000, wouid provide
an additional income which would supplement current communal sector coffee earmings
by over 50% (based on 1980 smailholder coffee earnings of 2$960,000). With ZASA
local currency funds invested in the imigation of communal lands, family incomes could
potentially top Z$3000, a figure almost ten times current levels. While such increases, of
course, depend on optimal circumstances, they are indicative of the power of the ZASA
model when applied within a single agricultural sub-sector where foreign exchange
requirements and earnings are both relatively high. Because women are actively
involved in coffee production these investments would also have a positive residual

impact on female participation in agricutural production.
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Conclusions

This case study reveals the power of the ZASA CIP and Local Currency model in
an economy with a shortage of foreign exchange, an important export market, a
productive commercial agricultural sector that uses foreign exchange efficiently, and a
viable smaliholder structure with absorptive capacity for local currency investments. In
Zimbabwe this applies not only to coffee production, but also to cotton, tobacco, and -
livestock. From this analysis it is evident that:

~+  The 2$8.7 million (US$3.5 million) in ZASA funding was fully recouped in the fnrst
year through an increase in the value of coffee produced alone

s For each CIP dollar invested the coffee industry can return between $8 and $12 of
increased foreign exchange earnings since the foreign exchange requirements of the
commercial coffee industry run about one-third of total production costs and wortd L
ceffee prices are high for the quality of coffee that Zimbabwe produces

= While the bulk of coffee production remains on commercial farms, communal areas
have increased production by ten-fold since independence, eaming approximately
Z$223,000 in additional income directly related to ZASA inputs, or Z$90 perf |
~ household per yr. |

» ZASA-furnded equipment has contributed d:rectly to a ssgniﬁcant increase in thw |
quality of coffee marketed by both commercial and communal pmducers with quality
more than doubling among smallhoiders ‘

~ » These increases were achieved with active extension and technical support from the
commercial farming sector, which also benefitted substanﬂany from the ZASA
investments

These impacts, while sngmﬁcam cannot necessarily be replicated in all other‘
agricultural sectors, particularly because of the significant foreign exchange
- requirements of the coffee industry. Nevertheless, they are suggestive of the overall
| ampactofbothmeC.PandMwmmmmmmzmn&mmminﬁw@_
the potential returns achievable from any future ZASA-typa investments. |

Lessons Lesrned

| The data and analysis indicate that, should any future CIP investments be

contemplated by USAID or other donors in support of coffee production, the funding of
imported drip irrigation technology could lead to at least a 15% increase in foreign
exchange eamings, and the creation of 1000-2000 new jobs. Furthermore, the local
cumrency generated, if earmarked for the irrigation of communal areas, could resultin an
increase in communal area coffes eamings of between 2 and 6 times current levels.
- Thus, if any future funding is made available, through ZASA or a similar CIP-like
program, to further deveiop both the commercial and communal coffee sub-sectors,
consideration should be given to:
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The allocation of new CIP funding to enable import of improved drip irrigation
technology

Provision of local currency funding to expand communal area irrigation for coffee,
including appropriate drip technology

Strengthening linkages to increase the flow of information, technology, and
extension support between commercial and communal coffee growers

Utilization of private sector mechanisms to enhance and complement AGH‘iTEX |
and ADA support to smalihoiders , | .

| Enhamemant of the productive role that female farmers can play in smalthaidef:
- coffee production both as family members and as heads of households
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SECTION C
INTRODUCTION TO ZIMBABWE
AND THE ZASA PROGRAM

1. Country Context

At Independence, the new government of Zimbabwe (GOZ) started the
reconstruction and the restructuring of a war-torn society with a bankrupt treasury. Yet
during the first decade of !ndepandence GOZ, in partnership with donors that inciuded
USAID, made remarkable strides in agriculture, health, and education. These
achievements were built on a national foundation of strong manufacturing and
commercial agriculture sectors as well as a combination of the ending of sanctions,
good rainfall, favorable commodity prices for mineral exports (particularly gold and
silver), and substantial increases in real wages. Together, these Eed toa25%i increase
in real GDP between 1979 and 1982.9

This growth was short-lived, however, and, as a consequence of drought,

daprassed mineral prices and giobal recession, real GDP rose by only 1.6% in 1983
and, in the foliowing year, fell by 1.8%. Extemal debt sarvice, which had been 2.6% of

‘export earnings in 1980, rose to 30% in 1983 and to 33% by 1987. Constant foreign
~ exchange shortages and declining domestic demand due to falling real wages ledtoan

average GDP growth rate of 3.3% annually in the period between 1980 and 1988, less
~ than the population growth rate of 3.5% between 1970 and 1989 10 |

With a national commitment to "growth with equity,” the new govemment !

attampzeﬂ to expand existing production and to maintain existing jobs while

redistributing benefits through mandatory increases in the minimum wage and

increased job security. At the same time official expenditure was directed at expanding

- services to inciude the black population largely unserved before Independence. Its goal
was to redress, in part, the land shortage for the rural poor through resettlement, and to

~ promote small farmer production and rural incomes through favorable prices and better

access to ;nputs and product markets in communal areas .

Significant new resources were channeled to the health and education sectors,
with 5-7% of GOZ's annual budget committed to health and about 20% to education.
The resuit of these investments was dramatic improvement in health, literacy, and
nutrition. infant deaths, for example, dropped to 80 per thousand in 1985, down from 86
five years earlier; there were 2.5 times as many children in school as a decade eamar
and literacy climbed 10 74%, up from 69% in 1980.11 v

The nation had not started its developmam from scratch with Independence,
however. in the mid-sixties Zimbabwe, then Southern Rhodesia, was unique among
~ African countries in the level of diversification and development of its agricultural,
commercial and mining mfrastructure. Approximately ona-thlrd to the adult population

9 mmmm,mmwmmmmmmm
Zimbabwe; Harare, Oct. 26, 1990.
10 1bid; and M. Rukuni, “The Development of Zimbabwe's Agriculture: 1890-1990;" Univ. of Zimbabwe,
Dept. cf Ag. Econ. & Extension, September 1990
11 EEC & ODA, Eurostat, Federal Statistics Office, "Report Zimbabwe 1990, Luxemborg
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was employed in the formal sector. The Unilateral Declaration of Independence (UDI) in

1965 and the sanctions which followed initially led to greater diversification of the
agricultural and manufacturing sectors to attain self-sufficiency in those products which
could no longer be obtained from abroad; for example, the number of manufactured
products produced in the country rose from 600 to over 6000. However, this growth was
attained at a high cost; the nation's capital stock was run down in order to prolong the
war; furthermore, real GNP fell by 1% a year on average between 1975 and 1979,
leaving the economy in a shambles by the time the Lancaster House agreement, which
ended tge war and established the rules for post-lndependence development, was

signed. ,

UDI had put in place a system of state controis on the economy in order to ‘
encourage self-sufficiency in the face of sanctions; these included fixed producer and
consumer prices, strict controis on possession and transactions in foreign exchange,
and limitations on exports of certain products. Although sanctions were removed at
- Independence, a number of the same or similar controls were left in place by the new
government in its attempt to maintain the industrial sector and its jobs. To do so, it
allocated vast amounts of scarce foreign currency to high cost firms without, until 1990,
beginning to demand competitiveness as trade barriers were reduced. This has kept -
intact a high-cost and inflation-creating industrial sector and has severely limited the
pol:cy options open to government with respect to other sectors. partlcularly agnoulture

o The combination of a diversiﬁed economy, a strong commercial agrioutturat,
sector, and a national commitment to redistributional measures produced real gains up
until 1982. Thereafter, in the face of a rapidly softening labor market and cash crises in
mhany firms, the policy led to fallmg real wages, making the minimum wage eﬂectwely'
the maximum. i

in the formal sector, minimum wage policy raised real wages untll the recession
of 1983-85. Higher minimum wages and laws attempting to provide job security had the,
~ effect of encouraging employers, particularly in agricuiture where demand for labor is
seasonal, to change from a workforce composed largely of permanent workers to one
increasingly composed of casual labor. This was drawn from the increasingly large pool
of the unemployed, who constituted 30% of the population by 1988, up from 11% in
1982. The minimum wage for agricultural and domestic workers had been, in real
terms, Z$30 in 1980, rose 10 Z$45 in 1982, fell to Z$32 in 1983, and had regamed only
part of these losses by 1988 when it reached Z$37.13

Per capita GDP dropped during the war, rose after Independence and has smceg
stagnated. GDP in 1980 dollars, which had been Z$539 in 1975 and fell during the last
years of the war, reached a post-independence peak of Z$472 in 1982. In 1989 it was
estimated to be Z$471, 13% beiow 1975 leveis, as growth in GDP failed to keep pace
with population growth.14 |

The tension between ideals and real:ty. between boid progra ms and hareh“‘f
economic constraints has led Zimbabwe, as it enters the last decads of the century, to
embark on serious and widespread dialogue about trade and @conomic ltberaltzatton

12 Rukuni, op. cit.
13 EEC, op. cit.
14 EEC, op. cit.
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There is increasing recognition at many levels of government that foreign currency
controls, an overvalued exchange rate and administered prices both at the producer
and consumer level have impeded the economy's ability toc grow. Shortages at official
prices of all types of inputs, from cement to fertilizer, have become widespread, the
resuit of setting prices below a market-clearing level in an unsuccessful attempt to hold
down inflation. ~

Zimbabwe, having emerged from a long and costly war; having brought about a
fundamental reorientation of its society and economy; and having made major advances
in health, education, agricultural production, and exports, enters the 1990s with valuable
experience and renewed commitment to seek answers to its economic and social
problems. , = :

2. The Agricultural Sector

In the context of severe pressures on the national economy, of Zimbabwe's
commitment to increasing the productivity of the commercial sector, and of promoting
widespread distribution of benefits, the role of agriculture has been especially important.
Policies regarding agriculture have paralieled those of the economy as a whole.

Zimbabwae's agricultural sector is one of the most efficient and productive in sub-
Saharan Africa. In most years, Zimbabwe is self-sufficient in fcod production and also
exports substantial amounts of tobacco, cotton, sugar, maize, meat, coffee and tea.
Agricultural products account for between 30% and 50% of export revenues, while

~ consuming only about 10% of imports. The sector is more highly diversified than the

~agricultural sectors of many other sub-Saharan countries, in part because of the need

for self-sufficiency during the years of sanctions. At Independence, agriculture
accounted for 14% of GDP, while 70% of the population depends on agriculture for
subsistence. Over two-thirds of all formal employment and crie-fourth ot total
employment derives from the agricuitural sector. The manufacturing sector, particularly
thﬁ textile sub-sector, is heavily dependent on agriculture for its inputs.'5 (Table C.1,
below) R ‘

Prior to Independence, the focus of government support was on the commercial
agricultural sector. Subsequently, the orientation of research, extension, credit,
marketing, input supply, land and water development, education and training was
broadened substantially to include support for development and production in
communal areas while maintaining basic support to commercial agriculture. Since
Independence, the introduction of minimum wage laws and legislation prohibiting the
fiing of surplus workers, as well as an overvalued exchange rate and therefore low
local costs of equipment, all favored labor displacing mechanization. This was so,
particularly in grain production, and resulted in reduction of the number of permanent
laborers on commercial farms. Thus, many workers faced the insecurity of becoming
contract seasonal laborers. As a result, between 1975 and 1984, formal employment in
the agricultural sector declined from 327,000 to 271,000, a drop of 17%.18

15 Woild Bank, op. cit.
16 Rukuni, op. cit.
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Immediately after Independence all farmers, both commercial and communal,
responded to viable technological packages developed by past research efforts and
favorable prices for maize and cotton by increasing production dramaticaily. Maize
production increased three-fold and cotton six-fold, for example. In view of surpluses,

_particularly in maize, nominal prices gstablished by the government were maintained

~ but prices were allowed to fall in real terms through the impact of inflation and periodic

devaluations. Communal farmers, lacking viable alternatives, remained in these crops,
but, since the mid-1980s, commercial farmers increasingly have focused their attention
on profitable markets for products such as flowers, fruit and vegetables air-freighted t>
Europe. They also have concentrated their efforts on other high-value crops such as
- soybeans, coffee and nuts such as macadamia. These crops were a response to the
need recognized by the 1982 Chavanduka Commission on Agriculture which stressed' i
the need to intensify agnculture rathar than promote extensave resettlement | e

" Table C. 1
Agricuiture in the
Economy

| 1ndica!drs‘ = o Years 1 | 1 | |
| e 100 | 1981 11962 L1063 L 1904 L 1980 11986 | 1087 1968 1 1089
Gross Ag. Product : ‘ S | : P e 8 1 :

1 atFactorCosts ( Z$ milk.) 4511 640} 669 544 578 1038] 1121] 9851] 1309 1408‘
Gross Ag. Product ﬁ e b e t
; as a Percent of Total 114.0% |15.8% [14.4% }10.0% {13.2% [16.7% |15.3% |12.0% 13;9% ‘12 7%‘
Agricultural Employmem ; , : ; I T M B
. (thousands) 327 294 274} 264 271] 276] 2686] 277 275} 25‘9'
Agricultural Employment o P T : : 3 el
- asaPercent of Total - 132.4% ]28.4% [26.2% |25.5% |26.2% |24.4%
‘|Agricultural Exports R | 1 R
; as a Percent of Total 37.4% |47.8% ]48.0% [45.7% |46.4% |51.0% |53.0% [49.4%
Agricuftural imports e , V 1 | R
as aPercentof Total 11.8% |11.0% 17.7% {10.7% [13.8% |13.0% |10.0% |10.2% |
- |Gross Fixed Capital Formation ‘ 1

| Zsmilons CumrentPrices | 53| 91| 116| 96| 90| 74| 142 _
Agricuftural GFCF B e | | .
asaPercentof Total  110.0% |11.0% [11.1%| 7.8%| 7.6%| 6.5% [10.8% L
Short Term Loans S ' ; : j‘
illions Current Prices 1641 180] 224} 304 | 333 371 441} 792

- Sources: Agricultural Marketing Authority, Socio-Economic Review of Agriculiural Industry e
Agricultural Finance Corporation, Annual Reports
Central Statistical Office, Quarterly Digest of Stansms 1988 and 1989

Many of the crops now being developed profitably by commercial farmers are

already being taken up by resettiement and communal farmers, as is the case with
coffee; other specialized crops show excellent potential for labor-intensive production by
‘small farmers acting first as out-growers in joint ventures with commercra% farmers and
then, properly organized, as exporters in their own nght

Commercial farmers are increasingly switching from extensive cattle operatlons
to wildlife farming in conjunction with gun and camera safari companies; potentially,
~such activities, besides being strongly allied with land and resource preservation, are
highly profitable for communal farmers. In the drier areas of natural regions 4 and 5,
such activities may well represent the highest economic use of the land. Furthermore,
they do not require the research, exotic genetic stock and marketmg subsidies which are
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required to make beef production for export financially profitable. Wildlife programs can
~be carried out in communal and resettlement areas just as well as on commercial farms

if proper incentives are established which prowde an equrtable distribution of benefits to
community residents. ;

Despite rapid gains in production in communal areas, it was apparent that only
those areas with higher rainfail benefitted from advances in the commercial agricultural
saector, primarily in maize and cotton. These lands supported less than half the families
~on communai lands in the nation, and within these privileged districts only some 15% of

‘households contributed the bulk of marketed crops. ,

- Producer prices are set by Govermnment in ways that frequently bear little relation
to international prices, thus introducing inefficiencies. Government allocations of annual
~cotton production quotas, for example, while favoring domestic manufacturers at a
‘highly subsidized rate over the export market, penalizes producers, making it impossible -
for them to receive a price for their crop that is attractive enough to act as an incentive for
~increased production. This has reduced export earmngs and therefore foreign

exchange available to the economy. |

The tremendous increase in cotton production in comnr.una! areas has, thus far,

 been based on varieties developed for the commercial sector; future increases require
 bringing drier areas into production using varieties and water-harvestmg techmques ‘
i developed specifically for communal areas.

The distribution of benefits from agricultural growth however, has been very
limited, both. by region and among households There have been few rasearch
breakthroughs in dryland areas until very recently which might benefit communal
farmers. Now dryiand cotton with specialized techniques for water-harvesting may offer

such farmers some opportunity for a cash crop, if marketing and input supply structures i '

~are located in reasonable proxrmsty 1o these areas. inaL quate range management,
. overstocking and overgrazing continue to plague communal lands, since, so far, no
~institutional structures have developed which provrde adequate incentives for proper
- range maaagement |

3. Tho ZASA pmgram g

, 1t was within this context of economic and agricultural opportunities and ‘
constraints that GOZ and USAID developed the Zimbabwe Agricultural Sector
Assistance (ZASA) program. There was broad agreement on the overall goals of the
government’s rurai development program: promota continuing growth of the whole
agricultural sector through both continued growth of the commercial subsector and
~expansion and extension of the services needed to allow the communal sector to
participate equitably in this growth. Both GOZ and USAID recognized the higher costs
associated with this strategy of equity as well as growth and agreed to assume the
burden of makmg the investments necessary to- make communal sector growth possible.

| The resulting ZASA program concswed in 1982 was to be a mechanism for
“supporting the overali goals of small farmer development and the individual projects
which were seen as positive government initiatives likely to achieve them. A commodity

import program was to he the mechanism for generating the local currency needed to
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finance investments for communal area farmers. This was to focus on the agricultural
sector and benefit both commercial farmers and, to a lesser extent, public sectcr
agricultural institutions. The prcgram proposed creating a forum, the ZASA Workmg _
Group, that brought together all the rural smallhoider-oriented interests in government
and anal,/zed prospective projects in terms of overall polrcy goals.

Specmcally the ZASA program was targeted at supportmg efforts to allevrate 7
major constraints affecting the smallhoider 17 B
» Research
- Extension
Credit i
Marketing and Input Supply
Land and Water Use j
Human Resource Development
”ohcy and Planmng S

e e e e e e

Prior to lrdependence govemment efforts in each of these areas were focused

~ almost exclusively on the commercial areas. Since that time, with assistance from ZASA
- and other donors, research efforts have included a substantial investment in on-farmu .

trials in communal areas. The extension service has expanded its coverage to

~communal areas in an efficient way, making use of ZASA-funded communication radios
~and World Bank funding for transportation. Immediately after Independence, there was
- a massive expansion of credit to small farmers both as individual borrowers and through; ‘

e financial support to the cooperative unions, both ZASA supported ‘This expansion of

: _ credit had as its goal facrhtatlon of the purchase of proven mput packaoes by communal o ”
o farmers : : | |

The resultmg mcrease in communal area productron was channeled through a"‘ “

AL network of marketing depots in surplus-producing communal areas. Irrigation systems '
- were established to serve communal and resettlement farmers; conservation and range

management programs were established on overgrazed communal areas. Enroliment in ‘

the University's faculty of agriculture and in the agricultural colleges was expanded to

15 provide the trained people needed to manage the axpansion of these services to

- communal areas and to allow women to partlcrpate in these programs AII of these drew e

~ of support from ZASA

The ZASA mechanism was desngned to encourage small mnovatrve expenments |

- through the flexible provision of seed money. Individual investments had a reasonable
‘chance of success since they had to follow standard government procedures, wera
included in the Public Sector Investment Program, and would come under the scrutmy of '
an inter-ministerial revrew process through the ZASA Working Group. |

To date, US$55 million have been oblrgated under the ZASA program of whloh ‘
US$43 million went to the cemmodrty import program and US$12 million to technical
~ assistance and overseas training, including both short courses and post-graduate study.

‘These funds have amountad to between 1% and 4% of government's agricuitural l

budget and from 3% to 11% of total donor funding »nanually since 1983 ’18 Funds haveu |

17 USAID, Zimbabwe Agricultural Sector Assistance, PAAD Authorization {613-0209), 9/23/82; Zumbabwe
is Agriculture Sector Assistance (ZASA) Program Amendmen, (613-T'607). 8/9/88.
: EEC, op cit.
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~ been programmaed by the Working Group in consultation with MFEPD and USAID: this o

' _ system differentiates ZASA from other donor-funded programs and is responsible for

 Table C2 .
- {Total & Average

 ZASA's ability to act rapldly when resources are needed to support zdentmed‘ ‘
constraints. , L

E ‘The criteria for allocatmg funds are that they:
~« Be directed at the relief of identified constramts

el Have the potential to improve the welfare of smallholders

~+Have rational justification as investments

~+ Meet identified budget shortfalls, and

- * Do not impose unacceptable recurrent costs

~ |zasA _aiiocations

- |Tora

- |No. ofSubpmpcts -84 Average /propect t 1,100,834 | 440,334 Sf o
 |No_of Agencies/Depts] 18 *A_W.fése_/éﬂen_cz 5137224 | 2054890 |
| Source USAiD MFEPD Naverm:emsgo L o

As of December 1990 84 separaie prOjecte lmplemented by 18 dlfferent : k
iy msmutaons had been funded; 2$12 million (US$30 miilion) remained to be allocated.

. - This represents an average of Z$1 million (US$440,300) per project or Z$5 mr!hon (US$‘

- _2 mmton) per orgamzatlon (Tabla C 1) 19

19 ibid; and USAID and MFEPD files. e
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Table €C.3

Summary of ZASA Local Currency
and US$ Allocations & Expenditures
by Constraint Area

‘ C‘bnstraint e : : ZASA Allocations

|amm localZs % | Us | %
Agricultural Research ~ | 3,652,393 6% | 1,702,474 14%

- |Agricultural Extension 6,611,186 | 11% | 2,650,694 22%
Agricultural Credit - 2,044,000 3% | 13,500 | 0.1%
|Marketing and Input Supply | 20,937,600] 34% | 645,668 5%
|Land & Water Use 10,681,932 17% 968,071 8%
Human Resources, Training for Agrid. 18,173,873 29% | 5,954,244 | 49%
Policy Planning : 32,000 | 0.05% 194, 750 1.6%

| Monioring Evaluation 1 13550 | 00% —0_

|TOTAL 62,146,534 | 100% 12 129, 401 100%

Source: USAID,‘MFEPD, November 1990

| Table C.2 reveals that of local currency funds Z%$27 million (34%) supported
- marketing and input supply projects, while Z$18 million (29%) went to education and
training efforts. Land and water use received aimost Z$11 million (18%) and extension
activities absorbed Z$6.6 million (11%). Lesser amounts went to agricultural research
(Z2$3.6 million) and credit (2$2 million), while token amounts went to poiicy planmng._ L
monitoring, and evaluation. Of the US$ 12 million allocated for technical assistance,
~ short-term and degree based overseas training, and hard currency equipment

> purchases for public sector operations, the largest amount, US$ 6 million (50%), went
for higher education and short-term training abroad, while US$ 2.6 million (22%) was
~ allocated to support extension efforts with imported communications equipment. US$

- 1.6 million (13%) supported research efforts, largely through provision of technical
assnstance ' e ,

~ For each Of the first three years of the project, from 1983 to 1986, annual CIP
- funds allocated were approximately US$10 million; when the project resumed in 1988,
funding was reduced to US$5 million a year. anate sector importers received 84% of

- CIP allocations and public sector agencies the remaining 16%. The overall focus of the
_ program was on the agricultural sector, with at least 80% of CIP funds havmg been

allocated for its development



SECTION D
| | COMMOCITY IMPORT PROGRAM

Concept and Objectives
Concept

: The local currency resources for ZASA are generated through the commaodity
import mechanism. Commodity import programs (CIPs) involve United States financing
~of the foreign currency cost of imported commodities, insurance, and shipping for use in
~ the economies of developing countries and have been an integral part of American
- foreign assistance over the past 30 years. As opposed to project assistance, which
~ focuses on a single set of activities designed to achieve specific results, program
assistance which inciudes CIPs aims at relieving a budgetary or balance of payments
 constraint faced by a developing country. The commodities provided under CIPs run the
gamut of manufactured goods and raw materials needed by a given economy and in
' :omeacases may also include foodstuffs, aithough these more often are handled under
L-480. S | | ‘

« A common point with all such programs is their ability to provide foreign
~ exchange or commodities more rapidly than could be achieved through project
~ assistance. The rate of disbursement of CIPs can be changed to meet political or other
considerations far more easily than project assistance where interruption of assistance
can leave half-finished projects detrimental to the interests of both the developing
~ country and the United States. Programming of local currency generated by the
purchase of eligible commodities, usually sourced in and shipped from the United
~ States, is normally done jointly by the government and USAID based on agreed upon
- priorities. Local currency funds are generally used for development purposes.

~_The ZASA program has special characteristics which distinguish it from standard

- ClIPs. CIP-like programs (including ZASA) are defined as those which concentrate on a |
given sector, have a more developmental thrust and are expected to generate an on-
going policy dialogue concerning the sector receiving assistance. The ZASA CIP
focuses specificaily on the agricultural sector, providing foreign exchange to alleviate
~ the constraints on the commercial agricuitural sector and the public sector's ability to
- import much needed American equipment and raw materials. Utilizing an

- interministerial reference group, it allocates local currency funds thus generated in a
~unique way to alleviate problems and key constraints to small farmer development.

Goals and Objectives
The major goal of the ZASA commodity import program has been to assist the

GOZ in mesting its goal of "growth with equity” within the agricuitural sector, a goal

- which USAID both shared and supported. The achievement of this goal requirad a
program which would provide for sustained growth in commercial agriculiure while
directing new resources to the communal areas ignored in the past, and spread the
benefits of growth in agricuiture to the large masses of marginalized comsinal farmers.
“In view of the demonstrated capacity of the GOZ's civil service, known iz be one of the
most efficient in Africa, to administer development resources, a sectar program, rather

‘than project assistance, was decided upon. Thus the program constituted, in essence, a
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controlled resources transfer to the GOZ in the form of budgetary support targeted to
meet resource gaps in seven constraint areas which needed to be addressed to achieve
small farmer development. Tranched release of program funds was made contingent
upon favorable annual reviews taking account of movement toward achievement of:

» Reduction of constraints on smallholder agricuiture

- Reasonableness of activities for improving smallhoider agnculture

- Cleamess about the additionality of program funds in terms of identified budgetary
shortfalls, and

 Minimal negative impact on recurrent costs.

 While supportive of what were perceived to be genarally sound overall ponmes, |
"policy dialogue at both micro- and macro-levels aﬁectmg agriculture and smal!howdars.v
in particular [was] to be a key feature of the ZASA program."20

The clear foreign axchange needs of the agncultural sector and of inst tuﬁon&
attempting to address the constraint areas in communal agriculture made the
Commodity Import Program mechanism a logical choice since this approach would
*maximize trade advantages for the US while responding fully to the requirements of the
Zimbabwean economy."! The program was to be flexible and fast-disbursing, meeting

- the critical foreign exchange neecs of the sector while rapidly generating the local |

currency needed by cooperating Ministries and their agencies for activities directed
toward the constraint areas. CIP programs of all donors constituted between 5% (in
1986 and 1988) and 8% (in 1987) of national imports to Zimbabwe, equal to over ECU
43 million a year (Eurostat 1990, p. 178). in so doing these programs made an
important contribution as foreign exchange shortages became increasingly acute. ‘

Findings

‘ ' The ZASA program provided a total of US$55 million bem«l 1983 and 199@

{out of an initial authorization of US$62 million). US$43 million was allocated to the CIP
~and the remaining US$12 million to technical assistance. (See Tables D.1,2,&3) Two
project numbers (613-K—604 and 613-K-607/607A) mark the two separate phases in
which ZASA operated, the first from 1983 through 1986 and the second in 1988 and
1989. Resource flows were on the order of US$10 million a year in the 1983-86 nhasa |
I2$5 million during 1988 and 1989.
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Table D.1

maenmouny lmponpmgmn

Source: USAID records

013-!(-601 as ofJune 8. 1908 {m
Privata Secior Tractors & S Spwes 5 768 446
Farm Goods | Combines & Spares 3,829,416
Vehicles | Hay Balers & Spares 1,140,496
LiftLoading Equip 571,686
11,310,044
Livestock, Poultry and Related ltems
Bulis, Bovine Semen
& 385,254
Day €. 273,672
Baby Breeder Chicks 30,000
; o 1,265,242
Tﬁruo 793,326 ‘ L
Wmm 266,488 1,059,812
Other Agricullural Equipment ' -
Manufacturing and Processing ,
Presses & Spares 349,023
Meat Processing Equip. 48,120
Other | Computer & Spares 806,898 8148
Truck Components & Spareg 696,630
Engines, Pumps & Spares 488,312
Agric. Aircraft Spares « 335,462
Machines/impiement Parts 273,001
Sprayer/Sprinkder Pa ; 141,660
Outboard Motors 46,502
Communication Equip 456820f
o ' Cther Equip. 29 414 ) 2,883,499
: W 3 ‘ kb 1.7
Resing, Plastics &
Tire & Bokt Mig.
o eaoro e | 135155
Fenlizer Raw Materiais 287,638
Fentiizer Raw Materials 159,430 !
Nylon Yam 49,898 7,562,755
Food Processing ’
Sausage Casings 274,850 :
; Seasoning 152,761 4276811
| il BanMatedels | 7980308
TOTAL PRIVATE SECTOR ALLOCATIONS @ 24 884 106
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Table D.2 _
ZASA Commodity Import Program
Summary of Allocations, Public Sector
| 613-K-604; as ofJune 8, 1986 (USS) |
Bublic Sector ‘
Cotton Marketing Board

Ginning Equipment 5,044,785
Agricutural Marketing Authority

Computer Equipment and Software 771,358
Cold Storage Commission
‘ NkﬁﬂVWﬁummgandPhxxmsEqmp 87,000

903,143 | : e
TOTAL PUBLIC SECTOR ALLOCATIONS ﬁg l 5903,143 |
Source: USAID records ~ ' iy

US$30.787.248 |
212,751
US$31.000.000

| Over the life of the ZASA program, 87% of the resources were allocated to the

private sactor and 13% to the public sector. During the first three years, private sector

- allocations in the program were 81%, with the remaining 19% going to public secwr i
agencies. All of the 1988 and 1989 tranches went to the private sector. |

At least 80% of CIP funds went to the agricultural sector. The exact proportion
- going to agriculture cannot be determined exactly from available reports because the
final destination of a large volume of raw materials in no. 604 is not specified and the
raw materials themseives could have been used to produce products for other sectors.
At least 80% of the resources of no. 604 went to agricuiture. Only 49% of the funds of
no. 607 did so, with 33% for transport and 18% for mining. All of the 1989 funds of no.
607A were used in agriculture. |

Eligibility Criteria for CIP Funding

There were very few restrictions on what the CIP funds could be used for.
Nonetheless, both USAID and the GOZ interpreted the project document to mean that
the agricultural sector was to receive high priority in the assignment of CIP funds.
Foreign exchange was available to both the public and private sectors, with a maximum
of 20% to go to the pubiic sector. After an interruption in funding starting in 1986 for
reasons extraneous to the program, the CIP resumed in 1988 as no. 607 at a reduced
level of US$S5 million for that year. The eiigibility criteria were modified restricting
funding to the private sector only; however, at the same time, the program was, in effect,
broadened to inciude mining and transportation as well as agriculture. In 1989 when
the program number was changed 10 no. 607A, eligibility was restricted to private sector
~ importers, as in no 607, and further restricted 10 the agricultural sector, thus retuming the
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program to its original objectives. The 1989 US$5 miillion tranche, expected to be the
last of the CIP, brought total CIP ailocations to US$43 miilion and total program
otg:lé%anons to ussss million. No further obligations were planned as of December
1 ST

Procedures

Though different in nature from standard CIPs because of its agricultural and
small farmer focus, the ZASA program used relatively standard and well-established
 CIP procedures to meet project objectives. The Ministry of industry and Commerce
~advertised publicly for applications, reviewed them, made a preliminary selection of
~applicants, and proposed allocations to USAID. USAID vetted these approved

~ appilications and authorized payment to the relevant US supplier. Approved applicants
made payment or provided guarantees of local currency. Goods were shipped against
letters of credit and, upon receipt, importers paid MFEPD. The resulting local currency
 funds were deposited for dispensation upon approval by the ZASA Working Group. Two
~ types of letters of credit were usad under the ZASA program with different results.

Bank Letter of Credit (BLOC)

- The two operational mechanisms used to handle imports in the ZASA CIP have
been bank letters of credit (BLOC) and direct letters of commitment (DLOC). The BLOC
~ system was used from the beginning of the program through 1988. It caused major
problems for importers, the Ministry of Industry and Commerce (MIC) and USAID. Under

~ program rules, the minimum allocation was US$10,000, which made the program open
1o even very small firms. Accordingly, a very large number of requests were received:

122 were approved under project no. 607. MIC often funded only part of an importer's
‘request. Cuts were somewhat arbitrary and therefore allotments did not cover the full

~ cost of the commodities requested. The importers knew in advance that their requests
- for foreign exchange would be cut and therefore overstated their true requirements by

~ some amount determined more by gamesmanship than business acumen. This led to
- time-consuming negotiation between applicants and MIC over the amount to be finally
awarded. For USAID, this system posed a severe management problem. The ZASA
~ Working Group had no direct role in allocating CIP funds except for proposmg that
unallocated technical assistance funds be realloeatad to the CIP. |

The BLOC system was satisfactory only to the banks providing the letters of credit
since they were able to charge handsome fees for each operation or adjustment to an
operation. The bank in charge of operations in the United States (Chemical Bank)
eventually received a total of US$250,000 in fees and commissions (the initial bill was
US$300,000) for letters of credit whose total value equalled approximately
 US$4,750,000 - 5.3% of the value of the letters of credit for project no. 607. Despite the
~ large number of relatively small oparat:ons (which increased transaction costs for

Chemical), the charges appeared excessive to USAID, leading to the proposal of an
alternative system, direct letters of commitment (DLOC).
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Direct Letter of Commitment (DLOC)

Aﬁar considerable effort, USAID/Zimbabwe obtained approval to use the DLOC
system to replace of the BLOCs starting in 1989 for project no. 607-A. At the same time,
the minimum limit for a funding request was increased to US$50,000 to reduce the
number of operations and thus reduce management problems. (Other bilateral donors
have similar or higher limits for their CIPs.) The number of successful applications which
fulfilled all requirements for the program was reduced to 22. Furthermore, MIC was
required to process those applications which fit the guidelings for the program on an
accept-or-reject basis to eliminate gamesmanship and the length of negotiations. All but
US$390,000 of the funds availabie have been allocated and therefore the CiP
component of the ZASA program should be completed by early 1991.

The procedures established for the new system are quite simple and clear.
USAID vets the applications received from MIC for eligibility under program criteria; final
selection is then made by MIC. Successful applicants provide a bank letter of guarantee
for payment of the local currency amount due (in effect, insurance against default).
USAID then issues a DLOC to the US supplier which has the same effect as did a BLOC
under the previous system. The supplier ships the goods and against documentation
confirming shipment, payment is made to the supplier from the USAID Paris office. The

importer, in turn, pays MFEPD within 7 to 10 days at the current official exchange rate.

These funds are deposited in the National Development Fund at the Reserve Bank. Only
at this point do the monies generated by the CIP operation become available for the
‘local currency side of the program.

Performance
Private and Public Sector Allocations
The US$43 mmson in CIP funds provided between 3% and 5% annually of the
foreign exchange needs of the public and private sectors engaged in agricultural
production, input supply, processing, and marketing since 1983. The public/private
sector proportions established as program criteria were, in fact, observed, with the

private sector receiving about 84% of allocations and the public sector 16% under no.
604. All allocations went to the private sector in project nos. 607 and 607A. (Table D. 4}

Agricultural and Non-Agricultural Sector Allocations

Mission staff and the GOZ interpreted the program to be one of assistance to the
agricuitural sector, aithough there were almost no restrictions established in the project
~ document as to what use CIP funds in no. 604 could be put. Most of the CIP allocations

went toward the purchase of commodities which benefitted agriculture either directly or
indirectly. For the entire ZASA CIP, the public sector allocated 100% of its resources to
agriculture, the private sector at least 75%; the overall program provided at least 80% of
funds to agriculture. In no. 604, at least 75% of private sector allocations and all of those
given to public sector agencies were used for the purchase of commodities for
agriculture; overall the proportion used for agriculture was at least 80%. Because of the
way data are reported for raw materials, final destination cannot be determined in many
cases and thus the proportion was probably much higher. The addition of transport and
mining as beneficiaries eligible for allocations when the program was reinstated in
1988 reduced the proportion of total funding used in agriculture to 49%, with 33% going
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“to transport and 18% to mining. It is possible that some of the vehicles bought under the
transport category served agriculture. (Table D.4)

_Table D. 4
Destination of CIP Funds
{{Percent)
AGRCUTURE mw - TOTAL
Private/PL of Total | Subtotal Mining |[Transport | Subtotal
{ZASA 1
613-K-604 | Private 84 68 32| 100
~ Public 16 100 0 100
, Jotal R+ ¢ b : 2L 100 1
613-K-607 | Private 100 49 18 33 51 100
Public 0 , ‘ 0
, Total 100 2| 8 << £ 100}
613-K-807A] Private 100 100 | o} 100
| Public 0 0
Totai 10 10 | 0 100 |
NON-ZASA J ‘ ~
e il #] B %] i
; Total AIQ_L 19 gt 300 |
613-K-605 | Private 81 0 100 100
' Public 19 0 100 100 |
; | { Iotal 10 0 10 100
 |613-K-605A| Private 80 0 100 | 100
| Public 20 100 | o}l 100 |}
Jofal 10 2 18 100
613-K-608 | Private - 99 0 100 | 100 |
‘ Public 1 0 100 100 |
Total 100 -0 100 100

~ Source: USAID records | |
Comparison of the ZASA CIP with other USAID-funded CiPs

Other USAID-funded CIPs not specifically targeted for agriculture in Zimbabwe
provided only a small percentage of their forgign currency allocations to the agricultural

sector; most of that which did benefit agriculture consisted of foreign currency

allocations to the public sector. Program no. 603 gave the private sector 88% of
allocations (as of March 1, 1985) with the remaining 12% going to the public sector.
Private sector allocations identifiable as going to agriculture (US$7.9 million for tractors
and combines) account for 18% of the sector's allocations; the percentage of public
secior allocations for agriculture is only 22% (cotton presses). In CIP no. 605 neither the

‘private nor the public sector appears to have dedicated any resources to the agricultural
sector; in the continuation of the program (605A), the public sector seems to have

dedicated all of its resources to agriculture (ircluding cotton), but from the classifications
it is not possible to discern if the private sector used any of its resources for agriculture.

Thus the ZASA CIP is clearly different from other USAID-funded CIPs in that its
foreign exchange went in a very high proportion to the agricultural sector whereas other
USAID-funded CIPs went aimost entirely to other sectors, with the exception of funds

~ allocated to public sector organizations. It is also different from CIPs run by eight other



donors for which information is available. None of these has a program focused
primarily on agricuiture, although four donors do include agricultural equipment as an
item in their list of eligible commodities. E el

Types of Ccmmodities Purchased ;under; the ZASA CIiP No. 604 |

At least four-fifths of the commodities purchased under the ZASA CIP are
- identifiably for the agricultural sector. Good data are available for broad categories of
- goods purchased in no. 604 (Tables D.1 & 2), above). In the private sector farm goods
~accounted for over US$11 million (45%) in aliocations, with tractors and spares making

up more than half and combines one-third of the total. A large variety of other goods

account for about 13% of allocations. Raw materials, many not specifically associated
with agriculture, account for the remaining 32%. ‘ e S

~ In public sector allocations, 85% (US$5 million) went to the CMB for ginning

~ equipment, 13% to the Agricultural Marketing Authority (AMA) for computer equipment

and the remainder to the Cold Storage Commission for scales to permit retail meat sales
in high-density suburbs and for meat-processing equipment. e i

Numbers 607 and 607A :
In 607, 49% went to agriculture, 33% for transport and 18% for mining (Tables

D.5 & 6, below). Breakdowns are not possible for nos. 607 and 607A because of the

short-comings in the computer program used for accounting for these projects. it is

‘possible, however, to establish that within agriculture, agricultural forestry constituted
~only 1% of the category, agricultural chemicals 30%. The remaining 69% is listed simply
as "agriculture. Within mining and transport, no subcategories are available. In 607A,

all allocations are listed as heing targeted for agriculture. Such general classifications
are of no analytical use. | el o ! i 5
Table D.5 ‘

ZASA Commodity import Program
813-K-807 Aliocations (1988)

{as of June 21. 1989) el
' k "Numberof
~ |AGRICULTURE ‘ , ]

Agricultural Chemicals 704,950 7

: Agricultural Forestry 31,200 1
- Agriculture 1,647,767 31

Mining 894,083 , 17
JotaiforMining. } 40
TRANSPORT :

Transport 1,628,771 65
Jotaifor Taneot 1628711 121}
Unallocated or not included in :

- |TOTAL PROGRAM ‘ 5,000,000 121
Source: USAID records

Note: 100% of CIP funds were allocated 1o the private sector.



- Tabie D.8 ~

- |ZASA Commodity Import Program
1613-K-507A Allocations (1989)
asof Juny 21,1989

Ty : ‘|  Numberof
GRICULTURE
~Agriculture 4,015,178 16
 |Taalfora ) 4015178 16
{TOTAL FOR PROGRAM 4,015,178 16

~'Source: USAID records

2 Overall Efficiency

" The CIP program, for the most part, achieved its goal as a fast-disbursing

- m;echanism generating local currency for other project objectives, despite minor initial
_ delays. The grant agreement was signed on September 29, 1982, but foreign exchange

~ disbursaments and local currency generation did not begin until June 1983. Initially,
there were 1wo delays in starting up the program. The first was the result of a several
- month delay in setting up the ZASA Working Group, which was not formed until January

-1983. This delay appears to have originated from a number of causes. At that time

~ there was a new Minister of Finance, Economic Planning and Development and

~ massive changes of staff throughout government. all of which made organizing inter-

ministerial groups difficult. Furthermore, there was little experience in dealing with
donors. This problam was compounded by the qusstion of whether or not a USAID

e - representative should sit on the ZASA Working Group. Additionally, within the Ministrya
~ decision had to be made concerning which group within the Ministry, the donor- o
~ assistance group or the planners, was to be responsible for ZASA. Eventually, the

- choice went to the donor-assistance group, ‘which odrremlyyc‘:hm'rs’the Working Group. T

- Rapidity of Disbursement

A major :gu‘stiﬁcati'on for using a commodity import ‘pr,ogram as a‘jfundiﬁgg

E / mechanism for ZASA was the assumption that a CIP would permit rapid disbursement =
- of funds, which was deemed essential to program success. The alternative of project

- assistance was rejected because of the long lead-time intrinsic to this type of assistance.

The ZASA project was signed in September 1982 and the first disbursements were
~ made 10 months later in July 1983. Despite concern expressed at the time with the
~ perceived delay in the availability of local currency resources, the ZASA CIP was much

faster in starting disbursements than would have been possible with project assistance.

Its disbursement was also faster than USAID commodity import programs run in other ‘

~ countries of eastern and southern Africa, some of which took up to two years to begin

o disbursemem.



Tabile D. 7

Rapidity of Disbursement:

CIP and Development Fund/Technical
Assistance Allocations

from Sept. 1982- May 1986 (US$000)

DISBURSEMENTS

NTS
Peiod ~ IMoths |  CP | TADF (& TADE
9/82-6/93 10 11,000 4,000 0 ; 0
7/83-3/84 | 9 0 0} 11,000 : 7
4/84-12/84 9 3,000 0 2,100 - 225
- 11/85-8/85 8 9,000 0 8984 1,033
1985586 9 | 7000 0 | 7449 | 1343
Total 35 30,000 . 4,000 29,533 2,608
Percent : 98.4% 65.2%

Source: USAID records

During the period from September 1982 through May 1986 a total of US$29.5

 million was disbursed for an average monthly disbursement of US$840,000. Over the

same time period, disbursement of US dollar technical assistance and development

funds needed to complement allocations in the local currency part to the program
totaled US $2.6 million; allocations of technical assistance and development funds
began only in January 1984. A total of US$29.5 million in letters of credit had been
disbursed by May 1986, 98.4% of the US$30.0 million in letters of credit issued by that
date. (Table D.7) It seems unlikely that any other type ot assistance program could have i

dssbursed this amount of funds in as short a period of tlme -

Generation of Local Currency Funds |

The lag inherent in the ganaratnon of local currency funds was recogmzed early
- and constituted a matter of concern recorded by project administrators at the beginning

of the program. By August 1983 appraxlmately US$7.4 million in CIP funds had been
allocated (US$6 million to the private and US$1.4 to the public sector), yet only about
Z$1 million in local currancy had been generated, since local currency payments are not
made until the commodities are shipped. The delay between the time that fore«gn
currency funds are allocated and local currancy is generated by the CIP still exists. For
example, in mid-December all foreign currency resources under the CIP had been
exhausted (with the exception of US$90,000) and a total of 22 allocations had been
made. However, local currency generation of approximately Z$12 million is still
anticipated since substantial equipment for which CIP resources have been allocated
still has not been shipped and hence not paid for in local currency. L

Aliocations of CIP Funds

Two of the four importers interviewed with respect to their aliocations of CIP |
resources expressed dissatisfaction with the inordinate delays and an unrealistic
amount of paperwork. Delays were viewed as long between the time the CIP was
signed and when the actual allocations of foreign exchange were made by MIC.
~ Coupled with factory production schedules, this made it difficult to meet deadiines for
shipment in the Letters of Commrtment Another importer, however. thought the program““



| 'was run as efﬁcrently as possrble and, if given a chorce of changmg the way rt was run

~ would leave it unchanged.

o allocations above US$400, 000 account for 68.6% of the resources, whlle

: ~_receive the bulk of the resources. This issue was brought up by the Mrmstry of In
. and Commerce. Another issue has been how many small firms in need of forei
,’exchange, but unable o reach the US$50 000 Irmrt have been excluded

Equrty and Effrcrency

~ With the US$50 000 mrmmum under CIP no. 607-A by June 21 1989 (the most
recent date for which computer print-cut of allocations was available to the consultants)
~ US$4.3 million of the US$5.0 million authorized had been ailocated in 16 allocations.
- All went to agriculture !mcludrng one allocation to agricultural chemicais in this. };
grouping) with the average size of aliocations being approxrmately US$267 GO our.

