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1.0
Executive Summary
1.1
Background

The Income Smoothening through Agricultural Marketing Interventions (ISAMI) is a five (5) year project implemented by CARE International in Uganda in Kabale District and was started in January 2003 and ends in December 2007.  The project aimed to increase and steady the income levels of 5,000 rural subsistence farmers.  The project was funded by the European Commission (EC, Government of Austria (GoA), and CARE Austria.  
The objective of the Final Evaluation was to determine whether the activities undertaken have led to the achievement of the specific objective and has made a contribution to the overall objective.

1.2
Summary of Findings


Impact achieved by the project

· Trends and progress made towards impact level indicators: The project has made significant achievements towards impact level indicators when compared against the expected results. 

· Extent to which project promoted gender sensitivity in implementation of different model: Partner organizations encouraged the election of women in leadership; deliberate targeting of women farmers to participate in IC and S&LA, and the development of gender mainstreaming strategy in 2005. 
· Extent to which promoted models enhanced economic and social development

Beneficiary level: the promoted models have led to an increase in savings by the project beneficiaries.  The S&LA model has introduced a culture of saving and the interest earned by the groups has encouraged participating farmers to increase their saving levels.  


     Community/group level

There has been a noticeable increase in the rate at which farmers are joining S&LA and IC groups.  Community members have also benefited by accessing improved bean seeds from participating farmers.  However, some farmers have not understood the IC model and there is a lack of a harmonized production plan by the participating farmers.  

Partner organizations

The main partner organizations were KADFA and KCBTA.  The project has managed to develop the capacities of both organizations through the provision of technical support.  

· Relevance/impact of use of IC approach in smoothening levels of price fluctuations of beans sector in the region

Through improved agronomic practices and promotion of better variety of climbing beans, there has been a marked increase in yield and quality of beans produced by farmers in the selected sub-counties.   This has led to smoothening of levels of price fluctuations as a result of increased demand and entry of private buyers and seed companies.
· Sustainability of the project after the close out

Inventory Credit

The involvement of Lyamujungu SACCO and other SACCOs that have expressed interest and implemented the IC model and the provision of credit suggests that a business opportunity has been created for these institutions.  The involvement of private buyers and seed companies will ensure that the market created is sustainable.  Some farmer groups have been supported through the assistance of CIAT and NARO to start production of certified seeds and provision of market price information and there are plans to scale up this activity to 7 additional groups.  

Savings and Loans Mechanism

A number of new groups are being formed without the intervention of the project or its implementation partners through new groups learning from existing groups.  The model is highly favorable to the poor since it is more flexible than other locally available models.  

· Multiplier effect of project strategies and unintended results

There is an increased interest of community to form SLA groups without support from partner organizations or the project.  Neighboring farmers have also learnt better agronomical practices from the project beneficiaries and this has led to a general increase in yields for climbing beans and Irish Potatoes. The major challenge of the multiplier effect and unintended result would be that as the S&LA model self-replicates, quality and standards could be compromised leading to many variations of the model with potential negative consequences.

· Promoted linkages among different stakeholders

Various linkages have been developed between and among different stakeholders involved in the promotion of IC and S&LA models.  

· Levels of institutional capacity of participating organizations
KADFA

Some internal management capacity and management systems have been developed by the project at the institutional level.  KADFA has been registered with NAADs and is in the process of tendering as a service provider to ensure continuity of the services that it offers.  However, the provision of technical services to farmers, including production and mobilization faces serious threat after the closure of the project unless another donor is found by KADFA immediately.  

KCBTA

KCBTA is a network organization structured around Community Based Trainers (CBTs) who are community based.  Their capacity has been built and farmers appear to value their services.  The services delivered by CBTs are valued by farmers and some expressed willingness to pay for these services.  However, there is a fear that the number of farmers willing to pay for CBTs services may be too few to create sustainable levels.
LFI

Lyamujungu views the IC model as an important business opportunity and has expressed willingness and allocated resources to ensure the continuity of services after the closure of the project. 

· Affordability of models to beneficiaries

Under the IC model, the beneficiaries have not been paying for the costs of the services except for inputs.  Under the SLA model, the costs are determined by beneficiaries themselves. There is the fear that after the closure of the project, farmers will have to incur some costs including transport to the stores and storage fees, which if not clearly communicated can cause disillusionment.  
· Scalability and replicability of models

The S&LA model has already been self-replicated by the community.  The model itself is easy to learn through peer learning and since it is managed and owned by the members, there is enough incentive for others to want to replicate it.  

· Efficiency in the implementation

Overall, the quality of the day-to-day project management appears to have improved markedly in the last 1 year of the project.  

· Effectiveness of implementation

Resources and partner working modalities

The donor allocated sufficient financial resources to the project but these were not utilized in a timely manner.  However, the project was often late in procuring assets and equipment contrary to the timeframe stipulated in the log frame.  This was mainly due to externalities including stringent procurement policies and procedures.
· Operational modalities in addressing needs of project beneficiaries

The IC and S&LA operational modalities were largely effective in addressing the challenges faced by the target groups.  The IC modality has addressed the challenge of limited land size by introducing high yielding climbing beans which require less land than the bush type and local climbing bean varieties. The biggest challenge IC has solved is poor farmers accessing loans using their produce as collateral which had never been before. The S&LA modality has provided the poor with access to credit which they manage on their own
· Relevance of the Project

Identification of real needs or problems

Apart from poor transportation and communication infrastructure and food insecurity, the real needs or problems identified during the end of project evaluation are similar to those that were identified by the project at inception.  

· Quality of assumptions, risks, and conditions made in log frame

The assumptions, risks and conditions made in the log frame were accurate and that these have been achieved during the life of the project.  

· Overall strength and weakness of the project design

Quality of revised log frame

There was confusion at the project level as to which is the approved revised log frame.  There exist several versions in circulation and the project staff were not clear on which was the approved version. 

Clarity and internal consistency of overall objectives, purposes and results

There were a number of inconsistencies including; some conflicting output figures e.g. # of farmers in expected result 5 &7; some terminologies were not applied uniformly; some targets were confusing, etc.
Degree of flexibility and adaptability to rapid changes in circumstances
There were no major changes experienced except on the long frame which was revised the staffs were confused on whether the revised version needed donor approval. However, evaluation team learnt that the Kabale staff got technical support from CARE Austria official’s periodic visits to clarify on the log frame. 
· Implementation of recommendations of Mid-Term Review
The project implemented all the recommendations made by the MTR. This contributed to the realignment of the project and enabled it make significant progress in meeting its targets.

1.3 
Summary of Recommendations/Way Forward

Recommendations/Way Forward

· The Future of IC and SLM promotion: Organizations that have shown interest, such as Lyamujungu SACCO and UCA, should be encouraged by the project to replicate and scale-up the IC model.  CARE International in Uganda could also develop a larger proposal to replicate and scale up the model

· Sub-county stores:
The ownership, management, and link between the stores should be thought through carefully.  It is recommended that stores should be owned by the Community through the FGs but managed by an Entrepreneur Link Farmer who acts as an agent of the SACCO.  
· Long term provision of market information:
A Link Business person, who is not a commodity trader, should be identified in each major market to provide this information on a fee-based basis.  ISAMI should encourage CIAT to explore this approach. 
· Extension Services:
SACCOs should not provide extension services but work with NAADS, KADFA, and KCBTA.  Costs of extension service provision by KADFA and KCBTA should be embedded in the interest rate charged on loans by the SACCO, where these are not subsidized by NAADS.  KADFA and KCBTA should be encouraged to bid for contracts from NAADS to provide extension services before the end of the project.
· Security of savings towards the end of the cycle:
SLM groups should be encouraged to deposit their savings with the SACCOs and/or other LFIs towards the end of the ‘cycle’ for security purposes.
· Impact Assessment Study:
An impact assessment study should be undertaken after the project is closed to draw important lessons learnt.
· Environmental issues:
Encourage planting of fast growing trees such as sesbania species by farmers to provide staking materials, earn more income, and improve soil management

2.0
Introduction

2.1
Background 

ISAMI is a five-year project implemented by CARE International in Uganda in Kabale District.  The project was started in January 2003 and will close in December 2007.  The aim of the project is to increase and stead the income level of 5,000 rural subsistence farmers through the use of Inventory Credit (IC) mechanism involving the production of beans and accessing credit using produce as collateral and increasing the household income capacity through the community based Savings and Loans Mechanisms (SLMs).

