CONCEPT NOTE FORMAT 

Accelerating Horticultural Markets in the North and West of Afghanistan 

through working with smallholder farmers  (AHM)

AFGHANAID

1. Summary of the action 

1.1 Brief description of the proposed action.

In response to the recommendation of the Ministry of Agriculture and Irrigation (MAI) Horticultural Working Group (HWG) that the horticulture sector should be demand-oriented and export-led, this project will focus on ‘commercially viable’ solutions to improving identified horticultural markets. This Afghanaid-project aims to target current small holder orchard farmers of selected existing fruit / nut trees - including grapes, raisins, pistachios, almonds, apricots, pomegranates, and apples - to enhance their productivity and integration into sustainable markets through resolving weaknesses in value chains and upscaling intensive commercial production. This project aims to work in two districts in Samangan (Khuram wa Sarbagh and Aybak), one district in Ghor (Kaminj) and one district in Badakhshan (Baharak) in identified horticultural products to enhance the quality / quantity of their yield and facilitate farmers’ integration into local and / or regional and international markets. The selected districts are those where the Agency is currently operating and which have demonstrated a strong potential for horticultural growth and development. 

To date, AAD has taken a conventional broad rural development approach working in the areas of agriculture (and horticulture), livestock, vocational training, community governance, micro finance and health education. However, this project aims to adopt an innovative ‘markets oriented approach’ to stimulating markets to work better for the poor, explicitly focusing on small-scale producers. Through ‘value chain analysis’, this project seeks to identify downstream constraints to not only to reduce poverty but also to improve the competitiveness of the sub sector. Markets are critical to rural producers. Factors that influence how markets operate, including access to information, market institutions, support markets
 and linkages have a powerful influence on the participation and earnings of rural producers. Often there is little attention given to market systems in rural livelihoods frameworks and their role in poverty reduction. 

This project will include four main activities. The first activity is designed to initially inform the project through market research in the identification of sub sectors, value chains and their characteristics / constraints, and then intends to formulate appropriate solutions (with participation of farmers). AAD will use this information in the second activity to facilitate tailored key market interventions to strengthen the selected value chains through assistance to farmers, enhancement of market linkages and improvement of support markets. Since the Agency’s core expertise is working with smallholder farmers, the focus of these interventions will be on the farmers themselves as opposed to value chain interventions at higher levels. The third activity focuses on facilitating the rehabilitation and expansion of perennial tree crop cultivation to increase marketable output. The fourth activity aims to facilitate the sharing of lessons learnt from the project with the broader development community.

The project will build on four years of experience and expertise in agricultural / horticultural work in Samangan, six years of work in agricultural / horticultural Ghor and ten years of agricultural / horticultural work in Badakhshan.  AAD currently works with 186 Community Development Councils (CDCs), 11 cluster farmers’ groups and 65 orchard farmers in these areas. This project seeks to build on these relationships and the current existing orchards. The project will be implemented through local partners including the CDCs and farmers’ groups. Broader organizations in the target areas will provide opportunities for coordination and synergy. The project will take place over 36 months. 
2. Relevance 
2.1 
Relevance to the needs and constraints of the target country

Afghanistan has suffered from more than 20 years of conflict and internal turbulence leaving the rural economy in shreds. According to the WB 2006, the perennial horticulture sector in Afghanistan offers great potential both for growth in the agricultural sector and for enhancing incomes for several reasons: (1) As a land locked country, Afghanistan’s comparative advantage lies in the value / weight ratio of perennial horticulture products, (2) there is growing demand from the Indian sub continent, (2) genetic potential of Afghan fruits is unique, (3) perennial horticulture offers higher returns than alternative licit agricultural products, and (5) perennial horticulture creates a demand for goods and services in the non-farm rural economy. However, downstream market constraints are hampering growth in this sector. The project will be undertaken in the rural areas where the Agency has extensive experience and which have demonstrated a strong potential for horticultural development. 

2.2 Problems to be resolved and needs to be met

Key constraints and needs to be met include: low productivity of current vineyards and orchards, poor of knowledge / capacity, lack of farmer’s access to markets (local, domestic or international), lack of organisation of farmers and collaboration, lack of farmers’ access to credit, lack of links with traders, lack of access to quality inputs, lack of access to technical assistance (TA) / support services, and lack of appropriate post harvest handling and added value techniques – storage, packaging and processing.
2.3 
Beneficiaries

· Immediate target group: The Agency aims to target 120 farmers and their families (900 members).