'US$100,000 received 9.9%. A distribution of this kind raises the question of equi
accept»re;ect criteria for selection of applrcants guarantees that a few large importers wi

lneﬂlcrencaes

The only srgnrﬂcant waste of money assocrated wrth the pram appears to have

Gy been the rather high commissions paid U.S. ‘banks under the BLOC system later
_ remedied under no. 607A by changing to DLOCs. One United States supplier did ship
G f.-goods ofa quamy not in agreement with- specrfrcatrons and not useful to the purchaser

. this matter is being handled by appropriate judicial process and in the meantime, the

~ purchaser has been grven another allocatron of forergn exchange to obtam goods of thef “,

; L type ongmaﬂy specmed

T anate Sector

~ Anlimporters and end users surveyed reported that they were ) very satrsﬂed wrthr‘f-f
~ the qualrty of the equipment imported under the ZASA CIP. In large measure, the

- effectiveness of the CIP program in bringing in equipment and other commodities
 needed by the agricultural sector is clearly related to the traditional trade inks between

: Vrmported by deaiers representing companiss shipping the same types of equi L
- using non-CIP sources, which constituted the major source of their hard currency,w;ﬁ

Zimbabwe and the United States with regard to agncultural equipment on composition
of tractor and combine fleet. Machines being imported were "known quantities” being 3

' 'However, importers view US equipment, and particulariy spare pans. as expensive in
 comparison with European equipment. If free-sourcing were allowed, importers'

o -bargaining power would be greater and a: substantral part of the new machmery would

be imported from sources other than the United States. Spare parts to maintain the

- productivity of existing US-made equrpment would, howevar, still be bought from the

US. Most combrnes would a!sa commue to be rmported from the Umted States. (Tablef
D8). e o e



Table D.8

Tractors and Combines Operated
iby Large-Scale Commercial Farmers
Massey-Ferguson 36.1 385 52.8 Number of combines 396
New Holland o — —_ 18.7 '
Fiat/A.C./Univ 18.0 13.3 1 Number of combines
Ford 13.8 13.4 k more than 12 yearsold 169
Deutz , 10.2 1.5 L
Case/l.H. 9.5 9.9 9.6 Estimated Total Number :
John Deere i 5.7 51 7.7 of combines 591
ILeyland 1.9 3.0 e : ~ oy
| Allis Chalmers — - 1.3
Landini ‘ 1.8 2.0
Catemillar k 1.7 1.5
Renault 1.3 0.8 ,
| Qe —1 - 00 10 1
Percent US Origin 668 | &4 | 1000
| Total _100.0 99.0* | 100.1°

Source:  Extracts from Commercial Farmers’ Union Survey 1987/88 & 30/9/88 March 14, 1989
Notes: * Percents vary from 100% due to roundmg , :
Response Rate 67%

| The CIP constltuted a welcome additional source of foreugn exchange to bnng in
equipment with which both the dealers and the farmers were already familiar and which
~ would have been purchased in any case, except for the lack of foreign: exchange\
According to the Commercial Farmers' Union (CFU), there are 17,500 tractors in
Zimbabwe, with an average age of 15 years (up from 11 years at. Independence)
 Farmers need to replace 1700 tractors per year due to foreign exchange shortages, .
yearly imports are only 500 units. Thus there is a huge pent-up demand. (One US$23
million facility for tractor imports was oversubscribed by US$600 million when member
farmers were asked for their requirements for tractors.) There is no apparent source of
foreign exchange to replace the tractors worn out in the production process. Despite the
fact that the agricultural sector generates Z$1.7 biilion of which CFU members produce
Z$1.45 billion, CFU's allocation of foreign exchange is Z$350 million, with the GOZ;
allocatmg the remalnder to other sectors generatmg less forelgn exchange :

Importers also complain of the lack of foreign exchange to cover the pent—up“‘"
demand for agricultural machmety One importer gave the example of a request placed
with another CIP (not ZASA) in which he requested 51 bull-dozers, for which he already
had customers; the allocation he received was sufficient to pay for 7. An IBRD hard
currency fund made Z$65 million avaiiable only to have Z$629 million in applications.
These examples are indicative of the tremendous demand for equipment of all kinds.
Importers recognize ZASA as having made a smali, but nonetheless important,
contribution in allowing importers access to foreign exchange to satxsfy part of their
fcustomers needs for this equipment. e ;

, - One way of estimating the contnbutlon of ZASA to lmprcvmg the capctal stock of
. the agnculturai sector would be to compare the value of tractors and spare parts
‘imported under ZASA to the value of existing tractors. This comparison would be more

~ significant than simply comparing the number of ZASA tractors to the tota! stock, since

the productivity (and horsepower) of new imported tractors is much higher than existing,
' " Page 48



1970s ‘vmtage' tractors. I, for eXampte' existing 1raetors despite their age, had an
average worth of US$10,000 (because of the impossibility of obtaining a sufficient
number of new tractors), the stock of 17,500 tractors would be worth US$173 million;

thus the contribution of US$5.8 million in tractors and spares provided by no. 604 would |

-be 3.3%. Data for nos. 607 and 607A are not available in disaggregated form, but on

the assumption that the same proportion of private agricultural CIP funds were
dedicated to tractors as in no. 604 (18.7%, which does not seem unreasonzble), an

additional US$1.4 million might have been spent on tracte’s and spares. Based on

~ these assumptions, the entire CIP may have provided a total of US$7.2 million, or just ‘{
~over 4% of the value of the tractor stock in the coumry and a small, but nonetheless

- important, contribution tc commercial agriculture. The imporiance of ZASA's
~contribution was recognized by the President of the Commercizl Farmers' Union in an

‘interview in late 1990. Without the program, the increase in the average age of tractors : ‘
would have been even greater, from 11 years at Independence to 15 years at present

| (with 10 years constituting the normal economic life of a tractor, according to the Coffee .
~ Growers’ Association). In view of the age of the tractor fleet, the supply of spare parts to

 extend the useful life of aging machines was parhcularly :mportant to mamtalnmg -

‘productlwty in commercsal agnculture

Because ef the way records are kept drsaggregated frgures on numbers of\

~ tractors and combines and numbers, types and value of parts are not available.
~ However, since the authorized dealers of United States farm equipment companies
~ were directly involved, and since they 1mported only equipment which they had already
~ sold and spares they knew they could sell, it is clear that only equipment and spares
~ needed by farmers were imported. Dealers reportad that demand for both new =
equipment and unobtainable spares exceseded what they were able to provide for their
~ customers, even with the help prov:ded by the ZASA CIP; none of the dealers reported Lo

. havmg any spares remaining unused in inventory.

Desplte a declme in the number of commerclal farmers from 6700 in the early |

1970s to 4800 in the early eighties, in the post-independence period, production of f
‘crops grown predominantly by commercial farmers remained extremely important to the

country and expanded substantially. Protected by Lancaster House agreements which
 provided secure tenure without the fear of expropriation for a period of 10 years
(expzrmg in October 1990), commercial farmers made substantial investmants in their

 enterprises, the results of which can be observed in a growing volume of production
~ within the large-scale farming sector. Maize produced foi the market was grown largely

by commercial farmers in the first fow years after Independence, between 1980 and =
1986 maize production increased by 39%. It was only in the late 1980s that commercial
~ production of maize became relatwely less |mpertant as marketed productron frem ?_ Ly

gy

communal areas increased.
R Wheat Self-sufﬁcrency

ZASA CIP was especrany sugnmcant to Zlmbabwes becommg self-sufﬁcrent m“' ~

wheat ‘Wheat is grown almost exclusively by commercial farmers under capital-

~ intensive, mechanized and irrigated conditions. Wheat production increased by 28%
between fndependence and 1988 as a result of an ambitious GOZ program to achieve
self-sufficiency in wheat; GOZ's National Farm Irrigation Fund (NFIF) provides low
 interest loans for irrigation of land dedicated to wheat production. This program has
been etrong!y supported by ZASA through the importation of combines which would‘
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otherwise have been unavailable in sufficient numbers. ZASA's contribution to
maintaining and upgrading the combine fleet may have been even more important than
its tractor lmports since there were only 580 combines (up from about 300 at
Independence) in the country in 1986. Assuming an average value of US$50,000 each
~ (new combines financed by the ZASA CIP cost US$67,000), they would be worth
- US$29 million; no. 604 brought in US$3.8 million in combines and spares, or about

13% of the stock. Combines were significant enough to the nation's wheat seif-

sufficiency program that the Minister of Agriculture, U.S. Ambassador and other

dignitaries saw fit to preside at the handmg over ceremony for 6 combmes 1% of the
total number in the country. , ,

Other Commercial' Crops

Increases in other commercial crops would not have been possible wrthout W

programs like ZASA, which made up some of the shortfall in foreign exchange for the
commercial agricultural sector and thus provided for part of the need for equipment and

 inputs. Between Independence and 1988, soya production r¢3e by 20%, peanuts by
~ 35%, coffee by 140% (related to the locai currency side of ZASA) dried beans by 109%,j e
flue-cured tobacco by 8%, cotton by 122%. i

e Equupment and lnputs imported under the ZASA ciP also contributed to”\ :
- increased yields and employment Yields of other crops during the same period ailso

- increased significantly -- 21% in wheat, 20% in maize (to 1986), 20% in soya, and 25%
~in groundnuts.22 Nevertheless, overali agncultural employment fell in the post-
Independence period by more than 20% in response to minimum wage laws and
regulations making it more difficult to fire redundant permanent workers. The CIP

 program has worked against this trend and has had a positive net impact on
employment despite the highly mechanized and capital-intensive nature of commercial
agricuiture. By breaking bottlenecks and putting repaired and new equipment in the

field, it has increased the area, all other things being equal, that commercial farmers are

_able to dedicate to crop production and more intensive livestock activities such as dairy -

operations (also financed with CIP funds). Because of the strong linkages of

- commercial agriculture with the industrial and processing sactors, increased productlon o
| generates further employment in these sectors. :

Public Sector

| Publlc sector orgamzatlons also made effectlve use of CIP funds and helped |
increase production in communal areas. For example, communal and other smaii-scale
farmers increased their percentage of seed cotton production from 20% in 1981 to 66%

'in 1989, a period which saw total cotton production rise from 161,000 metric tons to |

261,000 metric tons (Table D.9) ZASA provided the Cotton Marketing Board with aimost
| US$500 000 in foreign currency which was used for importing 20 fork-lift trucks needed
to handle additional production; ZASA also provided approximately Z$1 miliion in local
~currency for construction of depots in communal areas. CMB received US$2 miilion
from CIP no. 605. | S

DD e Lo Lia



 |Production by Farm Size |

| 'Source Calculated from dala m Annual Repons 1985-1990, Cotton Marketmg Board

~ Table D.9
~|Percentage of Cotton

i Large-swleprod 80 | 61 | 62 | S5 | 50 | 45 | 48 | 39 | 34
o Communal&o!her 1 PR L , 1 (e
 |_smali-scaleprod. %] 20 3¢ | 38 | 45 | 50 | 55 | 52 61 ; ]664

The marketmg boards would never have been able to handte the raprd growth in :

. the number of registered growers of maize, cotton, etc. “without rmprovements in the f
~ Agricultural Marketing Boards' (AMA) computer system. The storage capacity of AFC

 computers was increased significantly with US$770,000 in ZASA CIP funds in order to

:‘ﬁ Hi hand!e a Iarge mcrease in the number of cltent accounts i

. j}Concluslons

1 The ZASA CIP was eﬁectwe in prowdmg US$43 rm!lron of forecgn exchange needed .

by both the private and the pubhc sectors to increase production of pnncrpal crops.
it should be noted, however, that the program was small’ retatlve to the

o 0 requurements of both sectors. For example, in 1989 ZASA provided CIP funds of US$5‘
_million, approximately 3% of foreign exchange allocations to the agricultural private

: - sector which totaled Z$3590 mmlon no forelgn exohange was prov:ded to the pubnc e
i sector in either 1989 or 1990. . L

 Public sector mststut:orss, pamcuiarly the marketmg boards, used forergn o

~exchange provided by ZASA to extend their services to the communal areas in addition
_ to supporting the commercial areas which had been their primary focus up to
- Independence. The ZASA CIP (as well as the local currency sice of the program)
_contributed to this extension to the communal areas and was, in part, resporisrb!e forthe
‘substantial increase in maize production and to the phenomenal increase in cotton

~ production among communal area farmers. The US$5 million in CIP funds (86% of

- public sector CIP funds) in conjunction with large investments in the CMB and Cotton

~ Training Center played a significant role in dramatically increasing cotton production.
‘The investment of nearly US$800,000 in CIP funds for computer equipment and

~ software for the Agricultural Marketing Board supported the expensson of services of all
the marketmg boards to communal areas. el

i 2 The resources provsded in forengn currenoy as well as in tocal currency worew
~ perceived by the various agencies and marketing boards receiving assistance as
- additions to resources they would otherwise have recelved from the Government e

rather than replacements of them.
The availability of foreign exchange in conjunctlon \mth local currency was« T

n deemed crucial by managers of many of the agencies in that together the two allowed

~ them to break bottlenecks that would not have been possible with either alone,
- particularly with local currency alone. For example, the National Parks and AGRITEX“

~ would have found it very difficult to obtain much needed radio communications systems
";wrthout having addmonal resources avarlablo m both dollars (for purchaeing the radios)rv r
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and local currency (for purchasing antennas and setting up the system). CMB and GMB
~ have spaecifically cited purchases of forklift trucks which were long overdue and which
~would not have been possible without foreign currency. GMB also benefitted froma
barter deal which, though financed by local currency, made it possibie to import coffee
grading equipment. This equipment made a very significant contribution to Zimbabwe's
- earnings of foreign currency from export of high quality coffee. e L

3. Targeting of CIP resources to the agricultural sector was both correct and p‘roper dnd -
constituted the best use of available resources in the years just after Independence.

By eliminating bottlenecks in the commarcial agricultural sector through provision
of much needed foreign exchange, the CIP increased employment h oth directly in the

~sector and indirectly in the processing industry. It made a major contribution to the

~ advised. When the program was resumed, after a hiatus, at lower funding levels (nos.

| ~ following year is laudable. in both cases, reserving 100% of CIP foreign currency funds

- nation's seif-sufficiency in wheat. Public sector CIP funding also raised marketed
production, incomes and welfare of communal small farmers through making possible
new GMB and CMB depots located specifically to support communal area production,

~ particularly for maize and cotton, as well as coffee. Therefore, the decision to provide

- CIP foreign exchange to the public sector as well as to the private sector was well

/607 and 607-A), the decision to divert resources to the mining and transport sectors

~appears ad hoc and questionable; the decision to fund agriculture ‘exclusively the

for the private sector was reasonable in view of the limited amount of funding available
(US$S million in each year). G e SR e R e e

4. CIP funds provided to both the private and public sectors were invested productively
~and therefore increased the supply of goods by an amount sufficient to offset any
~initial inflationary impact due to expenditure on the commodities brought in under the =

~ program. o Callam i b e e
___Transfers by donors raise the issue of increasing the money supply within an
economy, that may lead to inflation. Depending on how the funds are used, there will
be a small or large multiplier within the economy which will play itself out over varying

_periods, enlarging demand in the economy. Given the modest size of the ZASA

~_program, which even in its largest years, was only a fraction of one percent of GDP, its

_ inflationary impact, in any case, would be minimal; this is particularly true given budqet
~ deficits rising from 9 to 12% of GDP over the period of the project. Furthermore, itis
important to note that while the initial impact of any expenditure is inflationary, the
- medium- and long-term impact depend on the productivity of the investment. The impact

~ could be highly deflationary, as in the case of purchasing spare parts, putting capital

equipment of far greater value than the cost of the parts back into production. The

o analysis of the local currency side of the program arrives at the same conclusion:

however, since many of these projects impact directly on smail farmers and their
- incomes, and because of a marginal propensity to consume simple, domestically-
produced products with low import contents whose supply is very elastic, the inflationary
impact is likely to be negligible. | ~ o L s s
ZASA in Zimbabwe has supply and demand effects in the economy. Time-lags -
~ vary depending on the type of the investment. The demand effect through the multiplier
is quick, working through the system within about two years. The supply effect will be
both quick, as in the case of spare parts, and long term through the development of
greater institutional and human capacities. The net effect in the short-term may be
infiationary. In the medium- to long-term, it could very well be deflationary. ZASA, by ©



focussing on the small farm and agricuitural industry sectors, has brought new
opportunities, improved efficiencies and increased economic activity to the sector that
supports the great mzjority of Zimbabweans. It has not been a contributing factor of any
significance to the increasing inflation and shortages besetting the country’s economy.
More probably it has acted as a brake on inflation through its contribution to increased
production and increased availability of foreign exchange, both directly and indirectly in
the export production it has fostered. ~ | |

5. The present ?system of direct letters of commitment is much more efficient in terms of
demands placed on USAID management and its accounting staff than the previous
system using bank letters of credit and a relatively low minimum request. it

DLOCs appear to be cost effective at the mission level -- US$50,000 in staff
salaries compared to the US$250,000 in bank commissions paid under the BLOC.
They piace only a minor additional burdes on the Paris payments office which mails -
checks directly to suppliers. System changes have saved hundreds of thousands of
dollars in development resources and therefore direct letters of commitment should be
given first consideration in future CIPs. Nonetheless, some importers still found
procedures led to inordinate delays and were totally unrealistic in terms of the amount of
paperwork required. One dealer suggested that a local agency be set up in Zimbabwe
to handle the paperwork and thus expedite imports. , - ' ‘

6. There may be equity implications in the change from Uséio,ooo to US$50,000 as
the minimum allocation under the program. This change may have prevented
smailer firms from making use of the CIP.

While the ZASA CIP is probably not large enough to change dramatically the
concentration index within the commercial agricultural sector, larger CIPs or a large
number of CIPs with high limits, even if funded by diverse donors, might have that effect.
The issue needs to be considered by AID and other donors and weighed against the
higher costs of running CIPs with lower minimum allocations. Higher concentration
ratios within the commercial sector are indicative of less competition and eventually
couid lead to higher prices. | | |

Hccommondauons |
The main task racommended for action within the life of the present project is to:
» Complete the computer program for project accounting.

Even though the current ZASA CIP program is basically finished, very little can be
concluded about projects nos. 607 and 607A. The computer program fails to include
“categories and breakdowns which are most important to USAID in monitoring and
assessing project success. Since ZASA is unlikely to be the last CIP funded by AID in
Zimbabwe, or in the region, the required programming work would be useful even
should no further funding be available for new or extended programs. ‘
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Lessons Learned

While ZASA is completed, should future USAID or other donor funding become
available, the unique muitiplier and leveraging characteristics of this type of funding
indicate that:

« A new CIP program focussing on the agricultural sector and modeled along the
lines of ZASA would make excellent use of scarce resources.

Since the original program authorization was US$62 million, one option might be to
- fund an extension of ZASA up to the level of the original authorization.

Any futura ZASA-type CIP program should include the following:

1. Provision for enhanced policy dialogue around exchange rate issues in the
context of GOZ's current opernness to discuss much-needed economic changes .
2. Assignment of priority to employment generation in CIP allocations '
3. Allocation of a portion of CIP funds to the pubhc sector in view of the effectwe use
made of such resources in the past :
~ Specific lessons for future programs follow.

1,) Any future CIP program should be targeteel to the agncultural sector given the
productivity of this sector, its ability to generate substantial foreign exchange per
dollar of CIP funds provided, and the generally tabor-mtensnve nature of the sector ,
compared to other sectors.

, ~ The agricultural sector is the most appropnate one on which to focus such a'
~ program because 1) it generates exports of 4.8 times, as a sector, (and up to 12 times in
 some subsectors such as coffee) the value of foreign exchange allocations provided by
the GOZ (according to figures provided by CFU); 2) it generates considerable
employment; 3) public sector investments of foreign exchange have permitted
communal farmers to participate effectively in the marketing of export crops (coffee,
~ cofton and maize), producing higher farm incomes and increased employment, as well
as more foreign exchange; and 4) agricultural sector employment generation, increased
farm incomes, and formgn exchange generation is higher per dollar of foreign exchange -
used than is the case in other sectors such as manufacturing and mining. For example,
the decision to include mining and transport in no. 607 appears to have been an ad hoc
decision rather than one corresponding to the basic rationale of the agricultural sector
-assistance program. Thus, the agricultural sector, including both private and public
sector allocations, would be the logical sector to which to restrict funds in a future CIP,
program, particularly if the volume of funds available is limited. .

2) Priorities should be set within the agricultural sector which

Maximize equity as well as growth

Favor labor-intensive subsectors within agnculture '

Make public sector CIP allocations for activiiies which are profitable ‘ :
Support communal and resettlement farmers to the greatest extent possible

o o o @
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3) Any new CIP should be established only on the basis of an exchange rate that
more closely reflects the opportunity cost of foreign exchange.

The ZASA CIP has been a powerful tool in providing for some of the foreign exchange
needs of private and public sector businesses, even in the face of increasingly
inappropriate foreign exchange policies. In the light of a new willingness on the part of
the GOZ to address these issues and work toward their resolution, a new CIP is needed
now more than ever to support these initiatives. With the GOZ beginning to allow export-
oriented sectors, such as tourism and agriculture, to retain part of their foreign exchange
earnings (5% in the case of coffee exporters) for use in supplying part of their foreign
exchange needs, it would be appropriate for USAID to supplement these retentions with
additional foreign exchange channeled through a CIP.

4)  Any new CIP should facilitate a policy dialogue in view of new conditions, despite
- the failure of a policy dialogue to emerge between the GOZ and USAID, at least
within the ZASA framework.

There is a new willingness on the part of the GOZ to adopt policies leading
toward economic liberalization and to question the means of implementation of past
overall policies which have failed to achieve desired resuits. The basic policy issue in
conjunction with a new CIP should be the question:

» Why is a sector which is a large net producer of foreign exchange chronically
short of the foreign exchange it needs to increase production of both domestic
food crops and export crops, and thus more foreign exchange. This problem
derives from the mechanism for allocating foreign exchange within the economy
and on the overvaluation of the Zimbabwe dollar, which rewards imports (for
those ahle to obtain foreign exchange at the subsidized official rate) and
penalize’s exports. The agricultural sector as a whole, and the commaercial sector
in particular, would benefit from any move towards a market-determined
exchange rate and the reducticn of administrative control over foreign exchange
transactions. Any new CIP program should consider this the principal point of
policy dialogue with the GOZ and of program design.

5) A foreign currency auction system for CIP funds shouid be examined as an
acceptable productive interim step toward eventually freer, market-determmad ‘
exchange rates.

~ In view of the substantial overvaluation of the Zimbabwe dollar with respect to
foreign exchange (US dollars and other major currencies), and until steps are taken to
bring the exchange rate for the Zimbabwe dollar into closer alignment with those
currencies, any future commodity import program should auction available CIP foreign
exchange funds among all eligible applicants, with limited funds going to the highest
“bidders. This system would replace the administrative rationing of foreign exchange by
MIC, which is invariably and inescapably somewhat arbitrary and which contams wnhm
it the potential for illicit gain by those doing the rationing.

Thus if US$5 million were available in a tranche and ehglble ‘applicants
presented requests for US$15 million, the applicants themseives would be allowed to
bid for the foreign exchange they need, with the highest bidders awarded the toreign
exchange until the entire tranche was exhausted. If a US dollar were worth Z$4.5 to one
firm and only Z$2.5 to another, firms making the highest offers would receive their
requested foreign exchange, those with slightly lower bids might also receive their
- allocations until the total available foreign exchange was exhausted. Such a system
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would maximize local currency generation for use in attacking small farmer constraints
and thus would aiso benefit the local currency side of the program. In addition, it would
be a step toward establishing an eventual free market in foreign exchange. It should be
noted that this system has been used effectively in many developing countries which
face foreign exchange shortages, but are unwilling to devalue openly. The
overvaluation of foreign exchange and its impact on investment in agriculture and in
employment generation are legitimate areas for ZASA-promoted policy discussion that
the introduction of a foreign exchange auction systerm might promote. ‘

The amount of additional local currency generated would be cons:derably hngher =
than that currently being generated at an exchange rate pegged officially at Z$2.58 per
US$1 in December 1990; concurrently, the black market value of the US dollar was at
least Z$5 per US$1. The shadow foreign exchange rate used by the Government to
analyze its investment projects is not publicly available. However, an approximate

estimate is that it lies in the neighborhood of Z$3.75 per US dollar; one marketing board

uses a figure of Z$4 per US$1. If firms were willing to bid 2$3.75 per US$1 on average,

~ local currency generation for distribution by the ZASA Working Group would be

~increased by 45% for each tranche of foreign exchange auctioned. This system wouid
- make more local currency available to finance development projects. it would aiso give |

~ the Working Group a legitimate reason to be involved in the policy dialogue generated
by the CIP side of the program, since the amount of local currency generated for small
~ farmer development projects would be determuned by the effective exchange rate.

6) The ehglbmty criteria for partucnpatlon in a future CIP should be re-evaluated in the |
design of new prolects and periodically thereafter. :

5 in the present program general support for the agricultural sector has. by
_implication, supported capital-intensive rather than labor-intensive investment, as a
consequence of overvaluation of the exchange rate. In any future program, criteria
- should be specified explicitly and be subject to periodic review either by the ZASA L
Workmg Group or bilaterally by the GOZ and USAID and redefined when necessary.

| 7) For equlty reasons, it is desirable to reduce the minimum of US$50, 000 for: CIP 3; ;
participation if a system could be designed whuch mlnlmnzes management costs both
for USAID and MIC. .

‘Such a change might be more equitable in that smaller firms could reap some“

o beneﬂts from the program. In addition, a lower minimum would stimulate competition, ‘

which is normally desirable. Th US$50,000 limit was introduced as a screening
mechanism to reduce workload, which it has effectively achieved. It has done so,
however, at the price of making it impossible for small firms with smaller, but
nonetheless pressing, foreign currency needs to participate in the program. '

Procedures under project no. 607A represent a major improvement over those
used previously under nos. 604 and 607. Nonetheless, additional improvements oould
be made to streamline the application and approval system. For example: |

1') FAXed proformas should be acceptable to speed the application process Only
after selection should applmnts be required to provide original proformas. Lo



First, this change would reflect how import business is generally handled in the
1990s. Second, DHL or other couriers charge more for their services than is the cost of
sending the same number of pages by FAX; some US exporters may not want to incur
such expense except in response to a firm order. Third, the whole application process
would be speeded up dramatically.

2) The feasibility of a system which makes use of the local bankmg system, rather .
than either the BLOC or DLOC system, should be examined.

~In view of the well-developed nature of commercial banking and of the
knowledge of major importers in Zimbabwe concerning the procedures necessary both
to guarantee payment to suppliers and to assure importers of receipt of the specmed
type and quality of goods, tranches of CIP funds could be paid into a special account at
the Reserve Bank. Then a local commercial bank selected by MIC and USAID could

handle transactions directly. Such a system would reduce the management burdens of‘ : ‘

both institutions compared to those of either system used in the past.

3) Priority should be given in CIPs to purchasing equipment for which us
manufacturers have a comparative advantage, such as tractors and combines.

This would ensure that the program wouid not encourage purchases of more
- costly or less efficient US equipment simply because the foreign exchange was
avallable to "buy Amancan

, , the ZASA CIP at its inception chose to support growth with equity
- within the agricultural sector. ZASA program implementation encouraged growth in
both the commercial and communal sectors, and increased income in the communal
areas through increasing marketed production and greater employment. The program
~ was effective, relatively efficient , and disbursements were rapid. A future CIP program
 modeled on the lines of ZASA would need to delve more deeply into economic

- management and into how specific projects and the way that they are implemented
achieve both growth and equity, particularly in the face of changing conditions. Thus
there is a need for greater policy dialogue than in the past, including such issues as
exchange rate policy, price and procurement poluc:es for products controlled by the
marketing boards, land tenure and settiement issues, and other probiems affecting
growth and employment in the agricultural sector. Without a resolution of the issues

which affect both the commercial and communal sectors, the objective of growth with

’ ~ greater equity will be unachievable.
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~ SECTION E LOCAL CURRENCY PROGRAM

Chapter 1
Agricultural ,Re'searcﬁh '
Including VQthinary :'sdonc’. o .
Concept and Objectives o

: Zimbabwe has a Iong and successful tradmon of agncultuval researcn Its L
complex research establishment and a relatively sophisticated research program have o

 resulted in some of the most productive agricultural operations in Africa. Until
independence, however, this program supporied almost entirely Iarge-scale b

commercial operations. In the past decade research initiatives have been reoriented to *‘
~ benefit the smallholder in communal areas. ZASA support has facilitated this

" - reorientation, adding to the major support provudad by other donors. Specifically, ZASA
was to support research aimed at overcoming the constraints faced by smallholders,

. including increasing the productivity of traditional and cash crops, pamcularly inlow

o rainfali 2greas, and saekmg means of applymg pnvate sector expemse to smalsholder[ 0
i ,needs : e : ; : G L

COmmercaal agnculture raquured 60 years of govemment !unded resaarcn
faxtansmn, veterinary services, farm management, and state trading and subsldies

_ before becoming profitable. This was so despite the fact that commercial farmers had
~ access to capital, imrigation, modem technology, and scientific know-how which they had
~ brought with them from the western agricultural world. During the period of sanctions
~ the commercial sector exhibited its technical and management capacity by diversifying

~ from tobacco and maize into cotton, irrigated wheat, and other crops needed in the local
- economy. An example of its success lies in the fact that until 1965 Zimbabwe produced

o ‘about 2% of its annual wheat requirements; by 1976 the country was self sufﬁctent and v
i an good yaars, exponed smail quantities of whoat | | e Sy |

~ Small farmer agncunuro has drawn upon the research base doveloped for tha-l"*

i commerclal sector, successfully borrowing packages of improved practices for maize

and cotton in those areas where there is sufficient rainfall. This Man in ths 1980s and;
| resumed with lndepandencs after disruption by the war. | e

(RN The rasoarch task at Indapondenco was formudablo' to ﬂnd crops suuted to |
largely drier and poorer soils, particularly in natural regions 3 4, and 5, which would

flourish under conditions of high human and livestock pressure. These are areas where

access to inputs, technology, and information is limited, makmg input and marketmg e

. costs hagh

k , k= ~ USAID, Zimbabwe Agricultural smrmmam PAAD Authorization (813-0209) 9/23/82;
~ Zimbabwe Agncumm Sector Awmm (ZASA) Program Amondmont (81 3-T-607), 819/88 10
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Undercapitalized traditional farmers have only limited capacity for sustainable
communal resource management. Moreover, the institution of the village had been
frozen under colonial tutelage. There had been no rational adjustment to the shift from a
situation of land abundance to land shortage. Instead the adjustment came in the form
of growing social stratification, with on average 40% of households owning no cattle,
some 30% not ploughing, and those without their own draft power who do plant, losing
about half their yield potential due to poor timing of field operations. Because of the

- subsistence nature of farming and controls over petty trade, there has been little local
market activity or cash circulation. The rural areas were and remain today largely a labor
reserve for the modern economy, with half the adult male population absent as mlgrants\
for large parts of the year.24 r

‘ Changes in Agncultural Research smce Independence

= To address the needs of the smallholder the Department of Research and”
- Specialist Services (DRSS) after Independence embarked on a maijor initiative of on-
farm trials in communal areas. New staff had to be trained to replace veteran
researchers leaving the organization in the years after Independence. Existing staff
- had to learn new methods of research useful to smallholder agriculture such as Farming
 Systems Research, on-farm trials, water harvesting, and arid and semi-arid land
_ systems. According to the DRSS, by 1990 communal area on-farm research constituted
- 25% of the research effort and consumed 50% of the total annual research budget L

Research priorities are overseen by the Agricultural Research COUﬂCl| whlch
~includes representatives of both communal area, small-scale, and large-scale
~ commercial farmers. The Council provides advice directly to the Minister ot Agriculture

and i ls 1hought to have considerable mfluence on the setting of research priorities.

, In addition to government sector research the commercial farmnng sector funds,
research, both independently and in conjunction with Ministry of Lands, Agnculture, and
Rural Resettlement (MLARR) research. This includes research which is beneficial
directly to smallholders ralsmg cotton, coffee, and other crops, as well as to commercual ,
growers. , | r

Greatly expanded cotton productlon has been an rmportant development smce .
Independence, particularly in the middie rainfall areas. Now, with water harvesting
technologies, cotton is moving into drier areas, particularly on communal lands where

~ production has tripled since 1982. This means shifting beyond the natural cotton zone,
 moving quantities of soil to effect the harvesting of water, and opening up the likelihood
of a cotton monoculture. On poor soils this poses the risk of initial good yields being
followed by a drop in production, and potentially impoverished soils. Thus, there has
been a continuing need for research regardmg cotton's future role in dry and heavuly*
populated communal areas. '

24 The percentage varies from 40-60 % dapending on area .



: ZASA‘s Role in Supportmg Agncultural Research

| ZASA was approached by DRSS to support these and related :mtratlves ZASA‘

 funded small farmer research, staff training, soil surveys, a foot and mouth laboratory, i

- veterinary toxicology equipment, agricultural data analysis, plus specmc studies on

~locust control, castor beans, heartwater, animal wastes, and forestry issues. As??, e
 indicated in the following table (E.1.1), allocations totaled Z$ 3.7 million plus US$ 1.7
~million as of 1990, representing 6% of local currency and 14% of US dollar funding

within the total ZASA program. While DRSS reported having received all necessary

funds on time, the Ministry of Finance records show that 44% of the allocations were ?

: recorded by MFEPD as spent by June 1990

" Table E..1
~|Agriculture
e Resurcn s

~ |Heanwater Research | DR&SS 1 84/6 904 903 ~1,,094.515 1

| 904903 |
_ |FootandMouthiab. | DR&SS | 85 |  120000f . f 0 |
- |Henderson Research Stn.{ DR&SS | 85 | 76500 | 217056 | 76500 |
SmalFamaerResearch | oR&ssmMOoE | 85 | 107800 | | s7000 |
- [Castor Bean Growth® DR&SS o 86/90 | 28303} = ma |
 |tocustConrol " | oDRass | e7 | sc0000 | | T4sss |
 |Plant Insp. OmceConst lporess | sof e0000} |  ‘ma |
C|P0 fana | vet.Service | 85 | 1451000 | 492,031 |
TsetseContml Camps | Vet.Service | 85 | e00000 | | o |

- |Vvet. Toxicology Unit Vet.Service | 89 | 6000} 250 0003 000}3\ £
 [Vet. Toxmbgyﬁeagems Vet. SOMOO | 90 25000 | Db
[0k Daa Anaysls MLARR | 86 | 30000 | .noo ooo19s82 |
. hUSDATechmcal Exch MLARR | 90 800}  }F 0}

‘},Forestryﬂesearch L ForestryCo

b TPmntorT 6% o 14% | 44%‘
: ' oftotg lloc ofUSSalloc onSaIlowed"
e s;nm UoAlD MFEPD ‘November 1990

0 Acnvny £ = ",AgenCy) ‘ Yearf __Ano_camnAmunL__’ Expenduture;ﬁ;‘

- * MFEPD shows a US$28,303 allocation while Dnss reponts US$32, 5oo of which sz7 752 had been spemrfr S

8 by 1989; the baiance was reported as probably not being used.
- # MFEPDshemmalocdbnwmhdoesmtappearon USAIDrecords.
'? Represents percent of allocated funds that appear as expended on MFEPD records although some

;ects may have besn completed mmgcredns and thus do not yet appear as expended by MFEPD o

Both the Dept. of Research and Specaahst Services and the Dept of Vetennary |
Services consider ZASA-funded research to have been critical to the progress each has

_made during the past decade. While ZASA funds have been a small proportion of total e
~ departmental budgets, and a number of on-farm activities have been curtailed before
~ pay-off, they have, nevertheless, had a definite impact on research related to small -



- farmer, heartwater foot and mouth vetennary toxicology. castor bean and agncultural
data analysis.

~ Small Farmer Research directly supported DRSS efforts to shift attention from the
commercial to the communal sector, particularly for hybrid maize, water: harvestmg and
~ cotton breeding. Heartwater research, undertaken with the assistance of the University
- of Florida, has almost achieved the development of a vaccine for controlling one of the
~ most serious tick-borne diseases, one that poses a threat not only to both commercial

and communal farmers in Zimbabwe and other pans of Africa, but also potentlally to

- herds in the US and Caribbean, where research could not be conducted. Foot and
-mouth research has helped control that disease, resuiting in good control of the disease
‘among communal livestock.25 This has directly contnbuted to the EEC's hftmg of its ban
~on meat imports from Zsmbabwe dunng |ate 1990 * ‘ ‘

Snmnarly, toxlcology research has made it possm to test for pestlclde resndues
- in beef, enabling further exports to the EEC. Castor bean research began with a ZASA
- grant that enabled essential seed imports. By 1990 this castor bean investrnent had -
~ resulted in further funding by ICRISAT, AFC and two private firms, in adoptlon of castor
 bean in at least two different parts of the ‘country, and in farmer interest in sux other
. areas. AGRITEX now features nt in |ts extensuon programs for semu-and reglons

| ""mmt
The Dept. of Research and Specnahst Serv:ces reports that the ZASA apphcamon

‘ and disbursement system has generally proved efficient, timely, and abie to respond
relatively quickly to changmg cnrcumstances that dlctate the need for new research

‘~,pnonnes

A pamcularly good example of the efficnency af the ZAS/ model is the fundmg of

~a locust control project with both research and extension implications. In 1987 the

country faced an emergency with an imminent locust outbreak and no govemment funds

~were available on short notice due to GOZ's need for advanced programming. ZASA
provided Z$300,000 and, together with ODA (UK), quickly came up with the necessary

- funds, making the appropnate research and extension response possible to ameliorate

a serious problem. As a result, GOZ recogmzed this need and funded a Z$450-500,000
line nem in subsequent budgets for pest control in emergency snuatlens .

,, Wnth regard to the efficiency of financial expendsture and relmbursemenf however
agricultural research and veterinary service activities faced difficulties. By June 1990
~ only 44% of their allocations were recorded by MFEPD as expended, somewhat Iower
than the average of 50%. While projects may have been completed using credits,
accounting and renmbursements were generally delayed significantly. (Tabie E.1. 1) 1

25 Foot and mouth disease has yet to be controlied among wildie.




: |Research and Specialist SOrvlcoo

Effectiveness
in terms of regrientation of research to the smallholder and of improved
productivity of that sector, ZASA investments have piayed an effective role. The general
government emphasis on smailhcider research, supported only in a small way by ZASA
- funds, has led to an overall jump in smalthoider production, productivity, and incomes
-during the past decade. For example, with the help of ZASA and other donors, today
80-85% of the maize planted in communal areas is the hybrid R201 developed by
DRSS. Water harvesting is spreading rapidly in drier areas, with small farmers paying
cash to have tractors come into their fields to help construct the necessary ridges and
contours. Because of direct ZASA support the risk of dangerous diseases and pests that
_cut agricultural production and exports has diminished, new crops such as castor bean
~ have been introduced, and smauholder productlon of tradmonal crops, mcludrng cotton |
' has dramatlcally mcreased , . \

" The followmg table (E.1. 2) summarizes government support to research in recent
years. It indicates that relative expenditure dropped  significantly. followmgr ;
‘Independence, although the rate of decrease has slowed since the ZASA program
began in 1983. While firm corroboration is not possible, the data also suggest that
relative levels of expenditure for research, given the country's serious budgetary
constraints, would have continued droppmg raprdly without donor support such as that, :
provided by ZASA. |

" Table -;E',1.2
Agriculture Research:
1Government Support to Dept. of

, e ﬁ‘ﬁ*esearr:h Budget/ Researohfl’otal " Research/
e T 123% | 075% | 18.0%
- 11980 S 1.78 .. 0.68 12.7
o1198Y - 119 0.36 ' 7.7
1982 | 1.23 0.37 57
|1983 st 0.29 T4
 |198s ' 1.38 032 38
1688 na 0.34 4.9
|19 - nma| 0.33 a7 |
11087 ~ n/a 0.34 45 :
198 o 02 4 |
Average | r ; e |
1980-1990 , 1.38% 0.40% 7 00%

Research has proven rtself a valuable public mvestment but the returns are
realized only over the long term. Rough calculations suggest that investment in
rasearch provides a return of over 30% per annum. However, it is treated in the
government budget as a recurrent cost, not as an investment. This leaves research
vulnerable to budget cuts and beyond the purview of major donor assistance since |t is

“ rarely provrded for recurrent expenditures.

‘New cuts are proposed for 1990/91 which will reduce on-farm research

particularly in communal areas because of high travel and subsistence expenses.

- These activities will be replaced with research on DRSS experimental farms where
attempts will be made to replicate communal area conditions. This proposal is of
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S dubsous valldlty because most experimental farms are located on good land in relatively.

. * high rainfall areas in natural regions 1 and 2, which are very different from the majority .
~of communal lands, located in poor soils in low rainfail areas of natural regions 3 4, and

~ 5.A reahstlc substttute for on-farm trials has yet to be ldentlﬁed

,rConctusions '

Overall, those knowledgeable about the smallholder sector lncludlng ofﬂcxals of the

~ organizations representing both communal and small-scale commercsal farmers,

" uniformly praise GOZ's research efforts and ZASA's contribution to them since
 Independence. They despair only about the threatened curtailment of small farmeron-

- farm trials that budget cuts mandate. In the field, and in data on productlon changes

 throughout the smallhoider sector since Independence evrdence of the value of"V?‘l‘t

o ~research lnmatnves |s evudent

Proposed repllcatlon of communal area condrtlons on research statlons located on
~better soils in hugh rainfall areas is unlikely to orocluce the same results as on-farm
tnals partlcularly m low ramfall areas ‘ , - . |

 As testament to the percewed utility of these efforts the anbabwe Natlonal Farmers e

“ Union, representing small-scale commercial farmers, donates Z$10,000 annually for
o ’research ‘Furthermore, the National Farmers Association of Zimbabwe, with 550,000

members from the communal areas, is considering investing some of its modest budget: e
trom proposed crop levaes in contnnued research for smallholders 23 ‘

- ZASA fundmg is recogmzed by these orgamzatrons and DRSS as havmg contnbuted tol"“?”

. ~ the GOZ‘s commrtment to the smallholder sector. Specmcally

1. Agricultural research in both crops and livestock has yrelded substantial rewms to
~ the local and natlonal economy. whlle helpmg ralse smallholder productlon and
- incomes. | | | | | o

i .;2].,;ZASA has been a partner in thls process, provudlng fundlng targeted at thex
~ smallholder sector through a mechanism that operates relatively efficiently and
' effectwely, it has provided funding in a timely manner and |mproved overall system Lo
‘vresponsweness to the needs of communal tarmers | s t

3. On«»tarm tnals have been an lmportant perhaps wtal component of Zlmbabwes o
~ research initiatives, have produced positive benefits, and promise to produce more.
‘ZASA funding has helped DRSS to maintain these trials in the face of overall budget
 restrictions and has supported a program of small farmer research lmked durectly to
. ‘;“,these on-farm trials. ' | = .

4 ZASA funding has contnbuted to lmponant advances in heartwater foot and mouth‘

disease, vaterinary toxicology, castor bean, and locust control research, helping to

" o improve agricultural export potential and to increase production and yuelds for both;; i
oommerclal and communal tarmers , S

26 Gtwenment approval is belng requested by NFAZ to permit it to receive levies on crops soid by
communal farmers in the same way that large- and small-scale commercial tarmers umons presently do
- from the crops marketed by their union members :



s, Timely availability of ZASA funds has made it possnble for GOZ to respond quickly to‘ .

emergency s:tuatlons reducmg the risk of serious problems for farmers and: urban :
consumers. , , , |

. Recomym‘endations ‘and Lessons Learned

- Ove‘rall itis recommended that:

;ZASA funding, or a similar mechamsm contlnue to be avai~lable to sUppo‘rtf‘
tagncultural research : k el :‘

: 'The llmlted remalmng funds under the ‘urrent ZASA program shouldbe used only to : ,[f' _

complete existing research efforts jeopardized by mmor shortfalls :

- Future fundmg should be earmarked to support

o
2.

. Smallholder on-farm tnals at present or lncreased levels

:Matchmg grant funding to- encourage further mvestments in on-farm tnals byf\,
~government, smallholder orgamzatlons, and the commerc:al sector to make up the :

shortfall in DRSS appropnatlons

. The efforts of the NFAZ to recelve a Ievy on the produce sold commerctally by its
‘members to generate funds to tackle research problems specific to the smallholder

. Development of a national research strategy to |mprove cotton farmmg systems to:‘t :
reverse and/or forestall apparently falling yields i in establlshed areas o

. Examination of means by which GOZ can change research Yonythe recurrent budgetw, =
~ to its rightful place among capital programs where foreign donors, and government_}

itself, would find it easuer to provude the funds needed by this hlgh-retum actwuty




SECTION E LOCAL CURRENCY PROGRAM
Chaptef 2 |
Agricultural ExtehSion
including National Parks
and Fishing Cooperatives
Introduction

~ Three very distinct activities have been funded by ZASA under the agricultural
extension constraint area. These include AGRITEX (the GOZ agricultural extension

5 ~service), the Department of National Parks,2? and several independent fishing

cooperatives. Unlike in the other sections of this report, where it has been possible to ' |
- group together discussion of ZASA support for various activities, in this section each of
~ the activities will be treated separately due to their diverse nature. All three have the

o ~ communality of husbanding scarce resources. Fishing cooperatives have developedin
~ most cases as a result of strong extension input from the Ministry of Cooperative and

- |Agriculture Extension

- Community Development. National Parks has been linked to these cooperatives in its
‘responsibility for allocating fishing permits which make possible cooperatives' formation
and operation. National Parks has had a role in providing extension services in wildlife
management and game farming. This is discussed in relation to Model D and also to
~natural resource conservation and environmental education in Chapter 5, "Land and
Water Use.” L = e | S P

The following table provides ZASA allocations and expenditures for agricultural
extension, National Parks and fishing cooperatives. Overall, these institutions received
- 11% of local currency and 22% of foreign currency allocations for a total of Z$6.6 million
and US$ 1.7 million. | ; | e | g

" Table E.2.1

{Incl. National Parks
& Fishing Coops)

- |Activity ' - Agency/ Year _.Ammm__ Expenditure
Agric.Extension MLARR/AGRITEX 1,616,881 | 2,459,811 1,539,675
National Parks | MET ' 4,577,047 190,883 ‘ 0

~ |EshingCoops MXD 417258 A N 237258 |
' : Percent of Total ' ‘ 11% 28 27%
' of tot.Z$ alloc. | of alloc] of Z$ aliocated™™

| 2 1 |
“Source: USAID, MFEPD, November 1990 f

| ~ "* Represents percent of allocated funds that appear as expended on MFEPD records, although some

projects may have been compieted utilizing credits and thus do not yet appear as expended by MFEPD.

