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Report on an Advisory Mission

to Swaziland on Measures for Improving

the National System for Monitoring

and Evaluating Agricultural and Rural Development Projects

I. PURPOSE OF The MISSION

Following the receipt of a request from the Principal

Secretary of the Ministry of Agriculture and Cooperatives of the

Government of Swaziland for assistance in identifying measures for

improving the national system for monitoring and evaluating

agricultural and rural development projects in Swaziland, a team

comprising Mr. G. I. Abalu, Regional Adviser in Food and

Agricultural Policy and Planning and Mr. K. C. Wang, Regional

Adviser in National Accounts and Statistics, undertook a mission to

Swaziland from July 26 to 3rd August 1991.

The terms of reference of the mission were as follows:

1. Review overall government policies with regards

agricultural and rural development in the country.

2. Review the performance of the various agricultural and

rural development projects in the country in terms of how

well these projects have achieved their intended goals

and objectives as well as to what extent they resulted

unintended outcomes.

3. Review the statistical data situation in the country

obtainable from regional and specially designed

statistical activities.

4. Identify priority needs for the improvement of the

national system for monitoring and evaluating the impact

of agricultural and rural development projects and

formulate and/or amend specific project proposals in

relation to the identified needs including



recommendations on an appropriate set of socio-economic

indicators.

5. Prepare a terminal advisory report for submission to the

Government of Swaziland.

II. MISSION ACTIVITIES

The mission was coordinated by the Resident Office of the

United Nations Development Programme (UNDP) and by the Office of

the Principal Secretary of the Ministry of Agriculture and

Cooperatives (MOAC). The UNDP Office provided the mission with all

the needed logistics throughout its stay in Swaziland.

The'mission started by consulting background documentation on

the Swazi economy and Swazi institutions involved in agricultural

and rural development provided by the UNDP and the Ministry of

Agriculture and Cooperatives. Arrangements were then made for the

mission to hold discussions with a number of people including

officials of the Ministry of Agriculture and Cooperatives, the

Department of Economic Planning and Statistics of the Prime

Minister's office, a number of Agricultural Development projects,

and officials of the international donor and aid community. The

mission also visited some field projects and held discussions with

field officers in order to obtain adequate and direct

familiarization with agricultural development activities located

away from the state capital, Mbabane. A list of the people which

the mission met and with whom substantial discussions were held is

attached to this report as an annex.

III. MISSION FINDINGS

The Swazi economy which has had a record of buoyancy and

viability in the past is again showing signs of recovery from a

recent period characterized by relative stagnation. Real per capita

GDP which actually declined at an average annual rate of -1.4



percent between 1982 and 1985 started growing again in 1986

following favorable weather conditions which brought about a bumper

sugar crop.

Although Swaziland is a relatively small country (17,364 Km2),

its four distinct agro-ecological zones provide it with

considerable natural diversity which, in turn, permits the

potential for the production of a wide range of crops and for

effective stratification of livestock production.

The country operates a dualistic land tenure system. A

traditional tenure system operates under the king and his chiefs

throughout the Swazi Nation Land (SNL) which at present makes up

approximately 56 percent of the rural land area of Swaziland. The

remaining land consists of Title Deed Land (TDL) which is held

either in free hold or concession lease by companies and

individuals. The SNL farms which support over 7 0 percent of the

total population of the country are mostly subsistence oriented

while the TDL farms mainly produce crops for exports. Cattle which

are of major importance to the economy are found predominantly in

the SNL where they are grazed communally although about 2 0 percent

of the total cattle herd are held on TDL farms under a commercial

system of management. As would be expected, there is a sharp

contrast between the management, productivity and output of

agriculture in much of the TDL and those of the SNL.

Despite the impressive performance of the Swazi economy during

the most recent past, unemployment continues to pose as a

formidable problem with the domestic economy still unable to fully

absorb the increasing pool of jobless people. Mining operations,

which have traditionally served as good absorbers of excess labor,

are not increasing fast enough while the capacity of the estate

sector to create new employment is becoming increasingly limited.

Consequently, the government has acknowledged the importance of SNL

agriculture in attaining its goal of food self-sufficiency and



serving as a source of employment for the growing labor force in

the country.

Government strategy, therefore, is to intensify agricultural

production among SNL farmers although it is also recognized that

the performance of large farms and plantations on TDL remains

crucial to export growth and overall economic development in

Swaziland. The government is, therefore laying emphasis on the

development of traditional agriculture in the SNL through a number

of agricultural and rural development projects, the first of which,

the Rural Development Areas Programme (RDAP), was initiated in

1970.

