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 Executive Summary 

The evaluated project, implemented by the Hanns R Neumann Stiftung, has received 

support from Sida in two phases: “Building Coffee Farmer Alliances in Tanzania 

(CFAT I & II)” in the period (2013-2020). While Sida funding ceased at the end of 

2020, other projects are ongoing, including a significant contribution from Tim 

Horton’s, due to expire at the end of 2021. 

Evaluation Purpose 

The purpose or intended use of the evaluation is to enable the Embassy, implementing 

partner and other coffee stakeholders to assess the progress and performance of the 

CFAT intervention and what can be adjusted and improved. The primary intended users 

of the evaluation are the Embassy of Sweden in Tanzania and other interested 

development partners, the implementing partner, HRNS, ICP partners and other coffee 

stakeholders. The evaluation scope is the achievement of results based on the agreed 

theory of change (ToC) and result frameworks for both phases (CFAT I & II) and 

integration of thematic areas of gender and environmental sustainability. The specific 

objective of the evaluation was to determine: the effectiveness of the intervention 

(including any differential results across groups), the relevance of the intervention and 

identify challenges, lessons learned and to provide recommendations on sustainability 

as well as on areas/gaps in coffee value chain for potential interventions. Based on 

OECD/DAC criteria for evaluating development assistance the evaluation aims to 

formulate recommendations as input to upcoming discussions and similar 

programming in coffee value chains. The Terms of Reference are found in Annex one. 

The evaluation has combined a utilisation-focused approach with an analytical 

framework combining use of the Theory of Change and Multi-Dimensional Poverty 

Analysis (MDPA). Data collection has combined document reviews with key 

informant interviews and on-site observations. Chapter 2 summarises the methodology 

with details presented in Annex 2 through 6.  

Chapter 3 presents the findings. Section 3.1 summarises the context, structured 

according to MDPA. It gives a short history of the coffee sector in Tanzania, 

highlighting variations in governmental regulations and the impact on the value chain 

of changes in the same in 2018. Environmental and socio-economic aspects of the 

project areas are also described. 

Section 3.2 maps out the coffee value chain in Tanzania. The section notes that global 

coffee prices are volatile, but the long-term trend is upwards. The exporting function is 

regulated and currently unconstrained. Coffee auctions have been decentralised, 

increasing transparency, potentially allowing farmers to capture a larger share of total 
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value. However, the change has increased buyer costs significantly, potentially 

lessening overall interest in Tanzanian coffee. While the old system is described as 

competitive, oligopolistic tendencies were noted in that centralised system. Although 

roasted coffee has a very attractive margins, very little is exported. Milling and 

warehousing capacity in the country is assessed to be ample, making those nodes of the 

chain quite competitive. The same is true of logistics capacity for domestic coffee 

transport. The role of private buyers is debated; they provide farmers with liquidity but 

tend to negatively affect efforts to increase overall quality in the value chain. It is noted 

that the market prefers fully washed coffee that is processed at central processing units 

where quality can be supervised, however, these are in short supply in the project area, 

in part due to lack of farmer awareness of potential value gain, in part due to high 

upfront investment for facilities to house the machinery. 

It is noted that specialty coffee allows some farmers to access a greater share of value, 

and a premium of up to 50% has been reported. The input market is a mix of private 

and public suppliers, competitive and with varying quality. 

Section 3.3 is focused on the project and HRNS. The organisation is based in Hamburg 

and maintains a country office outside Arusha, with a sub office in Mbeya. 

Organisational structures are described and assessed to be appropriate and competently 

staffed. An unusually high quality monitoring system is highlighted and an appropriate 

level of control is noted in the financial system. The section concludes with a 

presentation of the Theory of change. This is characterised by a holistic approach 

targeting 25000 households with a range of capacity building interventions. These are 

combined with investments in establishing a three-tiered institutional structure 

combining village farmers’ groups with co-operatives and a national level, all designed 

to improve households access to inputs, finance, knowledge, and markets. These 

objectives are tightly integrated with gender, youth and environmental ambitions. 

Jointly, the interventions should contribute to the overall objective of “Improved and 

stable livelihoods of smallholder households”. 

Section 3.4 through 3.7 describe the project and its achievements and challenges from 

three perspectives: in terms of outputs/outcomes, from a coffee value chain perspective 

and in terms of how well it implements the Theory of Change. 

The conclusions in Chapter 4 are generally positive. Much of what was intended has 

been achieved, despite external challenges ranging from sudden changes in regulation 

to Covid-19. Highlights include: 

• Clear progress in establishing primary and secondary level institutional 

infrastructure (while the National level failed). 

• Strong evidence of improved incomes 

• Increased coffee production and quality 

• Some progress in introducing improved agricultural practices aiming both for 

more production and less environmental damage 

• Improved household resilience through crop diversification and changed 

gender roles 

• Successful pilot project in gender and entrepreneurial development of youth 
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Short summaries are presented from three perspectives: OECD/DAC criteria, 

multidimensional poverty analysis and alignment with Sweden’s strategy for 

cooperation with Tanzania. 

A range of quite operational recommendations are made in Chapter 6. Two of these are 

addressed to the Embassy of Sweden.
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 1 Introduction 

The project under International Coffee Partners (ICP) has received support from Sida 

in two phases: “Building Coffee Farmer Alliances in Tanzania phase one (CFAT I)” 

implemented (2013-2016, including a no-cost extension) and “Building Coffee Farmer 

Alliances phase two (CFAT II)” (2017 – 2020). The Sida funding was SEK 6,700,000 

and SEK 11,400,000 for the respective phases. The latter was, through amendments 

increased to a total of SEK 17,341,860. While Sida funding ceased at the end of 2020, 

other projects are ongoing, including a significant contribution from Tim Horton’s, due 

to expire at the end of 2021. 

EVALUATION PURPOSE 

The purpose or intended use of the evaluation is to enable the Embassy, implementing 

partner and other coffee stakeholders to assess the progress and performance of the 

CFAT intervention and document the lessons on what works well and what can be 

adjusted and improved to make the coffee value chain contribute to inclusive economic 

development. The evaluation seeks to identify the gaps/areas in the value chain that 

need intervention as well as to inform decisions on future programs. 

The primary intended users of the evaluation are the Embassy of Sweden in Tanzania 

and other interested development partners, the implementing partner, HRNS, ICP 

partners and other coffee stakeholders. 

EVALUATION SCOPE 

The evaluation assesses the achievement of results based on the agreed theory of 

change (ToC) and result frameworks for both phases (CFAT I & II) and integration of 

thematic areas of gender and environmental sustainability. It identifies and clarifies 

areas for future improvement in terms of project implementation. The data collection 

has included perspectives of project beneficiaries (including youth and women), other 

coffee value chain actors (traders, processors etc.) government officials, and other 

relevant key stakeholders. Secondary data used includes the findings from various 

report reviews and project documents.  

EVALUATION QUESTIONS AND PERSPECTIVES 

The specific objective of the evaluation was to determine: the effectiveness of the 

intervention (including any differential results across groups), the relevance of the 

intervention and identify challenges, lessons learned and to provide recommendations 

on sustainability as well as on areas/gaps in coffee value chain for potential 

interventions. 
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The evaluation was based on OECD/DAC criteria for evaluating development 

assistance aiming to evaluate relevance, effectiveness, efficiency, impact, and 

sustainability of CFAT project and formulate recommendations as an input to 

upcoming discussions and similar programming in coffee value chain. 

The specific objectives were: 

1. To assess and document the implementation of the Coffee Farmers Alliances 

project based on the   theory of change focusing on the achievements, challenges and 

‘lessons learnt’. 

2. To measure achievements and outcomes of the project based on available baseline 

information and developed results framework. 

3. To accentuate ‘best practices’ so that they can be duplicated within HRNS and 

Embassy as well as other partners and stakeholders in coffee intervention projects 

and activities. 

4. To identify lessons learnt and explore potentials for sustainability and scale-up of 

the implementation. 

5. To identify gaps in coffee sector development and provide recommendations. 

6. To examine the organisation’s financial flow modalities and how good these are 

or how they otherwise could be more effective. 

 

Furthermore (and primarily related to effectiveness), the evaluation is to identify 

lessons learnt (What went well and what needs to be improved?) as well as the 

interventions coherence (To what extent have the intervention by CFAT project and 

those by different stakeholders/actors in the coffee value chain been harmonised?). 

The ToR questions, along with examples of questions to be used in practice are 

presented in the Evaluations questions matrix in Annex 6. The evaluation team has 

used this to guide the evaluation process. 

The evaluation team notes that the focus was an assessment of key issues in the projects 

that were implemented using the value chain approach. The focus is more on the 

change/outcome, the attribution and the sustainability of the changes.  

STRUCTURE OF THE REPORT 

This report summarises the purpose and scope of the evaluation in Chapter 1. Approach 

and methodology, including limitations, are set out in Chapter 2. Chapter 3 presents 

findings. Chapter 4 contains the team’s conclusions. Chapter 5 points out lessons learnt 

and Chapter 6 details recommendations.  

ANNEXES 

Annex 1 is the Terms of Reference.  

Annex 2 presents a more detailed version of the Chapter 3.1 – the Context. 
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Annex 3 presents a more detailed version of the Methodology, followed by a 

categorisation of Stakeholders interviewed (Annex 4), a List of Documentation 

reviewed (Annex 5) and a description of the Data collection tools used (Annex 6). 

Annex 7 presents selected sections of Inception Report – evaluation questions matrix 

and a matrix summarising essential steps of a Utilization-Focused Evaluation. 
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 2 Methodology1 

EVALUATION APPROACH 

A utilisation-focused approach has guided the interaction with HRNS and the Embassy. 

The approach used was based on the steps presented by Patton (2012).2 The evaluation 

team’s interactions with relevant HRNS/CFAT management and staff have been 

welcoming, productive and characterised by curiosity and openness to learning on the 

part of HRNS. 

The overall framework for both data collection and the analysis has combined value 

chain analysis (VCA) with multi-dimensional poverty analysis (MDPA). 3  The 

evaluation maps the nodes of the value chain and seeks to identify their effectiveness 

and the potential intervention points to address gaps. In addition, a review of the project 

interventions and an assessment of these in relation to MDPA and to the HRNS Theory 

of Change (ToC) is made.  

Throughout the evaluation process the evaluation team has sought to be inclusive 

and respectful of all stakeholders, including paying attention to the inclusion of both 

male and female perspectives.  

DATA COLLECTION  

A mixed-method approach has been used for data collection, combining document 

review with semi- structured individual/group interviews and on-site4 observation. The 

programme monitoring structure and processes were robust enough to provide reliable 

secondary data. Such secondary data has been complemented and triangulated with 

semi-structured key informant interviews using an evaluations questions matrix (EQM, 

Annex 6) as checklist/interview guideline. Stakeholders interviewed are categorised in 

Annex 4. 

The team has depended on the HNRS Field Staff to facilitate the process of stakeholder 

consultation during the field visits.  

 
1 A more detailed description of the methodology used may be found in Annex 3. 
2 Patton, 2012, Essentials of Utilization-Focused Evaluation: A Primer. Thousand Oaks, CA: SAGE. A 

matrix summarising these steps is presented in Annex seven. 
3 For greater detail regarding MDPA please refer to https://www.sida.se/en/for-partners/methods-

materials/poverty-toolbox   
4 Project and local government offices, farmer group infrastructure, farmer field schools, private sector 

factories and warehouses as well as beneficiary farms. 

https://www.sida.se/en/for-partners/methods-materials/poverty-toolbox
https://www.sida.se/en/for-partners/methods-materials/poverty-toolbox
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PROCESS OF ANALYSIS  

Data collected from both secondary and primary sources was collated in the EQM. It 

was then classified into emerging themes using the VCA, the MDPA5 and the ToC as 

frameworks to structure the analysis. Using the version of the ToC that was in use 

during most of the project period (it has since been further developed by the 

organisation), the report assesses project achievements in support of the ToC on a 

colour-coded scale (see Section 3.7). Finally, a project assessment according to 

OECD/DAC criteria and terminology was undertaken and used to summarise 

conclusions.  

ETHICS AND PARTICIPATION  

The major ethical issue in this evaluation has been to constantly balance the 

evaluation’s need for stakeholder interaction with the risks related to Covid-19. 

Participation in the evaluation process has been limited to the utilisation-focused 

structure. Beneficiaries have not been involved in drafting questions or designing 

evaluation process. HNRS and EoS have had the opportunity to comment and criticise 

during meetings and in written response to draft reports. 

LIMITATIONS 

A series of limitations have impacted the evaluations process: 

Sampling of interviewees has not been random. In dialogue with HRNS the evaluation 

team has selected a representative sample of potential key informants including 

beneficiaries, local and national government representatives, private sector entities and 

international partners. 

Time constraints limited the number of project areas that could be visited physically. 

To reach more areas the evaluation team split up during the data collection phase. Two 

internal evaluation team meetings were held to ensure similarity of terminology and 

interpretation of data collected; one day prior to data collection and two days for joint 

analysis.  

Aiming to protect the integrity of interviewees raw data will not be shared with the 

client and the list of key informants will not be published in the report. 

The team followed the government’s Covid-19 guidelines, somewhat limiting data 

collection. 

 
5 The reader is requested to note that a complete MDPA is complex and requires much greater 

resources than those available for this evaluation. For an example of the level of detail needed see 
https://ophi.org.uk/multidimensional-poverty-index/mpi-questionnaire/ In this context the MDPA is used 

only to structure the analysis of collected data. 

https://ophi.org.uk/multidimensional-poverty-index/mpi-questionnaire/
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 3 Findings 

3.1  THE CONTEXT 

The Terms of Reference request use of the Sida 

version of the tool Multi-Dimensional Poverty 

Analysis (MDPA). The conceptual framework is 

illustrated in the figure at right. Below the context 

sections are structured in line with that Conceptual 

framework.6 As noted in the Inception report, a full 

MDPA requires more detailed data collection than 

has been feasible in this evaluation. It also requires 

quite detailed information about the context. The 

interested reader is referred to Annex 2 for a more 

detailed context description. 

3.1.1 Context: political/institutional  

The coffee sector in Tanzania has been presented as a volatile commodity sector facing 

varying political and regulatory policies since the early 1990s. Ponte (2004)7 points out 

that before the mid-1990s, the monopolistic system of the domestic coffee trade in 

Tanzania ensured that coffee remained in local hands up to auction and decreased price 

variations. The system was plagued by poor administration and corruption, which 

affected the quantity and quality of export coffee (Ponte, 2004, p. 11). The period 

following the 2013 Coffee Industry Act saw a re-monopolisation of domestic coffee 

marketing. Key informants from TCB and TCA mentioned other challenges 

experienced during this phase including additional cost of procedures, delayed 

payments and supply chain difficulties for inputs needed by farmers.  

In 2018, the Government8 issued a blanket ban on coffee sale outside the Agricultural 

Marketing Co-operative Societies (AMCOS) system. The order was meant to improve 

profits for farmers and extend their role in the supply chain. According to programme 

reports and multiple key informants, the new order disrupted the marketing chain. 

Some frustrated investors abandoned the business while some moved their investment 

to other countries like Kenya. At the same time coffee auctions were decentralised.9   

 
6 Sida Dimensions of Poverty, Sida’s Conceptual Framework (2017) 

7 Ponte, S., “The Politics of Ownership: Tanzanian Coffee Policy in the Age of Liberal Reform, Danish 
Institute for International Studies, Copenhagen, (2004). 

8 Hon. Kassim Majaliwa Majaliwa banned the purchase of cherry or parchment at the farm-gate level. 
Farmers were forced to sell cherry or parchment to existing (or created for the purpose) AMCOS. 

9 A summary of HRNS assessment of how this ban impacted farmers marketing efforts is found in the 
Fact box 1, page 22. 



3  F I N D I N G S  

 

7 

Extension services 

District Councils are the main source of extension services. These are described as 

inadequate in quality and quantity, often lacking specific expertise on coffee. Some 

civil society and private sector organisations complement government effort by 

supporting farmers with project-based extension services. These services are limited in 

quantity and short lived. Overall, extension services do not meet demand.  

Right to life and Freedom of Expression 

According to the Tanzania Human Rights Report (2019), right to life continued to be 

threatened, despite some positive developments. Overall, the civic space shrunk in 

2019 and experience of the new regime has been mixed. 

3.1.2 Context: environment and geography 

Tanzania faces a host of interrelated environmental challenges, including pressure on 

the land, inappropriate agricultural practices, water shortages, pesticide damage and 

soil degradation. These challenges are exacerbated by climate change. Meanwhile, 

environmental factors play a crucial role in determining quality and flavour of coffee. 

The coffee growing areas in Tanzania are well endowed with a range of positive 

environmental factors, providing the potential to grow high quality beans that can 

attract premium prices. There are a few private international buyers who get coffee 

directly from farmers on special arrangements for quality coffee. 

Necessary maintenance investment has not taken place. It is estimated that most of the 

240 million coffee trees grown in Tanzania have exceeded the age of 20-25 years.10 

The TCB Strategic Plan (2011-2021) indicates that the average age of trees in 

Kilimanjaro is above 40 years rendering them economically unprofitable. In the South 

new coffee trees have, to some extent, been planted/ replanted (the average age of trees 

there is about 25 years).  

Over the years coffee production has declined in the face of un-favourable market 

conditions and competition from other cash crops 

3.1.3 Context: Socio-economic and cultural  

Socio-economic 

The Tanzania Government's Development planning is focussed on reducing poverty 

and sustainably industrialising using the agricultural base. Commercialisation, high-

potential commodity value chains, and mobilising capital from the formal private sector 

are prioritised.  

 
10  Friedrich Erbert Stiftung (2004) 



3  F I N D I N G S  

 

8 

Smallholder farms, generally 0.5-1.0 hectares, account for an estimated 90% of the 

country’s total coffee production. Most coffee is produced as a cash crop, 

complementing food crops. The remaining 10% comes from estates.11  

Access to Land and gender 

Inheritance practices diverge between the Northern project areas and the South. In the 

North population pressure and intergenerational transfer of land has led to very small 

plots and an absence of land for new cultivation. Meanwhile key informants state that 

this is not a problem in the South where land is still available to cultivate. Under 

pressures from population growth, land-based investments, and poor land management, 

land conflicts have increased and tenure security has declined.12 In rural areas, many 

women's livelihoods depend almost entirely on their land. While women, under 

Tanzanians law, have the same rights as men to own and control land, women rarely 

buy land. Customary practices in Tanzania often require women to access land through 

their fathers, brothers, husbands, or other men.   

Coffee cultivation is labour intensive, and women contribute significantly in coffee 

production. However, the crop is often considered to be a “man’s crop” as men own 

the land and control the proceeds. Women do much of the harvesting and post-harvest 

handling such as drying and sorting. Men are mostly involved in planting, agrochemical 

applications, pruning and trading of coffee. Meanwhile, a significant proportion of 

farms are female operated. Female headed households are 5-30% of farms. The land 

will be controlled by or under the custodian / the head of the household appointed by 

the family/elders. Women have less access to information than men and are not allowed 

to commit such land as collateral, thus limiting investment. This differential in access 

to resources and empowerment translates into a gender gap in agronomic and economic 

outcomes, such as yields, revenues from crop sales and household welfare. 13  The 

development of banana (which was traditionally a food crop and under control of 

women) as a cash crop has increased income for women. Women increasingly 

participate in off-farm economic activities, including things such as running a small 

business to earn income.  

Youth in coffee 

Key informants identify a range of factors that contribute to limited youth participation 

in Coffee production. These include a lack of productive land (especially in the North), 

the labour-intensive nature of the sector; persistently low average coffee yields; 

unstable markets, and the time taken from planting to harvesting. These factors 

combine to discourage young people from participating.  

 
11 Tanzania Coffee Board, Strategic Plan (2011-2021) 
12 Walwa, (2017) Cited in Afrobarometer (2018). 
13  FAO (2011) 
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Infrastructure aspects 

The feeder road network from coffee production areas in the North is adequate. In the 

South the rural road network is not well developed. Telecommunications are adequate 

in most of the project areas. Some private sector millers also provide storage facilities 

and associated services. Farmers market their raw coffee through AMCOS, some of 

which have Central Processing Units (CPUs) for processing.  

Education 

Age Level Enrolment 2020 Comments 

7-13 Primary F 98% M: 95% Compulsory education 

14-19 Secondary F 33% M: 30%  

20-24 Tertiary F 7.1% M: 8.5%  
 

The literacy rate in 2015 was, for people 15 years and older F 73% M 83%; 65 and 

older F 30% M 59%.14 

Processing of Coffee 

Most of the processing work is done by hand, at household level. Centrally located 

pulping units have been introduced, sometimes challenged by limited space, water 

scarcity, lack of spare parts and maintenance knowledge.  

Inputs supply and use 

Input supply is mainly handled by private sector while regulated by the authorities. 

Agrochemicals are used extensively. Key informants note that accessibility to inputs 

by farmers is challenged by limited availability of authentic quality inputs, by high 

costs and by a lack of application knowledge.  

Research and Innovation 

A new hybrid coffee variety exists with greater disease resistance, higher yields, and 

greater profitability. Adoption by smallholders is ongoing but remains very limited due 

to inadequate knowledge and a perceived high risk due to an unpredictable market. 

3.1.4 Context: Conflict 

None of the coffee growing areas have seen open, violent conflict at societal level 

during the project period. Neither the project, nor its background documents, explicitly 

deal with issues related to violence. Meanwhile, although key informants were 

reluctant to address such issues, it is clear that subgroups of the population live in fear 

of violence in the form of child abuse and gender-based violence. 

 
14 Statistics from Min of Education 
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3.2  THE COFFEE VALUE CHAIN IN TANZANIA  

Coffee was introduced in Tanzania by German settlers in 1898 and was spread to other 

parts of Tanzania from the 1920s onwards.15 Robusta coffee does well in Kagera region 

while Arabica is produced in Kilimanjaro, Arusha, Mbeya and Ruvuma regions. From 

the 1930s to the mid-1960s coffee was the leading source of foreign exchange in 

Tanzania. 

A map of the value chain in Tanzania is presented in Figure 1 (overleaf), with HRNS 

interventions summarised in the yellow box at right. The text sections below describe 

the value chain starting from the global market and working their way down to farmers. 

They are based on information available in project documentation, industry data from 

TCB and the International Coffee Organisation (ICO) website.16 The information has 

been triangulated by key informant interviews in the key value chain nodes – 

marketing, milling, warehousing, bulking, production and research and development. 

Financial service providers to the value chain were also interviewed. 

World Coffee Market Trend 

The ICO notes that global value chains (GVCs) are characterised by hyper-

specialisation, high-efficiency operations, as well as close and durable firm-to-firm 

relationships that allow for knowledge and technology transfer across borders.17 This 

has contributed to growth in coffee production, productivity, value addition and 

employment. Coffee growers have benefitted from product upgrading or “de-

commodification” of green coffee into specialty, organic, with geographical indication, 

and other attributes (e.g., safety and sustainability). It is important to note that global 

market competition has increased since 2005, including from strong new coffee 

exporters.  
  

 
15  Mhando DG, Mbeyale G., An Analysis of the Coffee Value Chain in the Kilimanjaro Region, 

Tanzania. NCCR North-South Dialogue 27. Bern, Switzerland: NCCR North-South. (2010) 
16 International Coffee Organization - What's New (ico.org)  
17 The World Trade Organization data uses a Harmonized System (HS) code 0901 that is “coffee, 

whether or not roasted or decaffeinated; coffee husks and skins; coffee substitutes.” 

https://www.ico.org/
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Figure 1: Tanzania coffee value chain  

 

Annual earnings from coffee vary significantly, following world market prices and 

production volume. Nevertheless, the 10-year trend of average revenue is increasing as 

indicated in Figure 2. 
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Figure 2: Tanzania coffee export revenue 2009 -2018. 18 

 

Figure 3 below,19  illustrates the destination of export over the past ten years and 

confirms key informants’ views that Tanzania has failed to exploit regional markets.20 

Furthermore, a recent report shows that domestic consumption of coffee has decreased 

from 7% of production in 2000/01 to 4.8% in 2015/16.21 

Figure 3: Destination of Tanzania coffee exports  

The coffee market is characterised 

by price volatility that impacts 

smallholder farmers, for example, 

within the 2019/20 season average 

prices increased by 25% between 

October and December. 22  The 

efficiency of the price transmission 

mechanism between the world 

market and the auctions in Songwe, 

Moshi, Mbinga and Bukoba is 

good, thanks to information and 

communications technology (ICT). 

