AGRICUTURAL TRANSFORMATION STRATEGIC PLAN SUPPORT
PROJECT (ATSPSP).

INTRODUCTION

As indicated in its name, ATSPSP is a project whobgctive is to support the
agricultural transformation strategic plan (ATSB) & to accomplish its mission and
attain its objectives. The project was designed apgroved in 2005. The funds
necessary for the implementation of the project mainly come from the International.
Agricultural Development Fund (IFAD) and other domdike DFID, the Netherlands,
Belgium and the Government of Rwandan. The loaregent was signed on 7 October
2005 between IFAD, the funding agency and the Gowent of Rwanda, the Borrower.

AGRICULTURAL TRANSFORMATION STRATEGIC PLAN (ATSP)
What is ATSP?

The ATSP is a plan which was elaborated by the $ftiniof Agriculture and Animal

Resources (MINAGRI) to facilitate effective implemation of the new national
Agricultural policy. The major objective is to tisform the agricultural sector and
integrate it into Vision 2020 and the Poverty Rembacstrategy. The two strategic policy
frameworks consider agriculture as the engine ttbnal economic development.

ATSP was the first participatory approach in plagnin the agricultural sector. This
innovation has enabled ownership and the partiopdiy the population in the planning
process, of monitoring and evaluation of developmpeagrammes.

THE MISSION OF THE ATSP

The Mission of the ATSP is “to stimulate economiogperity of the rural population and
to ensure improved living conditions within a madeed and well organised
agriculture”.

THE OBJECTIVE OF THE ATSP

The objective if the project is “To contribute in saistainable manner, to poverty
reduction and to support Rwanda’s economic growtbugh increased productivity of
production factors, maximum valorisation of prodyctliversification of sources of
income, conservation and rational management af@mwental natural resources”.
Strategic orientations of ATSP

The ATSP is based on the following 10 main stratéiges:

1. Diversification and intensification of crop, aninaid halieutigroduction.



2. Diversification of sources of income and employmepportunities for the rural
population.

3. Link between production and the market as well las integration of the
agricultural economy into national and regionalrexray.

4. Sustainable management of natural resources, plarticland water.

5. Organization, mobilization and capacity building faroducers and professional
organizations.

6. Building the capacity of service providers, prization and promotion of the
private sector.

7. Creation of an institutional frame work favouralide specialisation of producers
and the Rwandan agricultural transformation.

8. Creation of a suitable environment for productivevestment and the
development of entrepreneurship, the creation gfleyment in the area of agro-
business.

9. Refocusing of the role of MINAGRI and restructuriitg activities towards a
sector-wide approach programme in a decentraliseddwork.

10.Promotion of gender approach and reduction of valniéty of vulnerable
groups.

PROGRAMMES AND SUB PROGRAMME OF ATSP

The ATSP consists of 4 priority programmes subdaidichto 17 sub programmes.

National Agricultural Policy (NAP/PNA)

!

Agricultural Transformation Strategic Plan

(ATSP)
PROGRAMME 1: PROGRAMME 2: PROGRAMME 3:
Intensification and Support to the Promotion of outlets PROGRAMME
developpement specialization of development of the 4. o
sustainable systems producers agribusiness Institutional
Development

Programme 1: Intensification and development of suainable production systems.

SP 11: Sustainable management of natural resoancewater and soil conservation.
SP 12: Development of an integrated animal farnsiysgem



SP13: Swamp drainage

SP14: Development of Irrigation

SP 15: Procurement and use of agricultural inputs

SP 16: Food security, management of risks and vaitiey

Programme 2: Support to the specialisation of prodcers.

SP21: Promotion of rural farmers’ organizations bodding the capacity of producers
SP22: Restructuring of proximity services to pragisand rural innovation.

SP 23: Rural innovation and research for developmen

SP 24: Rural financial systems and developmengwéaltural loan schemes.

Programme3: Promotion of procedures and agro busirss development.

SP 31: Creation of an attractive and motivatingrbess environment and
promotion of entrepreneurship

SP 32: Promotion and development of product oudletschannels

SP 33: Processing and competitiveness of agrialjfwoducts.

SP 34: Rural support infrastructure for producers.

Programme 4: Institutional development.

SP41: Legal and regulatory framework
SP42: Reforms and institutional support for pulrigtitutions
SP 43: Coordination, monitoring and evaluationhaf &griculture sector.