! With regard to the efficiency of financial expenditure and reimbursement,
extension activities faced difficulties. By June 1990 only 27% of their allocations were

27 Dept. of National Parks will be refered to henceforth as™National Parks.”
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recorded by MFEPD as expended, sngmf:cantly below the overall average of 50%.
While projects may have been compieted using credits, accountmg and resmbursements
were generally delayed significantly.

, Agricuitural Extension
Object angd C

: The GOZ has consistently focused its efforts in extension on improving small
farmer production and marketing of commercial crops, often through the provision of
- information. Because of a long-standing commitment to research dating back to pre-
Independence, proven technological packages for growing the principal market crops
existed and were soon adapted to the needs and abilities of communal farmers. ‘The
primary objective of AGRITEX after Independence was to transfer this technology, plus
new research findings diracted at small farmer production, to communal areas in a cost-
‘effective way. Within this overall goal, six areas were identified in which ZASA might
contribute: the construction of staff housing and transportatlon funding for additional 3‘
staff, development of better extension techniques, provision of in-service training, smalil
farmer linked research and extension activities, and additional fac:lmes, equnpment and :

- budget to carry out extension activities.

Findings |
Changes in Agricultural Extension since‘lndepondonco

- To provide much needed agncultural serv:ces to the communal sector, a masswe‘
expansion of the agricultural extension service would have been required after
- Independence to maintain the same extension agent-farmer ratio as had formerly ‘
: ‘prevallad in serving only the small white-dominated commercial farm sector. This
expansion, plus replacement of experienced extension professionals who left the
service, would have required a tremendous expansion of the agricultural colleges and

e their staffs. Much of this increased infrastructure and human resource capacity would

have been wasted after the extension service's initial expansion. At that point, the
demand of commercial agriculture for farm managers, plus other requurements of the

- agricultural sector, both public and private, would have been greatly exceeded by the

i supply of graduates of the agncultural collagas and the Faculty of Agnculture of theu
University of Zimbabwe. | ‘

| Instead, AGRITEX has expanded more modastly from about 1200 staff in 1980 to
the current level of 1600 staff. This has been achieved with a relatively modest increase
_in training capacity. Nationwide the farmer/extension worker ratio has been reduced
modestly from 1000:1 at Independence to 800-850:1 in 1990, while the number of
households in the communal sector has grown from about 600,000 to 900,000. Despite
this, AGRITEX has provided reasonably effective service to thé farming community
through a combination of good organization, effective communication, efﬂcuency and‘ ‘
reasonable scale of operations. ; |

The agricultural colleges established a one year on-farm training program in the‘
first year of its three year program, making training more practical and reducing the need
for additional staff and facilities. Basically, the second and third year enroliment double
without the need for additional staff or facilities.
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Furthermore, between 15% and 18% of the extension agents now are women; at
Independence, there were none. Some additional dormitory space was constructed at
the agricultural colleges provide gender segregated facilities. Staff housing also was
built. Nevertheless, massive expansion of the agricultural college system to meet the
needs of the extension service was avoided. ;

At independence, Zimbabwe had perhaps the best extension system in Africa,
even though it was geared to commercial farmers. Thus, the World Bank, IFAD and
ZASA were able to support for an existing system reorganized to include servicing of
communal and resettlement farmers as well, rather than having to support the creation
of a completely new system. AGRITEX came into being in 1981 as the resuit of the
fusion of the pre-Independence extension services with a specific focus of addressing
the needs of communal and resettlement farmers as well as those of commercial

farmers. ,

The University, which provides AGRITEX with some staff, also adopted a shorter
period of practical field work, one of a few months duration. However, this program has -
‘been less successful in reducing the need for expansion of the Univeristy staff and

_installations and improving the practical ability of university-trained graduates than have
“been the agricultural colleges.

The three levels of extension staff are: professional staff (subjeet matter

 specialists catering to the needs of commercial farmers); extension staff at the technical

level (in such areas as conservation and investment surveys) serving both commercial
and communal farmers; and the paraprofessional extension agents serving the
. communal and resettlement farmers, working in the local language. Adequate provision
~of services has required improving the mobility of staff and the ability of agents to
~communicate among themselves and with the head ofﬁce for back-up advice. : ‘

The maijor direct contribution of ZASA to AGRITEX's extension efforts (aside from -
-its contribution to human resource development at the agricuitural colleges and the
University (discussed in Chapter 6, "Human Resource Development") was funding worth
Z$1.5 million in local currency and US$ 2.4 million in foreign exchange costs to
purchase a radio and radio-telex system (Table £.2.2). The system provides two-way
communications links between headquarters and regional offices and between these
and individual extension agents. The links between headquarters and regional offices
are both voice and radio-telex, making it possible to send hard-copy in addition to verbal
massages. This system complemented transportation provided by the Worid Bank and
reduced the need for additional transportation. It also made extension agents located
anywhere in the country more productive by enabling them to obtain information from
sub;ect matter specialists.
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Table E.2.2

JAgriculture Extension:
Allocations & Expenditure

Activity , Agency/ Year| __Allocation Amount | Expenditure**
Communication Radios | AGRITEX 84/901 1,541,881 2,382,911 | 1,539,875
Murimi Ulimi Magazine MLARR 85 75,000 ‘ 0
Joioba Feashilty ADA 8 76900 na_
Subtotal, Agric.Extensiop 1,616,881 | 24593811 1,539‘,675

Source: USAID, MFEPD, November 1390
** Represents allocated funds that appear as expended on MFEPD records, although some projects
may have been completed utilizing credits and thus do not yet appear as expended by MFEPD.

Impact

The total cost of the communication system was reduced and better use was ‘
‘made of ZASA resources by USAID's decision to allow local curre’:zy to be used for
setting up the system and to buy those parts of the system which could be supphed by
~the local Motorola dealer. Thus, elements, such as the antennas, masts, guy-wires, and
- system installation were purchased locally and paid out of ZASA local currency funds.

In addmon as the table above mdlcates, AGHITEX has been more efﬂcrent in
managing the funds involved, having expended and been reimbursed by MFEPD for
- 95% of the local currency funds by June 1990. The same cannot be said, however, for
Ministry headquarters, however, since MFEPD records indicate that in the five years -
~ elapsed since funds were allocated in support of the Murimi Ulimi magazme ~

- expenditure had not been recorded as of June 1990

j"E[[ f s

‘There have been two major interventions by external assistance agencies: the
‘purchase of motorcycles and vehicles for staff made possible by the World Bank and the
establishment of a communications system funded by ZASA. These have
complemented each other well and jointly have contributed to the generally successful
AGRITEX extension program. World Bank funding for transportation allowed extension
agents to get out to their clientele; ZASA funding for communication allowed workers at
every level of the extension system to have access to the latest in extension messages
‘and essential administrative communication. Both of these were necessary to the
¥ effectwe operation of the extension service. ,

The ZASA-funded high frequency single-sideband system covers headquarters :
provincial and district offices, and some area offices. The system has some problems
since in many areas there is no electricity and batteries have to be recharged outside of
the site where the radios are used; furthermore, some of the nickie-cadmium batteries
are reaching the end of their useful life since they can no longer be recharged. In
- Bulawayo, perhaps only 3 out of 10 radios in district areas are working because of
~ battery problems.
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A VHF networkK USING el = =0, | 4

\mbra area 10 enhance communication among 9 ¢ (10 -1 AL I b

ively. The cost of introducing this system throughout the country, however, would
$§‘1 million (almost entirely in foreign exchange). This funding is not presently
able. ‘ ‘ : '

The impact of the ZASA-funded system has allowed AGRITEX to reduce the use
lephones substantia\ly. In 1988 telephone rates went up 126%. In that year alone,

radio system saved Z (259.000' for post and telephones charges.

&icUltural »Exte‘nsibnr T ‘
nclusions |
The “ Z‘ASAffunded com uni'catidn system has e’nhahc;e'd the external and 'mte‘rn'a'\ i
' communications efficiency of the department, improved morale, and enhanced the
‘eﬁec‘t,iv‘ene‘ss to get technology packages 10 farmers. Specifically the ZASA-fUnded
;sy,stemhas: e | e S s |
. Enhanced AGR\TEX's;capacit; to reach farmers with effective messages,
& Vprov'\ding the organization, with its relatively low extension agent-to-‘farmer ratio,
- with an effect ; ion
2. Provided the most remote extension agent with access to the most up-to-date
| ~input packages - Gl o gl
3. Reduced the need for ground travel for ,mosrinfdrmﬁiqhd exchange, allowing
i AGRIT EX to make better use of its ~scarei~transponation resource o
4. Reduced the need for the majority of telephone calls made at all levels of the
extension servicey | e L CaSR R e o
5. Improved morale among agents si'gn,iﬁcantly‘ oy Venh,ancin‘fg‘ \c,om‘munication
= betwaen central and provincial officer and*a’gents‘in even the»remot‘est:areas

Recommendations and Lessons Learned | |
1. New fundingis recommended for futuré oxtension activities. ;
> Remaining ZASA funds which might be ‘made available 10 AGRITEX should support
e maintenance and minor up-grading of the radio system. A maijor effort should be
~ made to ensure that a suﬂicieqt'number of replacement batteries is available.
.+ Staff using the radio system should be held personally accountable for loss ot
~ any equipment.. o L Lo
o Spare radios might be purchased so that agents and regional offices are not left
~ without equipment when repairs are required. o |
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~ |  National Parks
| In recent years, poaching has become an increasingly serious threat to wildlife,
~particularly rhinos and elephants, and has required an immediate response. The
objective of the GOZ in including National Parks in the ZASA program was to provide
funding for the anti-poaching campaign. Specifically, USAID agreed to use ZASA

resources for radios and subsequently, for staff housing in areas partlculaﬂy vulnerable |
to poaching. |

~ Findings

Fah National Parks received from ZASA Z$577,000 for a radio system for anti-
~ poachmg patrols and Z$4 million for housing for anti-poaching staff, the second largest
- local currency allocation made by the program (Table E.2.3). The radio system
combines base-stations and hand-held sets and allows command posts, such as the
one established at Mana Pools, to maintain contact and coordinate activities with anti-
poaching patrols throughout their respective sectors of the national parks.
Approximately 60 house have reportedly been built in a number of remote locations.
- Given the isolation of the area, the rough nature of the work and low staff salaries, it is
necessary for National Parks to provide good housing in order to retain qualified people.
‘According to Natlonal Parks, there is a need for 1600 additional houses for its staff.

Table E.2.3
~|Extension:
|National_Parks | | |
[Activity Agency/ | Year| _AlcatonAmount | Expenditure
Communication Radios | MET 86 - 190,883 na |
Zambezi Anti-Poaching | MET 861 577,047 ' ~ 0
Subtotal, National Parks | [Ca577.047] 1s0883[ o

Source: USAID, MFEPD, Novenb« 1990
** Represents aliocated funds that appear as expended on MFEPD records, although some projects
may have been completed utilizing credits and thus do not yet appear as expended by MFEPD.

Impact

Questions have been raised concerning the appropriateness of the housmg buult,
and its cost. National Parks has put up approximately 34 houses at Mukanga and 26 at
Tashinga at a cost of Z$4 million in all. 28 |f, in fact, 60 houses have been built, their
average cost would be relatively high (ZSGB 667 each). Conditions in the national parks

28 Despite repeated inquiries, no one in the Dept. of National Parks could contirm the number of houses
actually built with ZASA funds.
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dictate special housing requirements (higher ceilings for ventilation, larger size,
elephant-fencing for the compounds, etc.). Nevertheless, the houses are on the order of
150 square meters for junior staff and 200 meters for senior staff - approximately three
times the floor space allotted to other government workers. (GMB, for example, allots
clerical staff houses of 55 square meters and managers houses of 70 square meters).
While it is true that construction costs are higher in isolated locations than elsewhere, it
seems that floor space could have been reduced substantially without having ignored
the special needs of the staff.

With regard to the efficiency of financial expenditure and reimbursement, National
~ Parks activities faced serious difficuities. By June 1990 none of their allocations were
recorded by MFEPD as expended. While projects may have been completed using
credits, accounting and reimbursements were seriously delayed.

| ‘ ‘ .

Radios

The radio system, besides making more effective use cf available personnel,
reduces casualties among Parks personnei by bringing in reinforcements to support
otherwise isolated patrols. National Parks staff working in the anti-poaching campaign
are convinced of the efficiency of the system and of its utility in reducing the numbers of
rhinos and elephants poached. The light weight of the hand-held sets makes the patrols
~ more mobile and extends the area they can cover. The principal problem encountered
with the sets is that batteries are lost in the bush or at some point can no longer take a
charge, but cannot be replaced. An additional problem is that the number of hand-held
sets is insufficient because National Parks now frequently coordinates its anti-poaching
patrols with the Army and Air Force. While the support of these institutions is an asset,
efforts would be more effective if there were more radios for coordinating activities.

In addition to the communication system provided by ZASA, the anti-poaching
campaign could benefit enormously from better transport. National Parks for a while
used a four-seater helicopter (Bell, and later Alouette) financed by the World Wildlife
Fund; however, to make use of its communications capability, it now needs several
larger helicopters (UH-1 type) so that patrols can call in reinforcements when they make
contact with heavily armed (AK-47s) groups of poachers. Patrols could aiso make
effective use of fixed-wing single- or twin-engine aircraft (minimum size of a Cessna
206) to evacuate sick and wounded staft since the nearest hospital (Kariba) is a three
hour drive in the dry season and is often unreachable by road in the rainy season.
Because It is reported that 99% of the poachers cross the river from Zambia, river patrols

‘need several 90-125 horse-power outboard motors for the Zambezi River using boats
which it already possesses.

Housing
The houses built near the Mukanga River were nearly finished at the time the

evaluation team visited the site. The generator-powered eiectrical system still had not
been put into service. :
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National Parks
Conclusions

*  Without underestimating the importance and usefulness of ZASA grants to National
~ Parks, it is not clear which constraint area allocations to this institution are
addressing and what their relationship to the agncultural sector is.

s The radio system appears to have been quite useful in i rmprovrng the effectiveness of
the anti- poachmg campaign. Additional radios and replacement batteries would
make a major contribution, particularly to improving coordination with the outsrde(
,forces which occasuonalty work with National Parks staff in the campalgn s

s There has been inadequate pro;ect review and an inadequate momtonng system to
~ follow up on the investments, particularly with regard to National P2r<s housing. .

With such a large allocation, it would have behooved the Working Group to have

- brought in outside architectural expertise, if such expertise were not available:

~within the Working Group. There apparently was no monitoring of construction i o

since National Parks could not report how many houses had been built with the

initial ZASA allocation when it came to the Working Group for funding for
additional housing, nor was the Working Group aware of the discrepancy

between Parks housing and that provided to other govemment staff.

BT Communmes have no stake in the preservatron of the wildlife m the parks Iargely, -

-because they have no share in the revenues earned from tourism and safaris.

in view of the amount of money the ZASA ‘Working Group has provided to
National Parks for the anti-poaching campaign, a small investment in rasearch on
how the surrounding communities could be given incentives to help protect the

game there against poachers seems appropriate. Many private farmers are

~changing from raising exotic beef cattle to game ranching, with less
environmental degradation and higher potential income. Communal farmers
should also be encouraged by ZASA to protect wrldllfe both in nerghbonng parks
and on communal lands. ,

Recommondatlons and Lessons Lurnod ‘

K _ Given lack of clear linkages with the agnoultural sector, it is reoommended that pollcy \

decisions be made jointly by GOZ and USAID regarding future partlcnpatlon of the
National Parks Department in ZASA programs. particularly if new fundmg is mader |

available.

~If such future partlcrpatlon is deemed appropriate, the followmg recommendatuons, L
- should be considered:29 |

. Outboard motors for existing boats are required to address mobmty constramts |
(Other sources should be tapped for needed fixed-wing aircraft and helicopters.

Light planes are required to ferry in supplies, particularty in the rainy season, and
to bring out sick and wounded staff. Helicopters are needed to carry in additional

29 ysaiD independently is funding a major regional natural resource management program which may be a
' more appropnate mechanism for supporting future national parks reiated activities.
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personnel to back up ground patrols when poachers are encountered. Such
aircraft shouild have the capacity to transport at ieast 5 people in addition to the
flight crew.)

2. Mechanisms should be developed to enable communities surroundmg the
National Parks to share in the revenue of the parks. This would provide local

people with an incentive to report poachers, who, in most cases, cross the

Zambezi River from Zambia. Research into this issue should begin'irnmediately L

. Remaining ZASA funds under the current project, if sufficient, should be earmarked |
for the following residual requirements related to ZASA funds already allocated

1. Addntaonal radios compatible with those already bemg used
2. Replacement batteries for radios now out of service

3. Sub-division of existing houses into two units; duplexes would still Ieave each L

famrly with more floor space than is the norm for GOZ staff housing

P | Fishlng‘ Cooperatives

The ob;ectwe of establrshmg fishing cooperatlves has been to provrde selt-‘]:‘

~ employment to low-income people living on the shores of Zimbabwe's lakes. These

o cooperatives were to provide productive and remunerative employment for members '

~ both in fishing itself and in fish processing activities. They were to supply high protein o

products to low income people throughout the country. In the case of Lake Kariba,

i people displaced by water which rose upon completion of the Kariba Dam in the late 1‘, .

. 19505 were candadates for inclusion in ﬁshmg oooperatlves :

';Findings

In all there are 18 reg:stered fish cooperatwes in the country Six cooperatives are -

 located around Lake Kariba; a large number of the most profitable fishing cooperatives

_are on this lake. Members there fish for a small, minnow-sized fish called kapenta, o
“which is dried and soid throughout the country, mostly to low-income consumers. The

number of fishing permits in a given area of the lake is based on a stock assessmentof
the whole lake carried out by National Parks. Assessment is made interms of a unitof
catching power which is associated with a permit. There are 250 units within the lake
and all are being utilized. Before Independence, the government favored big

- companies, which utilize large numbers of units. National Parks is attempting to
- reallocate these units to cooperatives and people who were dislocated by the rising

T water; this shift has to be made gradually so as not to create unemployment and to allow V

companies to reduce the size of their operations in a rational way. To date,
cooperatives have received less than 10% of the perm:ts thus limiting their ability to
expand into this lucrative field.
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Performance

Fishing cooperatwes received more than Z$417,000 in ZASA' funding basically for
the construction and purchase of specialized kapenta fishing boats rigged out with.
winch-operated dip-nets and fish-finders. (Table E.2.4) The Mlmstry of Community and.
~ Cooperative Development (MCCD) calculates that an investment in a kapenta fishing.

~ cooperative (estimated at Z$300,000 in 1990, up from Z$140,000 in 1986) pays for itself
in the first year of operation. One cooperative (Chawara) made a total investment of
nearly Z$160,000 to become operational. Funding for boats, equipment and shore
installations came from the following sources: Z$62,000 (or 37% of total costs) from
ZASA in the form of a five-year, 9.5% interest loan from MCCD; Z$50,000 from the EEC

~ for buildings, a grant of Z$33,000 for ship-to-shore radios, plus Z$10,000 to defray part

- of the cost of the boat. The GOZ provided a grant of Z$28 000. Member equity came to
just over Z$16,000 based on monthly contributions of 2$25 by each of the 16 members;
total member equity contributions were equivalent to just under 10% of the total
investment. Production managers of both cooperatives visited by the evaluation team
had received management training courses of 3.5 months duration in Bologna Italy, o
from non-ZASA sources. n

" Table E.2.4

 [Extension:
Fishing Coops , ; :
JfAcwity | Agency/ Year| __Allocation Amount | Expenditure™ |
= KapemaFrshmgCoops CoopDept | 86 180,000 0 o 1
msmm___mnna 2128 0l 237288 |
Subtotal, Fishing Coops | MCCD 1 417 258 NG 0” 237, 258

Source: USAID, MFEPD, November 1990 L
** Reprasents allocated funds that appear as expended on MFEPD reoords although some projects
may- have been completed utilizing credits and thus do not yet appear as expended by MFEPD.

‘ Flshlng Cooperatms
lmpaot

| These cooperatives, through the efforts of their members and with conslderable v
external donor support, have been able to establish their fishing enterprises. Another
~ cooperative located near Chawara also received a loan from ZASA; when boat prices
~ increased between the time the proposal was presented and the funding was actually
‘refeased, additional funds were provided. Without this ﬂexrbrhty in the face of rather .
substamla! mﬁatron the project would have failed. , r

With regard ’fe the eﬁscrency of financial expendnture and renmbursement ﬂshmg;_

cooperative activities iaced difficuities. By June 1990 only 57%% of their allocations

were recorded by MFEPD as expended. While projects were completed using credits,
accounting and reimbursements were generally delayed sugmﬁcantly |
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Effectiveness

The catch of kapenta at one of the cooperatives averaged just under 30 MT per
~month for the period between November 1989 and October 1990, a total of 358MT in the
course of one year. Assuming dry weight of 33% of fresh weight and 100% sale at
wholesale (Z$4.80/kg), the total catch would have been worth a little over 2$570,000.
The 15 members have been receiving monthly advances in lieu of wages of Z$400, or
about Z$77,000 annually. One of the two female members of the cooperative was
unemployed before the cooperative started and the other earned less than Z$200 a
month; some of the male members earned similar wages alfthough a few had earnings
at or above the Z$400 level. They hire additional workers to help with the fishing, but
pay them only a little more than haif what members receive as an advance; therefore the .
wage bill per member for an average of 6 workers at Z$250 per month would come to
Z$18,000 per year. Boat operating expenses are Z$1900 and Z$400 is spent for their
vehicles, or about Z$28,000 annually. Total costs are thus on the order of Z$125,000,

o leaving a theoretical profit of over Z$400,000 per year. In fact, this cooperative has

reinvested all profits to buy additional boats (only 2 of its fleet of 3 boats can be used
~ since there is no permit for the third boat) and to set up a small supermarket in the

‘,‘nearby town. Members ara planning to diversify even further by buying a beet feedlot
‘operation within the next year. Thus, ths MCCD's ex_ame, estlmate of the lucratwe :
‘nature of kapenta ﬁshmg has been borne out i ‘ e

'Flshlng Cooperatlves
Concluslons

* Kapenta fishing has proved to be a hlghly proﬂtable ZASA investment, one in thCh :
| cooperatives have been able to engage suocessfu!ly and members have been able*
o partacupate profitably. :

MCCD's prior assessment of the profutablhty of these cooperatwes has proved \
~correct. Because of the capital intensive nature of the business, and without the
support of ZASA and subsequently of other donors, it would not have been
~ possible to set up this or the other cooperatives engaged in kapenta fishing. The
- members of these cooperatives are already earning substantially more than they
- did previously, despite capitalization of most of the profits of the cooperative.
Non-members-are also benefitting by employment at wage levels approxnmatmg |

those prevailing in the area. :

* The capacity of cooperatwes to generate a sngmfcant volume of employment exceptz,
for founding members, has yet to be proven.

There is no tendency to replace members who abandon the c,ooperatuve wnh new
members, nor to incorporate hired workers as members. (,urrently, there is no
incentive for founding members ever to permit new people to join, or for hired
workers to become full members. There appears little to differentiate the fishing
cooperatives from pnvate fish companies, except that the owners/members are

local people. , e
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~ Fishing Cooperauves

%;Recommendatlons and Lessons Learned

oy ~ With new and/or remammg funds ZASA should consnder supportmg addmonal , -
~ cooperatlve ventures m kapenta fishing. |

. ”ln plannmg for future cooperaﬂves the followmg are recommended

. Loan penods should not exceed two years and commerc:a! rates of mterestk* e

i ““sheuld be charged. Because of the lucrative nature of these ventures and their

~ rapid payback penod ﬁve year loans are mappropnate as are subs:drzed, v
~ interest rates i :

2 'MCCD should mvestlgate new mechamsms in the form of artlcles ofm

~ incorporation of fishing cooperatives, which make it possible for the benefits of

- successtful cooperative ventures to be spread more widely--among employees

- and/or additional members. Until such a study is finished and appropriate

procedures established for spreading benefits, no further funding should be ° o

- provided for these ceoperatwes ZASA fundmg of such a study would bea.; :
appropnate I "

- 3. As soon as apprepnate procedures have been developed for mcorporatmg more“ i
~ people into the cooperatives with full membershlp rights, National Parks should
be encouraged to transfer fishing permits to.cooperatives as fast as is feasible. It
~might also want to commission a study on the fishing capacity of Lake Kanba,\j o

(and of other lakes) on a maximum contmuous yueld basrs to see ri the number of o

- permits issues could be increased.” o

- 4. Support should be provided to rural people wanting to set up cooperatwe ﬁshmgf D‘ﬁ"k;?f
for specres other than kapenta oron !akes ether than Lake Kanba | P
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Chapter 3

| Agncu!tural Credit
Csmcept and Ob]ectlves L

L The GOZ feit the extensnon of credlt essentual to emablmg the adoptu”“

‘ oven technoleglcal packages improved seed and farm chemicals by small farme
d was a central element in the strategy to improve production and incomes inth
nmunal sector. Expenence _had shown that credit had been crucial i
;Iegical transformatlon of commercial agriculture and an _effective. syste
ch neling credit to commerelal farmers (the Land Bank) was well in place at the
indepe denc, Its : 50

: provuded through cooperatuves and : airmer gro ps
,order tq reduce transactlon costs for both the mdwldual farme ‘and

ne : fter indebendende from no Iendmg m:;1‘979 to Z$4 2 ﬁmhon 1
ached“a 9ak in 1986/87 when over 77,000 loans were granted to communa
armers wﬂh amtal value ofzsso mmnon (Table Es 1) e




Table E.3.1
Number and Value of AFC Loans Granted
by Sector, 1979/80 to 1990

YEAR ~ ' ' .Bﬁzmrmm_ [ Commurdl TOTAL. g
ENDED | No. | Lecan| No. Loan] No Loan| No. | Loan | No. Loan | Real | Defl.
(March) | Loang Value ¢f Loand Valuepf Loang Value ¢f Loang Value ¢f Loang Value | Value | Factor
' Zomil 1ZSmil. | (CPI)
1979/80] 2233} 75.6] 4348 1.7 0 0.0} 0 0] 6581] 77.3 | 80.5 |0.96
1980/81| 25261 86.9] 3333 3.7 -0 0.0118000 42123859 94.8 | 94.8 n.000
11981/82] 2103 88.8| 3649 46] 911 0.5|30150| 10.1|36813}1104.0 | 91.2 [1.140
'11982/83| 1645 88.7 | 2953 451 4154 1.5|38912| 13.2|47664]107.9 | 83.0 [1.300
1983/84f 1400]1110.2| 3052 8.1]19874| 10.€|50036| 23.4|74362|152.3 | 97.6 [1.560
11984/85] 1484 |110.3| 2744 8.7]19926| 10.7|65793| 32.0[89947]|161.7 | 88.8 11.820
1985/86f 1308 1113.0| 2569 | 11.5|13866| 8.5|77526] 38.9[95269|171.9 |86.8 1.980 |
1986/87] 1007 | 94.91 1910 9.611180C| 8.6 77384 60.01921011173.1 | 76.6 R.260 |
1987/88] 990 111.2] 1542 6.8 11217 9.0 |69885] 49.483634|176.4 | 69.7 R.530
1988/89] 900} 117.4| 1140 5.3 7022 59157679 | 41.3166741]1169.9 | 62.7 EHO
1989/90f 969]136.3] 844 45| 5193] 59]43846| 33.4|508521180.1 | 58.9 B.057

. Source: Agricultural Finance Corp., Bi-Annual Statistical Digest, March 1990
‘Note: Deflator based on Urban CPI for 1980-1988 from Eurostat, Report Zimbabwe 1990 deﬂator for
: 1989 from MFEPD, Economnc Imellugence Umt ,

Subsequently, both loan volume and number of borrowers fell dramatlcally as

the AFC retrenched its lending to communal borrowers due to serious repayment

problems. Between 1985/86 and 1989/90, in two of the five yoars repayment was less
‘than 50% of the amount disbursed, in two of the years less than 60%, and only in

- 1988/89 did repayment reach 77% of the value of loans made. These repayment rates |

~ led to losses varying from 10 to 59 cents per Zimbabwe dollar of money lent to
‘communal sector farmers. On the other hand, the AFC made a profit of between 5 and 8

“cents per dollar on loans to the large-scale commercial sector, whose loan volumef"

contmued to rise following lndependenca (Table E.3. 2)

: Tablo E.3.2

{Repayment Ratoi for Shon-Tcrm AFC Loans
By Farm SQctor, 1985/86 - 1989/90 (Porcom)

Tweof“am R mﬁm_;tmz__m_mlm_
 |Large-Scale Commercial  109%*| 108%*|  78%|  98% 90%
| Small-Scale Commercial 87 70 81 ] 182 106
 |Communai 58 | 54 40| 77 ] a2
| Besatiment | 8 ! B! 17 < T

Total | __95% | 88% 67% |  95% 82%

. Source: Calculated from data provided by AFC to Mission, November 1990"
"Notes: Calculations based on (Repayments/Disbursements)*100
- * Repaymants include interest and therefore can exceed 100%.

~ In addition to individual and group loans to small farmers, shortly after =
Independence the AFC began lending to cooperative unions out of its own resources to
‘provide working capital for financing inventories of inputs for communal areas. The
- agricultural marketing and supply cooperatives had provided these essential services to
. the agncultural sector since before Independence. Farmer-owned cooperatives and
cooperative unions, therefore, were seen as a central element in the strategy to get farm
mputs out to communal areas. Some weaknesses in the credlt unions were noted from
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- the starts in part the result of uneven financial management and in part emanating from
relatively high commercial interest charges paid for loans from private banks. Lending to
finance input inventories appeared to be on a sound basis, since cooperative unions
then sold inputs to farmers and thus shouid have been able to recoup their investments
within 90 days. i ; - ‘

Assisting cooperative unions constituted only one part of an overall strategy to
_raise production in communal areas through better input supply. Until the 1984/85
- marketing season, cooperative unions had a monopoly on input supply as well as on
bulking production for transport and sale to the GMB in communal areas. Thereafter,

private companies were allowed to market farm inputs and began to compete in this

~ market with the cooperative unions while the GMB (with substantial help from ZASA)
began expanding its network of depots into communal areas. In so doing, it took over, to
a large degree, the purchasing function which had been carried out by the cooperative
unions. In some areas fertilizer companies for which the cooperative unions were
dealers entered into direct competition with them, selling fertilizer and other farm
chemicals themselves. In addition, USAID, through another program, financed 400
supply and product depots and 40 warehouses, though these were without a sound
institutional base. R R - o - L

The AFC requested a Z$2 million allocation from ZASA, beyond the resources

 that it was already providing, to set up a revolving loan fund for the cooperative unions;

-~ |Agriculture Credit:

~ this request was approved in July or August 1984. A request by Silveira House for

~ funding for small farmer credit was turned down by ZASA because members of the
- Working Group feit only items in the government's Public Sector Investment Program

(PSIP) should be funded.) (Table E.3.3) e ' i

Table E.3.3

~ |Aliocations and Expenditures |

[Acwity | Agencyl | Year| _AlcalonAmoun | Expendiure

- [Cooperative Credit | Coop Dept/AFC | 85 | 2,000,000 2,000,000
Axt | Ao Finececom.| g6 | - sato | ARD
| Subtotal. Ag. Credit 2044000 1 13500 | _ 2000000
P | PercentofTotat | 3% 0.1% 98% |
of tot.Z$ afloc] of USS alloc. | of Z$ allocated**

- Sourca: USAID, MFEPD, November 1980 , , : G
** Represents percent of aliocated funds that appear as expended on MFEPD records, although some i
- projects may have been completed utuzing credits and thus do not yet appear as expended by MFEPD.

The AFC currently has a substantial number of problems. AFC's cost of funds
for this program (the rate at which it receives the funds from the GOZ) has been 9.75%; it
~ makes its loans at 13%, providing a spread of only 3.25%. The lending rate has been
~unchanged since April 1984; except for special programs, the interest rate is the same
~ for all loan terms and all categories of borrowers. Even without taking into account
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uncollectible loans, whtch appear in Table E.3.2 (above) and are substantial, especially
in the communal and resettlement sactors, the spread is clearly insufficient to cover
AFC's operations and administration costs, which are 4.4% of the value of the total loan
portfolio. There is no adjustment for inflation; if the real value of the AFC loan portfolio
were to be maintained, an annual adjustment equal to the rate of inflation would have to =
be added to the rate of interest charged; inflation was 12.8% in 1989 and is estimated
oificially to be about 25% this year. Furthermore, the charging off of 0.3% of the vaiue of

the loan portfolio as bad debt in 1989 seems totally insufficient given the repayment
problems. Thus the AFC is accruing interest payable, much of which it is likely never to
receive, including a large part of the Z$25 miilion in short-term debt which was

~ rescheduled through 1989. The AFC is also losing loan business with large-scale

~ commercial farmers (who have the highest repayment rates of all borrower groups); just
~after Independence, over 2500 large-scale commercial farmers received AFC loans ‘
| :dropped to under 1000 in the 1989/1990 crop year (Table E.3.1, above)

~ Desplte these problems the AFC has properly managed the resources”‘;.
. provided by ZASA for financing the input inventories of the cooperative unions. The

initial funds, augmented somewhat from other sources, continue to finance the
- availability of farm inputs through the unions in communal areas. The results of the

| ‘availability there of these inputs, financed in part by the AFC based on funding from
ZASA, are visible in the phenomenal increases in production of maize, cotton and other

crops. (These mcreases are descnbed in detanl in Chapter 4, "Marketrng and Input o

| «Supply )

B l‘mpact '

S Over the years, low wages poor staffing and management probtema afflicted
- ‘many of the cooperatwe unions. Eventually these problems led to losses in several of -
the weaker unions. Exogenous factors also contributed to the problems of the

~ cooperative uriiens, including the loss of business on the input side to private fertilizer

dealers and on the product side to direct sales to the GMB and to USAID-funded depots.

~ Three or four of the cooperative unions have defaulted on their loans with AFC foratotal o
of approximately Z$0.5 million out of the Z$2 million allocated by ZASA. To keep thisin

perspective, the cooperative unions' repayment rate of around 75% is much better than

~ that of AFC's loans to the communal sector directly and about equal to the repayment
~ rate of resattlement farmers (74% over the last 5 years). The cooperative unions in

~ default are under receivership by the Mmlstry of Cooperatives. It is attempting to
rehabilitate them through a combination of new management, training in oeoperatwe .

’~ ,management and higher staff pay to encourage better performance

; With regard to ﬁnanclal expenditure and rermbursement credit programs were
~ among the most efficient in the ZASA portfolio. By June 1990 98% of their allocations
~ were recorded by MFEPD as expended. (Table E.3.3, above) While other programs

~ may have experienced delays in obtaining funds through MFEPD this appears not to
~ have been the case for AFC and Coops. |

 Effectiveness




Cooperative Unions

ZASA funding did provide a major impetus to AFC's provision of working

capital to the cooperative unions, whose number rose from 13 at Independence to 19

registered with the Department of Cooperatives in 1990. The availability of additional

~working capital for the cooperative unions permitted a greater level of input inventories

for member cooperatives and, especially in the early years following the ZASA grant, is

partially responsible for a 332% increase in small farmer maize production in the two
years following the grant compared to the two years prior to it.

in part because of the greater availability of inputs from the cooperative unions, |
the number of agricultural marketing and supply societies (primary farm cooperatives)
rose from 340 in 1980 to 642 in 1987 with a total of 125,000 members. At one point
cooperative unions handied nearly 90% of input supply to communal areas; they
currently handle about 25% of input supp’ly and 10% of the farm products marketed in
communal areas; a substantial part of this is financed by the AFC's revolving fund made
~ possible initially by a grant from ZASA. Total volume of cooperative union operations
~ reached Z$100 million in 1986/87, but fell to Z$50 million in 1988/89.

: ~ Loans by the AFC to the cooperative unions have always been greater than
‘the amount provided by ZASA, since even before receiving the grant, the AFC provided

funding out of its own resources. AFC's lending to the cooperative unions ranged froma
low of Z$1 million in the first year to peak the following year at 2$5.5 million. (Table

E.3.4) AFC's 1989 Annual Report notes loans for the 1988/89 crop season of Z$4
~ million to a total of 13 cooperz. /e unions. Regarding loan disbursements and
~repayments, between 1985/86 and 1988/89 (years known to be complete), repayments
~ were 97.7% of disbursements. |

~ Table E.3.4
 |Disbursement to and Repayments
|from Cooperatives (2$000)

- |Disbursements 1,011 5,875 2,562 3,328 3,544 :
 |Repayments - 5.981 2,661 _ 4,115 269

Internal Audit

ZASA also provided a grant of Z$44,000 and US$13,500 for improving the
internal auditing capacity of the AFC. Training was under the direction of Price
~ Waterhouse. The initial course was in basic auditing skills and was followed by
courses in value for money auditing, management of auditing, and applications of data-
~ processing to the audit functaon These were the first such courses in auditing held by

the AFC. :

| Internal audit training was provided not only to AFC, but also to CMB, DMB,
“GMB, ADA (then ARDA) and CSC. The number of participants varied from 26 in the
basic auditing skills course to 12 each in the money auditing and auditing supervision
courses, 16 in the higher level skills course and 22 each in courses on basic electronic -
data processing (EDP) and EDP applications to auditing control. (In 1983 the AFC had
received a CIP allocation of approximately US$80,000 for augmenting the disk-storage



capacity ot its computers to handle the larger loan volume.) The AFC now takes the
lead in providing training in internal auditing, including EDP applications, for its own
staff and for other public sector agricultural marketing boards and agencies with which it
~works closely to help ensure they provide for the financial needs of their clients. |t
should be noted that the AFC depends on many of the boards to collect its loans through
stop-orders under which farmers receive no payments whatsoever for products
‘marketed through the marketing boards until deductions have been made to pay off
loans from the AFC. Thus the AFC benefits directly from the training in audit control
~which it provides to these institutions. V

~ Conclusions

+ The goal of incrsasing the supply of improved seeds and farm chemicals in
communal areas has largely been achieved; ZASA's funding of input inventories for
cooperative unions through its 282 million grant to AFC has provided part of the‘ |
fundmg for a process of change which has brought modem technology to the areas.:

: The AFC continues to fund cooperative unions prowdmg adequate service to
~their member cooperatives, and the Ministry of Cooperatives is attempting to rehabilitate

~those unions which have been unable to continue operating on their own. The fact that
the cooperative unions have recently lost market share to private suppliers (which may
~ have something to do with the financial losses of the unions) should not be interpreted

~ as a failure of the program. Rather the unions have contributed to the creation of

 demand for technological inputs coming out of an innovative program which the private  3§“
~ sector, on its own, could never have initiated. Now that the market for such inputs has

| - been created in communal areas, private traders are able to try to capture the more
profitable segments of that market. It may still be worthwhile, even at the risk of some

losses, to continue to support the stronger cooperative unions to expand service into
more marginal areas not currently served, where cotton production is now increasing

~using new varieties and water-harvestmg techmques recently developed in research‘ ‘ o

: ;'programs

_ AFC has become the lead agency in provndmg further audmng and procadures‘

~ training to other public sector agricultural boards and agencies because of the o
internal audit training made possible by a grant from ZASA.

Thus a program which might not have been started without the external fundm‘g o

g provided by ZASA is being continued and expanded usmg AFC’'s own resources
- benefitting numerous other agencies.

e Problems regarding loan repayment and interest rates whnch do not cover inflation, i‘ |
and operations predicated on an assumption of continuing GOZ subsidies need to |

be addressed by the AFC and GOZ as quickly as possible.

These decisions need to be made in light of the overall structural adjustment of

the economy; such a discussion would form an important element in policy dialogue

between USAID and the GOZ in any future program such as ZASA. In fact, movement

| - toward positive interest rates in small farmer lending constituted one of the evaluation

criteria laid down for the ZASA program, but this has not been achieved. It is not at.all |

~ clear whether this matter was ever discussed, at least within the ZASA framework.




Recommendatlens and Lessons Learned

~ No further fundmg of credrt programs with remaining ZASA funds is enwsmned Under |

_any new funding the following are recommended:

1

ba

The ZASA Working Group should examine carefuny any request by AFC for‘
additional funds for cooperative unions to be used in financing inventories of farm

‘inputs. It should weigh carefully whether support should go to cooperative unions .
with a proven record of success to assist them in expanding their coverage to new*
- areas or to help rehabilitate cooperative unions facing financial problems 0

Funds should be made available for financing inventories in cooperatlve unions only b
" in areas where the Ministry of Cooperatives and independent examiners appointed
by the Working Group determine that there is a reasonable chance of success. o
These would be areas in which small farmer needs are not now bemg adequately o
served by private sector input suppliers. L

; kCredlt programs sponsored by NGOs for proven productlve actlvmes should be b
_considered for fundmg by ZASA or future successor programs. e L

e Any future program should follow the model of the present program in supportlng S
‘pioneering efforts in new areas, rather than trying to enlarge market share in areas
already adequately served. The drier regions, where new crops such as cotton and,
_perhaps, semi-arid crops being adapted by ICRISAT are being tried, might welibe
‘areas of expansion for the cooperative unions. This might be appropriate since,

~ initially at least, profits are unlrkely to ba high enough (and the nsk of losses too hrgh)g Lo

- to invite adequate levels of service by pnvate sector firms.

. a'Any new program should be related to policy dralogue concermng pumng Iendmg to* .
all farmers on a sounder basis, one which guarantees the financial integrity of the
~AFC without having to depend on increasing annual subsidies. Such a dialogue can
tfective only within the broader context of economic llberahzatlon ‘Such a shift =
id include relaxing exchange controls since the mass of Zlmbabwe douarsj e
pped within the country guarantees that market interest rates will ramain at a .
o fnegatlve level as long as no mable alternatwe use for local currency axrsts wrthm thei
| economy « | - .




SECTION C | LOCAL CURRENCY PROGRAM
Chpter‘ 4

| Marketing and Input Supply

~ Concept and Objectives |

One of the major objectives of the ZASA program wa to support the GOZ
policy of bringing communal areas into the market in terms ot both the use of modern
technologucal inputs and the volume of goods available for sale. Input supply is
 discussed in the section on agricultural credit, since credit for fmancmg the input
~inventories of cooperative unions was viewed as the principal mechanism for brmgmg |
- modem inputs to communal farmers

Changing the marketing infrastructure of the country -- which had been geared §
to serving the needs of commercial farmers located in a geographically restricted area --

- 1o serve communal farmers in peripheral regions in all part of the country was

~recognized as a major task, one for which external assistance of programs such as
~ ZASA would be needed. Despite a good system of main roads, bringing small farmers
into the market economy would not be possible without the establishment of market

~ outlets in reasonable proximity to zones where surplus production was feasible if other

- constraints could be overcome. The institutions which had been so successful in 4
~supporting the growth of commercial farms prior to independence were to be modified
~and reinforced to provide similar services to communal area and resettlement farmers,
- without abandoning their original clientele of commercial farmers. Inputs were to be
' made available to the communal sector through expansion and strengthening of the

~ cooperative movement, which through the agricultural marketing societies was already =~

~involved in input supply and marketing. The Agricuttural Finance Corporation was to

finance input supply by loans to both the cooperative unions to finance their inventories s “

of mputs and to individuais and groups of communal and resettlement farmers.

~ Findings

: Various marketmg boards were well established in commercral areas by
Independence; the principal ones were the Grain Marketing Board (GMB), Cotton

Marketing Board (CMB), Dairy Marketing Board (DMB) and Cold Storage Commission.

Each board had a monopoly in the purchase of products in its assigned product area:
'GMB bought grains such as maize, coffee, oilseeds (including sunflowers and
- groundnuts), millet, and sorghum; CMB purchased cotton; DMB bought fluid milk, and
] the Cold Storage Commission handled live arimals toth for export and local markets ‘

- The Government first intervened in the local and export markets during the
‘depression of the 1930s in order to support white farmers. By Independence, a half
century later, an impressive infrastructure for the collection and marketing of major

crops, livestock, and milk had been built up. It was centered, like the white farm areas

themselves, along the watersheds with the road/rail and commumcatlon‘ networks.
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In response to Government policy to extend services to smallholder areas
~(most of which were located at some distance from collection points), marketing boards
sited new depots on the basis of historical production records and collection data from
nearby depots. Marketing Boards had been geared to providing their services to
surplus producing farmers. Hence post-independence policy stipulated that
- organizations serving farmers producmg surpiuses extend their services to districts with
food deficits and where, in the more favored surplus dlstncts a large proportion of
households were deficit producers. |

There was an additional complication: since the communal areas were largely
in the drier zones, they would show more marked production declines during times of
drought than would commercial areas. Another difficulty with the extension of the

o ‘Marketmg Boards as they had developed was that the transport and collection costs

~ would rise ggmﬁcantly as they pressed their services closer to small farmer settlements.
Nonetheless, experience with early depots showed that establishment of such a facility
- encouraged production in surrounding areas. Although farmers traditionally take care of
their own requirements for on-farm consumption (particularly for food grains), selling
~surplus grain just prior to the harvest of the following year's crop and only after they are
certain that their own needs will be met from the new harvest, there was evidence that
once a new depot was in place, farmers would adjust plantmgs to increase the size of
the expected surplus to be sold to the marketing boards. |

~ ZASA dedicated 34% of its local currency allocatlons and 5% of forelgn ,
currency allocatnons to address the marketing and input supply constraint area. Of th|s
over two-thirds of the local currency resources and 24% of foreign currency went to
support the Grain Marketing Board. The Dairy Marketing Board received 24% of the
local currency allocations with no foreign currency allocations. The Cotton: Marketing

~ Board received 5% of local currency allocations and 76% of the foreign currency

resources. Cooperatives received one percent of local currency allocations and no
foreign currency; Z$2 million in local currency allocations for a revoiving fund to fmance
input inventories is exammed in the credit section of this report. (Table E.4.1)

' The Agncultural Marketmg Authority (AMA) also received over US$770,000 in
CIP funds to purchase computer equnpment needed to handle the huge increase in the
-~ number of accounts handled by the various marketing boards operatlng under the AMA
and using its central computing system.
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Table E.4.1

Marketing and
Input_Supply
Activity Agency/ Year | _AlccgtionAmount Expenditure
Coffee Storage (Chipenge) GMB/Coffee 85 200,000 ~ -+ 200,000
Cottee Processing Equipt. GMB/Coffee 87/8 6,700,000 ‘ 6,700,000
GMB Inspan Sheds GMB 85 225,000 | 885
GMB Rural Depots (1) GMB 85 1,600,000 1,600,000
GMB Stackers GMB 85 240,000 231,689 -
Mutare Bag Depot GMB 85 1,350,000 1,350,000
Norton Bag Depot GMB 87 77.000 nva -
Tractors GMB 87 , 48,000 - wa
{Cleveland Dam G'nut Dep. GMB 87/8 1,950,000 v 1,483,811
GMB Rurai Depots (il) GMB 88/90 2,000,000 -0
Forklift Trucks ; GMB 90 29,250 va
Mahuwe Multip. Depot GMB/CMB 85 470,600 449,977
Forklift Trucks ‘ Cotton Mktg. Bd. | 86/7 491,418 nva
Suswe Prim'y. Mktg. Depot CMB 88/90 750,000 | ; 0
Milk Distribution Trucks Dairy Mktg. Bd. 86 | 2,050,000 2,012,358
L hCMlk Distribution# OMB 87/90 ) 3,200,000 0
- [|Coop. No. 2 Acct'g. Audit Coop. Dept. 86 200,000 - .186,000
1 Percent of Total . 34% | 5% 68% ;
of tot.Z$ allop. of US$ alloc.| of Z$ allocated™*

Source: USAID, MFEPD, November 1390
# Allocated on USAID records but does not appear on MFEPD records o | L

** Represents percent of allocated funds that appear as expended on MFEPD records, aithough some =~

_projects may have been completed utilizing credits and thus do not yet appear as expended by MFEPD.