Key informants emphasise that it is 

important that there is also efficient 

information flow from the bourses 

in Tanzania to the AMCOS, as well as from AMCOS to the Producer Organisations’ 

(POs’) market committee members and finally to farmers.  

Exporting Function 

The exporting function is regulated by the Tanzania Government. An exporter 

purchases coffee beans at the auctions, arranges for export certificates and sanitary and 

phytosanitary certificates, transport from the licensed warehouse to the port and meet 
 

18 www.trademap.com &  Tanzania National Bureau of Statistics 
19 Ibid. 
20 Such as the East African Community and South African Development Community countries. 
21 TCB, 2017 
22 International Coffee Organization. The Value Of Coffee: Sustainability, Inclusiveness, and Resilience 

of the Coffee Global Value Chain. Federal Ministry for Economic Cooperation and GIZ. Germany 
(2020) 
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port charges and onward freight. The export function at the auctions has been 

improving for the past 20 years, in the 1990s was susceptible to exporters cartel 

tendencies as few exporters leveraged by access to technology, had high degree of 

integration, access to finance and ability to influence policies. An experienced exporter 

indicated that there are no current constraints in the exporting function.    

Coffee auction and export  

In 2018/19 the Government, through TCB, decentralised coffee auction services to 

Mbozi (Songwe) and Mbinga (Songea). Although planned, there is no auction in 

Bukoba (Kagera) yet. The TCB provides quality checking of all coffee before it is 

auctioned. Key informants cite face to face interaction and building of the relationship 

between buyers and producers as the main benefit of the change. Some add that this 

may have enhanced transparency of the operations because upstream actors (production 

and bulking actors) are able to participate fully. About 41% of the coffee produced is 

traded at these two new auctions. The costs of operating these auctions include TCB’s 

auction management costs. Exporters find the move costly, estimating additional costs 

of up to USD 40,000 per buyer, compared to the old centralised system. Meanwhile, 

Ruben, et. al, (2018) found that although milling and export activities appear to have 

been competitive in the past, the exporting function tended to be monopolised by few 

companies.  

Logistics - Warehouse to Port 

Tanzania coffee is exported via Dar es Salaam port. Trucking capacity from licensed 

warehouses to the port is quite competitive. According to logistics experts, the 

availability of containers is also competitive. Coffee is packaged in jute or sisal bags 

that are porous enough to let air in and out, jute bags are imported from India, 

Bangladesh and Thailand at a price of around USD 1 per piece. Comparing prices 

available on the internet and those in the market shows that margins are average, there 

is no evidence of monopolistic pricing in the supply of bags. The Government, through 

the Tanzania Investment Centre, has invited strategic investors in the manufacture of 

jute and sisal bags.  

Tertiary Processing (Coffee Roasters) 

Up to 2021 TCB has licensed more than 30 roasters. Roasters interviewed have 

indicated that registration of roasters is relatively easy, and application can be done 

through TCB website. Roasted coffee has a very attractive margin though very little is 

exported. Participants at the 2021 Annual Coffee Festival (October 1 - 3rd, 2021) 

indicated that destinations for roasted coffee include the EAC market, China, Canada 

and Dubai 

Milling Function 

There are 27 millers registered by the Board with an estimated installed milling 

capacity of 200 tons per hour, assuming an 8-hour day and 90 days of operation per 

season, the total capacity is 144,000 tons per season. Compare this with output that has 
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never exceeded 72,000 tons it suffices to indicate that there is enough milling capacity 

in the country. The cooperative officers, the millers themselves and AMCOS indicate 

that the milling and warehousing business is quite competitive, as are domestic 

transport (trucking). Stakeholders compete in terms of offer price and support services, 

especially pre-financing and supply of inputs. The current setup is likely to remain as 

it is for a long time to come.  

Primary - private coffee buyers 

In the coffee value chain, there are at times private coffee buyers who purchase cherry 

or parchment directly from farmers. While this was not investigated in this evaluation, 

key informants confirm that private coffee buyers are present and that in some areas 

they negatively influence the behaviour of the value chain. On the positive side, they 

help farmers to access cash at any moment as need arises, they also relieve farmers 

with costs and risks associated with downstream value addition activities. On the other 

hand, by selling to private coffee buyers, farmers with inputs credit get room to side 

sell, the buyers mix coffee from various sources thereby reducing the quality of coffee 

and hindering traceability. Private buyers are therefore perceived as a hindrance to the 

development of value chain. To counteract this, farmers are capacitated to create and 

operate internal saving and lending groups to cushion cash flow pressure as well as to 

jointly procure inputs in bulk.  

Coffee Bulking 

Economies of scale necessitate that coffee produced be bulked for exporters to function 

efficiently. This is done by different stakeholders (estates, private buyers, AMCOS, 

millers) prior to delivery to auction for sale.  

Primary processing 

The market prefers fully washed coffee that is processed at CPUs, however, CPUs are 

in short supply in the project area, the bulk of coffee is semi-washed meaning that it is 

processed using household pulping machines that are inefficient and labour intensive 

as one has to fetch water, operate the machine, wash, sun-dry for a few days, pack and 

transport to licensed warehouses. A small CPU machine costs around USD 5,000 - 

7,000. The main establishment cost for central processing is for construction of the 

buildings, supply of power, piped water, drying yard, and storage and security services. 

There is latent demand for CPUs, a strategy to disseminate the knowledge is needed. 

Coffee Production  

According to Mhando (2010), 23 around 2010, smallholder farmers accounted for 

about 95% of production, TCB has revised the figure downward to 90% in 2021, 

implying that there is entry of larger farmers or consolidation of smallholder farms. 

Detailed data for 10 years shows that despite the crop being perennial outputs volumes 

 
23 Mhando DG, Mbeyale G., An Analysis of the Coffee Value Chain in the Kilimanjaro Region, Tanzania. 

NCCR North-South Dialogue 27. Bern, Switzerland: NCCR North-South. (2010) 
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do oscillate significantly from one year to another. Tanzania Arabica coffee production 

in 2020/2021 was 28,600 tons, see Figure 4 below. 

Despite the outbreak of Covid-19, the price of coffee at local auctions has slightly 

increased, A 50-kilogramme bagful of Arabica coffee sold at USD 133 at the last 

auction on November 5, 2020 compared to USD 117 in the previous financial year. 

Farmers get initial payments at fixed prices with final payments made based on auction 

prices.  

Specialty Coffee Segment 

Specialty coffee accounts for 10% of world traded coffee.24 This segment helps to 

improve market resilience as it allows farmers to sell directly to importers at a better 

price, and a premium of up to 50% has been reported. There are several certifications 

for specialty coffee, such as: Rainforest Alliance certificate, considering production 

systems that conserve forests, improve the livelihoods of farmers, and build climate 

resilience. Fairtrade certification, looking at working conditions under the coffee that 

is produced aims for decent working conditions in the value chain and guarantees 

minimum prices that are usually above non-Fairtrade prices. Organic certification 

requires the coffee to be produced in a manner that guarantees environmentally 

sustainable production, including minimum application of mineral fertilisers and 

chemicals. (ICO, 2020 Ibid.). 

Information available online shows that there is Alliance for Coffee Excellence 

established in partnership with Portland Global Initiatives and the Ngorongoro Coffee 

Group that runs an annual Tanzania Ngorongoro Private Collection auction. Market 

makers are Acasia Hills Coffee, Ngila Estate, Tembo Tembo and Finagro. Buyers are 

roasters in various countries including Paradise Coffee Roasters (USA), Hulili Coffee 

(South Korea), Chromatic Coffee (USA), Hatch Coffee (Canada), Urban Coffee 

Roaster (Hong Kong), and The Summer House (Thailand).  

   

 
24 TCB (2012) 
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Figure 4: Coffee production trend 2009/2010 –  2020/2021 in ‘000 tons and 
annual changes in percentage  

 

 

Supply of Inputs  

Key inputs in coffee production are quality seedlings, fertilisers, and agro-chemicals. 

A range of both private sector companies and public institutions are involved in the 

input supply chain, for example Yara (for fertilisers) and to Tanzania Coffee Research 

Institute (TaCRI) for improved seedlings and management of young orchard. KEMI25 

of Sweden and Tropical Pesticides Research Institute (TPRI) provided capacity 

building on application of agrochemicals.  

3.2.1 Summary highlights of the coffee value chain analysis 

Global prices are volatile, but the long-term trend is upwards. The exporting function 

is regulated and currently unconstrained. Coffee auctions have been decentralised, 

increasing transparency, potentially allowing farmers to capture a larger share of total 

value. However, the change has increased buyer costs significantly, potentially 

lessening overall interest in Tanzanian coffee. While the old system is described as 

competitive, oligopolistic tendencies were noted in that centralised system. Although 

roasted coffee has very attractive margins, very little is exported.  

There is more than enough milling and warehousing capacity in the country, making 

those nodes of the chain quite competitive. The same is true of logistics capacity for 

domestic coffee transport. The role of private buyers is debated; they provide farmers 

with liquidity but tend to negatively affect efforts to increase overall quality in the value 

chain. 

The market prefers fully washed coffee that is processed at CPU, however, these are in 

short supply in the project area, in part due to lack of farmer awareness of potential 

value gain, in part due to high upfront investment for facilities to house the machinery. 

 
25 Kemikalieinspektionen, the Swedish Chemicals Agency. 
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Specialty coffee allows some farmers to access a greater share of value, and a premium 

of up to 50% has been reported. 

The input market is a mix of private and public suppliers, competitive and with varying 

quality. 

3.3  THE HRNS “BUILDING COFFEE FARMERS 
ALLIANCES IN TANZANIA (CFAT)” PROJECT  

3.3.1 Plans and agreements 

The project “Building Coffee Farmers Alliances in Tanzania (CFAT)” sought to 

improve the livelihoods of 25,000 coffee farming households. The chosen intervention 

method was strengthening the established member-driven and professional farmer 

organisations (owned by, aiming to be self-financed and sustained by the farmers). The 

intention was to enhance competitiveness by increasing production and quality, thereby 

building long-term economic and social sustainability of the industry. This was to be 

done through sustainable use of natural and household resources, to be achieved by 

improving capacity regarding farm management and agricultural practices applied. 

Sida, under the Swedish bilateral development cooperation, funded CFAT project 

component from 2013 to 2020.   

Hanns R Neumann Stiftung (HRNS), a non-profit foundation, was the implementing 

organisation receiving the financial support to the project for two successive phases. 

HRNS aimed to consolidate organisational structures, contribute to increased farm 

income as well as to address issues related to food security, climate change, gender, 

youth, and influencing policy.  

The program was implemented in the Northern Tanzania regions of Arusha and 

Kilimanjaro and in two regions of the South, Mbeya and Songwe. Addressing 

challenges holistically, the approach combined a range of interventions such as: 

organisational development of a tiered support system; improving marketing and 

service linkages; improving farm management for production and quality 

enhancement: supporting household resilience through climate adaptation and income 

diversification to ensure food security while applying climate smart agriculture 

practices; addressing specific gender and youth related challenges through targeted 

programming focused on raising awareness about gender roles (and supporting changes 

in these) and building coffee related entrepreneurial skills among youth.   

Sida support through the Embassy of Sweden via International Coffee Partners (ICP) 

has comprised two phases: “Building Coffee Farmer Alliances in Tanzania phase one 

(CFAT I)” 2013-15, with a no-cost extension until June 2016, followed by “Building 

Coffee Farmer Alliances phase two (CFAT II)” 2017-20. The Sida/EoS funding for 

CFAT I was MSEK 6,726 and for CFAT II MSEK17,3, following extensions. 

 
26 MSEK Million Swedish Crowns. 1 EUR approximately 10 SEK (October 2021) 
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3.3.2 HRNS Organisational structure including financial management 

The HRNS organisational headquarters are found in Hamburg. Global management, 

including thematic advisers such as the Coffee and Climate Initiative and Coffee Kids 

advisers, are based there along with global management and financial control. 

The country operations are led by the country management team consisting of a 

Country Manager, Chief Operations Officer, Monitoring and Evaluations Coordinator, 

and is based in Usa River, 20 minutes’ drive from Arusha. The Field Operations 

Manager, based in Mbeya, is also part of the country management team. 

Current staffing consists of 12 people in the North and 29 people in the South. The 

evaluation team notes that following the exit of project funding at the end of 2020, 

significant reductions in staff have been implemented in the Northern project area.  

Meanwhile the organisation has chosen to retain its significant investment in 

monitoring and evaluation/knowledge management, illustrated by the fact that five 

staff members work full time with monitoring and evaluation or data management. 

M&E staff are qualified for their positions and understand concepts used by the 

evaluation team. Task appropriate data collection methods are noted. Such systematic 

investment in documentation and organisational learning is considered unusual, and 

commendable, by the evaluation team.  

HRNS Monitoring and Evaluation System embraces tools such as Assessment 

Templates, Attendance forms, Story templates; Indicators and Outcome Journals. The 

system is very systematic in collecting information at Output level on a regular basis. 

At Outcome level the system is designed to execute surveys to track changes, which 

will inform on change in behaviour and practices. Specific agreed criteria are used to 

measure some qualitative variables to avoid generalisation and subjective verification.  

These included e.g. to measure of improved capacity of AMCOs and stage of 

development; The extent of farmers adopting Climate Smart Initiatives, Households 

demonstrating Entrepreneurship attitude and Farmers compliance to GAP to mention 

few.  

Collected data are used to provide weekly, monthly biannual and annual reports. The 

weekly and monthly and biannual reports support field officers and the country 

management team to reflect and take needed decisions for effectiveness and efficiency 

of the project. Annual report includes findings informing about potential of achieving 

or actual progress made towards influencing the attainment of the Outcomes and 

challenges. This is shared with head office staff, donors, farmers, and partner 

organisations. 

On the other hand, gender disaggregation was not adequate or too broad to give enough 

insight of the differential strengths, needs and impact on gender. For example, while 

data collected shows number of men and women involved in leadership at POs and 

AMCOS/RPCSs; there are no details on the type of positions contested or allocated to 

women. Similarly, there is data showing that male and female attended different topics; 
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Number of male and female members with function POs or Number of households who 

are members of POs with internal savings but there is no interpretation of such data. 

This lack of analysis on which differential strengths; ambitions and expectations lead 

to allocation of female and male on such positions are likely to lower the quality of 

capacity building approaches and other measures face a risk of being gender blind.     

HRNS project report and affirmation from the key informants indicated that there were 

no differences in delivered knowledge (on CA, GAP on Coffee, financial management) 

to male and female farmer trainers. This approach assumes that there was no 

differential needs, aspirations and strengths between men and women and therefore 

fails to take advantage of such factors in organising and delivering trainings. On the 

other hand HRNS reports are limited in presenting analysis of the reasons on the big 

difference in participation of male and female in all components of the training. In this 

regard, the project missed an understanding of the influence of socio-economic factors 

(type of livelihood, gender roles, status in the Household, timing of the training, 

culture) and the selection process, which would have contributed to strengthening of 

strategies and draw lessons. 

The evaluation Team has found that HRNS has made significant investment in M&E, 

demonstrated by number of knowledgeable and skilled personnel in M&E unit, quality 

and relevant tools aligned well with key performance Indicators and systematic 

approach in data collection. KIs revealed that there is culture of reflecting and using 

M&E data and general findings for management function. 

The ultimate purpose of monitoring and data gathering is supporting organisational 

learning to improve the achievement of organisational objectives (project outcomes 

and impact). Both management and monitoring staff can cite examples of managerial 

decisions based on monitoring data. The examples include changes in operational 

choices/methodologies applied, changes in individual staff members roles and 

responsibilities, additional mentoring for individuals, dismissals, and recruitments. 

Monitoring data is also cited as being actively used at monthly planning meetings and 

in the communication with global HQ in Hamburg. 

The financial management system includes a multi-tiered control system. Annual 

external audits take place and are clean. They include suggestions for improvements 

and the organisation provides a management response to such suggestions. 

The financial system is based on an appropriate mix of hard and softcopy 

documentation. Interviewed staff members can cite examples of the system being 

adapted as needed. Based on their professional backgrounds, financial staff are 

assessed to be qualified for their roles. A financial handbook describing appropriate 

routines exists and is used. 
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3.3.3 Programme Theory of Change and its development  

The programme Theory of Change (ToC) is based on HRNS global ToC and has 

evolved over time.27 In Figure 5 below, the ToC used during CFAT II is presented. Its 

overall objective is “Improved and stable livelihoods of smallholder households”.  

Three sub-objectives are to contribute to this: 

“Sustainable use of natural and household resources” , to be achieved through the 

spread of Good Agricultural Practices, climate smart farming systems and rejuvenating 

and replanting (replacing) weakened coffee trees. 

“Improved competitiveness”, to be achieved by establishing (or strengthening) 

business minded multi-tier farmers’ organisations that strengthen bulking, input 

provisioning, access to financing and coffee processing. 

“Enabling business environment”, which the project seeks to contribute to despite this 

being dependent on service providers and public sector stakeholders. Identified as 

crucial are favourable regulatory frameworks, supportive input suppliers, involved 

financial institutions and seedling provision by nurseries. 

All of the above are founded on a changed mindset within the target smallholder groups 

and complemented by ambitions to influence gender-based division of resources and 

labour as well as youth attitudes to engaging in coffee related livelihoods.  

Figure 5: The HRNS Theory of  Change applied in the design and 
implementation of CFAT 28 

 

The latter version of the ToC,29 adopted globally by HRNS in 2020, focusses more on 

the farmer households and less on the policy environment and industry structure. This 

 
27 See 2018_HRNS_SIDA progress report, Annex 1 and compare with 2019_HRNS_SIDA progress 

report, Annex 4. 
28 The evaluation team’s assessment of project achievements in support of the ToC are presented on a 

colour-coded scale in Section 3.7. 
29 See 2019_HRNS_SIDA progress report, Annex 4. 
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is likely to contribute to programme governance’s ability to guide and follow progress 

as the aspects the project seeks to affect are within the control of the members and their 

day-to -day activities (to a greater extent). This should allow contextual factors to be 

conceptualised as risks. In consequence, mandates of and milestones for programme 

management and staff can be clarified further, implying improved potential for 

monitoring and follow-up.  

3.4  PROJECT RESULTS IN TERMS OF OUTPUTS  

The following sections on project results summarise, but do not repeat in any detail, 

data primarily sourced from project documentation (annual reports and 

reviews/evaluations) and the perceptions/opinions of key informants. The evaluation 

team has not checked quantitative data from such sources through spot checks or 

similar triangulation.  

Coverage 

More than 26000 coffee farming households were reached by some activity (105% of 

the target).  

Activities related to the Lead farmer/Training of Trainer (ToT) approach; to Farmers 

Field Schools; to efforts to establish linkages with other stakeholders; to gender 

mainstreaming and to the gender household approach reached 158000 people (96% of 

the target).  

They were trained or sensitised on coffee agronomy, GAPs, conservation agriculture 

(CA), commercialisation of coffee, organisational development and other social 

challenges such as youth and women’s participation, entrepreneurship etc.  

Training of farmers 

Training of farmers/ToTs embraced three main components:  

i) Training of lead/ToT farmers at PO/SVG30 and AMCOS level 

Training of lead/ToT farmers was aimed at developing a human resource pool at 

farmers’ level to train peers and support them in adapting and applying GAP on 

individual farms. At the end of the project a total of 1709 farmers at PO (F 21%) and 

223 (F: 13%) farmers at AMCOS level were trained. At AMCOS/RPCSs31 /POs/SVG 

level ToTs are working as: Lead Contact Farmer (South) and Farmer Field School 

Facilitator (North)-responsible for coffee; Lead Farmer promoter – responsible for OD 

and Lead farmer responsible for CA.  

ToTs at POs undertook activities mainly within their villages group while those at 

AMCOS level were to back up ToTs at POs within their respective AMCOS. ToTs 

were supplied with farm equipment such as knapsacks to use in their trainings. This 

 
30 Small Village Group 
31 Rural Primary Cooperative Society (secondary organisational structure) 
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approach has enabled HRNS to reach 96% of the 

targeted farmers with various training and extension 

services.  

ii) Training of Agronomist Assistant 

To ensure professionalism and minimise the risks 

involved in this delivery method of training where 

HRNS has less control over the quality of training to 

POs, another category of Farmer ToTs known as 

agronomist assistant were given specialised skills.  

These were posted to work at AMCOS level to deliver 

technical support to ToTs at POs and AMCOS level. 

Farmer key informants confirmed that their 

knowledge on GAP and CA has improved.  

iii) Farmers Field Schools 

Farmers Field Schools (FFS) were designed to deliver 

practical training. The design of the FFS was 

anchored in bringing a comprehensive package of 

practical training while fostering collaboration 

between main stakeholders including input suppliers, 

district extension staff, financial service suppliers and 

research institutions. The approach of FFS was to use 

farmer’s own farms to establish demonstration plots. 

Input suppliers (such as Yara-Fertiliser and Pannar 

maize seeds) provided their inputs for the demo plots 

free of charge, hoping to expand their customer base. 

At the end of the project a total 385 FFS were 

established, of which 15% were on female owned 

farms.  

Documentation and key informants agree that 

conservation agriculture, GAP and establishing 

linkages between households and other key players, 

such as input suppliers and financial services, have all 

contributed to more efficient use of household 

resources. Furthermore, improved access to resources 

and new skills have contributed to improving 

livelihoods. Knowledge skills and physical inputs 

have broadened farmers’ opportunities and choice 

and improved their livelihoods.  

Change 1: Only AMCOS registered under the 

Cooperative Act 2003 should collect and market 

farmer’s coffee:  

Result: some farmer organisations were 

unable to attain cooperative registration and 

had members redistributed. 

Newly registered cooperative societies did 

not get adequate capacity building leading 

to bad management of some AMCOS. 

Private buyers took leadership of some new 

AMCOS, safeguarding own business, not 

the farmers.’  

The Producer Organisations (POs) that had 

established business relationships lost 

opportunities of higher quality coffee with 

traceable origins.  

Farmers lost input financing when they lost 

old group’s financial history. 

Change 2: Abolishment of Crop pre-financing: 

Crop pre-financing was later reinstated under 

the conditions that changed balance between 

advance and final payment to farmers.  

Some farmers were discouraged if the 

second payment was not sufficient to next 

season investment needs. 

Change 3: Closure of direct export 

window: 

The Direct Export window was later reinstated 

for cooperative societies and coffee estates 

(with TCB involvement). TCB now allows 

Direct Export without its involvement if the 

price is above the TCB auction price. 

Meanwhile, many specialty coffee producers 

had already lost their customer relations, built 

over several years.  

Fact box 1:  Value cha in implications 
of the Government’s 2018 order 
(HRNS analysis) 1  
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Establishment and capacity building of farmers organisations  

The process of establishing and strengthening the capacity of POs/SVG included 

developing a joint vision, formulating a constitution (and associated bylaws) and 

training elected PO/SVG leaders on leadership skills and governance as well as on the 

mobilisation of internal savings and on credit schemes. The cooperative development 

modules included training components on capitalisation strategies, business plan 

development, financial record keeping, marketing, economic/business principles and 

cooperative accounting. Such training was given to the board members and 

management team. At the end of the project, HRNS had supported the establishment 

and strengthening of 746 POs/SVGs. 