The ATSP supporting sectors

Effective implementation of the ATSP will largelyplend on the supportive actions of
Ministries and other partners in the following aea

Governance and local development
Environment, water, land tenure security.
Education and scientific research

Trade, industry and art handcrafts

Health and social protection

Transport and communication infrastructure.
The financial sector

NoOhAWNE

Coordination and modalities for implementation of ATSP
Effective implementation of ATSP will be carriedtabrough the following activities:
1. To harmonise ATSP with other strategic framewoiks well as other

programmes and projects
2. Elaboration of operational programmes and investipggrammes



3. Elaboration of policies and sub sector strategies

4. Establishment of an monitoring and evaluation syste

5. Elaboration of the expenditure framework Macroecomo and financial
framework

The coordination of these activities will be cadrieut by MINAGRI, which will also
ensure monitoring and evaluation of the performaot¢he sector. Activities for the
implementation of the objectives of the ATSP andises to beneficiaries will be under
the responsibility of MINAGRI, namely RADA (Rwandagricultural Development
Agency, RARDA (Rwanda Animal Resources Developnfegency, and ISARIQstitut
des sciences Agronomigue du Rwanda)

ATSP proposes a change in the approach in the @@weht of the sector from the
project approach to programme approach (SWAP)Islb @aroposes a change in the
funding mechanism, from a conventional situatiohjol is governed by the supply to a
new situation which is governed by demand, so aedpond in an effective manner, to
the needs of beneficiaries.

Appropriate Funding Mechanism

Conventional situeon: services Target situation: Servic
governed by supply and the delivered governed by demand
supervisions from above and supervision from beneficiary
from down
Government an Government an
partners partners
Financial + Financial flown
flow Feed bac
) ) Service providers
Service providers
o Deman Service provisior
l Provision I feed back
Clients / Beneficiaries Clients / beneficiaries

XIIL.
A rationale of the project



24. The project is in the frame work of the implertation of sector activities of the
DSRP in the area of agriculture. It constitutes ohthe instruments MINAGRI will put
in place for the implementation of the ATSP in aeteeprogramme approach.

The programme is a logical result of the needsaipacity building of MINAGRI and
agricultural actors on the ground, which are com®d as crucial for the attainment of
the Vision 2020, DSRP and ATSP.

25. During the ATSP elaboration, a number of probknd constraints were identified
namely:

a) MINAGRI in its present state cannot fulfil the mane it was assigned in the
Vision 2020. Nor can it achieve the expected rasult

b) Its performance does not allow it to access a rhbalanced share of the ordinary
budget and financial investment in relation to thected contribution of the
sector in the GNP;

c) In the decentralised context, cooperation betwe#fereint actors and local
stakeholders is not adequate for the local comnasnitand grassroots
administrative authorities to elaborate their lod@elopment plan; it is therefore
important that more functional links be establisldth central institutions and
their capacity strengthened;

d) The present production systems based on subsistm@ailture are outdated.
They must undergo complete transformation s dade the challenges related
to increased land and food demand resulting fropufadion pressure.

The ATSP has emphasised the necessity of ensunogeased and harmonious
integration of animal husbandry and crop growingiciwhrequires the definition of
operational and exploitation models which put arifaaning at the centre of the system.
It also stresses soil protection and improvementhm soil fertility (by systematic
production and use of manure), as ultimate objeatifthe new system. The task of the
agriculture and animal farming transformation néfeel adoption of modern, intensive
technologies available in the region, especiallg thcrease in rice production, to
transform Rwanda from an importing to an exportaagintry. There is urgent need to
increase milk and meat production to improve onciretents of lipids and proteins in the
diet of the population, especially in the arealafccnutrition.

26.The other constraint identified by ATSP is thedhé&zreform the present structure of
MINAGRI, to fundamentally, change the way its atiés are managed in the
implementation of the four priorities programmefadiSP:

This will be achieved through:

a) Intensification and sustainable development ofcdtural production systems.



b) Support for the specialisation of producers;
c) Promotion of procedures and the agro business, and;

d) Institutional development and establishing a newnfwf collaboration with
decentralised stakeholders.

27. In addition to the Netherlands and DFID, which duthis project, other donors
expressed interest in joining their effort to supp®TSP and upgrade all these actions
towards the establishment of Sector Wide ProgranApproach (SWAP) for the
agricultural sector.

B. Objectives of the project

28. Generalobjective: The general objective of the project is to incesagriculture
income and to improve the nutritional level of gheor rural population, thanks to the
implementation of priority programmes of the Agitaual Transformation Strategic Plan
(ATSP) in the framework of renewed partnership vallractors involved in the sector.