Grain Marketing Board (GMB)

in all, the GMB received 11 separate allocations from ZASA, including one
received jointly with the CMB (based on a USAID recommendation to economize by
building joint depots). Dividing the cost of that depot equally between the two marketing
boards, GMB received allocations in local currency of a little more than Z$13 millicn, or |
two-thirds of the value of all local currency allocations given to address problems in the
marketing and input supply constraint area. The largest single allocation to GMB (just
ovar haif) went for a single project: the purchase of coffee milling equipment. The

coffee industry was facing a capacity crisis limiting growth in production by farmers

already growing coffee and virtually excluding new producers in the communal sector
from participating in growth in coffee production. The impact of this project is discussed

~in detail in a case study included in this report. The ZASA local currency fund went to

build new depots or expand existing depots, in order to bring marketing tacilities closer
to the communal farmers. ‘

 ZASA local currancy funding was crucial to the GMB according to its top Lo

management. This appreciation is borne out by the fact that ZASA funding constituted

 28% of total donor funding over the 1985-1990 period and 13% of its investment

program over the same time. More important than the actual amount of ZASA fundingis
the fact that it came at crucial times and for essential projects for which there simply was |



i |and Input | ZASA Contribution to

- |1985/86" 6531 ooo 4,200, 000 10,731,000 61% | 9,206,000 ,,19 937.000| 33% |
1986/87 | 1,240,000} 2,216,000 3,456,000| 36% | 10,510,000} 13,966,000 9% |
 |1987/88 10,355,000 22,387,000 32,742,000| 32% | 28,655,000| 61,397,000 17 |

~ |198e/89® | 11,000,000 34,679,000 45,679.000| 24%}| 46,877,000| 92,556,000] 12% | .

-~ |Total 85/9
~ Source: Grain Marketing Board
et May mclude one USAID funded pro;ect excluswe ot ZASA fundlng

no other funding source. In some cases it allowed GMB to fnmsh prolects started wnth
- other sources of funds. (T able E.4.2)

‘Tablo, E.4.2 ;
Marketing Grain Marketing Board:

~ |supply [ GMB Investment Program

l1989/90 | = na na ral]  na|

31,351,000 ] 80, 252 000

1'11,503,000 28%| 133,493,000_

Cotton Marketmg Board (CMB)

L The Cotton Marketmg Board |s the solo purchaser of cotton Luke the GMB |t
e went through a rapid expansion program after Independence, with facilities aimed at:
- easing marketing by communal farmers. The cotton producod in Zimbabwe is medium

. upland and the country is among the top three producers in the world in this category of

_ cotton. All of the cotton is hand-picked, which is one of the reasons that it is sought after

~ in export markets. Areas with the greatest potential for cotton production are in natural

~ regions 3 and 4 (predominantly communal areas) where temperatures are sufficiently 1

~ high and rainfali low enough to make cotton competitive with less drought resistant

~ crops such as maize. Thus in marginal areas, cotton is the most profitable crop overall -

~ where there is sufficient rainfall. DRSS has developed new varieties and techniques
~ which may extend the geographlcal area in which cotton may be grown profitably.

~_Though requiring high inputs of capital and management, cotton does provide the
 highest return per hectare and per man/day of labor of all communal area ¢ ops. Asfor

~ transportation costs, cotton has the highest value per knlo of any crop wn-ch can be‘,*

grown in mostcommunalaroas e f o i

: The numbor of dopots has mcroasad from 5to 16 smce lndopendence As:i‘
with the other marketing boards, the focus of the CMB has been on improving communal
~ farmer access to markets for their cotton production. The CMB (and the Cotton Training

- Center) was the major boneﬁcrary of public sector CIP funds, receiving 86% of all such
funds (US$5 million for ginning equipment). ZASA provided the CMB with Z$750,000

~ for the Mutoko Depot (50% of the cost of building it) between 1988 and 1990. An
- additional Z$470,600 was allocated for the Mahuwe Multipurpose Depot, which the
~ CMB shares with the GMB. The CMB has also received nearly US$500,000 from ZASA;B
- which were used to purchase 20 forklift trucks for moving and loading bales of cotton. It
has also received preliminary approval for Z$8 million to finance the construction of a

_replacement ginnery at Kadoma. The CMB has had additional support from other
USAID-funded programs. This has been suppiamented by ZASA contnbutlng %18
“million for the Kadoma Cotton Training Center, which is run by the Cotton Growers: o

Assocratnon under the auspices of MLARR.
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Dairy Marketmg Board (DMB)

- The Darry Marketing Board has received two allocations from ZASA, both for T
the purchase of trucks for milk distribution in rural areas. Having saturated the urban e

~market, DMB is attempting to expand its market by increasing its coverage in rural areas.

~ The final amount of the first allocation was 282,050,000, which purchased locally 12 &
~ DAF trucks. The second allocation of Z$3 million in 1990 was for the purchase of

| addmenal trucks for milk dlstnbutuon this was strll in progress in November 1990
~ Impact

wrth ZASA's ability to deal expeditiously with requests. When sufficient local currency
‘has been generated to cover projects being proposed for funding, the Working Group,
~ with a representative from USAID has been able, at one meeting, to approve projects it

_The marketmg boards have reported satrsfactron wnh ZASA procedures and e

_ finds acceptable (subject to ratification from MFEPD). ‘According to the management of
~ one major marketing board, most bilateral donors have t- refer. any major project backto =~
 their headquarters and therefore have normally been unable to approve even the most =~
~ urgent projects in less than a month, by which time cost estimates have often been low.
- ZASA also was able to respond with additional funding for. projects where expected

‘;ﬂfundmg from other sources for some project elements failed to materialize or where

- additional costs had to be incurred to bring projects to fruition. ZASA has permitted

' many items to be purchased locally that other donors mlght have required to be sourced
from their own country. It has also allowed GMB to cover the costs of its own
~engineering department in project design, rather than contractmg design work with
external engineering firms. This flexibility has meant savmgs of both tnme and money in L
‘the rmplementatuon of the proyects ﬁnanoed by ZASA. i | T

, The CMB. also reported satisfaction wrth the responsrveness of ZASA to rts‘ e
[needs after failing to obtain funds for foreign exchange through the normal government
‘allocation process, it turned to ZASA, which provided local currency thatthe CMB was
‘able to exchange through MIC for the needed foreign exchange, purchasing it with an e
‘equivalent amount of Zimbabwe dollars. Though CMB's foreign exchange requirements
‘are low compared to its generation of foreign exchange through exports (between 2.5

‘and 5 percent of export earings), fulfilling these requirements is crucial to CMB's ability

to process and export cotton. Cotton producers have additional foreign exchange
requirements for fertilizer (50% of whose cost is foreign exchange) and pesticides (75%

foreign exchange), some of which have been imported with ZASA CIP funds. A similar

situation occurs with the GMB and coffee producers, both of which have foreign . ;
exchange requirements; the board and producers apparently will share the 5% forergn-‘

exchange retention that they are to be allowed by the GOZ

With regard to the efﬂcaency of financlal expendtture and rermbursement however o

rnarketmg and input supply activities faced some difficulties. By June 1990 only 68% of | “
therr atlocatrons were recorded by MFEPD es expended Whlle prolects may have been
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cdm;‘alete‘d using credits, accouniing and reimbursements were generally delayed
significantly.

Dalry Marketmg Board.

Milk is hsghly penshable and therefore requares good transport. ZASA has‘ o

o"‘f"\allevnated 1o a great extent, the constraints on the transportation of milk, which has been

_very valuable. The DMB would have preferred to get more ZASA funding, but obviously

‘other sectors also needed funds. Transportation provided with ZASA allocations has
been extremely fmportant for moving milk from the farms to the plant and to the urban S
and rural areas where it is consumed. Because of unavoidable delays batween the
e approval and the actual acquisition of the first lot of vehicles in 1987, a shortfall of
- Z$300,000 developed; the Working Group approved this additional financing in the

~ same meeting at which the request was made. Such flexibility is important to msmutlons -
 like the bms whnch have depended on ZASA for part of their fundmg Sl e

; , ~ ~ Grain Marketmg Board

Thero oan bo no doubt that the enormous: mcrease m maize bemg grown by

* small farmers would not have taken place without the Grain Marketing Board having

_field depots and collection facilities closer to or even within the communal areas. Ten

seasonal depots, ten rural depots, three bag depots, and additional storage space at =

three depots were built with ZASA funding and coffee processing equipment was

a acquired for 3 other depots. CIP funds paid for three fork-lift trucks used at two of the .

o ~ larger depots. The first of the depots was ﬂmshed in the 1985/86 crop yoar and several‘ o
‘more were ﬂmshed the followmg year : , | i

. n almost all casos. the volumo of marketed grain appears to havo justlﬁed theo‘?;‘;
establishment of these depots. The Bazely Bridge Depot began operations in the

 1986/87 season and handled 362 MT of maize that year; by the 1989/90 crop year, the
~ volume of marketed maize handied by the depot had risen to over 4000 MT. At another
- seasonal depot beginning operations the same year, deliveries of sunflowers rose from
| 4 MT the first year to 2500 MT by 1989/90. Similar large increases have been observed
~ at nearly all of the depots established to serve communal areas. Some of these

- increases can be explained samply because farmers already producing crops for market ‘

 were taking advantage of a new, closer depot. For the most part, however, the GMB is .

‘convinced that increases represent new production. Farmers are either planting new:

_crops or planning to produce and seil surpluses of crops that they had already been.v
- growing for on—farm consumption. - : .

b Thls conclusion is borno out by national statastucs Commermal farmers‘ 3‘
~ production of maize feli from over 1100 MT in 1985 and 1986 to under 650 MT in 1988
- in response to dlssatlsfactnon with maize prices; yet production on communal and

resettiement farms rose by enough nearly to offset lower production on commercnalf L

~ farms. Exparsion of market facilities was a contnbutmg factor to thfs mcrease in
' communal productlon (Tables E.43&4) i
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~ |inthousand of Metric Tons

Table E.4.3
- {Large-Scalie Commercial Farm
~IProduction, 1973-1989

_|{in thousands of metric tons) : E , ;
Year |Maize | Soya- | Wheat SorgTHue-curiGroundq Sun- | Sugar [ Coffee| Tea

o |1979 706 84 1583 19 "yt 81 13 na. | 4.6 9.8

~|1980 | 887 89 | 155 | 16 | 117 | 11 85| 250 | na | 97

{1981 [1713 | 66 183 | 24 | 123 | 10} 127 | 360 | na | 9.9

- 11982 11121 89 | 192 17| 67 9} 9| 360 | 49 |106

11983 | 578 79 | 111 7 89 6 33| 340 | 6.9 |106

{1984 | 666 91 | 84 17 ] 941 5] 84 346 | 97 | 118

. |1985 |[1180 86 174 51 120 4 18.3 | 448 | 10.6 | 14.1

11986  }1133 80 ) 231 § 65 106 | 3 | 184 n.a. 11.1 | 158

11987 477 | 94 | 190 | 14| 114 | 11| 26 330 } 13.1 ) 15.1

T 1988 | 641 117 214 11 128 12 ] 647 { 319 | 11.4 | 16.6
11989 | 717 | 121 ]| 247 | 15 120 11 | 60.6 | 9.3

 Table 544\ 
1Crop Output of Principal Crops Grovm on
Communal Land:  1979-1988 3

. Years ] Maze Mung# Wéo@uﬂemum— Soy-| Sun-| Cotton| Tota’ |
 |1e79 [ 420 s8] ss| 30 10| ] | 15] 722
|1980 | 700 | 100] e1] e0f 100} | |  [|1088
1981 |1000 | 135] 61| 100] 100|] 675 11| 45]|1459 |
1982 | 595 | 69| 38| 50| 95 03| 75| 27| ss2 |
1983 | 285 | | 44 23| 02| 24| 26| 535 |
- |1ess | 353 | 1 38 19 1| 64| 70| 641
(1985 [1s58 | 120 72 76| &1 17| 15| 111]2015
_ i | & = al v o] ‘m|ie
L7 | 548 J45 | B m__m_
{1979/86 | 18s¢ 97%| -s2%| -8sw| 27%| s53% ] 114
* Unshelled "Totals ‘calculated by usmavoraqapmdacﬁonwhere data is missing

~ Source:Agricultural Marketing Authority: Grain, Cotton, & Oilseed Situation Outiook Reports: AMA: ‘
~ Economic Review of Agricultural Industry, 1985-88; Tobaeco Markctmg Board 1989 Annual
: Hepon& Accourls ‘Business Herald, March 22,1990 ' ;

ZASA has been oxtremely mportant in GMB's extensnon of ns somces to

_communal areas. According to figures provided by GMB to the evaluation team, the

~ Board's PSIP budget between 1985/86 and 1990/91 amounted to a ttai of Z$30 million.
ZASA allocations amounted to Z$13.2 million, or nearly 44% of the PSIP budget.
- Without ZASA's contribution, GMB would not have been able to extend its services mto; e

communal areas as it has.

The GMB; like other parastatals is now requnred to move toward greater‘

market-orientation and efficiency after a long period during which its social function of
- assisting the communal sector enter into commercial production took precedence over

~ its operation as a financially viable enterprise. GMB has not carried sut depot-by-depot
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~ This imposes financial costs on the GMB which contribute to its deficit. GOZ subsidies to

| fmanc:al analyses of its operations. Nevertheless some depots like Gwanda which
- were built in maize deficit areas, are clearly unprofitable and @x post never should have

been built. Many other depots merely provide local communal farmers with an outlet for

their production, rather than producing any profit for the Board. GMB would like o sell or .

e transfer a number of depots, but has found little interest among tarmers themselves or "*

« ~among agricultural marketing socisties in purchasing them. It should be noted that
’many of the 400 depots built wuth non- ZASA USAID fundmg are also idle or. abandoned e

o A major question is whether or not GMB can operata promably (or at least
: wathout mcurnng losses as it did until 1975/76) without greater control over. pricing.

e GMB faces serious problems in that it is obliged to purchase certain minor crops such as

~ pearl millet and red sorghum for which it has no buyers willing to pay the prices GMB is .
- required to pay to farmers, thus requiring major government subsidies. Corollary |ssues S
“involve pan-territorial and pan-seasonal pricing. The GMB is also forced to maintaina

carry-over stock of 700,000 MT of maize rather than a more appropriate 400,000 MT.

~ the marketing boards, including the GMB, have reached 58% of the total bud cet of tr
‘ Mumstry of Agnculture reducmg funds avallable for productwe mvestments 2

Cotton Marketmg Board

CMB's new depots. an nmponant number of Wthh were funded by ZA*‘
rdecrease transport costs for growers and in some cases mean the difference between

o growing and not growing cotton. At presant for producers in. areas where cotton can be P
grown, the price ratio favers cotton over maize. The existence of the new depots have in

e large measure been responsible for the growth in cotton production, particularly in the
_communal areas where the new depots have been located. (Tabie E.4.4) Since

~1984/85, when CMB received its first assistance from ZASA, cotton production has]”,sf
~ gradually increased, reaching 323 MT in 1987/88. By 1985/86 production in the

~ communal farm sector (including resettiement farms and ADA) exceeded that of the

~ large-scale commercial sector for the first time; the communal sector has retamad its.
predommant posmon in cotton productlon smce then. Lo

' '?';"

In the last two years the commercsal tarmers have swnched from cotton and .

, maize to horticuiture, tobacco, and non-controlled crops in general mcludlng soya.

. Farmers abandoning cotton, usually co so for strictly economic reasons; in some areas,

howsver, there is no aiternative to cotton due to agro-ecological conditions and rainfall.
Prices are established administratively and have been set weli below international

. prices and even below the costs of production faced by some farmers. Werae it not for .

' production in the communal areas, cotton output would have fallen even more than it
“has. Between 1988/89 and 1989/90 production on communal farms \lncludlngwf

o resattioment and ADA) fell by only about 15% while the production of commercial

~ farmers, who are more responsive to price changes and have more altamatwea ﬁpen mf{ L
~them fell by 30%. ‘ .




. Table E.4.5 ;
|Cotton Production by Sector:
; 1983—1990 in_ metric tons

I Yeaxs 7982/83 | 1983/84 | 1984785 1985/86 | 1986/87 | 1987/88 | 1988/89

Large Scale ‘ ' : ' ~ : s EL
Commercial 107816] 138753 | 147060 | 111512| 114891 | 129099 | 100403 |

|Small Scale ' ' o

Commercial | 2410| 7767| 10015| so0es| e8e4| 10028| 6702
|Communal | ' f B : SERN Pt :
| Resettlement | , , RN e v
|naionar | 168459] 250268 | 205473| 248157] 240114 ~3232e’z »262419 .

 Source: Annual Reports, 1985-1990, Cotlon Mametmg Board

1 in addmon to increasing farm incomes dnrectly cotton is quute lmqnswe ln its i
- use of fabor (40 man/days per hectare) and ZASA investments have generated
additional employment in transport, bulking and processmg For example the Mahuwe
~ depot has a salaried staff of 3 and 12 permanent wage workers in addltlon to a ‘argej

- seasonal labor force hired dunnd the cotton mtake season

Dalfy Marketmg Board DMB)

Mllk lntake by the DMB has risen since the ZASA-funded trucks began

Voperaimg, rising from 237 million liters in 1987 to 256 million liters in 1990. The mileage
- covered in milk distribution rose from 6.8 million kilometers/yr in 1986/87 to 9.4 million
kilometers/yr in 1989/90; this would not have been possuble without the trucks
purchased with ZASA funds. The operating costs have gone down, from $2,30 per km
for the old fleet to $0,80/km for the new fleet. The savings in operatmg costs peryearis

‘,Z$461 000. The transport section of the DMB is now operating as a profit center and
anjnys decentralized decision making. Transport costs are being incorporated into the

prica of milk, which is a move toward improved elﬁmency of the DMB's operatlon ata
time &ﬁen all parastatals are bemg called upon to mcrease thelr efficnency S

~ The additional market outlets in the communal areas have enabled the DMB " T
to sell more milk and milk products and raise the volume of milk it is willing to accept
- while improving nutrition in communal areas. Farmers, both oo‘mmerclal and. communal '

| have responded by producmg mora milk for sale to the. DMB

| - Milk productlon has grown 7% annually, from 140M lltere at lndependence to‘ o
256M by 1999. By 1986 the country had become self-sufficient in milk. At
Independencse, there were virtually no small producers. Now there are 500- 700; e
producers and 530 large commercial farmers including 30 blacks; commercial
producers are the mainstay of the industry. There is a worldwide trend toward‘ Do

* concentratlon in the dairy mdustry because of economues of seele

Although 95% of milk still is produced by the large-scale commercial larms L

there is a small scaly commercial sector collection center just south of Harare
(Marirangwe) and a communal sector initiative at Chikwaka 50 kms. north east of the
city. Much of the rural milk production is sold right in the areas where it is produced;

thus, there are many small producers whose milk does not pass through the DMB s
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channels and is therefore not recorded. Milk is a good product for small farmers
because production is nearly constant throughout the year (only a 25% summer-winter
- differential). When small producers seil their milk locally, they obtain immediate
~ payment; the DMB gives milk-checks to their producers each month. In either case, dalry

'productton provrdes a year-round source of income. ; r

: Domestic demand has not been growing very tast what growth there has been; \
~is based mostly on expansion of deliveries into rural areas and population growth, since
. per capita incomes have not been growing in recent years. The DMB now produces

- longer-life products: cheese, ultra-high. temperature (UHT) milk for the rural areas and

~ for export to netghbonng countries, powdered milk and butter. Growth is concentrated in
UHT milk, since there is no tradmon of using powdered milk, butter, etc .

Currently about 10% of nattonal productton is exported there is considerable
: potentnal for growth in the export market, although it has been somewhat curtailed by
~outbreaks of foot and mouth disease. DMB is capable of competing in the export market
~ with the South Africans whose milk is more expensive. Exports now account for mosi of
- the industry's growth and are currently running at Z$10M, with a potential for growingto

~ Z$%20 by 1992. The DMB is exporting milk to Malawi, Botswana, Burundi, Zambia, andto

~the Indian Ocean islands; it also exports to South Africa, which has the biggest growth
~ potential. Better transport financed by ZASA has been the key to many of theses‘ |
' ,_incrye'aSes , : e A
| General

: Wrthout the expansion of the computer system at AMA at would not have been‘

e possible for the marketing boards to manage the accounting associated with their
~ expansion of services to a large number of communal farmers. As it was noted in the

L c‘o'n‘cl‘us"ton‘s :

‘previous chapter, a large part of the work and delays in processing paymentsisduetoa
~ system of stop-orders through which farmers receive no payments whatsoever for
 products marketed through the marketmg boards until deducttons have been made to r'

~ pay off loans trom the AFC. | | ‘

" Gram Marketmg Board

e ZASA has been an :mportant contributor to GMB’s expanston into: communat areas,‘jc |
~ providing 13% of all government funds to GMB and 28% of donor funds | |

« The 20 new depots funded directly by ZASA have helped bring about ma;or’t‘:
. increases in graln productlon parttculariy maize, that have taken place in. communali .
~ areas. , -

t Matze productton in communal areas, whtch has beer tmportant in raising fa. .
- _incomes, has become increasingly important as commerc; - : farmers have switched to;
~other crops. The organization representing small farmers opposes retrenchments by
- GMB and the transfer from GMB's monopoly to a free market. Thus, it will be drfﬁcult for‘ ;
GMB to pull out of areas it has opened up to commercual gram productlon :
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Cotton Marketing Board (CMB)

* ZASA funded 2 of 11 new depots built by CMB plus cotton handling equipment that, -
together with training funds to the Cotton Training Center, have together made an
important contribution to increased communal area cotton productlon

Communal areas have experienced major increases in production with
concomitant increases in income and employmaent for communal area farmers both from
their own production and from seasonal employment on commercial farms.. Additional
employment is also generated in transport activities and in bulking, ginning and other
~ processing activities carried out by the CMB. Communal farmers can make profits in
cotton production even at the relatively low prices of the last few years. The CMB is
attempting to achieve a greater role in setting producer prices, in exporting a higher
percentage of the crop, and in seeing subsidies to local spinners reduced and
~ eventually eliminated. Tha CMB is also trying to solve transportation problems both
from farms to depots and in rail transport to Maputo and Beira. |

Dairy Marketing Board

~« ZASA funding has substantially increased DMB's motor vehicle pool, Ieadmg tov o
~ increased purchases of milk from farmers and improved rural miik distribution. |

- While most production is still in the hands of large-scale commercial farmers,
~ some small-scale and communal farmers have been able to market their milk through
the DMB. This is likely to increase among small farmers living near DMB collection
~ centers. The nutritional level of rural people is also likely to improve with the increased
~ availability of non-perishable milk products in rural areas. The extension of
~ electrification makes possible the distribution of penshable milk products to suburban

and some rural areas.

General

In summary, ZASA, in terms of both its local currency grants and pubhc sector 2

CIP allocations to CMB and AMA, has been important, and in some cases crucial, to the
outreach capacity of the marketing boards and to their ability to provide services to the
communal sector. Providing 13% of total GOZ funding for GMB and 28% of all donor
- support, for example, the ZASA program has allowed communal farmers to grow new
crops for which marketing boards had opened up a near-by outlet and to expand
production of crops grown in the past largely for on-farm consumption. These changes
- have led to increased production of the export and food crops purchased by the

marketing boards. A disproportionate share of the benefits of many of these

“investments has gone to the large-scale commercial sector, as in the cases of coffee

and dairy products. This seems, however, to be inevitable in crops which have been

~ dominated historically by the commercial sector. Nevertheless, the communal and
~ resettlement sectors have benefitted from all ZASA investments made to ‘improve
marketmg




Recommendations and Lessons Learned

1.

Grain Marketmg Board |
ZASA should now provide aid to the GMB to divest ntself of market collectlon pomts

- and depots which it cannot run profltably

Having provided the GMB with substantial assistance in expandlng its network of
service into the communal areas, ZASA should not oppose the closing of totally
unprofitable depots such as Gwanda. Some depots and collectlon points mtght j

‘be run profitably by farmer-owned cooperatives. L

* In line with past financing of engineering studles by GMB's staff engineers, ‘

ZASA might finance a GMB staff study, or a study by GMB in conjunction with

outside financial experts and economnsts of |ts depot and collectlon pomti o
network.

« If this study identifies depots or collectton pomts that should be c!osed ZASA,
'should not object to such closures. If depots can be identified which could be
_profitably operated by cooperative societies, ZASA might provide financing
through the AFC. If there is no interest or capability on the part of
cooperatives, ZASA might consider funding to the AFC for on- Iendmg to]«ji
pnvate parties willing to operate depots as private businesses. ' .

. Within the context of existing dialogue with the GOZ, USAID should mctude a

discussion of the problems faced by the GMB whtch may |mpede its abthty to rnove o

~ toward profrtable operation.

The principal problems needing to be addressed are Ievels of maize stocks whrch o
' need to be maintained, pan-territorial and pan-seasonal pricing, GMB's role in

- setting prices for and making decisions about what crops should be maintained =
within the purview of the GMB and which can be traded freely. The GOZ or
SADCC countries, or both, should compensate GMB for the policy decision that

“maintain grain reserves higher than those needed for a normal carry-over stock‘ o
: for commercial operatlons ‘ , Gt

Cotton Marketlng Board

. "Wuth rernammg local currency resources, ZASA should complete the fmancmg.‘ 3‘
- required for replacement of the Kadoma gmnery for whnch initial approval has been
| granted |

~ This will exhaust a large part of local currency funds still to be generated whenf .
authorized CIP commodities are shipped.

. Any future program similar to ZASA should give the CMB a fatr heanng on uts need e

both for foreign exchange and local currency.

Support might be in the form of financing, either with local currency or more .
probably through CIP funding to allow private individuals living in cotton-

producing areas to buy trucks whose principal use would be hauhng mputs to
farmers and transporting cotton to CMB depots. -

The policy issues affecting CMB form part of a more general set of problems which “

need to be addressed by economic liberalization and structural adjustment andl -

should be included in any policy dialogue between USAID and the GCZ.
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Dairy Marketing Board

6. No additional auocatrons should be given to the DMB from remaining ZASA funds;
the DMB has already benefitted substantially from ZASA funding and has made
effective use of these resources; other sectors need the very limited resources thCh j

- remain, ‘

7. In future programs such as ZASA, funding might be focused as much as possuble on‘
- bringing the opportunity to produce milk to smail farmers.

Since milk production, besides improving family nutrmon and provrdmg a basrc*
- income throughout the year, complements other activities and makes good use of
crop residues, it can also a@ncourage communities in which there are a significant
number of producers to develop range management mechamsms Wthh protectp ;
the pasture needed by dairy herds.

8. Policy dialogue between USAID and the GOZ related to the da, mdustry should; ‘r
, 'mclude the issue of foreign exchange requirements. !

The dairy industry produces forergn exchange yet it has mtenswe caputal“j‘
~_requirements in both local and foreign currency which must be met if it is to grow
_and achieve its full export potential. Until economic adjustment measures
. eliminate foreign exchange shortages, an interim solution might be to allow DMB |
to retain a substantial part of its foreign exchange eammgs part of whtch should ?

be shared with dairy producers to meet their own needs.

9. DMB should be allowed to participate in future CIP programs to satlsfy its forelgn “
L exchange requarements perhaps by retaining a percentage of export eammgs o

General

10. ZASA funds should be made available to facilitate critical dectsuons that must be
- made by GOZ conceming which crops to control and which to decontrol.

- This is an issue that should be analyzed by local and/or international consultants |
For crops which remain controlled, focus should be on the liberalization of

- controlled crops, price policies to encourage desirable levels of production would

appropnate to include these when considering tollow-on projects or slmdar,‘ ff
projects in support of marketing and input supply. :

11, Future programs tocusmg on marketmg should target communal farmers SRl
Despite considerable focus on smallholders, much of the benefit smce .

that basic infrastructure investments have been made, reonentatlon to communal |
areas should be easier to achieve. -

‘marketing, such as the freedom to trade in maize within communal areas. For

- be appropriate for study. These matters could be funded with local currency
resources still available under the current project and it would certainly be

- Independence has nevertheless gone to the large-scale commercial sector. Now



- SECTION C LOCAL CURRENCY PROGRAM
~ Chapter 5
Land and Water Use

Irrigation and Range Management

Concept and Objectlves

~ Zimbabwe has great variations in rainfall, frequently tfaces drought, and has large

~ semi-arid communal areas that have high populatnons of people, livestack, and wildlife.

~ Land distribution is highly skewed, resulting in the majority of the population either
being landless or having very small holdings in communal areas. ZASA activities

sought to reduce vulnerability to drought, particularly for smaliholders, improve land and

| ‘water management for sustainable agriculture and wildlife utilization, and support
i ;selected resettlement initiatives. Efforts were to be funded to expand the area under i
| e;mgat:on espec:ally within communal areas, ,where nrngatlon was mmlmal :

. :Fln‘dlhgs |

For decades Zlmbabwe has faced aland and water shenage that has, from tlmeb -

~ to time, caused political unrest. The natural resource base cannot sustain the
'populanons of both humans and animals that depend upon it. The majority of the
- country's most productive land (29% of total land) is concentrated in limited areas of
~relatively high rainfall (Natural Regions 1 and 2) and is controlled by the commercial
- agricultural sub-sector; this is dominated by fewer than 5,000 white families. These il
~ farms provide employment for 225,000 workers, however, and produce two-thirds of the s
~nation's gross agricultural output, four-ﬁfths of crop sales. nme-tenths of aII marketed‘ .

B hvestock and 40% of all export eammgs 31

By contrast approx:rnately 1 000 000 families, wnh over 70% of the countrys

~ black population, live in communal areas, which constitute 42% of the nation's total S
land. These areas tend to be cverpopulated in terms of both people and livestock, and =~
 have been so since at least the 1940s. In these areas soil quality is generally poor and
~rainfali relatwely low and unpredtctable (Natural Regions 3,4, and 5) Since @
~ Independence 5 in 10 years have been classified as drought years, with one of these

classified as a hundred year drought. Many families in communal areas do not cultivate
~crops for lack of draft animals and must rely on off-farm emp!oyment to make up

recurring financial shortfalls as real incomes continue to drop. There is no land ‘market “
" in communal areas, nor are commercial lands available for purchase by smallholders e

j, because govemment restncuons permut the sale only of entire estates.

30 Direct suppon of National Parks field staff through funding of housing and improved conmnmnons s o

- discussed in Chapter 2, "Agricultural Extension.” ,
31 World Bank, Discussion Paper:, World Bank Agricuftural Sector Memorandum "Policy Opuons for L
Ztmbabwe Harare,Oct 26, 1990:3
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a At independence Zimbabwe had about 143,000 ha. of land under: arngatlon 80%
~of it in the commercial sector. Surface water to irrigate an additional 400,000 ha., as
well as undetermined amounts of groundwater, are potentiaily available for rrngatron )
‘Despite this, the lack of research, extension, information, equipment, and finances has
limited expansion, while communal land tenure has anhnbited the growih of
compiementary credit support available to smallholders 2 , ,

~ The country thus faces a re|at|vely high risk of resource degradation anda drop in
- sustainable agricuitural production in many communal areas. Some arsas face the

~ prospect of desertification if current trends are not reversed. Irngatron can provrde only

a partial solution to this problem in limited areas where it is feasible; it is, howaver -

| extremely effectwe in‘increasing productlon dramatlcally and in raesmg farm mcomes

Changes in Land and Water Management since lndependsnce -
Resettiement Wiidlife Management Conservatnon Educatnon and lrrrgatlon

- To address iand and water constramts. and to bnng more equrty fo the coumry s - fff
~ socio-economic structure, major land, conservation, and irrigation development =
_programs have been initiated since 1980. Irrigation systems ruined in the war have also

been rehabilitated in some areas. Large-scale resettlement programs, wildlife

! ‘management areas, conservation education, and expansuon of lrnga‘red lands in rura!‘r S

i areas, have all been allocated ZASA funding.

'Res‘ettlementy"’ Crop and LiVe’stOck Management' :

Unequal land distribution |s one of the most |mportant rssues un the natron si.ifj_
. economy A major resettioment program has been a keystone of government policy
- since Independence. It is aimed at making land more readily available to those who =
_otherwise would have little or no access to it and at altering settiement patterns in
-selected communal areas. At Independence the Lancaster House agreements
established the principle that Iand transfer from commercial farmers to the government

for resettiement purposes would be on the basis of "willing buyer--willing seller.” From

1980 to 1983 the majority of the land purchased was farm land abandoned during the ‘

~ war by retreating white settlers, which was available at low prices. Since 1984 land

~ values, prices, and productivity have risen steadily, making further land purchases for

resettiement expensive, with high opportunity cost since land which might be purchased

~was already in profitabie crop production and/or livestock activities.33 The initial target -
was to settle 162,000 families by 1985. By the end of 1987, however, only 46,300
families had been resettied on 2.6 million ha. This resettiement represents 7% of‘ o

Zrmbabwe s agncuttural land and 6% of its rural populatlon 4

32 USAID Zimbabwe Agncullural Assistance, PD, Sept. 23, 1982 19.
33 Commercial farmers have been redirecting production toward high value crops, primarily expon crops
- (tobacco, horticulture, beef), import substitution (wheat) ,or specialist crops (dairy).

34 M. Rukuni, "The Development of Zimbabwe's Agriculture: 1890-1990;" Univ. of Zimbabwe, Dept. of Aq
Econ. & Extension, September 1990: 44; and Hwekwete, "A Review of the Rural Land Resemement
Programme in Post-independence Zimbabwe:" forthcoming.
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Table E.5.1
{Land & Water Uso
B Resettlemem Models

1A Famrly model tradmcnal | Med.tohighrainfall; |5 ha. arable; 48 ha.
G land lenure p\rl crcp lands & | mostly natural grazing grazing/household; tradmonal ‘
| Med. to high rainfail; .Collectwe production |

rnanagemem State ownershrp formercommercial | of crops formerly l

of land‘ collectwe ownershrp of | larms (mostly poor s 'produced on commercral S

1c Ccmbmed cemral coop. & pwt. Med to hrgh ramfall o ’Focused on crops lrke o
1P lams outgrower scnemes both linked to processing | sugar lhal are amenable to
S Flesettlemem largely in same Semi-arid areas; low Tradiuonal andnew
:  |oradjacent communal area; | rainfall; tradtional | crops; ‘improved grazrng
] access to adjacent grazing grazing conditions | & wildiife management

‘ Sources Discussion Paper Worid Bank Agricultural Sector- Memoran&rn Policy Options for anbabwe, S

IBRD, 10/26/90; M. Rukuni, The Development of Zimbabwe's Agriculture: 1890-1990, Unw ot : /

Zrmbabwe 9/90 EEC OD!I, Eurostat Report Zlmbabwe 1990 fleld vrsrlsOct -Dec. 1990

Mode* A schemes follow tradmonal communal lmes except that land holdmgs are

- f‘fslarger than average. For example, families have 5 ha. of crop land and access to almost e

50 ha. of grazing land, rather than the communal area average of less than 2 ha. for

~ crops and 20 ha. for grazing. This model is reported to be quite successful Land is not‘
avallable for any srgnmcant expanslon of Model A schemes | pobE .

" Model B resettiement involves a group of farmers operatmg a former commarcralf i
farm as a collective. By 1990 104 farms had been purchased for this purpose. Of these,

‘97 are now registered collectives, of which 93 are State owned. Of a targei of 6000
~ families for Model B, 3000 had been resettled by 1990. Land utilization on these
- collectives ranges from 14% to 33%, labor utilization ranges from 7% to 41%, and yields

~ seldom exceed one torn/ha., all low figures compared to either family or commercial -

‘operations. Most of these farms were abandoned during the liberation war and were
~ often run-down, with facilities damaged or destroyed. Plagued by lack of finance, inputs,
 management skills, and appropriate incentives, these farms have had high membership

 turnover and most are financially bankrupt.35 It has bean suggested that some of these_ 3“ :
| farms magm eﬂectwely be converted to Modei A or C development. | Sk

" Model C is a combination of of centralized cooperative farms and private farnk | It f‘ v

e often includes an outgrower program built around individuat holdings linked to a central
‘processing facility or collective farm. It is often associated with the sugar industry, has

~ generally involved promdmg families with modest holdings, often from or near former
~ estates and located near existing processing facilities. Smailhoiders are responsible for

_ all their own operations, obtaining input, credit, and technical support from the
processmg facility which purchases all output. | .

~ Model D has been pamally funded by ZASA and mcludes, as an exarnple two 7 ,
separate ranches about 30 kms. apan which have been opened to controlled grazmg by o

a5 Rukurii. oD. cit.: a“



'n'eighboring communal area smallholders. It has the advantage of not requiring the

- physical relocation of families. In this model significant numbers of communal livestock

“move onto the equivalent of a commercial ranch established adjacent to the communal
- area. Fees are charged for gach head of cattle; this has begun to alter pastoralist
- perceptions of the range as a free resource. Model D is supposed to take the pressure
off the communal range and et it rehabilitate naturally while animais are on the ranches.
Animals are then to be put back, up to pre-determined limits. The villages are expected,

in the meantime, to reduce overstocking and to resolve their overgrazing problems
~during the respite provided while livestock are grazed on the Model D ranches. Inthe

- final analysis, government has attempted to buy vnllage grazmg reform wnth lts‘?»
i resettlement doiiar. | L . e

ln the past model D has faced several problems Civil dlsturban‘ce ‘m*

~ Matebeleland, where model D has operated, led to interference with the scheme soon - 1
after its start. Other ranches purchased for these schemes were left in State custody, but

have been plllaged and overgrazed largely because of delays in lmplementatlon

| Today, only one ot the two farms on which model D was |mplemented w1th ZASA e
- support is fully developed; the other is only partially developed, lacking fencing and
- boreholes. Government took complete responsibility for project infrastructure.
~ Community parhc:patlon axcept for labor paid for by the scheme, was neglected 5
. Promised services, mcludmg water supplies for the second farm are still missing;

fencing is mcornplete in some areas, down in others, and the resources are not
~available for their completion or repair. Both farms, while in better condition than those =

~in most communal areas in similar settings, are still overstocked and could face serious

~ problems if the area experiences another year of drought. Farmers have not been

asked to make any significant contribution to infrastructure development on the farms

- and thus have only limited commitment to their long-term development. Only one group
~of surrounding communities has benefitted from the program. Furthermore, the concept
ot commumty-based range management has not yet been internalized by local farmers.

S Nevertheless with ZASA asslstance the commumty is now engaged in a leammo
process concerning communal area land use planning and management. Farmers

have begun to decrease the number of animals grazing on communal land while

keeping a somewhat higher calibre of animal for fattening on Model D than was
~ previously on the commons. The result has been fewer, but healthier, animals. Calving
~ rates are reported by ADA to have risen from 54% to 74%. These changes are reflected =~
~ in selling prices which have risen from a pre-project ievel averaging Z$200 to new highs
that reach as much as Z$1000. Although cattle are still held as a form of savings, and

offtake remains at a very low level (approximately 2%), farmers are beginning to

~recognize that price changes make it possible for them to think of cattie management as i

: a means of putting their children through school, mproving their homes. or purchasanq e
~ implements, inputs, and even tractors or vehicles. | o : e



Wildlife Management36

Wildlife management within the Model D resettlement ranches is closely related
to the program organized for cattle. The focus is on generating wildlife products for
- which there is very high demand, and thus a real cash payback to the community.

‘Wildlife utilization is in many ways a profitable substitute for cattle production, and it
involves fewer out-of-pocket expenditures and risk of losses. As observed on
neighboring commercial game farms, if properly managed, wildlife can produce an even
- higher return than cattle. The wildlife activities of Model D were placed under the control

of the local village council, with advisory seivice from ADA, the Dept. of Natural

 Resources, and other government departments, and funding partially from ZASA. The

~ wildlife area of one of the farms was managed for a while by the Dept. of National Parks, o

‘but now is under the direct junsdlctuon of the project. ADA is now looking for a joint
~ venture partner with experience in wildlife management so that staff and locai people
~can learn how to manage the w:ldhfe resource proﬂtably :

On one of the Mode! D ranches a s:gmfcant undeveloped area has baen set

aside specifically for wildlife management, as have large portions of adjommg]‘ i
commercial ranches. Trophy hunters are currently paying from Z$30-75 for a gazelle

o and up to Z$800 for kudu. The ADA project coordinator is seeking a joint venture

~ partner among local tour operators so that iocal ranch managers can learn how to run i

profitable wildiife utilization operations on their own. Like cattle pmduct:on wildlife

L management receives nominal state support, but has proved itself superior to cattle in =~

drought prone regions, both financially and in terms of environmental sustamabmty L

 Wildiife survive in areas where cattle die of thlrst and hunger, despne excessive ]
pepulattons and consequent overgrazing. | L ~ .

Community-level wildlife management on Model D ranches, and thrcughaut

- - Zsmbabwa appears to have received a setback from the international ivory tradmg ban.
- This ban has restricted the managed culling of elephant herds by communities, one of

 the most profitable wildlife management exercises available to them.37 The e*ephantﬂiﬂ ’

5 population in Zimbabwe has grown so rapidly in recent years that in 1990 an estimated .

- 20,000 animals needed to be culled to avoid degradation of the land resource and to

e ‘reduca the likelihood of starvation within the elephant population. At least 4,000

animals have to be culled during 1991 yet wildiife management cannot be funded mth

' the proceeds of this cuﬂmg because of the woridwide ban on ivory sales.3® Despite this
~ setback to the promotion of community-level wildlife utilization activities, ZASA

investments have made an important nmpact in helpmg ADA and Modei D managefs |
'focus on wildlite as a resource.

Natutai Basource Consemat:on information and Edueatmn o
In 1988 an extsnswa program to spread natural resoumo managemant

" information and education was initiated by the Department of Natural Resources (DNR)
using Mobile Envifanmantal Education Units (MEEU) funded by ZASA. During the past

36 mmmmmmmmmnmmmcmuz o
“Agriculture Extension.” Here attention: will be directed! 10 thoss aspects of wildiife management related
toiandanﬁmumm particulariy as applied to Model D.

7 The ban may aiso have increased incentives for poaching by outsiders, largely Zambians; Zimbabwe

= mu.aamm,mvwssosuovw 19901 , ~ |

: Ibid
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2 years almost 900 workshops conferances field days shows and other
demonstrations have been conducted in all § provinces, attended uy about 300,000
people. The followrng table summanzes achrevemems of thls ZASA-funded program

 (TableE52)

 Table ES.2_ ~ ~
,;Envlronmontal Educatlon Program
Mlnistry of Environmsm & Tourlsm

R Nmﬁ_snm

L ;_‘ conservatron--were armad at bnngmg envrronmentali_

- ;Qreclamatuon Thay have become mvolved inthe development of‘“ i
. woodlots, and protection of mdrgenous timber for fuel wood purpo:
j;f:[‘comprehenswa pilot pro;acts in natural resource managament wh

. considerable potantlal have been developed for donor fundmg ‘More |mportant e
~ programs have developed a consciousness of and a receptiveness to natural reso
.~ issues whach makes oommumtres future pamcrpatlon m conservatlon pro;ects llkely ‘

. commercial farms. Schemes include canal, pump, spnnklor ‘and drip sys
~ lmgation for the smallholder, while still limited, reaches back to the 19207
~ the auspices of a number of missionaries, small communal area schemus were start‘
~_ in several parts of the country. After 1970, under both government and non-govemme
~ programs, irrigated hectarage on communal lands doubled to a total, at lndepend ne
~ of approximately S000 ha. or about 5% of all irmigated land. By 1983 this area had
1o 5800 ha. and by 1991, with assistance from ZASA, was pro;ected to dou
 approximately 11,000 ha. serving 7,000 farmmq families.3® There is still considerab
~irrigation potential to be realized. For instance, in one provrnce ‘the Midlands, officials

T AGR!TEX prowdos overall pro;ect managemant and super\nslon and oontrols subsrd:ary

18 289 o 127(68
- |Total __ Shows/Meetings _ 872 Attendance ‘297.550 Sant e

e Source: MET: Dept.of Natural Resources Nov.7, 1990

These extans:on educatron programs--focusmg;

‘ ge Qa

lmgatnon

Sk Dasp:te mcreased attentlon to smallholder irngatlon smce lndepsndenc
. ma;onty (80%) of Zimbabwe's approximately 192,000 ha. of irrigated lan

_claim that 60% of the amgatron potential is not utillzad muc.h of lt in communal are;

S Smallholders in rmgaxad oommunal areas are gwen tenancy nghts lo . pie
~ land that generally averages just under one hectare. The title remains with the
| govarnmem and eligibility requirements must be met and retained if families are t sl;a
in a scheme. Incomes from this land range from Z$1500 to Z$6000 per family, from
- which Z$1 45/ha. is charged by Government for system maintenance and repair.

i 39 The balance mludos goverrm oﬂmz (12%) and Mem larms (‘m, Mlnislry of Comnunily .
and co-oporativo Dovolopmm Community and cO-Oporalivo Smwo\mrvm July 1990 1-6 L
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 development of water storage tacilities and conveyance works up to the edge of the

‘ :mgatron channels The Mumstry of Energy and Wa*er Aﬁalrs controls the dams, pumps
o and main channels. ;

. Smallholder arngat:on remains besst by fmancua! mamtenance and performancel .
~problems, which ZASA's involvement in developing new capacity ignored. The scheme

fféiassagns plots of varying si29 to smaliholders at tha time of settlement. These are .