Producer organisations also functioned as mechanisms to promote a savings culture 

among small holder farmers. These efforts were aimed at increasing the resource base 

to overcome a prevalent lack of finance; to improve access to financial resources and 

to inputs. Savings 32  not only helped to finance economic activities but also 

strengthened the bonding among group members as they sought to safeguard one 

another’s savings. At the end of the project 517 POs (219 in the South and 298 in the 

North) managed to raise and manage own internal capital (through savings). 

The evaluation team notes that the effect of the Prime Minister’s 2018 statement later 

followed by the regulations that all coffee would be auctioned through AMCOS 

impacted North and South differently.  

AMCOS in the North 

At the beginning of the implementation of CFAT II project farmers in the North were 

already organised in groups and the initial stages of establishing the Apex organisation 

had started (through CFAT I project). Most of the Cooperative societies were 

established - though not yet fully operational. Some farmers were selling their coffee 

directly to buyers through groups or individuals. When the Prime Minister announced 

that all coffee would be marketed on auction through AMCOS; the project in 

collaboration with the Cooperative department supported the groups, which were not 

part of the AMCOS to be affiliated. Furthermore, weak AMCOS were supported to 

meet criteria and update their registration. At the end of the project 37 AMCOS were 

supported.  

AMCOS in the South 

In contrast to the North, where the project could work with existing farmers groups 

when it started, in the South the process had started from scratch by organising farmers 

into Producer Organisations (PO), Depot committees (DCs), consisting of a number of 

POs, were organised to allow the POs to benefit from economies of scale. The farmers 

themselves determined the DCs’ membership, considering what was practical and 

 
32 Stimulated through the establishment of or support to Village savings and loan associations. 
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convenient to them. Following this approach some DC membership extended to more 

than one village.  

When Prime Minister announced the changes, HRNS realised that the established 

structures in the South were more challenged. POs were too small to be registered as 

AMCOS; and DC membership in some cases embraced membership from more than 

one village therefore could not meet the criteria of establishing one AMCOS per 

village. Various efforts were made and some were registered and secured permit to sell 

coffee in time for the 2018/19 season. At the end of the project, HRNS had successfully 

supported farmers to register and strengthen 34 AMCOS. However, key informants 

worry that due to the time limits of the project, leadership were not adequately trained 

and mentored nor sustainably linked to other stakeholders for effective management of 

the AMCOS to be ensured. 

At the end of the project period a total of 91 AMCOs/RPCSs were supported, 

representing a decrease from 96 in 2018. This drop in number was caused by the 

merging of some AMCOS aimed at increasing business margins through economies of 

scale.  

Control Boards 

Through collaboration, networking and learning from other models, HRNS has a good 

understanding of different structures of the modern cooperatives. They emphasise the 

potential of enhancing transparency and accountability at farmer organisation level. To 

pilot such models, HRNS supported 10 AMCOS to establish Control Boards / 

Supervisory committees. Memberships of the Control boards are representatives of the 

AMCOS/RPCS selected by members during the Annual General Meetings. The role of 

the committee is to oversee the work of the board members and the management. 

Reports on their observations are presented during the Annual General Meeting. Key 

informants noted that some of the AMCOS protested Control Boards establishment 

arguing that the structure has potential of interfering with the Governing Board. 

Nevertheless, in its final project report HRNS indicated that 7 Control Boards are at 

the sustainability stage. Due to time constraints, Evaluation Team did not manage to 

collect enough data to be conclusive on the effectiveness and value added by the 

Control Boards. However, at least one visited AMCOS commended their decision to 

embrace the idea of having a Control Board in its management. Among others 

transparency has improved, accounts are in order and it has improved trust among 

members. In the District the AMCOS is ranking high in selling clean coffee and for the 

audit of year 2020, these AMCOS has been issued with unqualified audit report.   

Farmers’ councils  

In order to facilitate communication between farmer groups and their respective 

AMCOS/ RPCS, the establishment of farmer councils was supported. Members of the 

Council were representatives of POs.   
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Coffee nurseries  

To support sustainable accessibility to improved variety coffee seedlings, the project 

facilitated training of farmers and establishment of 7 permanent and 85 seasonal coffee 

nurseries. In total more than 1,5 million seedlings were produced and supplied to 

farmers during the project implementation. Nursery operators were also trained on 

business and entrepreneurship skills to be able to operate their nurseries as a business. 

Project records show that, cumulatively, more than 6,4 million improved variety coffee 

seedlings were planted by the project farmers from 2016 to 2020 in collaboration with 

the district council authorities, TaCRI and TCB.  

Generally, responses to produce improved seedlings have been positive but also 

challenging. During the Implementation of the project, District Councils have started 

to establish coffee nurseries and some distributed coffee seedlings free of charge to 

farmers. This move undermined the business-case for existing producers, including 

those trained by HRNS.  

Quality Enhancement programme 

HRNS implemented a Quality Enhancement Program (QEP) aimed at improving the 

coffee quality through the adoption of the price differential approach. To complement 

its efforts, HRNS partnered with Protea Hotels and Solidaridad to install 10 CPUs in 

the North and 12 CPUs in the South. In addition, 6 RPCSs in the North were supported 

to rehabilitate their old CPUs.  

Climate Smart 

This component was focused on supporting the adoption of climate resilient 

conservation agriculture (CA) practices. It was implemented from November 2017 

until December 2018. The one-year project built on experiences from the Conservation 

Agriculture Regional Program (CARP), which HRNS implemented from 2012 until 

2015 in Arusha and Kilimanjaro regions reaching 22,250 beneficiary households.  

Within one year, households were reached with specific CA trainings through the 

established farmer-to-farmer extension structure. Promotional events were carried out 

to showcase different CA practices, especially mechanical ripping, seed planting and 

fertiliser applications. In total, 17 Tillage Service Providers and 60 Animal-Drawn 

Service Providers have been provided with rippers, trained, and linked to the targeted 

communities and the local government to ensure sufficient access to ripping services. 

The refresher trainings were conducted in collaboration with the Conservation Farming 

Unit, Zambia. 

Key informants noted that some rippers were not utilised in the last season as most 

operators consider that use of ripper is time consuming and tedious.   
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Gender 

Project data on achieved targets are gender disaggregated. However, there is no 

documented analysis of i) whether there were differential needs, aspirations and 

strengths between men and women or ii) any differential in terms of influence of socio-

economic factors (type of livelihood, gender roles, status in the household, timing of 

the training, culture) or iii) the selection process as it related to men and women. 

A gender pilot project was implemented using household gender approach in the South 

from July 2016 to June 2018. At the end of the project 6,199 households were reached. 

Out of the 6,199 households, which were involved in the HRNS gender household 

approach, 253 change agents were selected and trained to assume a strong role in 

sensitising communities and encouraging their fellow community members to address 

gender inequalities that may exist in their homes by sharing own experiences.  

In addition to Household gender pilot was the Gender mainstreaming activities in the 

South, which was targeting 9,000 beneficiary households (2018-2019). The aim was to 

increase women participation in extension services and in leadership positions. 

Project reports and information from a significant number of key informants show that 

the project has contributed to improve knowledge about integrating gender equality in 

household welfare. They further indicate that the project has had a positive impact on 

households in terms of: increased cooperation between husbands and wives leading to 

increased income at the household’s disposal; increased women involvement in 

decisions about coffee production and accruing coffee income. Key Informants 

confirmed what the reports have presented adding that, through the project, women are 

now more empowered to contest for AMCOS/RPCS and PO leadership and have 

improved their savings including opening accounts with Commercial banks. At 

household level the division of labour among men and women is shared as is female 

participation in decision making about resources.  

One KI said; Nowadays women can commit to spend cash on pesticides or fertiliser 

without consulting her husband in advance which was not possible in the past. 

However, you cannot commit an asset like land without consulting your husband. For 

example, when the project was asking volunteers for FFS women presented that they 

have to consult with the husband first unless woman is a widow (Female Head).  

Key informants noted that there were efforts during implementation to ensure that 

women are not under-represented in activities like training or in leadership. However, 

it is less clear about the measures taken by the project to mobilise and or address 

specific challenges faced by women or marginalised groups. The project reports are 

also silent about the impact of those women who participated or were elected to 

leadership positions. However, some AMCOS level key informants observed that in 

the north improved management was noted where women have taken leadership roles 

of the AMCOS. It is unclear whether there were differential interventions or 

achievements among them.  
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The Cooperative act of Tanzania stipulates that AMCOS boards/leaders are re-elected 

after every three years. This challenged the gender mainstreaming, as some of the 

impact of the interventions will only be realised after the project.  

Youth 

Youth interventions (targeting both young men and young women) have been 

implemented within the framework of the Coffee Kids project in Tanzania (which also 

received Sida funding but from a different budget line). The project has been rolled out 

since 2016. The program worked with 6 youth groups with a total of 180 members for 

5 years. Youth Interventions were designed to embrace various complementing 

components. These include group strengthening, business skills development, 

household gender approach; mentorship and see capital donations.  

In the North, 6 Youth groups with a total of 180 members have been strengthened and 

are able to offer improved services to their members. All the running businesses are 

linked to markets. In addition to group projects, 146 individual youth have started their 

own businesses. All the engaged youth groups have increased their internal savings by 

at least 25% through their business activities. 

Funded by ICP, the project has been scaled-up in the South and about 4000 farming 

households and 390 youth have been reached.  

Major changes, which the project has made over the years, include stopping the 

provision of seed capital and starting to link the groups with the Local Authority funds 

set aside for Women and Youth Development. Other changes were the inclusion of 

training to address emerging challenges and needs, such as training on sexual and 

reproductive health. 156 adolescents/young adults have attended the sexual 

reproductive health training. 

Contextual factors 

Several contextual factors affected the implementation and achievements of some 

expected outcomes as follows:  

a) The announcement by the government through the Prime Minister who made a 

statement later followed by the GN that all coffee would be auctioned through AMCOS 

formed according to Cooperative Act 2013. While the rationale of taking advantage of 

bulking; negotiations for inputs and commodity as well as the intention of the 

Government to safeguard the interests of farmers were valid, the cost to the project was 

high. The review of HRNS action plan to support farmers meet the needed qualities 

was inevitable and the need for more fund was obvious. Furthermore, the changes also 

made some of the coffee buyers to leave as a result affecting some POs supported by 

HRNS especially those who were selling specialty coffee and those who were selling 

directly to global customers demotivated. For details see section Fact box 1 on page 

22. 
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Key informants, including senior officials, were concerned that Public Private 

Partnership has remained on paper as government has not consistently invested in 

promoting it. Uncertainty on coffee regulations and presence of nuisance taxes has 

continued to demotivate coffee exporters.  

b) Covid-19 pandemic delayed some activities and created risks associated with deaths, 

health problems, stress, and trauma. Furthermore, there were losses on produce such as 

fruit, milk and coffee associated with the restrictions on movement and interaction.  

c) Bad weather, in the form of prolonged drought in 2017/18 and heavy rainfall in 

2019/2020, resulted in poor crop yields of both cash and food crops  

d) Global decline in coffee price perceived as caused by excess market power by the 

major coffee roasters combined with a major expansion production capacity in 2018 

driven by bumper crops in Brazil and Viet Nam.  

3.5  PROJECT RESULTS IN TERMS OF OUTCOMES  

POs/SVGs and AMCOS at Sustainable stage 

The final assessment done by HRNS assessed that almost 60% of the established 

POs/SVGs (428 of 730) have managed to attain a sustainable organisational status33 

while 34% (245) were at the operational stage. 34  Based on the criteria used and 

confirmed by the key informants, POs/SVGs considered to be at sustainable stage have 

developed their visions, constitutions, selected their leaders, have been registered at the 

local government authorities, have internal saving schemes; have managed to open 

bank accounts and have established Farmer Field Schools. Key informants affirmed the 

role the POs in reinforcing the adaptability of the technology and the adherence to GAP 

among group members hence potentially improving productivity.  

The Final Project Report also indicates that 80% of the supported AMCOS (46 in the 

South and 27 in the North) were at the sustainable stage while 5 (6%) were at the 

operational stage.  

Connection with other stakeholders and Input bulking 

Key informants noted that AMCOS have managed to connect with different key 

stakeholders such as roasters, TCA, TCB and the Tanzania Co-operative Development 

Commission. Through these connections, AMCOS have accessed important 

information informing about market dynamics and trends. As expected, most AMCOS 

now bulk their member’s coffee and market mostly through the auction as stipulated in 

 
33 Main characteristics of sustainable PO/AMCOS/RPCS are articulated in HRNS M&E tools: To 

mention few; has a professional management, offers services (which are used) and is able to finance 
its own operations; has established relationship with coffee buyers, are increasingly improving their 
internal financial surplus and are being audited annually and generally 

34 Main characteristics of the operational PO/AMCOS/RPCS are articulated in HRNS M&E tools-To 
mention few -Is actively providing services to its members (e.g. extension, crop aggregation, internal 
savings and loans etc.) and Internal management shows significant signs of progress  



3  F I N D I N G S  

 

29 

the regulations. Some AMCOS have started to connect with input suppliers and stock 

for their members. However as reported by KI this has not been systematised yet.  

AMCOS connecting with and using financial services 

AMCOS in the North borrow money from financial institutions or other collaborating 

partners for marketing of coffee. The main sources are commercial banks (such as 

NMB and Uchumi Bank) where the repayments include interest rates of 18%. Other 

sources of loans are organisations charging an interest rate of 12%.35 Most AMCOS 

who bulk inputs use their internal capital.  

Financial services for AMCOS in the South are both for inputs and marketing of coffee. 

Main suppliers of the financial services are stakeholders in the value chain nodes 

including coffee buyers and roasters such as Mbozi Coffee Curing Company, Coffee 

City Limited, GDM Co Ltd and Coffee Management Service, providing prefinancing 

at zero interest rate. CRDB has served only two AMCOS at an interest rate between 

18-19.2%. In the South AMCOS have arrangement with Meru Agro, Mbozi Coffee 

Curing Company, Yara, Taylor Winch and Coffee City Limited for loans to buy inputs.  

Quality Enhancement programme 

The project continued to observe positive change in coffee quality throughout the 

project implementation period. Quality improvement was noted in the form of 

declining curing losses (from 23-19%, 2017-19). The effect of the programme was 

reflected in price differentials between QEP registered and non-participating farmers. 

This differential reached 1.000 TZS per kilo of parchment coffee in Tarakea and 1.500 

per kilo in Mwika, in the 20/21 season.36 However, AMCOS-based key informants 

stated that the non-availability of spare parts for rehabilitation of CPUs has remained a 

challenge for AMCOs and POs. 

Increased area under coffee 

Project reports show that the total area under coffee has increased from 19,727 ha in 

2016 to 21,017 in 2020. Although reports do not show acreage expansion by zones, the 

latest report indicated that there was a strategic extension of the project’s services in 

the Southern zone (Mbeya and Songwe regions) and promoted expansion and 

establishment of new coffee farms with improved coffee varieties in the 2018/19 and 

2019/20 seasons. The report further indicates that acreage expansion in the North has 

been hindered by urbanisation process and preference of growing vegetables over 

coffee. This was confirmed in key informants’ responses where they indicated that in 

some area coffee trees have been uprooted in favour of vegetables and that youth prefer 

growing vegetables rather than coffee.   

 
35 For example Arusha Cooperative Union, Tanzania Coffee Farmers Alliance, United States African 

Development Foundation and Rafiki (a Coffee Cleaning Factory). 
36 Based on HRNS M&E surveys. 
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Increased Coffee productivity  

Available data shows that average coffee productivity has declined from 683 Kg per ha 

in 2016 to 336 kg/ha in 2020. Main reasons were mentioned as effects of weather i.e., 

prolonged droughts, excessive rains and frost which caused abortion of coffee flowers 

and hence affected the productivity per tree.  

Nevertheless, by the end of the end the project implementation the total production of 

clean coffee increased to 8,827 tons in 2019/20 which is 59% of the targeted level of 

production of 16,200 tons per season. The production was lower than expected due to 

multiple factors; including climate change and that replanted trees have yet to reach the 

production level.   

Household level 

Sustainable agriculture: By 2018, a total 16,000 (target was 18,750) households were 

reached, out of them about 11,000 have adapted CA practices on at least in one plot of 

their farms. The area under CA has also increased from 536 Ha in 2017 to 5.768 Ha in 

2018. The adopters reported an average yield of 3,4 tonnes/ha compared to average 

yields of 2.2 tonnes/ha before the introduction of conservation agriculture practices.37 

Farming as business: a number of households developed their visions and business 

plans. Such households are reported to demonstrate a better understanding and 

acknowledgement of the need to use available resources productively, leading them to 

adapt CA and GAP so that they can produce more. 

3.6  VALUE CHAIN FOCUSED CFAT PROGRAMME 
INTERVENTIONS 

Interventions by CFAT I and II addressed key constraints in the value chain that prior 

to the project limited the participation of (and therefore the benefits accruing to) the 

rural poor coffee farmers in the project areas. The highly fragmented industry was seen 

as a systemic gap and in response HRNS put in place a project “Building Coffee Farmer 

Alliances in Tanzania (CFAT)”.38 The sections below look at the project from the value 

chain perspective. 

International and regional coffee markets  

HRNS worked closely with TCB and millers to improve farmers’ access to markets 

and market information. Trained POs and AMCOs on marketing, the structures have 

members selected to coordinate marketing. An apex organisation was setup to facilitate 

access to markets, the project stopped supporting and monitoring of the Apex in 2019. 

 
37 Annual report 2018 page 21 
38 HRNS, Application Form – Public Private Partnership Business for Development (B4D). Internal 

project document, (2012) 
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Of the 91 AMCOS/RPCs established 73 (80%) are sustainably coordinating marketing 

of coffee. 

Domestic market and tertiary processing (roasting) 

In the market there are many coffee labels from cottage and small-scale businesses. 

Growing the domestic market for coffee was not one of the primary objectives of the 

CFAT. Later however, through the Coffee Kids project, coffee bars were among the 

activities that youths were encouraged to undertake. 

HRNS has pro-actively followed up the auctions, through capacity building to depot 

committees (now reregistered as AMCOS). Farmers appoint representatives to the 

auctions, and the representatives use the information to advise farmers. In one cited 

example in the South such advice helped farmers to get about 25% more revenue by 

holding their coffee for about a month. According to experts, areas that need 

improvements in the auction system include moving from electronic system to online 

trading system, as this will reduce trading costs. HRNS provided training to members 

of AMCOS management on the auction operations, capturing and using market 

information. No project resources were allocated to support the functions of the 

auction. 

Milling and warehousing 

In the North milling is done by MCCO and to a small extent by KNCU while in the 

South there are 4 millers. Apart from the milling these companies also provide certified 

and licensed warehousing services. CFAT trained and linked the 91 AMCOS/PRCS to 

millers. 

Coffee Bulking 

Economies of scale necessitate that coffee produced be bulked for exporters to function 

efficiently. This is done by different stakeholders (estates, private buyers, AMCOS, 

millers) prior to delivery to auction for sale. CFAT has supported the establishment and 

operations of depot centres for bulking and marketing. From 2018 these were 

transformed into AMCOS. Several local government extension officers stated that 

AMCOS that originated from CFAT were quick to adapt the new structure thanks to 

organisational management skills acquired. The coffee handled by AMCOS supported 

by CFAT increased from 683 tons in 2016 to 4,000 tons in 2019.  

Primary processing 

Cherries pulping is mainly through hand operated (semi-washed) method and at a 

coffee processing unit. Through the QEP) famers were educated to separate fully 

washed coffee and the semi-washed. Fully washed coffee is of better quality. Some 

millers suggested that modalities of a seamless transformation to mandatory fully 

washed coffee should be looked into. 
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Production 

HRNS supported farmers, produced 8,827 tons, about 33% of the national production 

(Arabica). Interestingly from 2015/16 - 2019/20 the year-on-year output variation has 

declined and the growth trend has been rather consistent. Looking at the trend, output 

from HRNS project may have helped to improve production, reducing the intensity of 

output variation among seasons. See Figure 4. 

Supply and use of Inputs  

Key inputs in coffee production are quality seedlings, fertilisers, and agro-chemicals. 

HRNS in collaboration with TARI and LGAs provided education on good practices in 

application of the inputs. By convincing farmers to practice GAP, providing access to 

extension services, linking to suppliers of improved planting materials, fertilisers, agro-

inputs and proper marketing, HRNS supported smallholder farmers to increase income 

from coffee by increasing output and quality.  

The project and associated farmers worked closely with TaCRI to introduce high 

yielding, early maturing, and disease resistant/tolerant varieties; local government 

authorities subsidised seedlings and improved the supply channel; HRNS, local 

government authorities and TARI Uyole39 provided extension services; CFAT trained 

nurserymen on farming as business; HRNS in partnership with KEMI40 For fertilisers 

HRNS linked farmers to Yara Tanzania and OCP Africa; Baytrade/Bayer and Balton 

supplied agrochemicals. There was linkage to financial services to improve access to 

financial services. 

Specialty coffee 

Cost of certification was borne by the project; some key informants were sceptical as 

to whether farmers will be able to maintain the organic standard on their own. 

Other linkages 

Finance: The project linked farmers via AMCOS to millers, NMB, Mwanga Hakika 

Bank, which came into existence in 2020 as a result of merging the Mwanga 

Community Bank Limited, Hakika Microfinance bank and EFC Tanzania 

Microfinance Bank. HRNS promoted internal lending services  

Entrepreneurship training/farming as business: Was offered in partnership with NMB 

in the South. 

Market linkage: An apex Tanzania Coffee Farmer Alliance was created to provide 

marketing services and other professional value chain development services. Support 

was discontinued following its inability to fulfil partnership requirements. The 

marketing capacity has been supported at AMCOS level. 

 
39 Another Research institute that has changed name several times. 
40 Swedish Chemicals Agency 
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Extension services was provided jointly – HRNS staff, LGA staff, TARI, AMCOS that 

has contracts with millers also receive extension services from millers. All the relevant 

districts (local government) have realised the significance of coffee in the socio-

economic development of their respective constituencies. This includes that the sector 

is a major source of internal revenue. Levies go to finance education, health, water and 

other services, ten percent is allocated for loans to the disabled, women and youths. In 

response to this weight, there are coffee subject matter specialists (CSMS) in each 

district. CFAT has engaged with CSMS, however, the engagement has been 

inadequate. There is a need for continuous stock taking of synergies and enhanced goal-

focused interactions. 

3.7  THEORY OF CHANGE BASED ASSESSMENT 
OF ACHIEVEMENTS 

In the table below the evaluation team seeks to summarise its assessment of project 

achievements with the following colour coded scale: 

No achievement or very limited achievement  

Limited outcomes are indicated by evidence or existing evidence but cannot be 

triangulated 

 

Outcomes are documented but limited in scope  

Outcomes are documented and in line with expectations  

Outcomes are documented and in line with expectations.  

Outcomes are also assessed to be sustainable 

 

Outcomes are documented and in line with expectations.  

Outcomes are also assessed to be sustainable.  

There are significant unexpected, positive, outcomes 

 

 

Column one below reflects the colours of the Theory of Change presented in Section 

3.3.3. The second column names the change sought in that component of the ToC.  

The third column gives examples of activities undertaken with the intention of 

triggering the change sought. The fourth column contains additional comments from 

the team. Finally, the fifth column summarises the team’s overall assessment of project 

achievement in relation to the intended change/outcome sought. 

 Change sought Activities Comments Achievement  

 Changed mindset :  

- Entrepreneurial 

farming 

A range of activities 

from budgeting 

training to linking 

with input/service 

providers and 

establishing farmers 

organisations 

The recently 

revised ToC further 

emphasises this 

outcome, which is 

good in our 

opinion. Negative 

experiences with 

volatile pricing and 

sudden policy 

changes increase 

farmer resistance.  
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 Changed mindset :  

- Sustainable 

agriculture 

Focus on diversification 

and GAP, with 

landscaping approach 

(i.e. adaptation to 

microlocality).  

