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EH 51
A proposal for the possible ASDP Secretariat structure JICA 02/10/2002

1. Background
1-1. ASDP workshop, held on 30th September and 1st October came to a conclusion that the

structure and mandate of ASDP Secretariat should be further discussed before its actual formation,

1-2. The draft ASDP Framework and Process Document recommends the Secretariat's role as the
following:
The ASDP Secretaviat

The ASDP Secretariat coordinates ASDP under the direction of the ICC. It has a facilitation and oversight function
and will not divectly implement the main ASDP activities these are the responsibility of the districts and line
ministries. The ASDP Secretariat has a Core Team of five experienced and  highly motivated professionals recruited
in a competitive and transparent manver from the markel. The core Team is made up of a Coordinator, a
Programme Officer, a Monitoring and Evaluation Officer, A communication and Advocacy Expert and a Finance and
Adminisiration Officer.

The Secretariat will be assured of the authority and technical capacity to enable it interact with stakeholders at a
senior level The Secretariat will ~ provide the framework and resources fo ensure gffective coordination between the
ASLM and assist them to track ASDP progress. Initially, the government and donors will finance the secretariat,
However, support from other groups, especially the private sector is encouraged, The secretarial is initially
established for four years, when its performance and utility will be reviewed,

-----------------------

1-3. The importance of the role of the Secretariat is recognized by all the stake holders. But ASLM
and the other stakeholders especially the donors have yet to reach the agreement on such issues as

its composition and structure.

2, Concerns and Comments
The following are the concerns and comments made by the ASLM and donors (Based on the

minutes of FASWOG Taskforce held on August 22, 2002).

2-1.Common ideas
(1) ASDP will be the core business and will provide the operational framework for the ASLMs.

(2) ASDP has to be implemented as soon as possible.
(3) The role of the Secretariat is crucial to the successful implementation of the ASDP
(4} The members must be sufficiently motivated and committed to deliver according to the ToR.

2-2. ASLM

(1)ASLM:s do not have spare officers who can accomplish the task of ASDP Secretariat,

(2) There are officers who are capable to be part of the Secretariat but those are already occupied
with heavy workload.

(3) Therefore, the Secretariat members must be recruited from the Market.

(4) Having officers to work with highly paid Secretariat members from the Market, may demotivate
them. Therefore, deployed officers from ASLMs should obtain enough salary increase.

#kL-244



2-3. Donors
(1) Recruiting from the Market may take longer time than recruiting within the government system.

(2) Ownership may be lost if ALL the Secretariat members are recruited from the Market.

(3) If majority of the Secretariat members are from the Market, the sustainability of the Secretariat
may become vulnerable.

(4) If the Members, specially the Coordinator, are not from the government, they may find
difficulty in avoiding redtape.

(5) Donors cannot fund top-ups to government officers.

2-4, Additional information
Incrementing government officers salary is already being practiced.
(1) Sokoine Agricultural University has almost tripled the professors and lectures salary since 1998,

(2) ESDP is utilizing SASE (Select Accelerated Salary Adjustment) to motivate government officers
taking the Secretariat function. '

3. Conclusions led from above

3-1. Key points

(1) It is better to formulate the Secretariat by civil servants ideally from ASLM officials.

(2) Whether recruited from the Market or not, commensurate salaries need to be paid.

(3) What ever options are going to be taken, an Exit-Policy/Plan must be formulated before
establishment of Secretariat gets started.

{(4) The need for a quick and consensual resolution to this is essential in order to get the programme
up and running. (A quick resolution will also be beneficial in terms of relations between donors and
GoT and will show our commitment to getting things going.)

3-2. Options for Consideration

Case 1: All members drawn from the government.

Coordinator
{Preferably from
ASLM, with salary
increment)

. pe Programme Communication Finance &
%ifuiﬂ;g;:ljg LM Specialist Advocacy Adminisiration
and Disivict/Regional (Recruit from ASLM (Recruit from ASLM (Recruit from ASLM
Officers, with sg I and District/Regional and District/Regional and District/Regional
incre me;zy Y Officers, with salary Officers, with salary Officers, with salary

increment) increment) increment)
Expected advantages:
(1) Fast recruitment

(2) All members speak same langnage (as government officials).