P ‘assigned relatively arbltranly without regard to the farmer's management capacity or

. labor resources. There is no provisicn for leasing, buying, or selling land or water rights.
~ Schemes are heavily administered by government rather than being user-owned or

user-financed. At Nyanyadze the farmers' committee has asked that it be allowed to =
take over re\sponsab:hty for running the scheme, a posmon supported by loua! offi cxals_; et

and whtch today ss fmdmg sympathy in govemmgnt

o ZASA contributed a total of Z$4 million to two major wngatlon funds the lrngatuonf\ ‘}‘; ‘ 3“ :
' Suppon Fund (ISF) and the National Farm Irrigation Fund (NFIF). In 1988 the Irigation

- Support Fund began disbursements from its Z$19.8 million poci specifically to finance,
~for small-scale irrigation schemes in communal and resattlement areas, the

~ farmer's ﬂeld GOZ has targeted 3000 ha. m communal areas for :rngat;on undar thls;‘f‘f ‘ |

fund 40

The Natsonai Farm Imgation Fund estabushed in 1985 and admmlstered by the} o “

o AFC ‘has a revolving fund of Z$16 million. This fund's major puipose is to encourage

~ winter wheat produci‘lon, particularly on large-scale commercial farms, although small

 farmers functioning in groups have received Z$260,000 in loans since 1986. Small-,‘nq,} o
scale commercial farmers have received an additional Z$120,000 during the same
- period. As a result of this program the total area growing irrigated wheat has increased

P by 7000 ha., contributing substantially to the national rise in production from an average '

 of 179,000 tons for the years 1979/81 to appioximately 300,000 tons for 1990 Th|s :

- meets more than 90% of the nation's demand for wheat 4!

¢ ‘ ln addmon to contnbutmg to these two spec:al funds, ZASA prowdes funds\‘} ¢ T
;through AGRITEX to support smaliholder irrigation programs in specific communal
~ areas, including Nyanyadzi, Nenhowe, and Tawona. These projects reportedly will
irrigate 221 ha. at a total cost of Z$7 6 msmon of whsch the ZASA comnbutlon is Z$2 8.

mmaon 42

5 40 The 1mganon Support Fund is considered to be a Goz-randed program. ZASA Working Group mmutes o "

- refer to ZASA contributions of 2$5 million to NFIF. However, USAID and MFEPD accounts refer 1o -
' ZASA contributions of Z$4 miliion 10 ISF plus an additional 2$2.84 milllon to specific smailholder
schemes in Nenhows, Nyanyadzs, and Tawona. Whichprojoasarobomolundod nsnotclearfrom ‘
" exls!mg records. o
- ibid.
42 FAQ ifrigation report, annex 41a mn Doeumeﬂaﬁomsmmmdictoq regardlnglhe acreageoﬂhe ;
 Nyanyadze scheme. Published reports fist it as 150 ha. costing Z$7.2 million, or 2$48,000ha. (ZASA
contribution: Z$2.2 million.) Figld staff at Nyanyadze reported targets of 100 ha. of new land for imgation
plus 300 ha. for rehabilitation, costing an average of Z$10,000 and Z$7,000 per ha., respectively
(suggesting a total cost of Z$3.1 million). This oon'pam fo an aveme ot 2$8.700/ ha. for ali donor |
funded irrigation projects. :



ZASA‘s Role in Suppomng Land and Water Use

As Table E5.3 md:cates ZASA has played a part in an of these programs
‘investing in resettlement, ‘conservation, and irrigation. It has provided a total of Z$10.6

o - million, plus almost US$1 million for technical assnstance and .mports, whrch constrtutes

approxsmately one—quarter of all ZASA allocatlons

 Table E5.3

o Sod Survey Equapt DR&SS

 |zambeziValeyTilage  |maRR | 85 | 100000 | 0|
|Ranch Scheme (Modeioy |aDA | 8a | sooooc! 0 | asaesz |

| {Magt. of Indigenous Forests | Forestry Comm. 86/90 . 200,000f 101,001|
: Naturamesouroe (Hard) |MET 847 | 275000] - 540670} = 90395 |

{Land and Water Usp
Allocatlons & Ex ﬁpendltuu

| Actmty f' o e Agency/ e

~ |irigation Support Fund AGRITEX)'MLRRD ',,Vfas 2,000030 |

~ |Nenhowe/Nyanyadze Irrig. | AGRITEX 4 85 1 2 476,000 1 029 398 .
. |Tawona Irrigation Scheme | AGRITEX 1 85 | 360000 - 96 773, 1
 |lmigation Support Fund i’AGRn‘EX | na | 2 000,000 P e b 0 |
{Rutenga Mapping - | MLRRD -} 86 | - 541,132]  104000}| 7401 786%_; |

- |Forestry Comm'n. Equipt. | ForestryComm. | 84 | 1500004 oS e Bl

~ |imgatonDevt.(Fam) ~  |uzAgrc. | 85 | 208000y | ‘roz,as;oﬁdo',‘if
Extension Educ. (Sofy |MET  le490 1139800 0 | a12ar |

| &Montoring  (Soft) |MET | 88| 215000| 134400 17 880 |
~ |widgite Symposum  ~ |MET | 87 “20000 {0 0|
~ lopenwellsTest ~ |mewnp | 8a | 100000] |  g9212 |
~ |UndergoundWater [MEWRD | 84 | .:«400.000 I 400000 |

' PercentofTotal — 1 1% a% | 26% |

~ S oruzsaloa ofussanoc onSauocated"f;

ﬁqum USAID MFEPD November 1990 S
** Represents percent of allocated funds that appear as expended on MFEPD records although some o
progects may have been oorrpleted utllrzmg credits and thus do not yet appear as expended by MFEPD . 1

~ The Model D resetﬂement pro;ect recewed Z$5OO 000 m ZASA funds through i
ADA. ADA officials believe that ZASA directly assisted Model D at a critical juncture,
prowdmg needed funds expeditiously. Major funding provided by ODA would have .
been iarge!y lost had ZASA fundmg not come at the appropnate time. ' P

~ Natural resource education programs have been assnsted wuth ZASA funds;[
~ totalling Z$1.6 million and US$675,000. These have provided both equipment and
‘materials, including vehicles, motorcycies, generators, and spare parts. Funds have
“also helped produce posters, books, pamphlets, stickers, films, and videos that have
facilitated staff mobility and contnbuted to audio-visual outreach programs in targeted |

commumtres



; lrnganen fundmg through ZASA teta! 9ed approximately Z$7.5 million including
grants for specific schernes at Tawona, Nenhowe, and Nyanyadze. These efforts
directly contributcd to the developmeant and/or rehabilitation of. irrigated land in both
commercial and commus’sal areas and to significant increases in nat.anal wheat .
Droduchon , L T e T TR

‘While these ,rngatlon mrt:atrves have rnade an :mportant contnbutron to':{y‘;

L mCreasmg productivity and incomes of pamcupatmg smallhoiders, they have done little.
~or nothing to solve the problems affecting existing systsrns many of which are not

. operating at ull capacity. At Myariyadze, for exﬂmpe only 1 of the 6 irrigaiiun pumps |s o
i functronmg the other 5 have been out uf servnce for between 5 and 10 years . i

L impact

In each of these fo.:r program areas--resettlement waidhfe management

‘*yconservatron,,and amgat;on development--ZASA has proved an efficiant, but

~ decreasingiy impertant mecianism for addressing the land and water constraints facing - o

~ the smaliholder. The basic problem is one of cverlzipping responsibility. for: system
~ope:ation in the field and of the failure to give users control over maintenance as wellas
. the financial obligation to pay the real cost of the water. The departmerits concerned

with these program aress, irrigation excepted, have generally shown an ability tc
- respond to the demands placed on them with reasonable efficiency. In contrast,

~ Working Group minutes reveal consrderabie confuslon over Irrlgatlon program;}”‘
..\:mplementatson and fundmg hea | | : ke

With regard to the efrcaency of financiai expendature and renmbursement land and -

f;'water use activities faced difficulties, however. By Jure 1990 only 26% of thenr)'ﬂ,r "7
" allocations were recorded by MFEPD as 9x; nded. While projects may have been .
r compieted us.ng credrtss rermbursements were generally delayed sugnmcantly L

Whue Zemb ‘‘‘‘‘ 8 is still a ieng way from havmg solved the cernplex prObleTl“ of‘ |

~ land degradation, water use, wildlife utilization, and range management in communal

~ areas, new and promising management ‘models are being develcped and tested, some
 with ZASA support. A conservation education message has reached large. numbers of
people and has raised dommumty consciousness concerning conservation problems

~ and a demand for solutions. However, communitias can cnly develop ard implement

~ solutions to these problems if they are grarted a degree of autonomy, which at present
_they do not possess. The centralized, top-down political system inherited from the

~ colonial period has yet to be replaced by a system of commumty contro! of common' o
resources consisterit wnth stated govamment policy. ‘ o

, in the realm of smgatron thousands of acres of new land are besng brought under*‘ :

one scheme or another. Bureaucratic procedures, conflicing responsibilities ameng
government departrnents, and the powerlessness of both lccal farmers and AGRITEX
staft to solve the problems of existing irrigation systams, resuit in wasted mvestments as
| '-systems perform far below design standards. S d, | |

o ,cdncluslons :



While important progress has been made since lndependence ma;or problems
still remain in the area of land and water use. While some resettlement schemes are
showing promise, it is increasingly recognized that:

~* Resettlement is not the panacaa that it was thought to be at |ndependence and lt -
cannot begin to address adaquately the underlying problems posed by an

unsustainable land to man ratio; of an initial target to resettle 162,000 families by; o

ot 1985, only 46,300 families had been resettled by 1987, many on poor land.

 + Overgrazing continues unabated and current fees, where they exist at ali, are too
low to provide the incentive to seil excess livestock. Wildlife utilization and
management is gaining acceptance as a means of both conserving game spec:es 3{ S

and providing local incomes, yet poachlng remains a serious probiem. v
« Conservation awareness is generally growing among rural people but the;j

necessary mechanisms for enabling commumty control and enforcement of‘_

~conservation decrsrons are Stl" non- exlstent

~ + irrigation cf new ‘and is ircreasing slowly, yet madequate management of OXIstlng‘ o
~ schemes poses unportant constralnts to sustamed productlon and farmer income.

| Despite the effort put into resettiement programs, ‘and distribution remains hlghly"",::"ﬁ
. skewea and prospects for altering this significantly are not promising. Furthermore,

productivity on resettlement land frequently has not increased, while in many cases it

~ has dropped significantly below levels attained on nearby commercial farms. Giventhe
severe management problems encountered to date, expanded resettlement models and
plans are being reconsidered, particularly with the expiration of the Lancaster House
agreements in October 1990 whlch had provnded for secure tenure for communal S

' farmers

| “In December a new framework was put in place that allowed government to defer‘ ‘
s payment for commercial farms it wished to purohase. tc set land prices, and to pay for it

in local currency. This created uncertalnty among commarcial farmers about the future,
- and reluctance on taeir part to make new capital investments. Both the unsatisfactory
~ performance of resattlement efforts and anxiety within the highly productive commercial
 sector have created a climate that makes careful policy analysis and declslon-maknng L

a essentlal for the future of both the small and large-soele agncultural sectors

. ZASA investments in_ Model D have had an lmportant lmpact on helpmg GOZ,‘
~ examine resettlement options, particularly as it grapples with the critical problems of‘j‘ i

- densely settled communal areas, overstocking, and resource degradation. .
 Nevertheless, an evaluation by MFEPD indicate a series of problems with the

~ way Model D has been implemented. While ZASA funding for Model D is perceived by

ADA to have come at a crucial time, other unexplored opportunities to tackle
overgrazing and resource depletion should be developed and tested as well. These

~ include both new and revised land management models as well as the potentlal .

| conversuon of failed Model B farms into more promising allematlves

+ As a result of the success of ZASA-funded natural resource information and

“education programs, demand from settlements for assistance in developing 30il,

- range, and wildlife conservation progects far exceeds the resources avallable for*
~ implementation.

- ZASA funding has been.m the view of theé Department of Naturzil Resources, the .

critical ingredient in its two-year field etfort that has produced alrmost 1000 shows
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- attended by 300,000 people; this effort has dramatically increased local awareness of

- conservation problems and instilled a strong desire to solve them. A variety of
oprortunities for future ZASA and/or other donor funding exist based on community-
level initiatives in the field of conservation.

‘ Overall, in the eyes of a number of informed observers the combination of
~ resettlement initiatives, expanded irrigation, and conservation education has made it

- possible to imagine the design and implementation of successful communal area ‘
- irrigation, range, and wildlife management systems in areas hitherto seen as aimost

- unreachable. While these programs have yet to achieve some of their objectives, they
~provide an important foundation for the further development and testmg of alternatuve |
; ‘models for productwe and sustamable land and water use. u

:‘:kRecommendatlons and Lessons Learned ye o
-+ Investments in land and water use have been productuve It is therefore‘

~ recommended that additional funding be made available for new and continued

e programs in land and water use, mcludlng resettlement lrngatlon and range‘
‘ management and wildlife conservation. ‘

. ﬁFlemammg ZASA funds should be limited to supportlng relmement and commumtyg ‘
control of range management under Model D and to ensuring that existing ZASA-
~funded irrigation schemes are fully operatnonal under dlrect management by water i

‘ USGfS

- :Wlth regard to potentlal future fundmg, lor each of the ma;or mvestment areas that‘
~ follow, it is recommended that:

v Resettlement and Land Management |
o Further investment and expenmentatlon be made in the design, testing, and

implementation of communal area range, livestock, water, and wildlife

‘management efforts. Programs such as Model D must be closely monitored, their
problems identified, and solutions Jeveloped in ciose collaboration with local

leadership. This should be done in a manner that places maximum responssbllrty o o

on the smallhoider commumty

2. Communities be supported to develop, lmplement and control their own
' conservation, grazing, and wildliife management programs. - Appropriate funding

from government and donor sources should be made available on a loan or ‘

~matching grant basis to complement funds raised from the communities: themselves
~ through fees or levies.

3. Grazing fees, to be retained by local management commlttees be levred on all
~ animals. Current fees, where they exist, are toc low and must be raised. Similarly,
~ sales levies deducted through the marketing process should be kept as low as

possible and returned to and controlied by communities and communal producers
organizations for investment in infrastructure, research extension, and marketmg*

, -support. |

4. Appropriate water charges be instituted and funds managed by local farmers |
~ organized around irrigation channels. The crazy quiit of overiapping government

agency authority has to be removed and organized local farmers have to be given
responsrbmty for and control over their irrigation systems.
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Commercial farmers be permitted to sell portions of their lands to small farmers on

a "wiiling buyer—-wmmg seller” basis in order to provnde a viable land market for
small holdings.

Wildlife Management

'Communmes be given authonty, responsibility, and necessary incentives for the

sustainable management and harvesting of wildlife resources within their

~ traditional grazing and hunting areas. As is happening under the CAMPFIRE
~program, communities must be enabled and encouraged to place controls and L

levies on those resources and to generate incomes from them.

. Coliaborative programs involving comme:cial game ranchars, tour operators and

local communities be encouraged through matching grants. tax mcentlves, and“l]%

4oans

Consarvatron Educatron

| | :Govemment and donor fundmg be made available on a matchmg grant or loan ‘33 .
_ basis to communities for developing viable conservation programs. New forms of

~ village organization that reveal the real costs of resource degradation and place

10,

husbandry ahead of exploitation should be supported. The democratic village

~ company concept piloted elsewhere in Zimbabwe provides one such model; .
‘consideration should be give to its rephcatlon in each agro-chmatrc zone.

Irrigation

| ‘Smauhoiders be given secure tenure to their rrngatad land atong with tne nght to ‘
buy and sell portions of this land. .

,Smallholders be encouraged and assisted to form manaooment orgamzanons i_
‘such as water users’ associations. These organizations would be allowed to
purchase local infrastructure and to assume all control for their maintenance,

repair, as well as for water allocations and daily operations. These fees should be

based on marginal cost prices for water which cover the cost of operating and

maintaining the irrigation system. Because of ddfenng costs, water charges mlm
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SECTION C | LOCAL CURRENCY PROGRAM
Chapter 6

Human Resource Development

| for Agriculture
'Concept and Objectives

The primary objective to be met in the human resources constraint area was to 3
strengthen the institutions providing trained people for the ambitious rural development

~ program upon which the GOZ embarked after Independence. These institutions = i

~ included both the agricuitural colleges and the University of Zimbabwe. The agricultural
colleges at Gwebi and Chibero provide three-year diploma-level training; a specific goal

was to increase the number of students receiving dlplomas from the two coilages from - :

80peryearto 120.

| Degres personnel are trained at the Faculty of Agricuilture of the Umvers:ty of
~ Zimbabwe. The faculty includes three departments: Crops Science, Animal Science

and Land Management. The objectives of ZASA were to increase undergraduate

~enroliment, develop faculty , strengthen graduate training, and provide practical training

for studants The annual intake of students was to be approximately doubled, from 50
students each year. Furthermore, a practical year was to be added to the degree
~program and one or two new departments established. The achievement of these

 objectives would require additional staff, staff training and an enlarged recurrent budget. -

Findings

~ After Independence, Zimbabwe lacked trained personnel to work in agriculture,

~ particularly to provide services to small farmers. Many experienced agriculturists had
left the country after independence. Although at the time, agricultural education and

~ training in Zimbabwe wers provided at degree, diploma, and certificate levels as well as

~ through more informal training, historically, insufficient investment in agricultural
education had contributed to the lack of available personnel and also had hindered

~ potential training capabilities. Not only did projected increases in the agricuitural

_extension service create the need for human resource training, but implementation of .

agricultural development plans aiso hinged on the availability of adequately trained
- personnel at all levels.

'ZASA attempted to improve the human resources available in agrieu!ture through

 support of the following agricuitural education and training institutions: University of
Zimbabwe, Chibero College of Agriculture, Gwebi College of Agriculture, Wensleydale

Farm Trammg Center, Kadoma Cotton Training Center, Pig Production Training Center,

and AGRITEX, mc!udng housing for staff of the lnsmute of Agricultural Engineering.
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ZASA also funded overseas training through short courses, as well as MS and PhD

training. Both types of training have been used by numerous government departments
and agencies and the Umversaty (Tabie E.6.1)

Table E.6.1
Human Resource Tralnlng:
Allocations and Expendlturas

Activity \ Agency/ Year | _AllocgtionAmount |  Expenditure |
T.0.T. Course AGRITEX 87 19,340 ' 0t
Short Term Trng. Abroad MLARR 84/86 e 900,000} - mwa |
Kadoma Cotton Tmg. Ctr. # MLARR 87/90 ] 1,818,399 ; ~ . 3 498,298 |
Wensleydale Farm Tmg. MLARR ; 90 | 1,490,147 a0
Pig Production Trng. Ctr. Pig Industry Bd. | 85/7 | 200,000 0
Farmers Coop. Training Coop Dept ‘1 85/7 550,000 : - 446,777
|Higher Education UZ/Agric. 83/90 | 7,702,987 5,054,244 | 7,137,373
Higher Education ## UZ/Agric. 84/90 607,000 ' 0
Ag. College Expansion Gwebi College | 86 2,250,000 : : 0
Ag. College Expansion Chibero College| 86 1,550,000 | 947,740
-~ {Ag. Coliege irng. Dewvt. Chibero College| 86 65,000 47360 |
- |Ag. Coliege Fumiture * Chibero College| 86 45,000 , 34,627 |
18173873 | 5954244 | _9.112.178 |
; Percem of Total 29% 49% | - 50%

= L of 1ot.2$ alloqd _of USS alloc. | of Z$ allocated**
Source: USAID, MFEPD, November 1990 ,

# MFEPD shows allocation of 2$572,500; USA!Dshowsal!owﬁonoiZﬂ.a million
##Allocated on USAID records but does not appear on MFEPD records
AuowodbyMFEPDwnhUSA!DmrovalbutdoesmtappearonMDmoom |
** Represents percent of aliocated funds that appear as expended on MFEPD records, althoughsome -
' Mmmemwﬂwmmmmmm:domwmappearasexpendedbyMFEPD

‘ ‘ ’ ’ ‘ - -
Em e | University of Zimbabwe |
- Substantial funds, the largest of all ZASA allocations, were provided for the :

Faculty of Agriculture to expand its staff training, curriculum, practical programs, and

- research capacity at both the undergraduate and graduate levels. In ali the Umvarsrty
received approximately Z$8.3 million and US$5 million.

ajor component of the UOZ funding was a mchigan State/Penn State contract
that mc%udod both a technical assistance and a training component. Graduate training
was to be strengthened in agricultural economics, ammat science, food science,
horticulture, soil seumee and statistics. i

Practical training was introduced through the purchase of a University farm with
Z%$1.3 million in funding from ZASA in April of 1984. The University farm, apart fromits
research and practical work, represents an endowment to the Faculty of Agriculture and
is run on a commercial basis by a farm manager. The University of Zimbabwe (as well
as the agricultural colleges) is sited on prime agricultural land which constitutes a major:
part of its endowment. The University extended a large loan for farm operating costs

and equipment when it first acquired the farm. Profits from farm operations will have
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repaid the loan by 1992. After that, the Faculty of Agricuiture will be generating
significant operating profits which could provide a source of funding for both capital
investments in the farm itself and for other programs of the Faculty.

In spite of the new farm, practical experience for University-trained students is
generally perceived to be lacking, particularly by prospective private sector employers.
This criticism is partially misplaced in the sense that university graduates are trained to
fill research, policy, training and government posts, rather than to manage commercial
~farms. Nonetheless, the shortfall in practical experience of degree students is
- recognized and the University is considering requiring a pre-qualification year spent on

a commercial farm, as do the diploma granting colleges. : |

Agricuitural Colleges

ZASA funds provided support for diploma training at Chibero College of
- Agriculture (over 2$1.6 million) and Gwebi College of Agriculture (over Z$2.2 million).
Gwebi began offering a diploma course for whites only in 1950 and began training
blacks in 1980. Chibero was established in 1961 specifically to train black small and
tribal land farmers. At present enroliment at both colleges is almost entirely black. The
colleges are administered by the Ministry of Lands, Agriculture and Rural Resettlement
~ (MLARR). Both offer a two year course for diplomas in general agricuiture and are
- designed for students interested in careers as farmers, as farm managers, in agricultural
extension, or in agribusiness. ‘ ‘

| Chibero was the first to receive ZASA funds for diploma training and extension

~ agent development. As an integral part of their program, students spend the first year of
_their studies on a commercial farm acquiring practical experience in farm management.
(ZASA support for providing students with on-farm housing for this part of their program

. of study was proposed but never approved.) ZASA did provide funds for construction of

 new facilities and renovation consisted of expansion of the kitchen and dining room,
~lecture theater, library, dairy installations, grain dryer, staff houses, worker housing, and

construction of femaile hostels. Prior to 1980, no agricultural colleges admitted female
students. ZASA funds were committed to building hostels for 40 female students,
without which training of women would not have been possible. Chibero thus expanded
student capacity from 80 to 120. ‘

- AGRITEX

 AGRITEX received limited ZASA support for staff training and development.

Although it identified a need for long-term support to put the department on a sound
footing, funding for such training was not provided. AGRITEX proposed a training
approach to ZASA; however it was not allocated funds. AGRITEX staff explained that
they were not invited to the ZASA Working Group meeting at which this request was
discussed and therefors did not have the opportunity to defend their proposal. Instead,
as has been the case frequently in recent years, a junior member of the parent Ministry
defended the submission. R

AGRITEX staff has expanded only moderately since Independence, pursuing,

~instead, a policy of increasing staff effectiveness through productivity improvements
- funded by ZASA, the World Bank and other donors. In 1981, there were 1200 extension
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workers in the field; at present the number has grown to 1662, an increase of 38%.
While AGRITEX has been able to provide a desired level of service to the small farmer
community with a relatively low level of staff, institutional problems remain. Although
personnel retention is not problematic at the extension worker level, the high turnover of
subject matter specialists is a problem for AGRITEX. The average length of employment
for specialists is 4 to 5 years. Presently there are 80 officers with less than 6 months of
experience. Government is not able to provide salaries that are competltwe with the

private sector; therefore trained professionals often seek employment in commercial
- agriculture. The extension service is in effect the school at which agricuitural university
and diploma graduates gain experience which then benefits the private agricultural

sector. It is worth noting, however, that most of those leaving AGRITEX continue to
pursue their professions within Zimbabwe and therefore their loss to AGRITEX :s not a
net ioss of trained personnel to the country , -

‘ ZASA also prowded on-site housing for AGRITEX's institute of Agncultura| b
Engineering staff. The project was approved tentatively for Z$1,876,000 on March 8,
1980 for 100 employee type houses, 14 F-14 houses and 12 professional staff houses,
all cleared by the Ministry of National Housing and Public Construction. Based on

| specnﬁcataons provided in the project proposal, these houses appear to be of a standard
size for relevant levels of public servants. Because of time constraints, the evaluatmn .
team was not able to visit these houses to inspect their construction in person. e

- Cotton Trammg Center

, ~ The Cotton Training Center at Kadoma, which recewed substantla! fundmg from ]g .
ZASA, is managed by the Commercial Cotton Growers Association. The communal

~ sector Cotton Production Training Program consists of three-week residential cotton

- production courses and follow-up visits for communal farmers. AGRITEX selects group :

~ leaders from farming areas throughout the country to attend courses that provide
- practical demonstrations. Follow-up visits to trainee farms constitute an important partof

:  the program, and differentiate this program from most other training eﬂorts whuch fael tu‘ |
~ foliow-up with on-farm vuslts to reinforce the trammg exponence ‘

Wansleydale Farmer Trainipg Center .

Wensleydala Farmer Training Center was established in 1989 to train bdth .
farmers in the communal sector and livestock empioyees in the commercial farming
sector. The training center, supported by substantial funding from ZASA, is devised to

~ be eventually self-supporting through a trust that is supported by the Commemai Cattle |
 Producers Assoclatlon

‘ lmpact
Agricultural Colleges

ZASA funds have strengthened human resources in agriculture at all levels, while
exposing weaknesses that are detrimental to college effectiveness. ZASA has improved
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facilitiss, including libraries and staff housing, and contributed significantly to increasing
- the number of women employed in agriculture by opening up training opportunities for
- them. On the other hand, operating funds at the colleges have decreased in real terms
and expenditure per pupil has declined in the past few years. (Table E.6.2)

Table E.5.2
Human Resources Training:
College Running Costs,

Allocations & Salarles (in 23)

Fiscal | Total | Consumer | Adjusted ‘No. Per Entry |Sal. Adj.
1983/84 - 322000 158 ] 322000 80 { 4025 5724 | 5724
-11984/85 319000 | 178 ] 283635 | 80 | 3545 | 6024 | 5356
1985/86 313000 1951 253220 | 80 3165 | 6864 5553 |
11986/87 331000 2231 234731 80 2934 7656 5429 |
- 11987/88 361000 2481 230085 80 2876 | 7656 4880 |
- |1988/89 387000 264 231176 80 2926 | 8580 5125 |
- 11989/90 | 450000 : 291 243744 | 100 | 2437 9804 | 5310 |
~ {Change 83/90 39% 111%| -78% | 33%1 -52% 4% | 24% |

Source: MLARR

A maior problem at present is the lack of gaovémment resources to ‘providé -

adequate remuneration and other incentives to staff. Staff turmnover has been high at :
‘both colleges. Gwaebi, for example, had four principals in two years and a principal at

~one of the colleges was dismissed for alleged sexual harassment of female students.

Such probiems of staff turnover are evident not only at the colleges but among
extension specialists. Students and extension field workers are disadvantaged

y because of the lack of sufficiently experienced instructors and subject matter specialists.
~ Also, as a resuit of low government salaries, many trained professional agricuitural
~ personnel are working in the commercial sector, rather than with the communal farmers.

o When the evaluation tsam visited the colleges it found that at both, farminé‘ i
~ operations are almost at a standstill. Both Gwebi and Chibero College farms are =
suffering from a shortage of operating funds and are underutilizing their farms and

L facilities. For example, the grain dryer at Chibero has the capacity to dry large amounts
~of grain, but has never been used baecause the College farm does not have the

resources to produce sufficient grain. The new dairy facility has the capacity to milkk 200

~cows, but at present the college is milking fewer than 10 cows due to financial
constraints. - | - e

The reason for this is a shon—sightad Treasury view of 'thg'colla’qes' roles and o

! activities. Farm operating surpluses are returned to government. Each year the
Treasury, because of its concem with government’s continuing large budget deficits,

~ cuts funding to the colleges. Apart from falling real salaries for staff and falling real
- expenditure for students, farm operations have been cut back every year. (Table E.6.2)

Land, equipment and the skills, knowledge and labor of faculty and students have been
sidelined. Morale is low and the cofleges are increasingly viewed as high schools by
 the agricultural industry. Together these problems are impediments to successful

graduate placement in commercial farming operations. ‘
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College Farms: Practical Training for Degree and Diploma Students

College and University farms have become an integral part of efforts to improve

the efficiency and effectiveness of higher education for agricuiture in Zimbabwe. The

- idea of the agricultural colleges and the Faculty of Agriculture at the University being
largely self-financed is in keeping with the national development philosophy of self-heip,

- self-reliance, and of education with production. The colleges have iong had operating
farms associated with them while ZASA made purchase of a farm possible for the

University. MLARR is considering a revolving fund for college farm operation. A
- decision is urgently needed on this question since the colleges could be largely self
financed if their farms were allowed to keep the profits they generate. o

5 An interesting approach, recently discussed by some cotlege and university
~ leaders, involves setting up trusts to run each college farm. Faculty, expected to have a

long-term relationship, could become employee-owners through the concept of job-

ownership or buying in, but with initial loans from the Trust offset by dividend and 1,5 
management payments. Students could receive wage payments and, with faculty and
full-time farm staff, profit shares. S | | iy

General

S With regard to the efficiency of financial expenditure and reimbursement, human

‘resource development activities have faced additional difficulties. By June 1980 only
50% of their allocations were recorded by MFEPD as expended. (Table E.6.1, above}
‘While projects may have been completed using credits, reimbursements were generally
significantly delayed. ; | O S

o University of Zimbabwe

~ The planned increase in student capacity from 50 to 110 students per year has
- been reached and could not have been achieved without ZASA funding. At least three-

‘quarters of this overall increase has been directly attributed to ZASA. Likewise, the

University farm gives the students an opportunity to attain direct, hands-on practical
~ experience in farm operations and farm management, which would not have been
possible without funds provided by ZASA. (Table E.6.3) &



e | m

- Table E.6.3
~ [First Year Enroilment In
~ |Faculty of Agriculture,

- {University of Zimbabwe

, Year | Total
{ 1980 35
1981 39
1882 43
‘ 1983 54
{ 1984 65
| 1988 63
e 1986 { 104
| 1987 | 103
1988 104

Total | 718 |
_Percent 1 100% |
 Source: University of Zimbabwe,
 Faculty of Agriculture, 1990

Agricutural Colleges 5
~ The principal at Chibero at the time of ZASA funditig reported that the

~ construction of female hostols was ZASA's major impact at the tolleges. Chiberos

: initiative to train women has, in turn, had an impact on other institutions and opened the
- way for the acceptance of women into agricultural positions. Unfortunately, Chibero has

~_not besn able to snroll enough women to fill the spaces in the female hostel. Present
enroliment is 104 students; 28 women are enrolled (70% of the hostel capacity of 40

~ places for women). College ad

Nnistrators are not interested in increasing enroliment

 due to lack of adequate jobs for graduates. Funds wera also provided to Gwebi to

- Sxpand its student enroliment from 80 io 120 students. As at Chibero, hostels were built
1o house 40 female students. Gwebi began admitting women in 1989, but still has not
: glfle"gthe fomale hostels. (Table E.6.4) Thisis discussed further in Chapter 7, "The Role
Women.” P e o Cob e i

lises 63
~Source: Mugabe, 1966 | i | o

~ Both male and female graduates from the agricultural colleges have had some
difficulty in obtaining jobs after graduation daspite the requirement of one year's

~ practical experience on commercial farms that was established to prepare students to

work in the commercial sector. Over half end up as teachers in lower schools; however,
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only a few of these teach agriculture and most, in fact, make little use of their training in
agriculture in their teaching. While an adequate survey of graduates has not been
done, program administrators at MLARR are concerned that many graduates are
underemployed as teachers in non-agricultural education, rather than working as
~agricultural extension workers or in the commercial agricultural sector. The princioal at
Chibero estimates that 80% of the 1989 class took jobs as agriculture or science
teacherc because of a lack of jobs in commercial agriculture or government service. -

AGRITEX

The use of new equipment, including communication radios funded by ZASA and

transportation funded by the World Bank, permitted AGRITEX to carry out its duties with

a smaller increase in its staff than would otherwise have been necessary to achieve the
- same level of extension services. At the same time the failure of AGRITEX to expand its |

- staff has provided a major disincentive to students interested in studying and pursuinga

- career in agriculture. However, training of trainers programs, funded by ZASA, have
helped ncrementaliy to increase the expertise of existing staff. ‘ ‘ £ i

At Independence there were no female extension workers. Present estimates are
~ that 8-18% of extension workers are women.43 Several AGRITEX staff reported that

although AGRITEX does not discriminate by gendar in hiring, there is a preference for
male extension workers among some provincial otficers. ZASA programs, as outlined in
Chapter 7, "The Role of Women,” have helped increase the available supply of trained

women agriculturalists and thus has contributed to the modest growth of female
~ extension agents. ' j e

Chibero and Gwebi have large farms attached to each college. In the past the

farms were active, providing students with a commercial farm environment. ZASA
investments, notably the large grain dryer and dairy at Chibero, were intended to boister

 the operations of the college farm; these facilities are currently not operating at
anywhere near capacity. @ = e

~ Cotton Training Center

b The center ‘wrranﬂy trains approximately 600 farmérs annually,y 300 funded by ;‘ ”
ZASA since 1987 and an additional 300 funded by the EEC. In all, 325 individuals were

 trained in 1988 against an initial target of 400 (81% of target). However, to arrive atthe
- 81% figure, it was necessary for the Center to add a course beyond the two originally =~

scheduled, since courses were only half filled. Nevertheless, AGRITEX relies almost
- exclusively on the Center for training staff and communal farmers in cotton production. it

also follows up on its students through the use of 8 check scouts who make monthly
- visits (as a minimum) to trained farmers throughout the growing year. CTC is well

‘placed to provide more in-depth training than could be provided by AGRITEX directly.

‘Ten AGRITEX field officers attended training in 1988; 26 extension workers attended in

1988 and 98 more attended courses in 1989. According to an MLARR report only a little

more than 5% of the trainees in 1988 were women.

~ 43 AGRITEX does not have gender disaggregated information on its employees.
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The Center with funding from ZASA, conducts 30 courses annually on crop
husbandry, cattle, pigs, and poultry. Farmers are brought in from the surrounding area
for 2-7 day residential courses. Estimates are that 1/3 to 1/2 of the participants attending
courses are women. In one area, a woman trainer teaches courses on poultry and pig
production that are attended predominantly by women. ZASA funds have been
approved to develop the training program, but have not yet been allocated.

| Pig lndustry Board

‘The Pig Industry Board provides training at its pig feed iot operatlon near Harare
- and at another outside Bulawayo, recently established with funding from ZASA. The
~ Bulawayo enterprise, though quite profitable financially, is not achieving its goal as a
- farmer training institution. Only 11 farmers have been trained thus far, and all were men;

~ the house for trainees does not have provision for separation by gender nor have .

~ separate courses for women been astablished. In fairess, it should be noted that the
~ Bulawayo facility has been in operation only a year and that in the future greater
.emphasis may be given to training once the initial problems of setting up an enterprise
have been overcome. One way this might be accomplished is by giving the enterprisea
greater degree of autonomy in the management of its rasources, rather than having to
~ return all profits to the GOZ treasury and then having to request allocations for even
~ minor items; incentives should be established so that the enterprise has a rea! interest in
; ‘prowdang training, rather than simply runmng a reasonably successful pig feedlot
| operataon ~

Farm Apprentlce Scheme
‘Early on ZASA was approached to fund the "Farm Apprent:ce Scheme

| Prepared by the Commaercial Farmers Union, government and colleges, this scheme
~ required funding to build sus.wole accommodatnon for students on farms, to oversee farm

placement, and to supervise and support the work of the students in the field and in their

~relations with the farmers who host them. At minimal cost to government, the colleges

~ were to be relieved of responsibility and expense for the students' first year of the three
~ year program and would thereby be able to expand student intake by 50%. Moreover,
~ working knowledge of commercial farming operations would provide the colleges with
~ students, not uniike Peace Corps Volunteers, able to challengs the practical knowledge
~of faculty. The fund therefore was intended to assist the college faculty to become :
- acquainted with farm operation. , |

The proposal hinged on providing suitable housing for students on the farms
~ where they were to serve their apprenticeships. A view prevailed that government couid
not fund non-governme:t ventures, including buildings on private property, and the
- proposal was turned down by ZASA. About that same time, ZASA refused tc provide
funding for an NGO (Silveira House); the reason given was that only pubuc sector
investments aiready approved in the PSIP couid be funded |

'Howsever, ZASA has recently established a new and important precedent by

funding non-government ventures, for instance Wensleydaie and the Cotton Training
Center. It seems proper for ZASA to reconsider the Farm Apprentice Schame. Housing
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for students can be prowded by a trust fund with appropnate legal safeguards For
instance, if a farmer dropped out of the scheme, then after two years, the trust could sell
the housing to the farmer according to a pre-agreed formula for depreciation. The limited
earlier view of ZASA funding being restricted to public sector programs is no longer in
L keepmg with practice or with the need (o] augment limited flscal resources in lmaglnatrve :
ways. g . e

Ahandonment of a fully supported Farm Apprentlce Scheme has b‘ee“n‘ a.

 serious loss to agricultural education. It would bring the colleges, students and

- Significant weaknesses remain in human resources development whlch must be”‘j"?“”»

commercial farmers closer together. Disappointment with commercial farm hiring of
- college graduates mlght be lessened if commercsal tarmers were in closer contact wuth |
students. , : e “

Concluslons

+ The ZASA program can take full credlt for almost doublmg the mtake of agncultural
~ graduates at the University of Zimbabwe, as well as for significantly strengthening
~ faculty expertise, curnculum and practrcal tramlng components of umversaty level
training ,

- ZASA funds purchased the Unlverslty farm provrdmg the equwalent ot a long-term
endowment as well as increased opportumtles for practical training for students |

. ZASA allocatlons enabled the nation's two agricultural colleges to admit women tor";?
- the first time as well as to rmprove other college facalltles lncludlng llbranes and statf ‘
housing

. Programs for farmer trammg through govemment and parastatal programs have
‘been enhanced through support from ZASA, ncludmg programs involving women

. -lnnovatwe and promising NGO-sponsored programs have received critical support
~from ZASA, providing farmer training, technical support, and practical experience;
 these have expanded lnformatron avallable to farmers at lrttle or no cost to
“govemment f

 addressed if Zimbabwe is to achieve its objectives of providing trained an
. experienced agncultural staff to the communal sector and of ensuring that
~_smaitholders receive the full range of tralmng they requrre to make full use of

,avallable agncultural knowledge - | el

f Recommendetlons and Lessons Leamed

Any rerrammg ZASA funds should be earmarked for ensunng that funds already o
~ allocated are fully and effectively utilized, particularly to strengthen practical training,
~ and to make appropriate conversions such as the needed modifications of ZASA-;

rfunded hostels at the colicges. Opportumtles include funding to: , 0

1, Ensure, through discussions with MFEPD and MLARR, that the Faculty of
~ Agriculture benefits directly from future University farm protrts and farming
operations; this requires adequate funding for farm operations in the short-term

and mechanisms for seif-financing after the Ioan from the University is pald off.
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2 Develop a program for self—ﬂnance of co ilege farm oper‘ationS‘»sirnilar to that ofi the
- University of Zimbabwe farm. s

~Ildeally such a program would mcluoe a profrt sharing plan for both employees
and student workers. It is simply not possible to run a farm operatnon through
a centralized treasury account. Direct control must be vested in professional .
. tarm managers over necessary and urgent expenditures within general
~guidelines of an overall farm plan and with oversight of a committee
~ knowledgeable in commercial farm operations, preferably alumni of the
~institution. Such a system would provide students with the opportunity to leasm
. farm rnanagement skills which depend as much, if not more, on financial skills =~
~as on the agronomic and hvestock management expertme of the tarm
c'operator o E S : o . L

-3 Utlllze the Umversntys research capaclty developed wnth substantial support frorn:,
~ ZASA, by supporting policy-related reseaich, particularly in areas where ZASA

~ has provided support in the past or whare a successor pro;ect plans to r,prowde, e
S support in the tuture ‘

There is a critical need for this type of research because ot the lack of
- adeguate follow-up and monitoring of the impact of the project. Policy
research could be funded with ZASA local currency strll avarlable and“ e

i therefore could and shouid begm lmn'edlately . | L

4 ~lncrease efforts to place graduates from the colleges in practtcal posmons where i
~ their talents can be fully utilized, particularly by reviewing the original Farm

~ Apprentice Scheme Fund and extending its operat.ons to mclude post college; e
e farm/company management apprentlceshlps o '

5. Facilitate the expanded enroliment of women in Chlbero and Gwebl Colleges the L
~strenuous physical aspects of the selection interview should be eliminated, since
~ these are not relevant to etther the tralmng or suesequent work that students Wl"r L
jhave to perform Rl | | ‘

B Promots profrtable conmerc:lal operataons on umversuty and college farms .
~ The University should do custom grain drymg for commercial farmers at the S

‘going rate for such service, if its own grain and dairy production is not
sufficient to maintain operatton of these facilities at near-capacity levels.

~ The University might also encourage studenis and faculty to bring in their own
- deiry cattle, with a percentage of the proceeds from mllk productlon allocated Sl
- tocoverthe cost of teedtng and caring for the ammals | .

5 New fundmg is requtred and should be targeted at provudmg follow-on support to'

strengthen further institutions already allocated funds and to expiore possibilities for =~

~ expanded NGO involvement in education and tramlng Specmcally itis
~recommended that new fundmg c , | B

7. 5upport contmumg faculty development at the Umverslty of anbabwe and |
~encourage practical, on-farm training to supplemsent theoretical classroom work.

The Farm Apprentice Scheme should be seriously re-examined with an eyeto
redesign and llmplementatton - ZASA, or its equivalent, should provide
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10.

additional support for at least five years, under the same rubric, for farm-
manager internships for students following graduation. This scheme could,
extend to NGOs parastatals, banks and agro- serwce companies.

Develop tramlng programs that are potenttally self-supportmg and that wull reach
the communal farmers through such institutions as the Wensleydale Trammg:*[*:j
Center, the Cotton Trammg Center, and the Pig |ndustry Board. | .

Now that the pohcy has finally been established permlttmg fundmg of NGOspf
~ by ZASA, both public and private sector training institutions should be fundedri :
to address problems in the human resource constratnt area. e

. Change the overly centrahzed admlmstratlon of the Plg |ndustry Board operattonf .
near Bulawayo to provide protessaonal staft on snte wnth the budget needed toif,‘j‘

address day-to-day problems

The operatuon needs to be provided wuth mcentlves that make tra;nmg, as wellz "‘
as raising pigs, an attractive proposmon Likewise, farmers should be trained

‘in the financial aspects of pug ratsmg prolects as well as in the purely* :
,vetennary |ssues o : , :

i { st“ ‘ |

Prowde short- courses for professuonal staft development m the umverrsnty,{"

g "colleges AGRITEX and govemmentat agncuttural sector mstttuttons

If additional foretgn currency funding becomes available, MS/PhD traunung:ffri
should be supported as a dual strategy for lmprovung the quahty of personnet
and for retalnmg staff. | ; Lo



'SECTION € ' LOCAL CURRENCY PROGRAM
Chapter 7

The Role of Worﬁens

~ Background and Context

The Sutuatson of Women m Zlmbabwe

Whule never dlrectly included in ZASA program objectlves the role of women has 0 ‘

- been of continuing importance to Zimbabwe's post-Independence government. In 1980

the Zimbabwe government made a commitment to eliminating discrimination against

o women. It recognized that women had fought side by side with men in the struggle forj

| lndependance and thus it estabhshed a pohcy to |mprova the status of women.

