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AFA Project Updates 
32nd AFA Execom Meeting

(November 2014-July 2015)
DISCUSSION PAPER/SUMMARY
(Pages 1-2 must be translated)
Attached to this Discussion Paper are the following Annexes:

Annex 1: Major Updates from projects and admin and finance work in AFA

Annex 2: Major implementation issues identified by the secretariat during its mid-year assessment and planning

Annex 3: Reference document – AFA projects (already submitted during the Nov 2014 Execom meeting, no longer included in the kit)
A. Project Updates 
1. During this period, AFA implemented 10 projects. One of these projects, WRF-IYFF, IFAD, satisfactorily closed last March 2015. Two projects had new contracts this year: GFAR foresight and Agriterra . Seven projects were a continuation of last year: MTCP2, ILC VGGT, ILC Land Matrix, Forest and Farm Facility, CSA Project on Public Procurement, CSA 5 Year Project, Agriterra, GAFSP. Project deliverables are being accomplished with only slight delays, though we had to seek for project extension with ILC Land Matrix (from August to December 2015) and with GFAR foresight (from June to September 2015). The reason for extension with GFAR foresight was a delay of contract signing and for ILC Land Matrix, a change of strategy in making the database. 

2. Members were actively involved in the implementation of these regionally-coordinated but nationally implemented projects. Six members conducted national consultations on farmers in forested landscapes (API, PAKISAMA, FNN/FWN, VNFU, ANLRF/CTCF, AFFM, NAMAC) . Three members conducted policy consultations and wrote policy papers  on VGGT ( KKM, UWUA, FNN). Seven members  hosted the visits of AFA Chair – Pakisama, API, SKP, AFFM, CTCF, NLRF,  KKM. VNFU hosted a learning exchange on sustainable tea chain for CTCF, while FNN/FWN hosted a learning exchange with API and NLRF  and TWADA/TDFA with UWUA and Pakisama on sustainable farmer managed enterprises . Two members hosted GAFSP CSO mission –KKM, UWUA. Two members conducted local grassroot foresight training workshops – API, Pakisama. Three members are currently doing scoping studies on good practices of FOs in delivering economic services to members – API, Pakisama, FNN. NLRF and KKM led AFA in its engagement with SAARC on the seed issue by attending the Peoples’ SAARC Summit, distributing joint position paper and  writing articles on the seed issue in the country. AFA members in MTCP2 covered countries are now participating either as members of the Steering Committee or as National Implementing Agency (NIA), or Chair of the Steering Committee.  Contracting is underways for AFA members to serve as country data coordinators for the ILC Land Matrix project . Issue paper on youth in agriculture is being translated also by members as of this writing. 

3. We continue to engage the following institutions : ASEAN , IFAD, FAO, and starting this semester, the SAARC Agriculture Center based in Dhaka . 

B. Administrative Updates
1. AFA secretariat achieved its desired staffing complement, with the hiring of a full time Finance Manager ( Ms. Maru Ventura), a consultant for MTCP2 ( Ms. Bernie Galang) and two part time consultants: Mr. Amirul Islam for the VGGT project and Ms. Lorraine Aban for the ILC-Land Matrix project. 

2. EU has signed a contract with IFAD for a five year , 15 million euro EU support to the ASEAN Farmers’ Organizations Strengthening Program (AFOSP), in which 7.7M euro will be managed by AFA , under a separate IFAD-AFA contracting arrangement. 

3. AFA undertook the statutory audit for 2014, the project audits for both Agriterra and MtCP2 for 2014, with a new auditor, Valdez Abad and Associates (VAA), an auditing firm with links to international partners (as required by MTCP2). The report and findings will be discussed in a separate agenda. 

C. Issues for Discussion
During the AFA secretariat mid year evaluation and planning, several implementation issues came up. Some were internal and can be resolved within and among the staff, but some needs to be further discussed with the members /Execom. Among these are:
1. On project implementation with members

Issues include not very good quality of reports, case studies and research papers of nationally implemented projects; different levels of capacity to absorb or carry out AFA projects  and activities; and inability to comply with the reportorial requirements of the MTCP2 program.