Synergies with the 

Climate Change 

Initiative, also 

supported by ICP 

and Sida 

There are multiple 

examples of 

successful change 

in line with good 

agricultural 

practice. 

Commendable 

links to research. 

However, also 

examples of capital 

investments 

(machinery, 

rippers) that are not 

used following 

phase out of direct 

support to external 

stakeholders 

(research institutes, 

local government 

institutions). 

 

 Household members 

share roles and 

responsibilities 

Activities to support 

internal HH 

communication and 

joint decision-

making such as the 

“Household Vision” 

methodology 

Repeatedly referred 

to as highly 

successful. Gender 

pilot project well 

documented and 

conclusions 

influencing overall 

project design as 

well as affecting 

some local 

government 

extension activities. 

 

 Youth engaged in agri-

business 

Initial Pilot “Coffee 

Kids” (180 

participants in the 

North) followed by 

massive expansion in 

the South (4500-

5000 participants) 

funded by ICP with 

support from Sida. 

Repeatedly referred 

to as important and 

successful. Initial 

pilot project has led 

to significant scale-

up of activities and 

attracted additional 

funding 

 

 Business- minded 

multi- tier Farmer 

Organisations 

Producer 

organisations 

establishment in 

South successful. 

Depot Committees 

Support to AMCOs 

success variable. 

Organisation 

development work 

in South seriously 
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establishment in 

South successful. 

impacted by 

changes in 

Government 

regulations 

mandating 

AMCOs. National 

apex organisation 

support failed. 

 

 Key value chain 

contributions 

Activities Comments Achievement  

 Bulking     

 Inputs     

 Finance     

 Processing    

 

 Key Production 

changes sought 

Activities Comments Achievement  

 GAP application Linking to input 

supplier, FFS, 

ToTs, capacity 

building AMCOs 

and local 

government, 

collaboration with 

research 

institutions 

Synergies with food 

security and shifting roles 

in households. Also 

creating new niches for 

Youth, 

 

 Climate smart farming 

systems 

FFS, ToTs, 

capacity building 

AMCOs and local 

government, 

collaboration with 

research 

institutions.  

Landscape 

approach use 

based on 

international 

experience 

illustrates value of 

link to ICP global 

network as well 

as commitment to 

contextualisation 

Synergies with food 

security and shifting roles 

in households.  
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 Rejuvenation and 

replanting 

FFS, ToTs, 

capacity building 

AMCOs 

Seedling production 

creating new niches for 

Youth in some cases. 

 

 Conservation 

agriculture 

FFS, ToTs, 

capacity building 

AMCOs and local 

government, 

collaboration with 

research 

institutions.  

Landscape 

approach use 

based on 

international 

experience 

illustrates value of 

link to ICP global 

network as well 

as commitment to 

contextualisation  

Some machinery 

donated to allow 

for ripping instead 

of ploughing. 

Sustainability of 

machinery use 

questioned. Absence of 

market mechanism to 

make the investment 

sustainable. 

 

The evaluation team 

notes that machinery use 

mostly linked to 

institutional support as 

farmers preferred hoes 

and animal drawn 

methods. 

 

 Leading to:    

 Improved + resilient 

agronomy (coffee + 

food crops) 

 Significant increases in 

household productivity 

(application of GAP, 

effects of shifting HH 

roles, improved farmer 

orgs. And support 

systems). 

Improved quality. 

Crop diversification 

widespread. 

Conservation agriculture 

spreading but with 

varying success 

 

 

 Key service 

provider/public sector 

contributions sought 

Activities Comments Achievement  

 Favourable regulatory 

framework 
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 Supportive input 

suppliers 

   

 Involved financial 

institutions 

   

 Seedling provision by 

nurseries 

   

 Supporting:    

 Enabling business 

environment 

   

 Sustainable use of 

natural and household 

resources 

   

 Improved [household] 

competitiveness 

   

 Empowerment through 

farmer organisations 

   

 Improved and stable 

livelihoods of 

smallholder households 
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 4 Conclusions 

The evaluation team notes that the coffee value chain is external to the object of the 

evaluation. Thus, HRNS should not be held accountable for its weaknesses. 

Nevertheless, identifying current weaknesses of the value chain gives an indication of 

where future interventions, by the HRNS or other stakeholders, might be constructively 

targeted. 

4.1  CONCLUSIONS ABOUT COFFEE SECTOR 
DEVELOPMENT 

There is strong evidence that CFAT has delivered positive systemic change in the 

coffee value chain, the issues are how to sustain and scale up the achievements in an 

efficient, effective and inclusive approach. The project has effectively improved 

farmers coffee to access to international markets as a result of product upgrading. 

Farmers have been able to increase price by up to 40% (in 2020) compared to farm gate 

prices before the project.  

Local government have realised the significance of coffee in the socio-economic 

development of their respective constituencies. CFAT has engaged with CSMS, 

however, the engagement has been inadequate. There is a need for continuous stock 

taking of potential for synergies. 

HRNS capacity building efforts have had a significant impact on local level 

institutional structures such as producer organisations and AMCOS. Nevertheless, 

many AMCOS require more capacity building especially in the areas of marketing, 

sourcing and provision and value chain support services.  

In terms of primary processing, farmers have realised the value of fully-washed coffee 

and are sustainably practicing the separation, thus reducing curing losses. The 

installation of CPUs has noticeably improved value chain infrastructure. While initial 

experience is positive, long-term maintenance and sustainability is as yet unclear.   

The project has successfully supported farmer organisations to establish a range of 

linkages (with suppliers, research institutions, local government) that have improved 

the functioning of the value chain. These linkages remain fragile in some areas 

however. 

Farmers have been able to increase coffee yield per tree significantly, with implications 

for household income. Extension services have been key to these achievements. It is 

likely that their efficiency could be enhanced with wider use of ICT tools and a 
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strengthening of the farmer-to-farmer extension model. The use of ICT for coffee 

marketing is seen to have significant potential by key informants.  

However, the exit strategy has not been very clear especially after the demise of the 

planned Apex which was to play a key role of coordinating value chain upstream 

functions – production, input procurement, marketing and advocacy.  

The project has improved access to finance and farmers have several new options. 

Understanding of entrepreneurship and marketing has improved with AMCOS 

managements have been strengthened in business management and marketing.  

4.2  CONCLUSIONS ABOUT THE PROJECT 

The Household Approach was central to all other activities of HRNS. It enabled HRNS 

to improve intra-household gender relations, linking households with other 

stakeholders to increase resource base of the household (knowledge, technology, 

finances etc.); connecting households with community and wider environment. The 

achievements so far indicate that the approach has great potential in empowering 

households to realise their development potential. It has done this by creating stronger, 

more resilient and sustainable smallholder livelihood systems and increasing 

engagement of the poor households in development.  

Supported structures have demonstrated an ability to improve farmers’ resource base 

by reducing operating costs, improved accessibility to markets, increased accessibility 

to productive inputs such as finance, technology and farm inputs. Furthermore, 

AMCOS present potential of protecting marginalised and poor people of the society 

economically as well as providing opportunities for collective voice and actions.  

The capacity development approach of HRNS has generated facilitators on 

conservation agriculture, organisational development, and good agricultural practices 

on coffee at POs and AMCOS level. As a result, POs have become effective forums 

for farmers training, sharing information, adapting new technologies, checking 

compliance, discussing, and finding solutions to common problems as well as 

facilitating internal capitalisation. Given these important roles the AMCOS with POs 

present a high potential of being effective and resilient in periods of crisis. 

AMCOS have also played an important role in empowering the marginalised (including 

women) connecting them to the goods and services suppliers and to the market at a 

reasonable cost, promoting social cohesion and integration, thus improving their 

livelihoods and reducing poverty. 

The approach of farmers’ field school was implemented using farmer’s own farms to 

establish demonstration plots. HRNS carefully designed and implemented the 

interventions while managing varied interests of promoting sales, effective 

management of innovations, inclusion of people with low purchasing power for inputs 

and other technologies, small marginal farmers, minorities and youth. This approach 

provided opportunities for farmers not only to see the technologies together with their 
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benefits but also to interact with scientists, private sector, extension staff and the 

research.  

The approach has been effective in achieving economies of scale that overcome the 

high transaction costs that the stakeholders would have faced if they had to meet 

farmers individually. In addition, the approach presents potential for the development 

of long-term business relationships between farmers and input suppliers, which will 

improve farmers’ accessibility to genuine inputs and at a reasonable cost.  

HRNS has succeeded in promoting relationship and partnerships, which brings the 

diverse contributions of different partners together to achieve common goals 

sustainably.  

Challenges 

The available level of detail is not sufficient to assess the cost involved for instance on 

the time and resources needed to explore, establish, and manage the partner 

relationships. A rapid assessment of outcomes of partnering suggest that the investment 

has been worthwhile.  

Key informants noted that some rippers were not utilised in the last season as most 

operators consider that use of ripper is time consuming and tedious.   

Project data on achieved targets are gender disaggregated. However, there is no 

documented analysis of i) whether there were differential needs, aspirations and 

strengths between men and women or ii) any differential in terms of influence of socio-

economic factors (type of livelihood, gender roles, status in the household, timing of 

the training, culture) or iii) the selection process as it related to men and women. 

HRNS had a very comprehensive M&E system that is rich in information/knowledge 

about coffee and the dynamics at household level. The system is however weak in 

tracking unintended outcomes.  

Youth 

The design of HRNS Youth interventions recognised both the pessimistic perceptions 

among youths about agriculture and that young adults would like to invest in activities 

with quick returns. Focus was on encouraging the next generation to stay in agriculture 

by engaging in entrepreneurship activities – whether on or off-farm. The approach has 

increased economic opportunities; added productive and sustainable way of using land 

resources and promoted gender equality.   

HRNS has been challenged by various contextual factors such as competing crops (i.e. 

Avocado, macadamia, and vegetables) and government intervention. HRNS has been 

creatively responded and flexibly developed the programme.  

Project implementation has been coherent with other actors.  
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The aspects of the ToC which depended on outside stakeholders have not been 

successful (apex organisation, Favourable business climate). The evaluation team notes 

that the newly adopted ToC emphasises the household as a business entity and primary 

actor in the pathways intended to be exploited.  

HRNS handling of the phase out from the project could have been better planned, and 

less traumatic for some of the people involved had exit planning by project been part 

of management culture. The evaluation team notes that this is a two-way responsibility. 

On the one hand the project should provide clear information about exit timing, 

facilitating a dialogue with various actors on what exit means and what needs to be 

done in practical terms. On the other hand, stakeholders, beneficiaries also have a 

responsibility to inquire and be proactive to ask and suggest what is feasible at the exit 

timing.   

Exit routes and strategies are different with different actors e.g. beneficiaries, service 

providers, government. It was not evident from key informants’ responses that this was 

thought through and understood.  

A clash between expectations and reality was experienced among new beneficiary 

entrants in the project activities such as those involved in the youth engagement, 

training of new farmers even though capacity already exists among productions groups. 

Some local facilitators/trainers were suddenly deprived of the motorcycles they used to 

reach out to farmers and could no longer work as efficiently. Handing over the 

coordination and assessment of the training or capacity building of beneficiaries was 

assumed to be automatic to the local government, but this process lacked consistency 

and financing.  

4.3  OECD/DAC CRITERIA ASSESSMENT OF 
ACHIEVEMENTS 

Relevance: The assessment of the CFAT is based on the core objective of the project, 

“Coffee farmer households in Tanzania have improved their production systems in 

order to maximise income, cash flow, asset growth, food security and nutrition in a 

sustainable way”. The focus at the “household level” has established the appropriate 

target beneficiaries who have benefited from the results of the coffee project (women, 

men, girls and boys). The trainings provided to coffee farmers, both on GAPs, 

Organisational Development and Gender relations have holistically enabled farmers to 

improve the quality and quantity of produce.  

The GAP trainings are relevant across different types of crops, so lessons in GAPs in 

the context of coffee farming can holistically be applied to farmers’ food crops41. This 

is relevant to the Agriculture Strategy Development Program (ASDP II-2017), ICP 

interest, Swedish policy and household needs. The evaluation has noted appreciation 

 
41 Final Evaluation of International Coffee Partners Regional Project in Tanzania, July 2019 
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on the relevance and importance of the project from Local Government officials and 

farmer’s organisations throughout the interviews. 

Effectiveness: This evaluation affirms that HRNS has effectively accomplished the 

project objectives. There are multiple examples of successful changes in line with good 

agricultural practices based on technological innovation introduced to farmers from 

researchers and other service providers. Stakeholders were reached with extensive 

capacity development at primary and secondary tier level. The POs and SVGs have 

established internal saving schemes and opened bank accounts. Crosscutting issues 

such as gender and environment have been systematically and successfully addressed. 

However, there are also examples of capital investments (machinery, rippers) that are 

not used following phase out of direct support to external stakeholders (research 

institutes, local government institutions). 

Assessment of effectiveness goes beyond number of farmers reached or groups 

established to include their performance resulting from the inclusivity approach 

followed by the project. There are some examples to be cited that POs and VSGs with 

women in top leadership positions are demonstrating strong capacity to lead and 

organise their members.   

The introduction of “Household Vision methodology” has allowed a systematic 

inclusion of women, children and youth in programming. There is clear evidence of 

changing patterns in terms of division of labour and decision-making processes within 

households.  

However, the implementation of some project activities was negatively impacted by 

unforeseen factors external to HRNS. These included prolonged drought in the 

2018/2019 season, government market intervention and the Covid-19 pandemic in 

2020, both negatively affecting activities and outcomes.  

Efficiency: Overall, efficiency of the CFAT project is likely to be high but we lack 

sufficient data to form a strong opinion. Generally, the assessment on efficiency is 

backed by the fact that the project activities were implemented on time including as 

well providing flexibility to address or re-plan for unforeseen changes where required.  

The evaluation notes that HRNS has a well-developed M&E system which was 

functional and resourced throughout the project. Staff members are adequately oriented 

on the internal tools and procedures which form the basis of planning and taking 

responsibility in data collection and monitoring. This implies that managerial decisions 

are based on monitoring data. The system design is able to capture relevant data to 

inform Key performance Indicators. In particular, the team noticed that data collection 

frameworks taped gender desegregated data. However, these were not adequately 

analysed, making it difficult to assess differential outcomes and impact of the project 

to different target groups. Neither are data and level of analysis of gender related 

adequate to show whether the approach or measures taken were the most appropriate.  



4  C O N C L U S I O N S  

 

43 

Efficiency is also indicated by the existence of a multitier financial control and 

management system resulting in clean audit reports over the time. 

Sustainability: There are signs of changes as evidence of sustainability in some of the 

project components contributing to the main goal of the project, “improved and stable 

livelihoods of smallholder household” as presented in the ToC. Some of these changes 

are adaptive and linking to relevant stakeholders taking up functions either to improve 

agronomy practices or relationship in the families. 

The “Household Gender Training” has positively impacted dynamics of power and 

voice between men and women to control coffee and other family resources. Examples 

presented where women have taken on roles traditionally used to be for males in coffee 

value chain and have demonstrated successes is a positive change likely to continue. 

However, scope for high community impact is still limited.  

There are examples that farmers who have been trained on GAP and Climate Smart 

Farming systems have acquired skills which they continue to apply. The assessment 

notes that the positive development (increased yields, reduced labour and costs) 

emerging from the practices in other crops (maize, beans) are appreciated by farmers 

and is likely to be continued. Positive impact of training on the coffee value chain is 

starting to emerge where some farmers realise increased production and improved 

quality. However, full realisation of production resulting from rejuvenation and 

replanting of new coffee variety (Compact) is only starting but showing good promises.  

Adoption rate of new coffee variety has been hampered by inadequate availability of 

seedlings close to farmers hence limiting the scale of expansion.  

HRNS has developed needed resources (knowledge and skills) and to some extent 

delivery mechanisms are clear and have potential for sustainability. Termination of 

contract of Agronomy Assistants and withdrawal of transport facilities from them is 

viewed as challenging sustainability of quality of training.  

The assessment has established that the “empowerment through farmer/producer 

organisations” is among the successes to be sustainable. Findings are pointing to some 

evidence of how POs are used as anchors of knowledge on GAPs and Organisational 

Development and are continuously been used. What is not evident is whether the 

farmer/producer organisations and AMCOs have gained capacity and voice for 

advocating for policy and regulatory changes at higher levels within the coffee value 

chain and that they will be able to do so with less hand holding from organisations like 

HRNS.  

Overall, sustainability of most outcomes is high but their continued sustainability is 

dependent on the government’s policy ecosystem and the effects of climate change. 
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4.4  SUMMARY OF MULTI -DIMENSIONAL POVERTY 
ANALYSIS CONCLUSIONS 

It is clear that the project has expanded resources available to households. In doing so 

it has sought to address the specific resource consequences for women, men and youth 

(with the latter category undifferentiated in monitoring activities). 

Efforts to expand the power and voice have been differentiated with activities adapted 

to the specific perceived needs of women and youth (with the needs of men assumed 

to be covered through the focus on households which are generally headed by men). 

These efforts have been reasonably successful at local (first-tier, village, farmers’ 

group) level and at second-tier (depot committee, AMCOS) level. A difficult political 

climate with shrinking civic space has severely limited any impact at policy/national 

level. 

Activities undertaken have clearly expanded the opportunities and available choices for 

targeted individuals and households. This is true for men, women and youth. 

Open conflict resulting in violence is unusual in Tanzanian society. Given that context, 

the project has not addressed fear of violence as a crucial factor in poverty alleviation. 

While this adequately reflects the overall Tanzanian context, it ignores the fact that 

child abuse, gender-based violence and violence directed against minorities (such as 

LGBTQ individuals or people living with albinism), while difficult to discuss, certainly 

exists. 

The programme design explicitly addresses socio-economic contextual factors such as 

gender relations, including household level methodologies explicitly addressing 

resource and power issues. It does so successfully. The programme design also 

identifies issues and addresses issues specific by age in the form of programming 

directed towards youth needs. 

The environmental context is taken into consideration through significant investments 

in improved agricultural techniques aiming towards more resilient practices and 

adaptation to existing and expected climate change challenges. 

The programme does not explicitly address political and conflict -related challenges. 

4.5  THE PROJECT AS PART OF SWEDEN’S 
STRATEGY FOR COOPERATION WITH 
TANZANIA 

The Swedish strategy for cooperation with Tanzania 2013-2019, intended to contribute 

to sustainable growth and poverty alleviation with special focus on women, children, 

and young people. It included a focus on job creation, developed markets in agricultural 

production, investments in education with a focus on vocational education and 

entrepreneurship. CFAT has focused on such aspects. 
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The strategy also included an ambition to contribute to:  

• Increased capacity and reduced corruption in the Tanzanian public 

administration.  

• Enhanced capacity in civil society to demand accountability and increased 

awareness of human rights. 

To some extent the CFAT programme has contributed to greater transparency and to a 

greater capacity of farmers to demand accountability – at local level.  

The evaluation concludes that CFAT was well in line with Sweden’s strategy. 
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 5 Lessons Learned 

The evaluation notes the apparent value of the Control Boards introduced to AMCOS. 

This appears to be a confirmation of lessons learned globally, it is confirmed for the 

Tanzanian context. 
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 6 Recommendations 

HRNS are recommended to explore the potential for developing the regional and 

domestic markets. 

More value is added when coffee is marketed as specialty coffee. The starting point 

could be support, wherever it is feasible, to businesses that have well-established coffee 

labels with the potential to support out-growers’ schemes. HRNS are also 

recommended to explore if clusters of ambitious and interested households could be 

supported to develop as “Centres of Excellence” with own specialty coffee brands. 

Meanwhile, efforts should be made to expand the share of labelled “de-commoditised” 

coffee sold as specialty coffee, among all farmers. 

The failure of the Apex organisation has left the mandate to foster inter-AMCOS 

interactions unfilled. AMCOS will continue to play a pivotal role – backward in 

coordinating production and inputs and forward in marketing and piping important 

information from other stakeholders. However, it may be useful to foster inter-AMCOS 

interactions so that they can exchange experiences. HRNS are recommended to support 

the emergence of loose, low cost, district level periodic platforms. Their agenda could 

include planning for on-coming activities, operational and regulatory constraints, new 

technologies, compliance on quality, coordinated input purchases etc. 

The network of linkages that have been established are valuable. Not all are stable 

enough to be sustainable yet. HNRS are recommended to support the networks of links 

with service providers that have been established until they are more stable.  

HRNS are recommended to work with TCB to monitor and influence the market against 

monopolistic tendencies creeping in.  

HRNS are recommended to undertake studies on the cluster-based approach to the 

introduction of CPU technology and possible financing modalities that may include a 

loan guarantee scheme. Implications of a phased approach towards instituting a 

mandatory fully-washed coffee should also be explored, allowing HRNS to consider 

advocacy with regulatory authorities towards this aim.  

A key aspect of the increase in productivity is the adoption of new variety coffee trees. 

Despite HRNS having facilitated mutually profitable collaboration with input supply 

partners, the demand for seedings has outpaced production. A pre-packaged ceiling 

production business model is likely to encourage use (male and female) to engage in 

such business if HRNS and other sector stakeholders can convince district authorities 

to subsidise such production without undermining private sector business models. 

HRNS should explore if such a “package business” would be useful to develop. 
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HRNS are recommended to further develop gender analysis as an integral part of the 

project design. Interventions need to go deeper, adopting the “landscaping” approach 

of local contextualisation regarding gender as well as in conservation agriculture. 

Actually challenging the factors causing the differences in women and men 

participation requires further analysis of data that, to some extent, is already being 

collected. Is there a need for any differential interventions to bridge the gaps?  

HRNS are recommended to continue improving the quality of the entrepreneurship 

training package to utilise emerging opportunities for youth in coffee growing areas. 

Give special emphasis for youth showing interest to engage in coffee value chain but 

also explore business case opportunities in other sectors/ ventures Review and scale 

out youth programs to broaden coverage (geographical) and diversity of groups (girls, 

boys and disability). 

The voice at household level has been well entrenched using household gender training 

and community sensitisation. HRNS are recommended to turn attention to supporting 

AMCOS voice to influence positive changes within the sector, starting with local 

government authorities. Pressure to improve quality control and certification for 

standards for seedlings, inputs to meet international standards for export and local 

markets. 

HRNS is recommended to develop its ICT capacity in support of digitised collection 

of data for M&E, increase transparency and accountability though the value chain and 

providing digital support for extension services. This is also a business opportunity for 

youth with capacity/knowledge to develop online data capturing in coffee value chain.  

It is recommended that future interventions of HRNS include defined exit strategy in 

the early stage of the project articulating what is needed (knowledge skills, systems, 

mechanisms and relationships/partnerships) to ensure effectiveness, efficiency and 

sustainability of achievements expected from intervention. Exit strategies need to be 

elaborated once the broad objectives, structures, and processes of the project have been 

defined and before they have been implemented. M&E should then be designed to 

incorporate specific indicators tracking exit strategy and gradual hand over of the 

activities, mechanisms and systems as planned.42  

Embassy of Sweden is recommended to explore if there is mutual interest to link HRNS 

with the department at University of Dar es Salaam that, with multi-year backstopping 

from KTH in Sweden, has supported Ministry of Education to develop digital support 

for secondary school teachers. 