(3) Un-tapped outstanding human resources may be found.

(4) Likely to cost the least.

(5) Chance to institutionalise the Secretariat function within ASLM.
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Case 2: Coordinator (leader) from the government and others from the Market.

Coordinator
(Preferably from
ASLM, with salary
increment)

, s Programme Communication Finance &
H};&E '%;2”’:22 Specialist Advocacy Administration
;Jec]f;' " (Recruit from the {Recruit from the {(Recruit from the
arket) Market) Market) Market)
Expected advantages:
(1) Fast recruitment for the Coordinator
(2) Un-tapped outstanding human resources may be found.
Case 3. All drawn from the Marke!
Coordinator
(Recruit from the
Market)
- Programme Communication Finance &
%&E .'S;p ecml;zt Specialist Advocacy Administration
gd,ec;;’ from the (Recruit from the (Recruit from the (Recruit from the
arkel) Market) Market) Market)
Expected advantages:

(1) Has the highest chance to recruit significantly high calibre people.

Case 4: One Government Coordinator with limited (ex. facilitative) function
(as practiced in ESDP)

Coordinator
{Preferably from
ASLM, with salary
increment. Shall work
more as a facilitator.)

———————————— '

[ (Taskforces/Technical 1
| Working Groups shall :
1 be established to work |
Vunder the ;

Expected advantages:
(1) Fastest way to establish a Secretariat
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Case 5: Start with Case 3 for limited period of time (ex. until completion of ASDP Phase II)
and shift to Case 4

Case 1 orCase 4
depending on the
assiened role

Case 3: All members
recruited from the
Market

_A W
4 A\
ex. two years interim period

before the Secretariat fo be
handed over to ASLMs

ASDP Phase 11 P

b
b

Full ASDP Implementatio;l

3-3. Remarks

T T -

(1) An Exit-Policy/Plan to ensure the sustainability of this Secretariat function must be carefully laid

specially for Case2 &3.

(2) Decrease of the number of Secretariat members from five to three may be considered (ex, Putting
M&E and Programme Specialist together, Communication Advocacy and Finance & Administration

together.

(END)

wh-247



B 52

CONSOLIDATED COMMENTS ON
ASDP FRAMEWORK AND PROCESS DOCUMENT

October 9, 2002
ASDP Donors

1. General Comments

We observe that the current document has successfully reoriented and restructured the
previous draft, and that most of the major concerns raised previously have been addressed
and clarified. In addition, we welcome the flexible and open position of the current
document on the future interventions and funding modalities, considering the intrinsically
complex nature of agriculture sector development. We would also like to express our
sincere respect for the tireless efforts taken by all the people involved in the redrafting work,

The success, we believe, will depend on the design of sub-components and interventions,
which will require substantial financial/human resources and time allocated to this process,
We still recognize that there is certain risk that through the split of agricultural ministries,
interventions may be duplicated, which may lead to unnecessary high costs. 1t is therefore
recommended to have a pragmatic approach and combine as many interventions as
possible. Furthermore, ownership by the lead ministries supported by greater participation
from stakeholders will be key to make this programme a success.

What follows hereunder are some of the issues which we deem need more elaboration in
the course of finalizing the document.

2. Main Issues.

(1) On Interventions and Priority Setting
While acknowledging the situation where district based activities are to be carried out

without interruption regardless of the progress of ASDP and priority of these activities are to
be decided primarily by districts through the formulation of DADPs, it appears necessary it
establish the prioritization of actions to be taken at the national level, especially those

related to theme or sub-sector wise policy/regulatory framework review (primarily covered
under sub-programme B), as these are expected to set the general orientation of innovative
ways of service delivery to be infroduced later at the district level.

Another important part of the prioritization will be further definition of Quick Wins, given
that funding may not be sufficient to cover all identified interventions. 1t will also be
important that all ASLMs participate equally in the prioritization and Quick Wins selection.