The project operates in seven (7) sub-counties of Rubaya, Muko, Ikumba, Bufundi, Bubaale, Kaharo, and Rwamucucu.  Under the IC component, Kabale District Farmers Association (KADFA) and Lyamujungu Savings and Credit Organization (SACCO) are the main partners who are responsible for farmer mobilization, training in agronomical practices, financial management, information dissemination, and provision of credit.  The IC component is designed to address the economic and marketing constraints faced by subsistence farmers.  It uses climbing beans as collateral that is used to access credit from Local Financial Institutions and later selling the produce at a time when prices are more favorable than during harvest time.
Under the SLM component, Kabale Community Based Trainers (KCBTA) is the main partner who is responsible for group formation, training, and capacity building.  After experimentation with three different forms of SLMs: Accumulated Savings and Credit Associations (ASCAs), Rotating Savings and Credit Associations (ROSCAs) and Saving Clubs (SCs), the project has chosen to promote ASCAs since it provides both credit and distributes interest earned to its members. 
2.2
Terms of Reference

This report is the outcome of End of Project Evaluation (EPE) carried out by three consultants (1 International Team Leader and 2 local) hired by CARE International in Uganda.  The overall objective of the EPE was to determine whether the project approaches and activities undertaken led to the achievement of the specific objectives and made a contribution to the overall objective as per the project design and agreed by all partners involved.  

A detailed Terms of Reference is attached in Annex 1

2.3
Project evaluation methodology

The following was the methodology that the evaluation consultants used in order to achieve the objectives of the EPE:

· Reviewed key documents (see comprehensive list in Annex 2) which informed the process, understand the ‘state of the project’, provide documentary evidence of achievements made, understand the local and national policy and operating environment, help develop the interview guidelines, and inform discussions on the findings.  This was an interactive process which continued up to the writing up of the draft report;
· Developed and discussed the review plan with the CARE-Uganda Program Director and ISAMI staff respectively.  This included discussions on areas of focus, interview meetings and field visit schedules;
· Undertook face-to-face interviews with key stakeholders (See list of stakeholders interviewed in Annex 3);
· Interviewed individual farmers and their leaders including focus group discussions with IC groups and S&LA groups that were selected using purposeful sampling method;
· Held a debrief validation workshop with key stakeholders in Kabale to present the preliminary findings and recommendations (See list of participants in Annex 4);
· Held a debrief validation workshop with senior staff of CARE-Uganda and other stakeholders in Kampala (See list of participants in Annex 5); 
· A draft report was written and circulated to the Project Manager and Program Director of CARE-Uganda for comments and feedback;
· The comments and feedback on the draft report received from CARE –Uganda staff were incorporated into a final report
3.0
Description of project main interventions

3.1
Inventory credit

According to the original project proposal approved by the donors, the rationale for establishing an inventory credit model was to address the marketing and household economic constraints faced by small-scale farmers in regions with weak market linkages.  Hence it was modeled that at the time of harvest when market prices are low, small-scale farmers organized into producer groups would deliver their produce to a particular storage facility that is controlled by a financial institution (see figure 1 below).  Upon delivery of the produce to the store, the financial institution would advance the members of the group credit using the stored produce as collateral.  The farmer groups would then monitor market prices and attract traders that are looking for large quantities of the produce and sell to the buyer offering the highest price during periods of high demand.  The model assumes that this process would result in the farmer benefiting from high prices and scheduled payments.

Figure 1: The Inventory Credit (IC) Model
[image: image1]








3.2
Savings and Loans Mechanism

The savings and loans mechanism (SLM) denotes methodologies that provide either savings and/or loans.  The model recognizes that the poor use a multitude of financial instruments to manage their finances.  However, in Kabale District the numbers of formal financial institutions are few and hence restricting the financial instruments available to the poor farmers. The SLM was introduced in recognition that poor farmers lacked access to the available financial instruments.

Under the SLM model, there are two main approaches that were proposed: 

· The savings clubs that are like a locally managed post office or current account where no interest is paid and participants have access to their savings whenever they want; 

· The ASCA’s that is more rigid with regular savings over a period of time with restrictions to access.  However, members have a credit facility and interest is paid on the savings when distributed. 

Under ISAMI, the ASCA methodology was adopted, which enables members to set up a passbook system of savings.  Members of the group meet at least once a month and try to save as much as 5 times of the minimum set standard of the group.  There is a minimum and maximum savings contribution members can make and members are free to access their savings upon giving one-week notice.  All transactions are conducted in front of the entire group at the monthly meeting and the money is placed in a box with three (3) locks.  At the close of the meeting the keys and box are distributed to four (4) of the elected officials for safekeeping.  The passbooks use symbols as representations of amounts of money.  There are duplicate copies of each passbook one held by the saver and the other kept in the box. Each member has a passbook, which s/he keeps as record for the financial transactions with the group. As for the group, the consolidation is entered into group ledgers account. When money is deposited or withdrawn both books are stamped

Once the group members have learnt how to conduct the savings in an open and transparent manner, training is conducted to introduce credit.  The approach envisages that the groups would normally lend the contents of the box to members for a set period and charge an easily calculable interest rate such as 10%.  Penalties and strategies of dealing with default are enshrined in the group by-laws.  It is expected that once the credit component has been introduced the fund will grow rapidly.

4.0
Findings and challenges

The findings of the Final Evaluation has been divided into six (6) sections; Section 4.1 presents the impact achieved by the project; Section 4.2 discusses the findings on the extent to which the project will be sustainable after its closure; Section 4.3 presents efficiency during the implementation of the project activities to attain the intended results; Section 4.4 discuses the findings regarding the effectiveness of implementing the project in realizing the potential benefits and purpose while Section 4.5 discusses the findings on the relevance of the project in the identification of real needs or problems of the correct beneficiaries, quality of assessment of local implementation and absorption capacities, and the quality of the revised log frame; Lastly, Section 4.6 discusses whether the recommendations made during the Mid-Term Review (MTR) have been followed.
4.1
Impact achieved by the project
4.1.1
Trends and progress made towards impact level indicators:
In order to assess the progress made towards impact level indicators, the review compared the eight (8) expected result areas contained in the Logical Framework (Log Frame) against the project periodic M&E data, results from focus group interviews, individual farmer interviews, and key informant interviews.  The findings are presented in Table 1 below:
Table 1: Trends and progress made towards impact level indicators
	Objectives and Expected Results
	OVI
	Achievements
	Comments

	Specific Objectives: Participating LFIs, local Extension Service Providers (ESPs) and Farmer Groups (FGs) evolve gender sensitive institutional capacity to develop 
	5,000 farmers regularly using SLM or IC
	3,767 farmers using SLM and 2,873 using IC
	16 FGs are accessing both IC and SLM.  Average membership is 35.