· Other beneficiaries include MAI staff (20), and approximately 120 communities (90,000 members) in the target districts.    

2.4
Objectives and results

Overall objective: To contribute to poverty alleviation in 4 districts across Samangan, Ghor and Badakhshan provinces in Afghanistan through enabling rural small holder farmers to participate in local and higher value markets for selected horticulture.

Specific objectives:  

· To improve orchard farmer links to, and participation on priority horticultural markets

· To improve orchard farmer access to support markets (TA, credit)

· To improve orchard production techniques and management to increase the quantity / quality of marketable priority horticultural products 

· To improve general nursery standards on priority horticultural markets

· To improve post harvest handling of priority horticultural sub sectors

· To enhance and develop post harvest technologies of priority horticultural sub sectors

Results:

· Commercially viable solutions / interventions identified for selected sub sectors in 4 target districts through value chain analysis

· 8 farmer groups (cooperatives / associations) with improved access to credit, TA, inputs and links 

· 4 commercially viable demonstration orchards with appropriate improved techniques

· 4 commercially viable nucleus nurseries established with variety of seeds and roots.

· 200 existing orchards rehabilitated in 4 districts across 120 communities. 

· Horticultural development and techniques lessons learnt shared with wider community 

2.5
Added-value of the action

In the last ten years, AAD has focused on broad rural development including support to farmers groups, horticultural production and private orchards. AAD has developed key methods of mobilisation and has also formed strong relationships with other agencies in our target areas (e.g. AAD is part of the Badakhshan Development Forum). More recently, AAD has begun to better understand the value of a ‘market oriented’ approach to developing key horticultural sub sectors in AAD target districts, which have demonstrated a potential for growth and development. The Action builds on current relationships and broader work in the target areas.
3. Methodology and Sustainability 

3.1 What are the main project activities? 

Component 1: Conduct market research in 4 districts 

A brief market analysis of the HWG-prioritised sub sectors will be firstly conducted in Samangan (Aybak, Khuram wa Sarbagh), Ghor (Kaminj) and Badakhshan (Baharak) to identify the key sub sector of focus for this project in each district. Using qualitative techniques, the value chain analysis will then yield information on: end markets for target products; the value chain itself including market players, relationships and value chain characteristics; support services and products; the enabling environment and related socio-economic issues.  The project will then identify key constraints. Commercially viable solutions and interventions will then be jointly formulated with stakeholders.
Component 2: Facilitate selection of key interventions to enhance selected district sub sector/value chains 
AAD will facilitate a set of key interventions including organisation of farmers / cluster farmers groups into small farmers’ organizations with vision for formation of cooperatives with regular trainings, facilitating access to appropriate technical assistance (pruning, fertilizing, water management) through training of lead farmers and running 4 demonstration orchards (also facilitating links to traders with embedded services), facilitating access to farmers’ credit through grants and linkages to MFIs (e.g. for purchase of new technologies), and facilitating training on value adding activities such as packaging and post harvest technologies.

Component 3: Facilitate rehabilitation/revitalization and expansion of perennial tree crop cultivation/orchards to increase marketable output/access to improved inputs
The third component focuses on facilitating the rehabilitation and expansion of perennial tree crop cultivation. Initially, the project will conduct studies on orchard system / crop production programmes and produce a set of recommendations. The project will then facilitate the rehabilitation of existing orchards through improved management, and with the participation of lead farmers establish 4 commercial nucleus nurseries. 

Component 4: Disseminate lessons learnt to wider development community on horticultural development and techniques

The project team aims to facilitate provincial workshops with other interested agencies / businesses / government agencies on ‘Practical lessons learnt from the AHM project’ on horticultural management / techniques / horticultural development in the respective province.
3.2
Who will be your main implementing partners, what is the length of your relationship with them and how will they be involved in the project?

Key local partners include the target communities and farmers groups. Other direct partners include the provincial government departments of the MAI. A second type of partnerships will be somewhat looser relationships with institutions and organisations. For example for enhancing farmer access to micro credit, links to MFIs will be supported. Other organisational connections will include service providers (training), and the broader assistance community such as local NGOs for exchange, lesson sharing and coordination. 