Women's dlsadvantagod posmon isa result of both tradmonal patnhnaa! soc:ety ¢ |

o ,_;and colomal policies that deprived women of rights and encouraged depender:ice on

. men. lygamy, bride-price, and patriarchal relations in the family have all contributed
~ to women's subordinate status#4. ‘With the intrusion of colonialism, men migrated from
~ rural areas to work as semiskilled laborers on farms, in factories and industries.¢5
 Women's participation in the formal economy was hmuted since women remained in the

- rural areas to provide for their families' subsistence. At present, nearly half of the;
households in most rural areas are headed by women (Table E. 7 1) e

WTable E71 :

: 'Role of Women: '
" |Femaie-Headed Housoholda

o by Province, (gomnﬂ

. .J"Manica‘landl e | 43% -
. {Mashonaland Central - - 1. 48% @ : SR e
- IMashonaland East A 4T% Ny S
~{Masvingo l 46% 1 R
|Midlands __44%

" “’Source ILOiJaspa 1986

~ Women in fomale-he led households irequent!y have only limited access to
~ land, credit, and other sources of income. Polygamy continues to be widespread in i
Zimbabwe, although data on its prevalence vary widely. One study in Mashonaland
' West found that 20% of households were polygamous“ and another found that 57% of
- mamed men had more than one wife. 47 ‘ ‘

R Passage of the Legal Majority Act in 1982 paved the way for removal of legal ‘
~~ ‘barriers for women. Prior to passage of this act, women were lega! minors with
i guard:ansh:p passmg from their fathers to their husbands upon marriage. In 1981 the

M Batezat and Mwalo, 1989

45 Ministry of Community Development and Women's Affairs, 1985
Zwan 1989
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~ Ministry of Cdoperanve and Community Development and Women's Affairs (CCDWA)
was established to improve the position of women in Zimbabwa. The first mnmster of this
program explained: , |

The policy of this Government aims at the transformation of women's
status so that they can assume their rightful role in society as pammpants '
‘alongside men on the basis of equality.# 48

However, the Ministry socn found that wamen *3 status could not be rmmeﬁmtew
transfomed through government decrae The Ministry wrote in 1985 that:

Die-hard negative amtudes about women acquired from centuries af‘
tradition and practice continue to colour and cloud the thinking of many
men as well as women themselves. Changing these attitudes is
necessarily a siow and sometimes painful process. Hence many of the
& Ministry's suggestions and programmes receive only lukewarm support at
 best and are therefore ranked very low in the allocation of scarce national
resources sueh as funds and adequate manpower.49 |

~ F“lndmgs |
Women in Agriculture

~ Women are recognized as the major contributors to agricultural production in the
- smail-scale and communal sectors. Estimates suggest that women constitute 70% of
- the farmers in communal areas and contribute 80% of the agﬁcultural tabor 4

_ The division of labor in aqncuﬁurabygandervariesbytaskandcmp Table E?Z”
shows the variation in agricultural tasks. Women, either with their husbands or alone,

- perform 42% of plowing, 75% of planting, 41% of weeding, 43% of transporting, 31% of

- manure handling, 37% of winter plowing, 65% of gardening, and 24% of muh h&rdim \

~In addition, women are responsible for the majority of other tasks in rural househoids.

Specifically, women perform 81% of fus! wood gathering and 96% of cocking, collecting
water, and caring for cmldran ~ They also play an important role in smallhoider daw so

- Table E.7.2

Performance of AW Tasks
B Faml Member

1wike 28% | 16%
Husband 37 25
Both 14 27
Children 11 12
Hired 2 7
{Work 2 | 3
Other 2_ 1.2

48 Batezat and Mwalo, 1989
49 Ministry of Community Development, 1985
50 2wart 1990



| The gender division of labor varies by crop as well, as shown in Tables E.7.3 and
E.7.4. The first table, representing major responsibility for different tasks by gender,
~ shows which family members take on the majority of the work associated with each
~ cropping job. In the second table these labor contributions are consolidated for all tasks

- and are represented by percentage of labor contributed by gender. | e

Womonamdemymobad(bomofm.amumsmwmm.andmﬂmm

- sweet potato production. Mzcispmdtmdasbothaioodcmpandacashcmp.
‘Comparadtoothormpnhonisahiqhdogm of cooperation between men and
women in the production of maize.5! Groundnuts are traditionally a woman's crop.
Women produce groundnuts as a source of food for the family and to augment cash
income. Unlike when maize is sold, women typically control the income from the
- groundnuts they sell. Mgmmmmmoasmaﬂbmmpomandconsimm ‘
Source of income for women. (Table E.7.3 & 4) | ;

51 Skapa, 1568



Table E.7.4
Gender Division of

Cotton 21% 29% 50%
Maize 15% 23% 65%
Groundnuts | 13% | 6€7% _20%

Source: Skapa, 1988.

Women also contribute the majority of labor required to produce cotton. This crop
is extremely labor intensive with women often performing the physically arduous tasks of
hauling water, weeding, and picking. (Table E.7.4) Despite their hard work, women do
not have commensurate access to the benefits of their labor since men generally
~ control the income from cotton sales. The marketing boards make payments directly to
the registered head of househoid, usually male, whether or not this is the actual

producer. Female cotton producers are not interested in increasing production withouta
| guaminm t;;at they will receive both income and technical assistance to decrease thesr o
labor input P

8 Aithough women are the major agricultural producers. discrimination based on
- gender inhibits their ability to earn decent incomes for themselves and their families and

to contribute fully to increased food and agricultural production. Women have only
limited access to land, credit, agricultural inputs, markets, education, and extension
services. Passagaoftho Legal Majority Act of 1982 paved the way for women to gain

- formal legal status in Zimbabwe. Prior to 1982, women were prohibited from owning
land, having access to credit, holding bank accounts, or making contractual
~ arrangements. The Act provided women with the possibility of owning land, obtaining |
- credit, and having legal access to income from their crops soid by the marketing boards.
Prior to Independence, women were not admitted to agricultural colleges and there
- were no women in the agricuitural extension services. Similarly the Agricultural Finance

~ Corporation (AFC) in 1983 made new provisions for lending to married women in thew ‘
own right, provided the Corporation is satisfied that the woman is a farmer. i

impact

, in ondertoevahmoﬂnimpanonASAonwomin agrieultum, mformation was

obtained on how women were affected in relation to the seven designated constraint
areas in the small holder sector including(1) agricultural research, (2) agricultural
extension, (3) agricultural credit, (4) market input and supply, (5) land and water use, (6)
human mmmw and (7) policy planning. These will be dealt with, inmm,‘ |
in the following sections.

ZASA was directed primarily at improving the smali-hoider sector, where women
play a major role. Surprising for the 19808, however, project documents did not
specifically target women as beneficiaries or discuss how women wouid be included in
project benefits. This despite the fact that the majority of the farmers in the smali holder
sector are women, and thus ZASA objeaivu could be actomplished only through the
participation of women.

s2 Skapa.ﬂm



Changes in agriculture since Independence have resulted in increased

productivity for communal farmers. More accessibie credit, marketing, and extension

facilities have brought increases in production, espemally in maize and cotton. Women
benefitted from the overall improvement of agriculture in the communal sector aithough
benefits were unevenly distributed there. The beneficiaries in the small-holder sector
were the wealthier farmers and many women are among the poorer farmers.
Specifically, although production increases in communal areas were substantial, they
were largely confined to a small portion (20%) of households that were situated in the

more favorabie natural regions in Mashonaland and Midlands.53 ZASA funds, however,

~were instrumental in increasing the number of women trained in agricu'ture through

support of Chibero and Gwebi Agricultural Colleges. ZASA would have improved its o
success by targeting women as beneficiaries in each of the constramt areas addressed -

,bytheproject.

| The redirection of‘ résearch to assist communal farmers b‘eneﬁttedy‘\‘mmen .
_producers. Improvements in maize production were readily adopted by women farmers

whose production contributed substantially to overall increases in maize production in

the communal areas. However, much of this research focused on high use of inputs
which were not readily available to women farmers due to both extension and credit

- systems oriented toward men. Farming systems research that assesses the household
L producmon system by takmg account of labor requirements and male migration systems

is more sensitive to women's concerns than commodaty—speceﬁe research. Likewise,
women would benefit from a greater emphasis on crops they dominate, such as millet

S and groundnuts, in addition to research on cotton and coffee, the proceeds of which are

largely controlied by men. Furthermore, women need research into improving
' hawestmg. processing, and storage, as well ason mcreasmg production. By

: Enhancement of the extension service for smallholders has mdiractiy benefitted “
- women farmers but few, if any, direct efforts have been undertaken with ZASA funds to

improve the status of women farmers. Prior to 1981 there were no female extension

 workers. And even today AGRITEX does not have gender disaggregated data on its
extension workers. Present estimates are, however, that no more than 8-18% of

extension workers are women which, while an improvement, does not stgmﬁcantw x
enable AGRITEX to reach women farmers effectively. ZASA's major contribution to
extension efforts for women has been to provide a base of trained women thmugh‘ “

funding of facilities that enable Chibero and Gwebi Agricuitural Qoliegcs to train women
| for careers in agricultural extension. |

Nevertheless, the vast maiomy of extension workers are men and axtensian o
programs are geared 10 male farmers. This poses a problem since Zimbabwe women
~ farmers are more comfortable meeting with female extsnsion workers than with thaw

53 Batezat and Mwalo, 1989
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male counterparts.54 In fact, women are more likely to participate in extension programs
when they are run by women agents.55 Traditionally, it is inappropriate for a male
extension agent to work with a woman farmer except in groups. Studies have shown
that it is difficuit for women farmers to articulate their needs to male extension workers.5¢

Training that sensitizes extension workers to the special needs of women farmers isnot

~currently provided.

, Extension workers direct their programs primarily to master farmers, who until
recently have been predominantly men. The master farmer program began about fifty
years ago to develop a small group of elite black farmers. It was initially open only to
“men despite women's widespread participation in agricuiture. Over time, the master

~ farmer scheme has trained more women. While only two out of ten of the trainees were

~ women in 1978/79, AGRITEX data suggest that by 1986/87 20% more women than men
: comp!eted the Master Farmer Training course. (Table E.7.5. ) ; S

Table E.7.5
compmlon of Master F.l‘ll'llf

 |Training Course by Gender

 {197879 733 177 910 |
~ |1979/80 1427 683 | 2110
|198081 1,996 1,005 3,001
|1981/82 | 1970 | 1440 | 3,410
|1982:83 . 4,290 2120 | 6410
|198384 4,390 2,170 6,560
1984/85 f 3,890 4101 | 7,991
 |198s/88 |  e208 6.140 12,348
|1ose87 | 6300 10,544 16.844
Total 41,102 40,380 81,373
 |Percent 51% 49% 100%
‘Source: AGRITEX; Chiganze, 1989 ,

~_ The magonty of women in rural areas are ﬂﬁterata and therefore cannot umize the |
‘more advanced extension material. The content of the extension effort is primarily
concerned with cash crops such as cotton, coffee and maize. Little information is

provided about traditional women's crops such as groundnuts and small grains and only

fimited attention is given to the other agricuitural activities that women undertake such
‘as food processing, food storage, and care of pouliry and small livestock, particularly
pigs. Currently there is discussion of starting a home economics and nutntian o
campsonemvmﬂm AGRITEX. L

s Extansion programs have tended to focus on eommunal areas in the mom‘
favorable natural regions.57 Semi-arid food crops which can be grown in many

communal areas in Zones 4 and 5 are not stressed. These areas, with the greatest |

need and the least attention, are also where women are particularly mvalved in tha‘ |
production of small grain crops.

54 Mutuma, et. al., 1989

55 saito and Weideman, 1990

55 Ministry of Community Development and Women's Aftas, 1985
57 Mutuma, 1989
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Agricultural Credit

The AFC is the main provider of credit and has not discriminated explicitly against
women since 1982, when women waere first legally able to obtain credit in their own
names. Only a smali percentage of small-holders have access to credit, however, and
these tend to be the wealthier farmers. Although the gender of loan applicants is
‘recorded on the applications, AFC has not analyzed the data. Involved loan officials,
however, estimate that between 30 and 40% of the borrowers are women, while a
comparative analysis of credit for women in agriculture in selected African countries
suggests that women in Zimbabwe receive approximately 10% of agricultural credit from
all sources (Table E.7.6).58

| Many women are organized into groups, but the AFC does not lend to women's
- groups. Although approximately one-half million people are organized into rural savings
~ Clubs and rotating savings and credit groups, with the majority of the members being
~ women, currently the level of savings of these groups is generally low and not sufficient
- to purchase agncultural inputs.

Tablc E.78
‘, Agﬂeultuul Credit Disbursements
‘ Seles Countries

1USS - Kenya Malawi Sierra Zambia | Zimbabwe Total
jmion_ loone ; , 1
Total est. dish|. | o
Ragc | $470 | $500 S04 $400 $£00 $677.4
1 400 110 04 12. 165 0.1
Est. credit 1o
{% credit to , : ;
womcn | 12.5% 200% | 10.0% _8.3% 10.3% 13.0%

~ The major marketing problems for women are access to transportation and
counterproductive marketing board procedures. Nonetheless, ZASA funding of storage
and marketing facilities near communal areas has benefitted women as well as male
farmers. Although both women and men have transport problems, women have less
access to oxen carts, scofch carts, and cash to pay truckers than do men. In selling their
crops, women have to rely on middiemen. Marketing is especially problematic for
‘women's perishable crops such as vegetables and fruits; preservation of such crops is
limited, women are often unfamiliar with pricing systems, and transport is either not
‘available or quite expensive (Kachingwe, 1986).

58 FAQ, 1988; the percentage of credit received by women in Zimbabwy is less than in Kenya and Malawi -
and more than in Sierra Leone and Zambia. |
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ZASA also funded dairy trucks to improve transport for dairy farmers, many of
whom in communal areas are women. It is not clear that funding of dairy trucks has
helped women since monthly milk checks normally go to the male household head
rather than being paid in daily cash payments to the woman in her role as day-to-day
decision-maker and tamily provider. Interviews with women dairy farmers suggest that
they often sell their milk locally, rather than through the DMB because of low quantity
produced, problems of transport and lack of access to immediate cash.

Marketing Boards issue account cards to farmers to enable them to sell their
crops. These are issued primarily to men, except in the case of female-headed
households. A survey of women farmers reported that 42% had accounts in their own
name, but in 35% of the cases the cards were issued only in their husbands' names
(Table E.7.7). The checks go to the person whose name appears on the account;
~therefore women with husbands often do not receive the cash from thair crops directly.
Also, in an attempt to get around the "stop order” system, there has been an illegitimate
use by men of women's names on marketing cards, which has not been of much real‘
| beneﬁt to women. i

Table E.7.7
Grain Marketing Board
Account Holders

—

Hodler Percertage 1
 |Wife/Wives only ; 36
Husband only ' 35
Each has own card 8
{Other , 23

Source: Mutuma, et. al., 1989

- The failure of many mput supply cooperatives has been datnmenta.! to both
women and men. The exception is the fishing cooperatives that have been quite
successful. Each cooperative has 2 women out of 16 members. The women are
~engaged in fish processing and report that their incomes have dramat:cany :mpmved:
since joining the cooperatives. | |

Land and Water U

-~ Access to sufficient high quality land remains the major factor limiting production
for both men and women farmers. Women's access to land is problematic, but cannot
be separated from the wider national issue of land reform. Women's land rights vary

among small-scale, communal and resettiement schemes. On small-scale farms,
women have been legally able to own land only since 1982; consequently vety fow
women currently hold title to land.

in the communal areas, land use rights were traditionally allocated to the male
househoid head. Usually male heads allocated plots to women to grow crops such as
groundnuts, cowpeas, finger millet, pearl millet and sorghum for household subsistence.
Women traditionally had decision-making powers over these plots and controlled the



~income from them. Land in communal areas continued to be allocated invariably to

male household heads with few women having use rights to communal land.59 With
increasing land use pressure and increased production of cash crops, women's plots

have been diminishing. Thus, women are losing access to the few land use rights which

they held on communal land. On communal land, however, women continue to have

access te household plots if their husbands are employed elsewhere.

The resettlement schemes legally can grant land to women. The major criterion
for selection is that the beneficiary not be employed elsewhera. The general practice is
to issue the land permit in the name of the husband, who has all rights and obligations.
Married women seldom hold permits and only 7% of permits have been given to
divorced, widowed, or single women.59 Women without permits cannot obtain credlt
services, or checks from the marketing board in their own names.

As for water, ZASA has provided funds .or irrigation development on communal
lands. Irrigation schemes have been problematic, however, because of equipment
failures and the consequent lack of sufficient water. Women seldom hold rights to plots
in irrigation schemes in their own names, although they perform the majority of labor in
these schemes.6! |

Sufficiently trained personnel is a major obstacle for agricultural development in
the smali-hoider sector of Zimbabwe. Prior to Independence women seldom, if ever,
received education or training in agriculture. After Independence, the government
‘recogmzsd that women were the major agricultural producers in the communal areas ‘
and that improvement of agnculture was tied to their training. |

ZASA has provided funds for edumnon and training at the degree, diploma,andf |
informal levels, including funds earmarked for female education. A major
accomplishment of ZASA in providing training for women was the construction of female
hostels at Chibero and Gwebi Agricultural Colleges. These hostels enabled women to
attend the colleges and for the first time to be granted diplomas in agriculture. Chibero.
expanded total student capacity from 80 to 120 through construction of new student
hostels. ZASA funds were specifically committed to building hostels for 40 female
students for the purpose of training more women in agriculture. The principal of Chibero
at the time of the initial ZASA funding reported that constmct:on of the female hostels
was the major impact of ZASA at Chibero.

Chibero's initiative to train women has had an impact on other institutions and
has opened the way for the acceptance of women into agricultural positions. Many of
these women have been employed as extension agents for AGRITEX; some have been
employed by the commercial agricultural sector; a large number are teachers of
agriculture and science. Unfortunately, Chibero has not been able to enroll enough
women to fill the spaces in the female hostel. Present enroliment totals 104 students, of
whom 28 are women. Increases in female enroliment from 1981 to 1985 are reported in

59 Sunga, 1990

60 Chimedza, 1988; national level data on permit holders are not disaggregated by gender.

61 One woman expiained, for exampie, that she hoped {0 get an irrigated piot on the new scheme at
~ Nyanyadzi, but would have to get the piot in her brother's name; field interview.
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Table E.7.8. Women students at Chibero reported that they were treated fairly by the
faculty once they arrived, but that admission requirements emphasized physical strength
~ and therefore discouraged interested women from attending. Female applicants, for
example, have been required to perform strenuous labor and carry heavy loads
irrelevant to either their academic studies or their career options.

- Table E.7.8

{First Year Enroliment at
Chibero College

by Gender, 1981-85

Yex Makes Total
1981 5 35 40
1982 | 7 38 45
1983 10 31 41
1984 21 48 69
{1988 25 38 | &3

- Source: Mugabe, 1986

~ Funds were aiso provided to Gwebi Agricultural College to expand its student
enroliment from 80 to 120 students. As in the case of Chibero, hostels wers built to

include 40 female studants. Gwebi began admitting women students in 1989 and has

~aiso not met the capacity of the female hostels. Few women apply for the available

~ places. The principal of Gwebi reports that the female hostels are largely empty and the o

Co!lege may reconfigure the hostels so that men can use the extra space.

‘As outlined in Chapter 6, ~Human Resource Development,” both male and female

graduates have been successful in obtaining jobs after graduation, aithough many
graduates are underemployed. An adequate survey of graduates has not been carried

out, but program administrators at MLARR are concerned that many graduates are

- underemployed as teachers, rather than working as agricultural extension workers or in

- positions in the commercial agricultural sector. The principal at Chibero estimates that

80% of the 1989 class took jobs as science or agriculture teachers. Anticipated
- expansion of agricultural extension field staff has not materialized and employment
 opportunities are limited. While just before Independence there were no women in the
~ extension service, at present between 8% and 18% of AGRITEX staff are females.

Although AGRITEX does not officially discriminate by gender in hiring, there is
nevertheless a preference for hiring male extension workers among some provincial

officers. They explain that they are reluctant to hire women because they might have
children or get married and leave their jobs.

Funds provided for the enhancement of the Faculty of Agncunure at the Umversnty .
of Zimbabwe, aithough not specifically targeted for increasing the enroliment of women,
have enabled expanded enroliment from 35 in 1980 to 108 in 1989 while the
percentage of women has increased from 14% in 1980 to 19% in 1989. (Table E.7. 9)
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- Table E.7.9

First Year Enroliment in
: Faculty of Agricuiture,
~{University ot Zimbabwe

Year —Femag - —Total
1980 | 14 21 | 3s
1981 15 24 I ag
1982 14 29 43
1983 13 | 41 | =54
1984 | 16 49 65
1985 5 58 63
1986 | 9 | @5 104
1987 18 87 | 103
1988 15 89 | 104

1989 ; e | @ 1l w8
1 Total ' 136 - 582 718
L Percent | 19% | 81% | 100%
- Source: University of Zimbabwe, Faculty of Agriculture, 1990.

 Anewly funded ZASA project at Wensleydale Training Center provides 2-7 day
~ training courses for farmers, with women comprising about 50% of trainees. Women are

most likely to be enrolled in poultry and small livestock courses. Wensleydale has

~ hostels that can be used for both men and women and which ailow women to bring their =
~ children to the Center. According to a female trainer, women are willing and able to =~

~ come to courses, but when they take their ideas home, they are not able to carry out

their plans because their husbands will not give them money and direct credit from the
~ AFC is limited. Currently Wensleydale is training women to produce chickens for
~ market. The women have few problems in production, but they have limited accessto
- transport to purchase feed or to sell their chickens. The Wensleydale Center recognizes
~ the special problems of women farmers and has targeted its training programs to
address factors related to male and female decision-making roles. The women farmers

~ suggest that training be linked with credit programs.

Kadoma Cotton Training Center has an excellent program that trains 600

~ communal cotton growers annually (300 funded by ZASA and 300 funded by the EEC).

~ The Center relies on AGRITEX to recommend farmers for training. Women have not
~ been targeted as a specific audience and currently comprise only 3 to 4% of the farmers

trained.

 Pali

" While in some areas the ZASA working group has promoted innovation in program

~ funding, it is clear that gender cons'derations have rarely been taken into account in -
~ policy planning. Although GOZ and USAID acknowledge that women are the backbone

~ of smallhoider agricultural in Zimbabwe, virtually no account of this fact is manifest in
 policy actions and priority-setting. Very few women are in decision-making positions in

~ the relevant ministries and departments and there is not one female among the regular Ly

~ members of the ZASA working group. In the MLARR in 1986, for example, there are no
~ women Permanent, Deputy, or Under Secretaries.52 SN S

62 Mugabe, 1986.



; Conclusions

Women are the primary agricultural producers in the small-holder sector yet were :

never identified as a target for attention under the ZASA program.
Women continue to have limited access to land, credit, inputs, markets, ,educatlon

-and extension services.

- ZASA's major contnbutlon of ZASA to women in agnculture has been in educatlon kf}
~and training. It has had little, if any impact on women in agriculture in other areas

 Detailed statistical analysis of the extent that women benefitted from ZASA, and/or all i
- other agricultural programs, is hampered by the lack of gender dlsaggregated data.

,'VWomen s major problems are trie mablllty to gain access to adequate credit and
- resources to improve productron and to control the proceeds from their productlon ‘

 Research on maize and other crops has benefitted women producers, but only a
limited research eftort has been devoted to women S crops such as groundnuts and
small grains. s

There ware no women extensnon workers prior to lndependence and women

- presently comprise less than 1 in 5 extension workers. The increase is partially ;

attributable to the training of female students at agricultural colleges, which was

~ made possible through ZASA fundlng of female hostels at Chibero and Gwebi f
. Colleges ~ .

 AGRITEX does not target women farmers for extensron assrstance elther in terms of -
the methodology employed or the content of its messages. : e

. “ZASA funding of irrigation schemes ofters the possrbrllty ot lncreasmg the
~ productivity of communal farmers bUl oW women are glven access to lrngated plots i
~_in their own names. ‘

~ Policy planmng has largely excluded gender issues related to agnculture. very few |
' ‘women are included as decusron-makers in the MLARR or component departments

' fRecommendatlons end Lessons l.eerned

It is recommended that lundmg only be made avallable for a luture ZASA—type -
~program if it clearly mcludes gender conslderatlons in its des:gn Specmcally, tt ls }

= recommended to:

1, Target women as direct beneficranes of and equal participants in ZASA-funded‘ .
projects. Specify the impact of funded projects by gender ‘

“ 2. Ensure that the Central Statistics Office, MLARR, and other relevant orgamzatlons‘ l

collect and analyze data that are gender-disaggregated, particularly regarding
credit, land rights in communal and resettlement areas, extension workers,
extension clientale, marketing bcard card holders, and senior level government} \

~ policy-makers.

A nation-wide study of women in agnculture is clearly in order to assess‘? |
women's needs and to develop strategies that would improve womens
production and househo!d welfare. | , |



3. Use the information collected for the design and |mptementatuon of new programs
that optimize benefits to women -

4. Promote on-farm trials and farming systems research that include gender issues.

5. Support research on crops that are typically grown by women such as ,‘
groundnuts, fmger millet, and pearl millet. ;

6. Incorporate all stages of the food system in research activities mcludmg
-production , harvestmg. storage, processmg, and nutntaon ;

7. Increase the number and proportion of women hrred as agncultural extensnon |
- workers and subject matter specialists. - ‘

8. Focus extension on female managed farms do not form a specnal womens;{uvaﬂf

: department within AGRITEX.

- 9. Provide trammg for men and women extensnon workers on extenslonef
~ methodologies for reaching women farmers, including consideration of |
= Group approaches to extension appropriate for women's groups
~+ Relatively high illiteracy levels of women *
~+ Child care needs of women attending training : E ,
« Women's conflicting time demands among domesttc tasks household i
~ production, and agricultural production e
. Womens lrmrted access to iand credtt and mcome

- 10. Offer loans to women farmers in thetr own names
11, lncrease the number of female credit outreach staff

12 Increase the pamclpatlon of women in successful cooperatrve ventures

'13. Offer smaller credit packages to women, especially through women s groups or |
through savings clubs, which are traditionally dominated by women.. ‘

14. Develop educattonal programs lmked to credrt packages for small producers

15; Increase women § access to accounts in thetr own names ensure that women ;
receive payment for the crops they produce. | Rt

16. Increase 'eromen’s access to land.‘incIUding irrigated land, in both the communal
~and resettlement areas. . ; ,

17. Increase the number of women trained in agnculture at all levels; encouragef
fuller use of facilities funded by ZASA for women's education in agriculture.

18. increase the number of female faculty, lecturers, and instructors in agriculture.



19. Provide funding for training women farmers through NGOs such as the Cotton
Trammg Center,. Plg industry Trammg Center and Wensleydale Trammg Center

20. Include women's issues in policy dialogue, especually in relation to the effects of

~ trade liberalization and structural adjustment; consider gender issues in macro-
and micro-economic planning related to agricultural development. |

'21. Include women as decision-makers in agncultural development pollcy, mc!ude:_  3
‘senior level women on the ZASA Workmg Group ‘




SECTION C LOCAL CURRENCY PROGRAM
Chapter 8
Policy Planning

and the National Economy

" Concept and Objectives

The designers of the ZASA program supported GOZ's goal of promoting "growth i

 with equity.” Within this context they saw as key, the GOZ's decision to extend the entire

_ range of agricultural services to the small-holder farmer. This policy meant that all

~services, including training, research, extension, credit, input supply, and agricultural

‘marketing created for commercial farmers would become accessible to smallholders.
~ The extension of these to small-holders, however, implied growing subsndles and, o

ﬁ‘ budget deficits, whrch government policy sought io reduce over time.%3

; The ZASA program demonstrated an undarstandmg of (1) tha umque ro[e of 3_ -

~ private agriculture and agricultural suppert institutions in expansion of agricultural

- production, and (2) increasing marketed production cnd farm income in communal

- areas. Without a more adequate supply of foreign exchangs, neither could private
~agricuiture continue to expand nor could tha institutions supporting agricuitural.

~ marketing, credit and extension extend their services into communal areas. Secure

_land tenure for the private sector was guaranteed by Lancaster House agreements until

> omioted the growth of commercial agncuéturo in the past brmgmg thase mstmmtlonso ‘
( 'e semcs of communai area famwars e 5 , , r ~

>A program ,‘i‘fhiﬂot o change but to %ppon stated govemment :
eature of ZASA rmplsmentatwn was on-going policy
icularly ng rrmmg ﬁw rewwce gap b@tween tha ,

'sa USA:E m,mmmm %, PAAD Authortz
; A » ﬁw& Smo' ﬁ:@s&a@aﬁcﬁ gmm Program

| 11990, making possible continued investmeris by commeicial farmers; the GOZ was also ;
firmly committed to axpandmg and transforming the institutions which had successfully



Allocation of 2 greater share of resources toward smaithoiders

Reduction of producer and consumer subsxdses

Workable land resettiement policy

Application of commercial interest rates to small farmers

Increased communal area research on crops and megrated livestock systems
Extension of price stimuli

Expansuon of extension and mfonna'aon

Rural savings clubs

Links between research, extension, and hlgher education, and

Reductlon in the real costs of inputs ,

® & & & & 6.8 & ¢ @

GOZ's strategy for development at Independence included as pnncupaf elements:

o (1) maintenance of a viable private sector in order to expand production, create

additional employment, and increase exports; (2) initiation of a resettlement program to |

~ shift black farmers to underutilized land in the commercial farming areas; (3)

_reconstruction of infrastructure destroyed by the wa- and new investment in the

o communal land areas; and (4) expansion of services 110 communal area farmeers

o GOZ's policies specific to agriculture were to“ |

‘Increase the relevancy of research to smanholdors
“Increase the supply of trained agriculturalists needed to rowh smallholders
improve the operating efficiency of the extension service
increase the avazlabimy of credit and inputs to smallhoiders
~ Expand the member-controlied cooperative system
improve the effective use of land and water, and
Develop an effective planning systom able to cope with changmg requwements

S e 8w e

g ‘Flndlngs |

' Emeﬂw:aa | o
L | ZASAWoﬂdngGroup

The useful policy dia!ogua and refinement mﬁe envisioned by ZASA dasagnem =

has not been realized and neither GOZ nor the country as a whole has received the full
~ benefit trom the ZASA program that might have been possible if more attention had
" been paid o policy matters. While during early years the Working Group invaived
~ senior planners from both Finance and lme ministries, membership has both become
dominated by MFEPD and evolved to a membership of re!ative‘y i m hava o
not seen it their place to deal with the policy issues outlined in cuments.

 Asindicated in Table E.8.1, the Working Group been \argely comintod by ;
 MFEPD. Overali, MFEPD canstitutes 32% of meetinss participants, followed by 22%
- from MLARR, USAID with 12%, Education with 9% and Environment and National Parks

66 bid.: 7 |



with 8%, participation by other Ministries is in the 1% {0 4% range. No women are
regular members. The Working Group is under the chairmanship of the donor
assistanca section of the Ministry, after some debate early in the life of the program as to
whether it should fall under the jurisdiction of the ministry’s planning arm. Overcoming
initial resistance to its participation, USAID has been represented on the Working
Group, normaily by one or two representatives.

According to a sample of meeting minutes, technical ministries for the most part‘
have attended Working Group meetings only when they had projects to present. Even
then, some large ministry agencies, such as AGRITEX which is part of MLARR, were not
invited to participate in meetings where major projects they had submitted, were being
presented. Instead, junior ministry representatives were often responsible for
presenting proposals to the Working Group, with which they were not very familiar.

Table E.8.1

USAID| Total

45 | 362
12% 1100%

| ‘Soumo Sambﬁommmm znsawomammmmmm1mmm 1991,
USND“FEPD

FPedormance

While it is true that ZASA funding for various projects did address most of the
maijor policy obiectives, policy-oriented research or monitoring, and evaluation which
would have ciarified the progress being made was largely absent. As can be seen from
the following table, few resources were dedicated either to policy and planning (0.05%
of local currency and 2% of US dollar allocations) or to the related area of monitoring
and evaluation (0.02% of local currency and no US doilars). These minimal allocations
are ar indication of the low pric:ity given by the ZASA Working Group to poﬁcy issues.

Although the projwt design clearly contemplated policy dialogue, the
composition of the Working Group changed over time from a senior level policy analysis
group to a more junior level project review and disbursement mechanism. In later years,

- some Working Group members saw no role whatsoever for the Working Group in policy
analysis. This was confirmed by repeated statements of MFEPD staff assigned to work

~ with the evaluation team that “ZASA had nothing to do with policy issues.” Such issues,
“according to this interpretation, were decided at a much higher level of Government; the
Working Group's sole role was in selacting activities to support among various
aiternative projects set before it. ‘

| A proposal was made in August 1984 to establish a ZASA secretariat within the
~_donor section of MFEPD to act as a repository for matters to be treated by the Working
@g@up and m effact, to constitute its institutional memory. This proposal was not
approved and no secretariat was established. A monitoring and evaluation unit was
estabiishsd howavor, at MFEPD shortly before the evaluation team arrived in country




This unit had had no time to do any substantial evaluatian of projects by the end of
1990.

Table E.8.2
Policy Planning:

|Aliocations & Expenditure

~AkcatonAmourt | Expenditure
mzs_____m__nmza_
32,000 ~ , 0
20,000 - na
; , ; 127,000 n/a
| Subtotal, Policy Planning 2000 1 194750 Q.
o -~ Percent of Total 0.05% 1.6% , 0
of tot.Z$ alloc, of USS alloc. | of Z$ allocated™

Source: USAID, MFEPD, November 1990 — ; ;
”demmmWaeWmMFsmmm.amuwuwm oy
pmioctsmayhavebemcon\plaadumzhgmcﬁtsawnmsdomtmappearas»expendedbyMFEPn.‘ o

 Table E.8.3

 [monitoring and Evaiuation:
| lmomm:; & Expenditure | | |
- [Actvity Agency/ Year|__AlcatonAmourt | Expenditure |
- {ZASA Evaluation Fund | MLARRY, ‘ 86 25001 : 1] '
ZASA Evaluation Fund Coop. Dept. 88 3,000 : 2,625
ZASA Evaluation Fund | UZ/Agric 89 5,000 0
: UZAgic - T+ ] | SR Q.

ZASA Evajuation Fund
| , ercent of Total 1] 002% | 0% |  19%
' eﬂl&@__@___w aliocated™

Source: us'iiﬁ.usspo"‘;,mmassg'; gz ERE PRI o
~** Represents percent of allocated funds that appear as expended on records, akhough all evaluation
: mmmwmmmmwmwwawwwem

. Impact
~ With regard to the eﬂicibncy of financial expenditure and reimbursement, policy,
~ planning, and evaluation activities faced difficulties. By June 1990 none of the policy
related activities and only 19% of the evaluation allocations, or a total of 6% of such

allocations, were recorded by MFEPD as expended. While most activities have been
completed using credits, reimbursements generally have been seriously delayed.

Effacti

 While USAID ﬁas received required monitoring and evaluation reports within an
acceptable time frame, the lack of adequate reporting on progress of individual sub-
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projects projects has been a recurring theme in the minutes of Warking Group meetings
and was observed by the evaluation team. Reports were not forthcoming from relevant
- Ministries and there was no follow-up mechanism built into the Working Group for
- obtaining information on the progress of projects for which it had provided funding. The
failure to establish a secretariat has impeded following-up with ministries on requested
-reports which have not been provided. it may aiso have impeded the flow of accounting
information. The expenditure column in the preceding table (and in similar tables in
~ other constraint area sections of this report) indicates that many ministries are very slow
to report their expenditures to MFEPD. ,

- Slow reporting causes problems with the vote of credit (VOC) system discussed
in detail in another section of this report, which requires justification of past expenditures
before new expsenditures can be approved. It shouid be noted that lack of up-to-date -
quantitative information on expenditures or achievements of ZASA-funded projects also
constituted a sarious impediment to the evaluation team in attempting to quantify project

_impacts. Beneficiary ministries for the most part were only able to provide the team only

- with qualitative information on the contribution that ZASA had made to their progmms in
suppon of small farmer development. ;

~ The Working Group, or small groups drawn from its members, have visited project
- sites occasionally for inspections, particularly where problems were thought to have
-~ oceurred. The entire Worldng Group proposed visiting National Parks housing which
- did not seem to be appropriate in size and type; this request was not approved by
USAID on the grounds that there was no need for the entire Group to visit the housing
site. In other cases, projects have been visited by the entire Working Group or by
~ individual members from the responsible ministries. While site inspections by
appropriate Working Group members are not to be discouraged, there is no acceptable
reason why routine monitoring and evaluation reports should not be readily available to
- the Working Group, GOZ, the donor, or evaluation mtssms.

\ This being said, a number of good evaluations of individual projects have been :
prepared, aithough their numbers are limited. The MLARR represemtative to the
- Working Group provided a relatively comprehensive narrative account of progress on its
all its projects as of 1989. Ancther report by an MFEPD Working Group member
~ effectively analyzed the problems encountered in the implementation of a Model D
 project near Bulawayo; however, the evaluation team in its visit to the project found no
indication that these concems had been addressed, particularly in view of the lack of
~ sufficient ADA resources and the failure to develop mechanisms allowing adgacom
communiﬁes o establish effective range manmmem systems in their areas. r

COncluslom

o ZASA has supported mnevativa investments which GOZ depanments. and more |
- recently one NGO, for the most part would otherwise not have been able to make.
+ The valuable experience from these innovative investments, however, has not been
~ broadly shared, nor has it stimulated discussion of appropriate ways of achieving
broad policy goals on which USAID and the GOZ agreed at the beginning of the
project, and upon which they generally remain in agreement. |

'+ The inter-ministerial working group model has proven to be a sound concept and
~ should be a key feature of any future CiP-like projects.



'« The ZASA Working Group, however, has not completely fulfilled its role in
contributing significantly way to constructive policy dialogue and refinement within
the framework of the program.

it is important to point out that agreement on policy goals does not preclude
analysis of the means of reaching them. This is particularly true when there is good
reason to believe that in some cases the design and implementation of some projects
were not leading to the achievement of their objectives which, in general, were m lme -
with original GOZ goals.

, Daily the evaluation team discovered policy issues surmundmg ZASA,
mvestmems The Working Group has been free to encounter the same issues, debate
them, and addrass them with small, timely pilot projects and/or policy studies, most of |
‘which could have been funded using local currency and national consultants. If the

Working Group had acted as investors, and watched over the investments made, the

-~ most illuminating and interesting part_of the ZASA evaluation would have been
~ examining this area of activity. As it is, ZASA funded only four policy related activities,
- one of whuch involved preparation of soil charts \mth little apparent policy reievance |

 Internal project reportmg has been a problem from the start, tmpedmg the abﬂﬂy uf .
the Working Group to make decisions on new projects. Lack of good reports
impeded the work of the evaluation team in determmmg project impacts. ‘

+ The decision not to set up a ZASA secretariat appears, @x post. to have been mlt« &
~ advised and to have had a negative impact on reporting. |

~ For example, the person presenting a request to the Working Group for fundmg
for additional housing for National Parks was unable to explain what use had been
made of previous ZASA funding or report even how many houses had been built.
These gaps may be filled by the monitoring and evaluation unit recently established
within the the planning section of MFEPD to oversee ZASA and other donor-funded
programs. Setting up such a unit earlier, perhaps in conjunction with a ZASA
secretariat, might have made a major contnbutnon to ZASA's effectiveness and to that of
- other donor-funded projects. o

- Zimbabwe is now engaged in a constructive and honest re-a?ssessment of ‘prdsant .
~ policies, marked by candor, careful analysis of reality, and an exprossed \mﬁlmgness o
to change to new modeis of development .

~ This new openness bodes well for policy dialogue between the G0Z and USAID around j[
~any new program that commits substantial resources to development efforts; it daserves 1 *

all possible and appropriate support.

S Recommendations and Lessons Learned

With ramammg funds, it is recommended that ZASA:

1. Support government’'s commitment to re-examine ils poiicies on trade and economlc :
~ restructuring, focusing on issues raised by the innovative projects it has funded with
~ local currency allocations and its allocations of CIP funds to private and public sector
organizations. Of particular importance are projects which raise issues for which
there is some chance of policy change wathin the next year or two. Among the issues
such dialogue might address: 7



» Private sector investment supported by ZASA's CIP that may be impaired by the
GOZ's decision to reduce tenure security for commercial farmers

* The impact of land tenure changes on overall agricuitural production and food
security, given that productivity on resettiement farms is generally lower than on
functioning commercial farms e

» Implications of rising malnutrition and falling real wages on agnculture
s Employment of school leavers in the agricultural sector

1t is further recommended that new funds be made available through ZASA or a similar o

-mechanism that inciude a clear role for ongomg paiscy diaiogue and reﬁnement i
Speclf ically: o

2. Establish a ZASA secretariat, with special responsibility for ovetseemg the reporting, -
monitoring, and evaluation of investments. |

The dscision not to have a secretariat to handle ZASA-reiated matters was an
~ unfortunate one which has had serious implications for reporting and necessary
follow-up. Any future pro;ect run by an inter-ministerial workmg group shoutd
have a secretariat. |

- 3. Allocate resources to the recently established monitoring and evaluation section of

MFEPD to provide its expertise for the oversight of existing and new projects.

‘This important new group shculd assist the Working Group and its secratariat to
study, in particular, those activities given the largest resource allocations and

those having policy implications related to issues raised by the economic - |

liberalization being embarked upon by the GOZ.

4. Promde for broader membership of the Working Group, including:
, Technical ministries and departments

» Agricultural Parastatals |

» Non-Government Organizations, mcludmg those reprasentmg communal,

resettiement, and small-scale commercial farmers, and other agnculturauy | o

oriented NGOs
= Senior level women specifically representing themterests of female smallholders

5. Enable !ooal NGOs to carry out some of the recommended research and evaluatian
~ tasks.

6. ‘Evaluate future project activities with particularly attention to people-ievel ampam:s.
- provide for appropriate base-line surveys of prospective beneficiaries. |

Generating data for an impact evaluation @x post. as has been necessary in thssﬁ- :
‘evaluation, is difficult and less accurate than if base-line data had been gatheredi
initially. This is particularly true where reporting has been weak. -

| 7 Provide resource that are adequate and concentrated, rather than stretched out over
~ many years at lower funding leveis.

With resource flows at the leve! of US$10 million or more per year, working‘
groups can constitute effective forums for policy dialogue. At lower levels of
resource flows, such groups are likely to do little more than divide funds up
among competing ministries.

| 8. Ensure that the Working Group has a greater role than it has had in revuewmg the
application of CIP funds, as well as local currency funds.
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~ ANNEX 1

Data Table 1

Distrlbution of ZASA Funds by Ministry/Agency/Department

Activity Agency/ Date anditure
Ministry of Finance, Economic Planning 3 l

| Parastatal Investment Prdj.MFEPD 87 60| 127,000 wa

| IQTALMEEDP Q 127000 0

: , Percent of Tot1l 0% 1% 0% |
Ministry of Lands, Agricuiture, and Rural Rosottlomc

'|DR&SS ~ ~
Foot and MouthLab. | DR&SS 85 120,000 R |

-|Henderson Research StJDR&SS 85 76,500 217,056 76,500

| Animal Wastes Study DR&SS 87 168,600 : 32,000
{Locust Control DR&SS 87 300,000 | 4836|

- |Plant Insp. Office Const. | DR&SS 90 60,000 : vaj
Heartwater Research DR&SS 84/6 904,903 | 1,094,515 904,903
{Castor Bean Growth | DR&SS 86/90 - 28,303 wvai

~ I'Soil Survey Equipt DR&SS 87/90 £ 53,000 nva |

Hendemn Aquacultureil DR&SS 85 36,590 | 5,027 | i
Votcﬂnary ‘So'rvlco , ; - _ [ ‘ S

~ |Tsetse Control Camps | Vet. Service 85 600,000 0
- |Dip Tanks ~ | Vet. Service 85 1,151,000 o 492,031
- |vet. Toxology Unit | Vet. Service 89 5,000 250,000 6,000}
Vet. Toxology Reagents | Vet. Service 90 25,000 | ~ 0l
|AGRITEX : : ' \

- | Tawona lsrigation Schemg AGRITEX 85 - 360,000 96,773

- |Nenhowe/Nyanyadze Imig. AGRITEX 85 2,476,000 1,029,398 |
T.0.T. Course AGRITEX 87 19,340 : \ 0]
{Communication Radios | AGRITEX 84/90 ] 1,541,881 | 2,382,911 ] 1,539,675}

" |irrigation Support Fund | AGRITEX 1 2,000,000 0
imigation Support Fund Asﬂm ID8S 2,000,000 g-' |
MLAﬁﬂmLHRDIGonuﬂ : ; : :
Rutenga Mapping | MLRRD - 86 541,132 104,000 401,786
Murimi Ulimi Magazine | MLARR 85 75,000 ' -0

DataAnalysil | MLARR 86 30.000 100,000 19,5821
8,000 o
900,000 nal
20,000 nvaj
100,000 0
1,876,000 0
47,750 na

#Mrsposmmmmwmmmmmmusuomm
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ANNEX 1

Data Table 1, (continued) ,
Distribution of ZASA Funds by MlnlstrylAgcncleopartmont

Activity Agency/ Date __MTAmm Exngndmm__
Agricuiture Development Authority : ,
Ranch Scheme (Model D} ADA 84 500,000 353.957
Jojoba Feasibility ADA 86 ; 76,900 wait
IOTALADA.

‘ ~ Percem of Tot1I
Paustamsm:rkuting BoardslProducors

# MFEPDMMHQMBOO‘USAIDMMndZﬁ Bmilioﬂ

{Coffee Storage (cmpengb) Grain Mktg 8H 85 200,000 200,000 ~
|GMB inspan Sheds GMB 85 225,000 885}
|GMBRuralDepots(l) | GMB 85 1,600,000 1,600,000f
GMB Stackers 1 GMB 85 240,000 : , 231,689
- IMutare Bag Depot GMB - 85 1,350,000 1,350,000
Norton Bag Depot GMB 87 ; 77.000 WER
Tractors GMB 87 | 48,000 na
|Forklift Trucks GMB 90 ‘ L 29,250 | waj
Cleveiand Dam G'nut Deg.GMB - jsms | 1,950,000 ; 1,483,811
Coffee Processing Equip}.GMB 87/8 | 6,700,000 6,700,000 |
- {GMB Rural Depots (II) GMB 88/90 | 2,000,000 | o 0
Mahuwe Munbum De GMB/CMB 85 | 470,600} - . 449,977
Foridift Trucks Cotton Mktg Bd.86/7 491,418} naj
 |Suswe Prim'y Mkig. CMB - 188/90 756000 0
“{Kadoma Cotton Tmng. #MLARRICMB 87/90] 1,818,399 498,298
Mik Distribution Trucks | Dairy Mkig.Bd] 86 | 2,050,000 | ] 2,012358)
~ Mmammumm DMB 87/90 3,200,000 | AP 0
Sub-total, GMB ‘ e B 7,600,300 154250 4,891,374
Sub-total, GMB/Cotfee | 6,900000f 0| 6,900,000
" |Sub-total, CMB 12,803,699 491.418] 224,989
{Sub-fotal, DMB ‘ 5280000] @ © »‘z 012,358
Subriotal OtherPIB 1200000 B ‘
| TOTAL Parasiatal Mido. Bds. 22753999 | 645,668 | 14,028,720]
LR ‘ Pomﬁof‘mt? o 37% | ‘5%‘ - 62% |

Annex

,150,000 0
158,000 ol
200000 101.001 0
208000 | 101001 0
1% 1% 0%
t0t.2$ atioc. Jof U alloc allocated !