	
	15 key personnel of partner organizations trained in SLM and IC by year 4
	13 personnel trained
	

	
	92% recovery rate for IC after EOP
	100% recovery rate
	

	
	At least 35% of elected officers for SLM and IC groups are female by EOP
	65% of elected officers for SLM and IC groups are female
	

	
	A minimum of 50% women are members of SLM and IC groups by EOP


	61% of IC members are women and 69% SLM members are women
	Average is 65%

	
	At least 40% capital
	66% capital held by women
	

	
	100 FGs practicing SLM or IC are members of Farmer For a


	53 FGs practicing SLM or IC and are members of Farmer Fora
	NAADs require payment of registration fee, some have not made payment.  All FGs are members of KADFA

	
	At least 1 ESP
 is registered with NAADS and their services requested by Farmer For a for SLM or IC by year 3
	KCBTA linked with NAADS

KADFA is registered with NAADS
	KCBTA not registered with NAADS but planning to as part of exit strategy

	
	At least 1 LFI develops strategic plan to continue/expand/replicate IC schemes by EOP


	1 LFIs (Lyamujungu) under ISAMI and 1 (Kihanga) not under project have developed strategic plans to continue/expand/replicate IC
	

	
	At least 1 ESP with a gender strategy by EOP


	All ESP’s have gender strategy
	

	Expected Result 1: Reassess project context, assumptions and risks and adapt project intervention as required

	Expected changes in project intervention communicated to and approved by EC by end of year 1


	Project staff did not have documents supporting the changes to the log frame 
	High staff turnover resulted in loss of some of the project documents

	
	Partners (ESP and LFIs) verified and MoU signed by year 1
	MoU signed
	LFI signed MoU in year 4

	
	Baseline study
	Baseline study conducted
	

	Expected Result 2: Participatory Monitoring and Evaluation (PME) system designed in co-operation with partner organizations
	
	
	

	
	PM&E in place by end of year 1
	Done but in year 3 (refer MTR)
	

	
	Trained project staff in PM&E by month 10
	Trained in Year 3
	

	
	PM&E integrated gender system
	Partners have PM&E system
	

	Expected Result 3: Key ESP, LFI and project personnel trained to develop and pilot IC and SLM
	Key stakeholders trained in gender awareness by month 9
	Consultant trained 15 staff
	

	
	ISAMI possesses equipment and logistical means required to deliver regular services by month 9
	Equipment and logistical means was acquired
	

	
	Cross visit to Ghana and Uganda (SC and ASCA) year 3
	Uganda visit done. 
	Ghana visit removed

	
	2 operations manuals (IC and SLM) drafted by end of year 4
	Manuals have been developed
	

	Expected Result 4: Inventory Credit (IC) system developed and piloted
	Selected and participating commodities can be stored for 6 months with less than 10% loss by year 3
	Done- Quantity stored has been limited hence purchased/disposed off earlier than 6 months

Loss is 0.6%
	Quantity stored has been limited hence purchased/disposed off earlier than 6 months

	
	At least one mobile grader and cleaner is operating in Kabale by end of year 1
	Purchased in May 2004
	Too bulky to transport, need smaller units

	
	At least 4 loans accessed by, and repaid by farmer groups by year 4
	34 loans accessed
	

	
	3 senior CAs trained as trainers in IC methodology by year 4
	Completed
	

	
	1 workshop for training ESP in IC methodology conducted by senior CA’s by month 9


	Done in 2006
	

	
	Training of farmers marketing committee on seasonal basis


	7 sub-county marketing committees trained with 764 members trained
	 

	
	Quarterly sensitization training of FG’s on operation of IC
	Completed
	

	Expected Result 5: S&L M systems developed and provide financial services
	11 CAs trained as trainers in SLM by year 1
	14CA’s trained
	

	
	1 workshop for training ESP and CA’s in SLM by senior CA’s by year 4
	Done, Sept 2005 with 12 CA’s trained
	

	
	M&E system developed for the operation of SLM by year 3
	Done
	

	
	At least 2,400 farmers using SLM by EOP
	3,767 farmers using SLM as at Sept 2007
	Done

	
	A registered association of trainers  (SLM) with district established by end of year 4
	KCBTA formed and registered in October 2006 as a community based organization.
	

	Expected Result 6: FGs supported to link to and actively advocate in established networks
	75% participating FGs linked to established networks 
	53 FGs out of a total 83 have been linked (63%)

119 SLM Groups reached as at Sept. 07
	

	
	1 joint campaign by FGs by EOP
	KADFA advocated govt. to allocate land for construction of sub-county stores.  Sub-county marketing committees also involved
	

	
	20% of participating FGs are benefiting from NAADs, AMMP etc
	90% of the 53 FGs are benefiting
	Benefits include technical training, demonstration etc

	Expected Result 7: Network of CAs established and provide extension service for SLM and IC
	A minimum of 25 CAs trained by EOP
	27 CAs trained: 14 SLM, 13 IC
	

	
	CAs are operating as ESPs by EOP

	Done- CAs are operating as ESPs
	

	
	CAs linked to one or more service providers by EOP
	 Done
	Linked with KADFA and/or KCBTA

	
	1,500 farmers using 35 new and improved storage facilities by EOP
	1,315 farmers using stores, 7 locally improved and 4 new being constructed


	Some farmers are not bulking

	
	120 SLM groups established by EOP
	Done 
	119 groups established

	
	3,000 farmers adhering to SLM groups by EOP
	3,767 using SLM
	

	
	312 farmer leaders are members of a group trained to access inventory credit by EOP


	290 farmer leaders trained as at Sept. 07 (93%)
	

	
	At least 1 producer association involved in negotiation for competitive markets
	7 marketing committees are involved plus KADFA (representing 7 sub county producer associations)
	

	
	1,500 farmers of which 50% are women willing to sell at premium prices through farmer groups
	Approx. 855 have sold through FGs.  60% are women
	Not all farmers are selling through FGs

	Expected Result 8: LFIs operating IC mechanism and trained to promote and replicate IC system
	LFIs issued 25 loans to FGs (150,000,000 UGX) with a recovery rate of 92% by EOP
	25 groups accessed loans valued at 16, 800,000 UGX.  Recovery rate is 100%
	

	
	Replication plans drawn by EOP
	Work in Progress
	

	
	At least 100 leaders are equipped with basic skills 
	290 farmer leaders have been equipped
	


The findings presented in Table 1 above shows that the project has made significant achievements towards impact level indicators when compared against the expected results.  For example, although the project expected 5,000 farmers to regularly use SLM or IC products, the findings show that 3, 769 farmers were using SLM and 2,873 were using IC.  However, about 560 farmers were using both SLM and IC.  Similarly, the project aimed to achieve a 92% recovery rate for IC after EOP but it has already attained 100% recovery rate before EOP.  In addition, 1 LFI was to have developed a strategic plan to continue/expand/replicate the IC model by EOP.  The findings show that 1 FI had developed a strategic plan and another LFI which is not participating in the project had learnt the methodology from the participating LFI and had subsequently developed a strategic plan.  Moreover, participating farmers recorded an increase in price of between 30%-100% against a target of 10%.  For example, farmers have received an increase in price from UGX300 per kg in 2003 to UGX1,200 in 2007.
However, the findings also show that there were cases where the project was late in implementing the projected interventions in a timely manner hence affecting the intended impact and some instances where the project underachieved against the expected results. For example, although the project had intended that it would reassess its context, assumptions and risks and that the expected changes were to be communicated and approved by the EC by end of year 1, there were no written records to show that the EC had approved the changes.  This was largely attributed to the fact that the project had a high staff turnover which resulted in loss of some of the documents and hence causing confusion among staff on which log frame to use and the targets to aim for during implementation. The project staffs were to be trained on PM&E by month 10 but this was done in year 3.  Similarly, a registered association of trainers in SLM was to be established by end of year 4.  However, an association of Kabale Community Based Trainers Association (KCBTA) was formed and registered at the district level October 2006 as a community based organization (CBO). In addition, 1,500 farmers of which 50% are women were to sell their produce through the farmer groups but only 855 have sold through the FG’s, although 60% of them are women.
Overall, the findings suggest that although the project faced serious challenges during implementation in the first 3 years, significant progress has been made and overall it has made good achievement against expected results. The period after the MTR witnessed an increase in project activities as a result of better focus by the project staff.  It is also important to note that the revised log frame contained a total of eleven (11) expected result areas against eight (8) in the original log frame.  