 
42 An exit strategy plan should be an integral part of any project proposal. Withdrawal should be piloted 

in a way similar to starting a new activity. The actual exit should be gauged using specific performance 
indicators, which are progressively assessed and adjusted. An assessment of the set Indicators 
/Targets, and lessons learned should be included in the annual and final reports of the project. 
Lessons learned in this process should be documented and shared. 
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Embasy of Sweden is recommended to explore if there is mutual interest to link KEMI 

to support training of public/private/project extension workers on input chemicals in 

coffee growing areas. 
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Terms of Reference for the End of Project Evaluation of Building 
Coffee Farmers Alliances in Tanzania (CFAT 2013-2021) 

Date: 2021-06-22 

1. General information 

1.1 Introduction 

 
The main objective of the project is to raise income of 25 000 small holder coffee 
farmers in Tanzania, contributing to alleviate poverty in rural areas based on a long-
term business case involving large private coffee roasting partners. The overall 
objective recognizes the important role of the private sector, particularly in relation 
to agricultural development, as well as capacity building for poor peoples’ 
participation in both global and local markets. The project corresponded well to 
intentions in the governing Results Strategy for Sweden’s International 
Development Cooperation with Tanzania 2013 –2019. The intervention 
corresponded to results area 1 “More jobs and developed energy and agricultural 
markets”, and specifically to the expected result; “developed markets in agricultural 
production with the ambition that more people primarily women find employment 
and increase their income”. The intervention is assessed to align with 
encouragement in the new results strategy regarding the use of innovative forms 
for collaboration and financing solutions. The last year of project implementation 
(2020) overlapped to the newly developed bilateral development strategy 2020-
2024 and it also corresponded well with the result area 3. “Inclusive economic 
development” under specific result: “Improved opportunities for productive 
employment with decent working conditions and increased productivity and 
sustainability in agriculture”  
In addition, the intervention was assessed to support the Strategy for capacity 
development and collaboration 2011–2013, in particular the area Support through 
and collaboration with business sector actors – (Business for Development/B4D). 
During the second phase of implementation this as changed to Private Public 
Development Partnership (PPDP). In both cases intervention was envisaged to 
result in “good leverage from Swedish development cooperation funding”, as the 
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private partners are co-financing the intervention. The intervention was a means 
for Sida to: “collaborate with private sector actors to involve and mobilise them as 
actors, suppliers, advisers and dialogue partners in development cooperation”, by 
sharing costs with coffee roasters that engage in  improved conditions for farmers 
along the coffee value chain while securing their own sourcing of  quality coffee 
beans.  Furthermore, forming such a partnerships, is in line with both the previous 
(2013-2019) and current (2020-2024) bilateral strategy as it is expected to: 
“contribute to the development of markets and production methods for the benefit 
of people living in power, stimulate private sector development and 
entrepreneurship”, by improving commercialization through strengthening of 
farmer owned structures. The intervention is also well in line with the Tanzanian 
government's policy for economic development.  
 
Coffee is one of Tanzania’s is among the main export commodities. The official 
statistics from Tanzania Coffee Board indicated that the sector provides direct 
income to over 400 000 smallholder farming households, of which the majority is 
to be defined as poor. Tanzania is endowed with abundant land with appropriate 
altitude, temperature, rainfall and soil suitable for high quality Arabica and Robusta 
production. The major Arabica growing regions are Kilimanjaro/Arusha, Mbeya, 
Songwe and Mbinga/Ruvuma. Robusta is mainly produced in the Kagera region. 
Other growing regions include Tanga, Iringa, Morogoro, Kigoma, Manyara, 
Mwanza, Rukwa, Njombe and Mara 
 
While the production has stagnated at a level of about 50 000 metric tons per year, 
quality of the country’s coffee has also declined in the past 30 years, due to 
deficient extension services, lack of access to finance for needed investments, lack 
of access to inputs and improved planting material, lack of market information, poor 
harvesting and post-harvesting practices. Apart from the weak and unpredictability 
of business environment which affects the private sector including agriculture, 
some of the key constraints for individual farmers are: 
 

• Low productivity caused by lack of knowledge of efficient and sustainable 

best farming/production practices.  

• Weak position in supply chain, lack of advocacy and bargaining power, 

lack of information on quality and prices  

• Scarcity of farmer based professional organization that can help raise 

efficiency and add value 

• Lack/difficulty in accessing farming inputs, technologies, and support 

services e.g. seedlings, finance, extension services and technical tools 

preventing them from investing in better techniques.  

 
The project intervention to the problems aimed at improving production systems 
of coffee farmers by: 

• Raising productivity, and incomes through best farming practices 

knowledge transfer and agribusiness management skills. (This is also 

expected to benefit the production of food crops and contribute to food 

security). 
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• Improving quality by raising quality awareness and control, and conformity 

in processing. 

• Enhancing commercialization and marketing: Strengthening organization 

of farmers that allows crucial services in marketing, processing and quality 

control without middlemen. 

• Promotion social and environmental responsibilities from through voluntary 

certification standard systems which can add further value to farmer’s 

production.  

1.2 Evaluation object: Intervention to be evaluated 

The evaluation object is the whole Sida funded CFAT project component from 2013 
to 2020 under the Swedish bilateral development cooperation.   

The objective of the project “Building Coffee Farmers Alliances in Tanzania 
(CFAT)” is to improve the livelihoods of 25,000 coffee farming households-the 
target group, by empowering the farmers via the established member-driven and 
professional farmer organizations to enhance their competitiveness and increase 
production and quality through sustainable use of natural and household 
resources. 

The Swedish International Development Cooperation Agency (Sida), represented 
by the Embassy of Sweden in Dar es Salaam, Tanzania entered into agreements 
with Hanns R Neumann Stiftung (HRNS), a non-profit foundation regarding 
financial support to the project for two successive phases. With the intervention, 
HRNS is seeking to consolidate organizational structures, contribute to increased 
farm income as well as to address issues of food security, effects of climate 
change, gender, youth, and policy influencing. The project is aimed at building long-
term economic and social sustainability of the industry including the small-scale 
farmers. Structures that are being established are owned and sustained by the 
farmers, and the focus is to upgrade the capacity for these structures to obtain 
knowledge and tools for improved practices over time. Structures built within the 
scope of the project are expected to be self-financed. The HRNS program is 
implemented in Northern Tanzania regions Arusha and Kilimanjaro and in the two 
regions of the south, Mbeya and Songwe. It follows a holistic approach combing 
the following components: 

• Organizational Development: Facilitate the formation and strengthening of 
business orientated, member driven and democratic two-tiered farmer 
organizations and their Apex as transparent and professional service 
providers to their farmer members. 

• Marketing and Service Linkages: Improve overall marketing performance of 
farmer organizations and Apex structures through value addition and 
efficient linkages to financial institutions, marketing agencies, exporters and 
international traders. 

• Production and Quality Enhancement: Enable farmers to significantly 
improve their farm management, whilst enhancing crop quality through 
improved practices, management and control. 

• Food Security: Support climate resilient agricultural practices and other 
sustainable natural resource management systems in order to ensure food 
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security and support income diversification of smallholder coffee farming 
households. 

• Climate Smart Agriculture: Facilitate access for smallholders to adequate 
knowledge and instruments that enable them to apply and finance effective 
climate change adaptation strategies. 

• Gender and Youth: Promote participation of all members of a household to 
benefit equitably from cash and food crop production and marketing thereby 
achieving sustainable household development. This includes the support of 
young people to gain skills and find meaningful employment in a more 
modernized, dynamic, productive and profitable agriculture sector. The 
youth component is implemented within the framework of Coffee Kids, an 
independent project of Hans R. Neumann Stiftung which aims to kindle 
entrepreneurial ambitions among young people in coffee production and 
agribusiness to improve their livelihoods. The approach is focused on group 
cooperation, capacity building in coffee production, business skills training, 
mentorship, and seed capital donations 

Sida through the Embassy of  Sweden has been supporting the project under 
International Coffee Partners (ICP) for more than seven years with two phases: 
“Building Coffee Farmer Alliances in Tanzania phase one (CFAT I)” implemented 
between 2013 and 2015 with a no-cost extension until June 2016, followed by 
“Building Coffee Farmer Alliances phase two (CFAT II)” between 2017 and 2020. 
The Sida funding through the Embassy of Sweden was 6,700,000 kr during CFAT 
I and 11,400,000 kr was originally agreed for CFAT II which through successive 
agreement amendments dictated by the needs, it was increased to 17,341,860 
(including the amount set aside for this evaluation). 

While it is important to assess CFAT project in alignment to its agreed result 
framework, it is also important and relevant to assess the project beyond the 
expected results. Like other agribusiness value chains, coffee value chain is 
regulated under the government body-Coffee Board of Tanzania (TCB) at national. 
There is a coffee research institute (TACRI) under the ministry of Agriculture with 
centres in various zones in the country. There are several arrangements, 
regulations, and bylaws to be followed and are regulated at local government level. 
The context under which agricultural sector is operating is regularly changing and 
subsequently might as well have affected design and operations of interventions. 
HRNS is not the only organization working in coffee value chain as there are also 
many other similar organisations with similar or different approaches and who also 
receive funding from international development cooperation agencies and/or 
foundations.  

For further information, the intervention proposals are attached as Annex D.  

The intervention logic or theory of change of the intervention may be further 
elaborated by the evaluator in the inception report, if deemed necessary.  

1.3 Evaluation rationale 

 
The support to the two phases of CFAT project ended in December 2020. The 
Embassy still regard coffee as the value chain with potential to amplify the 
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opportunities and choices to reduction of income and other dimensions of poverty. 
The Embassy is therefore exploring for possible continued support to coffee (and 
other value chains).  The evaluation will provide inputs for analysis and future value 
chain focused inclusive economic development dialogue, programming and 
partnership decisions. 

2. The assignment 

2.1 Evaluation purpose: Intended use and intended users 

The purpose or intended use of the evaluation is to enable the Embassy, 
implementing partner and other coffee stakeholders to assess progress 
performance of CFAT intervention and document the lessons on what works well 
and what can be adjusted and improved to make coffee value chain contribute in 
inclusive economic development. The evaluation will contribute to identify the 
gaps/areas in the value chain that need intervention and also be used to inform 
decision on future programs.  

The primary intended users of the evaluation are the Embassy of Sweden in 
Tanzania and other interested development partners, the implementing partner, 
HRNS, ICP partners and other coffee stakeholders. 

The evaluation is to be designed, conducted and reported to meet the needs of the 
intended users. The consultants shall elaborate in the tender how this will be 
ensured during the evaluation process.  

Other stakeholders that should be kept informed about the findings of the 
evaluation includes the Ministry of Agriculture, coffee board of Tanzania, District 
councils where the project was implemented and TACRI 

During the inception phase, the evaluators and the users will agree on who will be 
responsible for keeping the various stakeholders informed about the evaluation. 

2.2 Evaluation scope 

The evaluation will cover the assessment of the achievement of results based on 
the agreed theory of change and result frameworks for both phases (CFAT I & II) 
and integration of thematic areas of gender and environmental sustainability and 
areas for future improvement in terms of project implementation. The evaluation 
will also examine the coffee value chain interventions and identify/recommend the 
areas which needs for attentions. The evaluation will include in-depth discussions 
with sampled project beneficiaries (including youth and women), other coffee value 
chain actors (traders, processors etc)  and government officials from Ministry of 
Agriculture, Coffee Board, Local government authorities and TACRI, and other 
relevant key stakeholders. It will also incorporate the findings from various report 
reviews and project documents. It is expected that the evaluation will cover Dar Es 
Salaam, Mbeya, Arusha, Kilimanjaro, Ruvuma and Dodoma regions. 
 
 
For further information, the HRNS project documents and Results Framework are 
attached as Annex D.  
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The scope of the evaluation and the intervention logic or theory of change of the 
project shall be further elaborated by the evaluator in the inception report. 

If needed, the scope of the evaluation may be further elaborated by the evaluator 
in the inception report. 

2.3 Evaluation objective: Criteria and questions  

The specific objective of the evaluation is to determine: the effectiveness of the 
intervention (the extent to which the intervention achieved its objectives and 
results, including any differential results across groups), the relevance of the 
intervention (the extent to which the intervention objectives and design responded 
to beneficiaries’, coffee stakeholders and donor priorities and identify challenges, 
lessons learned and provide recommendations on sustainability as well as 
areas/gaps in coffee value chain for potential interventions. Therefore, the 
evaluation will be based on OECD/DAC43 criteria for evaluating development 
assistance aiming to evaluate relevance, effectiveness, efficiency, impact, and 
sustainability of CFAT project and formulate recommendations as an input to 
upcoming discussions and similar programming in coffee value chain. 

The specific objectives are: 

1. To assess and document the implementation of the Coffee Farmers 
Alliances project based on the theory of change focusing on the 
achievements, challenges and ‘lessons learnt’. 

2. Measure achievements and outcomes of the project based on available 
baseline information and developed results framework. 

3. To accentuate ‘best practices’ so as they can be duplicated within HRNS 
and Embassy as well as other partners and stakeholders in coffee 
intervention projects and activities.  

4. Identify lessons learnt and explore potentials for sustainability and scale-
up of the implementation. 

5. To identify gaps in coffee sector development and provide 
recommendations. 

6. Examine the organization’s financial flow modalities and how good or 
otherwise could be more effective.  

 

Relevance 

1. How was the CFAT project aligned to national policies and projects on 
poverty alleviation through agribusiness and particularity priority export/cash 
crops? 

 
43 OECD/DAC (2019) Better Criteria for Better Evaluation: Revised Evaluation Criteria Definitions and 

Principles for Use 
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2. To what extent have the activities and outputs been consistent with the 
overall donor priorities on creating opportunities for economic 
empowerment, gender equality? 

3. Are the program’s goal and objectives aligned with those of the intended 
beneficiaries considering the context/business environment?  

4. To what extent have the project activities conformed to the needs and 
priorities of the intended beneficiaries?   

5. How appropriate were project activities and outputs to achieving expected 
outcomes? 

 Effectiveness 

1. To what extent were the objectives achieved/ during the timeframe of the 
project implementation? 

2. What were the major factors influencing the achievement or non- 
achievement of the objectives? 

3. To what extent are unplanned positive effects contributing to results 
produced / services provided? 

4. To what extent was the project adapted to changing external 
conditions/shocks (risks and assumptions: COVID 19, changing sector 
regulations, global coffee prices dynamics and weather)?  

5. Have the HRNS M&E system delivered robust and useful information that 
could be used to assess progress towards outcomes and contribute to 
learning? 

6. Lessons learnt: What went well and what needs to be improved?  
7. To what extent have the intervention by CFAT project and those by different 

stakeholders/actors in the coffee value chain been harmonised? 
 

Efficiency 

1. To what extent has the intervention delivered results in an economic and 
timely way? To what extent can the costs of the project activities (Human, 
time, financial) be justified by its results? 

2. How has the organization’s structure enhanced or hindered the efficiency, 
transparency and accountability? What should have been improved? 

3. How flexible has the project been in adapting to changing needs?  
 

Impact 

The Consultants will assess if during the implementation period, the project showed 
results with indications of high-level lasting effects impact. They can be positive 
and negative changes produced by the intervention, directly or indirectly, intended 
or unintended. The assessment will also be concerned with the positive and 
negative impact of external factors. The following will be explored: 
1. To what extent has the project generated, or is expected to generate, 

significant positive or negative, intended or unintended, high-level effects? 
What is the overall impact of the project in terms of direct or indirect, negative 
and positive results? 

2. What were the main results achieved through CFAT project implementation in 
North and South Tanzania (project implementation areas)?  

3. How many people (beneficiaries, partners or stakeholders) have been affected?  
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4. Did the implementation of the project take timely measures for mitigating the 
unplanned negative impacts? What was the result? 

 
Sustainability  

The Consultants will assess if the project has factored in sustainability when 
working with beneficiaries, partners and stakeholders. The following will be 
explored:    

1. To what extent has the implementation of the project resulted in leveraging 
of knowledge and interventions to ensure sustainable impact?  

2. What sustainability mechanisms have been put in place to ensure 
sustainability of project outcomes? What are the other major factors that 
have influenced the achievement and non-achievement of sustainability of 
the implementation? 

3. Is it likely that the benefits (outcomes) of the project are sustainable? 
4. What are the challenges, if any, to scaling up the progress made and 

achieved results?  
5. What are the key lessons learnt and best practices that can contribute to the 

knowledge base of the HRNS, implementing partners, and donors?  
 

Questions are expected to be developed in the tender by the tenderer and further 
refined during the inception phase of the evaluation. 

2.4 Evaluation approach and methods 

It is expected that the evaluator describes and justifies an appropriate evaluation 
approach/methodology and methods for data collection in the tender. The 
evaluation design, methodology and methods for data collection and analysis are 
expected to be fully developed and presented in the inception report. Given the 
situation with Covid-19, innovative and flexible approaches/methodologies and 
methods for remote data collection should be suggested when appropriate and the 
risk of doing harm managed. 

The evaluator is to suggest an approach/methodology that provides credible 
answers (evidence) to the evaluation questions. Limitations to the chosen 
approach/methodology and methods shall be made explicit by the evaluator and 
the consequences of these limitations discussed in the tender. The evaluator shall 
to the extent possible, present mitigation measures to address them. A clear 
distinction is to be made between evaluation approach/methodology and methods. 

A gender-responsive approach/methodology, methods, tools and data analysis 
techniques should be used44.   

Sida’s approach to evaluation is utilization-focused, which means the evaluator 
should facilitate the entire evaluation process with careful consideration of how 
everything that is done will affect the use of the evaluation. It is therefore expected 
that the evaluators, in their tender, present: a) how intended users are to participate 
in and contribute to the evaluation process and b) methodology and methods for 

 
44 See for example UNEG United Nations Evaluation Group (2014) Integrating Human Rights and Gender 

Equality in Evaluations http://uneval.org/document/detail/1616  

http://uneval.org/document/detail/1616
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data collection that create space for reflection, discussion and learning between 
the intended users of the evaluation. 

In cases where sensitive or confidential issues are to be addressed in the 
evaluation, evaluators should ensure an evaluation design that do not put 
informants and stakeholders at risk during the data collection phase or the 
dissemination phase. 

2.5 Organisation of evaluation management  

This evaluation is commissioned by the Embassy of Sweden in Dar es Salaam.  
The intended user(s) is/are the Embassy and the implementing partner HRNS. The 
intended users of the evaluation form a steering group, which has contributed to 
and agreed on the TOR for this evaluation. The steering group is a decision-making 
body. It will approve the inception report and the final report of the evaluation. The 
steering group will participate in the start-up meeting of the evaluation, as well as 
in the debriefing/validation workshop where preliminary findings and conclusions 
are discussed.  

2.6 Evaluation quality 

The evaluations shall conform to OECD/DAC’s Quality Standards for Development 
Evaluation45. The evaluators shall use the Sida OECD/DAC Glossary of Key Terms 
in Evaluation46 and the OECD/DAC Better Criteria for Better Evaluation47. The 
evaluators shall specify how quality assurance will be handled by them during the 
evaluation process. 

2.7 Time schedule and deliverables 

It is expected that a time and work plan is presented in the tender and further 
detailed in the inception report. The consultants shall accomplish the work within 
an agreed timeframe of not more than 80 days (approximately Eleven weeks) 
between end of August to mid November 2021 including weekends, public holidays 
and travel time. Given the situation with Covid-19, the time and work plan must 
allow flexibility in implementation, Therefore, the timing of any field visits, surveys 
and interviews need to be settled by the evaluator in dialogue with the main 
stakeholders during the inception phase. The consultants shall accomplish the 
work within an agreed timeframe. This will involve travels to various regions where 
CFAT project activities were carried out and any other areas as needed for other 
stakeholders, a preliminary desk study for revision/analysis of existing documents, 
consult and interview various people, analysis, preparation of a draft report, 
discussions for feedback on draft and preparation of the final report.  

The inception report is an important deliverable as it provides an opportunity for 
the Embassy, HRNS and the evaluator to ensure that they have a mutual 
understanding of the TOR. The Consultants will submit draft reports for review and 
feedback five weeks after commencing the evaluation. The Consultants will submit 

 
45 OECD/DAC (2010) Quality Standards for Development Evaluation. 
46 Sida OECD/DAC (2014) Glossary of Key Terms in Evaluation and Results Based Management.  
47 OECD/DAC (2019) Better Criteria for Better Evaluation: Revised Evaluation Criteria Definitions and 

Principles for Use. 
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a consolidated final evaluation report one week after receiving feedback and inputs 
from HRNS and the Embassy. The consultants are expected to submit a final 
evaluation report in both electronic format and hard copy as part of the evaluation 
process and Power Point presentation summarizing the report. 

The consultants will work closely with the HRNS Senior Management team, 
including the Monitoring and Evaluation and Learning Manager.  

The table below summarises the key deliverables from the evaluation process. 
Deadlines for final inception report and final report must be kept in the tender, but 
alternative deadlines for other deliverables may be suggested by the consultant 
and negotiated during the inception phase. 

Deliverables Participants Deadlines 

These timelines are only tentative 

and subject to changes because of 

discussions 

1. Start-up meeting at 

Embassy Conference 

Room or virtual 

meeting Zoom or 

Skype … 

HRNS and the 

consultants 

Tentative 26th July 2021 

[It is important to allow 

enough time from the 

start of the call-off 

process to the start of 

the assignmen and the 

start-up meeting. This 

period should include 1) 

time for submission of 

the call-off response (at 

least two weeks), 2) 

Sida/Embassy’s 

assessment of call-off 

proposal/s, 2) 

contracting 3) 

mobilisation of the team. 

2. Inception report Consultants Tentative 16th August  

2021 

Allow a minimum of 3 

weeks from start-up of 

evaluation. It is highly 

recommended to allow 

more than 3 weeks for 

the inception phase 
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3. Inception meeting at 

HRNS room or Virtual 

Meeting Skype or 

Zoom … 

HRNS staff, Embassy 

and Consultants 

Tentative 20th August 

2021 

4. Comments from 

intended users to 

evaluators 

(alternatively these 

may be sent to 

evaluators ahead of 

the inception meeting) 

 Tentative- TBD July 

2021 

 Allow at least 2 weeks 

for commenting 

5. Data collection, 

analysis, report writing 

and quality assurance 

 Tentative-  24th 

September 2021 (Allow 

a minimum of 4 weeks 

for data collection, 

analysis, report writing 

and quality assurance 

including time for 

planning of field 

missions. For 

evaluations in fragile 

contexts, more time is 

required to allow for 

security arrangements 

and ongoing 

assessment of the 

security situation) 

6. Debriefing/validation 

workshop (meeting) 

HRNS, Embassy of 

Sweden and the 

Consultants 

Tentatively 27th 

September 2021 

7. Draft evaluation report Consultants Tentative-18th October 2 

Allow at least 3 weeks 

for analysis, report 

writing and quality 

assurance between the 

debriefing/validation 

meeting and submission 

of the draft report]021 

8. Comments from 

intended users to 

evaluators 

HRNS, Embassy of 

Sweden and other 

development partners 

Tentative- 29th October 

2021  
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Allow at least 2 weeks 

for commenting and plan 

for quality assurance of 

revised versions] 

9. Final evaluation report Consultants  Tentative –15th  

November 2021 

Allow at least 2 weeks 

for revisions] 

 

10. Final Review Meeting  Tentative - HRNS staff, 

other stakeholders, 

Development partners 

Tentative – 19th 

November 2021 

 

The inception report will form the basis for the continued evaluation process and 
shall be approved by HRNS and the Embassy of Sweden before the evaluation 
proceeds to implementation. The inception report should be written in English and 
cover evaluability issues and interpretations of evaluation questions, present the 
evaluation approach/methodology, methods for data collection and analysis as well 
as the full evaluation design. A clear distinction between the evaluation 
approach/methodology and methods for data collection shall be made. A specific 
time and work plan, including number of hours/working days for each team 
member, for the remainder of the evaluation should be presented. The time plan 
shall allow space for reflection and learning between the intended users of the 
evaluation.  

The final report shall be written in English and be professionally proofread. The 
final report should have clear structure and follow the layout format of Sida’s 
template for decentralised evaluations (see Annex C). The executive summary 
should be maximum 3 pages.  