To day, most agricultural and rural development projects in

the country and those being proposed for the immediate future are

informed by a philosophy which aims to improve the production,

incomes, and livelihood of the majority of the SNL population by

increasing their output first to a level of self-sufficiency and

then through cash croppings. The general strategies by which these

overall objectives are to be achieved include emphasis on the

development of integrated farming systems, irrigation,

diversification, improved nutrition, credit, marketing, and

conservation of natural resources, in the SNL.

The government is aware that the RDAP may not have achieved

all of its intended objectives and in a few cases, may have

actually impacted negatively on the targeted population. Hence,

its renewed efforts to improve the existing system in the country

for monitoring and evaluating major agricultural and rural

development projects. However, while some progress has been made

in attaining this objective, the mission observed that there were

still a number of major constraints in the system which would need

to removed to facilitate the attainment of the country's

agricultural and rural development objectives. These constraints

include:



1. Continued need to upgrade and improve the capabilities of

the Monitoring and Evaluation Unit(MEU) to a level that will enable

it to provide effective services in projects preparation, analysis,

planning and coordination.

2. Continued absence of a practical and efficient system for

the monitoring and evaluation of major agricultural and rural

development projects, including the identification of an

appropriate set of indicators to satisfy the M & E requirements of

the principal decision makers in the MOAC and the Department of

Economic Planning and Statistics (DEPS).

3. Continued difficulties with the management and

coordination of the existing agricultural information and data

base.

IV. MISSION RECOMMENDATIONS

The mission has made a number of recommendations and proposals

to overcome the constraints enumerated above.

First of all the capabilities of the MEU in project planning

and coordination continues to be inadequate. Not only is the

quantity and quality of training that has taken place in the MEU

over the last five years been inadequate, there is a critical

shortage of practical experience in the translation of stated

government agricultural policies into appropriately documented and

bankable projects. These are critical capabilities which must be

developed as quickly as possible if the agricultural development

objectives are to be attained on schedule.

Secondly, although a workable M & E system appears to have

evolved in the MEU, there is considerable differences of opinion in

both the MOAC and the DEPS as to its usefulness and applicability.



In this regard, the mission detected some confusion in the minds of

the officials not only with regards the proper role of the MEU but

also with regards the kinds of data it should be collecting and

analyzing. There was also some confusion between the monitoring

role of the MEU as opposed to its evaluation role. There is

therefore need to sort out this disagreement and confusion.

Thirdly, there is no doubt that a lot of valuable information

has been collected, is being collected, and is proposed to be

collected by both the MOAC and the Central Statistical Office

(CSO). However data collection and data processing errors and

problems and the processing of the voluminous data that is being

routinely collected continuous to pose a serious constraint with

the result that little information has so far been adequately

processed and packaged for use by appropriate public and private

officials. Further more, inspite the useful work being done by the

newly formed Agricultural Statistics Committee in trying to

coordinate the agricultural data collection efforts of the

respective MOAC and CSO agencies, there are still significant

omissions and duplications in the existing data collection and
management system.

It is for these reasons that the mission strongly welcomes the

MOAC's continued efforts, as stated in the latest rolling

development plan, in seeking ways for improving the system for

monitoring and evaluating major agricultural and rural projects and

programme in the country. in this regard, the mission fully

supports the MOAC's conclusion that, together with the development

of an improved agricultural information system and data base, an

improved M & E system will improve the planning and implementation

of the Ministry's projects and programmes. In support of these

efforts and on the basis of its conclusions, the mission arrived at

the following recommendations:
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The project identification, preparation, appraisal and

loan negotiation capabilities of the Research and

Planning Section of the MOAC should be further

strengthened preferably with technical assistance from

outside.

The just negotiated technical assistance consultancy

for the provision of personnel under the African

Development Bank/Kingdom of Swaziland Institutional

Support Project for Planning in the agricultural sector

would appear to satisfy this recommendation to the extent

that its general purpose continues to be to create in the

MOAC and within the national planning system, a much-

enhanced capability to coordinate the planning of

effective programmes and projects for the development of

agriculture in the country.

One of the objectives of this project is to

undertake studies to elucidate the priority agricultural

needs of the farming community, prepare project documents

outlining plans for project execution, and physical and

financial outputs, and prepare financial and economic

analyses of projects. In view of the fact that a number

of the projects in the investment portfolio of the MOAC

are yet to be adequately documented in terms of clearly

stated objectives and logic as well as financial and

economic analyses, the mission recommends that this

objective of the project be broadened to include a review

of all on-going agricultural development projects with a

view to clearly defining their objectives and logic and

plans for their execution.