4.1.2
Extent to which project promoted gender sensitivity in implementation of different models
In order to assess the extent to which the project promoted gender sensitivity in its implementation approach and the different models, focus group and individual farmer interviews together with key informant and project staff interviews were conducted.  Table 2 presents the targets which the project set out to achieve against the actual achievements.
Table 2: Extent to which the project promoted gender sensitivity in implementation of different models

	Objectively Verifiable Indicators of Achievement
	Actual Achievements as at 30th September 2007
	Comments

	At least 35% of elected officers for the groups are women
	More women on committees/leadership (69% of women due to their trustworthiness)


	

	A minimum of 50% women in S&LA and IC by EOP
	Participating farmers who had bulked and access credit from Lyamujungu SACCO comprised of 25 groups with a total of 569 members of which 297 were women


	An example is an S&LA group with a total of 30 members with 5 men and 25 women; and an IC group of 45 members with 30 women and 15 men

	At least 40% capital in S&LA and IC held by women by EOP
	
	66% capital held by women


Other achievements towards the promotion of gender sensitivity that were identified by the evaluation team included partner organizations encouraging the election of women in leadership; deliberate targeting of women farmers to participate in IC and S&LA, and the development of gender mainstreaming strategy in 2005.  During the focus group discussions, the review team noticed that women were not shy to contribute ideas and men appeared to appreciate their contribution.  It was apparent during the various review meetings and interviews that the project has promoted gender sensitivity in its implementation of the various models
. 

4.1.3
Extent to which promoted models enhanced economic and social development

The evaluation sought to establish the extent to which the promoted models have enhanced economic and social development of the beneficiaries, communities, partner organizations and beyond the level of the immediate users.

4.1.3.1 Beneficiary level: 


At the beneficiary level, the promoted models have led to an increase in savings contributions by the project beneficiaries.  The S&LA model has introduced a culture of saving and the interest earned by the groups, which is shared proportionately at the end of the cycle.  This has encouraged participating farmers to increase their saving levels so that they can earn more.  Similarly, increased prices of climbing beans received by participating farmers in the IC model who are also in the S&LA have led to an increase in the savings level.  For example average savings in one group that was interviewed shows an increase from UGX 50,000 in Dec. 06 to UGX200, 000 in Sept. 07 and volume of loans lent increased from UGX 57million in April 07 to UGX 91 million in Sept. 07.  In addition, the S&LA model has enabled the poor to save in a relatively safe manner.  This is because the saving contributions made during each regular meeting are mostly lent out to members for various purposes.  Hence, the safe box usually does not contain a lot of money to attract thieves.  Also the transparent system of record keeping and lending practices has increased member’s confidence in the system and hence encouraged savings.

Increased savings and incomes have also led to an increase in asset accumulation at the household level.  Focus group discussions and individual farmer interviews indicate that participating beneficiaries in both models have managed to purchase household items such as cooking pots, sofa sets, beds, plates and cutlery, improvement in dwellings, etc (Mugisha, 2006)
.  These findings are similar to those of a study conducted by Mugisha (2007) which found that households used S&LA money for food, medical expenses, agro-inputs, land, school fees, improve houses etc
.  The project beneficiaries attributed this to an increase in incomes as a result of the interest shared at the end of the cycle under the S&LA model and the ‘roll-back’ profit and higher yields under the IC model.

The promoted models have also enabled participating farmers, especially the poorest who were previously excluded from available financial services, to have access to credit.  The S&LA model has an in-built flexibility which encourages poor farmers to save whatever little amounts they have and whenever they are able to.  Unlike other financial services models which target the poor such as microfinance which tend to be rigid and the interest earned is taken by the institution which is often not locally owned, farmers under the S&LA model felt that they fully owned the ‘institution’ and the profits thereof.  Access to credit has also enabled participating farmers to pay school fees and medical expenses.  In addition, the in-built micro-insurance in the form of access to emergency credit has enabled farmers to meet emergency medical and family needs.
The project beneficiaries under the IC model have benefited by receiving inputs and equipments such as seeds, spray pumps, and tarpaulins.  In addition, participating farmers have registered improved food security.  Participating farmers have also been motivated to carry out farming as a business, and their access to credits has enabled them to invest in other business opportunities such as buying and selling of livestock; which has increased their incomes.
4.1.3.2
Community/group level

At the community level, there has been a noticeable increase in the rate at which farmers are joining S&LA and IC groups.  In particular, there are S&LA groups that have been formed by community members who are not participating in the project.  These groups have largely learnt the model from their neighbors and friends and have formed their own groups.  Community members have also benefited by accessing improved bean seeds from participating farmers.  This has led to a general increase in quality and quantity of climbing beans in the selected sub-counties.  The community and groups have been able to access information on prices from village phones that the project has provided. Sub-county marketing committees have been formed in each of the seven (7) sub-counties.  This has enabled sub-county marketing committees to compare prices in various markets and helped them negotiate for better prices from bulk buyers and itinerary traders.  In addition, bulking has enabled Farmer Groups (FG’s) to increase their bargaining power with traders.
The adoption and use of group constitutions has improved quality of group governance and women participation in groups and sub-county politics.  The community has gained trust in group activities which also indicates a sense of co-operation.  In addition, the capacity of FG’s has been developed in areas such as conflict resolution, joint planning, business management, and group dynamics and exchange visits have been conducted among FGs within the district.  From an environmental perspective, the project has encouraged farmers to use organic manure, planting of trees to prevent soil erosion, etc.  Considering the terrain and a reduction in soil fertility in Kabale, the project has made positive contribution to the improvement of the quality of the environment.  Another achievement by the project has been increased group cohesion and improved leadership skills.
Considering the achievements highlighted above, there were some challenges that were identified, including the fact that some farmers have not understood the IC model.  This is particularly true regarding ‘how and when’ of the ‘roll-back’ profit.  As a result, some of the farmers complained that after bulking their produce farm gate prices were higher than credit provided by the SACCO and therefore felt that they were losing out.  Another challenge was a lack of a harmonized production plan by the participating farmers.  Farmers planted their beans at different times resulting in different harvesting periods which resulted in delays in bulking and low quantities bulked at a given time.  Delays in bulking also caused some farmers to sell at the farm gate to itinerary traders therefore reducing the amount bulked by the group. Related to this, the review found out that some farmers wanted immediate cash to address emergency household needs and did not see the benefit of bulking.  This reduced the quantities bulked by the groups and therefore putting the model at a disadvantage of not been able to attract larger buyers.  Lastly, there appears to be a scarcity of stacking materials resulting in cutting down of the few trees that are found in the sub-counties and the terrain of the district.
4.1.3.3
Partner organizations

At the partner organizations level (KADFA and KCBTA), the project has managed to develop the capacities of both organization through the provision of technical support
 and increased Lyamujungu SACCO’s awareness of more/better business opportunities.  This has included sourcing capacity building support from external organizations in the areas of business plan and strategy development
, provision and training in management information systems, development and implementation of gender strategy and Performance Monitoring and Evaluation system, development of Financial and Accounting Manual
.  The enhanced capacities of the partner organizations has increased the confidence of farmers in these organizations with KADFA registered membership increasing from under 2,000 when the project started to over 4,500 as at September 2007.  
4.1.4
Relevance/impact of use of IC approach in smoothening levels of price fluctuations of beans sector in the region
The finding of the evaluation shows that the project made some impact in smoothening levels of price fluctuation in the region. Firstly, through improved agronomic practices and promotion of better variety of climbing beans, there has been a marked increase in yield and quality of beans produced by farmers in the selected sub-counties.   The increased yield and quality has enabled farmers to get higher prices for their produce.  For example, during the period January-June 2007 farm gate price was UGX 500 but farmers received between UGX 800-1,000.  Secondly, bulking of produce at harvest time has helped reduce price vulnerability as this has reduced supply and hence resulted in an increase in farm gate prices.  Bulking has also attracted new buyers from outside markets, including buyers from Rwanda and the Democratic Republic of Congo.  This has resulted in local prices being higher than national averages.  Thirdly, increased competition has resulted in higher farm gate prices being offered by itinerary traders.
However, the main challenge is that farmers who do not bulk their produce contribute to a higher price differential between farm gate prices and prices paid for bulked produce by Lyamunjungu SACCO.  This has created anxiety and confusion, especially among farmers who do not fully understand the IC model, since they forget that they will still get the roll-back profit and that the shortage of supply created by bulking is the force behind the higher prices paid by itinerary traders.
4.2
 