- Page 3



ANNEX 1

Data Table 1, (continued)
Distribution of ZASA Funds by Mlnlstry/AgencyIDepartment

Annex.

Activity Agency/ Date di
Department of Cooperatives & Agriculture Flnanco Corp. : &
Kapenta Fishing Coops | Coop Dept 86 180,000 ‘, ol
|KMC Fishing Coops | Coop Dept 89 237,258 237,258 k.
- |Farmers Coop. Training | Coop Dept 85/7 550,000 446,777 i
“|Coop. No. 2 Acct'g. Audif Coop. Dept. 86 200,000 186,000 |
ZASA Evaluation Fund | Coop. Dept. | 88 3,000 | 2,625
- |Coop Marketing & Supply Coop. Dept. | na 2,000} 2,000 e
Cooperative Credit | Ag.Fin.Corp./ | 85 2,000,000 2,000,000 L
~ |Subtotal, Dept. of Coops ' 1,172,258 O 874,660 =
1 SR (e Peu:emofTot1 . 5% 0% 89%|
Un!vorsuy of ZImbabwo, Facuity of Agrlculturo. S e
Agricultural Colleges, & NGOs. Sl )
ZASA Evaluation Fund | UZ/Agric 89 5,000 | 0 i
ZASA Evalation Fund | UZ/Agric 90 | 3,050} , 0
- |iigation Devt. (Faqm) | UZ/Agric. 85 | 205000f{ | 205000
_ |Higher Education = UZIAgnc 83/90| 7,702,987 | 5,054,244} 7,137,373
 |Higher Education# | UZ/Agric. ~ |84/90 eozo00|f o]
~ |Ag. College Expansion | Gwebi College] 86 | 2,250,000 | 0}
- |Ag. College Expanslon Chibero Collegs 86 1,550,000 947,740
- {Ag. College Irmg Chibero Coll 86 65,000 47,360
: Ag College Fumlture Chibero College 86 | = 45,000 | - 34, 627 e
8,523,037 | 5,054,244 7,342, 373 o
3,910,000 | 0} 1029727} |
V , a : 5 |
, , ' 190,883 na
MET 275,000 540,670 90,395
: ,  MET 1,139800| - | = 41,247
, T 215,000 134,400 17,860
i Conservanon Strategy | , ‘ - 32,000 : o
~|Zambezi Anti-Poaching | MET - 86 577,047 o
w:ulsfa Symposium 1MET 87 - 20,000 ol
| _UMET -} ‘
SR Percent of Tot{
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ANNEX 1

Data Table 1, (continued)
Distribution of ZASA Funds by Ministry/Agency/Department

Date

Annex

Activity Agency/ ——Allocation yre
Ministry of Energy and Water Resources Development i
Open Wells Test MEWRD 84 100,000 99,212
Underground Water MEWRD 84 400,000 400,000
Chipenge Water Augmerrt'n MEWROQ 87/90 35,000 n/a
TOTAL, MEWRD ; 500,000 | 35,000 499,212
Percent of Tot{l - 0.8% 0.3% | 99.8%
pf tot.Z$ alloc. of USS alloc. ¢f Z$ allocated
- |Summary ot Ailocations and Expenditurep —Allocation Amount Ll
a8 L . .
MEEDP ~ , ~ QL 127000 | = 0! 0%
MLARR/MLRRD DR&SS 1,674,393 | 1,392,874 | 1,080,266| 65%
Vet. Service 1,782,000 250,000 498,031 | 28%
AGRITEX 8,399,721 | 2,382,911 2,665,846 ] 32%
P MLARR/General | 2630132 | 1171750 | 421368 | 16%
Subital MLARR 14486246 | 51970538 | 4665511 | 32%
o ADA ; = . : | mm_ . m m s aﬁaﬁ o ZJQ& .
| Parastatal Mktg. Bds. GMB. 7.600,300 | 154,250 4,891,374} 64%
' ‘ GMB/Coffee 6,900,000 0] 6,900,000]100%
CMB 2,803,699 491,418 224,989 8%
1 | DMB 5,250,000 0] 2,012,358| 38%
| iy Other/PIB 200000 0 ol 0%
i S ,1402&.12!1.&22’: ; RN U .
| Forasity Camm, : : 208.000 101,001 _ 0! 0% |
| Dept. of Coops & AFC | Dept. of Coops 1,172,258 0 874,660 75%
R e | AFC —2044000 13.500 2000000 | 98%
Subotal, Dept, of Coops & AFC : 3216258 1  13.5002.874.660
JU/Z; Colleges; NGOs Umv.on'm!bab\vq 8,523,037 | 5,054,244 7,342,373 | 86%
| - | Agric. Colleges 3,910,000 0| 1,029,727] 26%
: Training/ther 1490147 0 ol 0%
%’%AEL 200000 & 35000 1 499212 1100%
|ALL MINISTRIES & DEPARTMENTS ___ 162146534 , 30943662 | S0%
Percem of Total | 100% 100% 50% ,
f tot.Z$ alloc. lof USS alloc. 9f Z$ allocated

Page 5
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- |Castor Bean Growth* | DR&SS  [86/90 | 28303  na

= ‘[ Vet. Toxology Reagents| Vet. Servrce, {90 25000  { 0 I
|Agric. Data Analysis | MLARR | 88 30,000 100,000 19,582

ANNEX 2 ;
S ~ Data Table 2
Distribution of ZASA Funds. by Constraint Area

Agriculture
Research

- {Activity R Agency/ | Year|__AlocatonAmount | Expenditure
Heartwater Research - DR&SS | 84/6] 904,903] 1,094,515 - 904,903
Foot and Mouth Lab. DR&SS 8511 120,000 R 1
- |Henderson Research St}.DR&SS 85| 76500] 217,056 ] 765500 |
Small Farmer Research DR&SS/MOE 851 107,800} -t .. 57,000

|Animal Wastes Study | DR&SS | 87 686800 | 32 000
Locust Control - DR&SS g7 300,000y -} 4836‘7

Plant Insp. Office Const. | DR&SS =~ & 90 | 60,0001 . . na ]

- |Dip Tanks | Vet. Service | 851 1,151,000 e 49‘2;031‘- ' (
| Tsetse Control Camps | Vet. Service | 85 6000004 - ‘| 0 .

|Vet. Toxology Unit =~ | Vet. Service | 89| - 6,000] 250,000} 6,000

USDA Technical Exchande MLARR e0| 8000} | 0t
{Microfiche Libraries | ADA ~iﬂ8_5/;6, ‘ ol 12600] - na

Forestry Research e Forestry Comrrt 86| 158000y |} O ‘
e PercentofTotal 14% : 44% o
| i onotzurodo_fuss aloc. | ot Z§ allocated™
SQumg USAID MFEPD November1990 :

_* MFEPD shows a US$26,303 allocation while DRSS reports US$32, soo of whlch sz7 752 had been spent

by 1989; the balance was raported as probably not being used.

% 'MFEPD shows an allocation which does not appear on USAID records.

0 f Agriculture Extension
- l{incl. National Parks

- |s_Fishing Coops)

. Communmtron Radloe AGRITEX . |84/900

 |Kapenta Fishing Coops | CoopDept | 88| 180000 =~ | 0o
- [KMCFishingCoops | CoopDept | 89 | 237.2s8] | 237,258

it Represents percent of aliocated funds that appear as expended on MFEPD records. although some -
projects may haVC been completed utllizmg credns and thus not vet appear as expended by MFEPD

~ JActivity — | Agency/ | Year|__AllocationAmount | Expenditure |

o ; 4/90) 1,541,881] 2382911} 1,539 ’675‘_ e
 |Murimi Ulimi Magazine | MLARR 85| 75,0001 L o

* {Jojoba Feasibility ~ADA - 88 | 76800} na

~ jCommunication Radios | MET | 86 190883} na |

' Zambezr Antr-Poachmg MET 86 577 047 s ; 0¢ ey

Percent of Totat | "M% | 22% 27%
ottorzsanoc ofUS$alloc ofzsauocated"

| &mm;n usmo. MFEPD, Noverber 1980 R
e Represems percent of allocated funds. that appear as expended on MFEPD records, although some j .
]ects may have been completed utmzmg credrts and thus not yet appear as expended by MFEPD

Rinpane o T | BRSO «PaaereV



~»Agricui~ture ‘

 |Credit S |
Activity AQG"CY’ | Year __Albsatm.Amum__ ‘ Expen’diiure — ,
Cooperative Credit Coop Dept/AFC 85 | 2,000000f | 2000000
~ DAl A _.Am:..EnameQ | I | 13scoma
Subtotal, AQ, Credt I T 2044000 | 1350 | 2000000
_ oﬂotZ&albc of Ussallec | of ZS'allocated“y \

S.Q.ULG.E USAID MFEPD November 1990

e Represents percent of allocated funds that appear as expended on MFEPD records, although some
pro;ects may have been oompleted utllnzmg credats and thus not yet appear as expended by MFEP@

Soiica USAD WIFEPD. November 1990

# Allocated on USAID records but does not apbear on MFEPD records
_** Represents percent of allocated funds that appear as expended on MFEPD records, anhough some
pro;ects may have been oompleted utmznng credits and thus not yst appear as expended by MFEPD

. Market!ng and e
 |input Supply R T
Activity Agency/ | Yearj _ | . Expenditure
Coffee Storage (Chipenge) GMB/Coﬁee 85 | 200 ocoo| 200,000
~ |Coffee Processing Equip GMB/Coﬁee |1 87/8} 6,700,000 | 6,700,000
|GMBinspanSheds | GMB 85| 225,000 .. . 888
|GMBRuralDepots() | GMB | 85| 1,600,000 1,600,000
 {GMB Stackers GMB 851 240,000] 231889
|Mutare Bag Depot GMB 85} 13580000 | 1350 000
Norton Bag Depot - GMB 87 | o 77,000 ~ va
|Tractors GMB 87| | 48,000 wa
{Cleveland Dam G'nut Ded GMB. s7/8| 1,850,000 1,483, 811
GMB Rural Depots (1) GMB aslsq 2,000000] = | R
Forklift Trucks GMB 90} .} 29,250} [ n/a):
Mahuwe Multip. Depot ; GMBICMB 85 ) 470,800} | 449,977
Forklift Trucks Cotton Mktg. mseﬂ 491418}  na
 |Suswe Prim'y. Mktg. Depot CMB ~ |88/300 750,000 heahe i )
Milk Distribution Trucks | Dairy Mkig. Bd| 86 | 2,050,000 2,01*2,358
- |Milk Distribution# | DMB8 |87/90 3,200,000 R
|Coop. No. 2 Acct'g. Audit Coop. Dept 86 200 090 188,000
Percent of Total 34% i -+
of lot2$ lod of US§aloc oizs albcated"



: ; Lané aﬁd
SR Wﬁéf GSQ DE N

o Actmty

e SbPred et

S 1Soil Survey. E:Tquq}t
. {irrigation Support Funq,{
St NBP"O%IN}( TACE @ ! :. ad
. {Tawona imig
- |irrigation Sugsw Fu
|Rutenga Mapping:
|Zambezi Valley Tillage | MLARR
= Hanch Scheme (MM&I a;j;‘_t A

& Mgt, of-lndigemus Fores}:
- |lmgation Davt. (Farm) |
: Natural ﬂesourca “(Hard

1 &Monuonng (Soﬂ)

Wildlife Symposnum ,

-~ |Open Wells Test 1
] Underground Water :

400,000
-’ -lll‘&liasm “ v
. | 26%
. . | of Z$ allccated*™* - |
s_qum USAiD MFEPD, Novomber 1990 ‘

- ** Represents percent of allocated funds that appear as expended on MFEPD records although some
i pro)acts may have been completed utilizing creduts and thus not yet appear as axpended by MFEPD

Percent of Total

~ [Auman anourco
|Training | - .
~ |Activity ' ,Aoencyl Year] _AllocationAmount | Expenditure
{TOT.Course AGR!‘I’EX 87 19.340| I R 0
{Short Term Trg. Abroad] MLARR | 84/8d f 900000f = mwa
|Kadoma Cotton Tmg. Ctrj# MLARR  |87/9 1,818,399 o , 498,298
{Wensleydale Farm Tmg. | MLARR 1 90 § 1,490,147 ] ' ‘ 0
Pig Production Trng. Ctr.] Pig lndustry Bd 85/7] 200,000 ' : 0
{Farmers Coop. Traning Coop Dept 85/7 550,000 - | 448,777
Higher Education | UziAgre. |83/90 7,702,987| 5.054,244] 7,137373
Higher Education ## | UZ/Agric.  |84/9 607,000} e
Ag. Coliege Expansion | GwebiCollege| 86 | 2,250,000| & s
Ag. Coliege Expansion | Chibero Collegp 86 | 1,550,000 | 947,740
~ {Ag. College Irrig. Devt. | Chibero Col 88 65,000 N 47,360
|Ag. College Fumnuro Chibero Col i 45,000 34627
29% o 4%% B - 50%
oftm.zta;b;_c, ol@ aloc. of Z$ aliocated™

smm USAID, MFEPD ‘November 1980
~ # MFEPD shows allocation of Z$572,500; USAID shows allocation of 2$1.8 million
##Allocated on USAID records but does not appear on MFEPD records '
* Aliocated by MFEPD with USAID approval but does not appear on AlD records
~** Represents percent of allocated funds that appear as expended on MFEPD records, althouqh some
propas may have been completed utilizm credits and thus not yet appear as expended by MFEPD.



Policy

Planning
JActivity ‘Agency/ Year| __Allocation Amount Expenditure
Comwamﬂ Strategy | MET 85 - 32,000 0
Soﬂm&eans MLARR 86/904 20,000 | n/a
87 | 127,000 n/a
=1 a7 | pa__
Percentof Total 0.05% - 1.6% ; o
of fot. of US$ afbc. of Z$ allocated*”

~ Source: USAID, MFEPD, November 1990
** Represents percent of allocated funds that appear as expended on MFEPD reoords. although some
' pmiewe may have been completed utilizing credits and thus not yet appear as expended by MFEPD.

|Monitoring and
Evaluation ‘ , ;

JActivity | Agency/ | Year]_ _AlocalionAmourt | Expenditure
ZASA Evaluation Fund | MLARR/AGRITEX86 2,500 | 0

- |ZASA Evaluation Fund | Coop. Dept. | 88 3,000 ‘ 2,625

 |ZASAEvalsationFund | UZ/Agic | 89 5,000 I o
1 o Percemm'fota! ; 0.02% 0% 19%

olg:galoe: of US$ aloc. | of Z$ allocated"™

| Snum USAID MFEPD November 1990
‘ RemmmmmmwmmepequmuFEPDrm

 [TOTAL ZASA LOCAL CURRENCY
|ALLOCATIONS ,
 |AND _EXPENDITURES , ]

—AlocationAmount | Expenditure
|TOTAL , , 62,146,534 ] 12,129,401 31,441,960
 |(Caleulated at curomt TotalinZ8 | 62,146,534 | 30.323.503| 31.441.960
| Total, Local + USS, in USS 336988015 ~ Percent expended | 51%"*
| 1,100,834] 440,334
| 5.137.224| 2,054:890

Source:
** RmmmmmMmammmuF&Dmmmmm
mmmmmmmmmmmmmmwmuemmwwem



‘|Aliocations & Expenditures by

'Summary of ZASA Local Currency &us‘il
Constraint Area

ik e o i e o

|ama ~ | locazs | % uss 1% -
Agricultural Research 3,652,393 6% | 1,702,474 | 14% | 1,597,879| 44%
Agricultural Extension 6,611,186 11% | 2,650,694 | 22% | 1,776,833 | 27%
Agricultural Credit 2,044,000 3% 13,500 [0.1% | 2,000,000] 98%
Marketing and input Supply 0,837,600 ] 34% 645,668 | 5% | 14,21 6.720| 68%
Land & Water Use 0,681,932 17% 968,071 ] 8% | 2,735,628 | 26%
Human Resources, Ed./Ti raining 8,173.873 | 29% | 5,954,244 | 49% | 9.112,175] 50%
Policy Planning 32 000 0.05% | 194.753 1.693 0 0

, TOTAL 2 146 534 100% 12 129L40*1 100% | 31,441,960 I 100%

"Source: USAID, MFEPD, November 1990
** Represents percent of allocated funds that appear as axpended on MFEPD records. although some
pmpctsmayhavebeaneoﬂphtadumzmcredisandm:snotyetappearasexpendedbyMFEPD



j ANMEX 3 '
The Recurrent Implications of ZASA Funding

The original ZASA document correctly raised the issue of investments that
~ would have recurrent cost implications that may be beyond the capacity of the
Government of Zimbabwe to sustain. This is a correct and regular donor worry. in the
1986 evaluation the issue of recurrent costs was raised in relation to the three formal
components of agricultural training funded by ZASA: the University of Zimbabwe
| Faculty of Agriculture, and the agricultural colleges, namely Gwebi and Chibero.

: The real expenditure per pupil throughout the educational and trammg system
~ in Zimbabwe has declined quite markedly since Independence. This is in part the
- result of falling real wages for staff, but, more significantly, it is compounded by the
~ increase in student numbers. Elsewhere in this report are the figures which show the
~ decline in the real expenditure per student at Gwebi Agricultural College. It should be
~ noted that Gwebi was an ali white college and therefore many of the services and
expenses initially were easily pruned without affecting efficiency. Once that had been
achieved, so Gwebi operated at the same level as Chibero, both colleges’' real
 expenditure per student continued to decline. Thﬁ figures are now close to half of the
‘ real expeﬂduture per stuﬁem in 1980.

The above would suggest that the concern for the recurrent cost implications is

~correct and that there is ample evidence to suggest that Government has not been
able to maintain the recurrent expenditure of the colleges as they have expanded.
~ There is another view to this that shouid be reported. ZASA endowed the University

- with a large commercial farm, much of which was separated from student and rasearch

~ activities and put under the management of a Farm Manager.

i That farm is run commercially. The intention was to provide the Umversuy with
~ a farm on which they could conduct research trials and involved students in practical
work. The balance of the farm is an endowment to the Faculty of Agriculture. The farm

has been realising annual profits on its operations but is still repaying the University

for a working capital loan that it made when the farm was transferred in 1982/83. Once

~ that loan is repaid to the University it should be incumbent upon the Working Group o

~ and USAID to establish that in fact dividends from the farm will go to the Faculty of
~ Agriculture. That should ease considerably some of the recurrent cost concams so
long as the additional revenue from the farm is used to enhance the working ability of

" the Faculty and not just to relieve the University and, indirectly, Government of their |

- responsibilities.

The position of Chibero and Gwebi is different. Both colleges are facing serious
constraints to their normal teaching operations, particularly on the practical work side.

Both colleges over the years have enjoyed the use of quite large tracts of good land.

 To take the case of Chibero. it has for years run a large and successful dairy operation
- of over 120 cows. indeed ZASA has funded a new dairy with the latest and best
equipment. it has also run a 30 hectare Virginia tobacco crop on its land and through
its barns. These two have been dynamic activities on the college farm. Alongside
these there have been other activities such as general livestock and the production of
maize and other crops. In recent years, and similarly with activities at Gwebi Coliage,

s .‘



~ the revenues from farm activities have been deposited with the Treasury. In turn the ol
~ Treasury has made annual allocations through the Ministry of Agriculture to the
~ Colleges for their running costs. These include salaries and direct costs related to
students, and they also include farm activities. However, Government does not take
~ account of the revenue generated on the College farms and over the years has cut
 back its funding of costs for farm operations. Today at Chibero there are seven cows
- that sannot warrant the new dairy and could easily have been accommodated in the:j;
~ old dairy that still stands nearby and couid be made operatnonal quickly. The tobacco
~crop has been reduced over recent years till today it is a mere 3 hectares. The storyis
e repeated for maize. ZASA funded a large maize drying unit, useful for student work but
. with a capacity beyond that needed for trarmng The college crop of old alone could*‘*
,ﬁ;ustlfyrt The facnmytoday stands |dle ‘ S s .

The story at Gwebl parallels that at Chlbero Gwebl has some of the best solls in
the oountry The College, however, can no Ionger utllrse all but a tmy tractlon ot that};

Dunng short visits to both Colleges the Evaluatlon Team shared a sense

- despalr amongst faculty. it appears that the Ministry of Agriculture is also oonoemed‘a;t
what has happened to the Colleges. There are three solutions under discussion. The
~ firstisa proposal made eariier by the Colleges that they become affiliate Colleges o
~ the University. This would not so much handle the financial problems, but rathe
 would "synchronise" the curriculum of the Colleges and the University and perhaps act
Lo protect the Colleges by having a closer relatlonshlp to the Unwerslty A secon
~ solution is now under discussion in the Ministry. it addresses more directly th
~ financial question of colleges and their agricultural resources. This takes the form of

~ revolving fund concept which would finance the College operations on their farm:
. The Evaluation Team understood this was at the early stage of discussion and
_ details were available. It does attempt to separate the financing of the Colleges a
 teaching institutions by Government, and the Colleqes operation agricultural farms

 which can act as endowments for the Colleges. A third concept that the Team would
 like to propose is that all faculty and all students participate financially in the working o
~ the College farms. There is no need to deal with this at length. However, th
_ philosophy that lands itself best is that of Trusts that control the farms and that facult
‘and students become employee owners in relation to the respective College Trusts
The invitation to faculty and students would be to invest in the farm, as with the conce;
- of job ownership in employee owned companies. As the faculty who would be ther
for some period of time, they would invest in cash, but via loans from the Trusts wit
~ repayments through dividends heid back. This builds an equuty stake. Students woul
~ commit themselives to work for a certain period each year. This would reorient th
~ College towards farm management and operatlons and away from purely aoademlc‘
~ involvement. Faculty with whom this idea was discussed responded immediately by
- suggesting that the College syllabus be extended to three years rather than tw
~including as an additional year the first year spent on a commercial farm. This woul
~ produce a more mature student with far more practical experience which would make
~_him or her more marketable to the oommercnal agricultural sector both on-farm and i
P rsemces to agnoulture S | i |
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ANNEX 4
The Functioning of the ZASA Working Group

The most innovative pant of ZASA, that separates it from other CIP programmes,
was that it focused on a sector, namely agriculture, with a special emphasis on local
currency funding for small farmer production, that it accepted government's policy
prescriptions soon after Independence, and backed them by allowing an
Interministerial Working Group to allocate the funds

The first meetings of the ZASA Working Group have been reported as creating a.
fair degree of excitement. The fact that representatives across ministries but also
operational agencies and field services in Government and the University were to
 meet regularly with the serious responsibility of discharging decisions around the
financing of agricultural investments was novel. It offered the means and the purposes
to form a club; an influential if somewhat informal groupmg .

Otherwise decisions are made essentially behind closed doors, wnh the;: ;
~ concemed Mlmstry representing a dnstant field agency not always aware why acertain
dGCISlOH is made in MFEPD. |

* Much of the first meetings of the ZASA Workmg ‘Group was given to settmg up

the system and reaching a sense of common values amongst the group as to what

7ASA would look for, what it would entertain, and how it would monitor and follow up
~ original investment. A second area concerned the role of USAID. : o

~The Workmg Group is a umque institution wnthm Government since it bnhgs'to

bear a number of areas of knowledge and experience as well as responsibility. The
ZASA constraint areas included an area on policy work and research which armedthe
Working Group with a fund that it itself could draw upon but which obviously could also =~
be used to fund research proposals from outside the Group. As a Group looking at

investment proposals it was also expected that through the monitoring of the
~ implementation of investment and by Group members visiting institutions and
agencies benefited, the Working Group wouid be able to husband those investments

in terms of implementation but also by pushing into areas of policy and of follow-up S

_investments so that the oringinal investment ideas may be made more attractive.

, In the first meetings of the Working Group there was some expectation that the “1 :
-successful use of the ZASA counterpart funds along with the matching foreign .

 exchange might lead to a second ZASA programme. In other words the first three

years were a trial period for the effectiveness of the Working Group aibeit that the
programme was expected to last six years. Part of the task therefore was to ﬁnd and/or
~ develop, if not forthcoming, worthwhile investments that assisted the small farm sector.
Part of the understanding was that ZASA was expected to demonstrate the rapidity
with which Government could allocate funds for new additional investments beyond
what Government was capable of funding itself and use the flexibility of the
~ mechanisms provided to disburse funds quickly and thereby to see implementation
- proceed expeditiously. ‘
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At first the ZASA Working Party was chaired from the Deparment of both in
MFEPD which managed the PSIP - the planners. Quite early on the lead was
switched to the Department in MFEPD that deals with donors. This appears to have
been a major mistake and one in contradiction of the promise that the Working Group
would first look at the global and particular requirements and opportunities for small
tarmer development, and then decide on ZASA funding.

Officials who attended ZASA meetings reported that they were not regularly

_invited - once they had been to the Working Group to defend a submission they were

~given to feel that they could not expect a second round of funding, and so fell away. fjr
From 1984 the list of members changes in two directions: towards junior staff and

towards a smaller group of Ministry officials whose normal work was to process
projects for donor funding. Real experts who could raise the debate above funding

~ allocation fell away. This disappointment was strongly registered in ZASA rmnutes of o

- December, 1988, but appears much earlier in mmutes in 1983 and 1984

With the declining authority and range of represenatlon in the Working GrOUp, |

| ofﬁclals argued that certain projects received special attention prior to meetings, .
thereby underwriting the democratic nature of the Working Group. An insider/outsider

S damens:on appears to have creptin in lme with the return to conventmnal processmg

The University for instance, a neh repository of knowledge on small farmers -

~ issues, has not been invited to ZASA mesetings for over two years. At one ZASA

meeting convened to meet the evaluation team, the discussion was with only three o

 members out of fourteen present. Seven were from MFEPD, two from MLARR, one
from the Ministry of Higher Education, on from National Parks, and three from the
Ministry of Cooperative and Community Development. Apart from the Chairman, an

_ Under-Secretary, all were junior staff. The three from Coops were there to defend a

~ group that had come to defend its request for funds. What was most notable about the
- exercise is that the AFC, which had managed the first such ZASA grant to the

. _ funding request. The only woman in the group was there only as a member of the .

~ Cooperative Unions over the past five years, was not invited. it alone had the
~ knowledge upon which to judge the proposal. Instead the Cooporatwe Department

~ appeared before an inner court with little or no institutional memory and limited to

~ junior admmastratwe officials, howaver good whose task was to process fundmg

| The accusation that Mimstnes and agencies were not "committed" to ZASA“‘-
meetings cannot count for much. The evidence is that Government denied the ZASA

‘Working Group its dynamic role early on. This decision in MFEPD is in keeping with i

- that Ministry's wish to avoid committment to ideas and projects, preferring instead the

" case of being the final financial orbiter. This procedure sits uneasily with the Ministry's
second and newer function, Economic Pianning and Development. The hagh tumover b

of and increasingly jumor staffing has also hamperad that role.

A proposal was made in August 1984 to establish a ZASA secretariat \mthm tne” :

donor section of MFEPD to act as a repository for matters to be treated by the Working

 Group and, in effect, to constitute its institutional memory. This proposal was not

 approved and no secretariat was established. A monitoring and evaluation unit was

established, however, at MFEPD shortly before the evaluation team amived in country.



This unit had had no time to do any substantial eva!uatlon of projects by the end of
1990. |

it appears that the hiatus in the USAID programme in Zimbabwe from 1985 aiso
impaired the functioning of the Working Group. It meant a cessation of new funds and,
when re-established in 1988, provided far smaller funds than had existed in the
beginning. This must have contributed to the clear decline in the seniority of persons
attending the Working Group. Another factor which may have contributed to the
decline in the seniority of ZASA's Working Group members may have been the sense
that ZASA itself was coming to an end. In one of the interim evaluation reports, 1986, it
was recommended that ZASA devote the balance of the funds available to
consolidating existing investments. , : ‘

Had the ZASA programme been completed within the six year period, and had‘;
an expectation of a follow-up programme existed, it may well have maintained the

early momentum within the Working Group. 1t, for instance, may have produced a |

~ more limited variety of investments but with a clear growing ponfollo of successor
investments to the original grantees. As the Group explored the issues around small
farmer agriculture one would have expected to see a new category of investments
arising which was typitied by small experimental investments, perhaps preceded by

resaarch programmaes, which sought to unravel policy and programme issues so that

- either ZASA or Government itseif could put in bigger money in the second phase.
‘There is little sense that either of the two activities, successor investments, and seed
money towards unravallmg more worthwhile and Iarger investments, took place.

Some of the benefi iciaries of the ZASA Working Group decisions reported that

' there was a sense that money was to be distributed widely and that it would be difficult

to come back to ZASA for a second or third round of investment. This is not entirely

supported by the evidence. ZASA has supported a number of investments more than "

once. A case in point is agricultural research. Here the lubrication from one grant to

~ another may well have been the good relationship that existed between the DR&SS

and the Agricultural Officer in USAID. On the other hand it is also clear that civil
~servants recognised the importance of agricultural research and sought within the

~ limitations imposed by Treasury to mamtam the agncunura! rssearch eﬂort atas mqh a
| ~level as they couid enginger.

o The ongmal ZASA documant lists six policy areas where policy raform was felt ‘
" to be critical to progress. Thesoareasfollows |

(1) Govammam allocation of a greater share of budgetary, human, and
| institutional resources to programs directed toward smallholder needs, \mthout *
unduly increasing recurrant costs;

(2) Implementing agencies’ demonstrated capabilities and actual progress in L

implementation of agricultural sector programs; ‘

(3) Progress of the Interministerial ZASA Working Group and its ability to
coordinate project development, monitoring and implementation, in the

- context of established GOZ procedures; |
(4) The specaﬁc contribution made by ZASA-fundad pro;ects to meetmg resource
| gaps in the constraint areas;
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¢ Aland resettiement policy which. rmzes avarlabmty. competmg smauholder* *

~ g. Employment of market news and other ‘mnovatwe measures to extend tec“‘
. Adequate government support of rural savings clubs as a mechantsm‘

L "‘:'i_“;!}'Deveiopment and adoption of measures to increase oOOperatlon and hnka

auenuon it received i the 1986 evaluation report.

{ 1990 rather than a quickly dispersing programme over three to six years, appears
remphasus on policy retom

:cntena for evaluation. It was not part of any ongmal contingent clause in the annual
~ renewal of ZASA funds. The evidence, rather, is that this component has received the

~ attention of USAID officials almost exclusively and thereby has served as a distant
~ background to the working of ZASA within Government. That it was not built into the
i :terms and the structures and staff membership of the ZASA Working Group is an

. of renewed fundmg

(5) Progress of developmg, reﬂnmg and rmplementmg agncultural pohcnes
- (including subsidy reduction) which promote sectoral growth smallholder on-

- tfarm income and smailhoider market participation; e
~_ (8) Progressively greater involvement of private firms in provrdmg goods sennces -
- and support to smallholder farmers, and evidence of steps taken by.,

: govemment to create a more tavourable clrmate for such pnvate partrcnpataon o

~ Included in the evaluatuon of 1986 was a search for ewdence of progress“"nf
areas of polrcy reform Thrs went beyond the ongmal ZASA terms shown above :

a. Aitocatsen of a greater share of total GOZ resources to programs wh

~ beneficially affect low income smallhoiders;

- b. Reduction and eventual elimination of consumer subsudres resultmg from ﬂr
~ producer and consumer prices; |

~ assistance requirements, and production export goals;
~ d. Application of commercial rates of interest in lending to smallholders
~e. Anincrease in research on crops and integrated cropmvestock systems dr C
. specifically to traditional/small farm conditions; ‘
. Extension of price stimuli, now applied to major oommerccal crops to so
i ’presentandnewsmallfamcrops, g \

~ information on production and marketing to smallhoiders, thus semng al
number of farmers with the number of available extension workers;

~ mobilizing rural savings for smallholder credit and for channe!mg loan fund
~ lower costs through groups to small-scale farmers.

;between research e:aenston andunweﬁ i

ty eduoanon and
jubstituting Iower cost rtems,
" of use, thereby easmg the eliminatxon of subsrdres ;

o J,“‘:f,more eﬁiaent methox
o fThe lmportanoe ot thas cntena for evaluation :s supported by the oonsrderabl

The constderably Iengthened life of the ﬁrst ZASA programme. from 1982
have given rise to the newsr peroemons ot donor not mst of USAID by 1986 and

There is Mtle evndenoe that the Workmg Group was oonscrous of this set of

oversignt that would have been apparent by 1984 and should have formed the basrsf_r‘jf;j

e s D SR R e paaie



if the weaknesses surroundmg the ZASA Working Group were corrected, a :

matter of both substance but equally style, and in conformity with the new opportunmes

within Government to discuss policy issues, then the Working Group, or its successor, -
could well play a dynamic and valuable role in assessing the needs of and supportl ng

small farmer development.

Conclusions , ‘ L
The valuable experience from ZASA's innovative mvestments has not been

*

broadly shared, nor has it stimulated discussion of appropriate ways of achieving

broad policy goals on which USAID and the GOZ agreed at the begzrnmg of the

_project, and upon which they generally remain in agreement. L
The inter-ministerial working group model has proven to be a sound concept and} s

should be a key feature of any future CIP-like projects.

'The ZASA Working Group, however, has not completely fulfilled its role m
contributing significantly way to constructlve policy dlalogue and reﬂnement wnthlng e

the framework of the program.

 The decision not to set up a ZASA secretariat appears, QLD.QSI. to have been |Il- ”fil

advised and to have had a negative impact on reporting.

Zimbabwe is now engaged in a constructive and honest re-assessment of presem

policies, marked by candor, careful analysis of reality, and an expresseu o

willingness to change to new models of development

This new openness bodes well for policy dialogue between the GOZ and USAIDE,' ‘\
around any new program that commits substantial resources to development efforts; it

;deserves all poss;ble and appropriate support.

: ﬂacommondaﬂons and Lossons I.urnod

>

It is recommended that substantial new funds be made available through ZASA or |
a similar mechanism that include a clear role for ongoing poiicy dlalogue and‘ G

refinement. Specifically:

5 Estabhsh a ZASA secretariate, w:th special responsxbnlnty for overseemg the'

reporting, monitoring, and evaluation of investments.

Allocate resources to the recently established momtonng and evaluation sectlen of
MFEPD to provide its expertise for the oversight of existing and new projects. |

This important new group should assist the Working Group and its secretanete

to study, in particular, those activities given the largest resource allocations and
those having policy implications related to issues raised by the economlc ‘

hberahzanon being embarked upon by the GOZ.

Provide for broader membership of the Working Group, mcludmg
» Technical ministries and departments
» Agricultural Parastatals
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Ncm@overnmem Qrgamzatmns mciudmg these representmg communal,
;;.;;{,,7,.reeetﬁement and s“nall«scale commercral farmers, and other agncuiturally\‘
- oriented NGOs : .

;é;«~m_Senxor level women representmg the mterests cf female smallholder farmers

4. Prowde reseurce that are adequate and concentrated rather than stretched outf?
over meny years at lower fundang levels. . ‘~<‘~:;‘?

With 'esou_rce flcwe at the level of US@?Q mdhon or more per year workmgs;
groups can ¢ nstltute eftective forums for policy dialogue. At lower levels of
- resource tlows, , such groues are iakely to do little more than dee funds up .
amo! g competm mamet es.. ‘ i | i

- Ensure that the;,w ki ?Group has a grea#er role than |t hes had 4l revuewmg the;i}
- apr nds, e:s, well as leeal currency funds‘ Sl

Dasna 4



~ ANNEX 5

AGENCY AND DEPARTMENT REPORTS

'THE UNIVERSITY OF ZIMBABWE
~ Introduction ,t ’ J
~Zasa has funded the followmg prolects at the Umversnty of Zlmbabwe Faculty of
o ‘»Agnculture ’ | : t ,
1. Purchase of the UZ Farm (1985) S value' Z$1’,2 million
2. Land Management buildings (April 1985) - e
~The buildings were occupied March 1986 3,8 million
3. Research projects (September 1985) . 40,000
4. Scholarships (September 1985) ‘ | - 80,000
- 5. Gokwe Farming Systems 1984 L 501 ,800
6. tlrngatlon equrpment for UZ Farm o 200 000_

L fFrndlngs

.

~ Student mtake rose o 6310 104 when the ZASA tunded Land Management e
‘Building was opened for use The mtake fugure refer to 1985 and 1986
‘ respectlvety i : /

The burldlng houses for the Departments ot Agncuttural Economncs Ammal e
~ Science and Soil Science. It also houses a spacious conference hall, a large
~air-conditioned lecture theater, a smaller lecture theater, seminar rooms, two

micro-computer laboratories, soil science 'aboratones, the Devetopment:‘:'

o ‘Technotogy Centre and CIMMYT staff and FAO statt

The purchase of the UZ tarm has enabled extra income to be eamed by tor use o
by the Umversrty whose pnme functton is human resource deveiopment a

By purchasmg the UZ farm an addmonal subjeot has been added to the
~ curriculum of students studying for their BSc in agriculture. The subjectis called
~ Practical Agriculture Experience. Students in academic year 1 visit the farm
~ every Saturday morning for a least 5 hours and receive practical training and
~techniques of farm operations. The techniques include; irrigation management, =
~cattle dipping, combine. harvesting, pen fattemng of cattle, making of farm tools,
 yield estimation, soil analysrs, etc. This practical trammg represents a

o ~considerable improvement in the quality of their educatlon

" The UZ Farm is self sustaining. A substantial proportlon of the protrts are',il( o
ploughed back into the production process. Thus the purchase was a wise

‘investment, which was undertaken through ZASA fundings.

 Annex

Some crops and lrvestock are grown for expon and this ;generatesfore‘x.
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- TABLE
TABLE 1A

1980 e |

188t
01083
1987 e

20 104
16 103
16 104

~ Conclusions and 'Recommendations

~ signals. It has management who are not members of the University staff. Hinng

~ to positions of farm manager and the like are based solely on qualifications and
~ farming competence and experience. This should set an example for other
~ ZASA projects to decentralize the decision-making process if they are to be

~ projects where local staff have reasonable autonomy to solve 353¥‘f0"‘d3‘v‘ffl\‘,‘?‘

~ problems.

The UZ Farm enjoys considerable organizational autonomy in its operation and
" as such, is able to sustain itself and respond quickly to production and market

Viable economic units. Future ZASA funding should b directed towards such

.+ The lesson for Gwebi and Chibero Agricutural Colleges is to set up farm
‘management staff and workers who ‘operate as a separate entity to the College.

- Recommendations to the Ministry are that profits from agricultural colleges i

~ should be ploughed back into the production process rather than being
returnedtothe Treasury.

. ;WaShi‘ngtOnMuzajri:,

Oaman DN
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. ANNEx 5 ‘f F Agency and bepertment Reports

THE NATIQNAL FARMERS' ‘ASSOCIAT!ON OF ZIMBABWE

i ﬁ‘lntroduction

~ Findings

ZASA does not actrvely fund operatrons of the NFAZ, but the farmers
organization is aware of the benefits to communal farmers that ZASA projects .
~have brought. The following information could help pctential sources ot ZASA S

~ fundings. The fundmgs cover the 7 constramt areas |dentmed by ZASA

NFAZ recewes $36 000/yr government allocatrer- 45% of the Budget goes mto ‘j ' '
training farmers on how to grow a good crop. o

The NFAZ is a valuable source of mtormatron o Government and other:‘f;:f“,;;
organizations in rural development issues. Its organizational structure from
e ;vrllage level to national level helps send srgnals to national level. For example hal

~ in 1989 bales of cotton were sitting by the roadside in probably the remotest

- part of the country, Binga. The cotton could not be delivered to the CMB

 because of transport shortages ‘The signal was sent io NFAZ leaderships, who

 publicized the issue at national level and got the bales delivered.
Economically, this prevented a further loss in cotton quallty and ralsed
~communal producers cotton income in pnncrple '

" NFAZ also contributes in making agricultural policy because the Natronat“f:'
~ President of the organization sits on the Agricultural Marketmg Authonty Board e
*the ma;or agncultural pohcy makers in the country S . o

: The problems faced by the orgamzatron in trymg to abort communal farmers,; | “

are:-

(1) Transportatron of gram from the farmgate to the Marketmg Boards i
~transport shortages , | e -

(2) Poor roads inhibit trahsbort avarlabrhty

(3) Trade hbenzatlon which. glves the Marketlng Boards the mandate to“v,‘*
~ decontrol producer prices. NFAZ feels small farmers are still too smalitc

- be left at the mercy of market forces - they feel the Government should

not relax the grip on controlled producer pricing until the smail farmeris

able to compete in national and regional agricultural product markets.

(4) The NFAZ feels that the National Farm Irrigation Fund only addresses
, one aspect of the problem. It is develops rmgatron mstallatlons wrthout Gk

developing water resources. -

'(5)' The NFAZ also feels that there is a shorlage of fundmg for research that[ L

‘is communal - area based.

| (6) A problem faced by NFAZ is that their personnel Ieave for greener'

~ pastures because the cannot pay their workers oompetmve salaries.



1) Hybnd Maize Seed (eg. by ART Farm)

i (2) 'Research and trarmng in cotton productmn at Kadoma Cotton Trammg

~Institute

(3 ‘Smau farmer scheme for cotton product:on in the Honde Vattey

~ Most communal farmers are in Natural Regnons m IV and V, and productlon
~ levels are only as good as these agroecological zones can allow. :

8 trngatlon tundmg should redress this issue and should be drrected towards
T 'development of tmgatron in these araas ‘

Credit and AID has been directed to rural depot development srte developmentf
- and cotton gmnery development LASA has funded many of these protects " |

'Conclusions end Recommendetions

e

Fundmg ungataon and water TOSOUFCBS development rs cntlcal 1o thel”

o development of communal areas. More ZASA tunded prmects shouid be set up'y L
~ in the land and water problem area.

Transport between the farm and the depot rs another potentral area for ZASA‘
- funding.

Because the NFAZ has so much mformatlon and mﬂuence m the rurat areas rt |

i ‘should be represented on the ZASA Commrttee that approves ZASA prmects

Washmgton Muzan o
Harare, November 1990




ANNEX 5 Agency and Department Reports

THE DAIRY MARKETING BOARD
o0 lntroductron , | it .

- The major ZASA funded pro;ect in the Darry Marketing Board has been the~° 2

. financing of the purchase of 12 trucks for the distribution of milk in the rural .

- areas, 1987 at a cost of Z$2 million. All the vehicles are still on the road. s

« ZASA has funded the purchase of more milk distribution trucks in 1990, but the .
acquisition is still in progress, 90% of the milk is produced by nommercral e

~ farmers, whnle only 10% is produced by communal farmers o e

. ‘andlngs |

Milk intake by the DMB has risen smce the ZASA funded trucks got on th

~ road. It rose from 237 million litres in 1987 to 256 rmllron litres in 1990. |
The additional market outlets to the CAS enabled the DMB to sell more milk,

and milk products and thus able to raise demand for rntake Farmers ‘fj‘.

~ responded by producing more milk for sale to the DMB.

‘The milage covered in milk distribution rose from 6.8 mnmon krlometres/yr in
. 1986/87 t0 9.4 mmron kﬂometres/yr in 1989/90. e

The operating costs have gone down from $2,30 per km in the old f|eet o .
$0,80/km for the new fleet. The savings in operating costs per year is
Z$461,000 per year. Thus the ZASA mvestment will have paid for itself in httle i

~ more than 4 years.

The transport section of DMB is now operatmg asa profit centre m addmon ,t‘_ o

~_enjoys decentralized decision making. Transport cosis are now being

_ incorporated into the price of milk and this is a movement towards lmprcved
efficiency of operation for the parastatal

Benefits to the communal areas result from more milk bemg made avallable to o

them to improve nutrition levels.

increased milk intake has resulted in the productron of more mrlk products for .
export and this brings in foreign currency o

Conclusicns and Recommondetfons

ZASA funding has resulted in benefits to the DMB, the communal farmers o

- customers living in rural areas and the country. Movement towards

- organizational autonomy in the DMB transport section should act as a. model for‘
ZASA -funded progects wrth parastatals ; :

Washrngfon Muzari
Harare November 1390



ANNEX 5 : - | Ageﬁcy and Department Reports
“ D. coeeﬁa enowsns Assocmnou

introductmn

~The two maser cdﬁee pro;ects fu nded by ZASA to date are: ; ‘
1. . The additional coffee storage capacrty at Chrpmge--value Z$ 2 mrlhon -
A 2. ~ Coffee il lmg equment S - 6,7 mtlhon o

-No fundmg was avanabte at preharvest stage for coﬂee

Finqus

o . The fundmg of the (,h:pmge Coffee Storage Capacnty has berretltted the GMB i

- mainly, but it has aiso had indirect benefits to coffee producers Benefats“

e include:

N aForergn ewchange eammgs due to reductlon of Iess of quallty and value of S
- coffee while in storage. t L
2. improvement of the GMB tradmg account through mcreased eammgs Ak
3. Additional employment opportunities, ie. labour requrred to set up and
_,;‘%mamtaiﬁ the additional capacity.
4. Higher - grade coffee on the Internatronal market makes the demand and

e export prices for Zimbabwean coffee to use. If export prices for coffee are

high, producer prices will tend to be raised in order to encourage the
productlon of a crop that wul bnng in the very valuable forergn currency.

s From the producers pomt of view, the ma;or problems are related to the o

‘shortage of tractors of the 'Vineyard' type. This tractor type is used pnncrpauy . “ “
on coffee spraying operations. Commercial coffee producers require them in =

large numbers to replace the oid fleet and to service mcreased piantmgs that l
- have taken place in recent years. t o

Concluslons and Recommendations

" Future funding should also address activities prior to storage and precessmg o
This will only serve to reinforce the benefits aiready being enjoyed by post-
harvest funding, but additional benehts will also go to the coffee farmers‘ ‘
themselves. ,

~ « Reinforcement of existing benefits wm come about as a result of harvestlng?:
higher grade coffee. For example, if more tractors are purchased for sprayingto
control the Coffee Berry Disease, the quality of harvested coffee rises. Good

storage can only maintain the coffee quality at the grade of introduction into
storage, not improve it. The benefits mentioned above will thus be reinforced. In

addition a savings in chemicals of Z$4 mllhon will also be realized.