2. There is still continuing need for assistance in the

planning monitoring and evaluation of agricultural and
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rural development projects in the country. The on-going

FAO/UNDP Technical Assistance project is due to end in

early 1992. While the project has made useful progress

in revitalizing M & E activities in the country, almost

all of its critical objectives are still not completely

fulfilled. The mission therefore recommends that a new

Technical Assistance Project should be sought with a view

to continuing and completing the useful work that the

FAO/UNDP project has started. However, in doing this,

the new project should:

a) Make a clear distinction between the role of the

project in monitoring the activities of projects in the

country and in evaluation their impact;

b) Define clearly who needs what information and for

what purpose before arriving at the final decision for an

appropriate M & E system for the country;

c) After consultation with all the actual and potential

users of the M & E information to be generated, decide on

a simple and manageable set of information to be

routinely collected and processed. In this regard the

new project would benefit from the report submitted by

the mission to the Government of Swaziland which

discusses the choice of indicators for monitoring and

evaluating the impact of agricultural and rural

development projects.

d) The project should draw up a comprehensive training

programme in consultation with the government which

should in turn ensure that the programme is respected.

3. There is need to make a clear distinction between the

collection and processing of M & E data and the



collection and processing of routine farm management

data. The Monitoring and Evaluation Unit should avoid as

much as possible the temptation to collect routine farm

management data and concentrate its efforts instead in

the collection of well defined and mutually agreed upon

M & E data.

4 . The Farm Management Survey sub-unit of the MEU should be

developed as an autonomous unit preferably in close

collaboration with the Central Agricultural Research

Station at Malkerns. This unit should carry out the farm

management research needs of the country which would

include: diagnostic surveys on-station research; on-farm

adaptive research, and policy oriented studies. The

University of Swaziland should also be encouraged to

collaborate in this endeavor. To facilitate this

process, the mission recommends that technical assistance

to organize and manage a national system for farm

management farming systems data should be sought.

5. The mission recommends further strengthening of the

Agricultural Statistics Committee. The Committee should

also be provided with a more clearly defined role and

leadership structure. In this regard, a "National

Coordinator for Agricultural Statistics" should be

appointed to take full charge of the coordination, the

collection and processing of agriculture statistical data

throughout the country;

6. The Agricultural Sample Survey of 1991/92, as proposed by

the Agricultural Statistics Committee, should be

implemented in full as envisaged;

7. The two statistical projects, viz., the Agricultural

Census of 1992/93, and the National Household Surveys
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Programme, of the Central Statistical Office of the

Department of Economic Planning and Statistics should be

given the full support they deserve by the government and

the UNDP with a view to getting them implemented in the

time frame envisaged.

To help operationalized these recommendations, the mission has

identified three technical assistance projects to strengthen

institutional capacities in the country in the following areas:

1. The planning, monitoring, evaluation and coordination of

agricultural and rural development projects.

2. The evolution of a practical and efficient national system

for monitoring and evaluating the activities and impacts of

agricultural and rural development projects including the

identification of a set of indicators to meet the M & E

requirements of the principal decision makers in the MOAC and the

DEPS.

3. Improving the agricultural information system and data

base for effective agricultural decision making.
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ANNEX I

PERSONS MET

1. Ms. Frieda Panis

Deputy Resident Representative

UNDP

2. Mr. Mandla Madonesala

Programme Officer

UNDP

3. Mr. Samson Samkele Hlophe

Senior Economist

Ministry of Agriculture and Cooperatives

4. Mr. Jeffrey West

Chief Economic Planning Officer

Department of Economic Planning and Statistics

5. Mr. David M. Lukhele

Government Statistician

Central Statistical Office

6. Mr. Rene Reusen

Associate Professional Officer

Statistics Survey Officer

7. Mr. Phenduka S. Bhembe

Statistics Survey Officer

Monitoring and Evaluation Unit
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8. Mr. Tesfaye Gebremeskel

Chief Technical Adviser

Monitoring and Evaluation Unit

9. Miss Nonhlanhla Thwala

Head, Monitoring and Evaluation Unit

10. Mr. Themba J. Zubuko

Acting Agricultural Officer

Soil Testing Unit

11. Miss Chazile Magongo

Economist

Monitoring and Evaluation Unit

12. Mrs. Isabel Hlophe

Statistician (National Accounts)

Central Statistics Office

13. Mr. P.K. Lukhele

Director of Agriculture

Ministry of Agriculture and Cooperatives

14. Mr. Douglas M. Gana

Acting Director

Malkerns Research Center

Malkerns

15. Mr. Samuel M. Dlamini

Agricultural Economist

Malkerns Research Center

Malkerns
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16. Mr. Basil Maphalala

Senior Assistance Agricultural

Economist

Monitoring and Evaluation Unit

17. Mr. S.S. Akpata

Resident Representative

UNDP

18. Mr. F.M. Bucham

Principal Secretary

Ministry of Agriculture and Cooperatives