Sustainability of the project after the close out
4.2.1
Inventory Credit

Regarding whether the IC model will be sustainable after the closure of ISAMI project, the review found that the involvement of Lyamujungu SACCO and other SACCOs that have expressed interest and implemented the IC model and the provision of credit suggests that a business opportunity has been created for these institutions.  Another SACCO, Kihanga, in Rwamucucu sub-county has started providing IC product to farmers.  Four (4) other SACCOs (Kacherere in Bufundi sub-county, Rubanda Kiizi in Ikumba sub-county, Ryakarumira in Rubaya sub-county, and Mukyahiire in Bubaare sub-county) plus the Uganda Cooperative Alliance have expressed interest and some have already been trained by Lyamujungu SACCO without support from the project.  It is therefore likely that the model will ‘self-replicate’ after the closure of the project and therefore will be sustainable.   
Another element of sustainability is the involvement of private buyers and seed companies.  The quality beans and bulking has attracted buyers from markets within and outside the district.  For example, 16 tons of beans were sold in September 2006 while 17 tons were sold during the January-March 2007 harvest period.  In addition, some farmer groups have been supported through the assistance of CIAT and NARO to start production of certified seeds and there are plans to scale up this activity to 7 additional groups.  This has created another market for the farmers that was not in the original plan of the project and adds an element of sustainability.  Increased income as a result of better prices has created an incentive for farmers to grow climbing beans as a serious business.  Hence, more farmers are now growing beans beside other traditional crops such as Irish Potatoes.

Availability of storage facilities at the sub-county level will help in the sustainability of the IC model beyond the project if the strategy for its management is crafted properly.  These facilities will act as a focal point, not only for storage of beans but also other services to farmers.  Local availability and involvement of government extension services (production and marketing) e.g. NAADs has added another element of sustainability beyond the life of the project since farmers are now able to access extension services through NAADs.  The establishment of marketing committees at sub-county level will also ensure that farmers are able to negotiate for better prices for their produce after the closure of the project.
Improved transparency of the FG’s and SACCOs in record keeping has developed trust in the relationships and therefore confidence of farmers in local institutions.  This has helped in redressing the previous bad example of the co-operative movement in the country.  Hence, farmers expressed their willingness to continue accessing services through their groups and SACCOs after the closure of the project.  Moreover, credit provided by the SACCO has helped farmers meet immediate family needs and prevent distress selling at farm gate.  This will encourage more farmers to bulk their produce and attract larger buyers and better prices.  In addition, the experience of Lyamujungu SACCO shows that the institution has been able to make 100% loan recovery as a result of the IC model been promoted. The high loan recovery rate and minimal loan loss rate will ensure that the SACCO is sustainable.
Another element of sustainability is that increased yield has helped improve food security at the household level and provided marketable quantities
.  The findings from the focus group discussions and farmer interviews shows that farmers are not selling all the produce harvested but are retaining some for household consumption and seed for subsequent season. As the marketable quantities increase, farmers and the participating LFIs will receive higher incomes to sustain their activities.  More importantly, the warehouse receipt bill was recently passed by parliament.  This provides a legal and policy framework which will attract other private sector players and financial institutions to support the development of the IC system in Uganda.
Although the IC model promoted by ISAMI shows promising signs of sustainability, there are a number of challenges that were identified.  Firstly, some FGs and marketing committees have not understood the IC model.  This poses a challenge for the sustainability of the model considering that the project is closing. The project is in the final stages of developing an exit strategy.  It is recommended that part of the exit strategy should involve integration of overseeing the phase out of IC activities by CARE staffs who are now working with the KBDS project, a related CARE project operating in the same region.  
Secondly, the subsidy provided by ISAMI to the SACCO brings into question whether the approach is sustainable considering the low volume of bulked produce.  Currently the project provides salary support to four (4) staff members.  Although the SACCO has a business plan showing that they will be sustainable in the long run without subsidy from ISAMI, it appears that there could be a need to inject some start-up subsidy or ‘patience’ capital to the SACCO for it to attain sustainability.  Thirdly, the sustainability of technical service delivery by KADFA and KCBTA is still questionable.  Both institutions have developed business plans which include their future strategic directions after the closure of ISAMI.  However, a closer analysis shows that there is serious doubt as to whether they will continue providing these services after the closure of ISAMI.  
Fourthly, the review team was concerned about the long term provision of market information by CIAT.  The sub-county marketing committees have come to rely on the timely market information provided through CIAT to negotiate for better prices with the buyers.  Hence, it is important that a long term strategy be developed on how the sub-county marketing committees will continue to access this important information after the closure of the relevant CIAT project.  Fifthly, although the project selected climbing beans because it requires less land than other alternatives such as Irish Potatoes, land shortage is still a major challenge to the farmers who wish to scale up their operations.  This has restricted the quantities that can be produced and hence discourages large buyers such as World Food Programme and Seed Companies who could offer better prices.  Related to this is the fact that land shortage is putting a pressure on farmers to use available land more intensively.  This has resulted in a decline in productivity due to poor soil fertility (Bugari, 2006)
.

Sixthly, poor road and communication infrastructure is another major challenge as these increases the operational costs of various market players. There are some parts of the district which does not have mobile phone communication and some roads are very difficult for the transportation of produce to the markets.  Lastly, other challenges identified included distance between storage facilities at sub-county level and farmer groups which discourages farmers from bulking; Culture of ‘free things’ prevents farmers from paying for inputs and therefore lowering yields.  E.g. some farmers do not buy pesticides used for spraying; Lack of approved stockiest at sub-county level resulting in sale of substandard inputs; and deviation from the model by Lyamujungu SACCO who are providing advance before produce is bulked.  

4.2.2
Savings and Loans Mechanism

Considering the sustainability of the S&LM, the review found that there were a number of achievements made which suggested that the model will be sustainable after the closure of ISAMI project.  It was observed that a number of new groups were being formed without the intervention of the project or its implementation partners through new groups learning from existing groups.  This shows that there is increased interest from the community on the model and the likelihood of the model ‘self-replicating’ after the closure of the project is high.  Focus group interviews and individual farmer interviews indicated that the model was highly favorable to the poor since it was more flexible than other locally available models.  This is because the model allows the poor to decide how much they want to save and the frequency of the savings.  Moreover, the high level of transparency (where all transactions are done at the periodic meetings and the keys to the box kept by three different people) and the self audit at the end of the cycle ensures that cases of fraud by the officials is kept to a minimal.  This has enhanced the confidence of the farmers in the model and they feel complete ownership.
Another aspect of sustainability of the S&LM is the Community Based Trainers.  These have formed themselves into an association of trainers (KCBTA)
 and since they come from the community are likely to continue providing training at sub-county level.  Moreover, CBTs have won contracts from other NGOs promoting SLAs to train new groups.  Further, KCBTA is seeking registration with NAADS in order to tender for their services.  This will ensure that they have a source of income after the closure of the project while at the same time farmers will continue to access technical and financial services.  

An interesting development has been the transformation of larger S&LA groups into SACCOs.  For example, one group which has 62 members and collecting approximately UGX 270,000 during the monthly meetings has transformed into a SACCO.  The benefit of this is that SACCOs have access to technical support from Uganda Co-operative Alliance.   
There are some challenges that were identified regarding the sustainability of the models.  Firstly, the low rate of savings does not allow farmers to borrow sufficient funds to meet their needs and therefore compelling them to sell their produce at low prices.  This can undermine the IC component.  Secondly, the low literacy rate limits adoption of some elements such as book-keeping.  In some groups, the review team found that some members could not remember how much they have saved and the records were not properly kept. 