Suggested action points include guidelines for researchers or writers; outline of reports, case studies and research papers;  sufficient time to review and comment on the first draft of the papers; peer reviews of designs and output papers; ensuring that project timetable is followed; synchronized planning of different projects and activities with members;  assessing capacity members to take on a project or additional project and to ensure that the project has budget allocation to hire enough qualified persons to implement it; sending schedule of activities of AFA regional events as early as possible; allotting at least 3 months to implement project activities at national level; no release of MTCP2 budget if there is no additional staff assigned or hired to do the reporting work (AFFM); follow up of FFF and VGGT national consultations scheduled on August 27-28 (FNN); AFA chairperson to talk to SKP about their status in AFA; recruiting of new members from Thailand;  second round of coaching to be done by Maru and Lysa (in person or online); enumeration of financial weaknesses and deficiencies so that they can be addressed; session with LVC during audit debriefing; and strict observance of SOP: no further release of fund if reports are not satisfactory.
2. On knowledge management

There is insufficient harvesting of farmer stories from members.  Suggested action points include: (i) Themes and persons will be identified for story harvesting (ii) Members will be asked to do based on guidelines and templates to be sent by KM Officer (iii) Story harvesting will also be done during AFA events and activities to be led by KM Officer. 

3. On office space

With two added full time staff in AFA and the current requirement to keep financial records for 5-7 years, AFA needs a bigger space. AFA secretariat is looking for a bigger place. We suggest that if funds allow, we use some funds to buy a bigger office for AFA. 
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A. Projects

1. MTCP2. A seed forum and training workshop, a learning exchange on rural women entrepreneurship, trainings on monitoring and evaluation, knowledge management, and financial management, and project visits in Laos and China were held. Concrete gains on policy advocacy were achieved, while engagement with regional bodies such as ASEAN, SAARC and SPC were pursued on various issues. Contracting for a 15 million euro EU support to the ASEAN Farmers’ Organizations Strengthening Program (AFOSP) is now under way and a launching will be held in September this year. 90% of the fund received from IFAD has been released and utilized by farmer organizations in 15 countries in Asia-Pacific.  A project audit was completed for AFA as RIA last June and was coordinated for all NIAs and SRIAs. A new staff was contracted on a consultancy arrangement to anchor the reportorial requirements of MTCP2. KM and communication tools or materials were developed or maintained.

2.ILC-VGGT. A staff was hired as part time consultant to coordinate the project, local and national consultations were organized by KKM and UWUA, and policy papers were submitted by UWUA and KKM. AFA’s KM Officer shared project updates with ILC, FAO and other stakeholders during a parallel session on the VGGT at the Global Land Forum in Dakar, Senegal last May. A regional sharing session on VGGT will be conducted Aug 6-7. AFA Sec Gen met with the FAORAP Land Tenure Officer in Bangkok to establish cooperation on the VGGT work in Nepal, Myanmar and Mongolia.
3.ILC Land Matrix. The regional coordination unit has been set up with AFA’s KM Officer as regional coordinator and Lorraine Ablan as regional data administrator. Existing data on land deals in the 12 covered countries of AFA have been updated and validated in January-June and the project has been extended to December 2015. AFA’s KM Officer presented an overview of foreign large scale land acquisitions in Asia during the Global Land Forum in Dakar, Senegal last May, raised the issue of large scale land acquisitions in Cambodia during the plenary session attended by Cambodia’s Land Minister, and give a speech during the Assembly of Members of ILC on the coalition’s strategic objective on knowledge sharing and data advocacy. AFA and ILC members are now being contracted to become country data coordinators and will receive orientation, training and support on data gathering, networking, research and communication, as well as capacity building on data analysis and data-driven advocacy.

4.Forest and Farm Facility Project. Consultations were conducted among forest farmers in by VNFU, API, NAMAC, PAKISAMA, FNN, AFFM and NLRF to identify issues, challenges, recommendations, policy agenda to support them and their organizations, as well as to gather initiatives on forest-based livelihoods.

5.CSA Project on Public Procurement. Technical assistance and knowledge management support were provided to PAKISAMA. A desk research on current experiences on public procurement from other countries was conducted. A case study and a video is being produced to help FOs lobby with the government to include them in public procurement programs. A forum on fighting hunger through partnerships was held last March in Manila to exchange views and experiences on institutional purchase in the context of fighting hunger.

6.CSA 5-Year Project. The project is being implemented in three countries in cooperation with our members API, PAKISAMA and VNFU. Studies on good practices, models and approaches of national FOs, CSOs and other business development service providers on delivering enterprise-related services to farmers were gathered, analysed and will be shared during the national learning sessions scheduled in July (PAKISAMA) and August (API and VNFU).