INTERNATIONAL FUND FOR AGRICULTURE DEVELOPMENT

Rwanda: Agricultural Transformation Strategic Papi®rt Project
Pre-evaluation Report — Main Report

29. Specific objectives The specific objectives of the project are thiéofeing

* To strengthen technical and institutional capaott units and stakeholders responsible
for the implementation of ATSP programmes and pyicaictions at the central level,
Provincial and District.

At the central level, the objective of the projecto improve the performance and the
absorption capacity of central ATSP programme meamemt units in physical and

financial terms: measured by the implementatioe @it the agricultural PIP and the
contribution of the sector to national GDP. At tleeal level the project aims at

strengthening (building) the capacity of the CDCimplementing their CDP and (for

peasant /rural organisation and association t@as® their capacity in productive project
management where their contribution is measureterims of increase in agricultural

production supported by the project and by theease of household incomes of the
beneficiary households.

The professional organisation and producers’ aations representing the poor rural
populations will be the main targets.

* To validate and disseminate the working method tethnical innovations whose use
will enable:



» The establishment of mechanisms appropriate techla@ge process dictated by
the transformation of the agricultural sector whrelsults in a comprehensive
integration of functions of different actors (Mitries, Provinces, where the
producers’ communities will play a proactive role;

» The improvement of the effectiveness of ATSP ptyoprogrammes, to increase
crop and animal production and to improve the ineoaf the beneficiary
population as well as their nutritional level thghumodern food conservation
and crop storage mechanisms;

= To fight against soil degradation, by terracing tivattes, restoration of soil
fertility, integration of animal farming and intefisation of rice growing and the
growing of high—value marketable and nutritionalps.

C. Methods adopted by the project

30.The project will be based on the on going decés#aton process, and particularly on
the participative approach as well as on commuypléyning. The project will be based
on demand, which will favourféire-faire” of the population. Emphasis will be put on
sensitisation on gender issues, social organisdtiapproach of development, and
transfer and sharing of knowledge.

31. “The Soil Approach” will include the developmemdarational management of the
catchments basin and wet lands and the linkeddowd. The pilot activities, after having
proved successful, will be replicated in other zoraistrict where the pilot project shall
have been implemented as well as in other distribts will happen during the project
lifespan.

32. For the funding of necessary investments, the fi@as communities or
organisations will require a financial mechanisnfarm of fiduciary funds, which shall
be put at the disposal of MINAGRI and managed astriai levels, according to
participative and decentralised principles, asidone by the Common Development
Fund (CDF)

33. In support to these approaches and basic prirsGiphter-sector activities will be
undertaken to build the capacity of producers iditlg literacy education.
D. Description of components

34.The project hinges on 3 components namely: (tuti®nal support (7 million USD,
29% of basic costs; (2) Pilot activities (10.6 moil USD, 55% of basic costs); (3)
coordination and management (2.5 million USD, 16%asic costs)

Component 1: Institutional support to agricultural sector

35. The institutional support component to agric@t sector is subdivided into 4
subcomponents. The activities were identified spomse to urgent needs to improve the



capacity of MINAGRI so as to attain the objectivefsthe agricultural transformation
strategic plan (PRSP), but also to build the capatakeholders at decentralised level, to
provide an enabling environment for the replicatidrthe pilot activities (developed by
component 2) and to transfer and share the skitjaiged.

36. Subcomponent 1-1: Coordination of the ATSRvill be developed on the basis of a
complete functional analysis and the implementatiba process of institutional change
as well as the identification of the needs in theaf technical assistance and training of
the staff of MINAGRI and of its technical agencieghich enable strengthened and
coordinated implementation of the four ATSP progmees. This action will evolve
towards the sector wide programme approach (SWaé the basis of the Government
policy and depending on the partnership with doraord progress made. The midterm
review of the project will be an opportunity to akzthe direction and the form that the
management of the project will adopt.

37. Sub component 1.2. Strengthening of capacity Hte decentralised levels

Will be composed of support activities at the distievel, sectors and cells and to
grassroots professional organisations notably tyivothe CIC’s. Activities will be in
form of training sessions, study tours; The Comrnyimnovation Centres will act as
meeting points, training venues and more impowarat! kind of show-case for
development initiatives. Essential activities cortdd by the centres will include the
dissemination of innovation programmes literacygoaonme and agricultural shows.

38. Sub component 1.3. Support to producers’ orgasations.

The aim of this subcomponent is to strengthen t¢ihe of these organisations, to enable
the establishment of links with producers, to pgrate in local mobilisation and training
and to the creation of organised groups, to prog&kential services to their members, to
promote economic development, etc, The projecttaitiet IMBARAGA in particular, a
national farmers trade Union and UNCORIRWA, whialings together rice growers
cooperatives.