Thirdly, although the groups determine the interest rate that they charge for credit provided, the high interest rate of 10% per month charged by most of the groups has resulted in some defaults and/or repayment problems.  Fourthly, the security of savings towards end of the cycle when loans are not being issued is another challenge since the savings are locked in the box and not in a secure location such as a financial institution with strong rooms.  Moreover, there is a serious risk on physical security of the treasurer or official who keeps the box.  An example is where, one group interviewed, the box was stolen with all its contents including the records.  Lastly, another challenge and area of concern by the project was that the donor was not flexible enough to allow for changes in group dual membership for IC FGs that wanted to practice SLA.  It is important to note that it will become increasingly difficult to maintain a distinction between IC and S&LA groups and the models need to take this into consideration.
4.2.3
Multiplier effect of project strategies and unintended results

Some of the multiplier effect of the project strategies have been discussed in section 4.2.2 but also includes increased interest of community to form SLA groups without support from partner organizations or the project.  Neighboring farmers have also learnt better agronomical practices from the project beneficiaries and this has led to a general increase in yields for climbing beans and Irish Potatoes.  Some S&LA groups have had their membership grow significantly from the project’s original prescribed numbers of 15-35 to a high of over 60 a group and as a result forming into SACCOs.  Another multiplier effect has been the fact that other SACCOs have shown interest in implementing the IC model without the intervention of the project.  This was not part of the project’s implementation plan but has happened sporadically.  Although the project did not envisage that a market for growing beans for seeds would evolve/develop, some farmers have spotted a market opportunity for this and are already supplying a seed company.  Lastly, focus group interviews indicated that an important unintended result has been the increase in women participation in local politics.  This has been as a result of increased self-confidence as a result of their changing socio-economic status and also men beginning to appreciate the important contribution that women make in leadership.  However, the major challenge of the multiplier effect and unintended result would be that as the S&LA model self-replicates, quality and standards could be compromised leading to many variations of the model with potential negative consequences.
4.2.4
Promoted linkages among different stakeholders

Various linkages have been developed between and among different stakeholders involved in the promotion of IC and S&LA models.  For example, FG’s have been linked with NAADS and AMPs and are accessing technical services from contracted service providers.  In addition some partner organizations such as KCBTA have developed linkages with NAADs and AMPS and are in the process of tendering for services as service providers to ensure their sustainability after the closure of the project.  Another important linkage that has been developed is that between project beneficiaries under the IC component with NARO and Seed Companies, which are important in ensuring that farmers receive the latest information on agricultural practices and best practice seed propagation/multiplication methods.
The interest shown by Uganda Co-operative Alliance to learn from Lyamujungu SACCO to promote the IC model in other SACCO’s across Uganda is important in the scaling-up process but also sharing of lessons learnt.   Moreover, the S&LA’s that have evolved into SACCOs have established linkages with UCA.  The main challenge will be to manage these relationships especially among those providing technical services at the production and group management level to avoid duplication of services and confusion among farmers.

4.2.5
Levels of institutional capacity of participating organizations

The levels of institutional capacity of participating organizations in being committed to the continuation of the project activities were assessed. The institutions that were assessed are KADFA, KCBTA, and Lyamujungu SACCO.

4.2.5.1
KADFA

The findings of the review show that some internal management capacity and management systems have been developed by the project at the institutional level.  The management expressed their commitment to continue with the project activities and have developed a business plan which is now been marketed to potential donors.  In addition, KADFA has been registered with NAADs and is in the process of tendering as a service provider to ensure continuity of the services that it offers.  In addition, the capacity of Field Officers has been developed and they are now offering quality services to farmer’s which has led to an increase in paid membership by farmer groups.  Hence, as a farmer membership organization, it is likely to continue after the closure of the project.  Table 3 below shows the membership growth of KADFA.
Table 3: Membership growth of KADFA

	
	Membership
	

	Year
	Male
	Female
	Total
	Total membership fee (UGX)

	2003
	697
	848
	1,545
	1,451,800

	2004
	1,055
	1,259
	2,314
	2,219,000

	2005
	1,660
	1,870
	3,530
	3,188,500

	2006
	1,928
	2,122
	4,050
	3,558,250


However, KADFAs role in linking farmers to Lyamujungu SACCO to access credit is not paid for and therefore may be limited after the closure of the project.  This brings into question the sustainability of the linkage service.  Moreover, the provision of technical services to farmers, including production and mobilization faces serious threat after the closure of the project unless another donor is found by KADFA immediately.  KADFA has also experienced a high staff turnover and is likely to lose some key staff following the closure of ISAMI.
4.2.5.2
KCBTA

KCBTA is a network organization structured around Community Based Trainers (CBTs) who are community based.  Their capacity has been built and farmers appear to value their services.  Focus group discussions and farmer interviews show that the services delivered by CBTs are valued by farmers and some expressed willingness to pay for these services.  Further, KCBTA has been linked with and are providing services to other organizations as service providers.  This suggests that their services are likely to continue after the closure of the project.  In addition, the organization has approached the Microfinance Support Centre to provide services to SACCOs which if granted will provide another source of revenue and continuation of its services.  However, as a new organization that was formed and registered in October 2006, some level of external support will still be required after the closure of the project to enable it implement its business plan.  This is more so due to the fact that the number of CBTs are not sufficient to meet demand for the services.
4.2.5.3 
LFI

A review of the LFI (Lyamujungu SACCO) shows that the quality of record keeping is good and has encouraged the development of trust in the institution by farmers.  Lyamujungu also views the IC model as an important business opportunity and has expressed willingness and allocated resources to ensure the continuity of services after the closure of the project. The LFI has received technical capacity building services from the project and it can continue accessing more services from UCA and other marketing cooperatives.
However, there are some challenges that were identified during the review with implication on the continuation of the services after the closure of the project.  Firstly, the volume/quantity of beans supplied is not sufficient to meet the costs of operation of the LFI considering that these costs are currently been subsidized by the project.  Although the management of the LFI have expressed confidence that they have allocated sufficient resources and have put in place a business plan which articulates how the services will be sustained after the closure of the project, there remains a concern that the LFI will be faced with cash flow problems due to the current low volume of beans been bulked.  However, there is no doubt that the services will be self-sustaining after a period of time.
Another challenge which needs to be addressed is the production plan.  Currently, FGs have not developed a production plan among its members to ensure that appropriate quantities are produced to meet expected demand from large buyers.  This has led to different production plans by the farmers resulting in low quantities been available which are not sufficient to meet demand.  The distance between the sub-county stores and where the farmers are located coupled with poor road infrastructure is another area of concern.  This limits the number of FGs who can participate in the IC and therefore reducing the quantity of beans bulked.  Lastly, the risk of price slump after the LFI has paid for bulked produce needs to be factored in the business plan and financial model.
4.2.6
Affordability of models to beneficiaries

Under the IC model, the beneficiaries have not been paying for the costs of the services except for inputs.  Costs such as technical production services and group capacity building by KADFA have been subsidized.  In addition, the beneficiaries have not been paying for the cost of storage after bulking.  It was therefore not possible to gauge whether or not the models were affordable to the beneficiaries whereas they are not paying for significant proportion of the costs.  Besides, NAADs was also providing technical and capacity building services to the beneficiaries.  However, the cost of inputs is still high resulting into farmers not been able to purchase sufficient quantities and applying chemicals unevenly in their farms.

In the SLA model, the costs are determined by beneficiaries themselves. Group meetings and activities are subsidized by farmers and some of the farmers who were interviewed by the review team expressed willingness to pay some of the costs of the CBTs.  However, the main challenge identified is that there could be difficulties on the part of the farmers paying the proposed fee by KCBTA after project closure because they have been used to subsidized/free services.
4.2.7
Scalability and replicability of models

Considering the scalability and replicability of the models, the S&LA model is already been self-replicated by the community.  The model itself is easy to learn through peer learning and since it is managed and owned by the members, there is enough incentive for others to want to replicate it.  In addition, there are other organizations operating in the district that have already provided KCBTA with funding to scale up the model.