7.WRF-IFAD. The project was implemented with NLRF and KKM from September 2013 to December 2014, and a report was submitted March 2015. AFA got involved with SAARC, the intergovernmental body of South Asian countries, and carried out on-ground action on the seed sovereignty issue through its members. An compilation of research reports on seed situation in SAARC, Nepal and Bangladesh and awareness campaign of NLRF were uploaded to the website, while a write up of the early stages of the seed business of KKM was done. NLRF, CSRC and KKM held dialogues with Parliamentarians and government officers on seeds. Two dialogues were held with the SAARC Agricultural Director in Dhaka where the NIA of the MTCP2 platform in Bangladesh were involved. NLRF and CSRC organized side events during the Peoples’ SAARC on seeds, where a joint position paper was signed together with AFA, KKM, KHANI Bangladesh on the SAARC Seed Bank, and was distributed.

8.Agriterra

8.1.FACT Youth. A young farmers’ workshop was last November 2015 and was attended by young farmer leaders from AFA member organizations who crafted AFA’s youth agenda and formed an ad hoc young farmers’ committee with Hiro of AINOUKAI as ad hoc chairperson. The regional paper on youth was further revised and is now being finalized for layout and uploading before the end of July, while the issue paper has been drafted and is being finalized for layout, printing and uploading July. AFA members are asked to translate, print and distribute to their members.

8.2.Chairperson’s visit to members. The AFA Chair, SecGen and Enterprise Devt Officer visited SKP and AFFM (in January), API, CTCF and NLRF (in March) and KKM (in June) to know more the activities and plans of the organizations. He shared his work on natural farming, gave copies of his book “Lessons in Nature,” and emphasized the promotion of agriculture that is environmentally sound, socially just and economically viable.
8.3.Member-to-member cooperation and Learning exchange visits. 10 farmer- leaders’ representatives from five member-organizations joined learning exchange visits organized from Feb until May 2015. NLRF and API visited FNN last March to learn about how enterprises can be established, sustained and improved. CTCF visited VNFU last April to learn about sustainable value chain for tea. PAKISAMA and UWUA visited several groups and farmer-initiated enterprises by TWADA and TDFA and other vegetable growers in Taiwan. All three groups have prepared their re-entry plan where their learning and insights will be applied in their respective organizations.  AFA secretariat will monitor progress or status of their plan implementation.
The Agriterra project ended las June and reports due in July. A proposal worth 21,000 euros can be submitted for September-December. Based on discussion with the Chair, we propose search for useful literature (video, manuals, articles, etc.) on sustainable agriculture and farmer-managed enterprises in the internet. Members can translate and distribute to their members those that are most relevant for them.

9.GAFSP. Four GAFSP CSO country missions conducted: Laos and Bangladesh (in May) and Tajikistan and Kyrgyztan (in June) involving AFA members and partners. A mission report for Laos was submitted to the GAFSP steering committee, while reports for three other countries will be submitted in July. FOs appreciated GAFSP CSO missions as opportunities for dialogues with the government officials, supervising entities, FOs and CSOs. In Laos and Kyrgyztan, meetings served as opportunities to give inputs to final project design that governments will submit to GAFSP.
10.GFAR Foresight. A regional trainors training workshop on grassroot foresight was conducted last February in Manila, with 9 participants from API, PAKISAMA and INHERE (an NGO partner from India). Local grassroots foresight workshops were conducted in the Central Region of India, Southern Palawan in the Philippines, and East Nusa Tenggara in Indonesia. Reports are now being written.

B. Information and Communication Technologies (ICT) 
AFA continues to maintain its various online communication and information systems such as websites, e-bulletins, Facebook pages and groups and Twitter accounts for AFA programs as well as for MTCP2, GAFSP, CSA, FFF, and other projects. These online tools also underwent a round of development to improve functionality and design.

C. Leadership and Membership Development 
An Execom Meeting was held last November to discuss improvements in ways of working, communication and decision making to make members more involved in AFA. Support was provided to PAKISAMA in its national conference on Bottom Up Budgeting and Farmers’ Advocacy Consultation Tool last June. AFA Secretary General and KM Officer provided critical input to the design of the conference and the latter also acted as resource person on FACT. The training is expected to result in a 100% increase in budget access by farmer organizations for their commodity-based agri-coop enterprises. The farmer leaders will be given coaching and support by AFA in their FACT application. A declaration containing policy proposals for improving the BUB process for farmers also resulted from the conference.