The report shall clearly and in detail describe the evaluation approach/methodology 
and methods for data collection and analysis and make a clear distinction between 
the two. The report shall describe how the utilization-focused approach has been 
implemented i.e. how intended users have participated in and contributed to the 
evaluation process and how methodology and methods for data collection have 
created space for reflection, discussion and learning between the intended users. 
Furthermore, the gender-responsive approach shall be described and reflected in 
the findings, conclusions, and recommendations along with other identified and 
relevant cross-cutting issues. Limitations to the methodology and methods and the 
consequences of these limitations for findings and conclusions shall be described.  

Evaluation findings shall flow logically from the data, showing a clear line of 
evidence to support the conclusions. Conclusions should be substantiated by 
findings and analysis. Evaluation questions shall be clearly stated and answered 
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in the executive summary and in the conclusions. Recommendations and lessons 
learned should flow logically from conclusions and be specific, directed to relevant 
intended users and categorised as a short-term, medium-term and long-term.  

The report should be no more than 40 pages excluding annexes. If the methods 
section is extensive, it could be placed in an annex to the report. Annexes shall 
always include the Terms of Reference, the Inception Report, the stakeholder 
mapping/analysis and the Evaluation Matrix. Lists of key informants/interviewees 
shall only include personal data if deemed relevant (i.e. when it is contributing to 
the credibility of the evaluation) based on a case-based assessment by the 
evaluator and the commissioning unit/embassy. The inclusion of personal data in 
the report must always be based on a written consent. 

The evaluator shall adhere to the Sida OECD/DAC Glossary of Key Terms in 
Evaluation48.  

The evaluator shall, upon approval by Sida/Embassy of the final report, insert the 
report into Sida’s template for decentralised evaluations (see Annex C) and submit 
it to Nordic Morning (in pdf-format) for publication and release in the Sida 
publication database. The order is placed by sending the approved report to Nordic 
Morning (sida@atta45.se), with a copy to the responsible Sida Project Officer as 
well as Sida’s Evaluation Unit (evaluation@sida.se). Write “Sida decentralised 
evaluations” in the email subject field. The following information must always be 
included in the order to Nordic Morning: 

1. The name of the consulting company. 
2. The full evaluation title. 
3. The invoice reference “ZZ980601”. 
4. Type of allocation: "sakanslag". 
5. Type of order: "digital publicering/publikationsdatabas. 

2.8 Evaluation team qualification   

[Sida’s framework agreement for evaluation services stipulates that a ‘core team 
member’ (i.e. a senior consultant with high level of evaluation competence) shall 
lead the evaluation team. These mandatory qualifications are already specified for 
each consultant level in the framework agreement: Academic background, 
evaluation skills, number of years of working experience and English language 
skills. Include only additional (if any) specific qualifications that are required within 
the team, but not specified at an individual level. Additional qualifications may vary 
depending on the assignment, but might include local knowledge, subject matter 
expertise, language skills etc.] 

 

In addition to the qualifications already stated in the framework agreement 
for evaluation services, the evaluation team shall include the following 
competencies: 

1. Demonstrable experience in the design and implementation of evaluations 
including the use of participatory methodologies  

 
48 Sida OECD/DAC (2014) Glossary of Key Terms in Evaluation and Results Based Management. 

mailto:sida@atta45.se
mailto:evaluation@sida.se
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2. Demonstrable expertise and experience of working with/ and or evaluating 
agribusiness value chain interventions on major export/cash crops such as 
coffee 

3. Experience in producer organizations such as cooperatives.  

4. Demonstrate knowledge on the influence of policy and regulatory 
environment in agribusiness value chains such as coffee and private sector 
investments and development in general as well as on the dynamics of 
producer organisations.  

5. Experience in multi-dimensional poverty analysis (MDPA) lenses in pro-poor 
development programmes/projects, environmental, gender and economic 
empowerment, preferably in the Tanzania context or in the region.    

6. Demonstrable experience and skills in quality data collection and high-level 
data analysis using participatory methodology and triangulation  

7. Ability to write high quality, clear, concise reports 

 

It is desirable that the evaluation team includes the following competencies 

1. Track record of developing and conducting various types of evaluation 
studies using qualitative and quantitative methods 

2. Experience in managing and coordinating evaluation/research exercises, 
and the capability to handle necessary logistics and work within tight time 
schedules. 

3. Previous experience of working with girls, communities and vulnerable 
groups  

4. Ability to respond to comments and questions in a timely, appropriate 
manner 

5. Excellent written and verbal English communication skills 

6. A CV for each team member shall be included in the call-off response. It 
should contain a full description of relevant qualifications and professional 
work experience. 

7. It is important that the competencies of the individual team members are 
complimentary. It is highly recommended that local consultants are included 
in the team if appropriate. 

8. The evaluators must be independent from the evaluation object and 
evaluated activities and have no stake in the outcome of the evaluation.   

12. Financial and human resources 

The maximum budget amount available for the evaluation is MSEK 780 (Seven 
Hundred and eighty thousand Swedish Krona)  

The contact person at Sida/Swedish Embassy is Brasio Msugu, Programme 
Officer, Development Cooperation Division, email: brasio.msugu@gov.se. The 
contact person should be consulted if any problems arise during the evaluation 
process. 

Relevant Sida documentation will be provided by Programme Officer Development 
Cooperation Division, email: brasio.msugu@gov.se.  

mailto:brasio.msugu@gov.se
mailto:brasio.msugu@gov.se
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Contact details to intended users (cooperation partner, other intended users etc.) 
will be provided by HRNS, George Tillya, the Country Manager  Email: 
george.tillya@hrnstiftung.org.  

The evaluators in consultation with HRNS will be required to arrange the logistics 
such as booking interview, preparing field visits etc including any necessary 
security arrangements. 

13. Annexes:  

These terms of reference come with the following annexes: 

Annex A – List of Key Documentation 

Annex B – Data Sheet on the Evaluation Object 

Annex C – Decentralised Evaluation Report Template 

Annex D – Intervention Document 

mailto:george.tillya@hrnstiftung.org
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 Annex 2 – The Context 

 

THE CONTEXT 

The Terms of Reference request use of the Sida 

version of the tool Multi-Dimensional Poverty 

Analysis (MDPA). The conceptual framework is 

illustrated in the figure at right. Below the context 

sections are structured in line with that Conceptual 

framework.49 

1. Context: political/institutional  

The coffee sector in Tanzania has been presented as a 

volatile commodity sector facing varying political 

and regulatory policies since the early 1990s.50 Prior 

to this period, the domestic coffee trade was under the 

control of Cooperative Unions in the respective coffee zones or marketing boards. In the 

North there were Kilimanjaro Native Cooperative Union (KNCU) and Meru Cooperative 

Union, in the west Kagera Co-operative Union (KCU), Karagwe District Co-operative 

Union (KDCU) and in the South Mbeya Cooperative Union (MBECU).51   

Ponte (2004) 52  points out that before the mid-1990s, the monopolistic system of the 

domestic coffee trade in Tanzania ensured that coffee remained in local hands up to auction. 

Coffee was marketed through a government-monopolised system via a centralised auction 

managed by the Tanzania Coffee Board (TCB) on a weekly basis. The study notes that the 

system decreased price variations within a particular marketing season and provided quality 

incentives to co-operative societies (though less so to farmers). However, the system was 

plagued by poor and slow administration.   

A key informant from the Tanzania Coffee Association (TCA) was of the opinion that the 

Government’s aim to enact a Coffee Industry Act, in 2013 was an attempt to re-empower 

local interests. At the time these were being denied through manipulation of licensing rules, 

encouraging direct selling of coffee at auction by independent co-operatives and farmer 

groups, auction haggling, threats of tightening regulation. The period saw a re-

monopolisation of domestic coffee marketing mainly in the Kagera region. Key informants 

 
49 Sida Dimensions of Poverty, Sida’s Conceptual Framework (2017) 
50 Since 1970s when Unions were disbanded, crop authorities replaced unions. Late 1980s unions were 

reconstituted and readmitted into coffee value chain. In late 1990s under economic reforms private buyers 
were allowed to handle coffee from farm gate downstream. 

51 Only two smaller unions, Isansa and Iyula Co-operative Union (ISAYULA), and the Mbozi Co-operative 
Union (MBOCU) have survived the defunct Mbeya Cooperative Union. Rungwe and Kyela established 
KYERUCU that later split because Kyela (KYECU) dealt with cocoa and Rungwe (RUCU) dealt with coffee. 

52 Ponte, S., “The Politics of Ownership: Tanzanian Coffee Policy in the Age of Liberal Reform, Danish 
Institute for International Studies, Copenhagen, (2004). 
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from TCB and TCA mentioned other challenges experienced during this phase including 

additional cost of procedures, delayed payments and supply chain difficulties for inputs 

needed by farmers. The report shows that resources were also being siphoned out of the 

system at various levels (through corruption) which affected the quantity and quality of 

export coffee (Ponte, 2004, p. 11). Several key informants from both government and 

private sector entities were of the opinion that the changes also disrupted farmer-buyer pre-

financing arrangements based on certifiable quality of deliveries.  

In 2018, the Prime Minister,53 instructed the Minister of Agriculture to issue a blanket ban 

on coffee sale outside the Agricultural Marketing Co-operative Societies (AMCOS) 

system. The order was meant to improve profits for farmers and extend their role in the 

supply chain. According to programme reports and multiple key informants, the new order 

disrupted the marketing chain which was emerging. This frustrated most investors and 

some abandoned the business while others moved their investment to other countries like 

Kenya. One key informant also states that some of the Tanzanian coffee sector 

professionals also left. Another major change was the decentralisation of coffee auctions to 

the four zones of Moshi, Mbozi, Kagera and Mbinga.54 The TCB provides quality checking 

of all coffee before it is auctioned.    

Extension services 

District Councils are the main source of extension services. In coffee growing regions, 

District Councils have designated/trained one extension officer as coffee specialist. In some 

districts each ward has an extension officer who is multi-purpose for other crops and 

livestock keeping. Sometimes extension officers are allocated other duties, which are non- 

agriculture/livestock related (such as being a Village or Ward executive officer). In general, 

extension services from District Council are described as inadequate in quality and 

quantity, often lacking specific expertise on coffee. Government extension services are 

complemented by other stakeholders. For example, some civil society organisations support 

farmers with project-based extension services. These services are limited in quantity and 

short lived. Key informants note that input suppliers have shown increasing interest for 

providing extension services by supporting demo plots when these are related to their 

specific products thus supporting their own marketing. Overall, extension services do not 

meet demand.  

Right to life and Freedom of Expression 

According to the Tanzania Human Rights Report (2019), right to life continued to be 

threatened by incidents of mob violence, extrajudicial killings, violence against law 

enforcement officers, witchcraft-related killings, attacks on persons with albinism, death 

penalty, road accidents, killings motivated by belief in witchcraft and killings of women 

motivated by jealousy. In 2019, freedom of expression was boosted by the East African 

Court of Justice directing the Government of Tanzania to make relevant amendments to the 

 
53 Hon. Kassim Majaliwa Majaliwa banned the purchase of cherry or parchment at the farm-gate level. 

Farmers were forced to sell cherry or parchment to existing (or created for the purpose) AMCOS. 

54 A summary of HRNS assessment of how this ban impacted farmers marketing efforts is found in section 
3.4 of the main report, Fact box 1, page 22. 
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Media Services Act. The same year the Statistics Act of 2015 was amended to safeguard 

freedom of expression. Despite these positive developments, other factors negatively 

affected Tanzania’s performance in World Press Index 2019, where the country dropped 

25 places 2018-19. Overall, the civic space shrunk in 2019 and experience of the new 

regime has been mixed. 

2. Context: environment and geography 

Tanzania faces a host of interrelated environmental challenges. In coffee growing areas the 

most apparent are pressure on the land (overgrazing, overexploitation, loss of habitat 

causing decline in biodiversity, inappropriate agricultural practices leading to erosion, 

water shortages, pesticide damage and soil degradation). These challenges are exacerbated 

by climate change evidenced by declining seasonal regularity and increasing variability of 

weather, including extreme events such as excessive rainfall and drought patterns. 

The coffee growing areas in Tanzania have historically provided ideal weather conditions 

to sustain the growth of high-quality coffee. Such environmental factors play a crucial role 

in determining quality and flavour. Suitable climatic factors include adequate height above 

sea level, volcanic soil, a hot and humid climate, and the requisite drainage conditions. The 

project areas have all these factors, enabling her to grow the highly prized category of beans 

called Strictly Hard Bean coffee. The coffee growing areas in Kilimanjaro and Arusha 

regions in the North of Tanzania include three distinct agroecological zones. Each zone 

hosts crop alternatives to coffee that compete for farmer interest. Coffee growing areas in 

Mbeya, Ileje, Mbozi, Rungwe, Mbinga have geographical conditions similar to the North.  

It is estimated that most of the 240 million coffee trees around the Tanzania have exceeded 

the age of 20-25 years.55 The TCB Strategic Plan (2011-2021) indicates that the average 

age of trees in Kilimanjaro is above 40 years rendering them economically unprofitable. In 

the South new coffee trees have, to some extent, been planted/replanted (the average age 

of trees there is about 25 years). 

In the Northern and Western Tanzania, coffee is intercropped with other crops such as 

bananas, yams, beans, etc. Improper intercropping of aged coffee trees with banana and 

other crops is causing soil depletion and overshadowing, reinforcing the problem of low 

productivity. 

Over the years as the coffee production was declining and the market presenting un-

favourable conditions, other crops have been increasingly taking over as cash earners at the 

household level. Particularly in northern Tanzania and Kagera coffee has been competing 

with bananas. In Kilimanjaro and Arusha, where irrigation is possible some farmers have 

uprooted coffee to grow horticulture crops.  

In Ruvuma, Mbeya District Counil and Mbinga the areas receive less rainfall compared to 

Rungwe, Mbozi and South in drier areas farmers do pure stand production system, but 

production remains based on smallholder farmers. Unlike the Northern, Western and 

 
55  Friedrich Erbert Stiftung (2004) 
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Kagera region, except Rungwe, Southern Tanzania has a high potential for expansion of 

coffee farming due to land availability and the limited number of competing crops.   

3. Context: Socio-economic and cultural  

Socio-economic 

The Government's Tanzania Development Vision 2025 and the Five-Year Development 

Plan set out ambitious goals focussed on reducing poverty and sustainably industrialising. 

Agriculture is recognised as central to realising these objectives, with commercialisation, 

high-potential commodity value chains, and mobilising capital from the formal private 

sector prioritised. Agriculture and related value chains drive two-thirds of all jobs—three-

quarters of which are held by the poor. In 2017-18, the real growth of agriculture activity 

was above 5% thanks to sufficient rainfall in crop production areas and availability of water 

and adequate pastures. In 2020, overall growth slowed to 2.1% causing the poverty rate to 

rise to an estimated 27.2%. Up to 80 percent of Tanzanian rural population relies on use of 

natural resources to sustain a livelihood. The country uses biomass to satisfy most of the 

population’s energy needs; around 30% of its gross domestic product (GDP) is provided 

for by agriculture and fishing while wildlife-based tourism generates over 13% of the 

country’s GDP. 

Smallholder farms, generally 0.5-1.0 hectares, account for an estimated 90% of the 

country’s total coffee production. Most coffee is produced as a cash crop, complementing 

food crops. The remaining 10% comes from estates. In addition to coffee, farmers obtain 

incomes from various sources such as the production and or trading of other crops; livestock 

production activities; small business and off-farm economic activities. The income 

obtained from non-farm activities helps enhance the investment capacity in farm activities, 

mitigate income fluctuations and allows the purchase of inputs and food. 

Access to land and gender 

Access to land is critical for food production, income generation, and is a source of power 

and social status. Inheritance practices diverge between the Northern project areas and the 

South. In the North population pressure and intergenerational transfer of land has led to 

very small plots and an absence of land for new cultivation. Meanwhile key informants 

state that this is not a problem in the South where land is still available to cultivate. Under 

pressures from population growth, land-based investments, and poor land management, 

land conflicts have increased and tenure security has declined (Walwa, 2017).56  

In rural areas, many women's livelihoods depend almost entirely on their land. While 

women, under Tanzanians law, have the same rights as men to own and control land, 

women rarely buy land. Customary practices in Tanzania often require women to access 

land through their fathers, brothers, husbands, or other men. Only 24% of Tanzanian 

women report that they own land alone or jointly with someone, while a mere 9% of women 

have sole ownership of a house or land. Only about 15% of Tanzania’s privately owned 

 
56 Cited in Afrobarometer (2018). 
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land is under sole female ownership, while 47% is owned by men and 38% is under joint 

male-female ownership.   

Coffee is labour intensive and women contribute significantly in coffee production but the 

crop is often considered to be a “man’s crop” as men own the land and control the proceeds. 

Women do much of the harvesting and post-harvest handling such as drying and sorting. 

Men are mostly involved in planting, agrochemical applications, pruning and trading of 

coffee. Meanwhile, a significant proportion of farms are female operated. Female headed 

households are 5-30% of farms. However, the land will be controlled by or under the 

custodian / the head of the household appointed by the family/elders. Women have less 

access to information than men and are not allowed to commit such land as collateral, thus 

limiting investment. Within rural households, women often have limited say in decision 

making except for minor decisions on household expenditures, such as food for daily 

consumption. This differential in access to resources and empowerment translates into a 

gender gap in agronomic and economic outcomes, such as yields, revenues from crop sales 

and household welfare.57 The development of banana (which was traditionally food crop 

and under control of women) as a cash crop has increased income for women. Women 

increasingly participate in off-farm economic activities, including things such as running a 

small business to earn income.  

Youth in coffee 

The participation of young people in the coffee sector is limited not only in production but 

also at downstream stages, despite significant number of opportunities existing. Key 

informants indicate that a lack of productive land (especially in the North), the labour-

intensive nature of the sector; persistently low average coffee yields; unstable market of 

coffee, and the time taken from planting to harvesting combine to discourage young people 

from participating.  

Infrastructure aspects 

The feeder road network from coffee production areas in the North is adequate. In the South 

the rural road network is not well developed and in some places access during wet season 

is a challenge, fortunately much of harvesting and post-harvest downstream activities take 

place during dry season, and at this time most parts are accessible. Telecommunications are 

adequate in most of the project areas. Internet services are available but fluctuate in some 

of the remote locations. At farmer’s level, people communicate through meetings and other 

training programs. 

Some private sector millers also provide storage facilities and associated services – grading, 

cupping, sampling and dispatch of samples to Moshi - for coffee until auction. Some 

AMCOS have Central Processing Units (CPUs) for processing although many farmers still 

use hand washing of ripe coffee berries. Farmers market their raw coffee through AMCOS 

and get initial payments at fixed prices with final payments made based on auction prices. 

 
57  FAO (2011) 
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There are also a few private international buyers which get coffee directly from farmers on 

special arrangements for quality coffee. 

Education 

Age Level Enrolment 2020 Comments 

7-13 Primary F 98% M: 95% Compulsory education 

14-19 Secondary F 33% M: 30%  

20-24 Tertiary F 7.1% M: 8.5%  

 

The literacy rate in 2015 was, for people 15 years and older F 73% M 83%; 65 and older F 

30% M 59%.58 

Most of the farmers have basic education while a few have attained secondary education 

and above (the latter are mostly retired people). Most farmers have experience in coffee of 

more than 5 years. One of the challenges in coffee production is the aging of the coffee 

farmer collective as a majority are above 50.   

Processing of Coffee 

Coffee is labour intensive crop. Cultivation, pruning, spraying, and harvesting is done 

manually. Most coffee is harvested and taken through the cleaning process using small, 

hand driven machines at household level. After pulping, the coffee is sun-dried using small 

unshaded racks. This method is challenging farmers during rainy season. Through different 

interventions processing equipment, including centrally located pulping units have been 

introduced. However, these are few and sometimes distant from farmers. In some places 

process management has proven difficult due limited space, water scarcity, lack of spare 

parts and maintenance knowledge.  

Inputs supply and use 

Input supply is mainly handled by private sector while regulated by the authorities. 

Agrochemicals are used extensively as most areas suffer from diseases and pests. Decisions 

on which inputs to use and where to source are mostly made by individual 

farmers/households. A few AMCOS are trying different systems of bulking the inputs for 

their members, but this is not common. In the North coffee land is overused and mulching 

is less practiced while most farmers are using organic manure in their fields, at times 

targeting intercropped crops such as banana. Key informants note that accessibility to 

inputs by farmers is challenged by limited availability of authentic quality inputs 

(fertilisers, pesticides, fungicides), high costs and lack of application knowledge. Some 

farmers are using less inputs than required due to high costs.  

Researh and Innovation 

Over the last few years, Tanzania Coffee Research Institute (TaCRI) has developed a new 

hybrid coffee variety, which is much more resistant to diseases, has a higher yield rate and 

 
58 Statistics from Min of Education 
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greater profitability. Adoption by smallholders is ongoing but remains very limited due to 

inadequate knowledge and a perceived high risk due to an unpredictable market. Research 

is also undertaken by other research institutions for alternative crops grown in the coffee 

production areas such as maize, banana, legumes and horticulture. 

4. Context: Conflict 

None of the coffee growing areas have seen open, violent, conflict at societal level during 

the project period. Neither the project, nor its background documents, explicitly deal with 

issues related to violence. Meanwhile, although key informants were reluctant to address 

such issues, it is clear that subgroups of the population live in fear of violence in the form 

of child abuse and gender-based violence. 
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 Annex 3 – Methodology 

EVALUATION APPROACH 

A utilisation-focused approach has guided the interaction with HRNS and the Embassy. 

The approach used was based on the steps presented by Patton (2012)59 which allowed 

systematic checking that relevant stakeholders were engaged in the process. The extent to 

which a utilisation-focused approach can be applied depends on users’ commitment to 

spend time on the review. The evaluation team’s interactions with relevant HRNS/CFAT 

management and staff have been welcoming, productive and characterised by curiosity and 

openness to learning on the part of HRNS. 

The overall framework for both data collection and the analysis has combined value chain 

analysis (VCA) with multi-dimensional poverty analysis (MDPA). The latter recognises 

that poverty is not merely financial and therefore considers access to resources, 

opportunities/choice, power/voice and human security (the dimensions) when assessing 

poverty and by implication programming outcomes in relation to poverty. The analysis 

seeks to place the evaluated programme in relation to a mapping of the external context in 

terms of environmental factors, socio-economy, politico-institutional factors and 

existence/level of conflict in the Society at large.60 

A review of the project interventions and a mapping of gaps in the value chain in the target 

market has been undertaken. The understanding of the nature of relationship (governance) 

between producers and end markets (supply channel) is sought, mapping of those who 

handle the commodity, the value they add and the rewards they get/expect. The evaluation 

maps the nodes of the value chain and seeks to identify their effectiveness and the potential 

intervention points to address gaps.  

Using the version of the theory of change in use during most of the project period (it has 

since been further developed by the organisation), the report assesses project achievements 

in support of the ToC on a colour-coded scale as follows: 

NO achievement or very limited achievement  

Limited outcomes are indicated by evidence or existing evidence but can not be 

triangulated 

 

Outcomes are documented but limited in scope  

Outcomes are documented and in line with expectations  

Outcomes are documented and in line with expectations.   

 
59 Patton, 2012, Essentials of Utilization-Focused Evaluation: A Primer. Thousand Oaks, CA: SAGE. A matrix 

summarising these steps may be found in Annex 7. 
60 For greater detail regarding MDPA please refer to e.g. https://www.sida.se/en/for-partners/methods-

materials/poverty-toolbox   

https://www.sida.se/en/for-partners/methods-materials/poverty-toolbox
https://www.sida.se/en/for-partners/methods-materials/poverty-toolbox
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Outcomes are also assessed to be sustainable 

Outcomes are documented and in line with expectations.  

Outcomes are also assessed to be sustainable.  

There are significant unexpected, positive, outcomes 

 

Throughout the evaluation process the evaluation team has sought to be inclusive and 

respectful of all stakeholders, including . paying attention to the inclusion of both male and 

female perspectives.  