The IC model is also scalable and replicable.  Already four (4) SACCOs and UCA have expressed interest to replicate the model and one has already implemented it without project intervention.  However, for it to be fully scaled up and replicated, a number of challenges need to be addressed including the need for the project to identify smaller graders and cleaners for the sub-county stores as the current one’s are too bulky to transport from one store to the other.  There is also the issue of quality control which needs to be addressed as some farmers are mixing varieties and also including wet beans and stones to increase the weight.  Lastly, there is a need to develop the relevant institutional arrangements for the IC scale up.  In particular, the LFI membership should be increased to offer the IC product and link with banks and other financial institutions for fresh capital

4.3

Efficiency in the implementation

The review team assessed the efficiency in the implementation of project activities in attaining the intended results.  The following were the findings:

4.3.1
Quality of day-to-day project management

Overall, the quality of the day-to-day project management appears to have improved markedly in the last 1 year of the project.  
Table 4 below presents the challenges that were faced by the project in its day-to-day management.
Table 4: Challenges faced by the project in its day-to-day management

	Areas of challenges
	Description

	Leadership
	· The project lacked good leadership during its first 4 years.  This affected timely decision making and implementation resulting in back-logs and missed timelines;

· At CARE senior leadership level, there was a lack of timely decision making on project personnel issues which had negative effect on the project.  Underperforming staff were not dealt with in a timely manner and this resulted in project underperformance during the first 3-4 years.



	Staffing issues
	· High turnover of staff at project and donor level affecting continuity and quality in the first 4 years- confusion and lack of effective communication among and to project beneficiaries;

· Relationship between staff in the 1st 3 years was not good.  Tended operate in ‘silos’ and/or ‘turfs’

· Project staff did not grasp/understand the IC model very well in the 1st 3 years resulting in delays during implementation



	Partner organizations
	· Weaknesses of main partner in the 1st 3 years affected implementation.  Did not implement recommendations early enough

· Lack of coordinated planning between project and partners in the 1st 4 years



	Financial reports and monitoring tools
	· Quality of financial reports and attentions to detail was not good in 1st 4 years

· M&E tools were not fully developed in the 1st 3 years

· Delays by partners in producing agreed reports

· Cost/benefit analysis not done 



	Resource management
	· Resources were not procured on time due to bottlenecks in internal procurement policy and  procedures
· Operational staff working under ISAMI and KBDS resulting in less time provided to oversee ISAMI activities and confusion




From table 4 above, it can be observed that most of the challenges encountered by the project could be attributed to the quality of leadership during the first 4 years of its implementation. 

4.4

Effectiveness of implementation

4.4.1
Resources and partner working modalities

The review team examined the extent to which the resources (i.e. project management and structure, staff, financial resources, policies and practice in fund management etc) and partner working modalities were effective in implementing the project’s mandate.  The findings indicate that the donor allocated sufficient financial resources to the project to the project but these were not utilized in a timely manner.  The project was often late in procuring assets and equipment contrary to the timeframe stipulated in the log frame.  However, the available resources were effective in implementing the project’s mandate under the IC and S&LA models.  The financial resources were used to purchase project assets such as computers and vehicles as well as construction of storage facility and purchase of grading machines.  In addition, partner organizations received sub-grants that enabled them to build their capacities and fulfill the projects mandate.
The project’s policy documents, and in particular the IC and S&LA manuals provided adequate guidelines on the operation and implementation of the models.  However, these were developed later in year 3 and therefore the delay contributed to some of the underachievement of the project particularly because staff did not have clear guidelines on what was expected of them.  The fund management of the project was found to be adequate as this was largely supported and controlled by the Head Office finance department.  However, the quality of monitoring the impact of the project was not adequate during the first three years but was later improved and is now sufficient.

During the first four (4) years of implementation, the project did not have joint annual planning sessions with its partner institutions resulting in lack of proper coordination.  The review team found that ISAMI as a project was not known among the project beneficiaries but rather the implementing partners.  This reflects the strategy adopted of working through partners. One of the main challenges faced during implementation was that the LFI is located far from some farmer groups and therefore limiting their participation in the IC model.  Another challenge was that the absorption capacity of the main partner was not adequate in the 1st 4 years affecting the quality and quantity of expected results

4.4.2
Operational modalities in addressing needs of project beneficiaries

The IC and S&LA operational modalities were largely effective in addressing the challenges faced by the target groups.  For example, the IC model has addressed the challenge of limited land size by introducing higher yielding climbing beans which require less land than the local climbing and bush type varieties.  The growing of climbing bean has also managed to increase the incomes of the target group as they are able to fetch higher prices than national average.  The S&LA modality has provided the poor with access to credit and also has in-built micro-insurance which enables the target group to save and borrow for emergency purposes.  The flexibility in savings has also enabled the target group to have a safe way of saving.  Increased income from the IC model has also enabled the target group to purchase and/or hire more land.  Overall the project has made significant progress in addressing the needs of beneficiaries through its operational modalities

4.5

Relevance of the Project

4.5.1
Identification of real needs or problems

The following are the real needs or problems that were identified during focus group discussions and individual farmer interviews:
· Access to markets

· Access to market information

· Lack of farming inputs

· Lack of advisory services

· Limited training opportunities

· Food insecurity

· Shortage of land

· Poor transport and communication

· Lack of access to credit

· Lack of market infrastructure- storage facilities

· Poor record keeping

Apart from poor transportation and communication infrastructure and food insecurity, the real needs or problems identified during the end of project evaluation are similar to those that were identified by the project at inception.  The similarities could be as a result of the delays in implementation of the project interventions and therefore no significant impact in addressing the real needs has been made.  Considering that the projects interventions, especially the IC model, were implemented effectively after year three (3) it is likely that the real needs or problems have not changed.  However, the project design has addressed most of the problems such as access to markets, access to market information, lack of advisory services, limited training opportunities, food insecurity, shortage of land by promoting climbing beans which require less land, lack of access to credit through IC and S&LA models, lack of market infrastructure through construction of storage facilities, and poor record keeping through training of group leaders and the use of memory and passbooks by members.
4.5.2
Quality of assumptions, risks, and conditions made in log frame

Table 5, overleaf, presents the findings on the quality of the assumptions, risks and conditions made in the log frame at the appropriate levels.
Analysis of Table 5 shows that the assumptions, risks and conditions made in the log frame were accurate and that these have been achieved during the life of the project.  It is important to note that most of the project activities were implemented during the last two (2) years of its operation and it can be extrapolated that had these been done during the first two (2) years, the project would have over-achieved its targets.

Table 5: Quality of assumptions, risks, and conditions made in the log frame

	Assumptions, risks and conditions
	Findings

	Partner organizations have the capacity and adequate skills to participate in M&E
	The capacity and skills of the partner organizations was previously weak resulting in inadequate monitoring but this has been developed by the project

	Market is found for bulked produce, LFI issue loans; willingness for FG to raise sufficient tradable surplus
	Correct assumption was made but quantities bulked is still low 

	Senior CAs have learnt enough to train others, farmers appreciate and are willing to participate in SLM, CAs are willing to form an association
	Correct assumption was made and farmers expressed their appreciation and satisfaction with the quality of services provided.  Farmers are now willing to participate in SLM and CA’s have formed into an association

	NAADS and AMMP system is functioning
	Correct assumption made but the quality of the system has  not been assessed

	ESP remain operation
	ESPs have expressed desire to remain operational and have developed appropriate strategies

	Farmers willing to bulk participate by bulking their produce
	Farmers willing to participate but quantity bulked is less than 80%, competitive buyers have been identified

	No agricultural disaster occurs and buyers, LFIs and FGs agree on pre transaction terms-
	No disaster has occurred, LFIs and FGs have agreed on pre transaction terms but buyers are not willing to enter into pre transaction terms

	Strong BDS market where services are demanded and provided commercially
	BDS market is weak and farmers not willing to pay commercial rate

	Other service providers do not distort the market for the tradable commodity


	The assumption was correctly made and no service providers, apart from the project itself which acted as a credit provider in the initial stages, has distorted the market