(2) On Funding Requirement _
Clear reasoning, though hypothetical and tentative, is needed to justify 20% per annum

increase of development fund. And is this realistic? How will this increase be absorbed in
the future government budget? How much of this development fund requires new financing
(after taking into account on-going and committed fund)?
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why OC fund is assumed to receive minimum increase? Is it not OC fund that is really

needed at district level to cater for operational expenditures of field staff (including
extension)? If operational cost is assumed to be covered by Development Fund, what
happens after the termination of donor support?

(3) On DADP Approval Process

There is need to have greater clarity on the mechanism by which DADPs are approved
and financed, and respective roles of regional and central bodies in the process. The
mechanism proposed must be fully consistent with the rules and regulations laid down by
on-going decentralization and local government reform process.

(4) On Organizational Review of ASL.Ms

Is existing organizational set-up adequate to implement proposed interventions? Leaving
aside the issue of reunification of three ministries (this must be outside the mandate of
ASDP), is it not necessary to provide preliminary discussions on the mandates, functions,
staffing & financial position, performance of central departments, regional/district cadres
and afflliated training and research institutes? Or will this be part of the work in Phase 1?7 if
s0, it needs to be stated in the document.

(5) On Private Sector Stimulation Measures

It is highly commendable that the current draft stresses the importance of prlvate sector,
including financial institutions, in agricultural development and reaffirms that they are the
engines of agricultural production and growth (Chapter 3.1). it also identifies the roles and
functions currently played or expected to be played by these actors, and sheds lights on
some of the major constraints facing them at the moment.

It is however not very explicit in the current document what specific actions can be taken
by the public sector to encourage private sector to play more active role in the sector. It is
desirable in light of providing some entry points of discussion and elaboration to be
undertaken in Phase il, some exemplary measures, or possible choices of actions to be
taken by the public sector, though tentative they may be at the moment, be suggested in
the main text.

(6) On Promotion of Micro Financing

Considering the limited access of small scale farmers and producers to credits and other
financial services in rural areas, and their potential impacts of these services on the
agricultural production and marketing, it is desired that more explicit attention be given to
promotion of micro financing in the country, possibly drawing examples from on-going good
practices and presenting future courses of actions to be taken by the public and private
sector.

Reference should be made, in the document, to the national Micro Finance Policy both
within the section on policy framework and subsequent sections on guiding principles and
sub-programmes. Reference should also be made to the Bank of Tanzania Micro Finance
Directors in the section dealing with institutional set-ups.

(7) On Stakeholders’ Participation

Stakeholders’ participation does not come through sirongly in the document. The
Bagamoyo workshop proved the need and value of the private sector participation; such
participation now needs o be institutionalized even more than is currently proved. There
are various models developed in the other countries which could be expiored in this regard.
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(8) On Cross Cutting vs. Cross Sectoral Issues

There needs to be a clear distinction between cross cutting - i.e. issues which ali sector
need to consider and mainstream within their work such as gender, HIV/AIDS ete., ang
cross sectoral or inter sectoral — i.e. issues which impact significantly on agricultury
productivity and profitability but are the responsibility of other sectors or general ministries,
e.g. roads, lands, tax, regutation of business. These two types of require very different
responses — one is requiring actions from the ASLMs themselves but with appropriate
support from specialist cross cutters, e.9. gender, the other is alt about the relationship
between two institutions with different remits but whose operations impact on each other,

3. Editorial Points

The current document has pointed out a number of important and intriguing approaches
regarding ways to institute business “unusual” in the sector. But these need some more
explanations and in cases specific examples to make these points more clearer and
understandable. Some of them are listed below.

(p.8, para.4) There need to be fewer controls...:
what are unnecessary, for example?

(p.17, last para.) While the new performance-linked salary structure will be one
opportunity...:

Is this already implemented by the government or what is the current status of
examination/implementation?

(p.18, third para from the bottom } council staff:
Does this mean Councilors?

(p.19, table5.1). A2 ~A4, and B1.~B3 appear to be similar. More explanation is needed fo
distinguish these two sets of interventions at different level,

(p.22, para.2) ...two-way communication...:
needs further explanation on what should be done between who and who.