39. Subcomponent 1.4. Support to information manageent system (SGI) and
communication.

It consists of advisory activities and support Ire tdevelopment of an information
management system and support in the area of comatiam. Emphasis will be put on
the development of system for the transfer andsskithich will be based at the district
levels and monitoring and will include participatagvaluation and monitoring system
and for measuring the impact of development agtwit

Component 2: Pilot actions by innovative models

40. Pilot action will be based on the protection ofcbanents basins, improvement of
animal farming and wet land drainage. Pilot actinil be managed by community-



based beneficiary structures, and will be implementith the support of service

provides on contract, including the new communitgavative centres and MINAGRI

institutions. The component will contain 5 subcomgats (a) protection of catchments
basins, (b) integration of crop animal farming; dcainage of swamps and low lands; (d)
research and development and (e) replication afessful experience.

Sub component 2.1 Bloacge and soil protection

41. Subcomponent 2.1 will help in stopping the pssc of land degradation by a
sustainable land management system, based ongthieafyainst erosion, a systematic
planting live hedges and folder plants for maintagnsoil on hillsides and mountain

slopes. These mechanical protection measures lshabmplemented by the systematic
introduction of improved breed of dairy cattle, elhifeed on the hay and fodder planed
along the anti-erosion trenches. In turn these cgvadl produce milk and manure, which
will then increase crop production and productivity

A partnership will be established between the pceds; extension services and research
results so as to share acquired work for theirsipaf new technological skills.

Subcomponent 2.2: Integration of Animal Farming awn Agricultural
Intensification.

42. The objectives are:

a) To restock Rwanda with improved animal breed, amdniprove the bovine
genetic potential of livestock by artificial insemation;

b) To improve soil fertility and increase basic crapguctivity using manure;

c) To develop small animal farming in small size faymich can not feed larger
animals, especially cattle, and;

d) To increase income of producers and improve théyamtritional status.

The strategy is based on previous experience e$tiock restocking that was a success
both in Rwanda and in the region. The project id¢=to introduce animals of Jersey pure
breed and cross-breeds. Beneficiaries will notnioéviduals but community associations
who must adhere the general approach, and whobwildl a solidarity chain that will
result in the needed transformation. At the endhef project, more than 3000 crossed
cows will have been reproduced and 3000 local cawlishave been replaced by the
cross-breeds with more than 80% of exotic race.|lSmiék collecting centres will be
established in production areas where these stagctare presently non existent. An
efficient animal health monitoring system estaldghwith the support of the service
offered by ORDRA.

Subcomponent 2.3: Swamp drainage and low lands



43. The objective is to improve rice production artber priority crops grown in wet
lands and low lands. The strategy will include itmeoduction of intensive rice growing
system (SRI) developed in Madagascar and initiatieeadapt the variety of WARDA
rice in Rwanda.

The intended work includes the drainage in thd fitace of 250 ha of swamps where
three models of production will be developed:

(a) 2 rice growing;

(b) Rice and other vegetables / legumes; and

(c) Soya beans /maize and vegetables. SRI systenmovee tested in the year 2005 in the
framework of FIDA grant. If results confirm its arests, the project envisages training
7000 rice producers in SRI techniques.

Training, demonstrations, lectures, study toursvaf as advisory support services to
improved vegetable material, are other main regxpected in this sub component.

Subcomponent 2.4: Research: Action and Support tohé Transformation of
Household Farming

4.4. The objective is to develop intensive systamd production models for household
farming and to provide adequate support and adwisoextension services.

ISAR and the two new MINAGRI offices (ORDA and ORBRwill be the main
partners for these activities Models integratinglavel crops and ordinary irrigation
development will be considered in the elaboratibmrmual activity plan for each pilot
zone.

Subcomponent 2.5: Mechanism for replication of teahical innovations and
financial support

45. This subcomponent aims at disseminating to otlggo aecological areas the
experience resulting from successful pilot actgtand to take into account the models
studied in this project, other existing technicaldals in the country, arising from rural
community experience or international experience. chrry out these activities, the
subcomponent will have two sources of funds;

I. The extension of pilot actions in five new agroelegical areas from the fourth
year of the project and;

II.  The dissemination of technical model in otherrdissectors, depending on the
demand from communities that participated in Cl@vées. As for the support
fund, it will be used on income- generating acgatand will be managed
according to the principles of local rural Micrcdimce.