	Good agronomical practices and FG records are in place
	Correct assumption was made and farmers have adopted good agronomical practices and the FGs have records in place


4.5.3
Overall strength and weakness of the project design

4.5.3.1
Quality of revised log frame
The evaluation team was given various versions of log frame and the project staff were not very sure on whether the project should be evaluated on the original or on the revised version. However it was agreed that the original log frame be used for the purpose of evaluation.  It was therefore not possible for the evaluation team to analyze the quality of the revised log frame.
4.5.3.2
Clarity as well as internal consistency of overall objectives, purposes and results

Regarding the clarity and internal consistency of overall objectives, purposes and results, the evaluation team found a number of inconsistencies:

· There were some conflicting output figures e.g. # of farmers in expected result 5 &7

· Some terminologies were not applied uniformly.  For example, the project used the terms SLM, S&LA, ASCAs, VSL,  CBTs and CAs, Producer Associations Vs Marketing Committees synonymously
· Some targets were confusing, for example 100 FGs practicing SLM or IC are members of Farmer Fora by EOP (specific objectives) Vs 75% participating FGs linked to established networks and Farmer Fora by EOP

· Expected Result 7 is confusing to the operational staff as it has two targets within one expected result- 1,500 farmers using 35 new and improved storage facility by EOP 

· Expected result 5 & 7  are conflicting (2,000 farmers using SLM by EOP Vs 3,000 farmers adhering to SLM groups by EOP)

· There are some repetition- Expected result 11 same as expected result 7

4.5.3.3
Achievements made against OVIs in the log frame
Table 1 (page 13) presented the findings of the analysis of the log frame on the achievements made against the Objectively Verifiable Indicators (OVIs).
4.5.4
Implementation of recommendations of Mid-Term Review
Table 6 below presents the findings on the implementation status of the recommendations of the Mid-Term Review (MTR)
Table 6: Implementation status of the MTR

	Recommendation 
	Implementation status

	IC and S&LA models should be implemented according to approved design
	The project has implemented this recommendation and this has resulted in better focus by the project staff 

	Targeting to include vulnerable poor
	The results of the focus group interviews shows that more vulnerable poor are among the beneficiaries targeted by the project

	Training and capacity building services to be increased among the IC and S&LA groups to ensure proper records are kept
	The result of FGs and S&LA groups interviewed show that most have received training and capacity building services.  However, a few still need further training as the quality of record keeping was still poor

	Partnership with KADFA to be reviewed
	This was fully implemented and KADFA is now more focused and its capacity has also been built.  Project staff have also ceased implementing some of the activities and are instead working through partners

	Use of Rights-Based Approach to influence public agricultural extension service policies to include climbing beans
	At the time of the MTR, NAADs policy was rigid towards specific crops such as Irish Potatoes.  However, at the time of the final evaluation, the policy had changed and now sub-counties have a say on which crops they prefer and their need for extension services.

	Implementation of original design of linking FGs with Local Financial Institutions and Large Buyers
	This has been fully implemented and the project now works with Lyamujungu SACCO, Large Buyers, and Seed Companies

	Sustainability of fee-based services
	This has not been implemented by the project and a financial model and breakeven analysis of partner organizations need to be finalized before EOP

	MIS and M&E system needs to be established
	This has been fully established and project and partner organizations are now able to capture critical outputs and indicators

	Proposed way forward- extend the project by 2 years
	Most of the proposed way forward recommendations were implemented but the donor did not approve the extension of the project


From Table 6 above, it can be observed that the project implemented all the recommendations made by the MTR. This contributed to the realignment of the project and enabled it make significant progress in meeting its targets.
5.0
Recommendations/ Way Forward and Lessons Learnt
5.1

Recommendations/ Way Forward
1. The Future of IC and SLM promotion:
Organizations that have shown interest, such as Lyamujungu SACCO and UCA, should be encouraged by the project to replicate and scale-up the IC model.  The findings show that the IC model can help smoothen price fluctuations and increase incomes of the poor.  A donor or other projects with similar designs should be approached to facilitate this process.  The Warehouse Receipt bill has been passed by Parliament, setting the regulatory framework for the promotion of IC.  UCA is better placed to scale this product country-wide.  SLM is likely to replicate itself without further intervention of the project.

2. Sub-county stores:
The ownership, management, and link between the stores should be thought through carefully.  Experience of other similar projects is replicate with abandoned stores after project has closed.  It is recommended that stores should be owned by the community but tendered out and run by Entrepreneur Link Farmer (ELF) who acts an agent of the SACCO.  He/she earns a commission based on beans collected, stored, and financed.  A performance based service contract should be drawn between the SACCO and the ELF with agreed targets.  This will reduce the quantity of beans sold at the farm gate but also increase the quantity bulked hence attracting large buyers.  The ELF provides the SACCO with regular updates on the quantity stored in order for it to know the totals in all the stores it’s working with.  This will enable the SACCO to communicate with the potential buyers the total quantity available.  The SACCO pays the FGs for produce delivered through the stores.  The store also acts as the agent for the approved stockiest of farm inputs
.  This provides another opportunity for the SACCO or other local financial institutions to provide finance for costs of inputs.  Farmers who are provided with inputs on credit, through FGs, must be obliged to deliver a certain quantity to the store.  Store can also act as agent for other LFIs collecting and disbursing credit on their behalf.  The graders and cleaners should be provided to the stores on credit (easy payment terms).  Stop construction of new stores but use funds to provide seed capital, through the SACCO, to sub-county marketing committees to rent/refurbish abandoned stores left by SWARP project.
3. Long term provision of market information:
Currently provided to sub-county marketing committees through CIAT.  What happens after the end of CIAT grant?  A Link Business person, who is not a commodity trader, should be identified in each major market to provide this information on a fee-based basis.  ISAMI should encourage CIAT to explore this approach.  ISAMI should also study the sustainability strategy that CIAT has developed for this service and provide input.
4. Extension Services:
SACCOs should not provide extension services but work with NAADS, KADFA, and KCBTA.  ISAMI should encourage various service providers to undertake joint planning to avoid duplication of effort.  Costs of extension service provision by KADFA and KCBTA should be embedded in the interest rate charged on loans by the SACCO, where these are not subsidized by NAADS.  KADFA and KCBTA should be encouraged to bid for contracts from NAADS to provide extension services before the end of the project.
5. Security of savings towards the end of the cycle:
SLM groups should be encouraged to deposit their savings with the SACCOs and/or other LFIs towards the end of the ‘cycle’ for security purposes.
6. Impact Assessment Study:
An impact assessment study should be undertaken after the project is closed to draw important lessons learnt.
7. Environmental issues:
Encourage planting of fast growing trees such as sesbania species by farmers to provide staking materials and earn more income and improve soil management
5.2
 
Lessons Learnt

· Despite the challenges encountered during implementation, the models promoted are working and are addressing the needs of the poor

· The models promoted are helping smoothen price fluctuations and in some cases increased farm gate ‘spot’ prices

· Flexibility should be in-built in the design of IC model to allow for local adaptation and changes in the external environment

· Need for timely response and communication by donor to the project to avoid uncertainties

· CARE senior management needs to make timely decisions on issues concerning the project to ensure implementation is smooth and timelines are adhered to

· Need for proper training of key project and partner implementation staff to ensure models are well understood
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Ms Atukunda





She joined the S&LA group in January 2007 and had accumulated savings worth UGX30, 000 by end of September 2007. However, she did not make any savings in the months of May, July, and September because she had just delivered a new baby.  She wants to accumulate the savings so that she can purchase two mattresses.





Mr. Twinougisha





He joined the group in January 2007 and had saved UGX 10,000 by end of September 2007.  “I enjoy saving because at the end of the cycle the money is used to solve family problems.  I expect to use the interest earned at the end of this cycle (10th December 2007) for the Christmas festivity”.





Ms Bitarabeho has been saving UGX 1,000 per month but cannot remember how much money she has in her account because she cannot read.  The passbook is with her son whom she always sends to deposit the money.
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