3.3
How will the project achieve sustainability? 

The entire project is designed and set up under market principles and thus leads to the establishment of commercial services for farmers to access appropriate technical assistance, credit, and inputs. The project will aim to work through ‘commercially viable solutions’ to all constraints identified in the value chain analysis. For example, lead farmers will be trained as independent service providers, and business plans will be formulated with farmers for the commercial management of the Demonstration Orchards / Nucleus Nurseries.
3.4 Will it have multiplier effects?

Other orchard farmers in the district will benefit from observing the improvement in the cultivation of horticulture, the new techniques, the linkage to traders and participation on markets. They will also be able to converse with the target farmers to better understand key techniques and systems adopted as well as be able to access technical support and improved rootstocks. The local department of the MAI and provincial department will also benefit from knowledge shared / exchanged by government representatives directly participating on the project and through local observation. Other horticultural programmes and initiatives will benefit from knowledge shared / exchanged and lessons learnt during project implementation workshops and papers published.
4. Expertise and operational capacity 
4.1
What is the experience of your organisation in project management?

Afghanaid (AAD) is a British NGO with a Board of Trustees in the UK and a Head Office in Kabul.  The organization was established in 1983 to provide humanitarian assistance to refugees and displaced communities in Afghanistan. The mission of AAD is to assist impoverished rural Afghan communities by building their capacity to enhance their economic and social development in a sustainable and equitable manner with special focus on marginalised groups.  In 1995, AAD became one of the earliest NGOs working in Afghanistan to shift from humanitarian relief efforts to strengthening community self-reliance.  Over time, AAD combined agriculture, animal husbandry, community infrastructure, vocational training for women, health education, child development and micro-finance into an integrated community development programme.  AAD has offices in 14 districts in the provinces of Kabul, Ghor, Badakhshan, Samangan and Nuristan, 450 Afghan employees.  AAD is committed to gender equity and a rights-based approach, which promotes more responsible local governance through raising awareness of roles and responsibilities of both stakeholder groups and their representatives at each level of local government. 

AAD currently manages projects offering governance training (NSP), infrastructure support and livelihoods assistance to over 900 communities.  For example, the Agency works with Swiss Agency for Development and Cooperation (SDC) in 100-200 communities in Hazarat I Sultan, Aybak and Khuram wa Sarbagh districts in Samangan which focuses on a ‘Rights based Approach to Livelihood Security’, working closely with cluster interest groups such as women’s groups and farmers’ groups to identify group prioritised projects.The Agency works in total of 186 CDCs with the NSP in the target districts and is the major implementer of the programme. Because of AAD’s long history of building community relationships, AAD is able to operate in highly insecure environments and has a strong record of community participation in planning and taking responsibility for on-going operations and maintenance of project activities AAD is also recognised as a leader in rural development planning. In Ghor province for example, USAID requested AAD to do presentations on microfinance, rural infrastructure and livelihoods sector activities.  AAD further participates in Badakhshan provincial level planning sessions with the Governor and his planning team. Through implementing NSP, AAD has also become increasingly involved in facilitating citizens’ participation in district and provincial level governance.  

4.2. 
What is the experience of your organisation and your partner(s) of the issues to be addressed?

AAD has over 20 years of working with the rural poor across Afghanistan across Badakhshan, Nuristan, Samangan and Ghor. During this time AAD has developed a deep understanding of Afghanistan and how to work effectively in a high risk and extremely conservative society and key methods of community mobilisation. Today AAD has a strong reputation for doing successful participatory community work in remote areas. Our diverse and long-term experience remains invaluable for our programme operations, complementary strategies and building local relations. 

AAD has over 10 years experience working with small holder farmers in rural areas in Afghanistan in over 300 communities running / supporting 13 demonstration plots, 20 nurseries and 200 private orchards, and providing extension and access to key subsidised inputs. More recently AAD is developing internal expertise on pro poor market development and market research - sub sector and value chain analysis - through training of key staff in the US and Thailand. Recently AAD has jointly initiated an innovative new working group in Kabul called ‘Making markets work for the poor’.

� Support markets: The providers and users of inputs, technology, finance and business services for a particular value chain. ‘Support Service Providers’ include a firm or institution that provides support services to enterprises / value chain players.





PAGE  
4