DATA COLLECTION  

A mixed methods approach has been used for data collection, combining document review 

with semi- structured individual and group interviews. The time and context have not 

favoured primary data collection in the form of surveys. However, the evaluation team 

assesses that sufficient qualitative and quantitative data has collected at various levels of 

programme implementation. The programme monitoring structure and processes were 

robust enough to provide secondary data, including baselines on some aspects. The team 

has accepted data generated by the system and has not sought to generate independent 

quantitative data. 

Such secondary data has been complemented and triangulated with semi-structured key 

informant interviews using the EQM (presented in Annex 3) as checklist/interview 

guideline. Targeted informants included beneficiaries, service providers, key stakeholders 

in the agriculture and the coffee sub- sector, and operational staff (including HNRS staff in 

both Tanzania and Germany). Selection has not been random but done in dialogue with 

CFAT aiming for a combination of geographical spread and representation of multiple 

beneficiaries. The team visited 3 zones (Lake zone, Northern zone and Southern Highland 

zones). Where possible, face to face interviews were conducted, individual and group, 

complemented by phone interviews. 61  Virtual interviews were conducted with key 

informants based in Dar and Dodoma. The key informants interviewed are categorised in 

Annex 2.62 

Interviews have explored outcomes, in terms of contextual changes noted by the key 

informants. The team sought to identify both the outside perspective on project activities 

and stakeholders' perceptions regarding synergies with other development efforts as well 

as potential spin-off effects, positive and negative. The end of project character of the 

evaluation has allowed outcomes to identified and, in some cases, attributed to project 

activities. The evaluation team argues that there are examples where even attribution of 

impact is possible.  

 
61 The evaluation uses the term group interviews and not focus group discussions as the latter require a 

much greater contextual understanding, greater facilitation skills and a higher degree of trust from the 
participants. The team leader, for example, would not be able to conduct a focus group discussion in a 
Tanzanian context (lack of language, lack of contextual interpretation skills) while all three national 
consultants have the necessary facilitation skills but may or may not manage to establish the needed level 
of trust from a specific group of participants. 

62 Seeking greater openness from interviewees and in order to avoid integrity and/or potential security 
issues, the names of interviewees are not listed in the published report. A list of persons interviewed has 
been shared with the Embassy of Sweden (internal working paper). 
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Data has been triangulated between sources (for example individual key informants) as well 

as between source types (such as documentation versus interview responses). Interviews 

were semi-structured allowing the evaluators to explore emerging themes. 

During fieldwork, the four members of the evaluation team split up into two teams covering 

the Northern and Southern project areas respectively. The team has depended on the HNRS 

Field Staff to facilitate the process of stakeholder consultation during the field visits.  

PROCESS OF ANALYSIS  

Data collected from both secondary and primary sources was collated in the EQM. It was 

then classified into emerging themes using the VCA, the MDPA 63  and the ToC as 

frameworks to structure the analysis. 

The VCA traces the nodes that the coffee must pass from field to access to global market, 

identifying stakeholders, strengths and weaknesses. The MDPA analyses the differential 

impact on sub-target-groups (in this case primarily based on gender and age) in terms of 

access to resources, power/voice, opportunities/choice and human security. The analysis is 

contextualised with consideration of politico-institutional factors and environmental 

issues.64 The project achievements are graded using the ToC structure to illustrate project 

assumptions and outcomes. 

Finally, a project assessment according to OECD/DAC criteria and terminology was 

undertaken and used to summarise conclusions.  

ETHICS AND PARTICIPATION  

The major ethical issue in this evaluation has been to constantly balance the evaluation’s 

need for stakeholder interaction with the risks related to Covid-19. The evaluation team has 

acted based on dialogue with HRNS, assessing the local level of risk before data collection.  

Participation in the evaluation process has been limited to the utilisation-focused structure. 

Beneficiaries have not been involved in drafting questions or designing evaluation process.  

Some opinions of key informants may be interpreted as political or may touch upon 

significant commercial interests. In the interest of integrity and in order to lower risk for 

individuals, the Evaluation team has not cited individual statements in the final report and 

will not share raw data documenting the interviews we have conducted. 

HNRS and EoS have had the opportunity to comment and criticise during the data sharing 

and joint analysis and feedback sessions held in Mbeya (regional office), Usa River 

(Country office) and at the Embassy. Primary users have also have the opportunity to 

 
63 The reader is requested to note that a complete MDPA is complex and requires much greater resources 

than those available for this evaluation. For an example of the level of detail needed see 
https://ophi.org.uk/multidimensional-poverty-index/mpi-questionnaire/ In this context the MDPA is used only to 

structure the analysis of collected data. 
64 For greater detail regarding MDPA please refer to e.g. https://www.sida.se/en/for-partners/methods-

materials/poverty-toolbox .  

https://ophi.org.uk/multidimensional-poverty-index/mpi-questionnaire/
https://www.sida.se/en/for-partners/methods-materials/poverty-toolbox
https://www.sida.se/en/for-partners/methods-materials/poverty-toolbox
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comment and criticise at the start-up meeting, the inception report meeting and with written 

comments to the draft final report. 

LIMITATIONS 

A series of limitations have impacted the evaluations process: 

Sampling of interviewees has not been random. In dialogue with HRNS the evaluation team 

has selected a representative sample of potential key informants including beneficiaries, 

local and national government representatives, private sector entities and international 

partners. 

Time constraints limited the number of project areas that could be visited physically. In 

order to reach more areas the evaluation team split up during the data collection phase. In 

an effort to ensure similarity of terminology and interpretation of data collected two internal 

evaluation team meetings were held; one day prior to data collection, two days for joint 

analysis.  

In order to protect the integrity of interviewees’ raw data will not be shared with the client 

and the list of key informants will be shared separately with the Embassy of Sweden, but 

not published in the report. A categorisation of key informants approached, similar to the 

one presented in Annex 2, will be published. 

COVID-19 PRACTICAL SAFEGUARDS:  
The team followed the government’s guidelines, e.g. physical meetings were held outside 

when indoor meeting could not ensure social distancing, masks and sanitisers were used as 

appropriate. HRNS routines for this were already in place. Some data collection was done 

remotely, and the team has relied on the information already available. The team has 

restricted the use of quantitative methods: no large-scale surveys, and few group interviews. 
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 Annex 4 – Stakeholders Interviewed 

A list of potential interviewees was developed during the initial discussions with HRNS. 

Where productive and feasible it was complemented with further names and adapted as the 

process advanced.  

We are not publishing individual informants names here but a list has been shared 

separately with the Embassy (as it was developed in dialogue with HRNS they are already 

aware of most of the people on it). 

The list contains key informants representing: 

 Male Female Total 

Embassy of Sweden Tanzania 4 2 6 

HRNS Staff North and South 6 1 7 

HRNS Staff North and South 8 2 10 

North LGA officials 7 6 13 

South LGA officials 4 1 5 

Central Government/Agencies-Dodoma) 0 1 1 

South AMCOS Sampled 11 4 15 

South PO sampled 5 4 9 

North AMCOS Sampled 49 37 86 

North PO sampled 36 43 79 

North -Other stakeholders-banks research input suppliers etc. 11 1 12 

South -Other stakeholders-banks research input suppliers etc. 5 2 7 

National Partners 1 1 2 

International Partners 2  2 

Total respondents 149 105 254 

 

The key informants thus included youth and women, traders, processors and government 

officials from Ministry of Agriculture, Coffee Board, Local government authorities and 

TACRI, and other relevant key stakeholders – as specified in the ToR. 
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 Annex 5 – Documentation list 

0217_Attestation 2015 SIDA_Tanzania.pdf 

1610 CFAT_HRNS_SIDA final_report.pdf 

170313_Logframe_Targets_SIDA_update.xlsx 

1710_Food cash crop approach.pptx 

1st Agreement Amendment 2017 counter Signed.pdf 

2017- Audit Report Attestation Sida Phase II.pdf 

2017 Management letter.pdf 

2018 Attestation Audit Report.pdf 

2018 Management Letter HRNS Final signed.pdf 

2018 Management Letter.pdf 

2018_HRNS_SIDA progress report .pdf 

2019_HRNS_SIDA progress report.pdf 

2020 Attestation Sida Phase II project Support of Coffee Farmers  Alliance 

Tanzania_signed.pdf 

2020 Attestation Sida Phase II project Support of Coffee Farmers Alliance 

Tanzania_signed.pdf 

2020 HRNS SIDA Management Response Letter 30042021.pdf 

2020 TZ II Management Letter HRNS Final signed.pdf 

2021_04_SIDA CFAT II Final Project Report (002).pdf 

Appraisal CFAT I_ Basis for Decision on Contribution (51170058).pdf 

Appraisal of Intervention, final (51170116).pdf 

AUDITED FIGURES SIGNED (revised)20150623.pdf 

CFAT Agreement signed.pdf 

CFAT Audit report for 2015 20160504.pdf 

CFAT II Agreement.PDF 

CFAT II Narrative and financial report for 2016 (51170116).pdf 

CFAT II Narrative and financial report for 2017 (51170116).pdf 

CFAT progress report 2015 for activity year 2014(revised).pdf 

CFAT progress report for year 2013.pdf 

CFAT Second agreement amendment for signatuture.pdf 

CFAT SIDA Budget by year.xlsx 

CFAT_SIDA progress report for 2015 20160331.pdf 

Copy of 1307-HRNS TZ North.xls 

Copy of 1307-HRNS TZ South.xls 

Evaluation report Coffee & Climate 1543910.pdf 

Final KPMG Sida HRNS ISC Report 2 September 2012.pdf 

HRNS AUDIT REPORT 2015for2014 (revised)20150623.pdf 

HRNS SIDA Concept note May-Dec 2020.pdf 
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HRNS. 2012. Application Form – Public Private Partnership Business for Development 

(B4D). Internal project document) 

International Coffee Organisation. 2020. The Value Of Coffee: Sustainability, 

Inclusiveness, and Resilience of the Coffee Global Value Chain 2020. (Germany) Federal 

Ministry for Economic Cooperation and GIZ. 

Mhando D. G, Mbeyale G. 2010. An Analysis of the Coffee Value Chain in the 

Kilimanjaro Region, Tanzania. NCCR North-South Dialogue 27. Bern, Switzerland: 

NCCR North-South. 

No cost extension.zip 

Proposal 1207 CFAT_SIDA B4D.pdf 

Proposal CFAT Phase II 20160330.pdf 

Ruben,  R.,  Allen,  C.,  Boureima,  F.,  Mhando,  D.,  Dijkxhoorn,  Y.  2018. Coffee 

Value Chain Analysis in the Southern Highlands of Tanzania. Report for the European 

Commission, DG-DEVCO. Value Chain Analysis for Development Project (VCA4D 

CTR . 2016/375-804), 135p + annexes 

Tanzania Coffee Board. 2012. Tanzania Coffee Industry Strategy, 2011 – 2021 

Sida attestation financial report 2016.pdf 

Sida attestation financial report 2017.pdf 
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 Annex 6 – Data Collection Tools 

Utilisation-focused approach 

Below, the twelve-step version of utilisation-focused evaluation,65 complemented with step 

No. 8 from Patton,66 is presented with a brief description of the contribution of 

Embassy/HRNS and the team to the respective steps. 
 

Step in Utilisation-

focused evaluation 

Embassy, HRNS & CFAT 

involvement 

Team considerations and actions 

Step 1 Assessing 

program readiness 

To what extent do users 

(managers) at CFAT 

understand UFE and are 

willing to contribute to it? 

Initial discussions with HRNS were 

productive and all parties were 

aware of the planned levels of 

involvement. 

Step 2 Assessing 

evaluator readiness 

Evaluation managers’ 

willingness and ability to 

commit to UFE 

All HRNS managers and staff 

approached have shown great 

interest and commitment to the 

process. 

Step 3 Identifying 

primary intended 

users. 

Embassy of Sweden, HRNS 

and CFAT, identified in the 

Terms of Reference. 

Primary users’ objectives and needs 

were discussed during start-up 

meeting and workshop. 

Step 4 Situational 

analysis 

Contribute information and 

participate in facilitated 

discussions. 

HRNS have actively participated in 

the review of organisational aspects 

and exploration of the context. Also 

refer limitations section. 

Step 5 

Identification of 

primary intended 

uses 

Identified in the Terms of 

Reference. Additional 

information on how results will 

be used (in addition to for 

what) 

Evaluation team perceives both 

HRNS and EoS were well informed 

about the evaluation and welcoming. 

Evaluation team assumes that 

stakeholders beyond HRNS and EoS 

have been informed, as relevant, by 

HRNS and/or EoS. 

Step 6 

Focusing the 

evaluation. 

Contribute to fine-tuning 

evaluation questions and 

discuss analytical 

frameworks to use. This is a 

The semi-structured nature of the 

interviews along with the 

interactivity planned for the 

evaluation process has allowed for 

 
65 The steps and descriptions are based on Ramírez and Brodhead, 2013: Utilization Focused Evaluation A 

primer for evaluators. 
66 Patton, 2012, Essentials of Utilization-Focused Evaluation: A Primer. Thousand Oaks, CA: SAGE. 
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step where the involvement of 

HRNS/CFAT is key. 

adaptation of evaluation questions to 

information surfacing throughout 

the evaluation period. 

Step 7 Evaluation 

design 

Mainly feedback on inception 

report. 

Adapt suggested approach and fine-

tune methods and tools to respond 

to the intended uses and users’ 

comments. 

Step 8 Make sure 

intended users 

understand potential 

controversies about 

methods and their 

implications. 

Active participation in 

meeting to discuss potential 

controversies about methods 

and their implications. 

Analytical process to prepare 

active participation. 

Explain and discuss potential 

controversies about methods 

and their implications with 

primary users. Facilitate 

process to ensure these are 

really understood. Mental 

preparedness.67 

Step 9 Simulation 

of use of findings 

Facilitated discussion of use 

based on fabricated data, to 

verify that the evaluation 

will lead to findings that are 

useable to HNRS/CFAT. 

Produce fabricated findings, 

facilitate discussion with 

HNRS/CFAT about the usefulness 

of these. If needed, modify methods 

or evaluation questions. 

Step 10 Data 

collection 

Be prepared to discuss urgent 

issues or changes with the 

team. 

Introduce the full country team to 

UFE and keep attention to issues re 

use throughout data collection 

phase. Inform primary users of 

urgent issues or changes.  

Step 11 Data analysis Participate in and contribute to 

joint analysis workshop to 

discuss and interpret initial 

findings. Suggest areas of 

additional analysis, if 

unexpected findings surface. 

Prepare and facilitate joint analysis 

workshop, for presentation of 

initial findings, discussion of 

possible conclusions and 

recommendations. 

Workshop likely to be Zoom 

based or similar given Covid-19 

restrictions 

Step 12 Facilitation of 

use 

Develop a dissemination 

strategy for the evaluation to 

facilitate use, including 

planning for the resources 

needed. 

Prepare final report and 

communicate findings and 

conclusions that are closely linked 

to the evaluation purpose, criteria 

and questions, and prioritise and 

present recommendations that 

facilitates use.f 

 
67 Potentially controvertial issues might for example include: use of child labour, lack of transparency in the 

value chain, special requirements of disabled and elderly, marginalizing the poor in the supply chain – lack 
of voice and influence fair/equity in the distribution of the gains brought about the value chain upgrading. 
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Step 13 Meta-

evaluation of use 

Participate in and contribute to 

concluding workshop to assess 

the evaluation process and 

especially the users’ 

involvement in the process and 

potential use of the results of the 

evaluation. 

Prepare and facilitate concluding 

workshop. Present the team’s 

perceptions regarding the 

evaluation process, especially 

regarding the utilisation focus of 

the evaluation. Summarise 

learning from the process. 

Evaluation questions matrix 

The version of the evaluation questions matrix (EQM) presented in Annex 7 was used in 

the analysis phase to ensure that all questions from the ToR were addressed by the team.  

The version below was developed during the evaluation team start-up meeting and used as 

checklist by the consultants when conducting semi-structured interviews. Due to the high 

differentiation between key informants perspectives, and the few respondents in each 

category, it was agreed that developing separate interview guidelines for each respondent 

category would not be useful. 

When using the EQM each consultant adapted to the interviewee responding, for example 

policy questions to policy makers, organisational questions to managers etc. The questions 

posed were also adapted to the data needs of MDPA i.e. seeking to explore differential 

support/impact in Resources- Opportunities/choice-Power/voice-Human security terms.  

The EQM was designed in Excel and a new column was added for each interviewee as 

interviews were documented. For integrity reasons the raw data will not be shared (this 

would make key informants clearly identifiable). 

Please also note the Limitations section of the Methodology, found in Annex 3. 

 
Name  
Date  
Organisation  
Titel  
Gender  
Background/general of interest  
Interviewer 

Context Based on the context at the time of design—Were the 

project Goal and objectives responding to the 

context/business environment?  
 Give examples of the key contextual factors affected 

the project positively or negatively?  
To what extent did the changes of the cooperatives legal 

framework impact on the CFAT producer groups?  
Were there significant changes in context and how did 

the project respond to the changing context?   
What has it missed? 



A N N E X  6  –  D A T A  C O L L E C T I O N  T O O L S  

 

82 

 
How did/are changes to external conditions impacted 

the performance of the coffee value chain? Which 

segments were positively/negatively impacted most by 

external conditions?  
What is happening to the de-registered POs?  
In what ways did the members of the CFAT value chain 

mitigate against the risks – on their own and with the 

Project support?  
What was done to tap emerging Opportunities? To 

address emerging challenges?   
Make reference to risks and assumptions: such as 

Covid-19, changing sector regulations, global coffee 

prices dynamics and weather. 

Programme Design Describe how the programme has evolved; process, 

involvement of stakeholders, key events/influences  
What factors have contributed to improvement 

(effectiveness) of activities and their delivery methods? 

Are there aspects that could have been done differently? 

(process wise)  
What have been the main strategies used to deliver the 

project Outputs? Were there differences in strategies for 

reaching men and women headed household (hh)?  
What were the mechanisms/models of delivering 

outputs? Were there differences in how 

women/men/youth were reached?  
What were the factors influencing the project 

implementation and achievements positively or 

negatively?  
Were there other vulnerable groups that were not 

reached? Why?  
What challenges are impacting on gender, equity 

inclusion?  
What are the gaps/challenges for the provision of 

services impacting the coffee commodities?  
How did CFAT listen to your/the community’s 

concerns when developing the activities?  
Some AMCOs failed to continue –What is the 

membership structure of those AMCOs/POs? What 

were the factors that lead to failure to continue? How 

are the members being served in the absence of the 

AMCOS/Pos 

Organisational transparancy 

and accountability 

What are your views on the relevance and effectiveness 

of the CFAT Advisory Board? 

Monitoring and Evaluation 

system 

Please describe your role in the M&E system 
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What data have been delivered by the M&E system? 

(Quantitative? Qualitative? Consistency with the 

Indicators? Adequacy and relevance of Indicators on 

Outcomes and impact? Gender disaggregated?   
Who collects the data?  
How is the data used?  
By whom is the data used?  
What part of the M&E system inputs into the 

functioning of coffee value chain?   
What lessons are we learning from the achievements/or 

non-achievements?  
Explain (give examples) how the data/information 

delivered by the M&E system been useful in supporting 

management functions and informing on the progress 

towards intermediary Outcomes?  
Can you give examples of managerial decisions that 

have been based on monitoring data? 

Organisational Learning and 

Adaptation 

Have there been significant results or changes in the 

implementation of the project between North and 

South?  
When did you start doing that differently?  
Why did you change?  
Have you noticed that ………. (the farmers, the youth, 

the traders, the suppliers…) are acting differently after 

(time) and what has changed?  
How has this affected women/boys/girls/men?  
Are there people who have not been affected? Why?  
Can you give examples of changes in activities that 

were decided due to contextual changes?  
How did you know that the change should be made?  
Give examples on any of lessons you have learned from 

what worked well or did not work well.  
What adjustments were made to accommodate the 

changes  
How adaptive has the project implementation been to 

accommodate the changing needs?  
Give examples of how project beneficiaries have 

contributed to the adaptation of the changing needs   
How effective is the value chain governance structure 

promoted under CFAT interventions to grow/sustain the 

current achievements? What Alliance’s capacity gaps 

need to be addressed for it to continue to deliver?  
Give examples where stakeholders (community 

beneficiaries, LGAs, and other relevant authorities) 

have used lessons derived from project activities’ 
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Financial System Jointly with relevant staff members, map the processes 

used in the finance-admin system. 

Value Chain Development 

and Structure 

To what extent there is a shared vision among the nodes 

of the coffee value chain in CFAT ecosystem? This 

answer will be collated with answers on sustainability 

of functions of CFAT.  
Who are the core stakeholders in the value chain and 

what has been the role of each?  
(To each segment of the value chain), how has CFAT 

project responded to your needs, priorities and or 

policies?  
To each of the following value chain functions, what 

activities were implemented by CFAT and what have 

been the positive outputs of project?  
How is market support organised at HRNS – staff 

working on market related support?  

PO/VSG members 

AMCOS leaders 

How would you describe yourself about your 

knowledge on coffee and coffee market in Tanzania and 

in the World, what knowledge do you think is important 

do you miss? 

PO/SVGs/AMCOS/RPCS How is the business case of the relationship between 

your PO/SVGs/AMCOS/RPCS and each of the 

following partners: Balton, BrazAfrica, Yara and 

Pannar. The Banks? 

(PO/VSG), AMCOS, other 

non-CFAT project source 

Of the support services that you used to get from the 

project, which ones you are now able to source from the 

services market?  
What drive farmers to produce high quality coffee as 

opposed to low quality? How durable or strong are 

these drivers? Are there things that can negatively affect 

POs/SVGs ability to continue or expand production of 

high quality coffee?   
How did HRNS facilitate the linkages along the value 

chain? How are these linkages in terms level of binding 

and cons….  
What challenges have been faced in delivering these 

services? And how did you address them? 

Results To what extent are outcomes attributable to 

activities/Outputs? How?  
What has been done that was not part of the design and 

lead to more outcomes?  
What else (Extra) could have been done to achieve 

more Outcomes/changes?  
What could have been omitted and get the same or more 

results? 
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What has been achieved within the time frame of the 

project? (Deliverables/Outputs?)  
In your view what were unplanned positive results, 

which the project has achieved? If there were any, What 

factors contributed to the unplanned results?  
What have the unplanned positive results improved the 

competitiveness of the coffee value chain? How durable 

are unplanned results?  
Why are the results important and significant?  
Were there any differences between how the factors 

impacted in gender relations (Did men, women, boys 

and girls benefit from/enjoy the unplanned positive 

results differently?  
To what extent were the available local resources used 

efficiently?   
Were the impacts achieved in an economic and viable 

manner?   
What changes have been influenced directly by the 

project/ activities/Outputs of the project? Are these 

achievements felt by both men and women/girls and 

boys?  
What evidences are available to demonstrate power and 

voices among the target group (at HH, AMCOs, POs, 

Groups? analyse with gender perspective  
Were the activities implemented in an economic and 

viable manner?   
Has the project been delivered on planned budget?   
What aspects of the implementation elements of the 

project could be done differently next time to cut costs 

while still delivering achievements? 

Sustainability What sustainability mechanisms have been put in 

place?  
What other factors have affected sustainability?  
Can results be scaled up? Challenges?  
What is the critical/effective growth path for 

replicating/scaling up the achievements of CFAT 

project in future  
- within the current operating area,  
- outside the current operating areas.  

Impact To what extent has the project generated, or is expected 

to generate, significant positive or negative, intended or 

unintended, high-level effects?   
How has the project influenced the stakeholder 

community, and what capacities has it built?  
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How is the project impacting positively/negatively on 

key groups and issues that have been identified as 

important in project design?  
How are these benefits addressing or contributing to 

Poverty reduction strategy/Agric Policy Objectives? 