(p.286, para.1) ...and there will be no single MTEF for ASDP.:
what does this mean? Needs clarification.

(end)
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BH 53

Consolidated Comments on the
“Proposed Guidelines on the Process of Participatory Planning for
District Agricultural Development in Tanzania’’

1.General comments

- The draft guidelines have improved since the zero draft. It is clearer now that the target group for
the guidelines are not field level staff and primary stakeholders but the people at national, regional
and district levels who will manage the process and compile higher level plans. (D)

- Though the above improvement could be seen, the draft TOR prepared late July is still valid, and
there seems to be a substantial shift in the intended focus of the envisaged guideline and the
actual draft presented.

This is an evidence in comparing the headings:

The heading of the latest draft “’Guidelines on the Process of Participatory Planning for DADP"’
The heading of the TOR which reads * Guidelines for preparation of DADP””. (D)

Thus the title of the guideline should be renamed to *’ Guidelines for preparation of DADP’' as
suggested in the TOR. (M)

- The document is still too long and wordy, and difficulties will remain in translating - the
consultant should bear in mind the target audience for this guideline. The guidelines are very
general in nature and do not specify the agricultural issues in particular the general framework and
orientation of ASDS and ASDP which has necessitated the formulation of DADP. To improve this
point, the list of Sub-programs and/or Quick-wins, in addition to the brief background of
formulation of ASDS and ASDP (1-2 pages), should be included in the guideline. (M) () (J)

- A key question is whether the guideline should be elaborated and dominated by the participatory
approaches or the guidelines should take those approaches for given and being developed in the
context of decentralization and LGREP:. It is believed that the guidelines would improve operationally
if the latter is that case and the focus shifts from the explanation of participatory approach to
elaboration of how agricultural issues can be identified, appraised, prioritized and
implemented within which ever participatory framework is used. (D)

- It should be clearly understood that participatory planning at village and ward level is not done for
agriculture in isolation but for all spheres of life. As such the participatory process should not be
the central part of the guidelines but the framework in which the guideline can be employed. If
they are a central part, there is a great risk that the development of DADP will create its own
paraHel planning strucuture with this own core teams etc. (D)

- Much more focus is needed to address the issues outlined in the TOR chapter 5, bullet e. to g. and

in particular:
® Identify the key information and data that are required for District Administrations for the
development of a DADP.

Prepare and provide a suggested table of contents of a DADP document

@
® District M&E framework
® Detailed procedures for disbursement of funds, accountability and reporting modalities.
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® Specify the roles of different stakeholders in (planning) and implementing distrig
programimes. D)

- We believe that the general framework and orientation of development should be formed by
the district management level (= the core team) and provided to the ward- and village-levels
hefore the participatory approach is applied at these fevels. In other words, it is indispensable
that common recognition of the situation surrounding district agriculture sector and shared vision; -
objectives of future development be held among major stakeholders involved in the planning
process in the district. The necessary of District Strategic Plan is clearly stated by the consultant i
P19, and that is correct recognition. Thus we propose that an exercise called “District Situation
Analysis and Vision Setting” be undertaken after the proposed Step 2 “Launching of the !
Programme”. The detailed works are suggested in the specific comment sectioon. (See also the
Attachment 1) (J)

- Appropriate and user-friendly record forms should be developed and included in the draft,
If O&OD manual include some record formats, attach those formats in this guideline! Please not
say ;‘Other manual has the forms, so that get it and read it’. The district staff will have
problems in interpreting the document particularly if they are required to read it in conjunction with
the O&O0D manual, Apparently the LGRP donors feel the O&0D manual is weak and requires
considerable editing. A set of suggested formats are attached with this comment, and it is

advised to attach them to the guideline. (I), (J)