Washmgton Muzari
Harare, November 1990



ANNEX 5 ~Agency and Depertment Reports

B COTTON MARKETING BOARD

Introductlon

% "

'eqom»@wf

| ZASA has funded the follovnng pro]ects wuthm the CMB -

Sanyatr Gannery ' k 1984' 170 000 o
Bindura Cotton Gmnery 1985 3,000,000
Banket Press 1985 498,000
Fork Lift Trucks (30) 1986 1,300,000
Mahuwe Cotton Depot 1985 470,000
Chegutu Press S 1988 - 750,000
. MutokoDepot =~ 1990 750,000
‘Kadoma Gmnery | 1990  £.000.000
TOTAL . 16468000
.Flndlnge ,
U] S.UQ.QES;SES

~ (a) The Country has benefitted through increased forelgn currency earnings. The}“r o

forex earnings for the cotton from Mahuwe Depot for example amounted to US L
- $4.6 million in 1989/90 marketmg season. g

. (b) Produclron of cotton has risen by over 50. 0% lrom 5,000 tonnes to over 10 000“ -

~ tonnes after the Mahuwe Depot was establrsheo

(¢) Reduced dustance to the market has resulted in reduced transport costs hence
 increased profitabrlrty of the production and marketrng actrvmes |

@ The pro;ect is selt-sustamlﬂg and thrs has a posutlve lmpact on the parastatals : “ :

tradlng account.

{e) Employment for the local oommumty is avanlable as labourers at the depot -
~ agricultural off-season work at the depot can supplement agricultural moorne

About 50 labourers are ernpleyed ona permanent or seasenal basis.

® There are 3 salaried workers and one mlddle management employee Thus isa : r‘
small figure but it is a step towards solving the national unemployment problem .

(g) Commercial - Communal benefits reinforce each other. The ZASA funds te |
build the depot were made available by the Commaodity Import Program of the
Commercial Farmers. Improved cotton quality from Communal areas due to
less deterioration, post-harvest and pre-delivery makes Zlmbabwean cotton l:



competitive on the export market. This will sustain cotton exports and help build
 up the producer price of cotton. Both communal farmers and commercial

farmers benefit from high producer prices of cotton. The average price across . L
~ grades is Z$4.34c/kg. The bulk of the cotton is produced by the communal .

farmers. ' | ‘ | S

(h) The GMB has benefitted from ZASA fundings, eg. The Mahuwe Project hada
gross margin of Z$1.2 million and this is a positive contribution to the cotton

i trading account. SN g ‘ | o
~ « The major problem countrywide is the \shd(r”tage of transportation to the ‘de‘po‘t ‘fojf

~ areas further away fromit.

o Conclusions and ,‘R'ocomm‘q‘ndatlbns‘

« The Mahuwe Project is a profitable venture, the only funding they received from
~ ZASA was for the setting up of the depot. Thereatfter, financing was from depot

~ or CMB proceeds. Similar projects should receive funding in the future because =
_ the economic benefits are substantial.

- Funding for purchase of trucks finances movement of cotton between CMB
 storage points and not from farmer to the CMB. It is recommended that ZASA
- funding in future be directed to address this component of the cotton marketing
channel. Better transportation from the farmgate to CMB's depots is likely to

_ push up production levels and maintain high cotton quality post-harvest. =~

~ Washington Muzari
- Harare, November 1980
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' COTTON MARKETING BOARD

Report on USAID/ZASA Programme

Report Submitted by
, L.T. Madzikanda
Cotton Marketing Board
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 FILE: R19

: A meetrng was held at Cotton Marketmg Board Head-oﬁtrce at Kunma House Baker Avenue .
 Harare. Present were the Evaluation Team from U.S.A. headed by Dr. Raynoki and an Economist and
~Cotton Marketing Board was represented by the General Manager Mr. S.R. Ngunr and Assrstant General o
~(F|nance) MrL.T. Madzrkanda L ; ; .

- Toevalate tne rmpact of ZASA Fundmg on Rural Pro|ects
L - Benefits to the country in terms of Forex and En'ployment generatron
e Responsivenessbythe Cornmunal Farmermtermeot

(@ Increass in cotton production

b “Increase ingrosmoome ;

e : Look at tuture development strategres f e
~ We examined the Cotton Marketing Board pro|ects that were funded by USAID/ZASA The

‘projects were ciassrtied under two main headings: : ,

- {a) Grants
: (b) - Counter part funde

ol The first category covered the ZASA funded pro]ects The Cotton Marketlng Board benetrted -
- from this programme in terms of funding for the constructicn of the Mahuwe Transit Depot, Mutoko Transit
- Depot and the ZASA committee has approved in: pnnclple the tinancmg of the struotural erection .

: component of the Kadoma Heptaoement Grnnery .

, ‘Mahuwe Transit Depot was constructed in 1984/85 and became operation during the 1985 mtake i
~_season. The depot has a staff compliment of three (3) salaried staff and 12 wage workers. Duringthe
 intake season additional seasonal workers are engaged 1o supplement our permanent workforce.

; The benefits to the Board and the coutry at large was the increase in produotion inthe. Zambezr
valley, generation of income for the local population and this has had a multiplier effectintermsofthe =~
overail economic activity within the area. The average annuat intake of seed Cotton is 11000 tonnes and ;

o that, lint outtum averages 3 960 tonnes.

Lint distribution is 40% Export and 60% Local. Realieationetorexportmdlooelsaleaveragezss” *
- million and Z $6,5 million respectively. The Mahuwe project could be classified as a success, giventhe
 right weather conditions, and viable producer prices. Cotton, aeasrnallhotderorophaeabettergross
margin for Z $/hectares or = higher/retum to labour compared with other crops.

‘ The second project is the construction of Mutoko (Suswe) pnrnary Marketing Depot Progress on
the mptementatron of this project was slow due to:
(a) delay in decision on the relocation of the site frorn Suswe to Mutoko.

(o) Insufficient funds for the project.

~ Enoughfunds have now been secured and relocation has been finalised. Work on the pro.ect s
now progressing and it is expecied 1o be operational during the coming cotton intake season. s

‘A‘nrtnv ) ; o S U Pama 96




The policy on Trade Liberalisation and structural adjustment could aliow the Cotton Marketing
Board managmeent and the expected New Board greater autonomy in decision making on matters that will
_stimulate productive activity. it is expected then that Mutoko depot could benefit from increased
production. Mutoko as a growth point, has been targeted for development by government in line with its
policy of decentralisation. When the project is operational, the depot's contribution to the natlonal
economy will be fairy similar to Mahuwe

The ZASA committee have approved in principle the fundmg of the structural erection of the
Kadoma Replacement ginnery. The ginnery will make a substantial contribution to the Cotton Marketing =
Board. The present ginnery is over 20 years old and the cost of repairs and maintenance has rendered
the depot uneconomic.

Other projects funded by the USAID are:

(@) Sanyati Phase 1 (1984) Grant Z$ 1,7 million

(b) Bindura (1985) Grant 2$ 3 million

(c) Banket Press (1985) Counterpart Z$ 0,498 miillion
(d) Forkiift Trucks (30) (1986) Counterpart Z$ 1.3 m
(@) Chegutu Press (1988) Counterpart Z$ 0,75 million

: The USAID has made significant contributions to Cotton Marketing Board and managemem would
like 10 extend its appreciation and thanks to the U.S. Government for this assistance. .

From 1984 when Cotton Marketmg Board first received assistance from the USAID cotton
productlon gradually increased from 250,244 tonnes t0 a record 323 tonnes in 1587/8. Problems of
planting seed, viable producer prices, weather and disease have seen a decline in the producnon over
the last three seasons. ‘

: The Cotton Marketmg Board's strategy is to reach a million Iint bailes by the end of the second
- National Development Plan. A Review of our present ginning capacity indicates that we are able to gin up

to 350 000 tonnes of seed cotton. To achieve our targeted production the Board management is
proposmg to increase its ginning capacity by the acquisition of additional ginneries.

NO.OF MAX
GINNERIES o ~ GINNING
CAPACITY
TONNES
~ PBESENT GINNING CAPACITY YR 0 (1991/2) 9 350 000
Additional ginning capacity over
the next 4 years year 1 1 50 000
' year2 1 50 000
year3 1 50 000
year 4 1 20000
= 20000 t
- It is assumed that seed cotton intake will increase from year 1 at an average of 50,000 tonnes annually.
PROGUCTION INTAKE LINT GINNED GINNING |
TONNES TONNES
Year 0 350 000 126 875 217 875 5250
Year 1 400 000 145 000 249 000 6 000
Year 2 450 000 163 125 280 125 6 750
Yeard 500 000 181 250 311 250 7 500
Year 4 550 000 199 375 342 375 8 250
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LINT SALES DISTRIBUTION EXPORT TONS LOCAL TONS

 Year0 , 79 875 | 47 000

Year 1 95 000 50 000
Year2 , 111125 52 000
Year 3 AN 126 250 V 55 000
Yeard B 139 375 60000

Domestic market increases its consumgtions 1o a maximum of 60 000 tonnes over the plart period
atan average of 2 600 tonnes annually. i L

EXPORT VALUE VALU‘E

1) SALEs REALISATION TONS 2800 US S
Year 0 79 875 370 620 144 414
R B 95 000 - 440 800 171 760
2 111 125 515620 200 914
3 126 250 585 800 228 260
4 139 375 646 700 251 990
1 (l) SALES HEAL!SATlON e LOCAL  SALES
9 . VALUE ,

R , Tons . Z$000
 Yeax0 ‘ « : o 47 000 - 135900
~ Yeart ' 50 000 i 180 975

~ Year2 : 52 000 O 174 000
Year3 ‘ ‘ -55 000 ? 182 700
Yeard4 ; 60 000 191 400
1) : Average gross realnsatlon overthe plan period to average US82cmsor$ 1 808/Kg or
T Z $4.64/Kg.
- 2) Domesﬁcsalestobepeooodagamsttheyammdex ,
o in year O $ 3,02/Kg over 20 counts
in year 1 a $ 3.81/Kg over 30 counts
in ysar 2 - a export party  F.O.B. Harare
in year 3 a  exportpaty F.O.B.Harare
in year 4 a exportpaty  F.O.B. Harare

3 usstommmmwmm.xaungemezs.ussoas
‘ 4) Expoﬂcosbtoaveragozs%ofarossneausaﬂon

,w

US $ 000 REALISATION REALISATION |
i | US'$ 000 US $ 000
Year O 103978 e
Year 1 5 000 128820 24 842
Year 2 6 000 150686 21 868 ‘
Year 3 7.200 171 195 . 20509 G
Year 4 8.64 188992 17797 e
Annex ' | Page 30 Tl



PROJECT COST/ %

Nil
20.13 %
27,44 %
35,11 %
48,56 %

;that prices wnll increase by an average 20% annually

e mlén the statlslm zavailable above, it is evident that though export earnings \mll mcrease annually
me ge!um on every dollar we invest will diminish gradually when compared to the net incremental benefit.
is woith nioting that the as_sumtlons above have ignored the local net incremental beneflt derived l‘rom

the abcve mvestmem

" Annex o Page 31
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ANNEX 5 Agency and Department Reports

F. i COMMERclM., FARMEHS‘ UNION (cm)
' ' : Submlsslon on

commeacm.-comwmt. DEVELOPMENT PnoenAMME

in their power to ensure the grealest possrble enhancement of sustamable productlon in agnculture for
the benellt of themselves th rr:lamllles the natlcn and the future generatlons of this land |

~ peace of mingd, k"°“""§ tull well that |3r§e tracts ‘ot land are headrng towards desertlllcataon Many such

iden~2 era there was a pressrng need to meel 1he needs of the dlsplaced and the

| those chosen with the absirly 0 farm and supp:crted by the necessary mtrastructure otc.

: In both the shcrt and iono term mterests ol, all her people lt is crlllcally mporlant that lhe natlonf“ l o
current productive base is not eroded D i

s - Rehabilitation of degraded land is an unbelrevably costly
- the resources of most: developmg nations. e

~Zimbabwe is in a posltlon ‘where hign denslty subslstence agrlcullure exlsls |n many ol tne '
comrnunal and resetllemenl areas and modem advanced agrlcultwe takes place in adiacent commerclal
- sectors. i

xerclse in trme money, and is beyondf; ‘ -

- in the short term, populatlon pressure and Iack of employment opportunmes wull add lurlher straln ‘
 to the: comnmnal areas, whach wnll lncrease the rate of land degradatior and thereby exacerbate the

i This can be eased by the rnowement ol cap:tat and weallh lrom the developed areas to the lesser -
- developed areas and offers a means of provrdrng a long term solullon that wrll result in zlrnbabwean G
farmers enchancing the abiility to sustain and i improve production. . - .

'.Z'mbabwe is.one ol the Ieaders on the Alncan contlnent in the context of gross i

\,ec‘:ause ol lack ot land or other constramts “The Unlon also accepts tltal in the e

© Tnisis so because i does not threaten current production potential and reduces the possibllrly orl; o
: lurther land degradation, thereby retaining a secure agricultural base from which to launch this policy to .

‘reclaim the productlve potential, in the re-vitalisation and weafth enhancemerx of the communal areas.

The policy of pumpmg wealith and infrastructure into potentially viable projects in the communal areas in :
time will result in increasing producllvrly over a larger area of Zimbabwe. This injection of wealth will result

in job creation to those areas where people may be engaged in agriculiure as a means of. livmg, not;‘ e

- because they necessarily wish to farm, but because they simply have no other optlons of survival.

Bl It is essential that the poverty andsupsrslence productlcn in the communal areasbe rolled back‘ o
| andreplacedbyweallnandpbcrealmemerpnses £ iy ‘

The de facto pcsltlon wrthln Zlmbabwe is lhat Governmnt does net have the requrred traunedff

people, nor the financial resources to guarantee the successful resettiement of people over a: brdadu’;gl
enough ftcnt to result in any meaningful impact upon the communal area and, at the same tume, not S

destroy the agmumne which forms the main prllar upon which the national economy is structured

i It is unrealistic and not in the interests of the country for the private sector 1o sit back and expect “
Government to resoive the problems alone. The potential of all the private sector must be mobilised to
_reverse the current land desertification and reclaim the productlve potential of all the natural resources ot

~ our state. ,



: For the private sector to become fully involved and for them to assist on a sustained basis, it is
essential that all programmes and projects are operated upon business lines, so that all participants can
: beneﬂt financially and work towards the euccessful mplementatlon of thair collectlve enterpnses

0) Potential business ventures are |demmed by oommercnal farmers: and communal people wnlllng
- to undertake the joint ventures, on an entirely voluntary basis. :

S f(u); ~ Allintrastructure and requirements to that enterprise must be lmplemented in the
R communal or resettiemant area identified.

: (i) - Aniinitial report and feasublllty study is produced by the ongmators of the scheme, wuth speéial e
= emphasns on the production plans, and financial requnrements to implement the programme :

(v) Sources of funding for the project are identified, and here the general busmess eommumty
- of Zimbabwe must aiso be approached to participate in the ventures N

5 E (v) e Busunesses establlshed would not need to only panaln ) agncullure. but could be anythmg
~ viable'and ]ob c:eatmg

f(vl)l ‘Each project would have a maturity date, detemned atthe onsat of the programme At or .. -
\ ~ after that date the communal shareholders of the scheme may, it they so wnsh pumhase the Shoiid
g2 shares from their commercial Ppartners in the business in part or in whole. i

) . The Commenclal Fammers' Umon and the Natlonal Farmets Assouanon of Zlmbabwe would
. actasthe catalysts in identifying suitable people wishing to become involved in projects of
their chonce and in Iocatmg the pﬂvate sector business whnch may also wish to take part.

S (v Al ventures would thereby be ‘entirely commercial, and in keepmg wnh the broad concept
-~ of Government that in time all farmers, including resettiement farmars, should become
. commercial and also that resettiement and communal areas have a broad base of CE
‘enterpnses estabhshed to meet the need of those communmes -

o ('x) _ Basically the commercial sector wil supply the expertise and busmess acumento operate B
- the ventures successfully, whiie the communai sector supplles thedaytoday management ' and input

 requirement for their business, determined by the group asa  whole, alorg the lines of the initial pohcy i

| (x) Dependmg upon the rmagnitude of the pro]ect the gmup may elect to enploy asuitably
- qualitied manager or chief executive 10 run the venture on their behak, who would,be e
fesponssble to see that the plans set by the membors themselves are fumlled ‘

G;‘

This paper forms a very broad plan and mere!y serves to sow the seed of the concept to roll back“ }‘ -

~ and reclaim the land under the greatest pressure by mpcnng wealth into the areas that aremostinneed
- ofit,tothe beneMofallZin'babwo , =

~ ALAND.P.BURL
' CFU/October1990



A. SCOPE OF WORK
- ZASA Evaluation

 Zimbabwe Agncu!tural Sector Assistance Program

. (613-0209)

» IMPACT EVALUATION

& The Zrmbabwe Agncu!tural Sector Assrstance Program (ZASA) authonzed in 1982 is a controlled
~ resource transfer in the form of budgetary support to the Government of Zimbabwe (GOZ). The program,

- designed to contribute to productive growth in the economy, is targeted specially to heip meet two kinds oo
~ of Zimbabwean resource gaps: (1) foreign exchange for essential commodities, and (2) budgetary gapsin
'GOX programs aimed at alleviating constraints to |mproved smallholder farmer productrvrty andi rncomes in

the Iatter case seven constrarnt areas ar e addressed

;(1) agncultural researoh
. (2) agricultural extensron
" {3) agricuttural credit, '
. {4) marketing and rnput suppiy
(5} land and wateruse,
- (6) agricultural manpower trarnlng. and
S (7) DOIW planmng

- To date 555 0 mrllron have been oblrgated under the ZASA Program 343 0 mlmon for commodrty” o

.importation, and $12.0 million for technical assistance and overseas training. The commodity import

- program has, in turn, generated more than $62 million in local currency (Zimbabwe Dollars) through o
- payments by private sector importers and govemment entities receiving allocations of US dollars. These

~ funds have been deposued into special’ accounts of the Ministry of Finance, Economic Planmng and. .
' Development (MFEPD), and are programmed by an inter-ministerial ZASA Working Group forthe
- purposes described above. Criteria used by the Working Group in making allocations: require thatfund
 releases: (1) are directed at relief of the identitied constraints, (2) have the potertial to improve the
~ welfare of smallholder farmers, (3) are reasonable in terms of investment rationale, (4) will help meetan

. identified DUGQQR shortfall, and (5) will not impose an unacceptable recurrent cost burden on thQ‘ -

 government. To date, ZASA local currency funds hava been allocated to 66 difierent projects. Asof L

: June 1, 1990 zpproxrmately Zimbabwe 312 mrllion remarned available ror allocatron to pro|ects

f : Dunng the eany years of the prograrn, tne CiP. forelgn exchange facrlity was avarld:le to botn the publrc (up s

 1020% of the total) and private sectore. This continued until 1986, when A.L.D. funding for Zimbabwe was |

halted for reasons extraneous to the project. When A.I.D. resumed funding in 1988 and the ZASA
 program received an aliotment ot $5 million tor the CIP, all commodity imports were targeted to private
sector rrnporters of agricultural, mining and transportation commodities in order to increase the impact of
~_the program on the agricultural and mining sectors. both of which are large contributors to the nation's
 productive economy. Transponatlon was included because of its crucial relationship to the two other

sectors. A further reduction in scope was negotrated in 1989, when another $5 million allotment was Lo

~made to the ZASA CIP. ‘Commodity imports were limited to specrlied uses within the agricultural sector
~alone. The 1989 fundirlg is expected to be the last tranche of monies gorng rnto the ZASA CIP, whrch rs .

~ nowinits fmalphaso
o QB.[EQIIME

 This is to be an impact evaluation. Its central purpose is to provide a comprehensive, unbiased evaluation

of the program and the impact it has had, and will be likely further to have, on the agricultural economy of

- Zimbabwe. Examining both of its main parts (the CIP and the local currency components), the evaluation
will assess the appropriateness of the design and the effectiveness of the program with resped toits

stated goal and purpose. It will analyze accomplishments, measure progress and identify successes and

failures, not in the formative sense ot anabling modification or adjustment to better ensure success, but in

~ the sense of determminq whether tho design and the course followed by the program have had the o

AnnRay - ; : : ' ' Pana 24




‘des:red effects. In course it will also make 1udgments regardmg the appropnateness of the program to the

. economic and social setting in which it operates, including reference to the relative impact of unfocused

and focused CIP elements, and wull |dentlty and amculate Iessons 1o be learned by the GOZ and USAID
-~ from the expenence : : , ; '
..iThe Evaluat»on Team will address the followmg mclef topm
T Commodnty lmport Program ot
 .Concept
- Procedures
- Performance
- -Efficiency
- Effectiveness

2 LocaICurrenoyProgram

e Conc:ept .
- Procedures
- Performance
- Efficiency
- Eﬂectweness

: ’3)‘ OveralProgramln'pact .

.onGOZ budgets ,
- -0n GOZ policies : ‘
_ - On performance of the agncultural sector o
- On productivity of smaliholder farmers
- On welfare of smallhoider farmers : o
- On private sector growth in agnouuure ~ '
- On GOz capacrty to plan and nrrplement future sectoral programs ot a samrlar nature

In addressing these tcpaos the Evaluatton Team will seek and artriculate tlndings based on the best and |
fullest data aviailable and will draw therefrom, and from objective analysis of the data utilized, such
conclusions as are deemed by the Team to be germane, valid and |mportant to the purpose of the -

o ~evaluation. Inits mvestigations and analyses, the Team will, as appropriate, devote special attention to

issues affecting women, who in Zimbabwe form a majority of the smalihoider population actually worklng 33
the land, and to the beneﬂts accnnng to them asa result of tne ZASA Program. = L

The Team's conclusions. along with rts exposmon of ﬂndmgs and explanation of methodologtcal and],“‘
: analytical procedures used in determining and’ veritying ﬂndmgs and reaohung conclusndns wull tom a
major segment of tne body of the Evaluation report e -

B MEEQDQLQG! L s e

In conductmg the evaluatnon the Team mll revnew program dooumematlon znterwew knowledgeable;“f
personnel of the GOZ, USAID and private sector - inchiding non-govemmental orgamzations (NGOs) - visit
~ project sites, consult with intended primary and secondary beneficiaries, and undertake such othe:

_information gathering procedures as it deems necessary 10 is task. To the fullest extent possibie, the

~Team will seek and utilize objectively verifiable data in its analytical procedures and will quantify those data
wherever quantification will contribute to understanding of phenomana under examination. This

o vrequ:rement notwrthstandrng, the Team wnil aiso grve due regard to data quality in :ts ~nvesttgattons and wetl, :



riot hesitate in using subjective methods where these are appropriate in seeking findings and
-~ conclusions. Within these parameters, the Team is free to choose its own methodologies and analytical
techniques in undertaking the evaluation assignment. ,

- The Evaluation Team to be contracted for this Scope of Work will consist of three specialists: (1) a Social
Scientist/Team Leader (2) an Agricultural Economist; and (3) a Program Analyst with experience in
~evaluating large commodity import/local currency programs. All three Team members should have solid
academic and experiential credentials matching their specialities. At least two Team members should have
- substantial prior work experience in Africa, preferably experience in managing and/or evaluating programs
- similarto ZASA. Two members of the Team, the Social Scientist/Team Leader and the Program Analyst,
~‘should be citizens of the United States. The Agncultural Economist should be a citizen of Zimbabwe not
connected wrth the GOZ or USAIa ¢

‘Although the Team itself will be an extemal panel, it will be augmented dunng the time it spends in : :

~ Zimbabwe by an expert seconded by the GOZ. A Women in Development Specialist contracted
- separately for the purpose by USAID/Zimbabwe will work with the Team for two weeks and a Commodity

Management Officer from REDSO/ESA will work for one week while the Team is in the field. Additionally,
throughout its term m-oountry, the Team will be assisted by an oftrcer of USAI DIZ'mbabwe assrgned to that :
task. ,

v a&mﬂmm.amms -
e The Team will be required to submit a draft ﬂnal report on the evaluatnon exercrse to USAID/Zrmbabwe pnor, ‘ | .

 to its departure from Zimbabwe at the conclusion of its stay in-country, and a final report within one month

. ofits departure from Zimbabwe. Both draft and final versions of the report will be in format and style

- acceptable to USAID and meet A. 1.D. standards for such reports as stated in Attachment Aot thls Scope of‘

. Work. Twenty bound copies of the final report will be subrnrtted

V. BELATIONSHIPS AND RESPONSIBIITIES

~ The Team will be responsible for compieting the tasks desoribed in Article Iil and ‘submitting a final report as |

- specified in Articie IV. The Team will be under the general supervision of the Agriculture and Resources
 Management Office, USAID/Zimbabwe. The Mission wili provide logistical support in the form of office
space, a word processor and use ot one (1) secretary. and a vehrole for rn-country field trips as requured L

= VI SQHEDLLLEQESEBMIQES : ‘
"The Social Scientist/Team Leader and Program Anzzlvst will pnovude seven (7) weeks of servrce each .

beginning on or about September 20, 1990. The Agricultural Eoonomlst will provrde tive (5) weeks of“ L
service, beginning on or about Seuember 24 1990. ,

VIl ABTICLE | i
~ Forty (40) work days are ordered for the Social ScientisyTeam Leader and Program Analyst, inciuding
- travel time from the United States to and trom Zlmbabwe Thirty (30) work days are ordered for the

Agncultural Economist. ‘ ST s

Asix day work week is authorized for work to be done in Zimbabwe.



| B. SCOPE OF WORK
, ZASA Evaluation ‘
‘WOMEN IN DEVELOPMENT couponem

ot Z:mbabwe Agncultural Sector Assmance Program
{613-0209) ‘

. IMPACT EVALUATION |
o BACKGROUND

i (NOTE Thss spemal Scope of Work is: prepared in comunctnon wsth the broader Scope of wdrk prepared sl
~ for an impact evaluation of the Zimbabwe Agricultural Sector Assistance Program which will be conducted
~inthe near future. It lays out the tasks to be accomplished by a Women in Development Specialistto be -

. -assigned fo the impact evaluation team. Itis to be interpreted in the context of the broad m'pact evaluatlon e

~ Scope of Work, a copy of which is attached herewith fof ready reference.)

- The anbabwena agncuitural sector has expenenced fundamental changes smce the country became f o

~truly independent in 1980. Prior to that date, during both the colonial period - stretchmg fromthe 1890s o

- 101964 - and the UDI (Unilateral Declaration of independence) period from 1964 - 1980, the sectorwas

. viewed by the govemment as being comprised solely. of "modern” farming as practnced by the white i
- minority which controlied most ‘of the best agricultural lands in the country. During those periods, the large e
; farmmg community within the black majority of the populace was paid little attention by the govemment i

o except as it constituted a source of cheap labor for white-owned and operated farms. Blacks engagedin

. agricuttural activities were relegated to a broadly-dehned category of "subsistence farming,” and lttlewas |
‘done to.contribute to their productivity. Such relations as existed between the government (and the

~ white farming community ) and black farmers originated largely from protection and control motivationson.
_the part of the former. in 1979, the year before mdependenoe, over 90 percem of aﬂ marketed crops n.

the country was grown on white-ownad farme.

s Today, in 1 990, just ten years smca moependence was achieved smau and medmm—scate b&ack farmers s
- are marketing more maize, cotton, groundnuts and sunfiower produce than are the white farmers, and
~ their share in other marketed crops has increased dramatically as well. Remarkably, this great change has'
- been accomplished without a diminution in the production or productivity of the white farming community,
which continues to practice agriculture with excellent modem technologies and high-yieiding resuits. The =
‘change has come about, rather, because of a sustamed policy initiative of the Government of Zimbabweto.

~ incorporate small-scale black farmers into the commerical agricultural sector. This policy, partof amuch
_larger framework of pollcles aimed at sutannably improving the welfare and standards ot living of the
~_nation’s black majority, has led to a comprehensive, coherent set of programs. designed to provrde sma!l- ;l :

N scale farmers with needed mcemtves, needed inputs, and needed access to markets.

o USA!D/Z:mbabwe has supported the Government of anbabwe (GOZ) in uts agncultufal and rural” -

| , developmem programs in many ways. The Zimbabwe Agricultural Sector Assistance (ZASA) Program is

- one of the most significant of the USAID vehicles providing this suppert. (See main Impact Evaluation:‘f il
- Scope of Work for a descnplion of the ZASA Program, its. purpose, oblectives andmethodologaes ) -

i OBJECTIVE

| .;ln Zimbabwe as in most other developing oountnes. women play many cmccelly nnportant roles mff[ “
~ agniculture. This is particularly so in the case of small-scale agriculture, where women are often the defacto
~ heads of farm families because their men are away earning cash incomes to supplement meager family

~ resources. It is estimated that, in Zimbabwe, women constitute approximately seventy percent of the adult
" population actually engaged in small-scale farming. They make many of the decisions affecting small

farms; they provide much of the labor used on those farms; and they do these things in addition to the

~_myriad responsibilities they hoid as mothers and daughters in a strongly family- and land-oriented culture.
* Even when their husbands are present on the farms and exercising their perceived rights as titular heads

~ of household, most if not all farming decisions within the family are made either directly by women or with .

~ their knowledgeable advice. Thus, it is ermre'y appropnate to think not only of women as farmers butof k



farmers as women in the Zimbabwean context. As a group, they autnumber their male counterparts by a
substantial margin.

For this reason, it is importantt that programs and projects aimed at agncultural and rural development in
Zimbabwe be designed with the roles played by women in the rural househoid firmly in mind.
Development activities designed and implemented without reference to or consideration of the gender of
participants and beneficiaries are at best likely to be less than fully effective, at worst to be entlrely
inappropriate and counter-productwe

The primary purpose of this WID compoﬁent of the ZASA Impact Evaluation is to prov]ide a
comprehensive, unbiased evaluation of the impact the program has had on women engaged in agriculture
. in Zimbabwe. Accomplishment of this purpose will provide not only a measure of what the program has
achieved for this major, crucially important segment of the rural population, but also a measure - a very
- significant measure - of its impact overall on agricultural production, incomes and living standards in the
country. Thus, while examining the program to ascertain the extent to which it has been successtul or
unsuccessful in meeting planned objectives, and while commenting on its successes and failures in that
" respect, the major thrust ot this component will be to help in determining whether the design and the
- course followed by the program have been appropriate in terms of the gendsr realities of the arena in
which it has operated. The major goal of the component will be to identify and articulate lessons to be
- leamned from the experience of the program by the Government of Zimbabwe (GCZ) and USAID and,
- beyond that, to point to salient factors which snould be considered in the design of future programs
dealing with the development of the sector. - ‘ ‘

STATEMENT OF WORK ; ‘
Because ZASAis a smz_asslsiame_pmg:am and because it is the central purpose of this evaluation to

- reach findings and conclusions regardmg the impact the program has had on the performance of the

agricultural sector in Zimbabwe, it is imperative that the overall evaluation process be informed by insight

into women's roles in agricu'ture and into the part women have played in the program itsed. Therefore, the -
~ WID consuttant will identity and focus his/her attention on gender issues associated with the evaluation
- team’'s examination of ZASA's design and implementation experience. Following the general format laid

_out in the main Impact Evaluation Statement of Work and working closely with other team members the
- consultant will work to coliect, orgamze. analyze. and nrletpfet available data on

1) female participation in Zimbabwean agricunnre and the unpact of ZASA on that
participation.

| ff?) govemmental and social perceptions regarding women's roles in small-scale aqnculture

“and their place as participants and beneficiaries in the plannmg and implementation of
- development-oriented programs and projects.

3) governmental policies gmdmg developmental assistance to the agncullural sector,
especially as they relate to and aﬁect women.

Specmcany. the WID Specialist will work to obtain and utilize gender-dlsaggregated data whlch are
pertinent to the purposes of the evaluation. Within this framework, helshe will seek answers to the
questions which follow: ‘

in relation to 1@ ZASA program itse¥, ,

- Have women panicipated in proporation to their numbers and importance in agriculture?

- Have women benefitted in the same way and to the same degree as have men?

-~ Have activities been planned and implemented in ways that take women's needs and
interests into consideration?

In relation to the government's agricultural and rural development program as a whole,



L Have women and men received equal access to resources?
- Have women and men received equal access to markets? ;
- Do government policies take gender differences into account?

- Are women able to access and utilize inputs ~made~available to farmers in the same wayas
: are men? : . g . | B ‘ L

- It answers to these questions indicate that differentials do exist between men and women,
-~ what are the specific constraints which cause them, and what might be done to reduce or
S - eliminate their effects? ‘ g ‘ ?
'METHODOLOGY, TEAM COMPOSITION AND REPORTING REQUIREMENTS

~ (See main Scope of Work)

. Twenty-seven (27) working days are allocated for this component of the ZASA Impact Evaluation. Of
these, it is expected that three (3) days will be spent in preparatory work in AID/Washington prior to amival
_in Zimbabwe, twenty (20) days in Zimbabwe on the data collection and analysis tasks identified elsewhere

in this Scope of Work, and four (4) days in post-evaluation final report completion and submission. The

~exact timing of these activities will be contingent upon the timing of the larger Impact Evaluation of which !

i they are a pan. It is desired that the WID specialist participate with the rest of the team in preparatory work

in AiD/Washington, < nd that his/her arrival in Zimbabwe coincide with the amival of the larger team, so that

= work can be prop /ly coordinated up to the time of the specialist's departure from the country.
- Submission of the specialist's report should be accomplished immediailey upon his/her return to the

United States so that it can be reviewed and incorporated ino the draft Evaluation Report which will be
~ Submitted to USAID and GOZ before the full team leaves Zimbabwe. ST : o



ANNEX 7 ~ -
EVALUATION METHODOLOGY

: The evaluation mission began on‘October 22, 1990, and delivered its revrsed
report to USAID in February 1991. Final revisions were undertaken during May 1991.
"The team, under the sponsorhip of the State University of New York, consisted of:

-+ Malicolm J. Odell, Jr., Ph.D.; Team Leader/SocraI Scientist (US)
s Joff Dorsey, Ph.D.; Institutional Analyst (US), and

: ~* Norman Reynolds, Ph.D.; Agricultural Economlst (Zimbabwe) | 1
A Women in Development Specralrst Carolyn Sachs, Ph.D., from GENESYS (US). |

~ joined the team for three weeks, from October 27 through November 17. Research
~ Assistant, Washington Muzari, a graduate student in the Faculty of Agriculture at the

_ University of Zimbabwe, worked with the team on data collection and analysis
throughout the field research process. Milton Mambo and Stephen Tangwena ofthe
~_ Ministry of Finance, Economic Planning and Development and Ministry of Lands,
- Agriculture, and Rural Resettlement arranged appropriate introductions and field trips.

The USAID staff members from the Mission and Nairobi REDSO office who were to
~join the team according to to provisions cf the Scope of Work were not able to join the .
~ team as planned : : . S N

| Because of the comprehenswe nature of the ZASA program its broad sectoral e
function, separate commodity import and local currency components, seven constraint
~areas, and 84 sub-projects implemented by 18 agencies, a four-pronged evaluation

¢ ‘methodology was developed. This included (a) soliciting data and reports from o
~ participating agencies, (b) key informant interviews with senior staff from those

~agencies, (c) field visits to observe a cross-section of all major allocations, and (d) a
~ sample of interviews with end-users communal and commercial areas as well as in
educatronal and trammg mstltutrons r ~

Field visits and meetings with GOZ ofﬁc:als. agencues farmers. and private fi rms ,
‘were conducted through November 16. An outline of the report, with preliminary

narrative, was shared with USAID and the Working Group on November 9, and
expanded into a first draft report which was distributed on November 13. The majority
of the tearn members completed their in-country assignments by November 22.
~Because USAID staff members from neither the Mission nor Nairobi REDSO office
~were able to join the team as planned, the insiitutional analyst extended his stay
through December 16th to conduct further analysis of the Commaodity import Program
‘and both the Team Leader and Institutional Analyst undertook substantial additional
‘data analysis and write-up in the USA during January and February 1951. A revised
report was reviewed with the Mission on December 14 and a further draft, re-

~organized in light of changing Mission requirements and including an expanded CIP

~ section, was submitted February 25, 1991. At the request of the Mission, the report's
~ organization was returned to that originally proposed and minor revisions were
~ incorporated in May 1991. Data unavailable to the team during its field rnvestrgatlons
were incorporated into the revised drafts submitted in February and May 1991

5 During the evaluation, meetings were heid with approxlmately 110 rndrvrduals‘
mvolved with the ZASA program. These included nearly 70 officials from GOZ, USAID |



farmers' unions, commodity importers, and parastatal authorities, as well as over 40
smallholders, commercial farmers, fishermen, and village leaders. Field visits took the
team to Rusape, Mutare, Nyanyadze, Watsomba, Tzonzo, Gwebi, Chibero, Kariba,

s ~ Victoria Falls, Mukunga and Tashinga (Mana Pools), Bulawayo, Wensledale, Kadoma,

villages in Matabeleland South, Mashonaland East, and the Honde Valley, as well as
numerous sites in the Harare vicinity.! ' o b

= __The senior officer and top administration from each ministry, department,
- agency, and parastatal organization receiving ZASA funds was personally
interviewed, together with a cross section of field staff and/or end users, as

~ appropriate. Each institution was asked to provide a short report and supporting data
~ indicating the utilization of ZASA funds and their impact, and a research assistant was

made available by the team to assist them in providing the relevant information. By late
‘December between half and two-thirds of these reports were on hand for preoaration
of the final report. During January and February 1991 follow-up interviews were

conducted in Zimbabwe by the Agricultural Economist to fill remaining information

. gaps, particularly those related to the end use of commodity imports, while, in the US,

 the Team Leader and Institutional Analyst, together with a professional editor,

- analyzed and incorporated the quantitative data and information, made available after
~ the draft reports were submitted, into a reorganized and expanded draft of the report

- submitted to the Mission at the end of February. Dr. Robert Armstrong brought final
- Mission comments to the US in mid-May and the completed report was submitted
~ during iate May, 1991. R I e TR it

1 See Annex for list of organizations and officials contacted.




ANNEX 8

PERSONS AND INSTITUTIONS CONTACTED

BY THE ZASA EVALUATION TEAM

' AGRICULTURAL DEVELOPMENT AUTHORITY

Dr. Liberty Mhl

anga, General Manager

Dr. Made, Edward Mkhosi, ADA (Bulawayo - Model D) Project Coordinator
‘Alpheas Mbayiwa, Range Supervisor |

Pias Maphosa, Counsellor for Ward 8

M. Mbelesi Regional Planning Officer.

‘Wellington Mudzamiri, Range Supervisor

Ngiseni Muleya, Agritex Extension Worker for Ward8

Chief Eduard Nhlamba of the Gwaranyemba Communal Area

T.E. Mutunhu,

 AGRICULTURAL FINANCE CORPORATION

‘General Manager

A.C. Nyengerai, Deputy Generai Manager
_Z. Hove, Assistant General Manager (Finance)

 BOARDER TIMBERS

General Manager, Harare

" CIVIL & PLANNING PARTNERSHIP

~ B. Musarurwa

 COFFEE GROWERS

ASSOCIATION

~ Jimmy Aitken, Chaiman

- Robin D. Taylo

r, Chief Executive

_ Mike McNamara, Production Executive

- COMMERCIAL FARMERS UNION

- David W. Hasluck, Director
~ Phil Folks, Chiet Economist:

~ Jerry Grant

- COTTON MARKETING BOARD ‘
: Sylvester R. Nguni, General Manager »
L.T. Madzikanda, Assistant General ‘Manager (Finance)
B. Vaughn Evans, former Director, Cotton Training Center

Rob Jarvis

DAIRY MARKETING BOARD (R
o M.Z. Nyampingidza, General Manager
- Edmund Takaindisa, Project Officer, Tzonzo Milk Center

Mavis Matongo, Secretary, Chimuriwo Grazing Scheme, Watsombe

DULY'S (PVT,) LTD.

_A. Papalexis, Manager, S’ales Operations | e ‘
- FOOD AND AGRICULTURE ORGANIZATION OF THE UNITED NATIONS
o David McCullock, Resident Representative S : |

Magdy Ghieth,

Programme Officer

~ * This list does not include individual smallholdar."commercial farmers, and other end-

users or benef
field

iciaries of ZASA funding who were interviewed anonymously in the



GOVERNMENT OF ZIMBABWE
- MINISTRY OF COMMUNITY AND COOPERATIVE DEVELOPMENT
Enoch Moyo, Deputy Secretary ; ;
T. Mushayandebvu |
M.J. Manyanya
Mr. Mabiki
Mr. Mugabe
‘Mr. Shimtamia
Mr. Shoko
MINISTRY OF ENVIRONMENT AND TOURISM '

- Thomas P.Z. Mpfou, Director of Natural Resources

- Devious A. Marongwe, Assistant Director Extension
- M.D. Munemo, Dept. of Natura! Resources

M. Mugabe, Asst. Sec i

'I; l\'auchonsahande Dept of Natlonal Parks |
uzari | ,
MINISTRY OF ENERGY WATER RESOURCES AND DEVELOPMENT ‘
‘Mr. Remba . G
MINISTRY OF FINANCE, ECONOMIC PLANNING AND DEVELOPMENT e
Augustine Nyamatore, Deputy Director, PIanmng. Natlonal Planmng Agency
- O.M. Matshalaga, Undersecretary, DIF
L.G. Morrison, Deputy Secretary, Dept. of the Acoountant General
| Jerry Gutu, Chief Accountant, Dept. of the Accountant General
~ W.S. Chirimuuta, PSIP | | ; |
~ D.ZP.Feresu
L. Matsuayv ~

Augustme S. Nymatore
Deputy Director (Planning)
- Mrs. Rudo Faranisi, Senior Planner
Stephen L.Tangwena, Planner
- Robson Dhlodhio, Planner
Mr. Dube Planmng o

R Chrvmgo i
- T.J. Chikondo o
MINISTRY OF INDUSTRY AND COMMERCE
Victor Musandu | o
~ Ms. Ponalo
MINISTRY OF LANDS AGRICULTURE AND RURAL RESETI‘LEMENT
Tobias Takavarasha, Deputy Secretary (Marketing)
‘R. Rukovo, Assistant Chief Agricuitural Economist |
‘Mr. Mafurirano, Agricultural Economist ~ |
Mrs. Casta Thomas Asst. Sec./Ag. U.Sectyr; Finance and Pro;ect Admsmstratlo



GOVERNMENT OF ZIMBABWE
MINISTRY OF LANDS, AGRICULTURE AND RURAL RESETTLEMENT
M.M.M. Mambo, Agricultural Economist
~ John Dickens, Agricuiture Education
- M. Mazwese, Projects

Simon Pazvakavambwa Dlrector ,

Erik Chidenga, Provincial Irrigation Specialist (Mutare)
Semour Gimane, AGRITEX, (Harare) ,

Solomon Maina, Irrigation Manager, AGRITEX (Harare)
Karlis Palle, Supervising Engineer, DANIDA

M. Sithole, Irrigation Manager, Nyanyadze

ﬁ Prmcnpa.l

‘Ronald J. Fenner, Chief
Stuart Hargreaves. Director

- Bazibi Maphosa Principal
R.T. Nhau, Vice-Principal

- GRAIN MARKETING BOARD

Renson M. Gasela, General Manager o ‘
A.R.H. Hawke, Deputy General Manager (Engmeenng and Operatnons)
- |. Mavindidze
~Mr. Margeson (Mutare) , ,
o Mr. Lane (Mutare)
ICRISAT (Intemational Crops Research Instltute for the Semn-And Troprcs) ;
Lovegut Tendengu, Regional Training Officer, (Ex—PnncrpaI of Chrbero) :
~Jack Matanyaire, (Ex-Director of AGRITEX) ,
KAPENTA FISHING COOPERATIVE
W ‘Mr. Sianjeme, Chairman | :
F M. Kwendambairi, Production Manager A
- McDONALD BROS.
o -~ Mr. McDonald, Bulawayo S
~ NATIONAL FARMERS ASSOCIATION OF ZIMBABWE (NFAZ)
Robinson Gapare, President
PIG INDUSTRY BOARD (Bulawayo)
Mr. Michael Chikutu, Station Manager
Mr. Charles Ngirizi, Senior Stockman
- PLOUGHBOQY, (PVT.) LTD. |
J.i. Louw, Sales Administration Manager
" LD.Robertson
TURNPAN, (PVT.) LTD.
Lk Mr. Eaker General Manager
Noel Thomas, Sales Representative



USAID
Theodore Morse, Director
Allison Herrick, Past Director
‘Stephen J. Spielman, Deputy Director
Douglas R. Pickett, Project Officer i
~Joshua Mushauri, ARM
Mary Llewellyn, Comptroller

Dr. Robert E. Armstrong Ill, SADCC Liaison Off‘ icer, & Ag. Offlcer Desugnate

UNIVERSITY OF ZIMBABWE
g Mandivamba Rukuni, Dean at the Faculty of Agriculture
WENSLEDALE/AFRICARE
~ - Kevin M.Clements, Africare Country Representatwe
L Mike Mangwayana, Dir. Africare Agro-Business Tram;ng
WILLIAM BAIN & CO. HOLDINGS (PVT.)LTD |
: E. Campbell, Procurement Director, Harare '
ZEMCO, Div. of Astra Holdings, Ltd. _
- O.S. Sylvester, Sales Administration
- ZIMBABWE NATIONAL FARMERS UNION
‘Gary S.T. Magadzire, President
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