Component 3: Project management
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46.The project coordination unit will be establishBdMINAGRI. It will be responsible

for the financial management of project resourcasd will be in charge of the
coordination of activities, administration, monity and evaluation. National and
international consultants will provide support t6W as well as to the activities of the
project.

47.Monitoring evaluation systems (based on SYGRI/RIMEIDA) will be established
under UCP and linked to SGI of MINAGRI. Backgrousitidies will be carried out on
the FIDA grant funds before the project startifggyt will enable to establish a reference
situation for all the pilot actions and finalize BA pilot zones financial partners of the
project will participate in supervision and revieativities and evaluation of the project.

VI. COST AND FUNDING OF THE PROJECT

48.The cost of the project for 7 years is detailethmtable below. The funding consists
of a Government contribution of 1.1 million USD,daaf the beneficiaries amounting to
1.1 million USD. IFAD granted a loan of 8.2 milidJS and a donation of 200.000 USD
while the Netherlands donated 4.8 million USD. DFidvided a grant of 3 million USD
and BSF contributed 1.5 million USD for supportihg establishment of the community
innovation centres.

Taking into account the flexibility of the projedther partners may join in the phase of
replication of successful experience. Beneficiaiel participate in the protection of
catchments basins and watersheds and in the agstifp plantation.

49. The cost of the project is summarized the tablewo.
USD (000S) of:

Component 1: Institutional support 7059. 38%

Sub. Component 1: Coordination of ATSP 2872

Sub Component 2: Support to decentralized level 2277
SUB Component 3: Support to mountainous organization 780
Sub Component 4: Infor mation management system1129
Component 2: Pilot actions 10600 529 %

Sub component 1: Soil protection and bocage 1626

Sub component 2: Animal faming integration2745

Sub component 3: Svamp, and wet land drainage 1246
Sub component 4: Research and development 643

Sub component 5: Replication mechanism

Component 3: Project management 2466 12.3%

Total Cost 20125 100%
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50. The project will be managed in accordance with DFfeneral conditions and
according to Government regulations in place ferphocurement of goods and services
agreement with the recent decisions concerning bization of the international aid

VII. ADVANTAGE, JUSTIFICATION AND RISKS

51. Impact on poverty reduction: The project will ptoinstitutions involved in its
activities in the area of capacity building by imping their efficiency in attaining
their objectives in increasing production and ineamthe context of the Millennium
Development Goals. 7200 small producers will alsodiit by improving the soil
fertility and protection of their land. Their proction will increase in terms of milk,
rice, vegetables and this will in turn improve theutrition situation. Among these
7200, 4000 will have access to a genetically impdovivestock and 7000 rice
producers will be able to double their productidhe overall internal profitability
rate of the project was estimated at 15% (26 %hferpilot activities alone)

52. Innovation by introducing new technologies, mainly:

a) A progressive application of a sector artificiabgramme approach (SWAPP)
, @ methodology based on field results and clolsghed to the local planning
process;

b) Soil protection, thanks to the “bocage” and tarrgcSystems;

c) Introduction of intensive rice growing;

d) Improved genetic livestock, thanks to artificialsémination and embryo
transfer;

e) Establishment of community innovation centres,clhwill play a significant
role in the transfer of skills and knowledge andhie replication of successful
pilot projects, and finally

f) Development of a support and advisory or extensernvices based on

tripartite partnership between producers, trairsagvices and the agricultural
research institutions

These innovations are mainly the integration andlmoation of existing techniques into

models that develop synergies and which have aidermble impact on agricultural
production.

53. Environmental impact: No negative impact can result from the activitedsthe
project. Instead technological innovations propoaed at stopping, reversing the
process of land degradation and improving efficjeimcthe management and use of

water resources. This is why the project was diaslsi® B” according to IFAD
procedures.
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54. RISKS: The following hypothesises and risks were iderdi

People adherence to participatory method, this beua a working
hypothesis since people in the programme zone paveed to have
social cohesion.

Availability and capacity of operators: an invemt@f operators was
done during the formulation and pre-evaluation disgussions showed
that the risks related in the implementation ofgthgect are minimal;

The Impact on the people’s work load. The drainaggrammes require
intensive mobilisation of the population. The waidi calendar of
beneficiaries will have to be well analyzed befergaging in activities;

Mobilization of financial resources and coordinatibetween different

actors, projects and programmes is identified sls factors but also as
working hypothesis. In fact, proposals in termsnaasures, strategies
and objectives were favourably welcome by mostartrers consulted

during the designing of the mission.
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