Increased value chain voice/influence in the industry? 

Gender equity? Enhancing sustainable environment? 

SGDs? 

Lessons learned and Best 

Practice 

What lessons can be learnt from the intervention- 

Example assess Design vs. actual Operationalisation 

[Outputs – Outcomes-Impact]; Strategies vs. 

achievements, Strategies vs. Costs; Services/ Outputs 

vs. utilisation/ adaptability; Strategies/Activities 

Outputs/Outcomes vs. External factors 

Partners Which institutions are championing improvement of 

women and youth participation in the project activities?  
How has HRNS (as member of the Steering Committee 

of the National Coffee Platform communicated best 

practices and lessons learned among all relevant 

stakeholders in the coffee sector in Tanzania? 
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 Annex 7 – Selected Sections of Inception 
Report 

Methodology 

Evaluation approach 
A utilization-focused approach will guide the interaction with HRNS/CFAT/Embassy. This 

approach to evaluation is requested by the Terms of Reference and is welcomed by the 

team. We suggest that all of the steps presented by Patton (2012) 68  are followed but 

emphasize that some steps are “checklist” in character and need not take too long. The list 

is however valuable as it allows systematic checking that relevant stakeholders understand 

the process and their role in it. 

As HRNS/CFAT is the principal user, we would like to emphasise that the extent to which 

a Utilization- focused approach can be applied depends on users’ commitment to spend 

time on the review. Initial contact with relevant HRNS/CFAT management has been 

welcoming and productive.  

Below, the twelve-step version of utilization-focused evaluation, complemented with step 

no 8 from Patton 69 , is presented with a brief description of the contribution of 

Embassy/HRNS/CFAT and the team   to the respective steps. Steps 1-6 are to a large extent 

completed. Steps 7-9 are also part of the inception phase, Step 10 is communication and 

considerations during the data collection phase and Steps 10-13 depict interactions 

during the      analysis and reporting phase.70  

 

Step in Utilization-

focused evaluation 

Embassy, HRNS & CFAT 

involvement 

Team considerations and actions 

Step 1 Assessing 

program readiness 

To what extent do users 

(managers) at CFAT understand 

UFE and are willing to 

contribute to it? 

Initial discussions with CFAT have 

been productive and all parties are 

aware of the planned levels of 

involvement. 

Step 2 Assessing 

evaluator readiness 

Evaluation managers’ 

willingness and ability to 

commit to UFE 

All evaluation team members are 

looking forward to mutual learning 

with CFAT managers and staff. 

 
68 Patton, 2012, Essentials of Utilization-Focused Evaluation: A Primer. Thousand Oaks, CA: SAGE. 
69 Ibid. 
70 The steps and descriptions are based on Ramírez and Brodhead, 2013: Utilization Focused Evaluation A 

primer for evaluators.  
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Step 3 Identifying 

primary intended 

users. 

Embassy of Sweden, HRNS 

and CFAT, identified in the 

Terms of Reference. 

Identify primary users’ objectives 

and needs during start-up meeting 

and workshop. 

Step 4 Situational 

analysis 

Contribute information and 

participate in facilitated 

discussions. 

Review of organizational aspects 

(previous experience from 

evaluations, resources available for, 

and priority given to the evaluation 

(e.g., time). Agree on context. Also 

refer limitations section. 

Step 5 

Identification of 

primary intended 

uses 

Identified in the Terms of 

Reference. Additional 

information on how results will 

be used (in addition to for 

what) 

Evaluation team perceives both 

CFAT/HRNS and EoS as well 

informed about the evaluation and 

welcoming. Evaluation team 

assuming that stakeholders beyond 

CFAT/HRNS and EoS to be 

informed by CFAT/HRNS and EoS. 

Step 6 

Focusing the 

evaluation. 

Contribute to fine-tuning 

evaluation questions and 

discuss analytical 

frameworks to use. This is a 

step where the involvement of 

HRNS/CFAT is key. 

The semi-structured nature of the 

interviews along with the 

interactivity planned for the 

evaluation process will allow for 

adaptation of evaluation questions to 

information surfaced throughout the 

evaluation period. Discussions with 

primary users will include exploring 

what is being assessed; how define 

success and challenges? 

Step 7 Evaluation 

design 

Mainly feedback on inception 

report. 

Adapt suggested approach and fine-

tune methods and tools to respond 

to the intended uses and users’ 

comments. 

Step 8 Make sure 

intended users 

understand potential 

controversies about 

methods and their 
implications. 

Active participation in 

meeting to discuss potential 

controversies about methods 

and their implications. 

Analytical process to prepare 

active participation. 

Explain and discuss potential 

controversies about methods and 

their implications with primary 

users. Facilitate process to 

ensure these are really 

understood. Mental 
preparedness.71 

Step 9 Simulation 

of use of findings 

Facilitated discussion of use 

based on fabricated data, to 

verify that the evaluation 

will lead to findings that are 

useable to HNRS/CFAT. 

Produce fabricated findings, 

facilitate discussion with 

HNRS/CFAT about the usefulness 

of these. If needed, modify methods 

or evaluation questions. 

Step 10 Data 

collection 

Be prepared to discuss urgent 

issues or changes with the 

team. 

Introduce the full country team to 

UFE and keep attention to issues re 

use throughout data collection 

 
71 Potentially controvertial issues might for example include: use of child labour, lack of transparency in the 

value chain, special requirements of disabled and elderly, marginalizing the poor in the supply chain – lack 
of voice and influence fair/equity in the distribution of the gains brought about the value chain upgrading. 
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phase. Inform primary users of 

urgent issues or changes.  

Step 11 Data analysis Participate in and contribute to 

joint analysis workshop to 

discuss and interpret initial 

findings. Suggest areas of 

additional analysis, if 

unexpected findings surface. 

Prepare and facilitate joint analysis 

workshop, for presentation of 

initial findings, discussion of 

possible conclusions and 

recommendations. 

Workshop likely to be Zoom 

based or similar given Covid-19 

restrictions 

Step 12 Facilitation of 

use 

Develop a dissemination 

strategy for the evaluation to 

facilitate use, including 

planning for the resources 

needed. 

Prepare final report and 

communicate findings and 

conclusions that are closely linked 

to the evaluation purpose, criteria 

and questions, and prioritise and 

present recommendations that 

facilitates use. 

Step 13 Meta-

evaluation of use 

Participate in and contribute to 

concluding workshop to assess 

the evaluation process and 

especially the users’ 

involvement in the process and 

potential use of the results of the 

evaluation. 

Prepare and facilitate concluding 

workshop. Present the team’s 

perceptions regarding the 

evaluation process, especially 

regarding the utilization focus of 

the evaluation. Summarise 

learning from the process. 
 

 

Throughout the evaluation process we will seek to be inclusive and respectful of all 

stakeholders, including paying attention to the inclusion of both male and female 

perspectives. The evaluation process description of the context will include a short gender 

analysis, the analysis section will include a discussion on gender equality in its treatment 

of results and presented conclusions and recommendations will address implications for 

gender equality. 
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Data collection tools 

The main data collection tool was the Evaluation Questions’ Matrix (EQM) below. The EQM formed the basis for semi-structured interview formats 

but also for the documentation of data collected. The guidelines include notes concerning ethics, participation and gender, as an aide-memoire to the 

team interviewers. 

Terms of Reference Question Examples of questions to pose in 

interviews/ data to seek in documents 

Possible sources 

and triangulation 

sources 

Comments 

Relevance 

 

1. How was the CFAT project aligned to 

national policies and projects on poverty 

alleviation through agribusiness and 

particularity priority export/cash crops? 

Who are the core stakeholders in CFAT and what 

has been the role of each in the value chain? 

At the design phase, what were the most pressing 

needs of each category of stakeholders? 

(To each segment of the value chain), how has 

CFAT project responded to your needs, priorities 

and or policies? 

Were there significant changes in context and how 

did the project respond to the changing context?  

What has it missed? 

How did CFAT listen to your/the community’s 

concerns when developing the activities? 

Reports vs. Global 

partner policies and 

priorities: beneficiary 

assessment 

Throughout, the questions posed will be adapted to 

the interviewee responding, for example policy 

questions to policy makers, organisational questions 

to managers etc. 

What lessons have been learned from 

what has worked well/less and 

adjustments? 

Give examples on any of lessons you have learned 

from what worked well or did not work well. 

What adjustments were made to accommodate the 

changes (This could have fitted somewhere 

towards the end) 

  

2. To what extent have the activities and 

outputs been consistent with the overall 

donor priorities on creating opportunities 

for economic empowerment, gender 

To each of the following value chain functions, 

what activities were implemented by CFAT and 

what have been the positive outputs of project? 

• End market information sourcing and 

Reports; beneficiary 

assessment and other 

stakeholders assessment 

In a focus group the questions would be phrased 

differently, for example “Can you give examples of 

what has changed in your household over the past 

three years?” 
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equality? sharing along the value chain? 

• Development of the coffee market? 

(volume, value, price, sustainable 

supplier-buyer relationship) 

• Logistics (farm to buyer) 

• Value addition through processing, 

packaging, quality certification, branding, 

etc. 

• Harvesting and post-harvest coffee 

management 

• On-farm management 

• Access to quality planting materials and 

other inputs 

• Access to finance for investment and 

working capital 

• Relationships among segments within the 

value chain? 

In which ways the activities and outputs have 

created opportunities for economic empowerment, 

voice, gender equality and environment 

sustainability?  

Assess against expressed needs of the beneficiaries 

and donor priorities. 

“How are CFAT activities different for youth, 

women, elderly and men?” 

3. Are the program’s goal and objectives 

aligned with those of the intended 

beneficiaries considering the 

context/business environment? 

Based on the context at the time of design—Were 

the project Goal and objectives responding to the 

context/business environment? 

To what extent there is a shared vision among the 

nodes of the coffee value chain in CFAT 

ecosystem? This answer will be collated with 

answers on sustainability of functions of CFAT. 

Reports; beneficiary 

assessment and other 

stakeholders assessment 

In some interviews (not all interviews can cover all 

questions) we will explore significant changes in the 

context and what CFAT adaptations CFAT has 

introduced to deal with such changes 

4. To what extent have the project 

activities conformed to the needs and 

priorities of the intended beneficiaries? 

How has the project addressed the needs expressed 

in the problem statement (as per proposal)? 

Expressed needs vs. Delivered solutions 

 

Reports; beneficiary 

assessment and other 

stakeholders’ 

assessments 
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How do you rate the various aspects of the CFAT 

project in effectively responding to your needs and 

priorities? (Consultant may allow respondents to 

use a scale 1-5, 1 for poor and 5 for very good) 

What aspect of the project did you like most? 

Why? 

What aspect of the project did you like least? 

Why? 

 

Questions to beneficiaries 

5. How appropriate were project activities 

and outputs to achieving expected 

outcomes? 

To what extent are outcomes attributable to 

activities/Outputs in 4 above? How? 

What has been done that was not part of the design 

and lead to more outcomes? 

What else (Extra) could have been done to achieve 

more Outcomes/changes? 

What could have been omitted and get the same or 

more results? 

Design: Check with 

CFAT/HRNS and other 

stakeholders 

 

Responses of 

beneficiaries in 2,3 and 4 

Need to internalise the major Outputs and 

anticipated outcomes. 

 

For example What has changed after being trained? 

Formed your Organisation/Association? 
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Terms of Reference Question Examples of questions to pose in interviews/  

data to seek in documents 

Possible sources

 and 

triangulation sources 

Comments 

Effectiveness 

 

1. To what extent were the objectives 

achieved/ during the timeframe of the 

project implementation? 

 

What has been achieved within the time frame of 

the project? (Deliverables/Outputs?) 

 

How the following have evolved over the period of 

implementing the Project:  

1. in policies and regulations pertaining to the 

coffee business and the sub-sector at large?  

2. The behaviour of actors along the value chain 

(e.g. compliance to GAP, record keeping, 

product quality, etc.)?  

3. Actions; agronomy practice?  

4. Actors’ relationships - Value chain governance, 

information system(s) etc. /Modalities (in 

service delivery? Being served? marketing? 

Access to extension services? Inputs? market) 

Reports, beneficiaries 

and other stakeholders 

Judging by initial document review, project 

monitoring systems are well developed and 

capture significant data about both output and 

outcomes. Unless the evaluation team discovers 

deviances indicating that the quality of such data is 

low, the team will use the existing data in its 

analysis of project outcomes, adaptation to 

external changes etc. 

2. Has researches delivered 

improvement on outputs and outcomes 

as planned? (efficiency and 

effectiveness) 

 

What factors have contributed to improvement 

(effectiveness) of activities and their delivery 

methods? Are there aspects that could have been 

done differently? (process wise) 

What changes have been influenced directly by the 

project/ activities/Outputs of the project? Are these 

achievements felt by both men and women/girls 

and boys? 

What have been the main strategies used to deliver 

the project Outputs? Were there differences in 

strategies for reaching men and women headed 

household (hh)? 

What were the mechanisms/models of delivering 

outputs? 

Which support services are provided for effective 

marketing of coffee commodities at different nodes 
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of the value chain? 

3. What were the major factors 

influencing the achievement or non- 

achievement of the objectives? 

What were the factors influencing the project 

implementation and achievements positively or 

negatively? 

What are the gaps/challenges for the provision of 

services impacting the coffee commodities? 

Were there differences in the effects of the factors 

between men and women, youths and other 

vulnerable groups? 

What challenges are impacting on gender, equity 

inclusion? 

Which institutions are championing improvement 

of women and youth participation in the project 

activities? 

Reports Beneficiaries, CFAT 

and HRNS responses 

 

4. To what extent are unplanned 

positive effects contributing to results 

produced / services provided? 

Looking at all the value chain segments (structure, 

systems, behaviour, actions/practices, and 

attitudes), in your view what were unplanned 

positive results, which the project has achieved? If 

there were, What factors contributed to the 

unplanned results? 

Why are the results important and significant? 

Were there any differences between how the 

factors impacted in gender relations (Did men, 

women, boys and girls benefit from/enjoy the 

unplanned positive results differently? 

What have the unplanned positive results 

improved the competitiveness of the coffee value 

chain? How durable are unplanned results? 

Beneficiaries; Other Key 

stakeholders (Service 

providers) 

 

Check if the Reports note and discuss unplanned 

results 

5. To what extent was the project 

adapted to changing external 

conditions/shocks (risks and 

assumptions: Covid-19, changing 

sector regulations, global coffee 

prices dynamics and weather)? 

 Give examples of the key contextual factors 

affected the project positively or negatively? 

How did/are changes to external conditions 

impacted the performance of the coffee value 

chain? Which segments were positively/negatively 

impacted most by external conditions? 

In what ways did the members of the CFAT value 

chain mitigate against the risks – on their own and 

with the Project support? 

 Assess how project Reports talk about contextual 

factors 
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What was done to tap emerging Opportunities? To 

address emerging challenges?  

Make reference to risks and assumptions: such as 

Covid-19, changing sector regulations, global 

coffee prices dynamics and weather. 

5. Has the HRNS M&E system 

delivered robust and useful 

information that could be used to 

assess progress towards outcomes and 

contribute to learning? 

What data have been delivered by the M& E 

system? (Quantitative? Qualitative? Consistency 

with the Indicators? Adequacy and relevance of 

Indicators on Outcomes and impact? 

Explain (give examples) how the data/information 

delivered by the M&E system been useful in 

supporting management functions and informing 

on the progress towards intermediary Outcomes? 

Informing on any risks? Draw lessons? Informing 

future planning? 

What part of the M&E system inputs into the 

functioning of coffee value chain? What has been 

the benefits to the value chain and how sustainable 

is the (sub) system  

What evidence is available in the report on how 

target groups have been affected/changed? 

Assess the M&E system/work 

plan- Check type of data 

collected. Compare planned 

and data collected, frequency 

/sources (Quarterly /Biannual 

and Annual reports) (HRNS) 

 

Check how data has been used 

to make decisions (HRNS) 

 

Number 5 above 
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Terms of Reference Question Examples of questions to pose in interviews/  

data to seek in documents 

Possible sources

 and 

triangulation sources 

Comments 

Efficiency 

 

1. To what extent has the intervention delivered results in an 

economic and timely way? To what extent can the costs of the 

project activities (Human, time, financial) be justified by its 

results? 

To what extent were the available local resources used 

efficiently?  

 

Were the impacts achieved in an economic and viable manner?  

 

Were the activities implemented in an economic and viable 

manner?  

 

Has the project been delivered on planned budget?  

 

What aspects of the implementation elements of the project 

could be done differently next time to cut costs while still 

delivering achievements? 

 

 

Project documents, 

management and finance 

staff 

Any comparison 

with other past 

evaluated 

projects? 

2. How has the organization’s structure enhanced or hindered 

the efficiency, transparency and accountability? What 

should have been improved? 

What processes/steps are used to ensure inputs are used 

efficiently? 

Have the processes/steps been effective? 

What bottlenecks exist within the process now? What do you 

think is their cause?  

Why do you think these issues or challenges exist?  

What would you recommend to change in this process that 

would help you be more effective? (How else might this 

process be improved? 

  

3. How flexible has the project been in adapting to changing 

needs? 

How adaptive has the project implementation been to 

accommodate the changing needs? 

 

Give examples of how project beneficiaries have contributed to 

the adaptation of the changing needs  

  

Impact 

 

The Consultants will assess if during the implementation period, 

the project showed results with indications of high- level lasting 
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effects impact. They can be positive and negative changes 

produced by the intervention, directly or indirectly, intended or 

unintended. The assessment will also be concerned with the 

positive 

and negative impact of external factors. 

The following will be explored:    

1. To what extent has the project generated, or is expected to 

generate, significant positive or negative, intended or 

unintended, high-level effects? What is the overall impact of the 

project in terms of direct or indirect, negative and positive 

results? 

How has the project influenced the stakeholder community, 

and what capacities has it built? (impact) 

 

What benefits (direct/indirect) have accrued to the target 

group/society (which can be attributed to the project? 

 

How are these benefits addressing or contributing to Poverty 

reduction strategy/Agric Policy Objectives? Increased value 

chain voice/influence in the industry? Gender equity? 

Enhancing sustainable environment? SGDs? 

 

What negative impact (direct or indirect) have accrued to the 

target group/society because of the project 

 

What changes have/are likely to, enhance Tanzania coffee 

industry market competitiveness? 

 

What lessons are we learning from the achievements/or non 

achievements 

 

Is the project impacting positively on key groups and issues 

that have been identified as important in project design? 

(impact) 

Reports/Ask 

beneficiaries/other relevant 

stakeholders 

 

2. What were the main results achieved through CFAT project 

implementation in North and South Tanzania (project 

implementation areas)? 

What have been the major achievements of the CFAT project? 

 

Have there been significant results or changes in the 

implementation of the project between North and South? 

 

What factors are contributing to these changes?  

Reports and by asking 

beneficiaries, partners or 

stakeholders 

 

3. How many people (beneficiaries, partners or stakeholders) How many people (beneficiaries, partners or stakeholders) Reports and by asking  



 

98 

 

have been affected? have been reached by the project? (disaggregate by functions 

along the value chain, gender/sex and geographical locations) 

 

What challenges have been faced in delivering these services? 

And how did you address them? 

beneficiaries, partners or 

stakeholders 

4. Did the implementation of the project take timely measures 

for mitigating the unplanned negative impacts? What was the 

result? 

What were the emerging negative impacts resulting from the 

implementation of the project 

 

How were the negative impacts detected? What measures were 

taken to address /mitigate the negative impacts? 

 

What was the outcome of mitigating the negative effects? 

Reports, 

beneficiaries/Target 

group/CFAT and HRNS 

 

Sustainability 

 

The Consultants will assess if the project has factored in 

sustainability when working with beneficiaries, partners and 

stakeholders. The following will be explored: 

For each value chain segment, how do you assess the 

likelihood that the achieved changes are likely to continue to 

exist?/will disappear soon? 

1 Access to coffee inputs (planting materials, fertilizers and 

agro-chemicals 

2 Good agricultural practices GAP  

3 Product quality  

4 Compliance to market demands (quality, volume, 

timeliness, etc.)  

5 Effective and efficient value chain management  

6 Access to support services through services market 

systems (finance, market information services, lobbying 

and advocacy, etc.) 

 

What factors will contribute to this (Continue? Disappear?)? 

What actions have been taken/system has been put in place to 

ensure that changes will exist for a long time? 

 

What can be done to ensure positive changes will remain for 

long time? 

  

1. To what extent has the implementation of the project resulted 

in leveraging of knowledge and interventions to ensure 

sustainable impact? 

 

What capacities (knowledge, skills, structures, systems 

mechanisms) have been generated/put in place to the target 

group and partners (as part of the project implementation) 

 

How are these capacities being utilized so far? Are 

Project documents, 

interviews with 

stakeholders 
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structures/mechanisms formal or informal? What are these 

structures addressing? Or doing/mandate and the extent of 

implementation so far? 

 

2. What sustainability mechanisms have been put in place to 

ensure sustainability of project outcomes? What are the other 

major factors that have influenced the achievement and non- 

achievement of sustainability of the implementation? 

How effective is the value chain governance structure 

promoted under CFAT interventions to grow/sustain the 

current achievements? What Alliance’s capacity gaps need to 

be addressed for it to continue to deliver?  

 

What mechanisms/system/ modalities are in place to ensure 

that achieved changes will exist for a long time? 

Is there evidence that the initiative is likely to grow – scaling 

up and out – beyond the project life? (sustainability) 

 

  

3. Is it likely that the benefits (outcomes) of the project are 

sustainable? 
Which achieved changes (behaviour? practice? relations?) are 

likely to continue to exist for a long period of time?/which are 

likely to disappear soon? Why? What can be done to ensure 

achieved positive changes continue to exist? 

  

4. What are the challenges, if any, to scaling up the progress 

made and achieved results? 

What possibilities are evident for scaling up the achievement 

made so far? What Factors are supportive or not supportive to 

the scaling up? 

 

What is the critical/effective growth path for 

replicating/scaling up the achievements of CFAT project in 

future 

- within the current operating area, 

- outside the current operating areas.  

 

  

5. What are the key lessons learnt and best practices that can 

contribute to the knowledge base of the HRNS, implementing 

partners, and donors? 

What lessons can be learnt from the intervention- Example 

assess Design vs. actual Operationalisation [Outputs – 

Outcomes-Impact]; Strategies vs. achievements, Strategies vs. 

Costs; Services/ Outputs vs. utilization/ adaptability; 

Strategies/Activities Outputs/Outcomes vs. External factors 

 

Reports including Sida’s 

MDPA framework vs. 

responses of stakeholders 
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Is the wider project story being told? What range of outcomes 

(intended and unintended) has the project contributed to, taking 

account of each of social, economic, environmental and cultural 

considerations (impact) 
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End of Project Evaluation of Building Coffee Farmers 
Alliances in Tanzania (CFAT 2013–2021)
This is an evaluation of “Building Coffee Farmer Alliances in Tanzania” (CFAT) project, supported by Sida in the period of 2013–2020. 
The project is implemented by Hanns R Neumann Stiftung (HRNS) in Tanzania. The purpose of the evaluation was to enable the 
Embassy of Sweden, HRNS and other coffee stakeholders to assess the progress and performance of the intervention and what 
can be improved. The OECD-DAC criteria of relevance, effectiveness, efficiency and sustainability were assessed. The evaluation 
comes to generally positive conclusions: much of what was intended has been achieved, despite external challenges. Highlights 
include a clear progress in establishing primary and secondary level institutional infrastructure, strong evidence of improved 
incomes, increased coffee production and quality, some progress in introducing improved agricultural practices, improved 
household resilience and a successful pilot project in gender and entrepreneurial development of youth. The evaluation provides 
recommendations on sustainability as well as on areas in coffee value chain for potential interventions, and operational 
recommendations to HRNS and the Embassy.