Annex 2: Major implementation issues identified by the secretariat during its mid-year assessment and planning (For reference. Translate if you want more information.)
During the mid-year assessment and planning of AFA secretariat, several issues, problems and difficulties were identified, their causes and factors analyzed and solutions and resolutions were proposed.

A.On project implementation with members
Issues include not very good quality of reports, case studies and research papers of nationally implemented projects; different levels of capacity to absorb or carry out AFA projects  and activities; and inability of to comply with the reportorial requirements of the MTCP2 program.

Resolutions include guidelines for researchers or writers; outline of reports, case studies and research papers;  sufficient time to review and comment on the first draft of the papers; peer reviews of designs and output papers; ensuring that project timetable is followed; synchronized planning of different projects and activities with members;  assessing capacity members to take on a project or additional project and to ensure that the project has budget allocation to hire enough qualified persons to implement it; sending schedule of activities of AFA regional events as early as possible; allotting at least 3 months to implement project activities at national level; no release of MTCP2 budget if there is no additional staff assigned or hired to do the reporting work (AFFM); follow up of FFF and VGGT national consultations scheduled on August 27-28 (FNN); AFA chairperson to talk to SKP about their status in AFA; recruiting of new member from Thailand;  second round of coaching to be done by Maru and Lysa (in person or online); enumeration of financial weaknesses and deficiencies so that they can be addressed; session with LVC during audit debriefing; and strict observance of SOP: no further release of fund if reports are not satisfactory.

B.On workflow
Issues include need to clarify who will do what and when among the secretariat staff in MTCP2; and need to clarify/follow proper decision/process/workflow in finance.

Resolutions include staff meeting to discuss the MTCP2 workflow (July 22, Wednesday); strict implementation of project charging, specific budget line item, and required signature for all check requests; travel requests to be supported by an Invitation letter; and travel liquidations to be supported by boarding passes and e-tickets and a trip report with photo or a certificate of attendance.

C.On workload
Issues include desire to do more work; feeling of being unhappy and burdened by overlapping schedules and seemingly never-ending work; need to improve planning and harmonization of projects and activities; and, lack of time allotted for team rest and recreation.

Resolutions include time to work at home to be able focus better, especially on writing tasks ; staff working at home to be online on Skype from 9am-6pm, as if they are working in the office; need to answer audit questions on flexitime; need to revise the operations manual based on existing practice; all staff to continue to inform admin of whereabouts when not in the office (e.g. travelling or work at home); staff to establish open communication lines  (mobile, skype, FB, email) to support each one (esp. when some staff are on travel, or beating deadlines, etc.); requests from colleagues should be done or scheduled later in the context of all other existing tasks; assessing existing workload and determine additional work if can be taken on; need to have an objective assessment of staff capacity vis-à-vis workload (e.g. time and motion study); need to have a better way of negotiating division of work vis-à-vis projects; ensuring budget for staff from all new projects as incentives or rewards; common online calendar for all staff; rest and recreation activities every year (to be scheduled in advance with specific budget, venue, etc.).

D.On measuring impact

Issues include need to clarify how we measure the impact of our work in MTCP2

his will be included in the MTCP2 staff meeting on (July 22, Wed) and in the workshop during the mini SIS mission.

E.On partnerships and linkages
There is a need to define AFA’s strategic relationship with AsiaDHRRA vis-à-vis Agricord resources. A dialogue will be scheduled with AsiaDHRRA based on points drafted in advance.
F.On proposal development

There is a need to review cost assumptions for proper budgeting (e.i. airfare, board and lodging, translation, printing, etc). This will be done for all future proposals.
G.On knowledge management

There is insufficient harvesting of farmer stories from members. This will be carried out by AFA. Themes and persons will be identified for story harvesting. Members will be asked to do based on guidelines and templates to be sent by KM Officer. Story harvesting will also be done during AFA events and activities to be led by KM Officer.

H.On human resources

The salary structure needs to be reviewed and there is a need to improve work arrangement in the secretariat. Resolutions include update of salary structure for approval by Execom; clarification and streamlining of decision making/coordination to avoid unnecessary misunderstandings, resentments and arguments; use of discussion board for exchanges and document management system for file sharing instead of email (which has become unmanageable due to so many mails); staff to look at overall targets and plans, not just their own projects or individual tasks; and setting up a common online calendar.
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