- The guidelines mentioned that there is a need to increase the financial analysis capacity. Whereas
this is recognized that it may be doubtful if one in a foreseeable future will be able to do this at
lower levels i.e. village or ward. In stead of that, it would possibly be more appropriate if a work is
suggested in the guidelines to generate accurate information on farming at district level and on
various farring enterprises in terms of average economic benefit both in terms of return to labor
and in terms of retumn to land. This would create a comparison for farmers against which they can
compare themselves and based on that give them a real choice of what enterprises to concentrate
according to their own capacity. (D)
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2. Specific Comments

Document Structure

- In order to make the document more user-friendly, it is suggested that the first 10 pages be omitted -
and start with a short ( 1-2 pages) introduction. These pages only serve to justify the use of
participatory approaches and the context within the policy framework. Keep in mind again;
participatory approach cannot be a central part of the guidelines. In case of necessary, this section

can be annexed. (I)

- The document is a mix of processes for developing DADPs and the processes for implementation
(Section 4). Section 4. will therefore become irrelevant from next year. This section should not be
part of the guidelines. In case that it is necessary, this section can be annexed again. (I)

Chapter 1.

Page 2 of the preliminary draft; The Legal Basis for District Participatory Planning;
- It is suggested that the presentation follows the established structure i.e. Council level, Ward level
and village level. (D)

- Section 1-2.1 is not appropriate for guidelines in nature and these sections should be more
condensed. (M)

Chapter 2,

Page 6 — 11 of the preliminary draft; The whole of chapter 2.

- The chapter contains too much elaboration of participatory approaches and past expenenccs This
chapter should be reduced substantially to a more focused overview of existing practices. (D)

- It is noted that there is a concern that MAFS apparently is developing independent guidelines for
PADEP, which would effectively create a parallel structure for agricultural planning. (D)

Page 11 of the latest draft (Oct 3); 2.1 The planning cycle
- The Budget guidelines from Cenfral Government to ASLM are provided during January not
March. (M)

Page 13 of the latest draft (Oct 3); Box 2
- PADEP is a project and not a participatory approach. (M)

Page 14 of the latest draft (Oct 3); Figure 1: Flowchart of Planning Process.;

- In reflection of the general comments raised, the ‘District Situation Analysis and Vision Setting’
should be stated and separated from the proposed Step2 of Launching of the Programme. In the
newly created Step 3. of ‘District Situation Analysis and Vision Setting’, the following works
should be conducted. (See also the attachment 1 (Flow chart ) )
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Step3. ‘District Situation Analysis and Vision Setting’
1) District agriculture fact analysis
- Fact sheet of production, sales, agricltural population, etc.
2) External analysis
-Identification of ‘opportunity’ (market chances, etc) and ‘threats’
3) Internal analysis
- Identification of ‘strength’ (production potential, etc) and ‘weakness’
4) Development of “Vision’ and accompanied ‘Goals” (Also ‘Catch ward’ selected)
5) Setting Main Development Objectives
6) Selecting candidates of district’s main interventions from the DADP Sub-programme List and/or
Quick-Wias

0
Page 18 —19 of the latest draft (Oct3); Step 4. Development of Village Plans
- This section should include the general framework and orientation of ASDS and ASDP to enable
the LGAs translate the same in their own localities. (M)

Page 24 of the latest draft (Oct 3); Step 7. Participatory Monitoring and Evaluation.

- 1t is desirable that some exarples of M/E Indicators are suggested in this guidelines, especially
those at outcome and impact level, We also believe that these indicators cover at least two areas of
“Productivity” enhancement (area based)and “Profitability” enhancement (household based)
recognizing two major strategic objectives of ASDS.
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T productivity indicators -( Jton per km2

. (Quantity of production per unit km?2 and per ( Yton per household
household, by each major products’, by each by each product ( ).

~ type of farmer’)

| . Profitability indicators - yTsh. per hafacre
(Barning from production per km2 and per ( YIsh.per person
household, by each major products, by each by each product ( )
type of farmer)

“Tf those indicators are not included, we never know the degree of DADP progress.

Page 21 of the latest draft (Oct 3); The village plan will come up with...

- There should be an example of a “Table of Content”. It must be recalled that during the workshop,
there was a suggestion to make a sample content of DADP and the consultant team had agreed to
put it as an anneX. The proposed format is attached as Attachment 2. (J)

Page 22 of the latest draft (Oct 3). Scrutiny and Consolidation...: ...the village plans should not be
amended. ..

- What if the ward feels that village plans lack rational and are not comprehensive enough to garner
required resources from the higher level of authority. (J)

Chapter 3.

Page 12 — 24 of the preliminary draft; The whole of chapter 3.

- There seems to be some confusion in the use of the terms. References to the experiences by
TANZAKESHO and general elaboration on participatory approaches should be left to the
introductory parts of the document. Furthermore, the chapter lacks the necessary details to be used
as a guideline for an actual development of DADP’s. Further elaboration on the various steps and
responsibilities are required. (D) '

- This could be done with a brief overview on the O&OD process taking the flowchart in figure 1.
Based on the flowchart, it is suggested to elaborate how agricultural issues fits in, what will be
required at the various steps and the roles of different stakeholders. (D)

- The emphasis on avoiding parallel structures is appreciated. However, the proposed set-up where
Core Teams and Ward Patrons play an essential role may easily lead to the establishment of such
parallel structures. (D) '

Page 27 of the latest draft (Oct 3). 3.1 National level

- There should be more elaboration on this section with more inputs from ASLMs incorporated.
More tangible and comprehensive argument is needed in this section so that users of this guideline
at district level as well as central level will find it very useful and practical. (J)

Page 29 of the latest draft (Oct 3). 3.1.3 Contents of Instructions and Information
- ASAC is an advisory body it cannot provide guidelines to the LGAs. Guidelines would be
provided by the ASLM through PO-RALG. (M)

Page 31 of the latest draft (Oct 3). 3.3.1 Authorities Responsible for Preparation

' For example, cereals (6 types: Maize, paddy, Sorghum, Bulrush Millet, Beans, Wheat), Cash craps {5 types: Cotton, Coffee,
Tobacco, vepetable, fruit), Qil crops (5 types: Groundnut, Cashewnut, Sunflower, Simsim, coconuts), Livestock(4 types: Cattle,

Goats, Sheep, Pigs)
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- Please not District Agricultural Sector Development Advisory Team (DASDAT) has changed to
District Agricultural Sector Advisory Committee (DASAC). (M)

Chapter 4

Page 25 — 34 of the preliminary draft; The whole of chapter 4.

- The guideline described in this chapter lacks the necessary level of details to ensure a
mainstreaming of the agricultural planning in the overall district planning process and 1o streamline
it in a regional and national context. The guideline should relate more specifically to the process
presented in chapter 3 inn terms of timing, content and responsible entity for the various activities
ie. guidance, planning, budgeting, appraisal, M+E etc. at the different levels. The role of the
different stakeholder is in particular important in this chapter. (D)

- The table of content of a DADP with some guidance on content and presentation including budget
requirements could be presented in an annex to this chapter. (D)

Page 27 of the preliminary draft; iii
It is assumed that the reference is to ASDS and not to ASPS. (D)

Page 41 of the latest draft (Oct 3). 4.4.1 Financial Analysis
_ Are these recommendations such as “IRR computation” really necessary and feasible to be applied
at the village level? Is it not too sophisticated to apply such analytical method at the grassroots

level? (J)

Page 42 of the latest draft (Oct 3). 4.4.3 ASDP versus ASLM Budgets and Guidelines
- DADPs are part of the DDPs. Some of the agricultural activities contained in DDPs will be

financed by own sources while incremental will be processed through ASDP. (M)

Chapter S

Chapter 5 of the preliminary draft; Outstanding issues.

- It is suggested that this chapter should be deliberated on outstanding issues such as capacity
building etc. from an agricultural point of view. Further the general co-ordination between planning
support given in general and that provided as a fringe on agricultural support i.e. according to
information from the DPLO in Iringa will TASAS support 20 districts among other Iringa District -
are the same to be provided through ASPS Phase I1, DADS. The same source are available at other
40 districts supported by UNICEF/PO-RALG on the 0& 0D Process including Mufindi District.

(D)
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